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Abstract 

This thesis examines the effects of different leadership styles (i.e. transformational, transactional 

and non-transactional leadership styles) on three different employeesô work outcomes: satisfaction 

with manager, extra effort and perceived efficiency of manager. Previous research has long 

acknowledged the importance of leadership in tourism and hospitality industries and it has been an 

important research subject for a long time. The focus has been on the favourable effects of 

transformational leadership style while transactional and laissez-faire have received far less 

attention. There is lack of knowledge on how to different leadership styles effect on employeesô 

work outcomes in the area of hospitality in Finland. This research seeks to increase the 

understanding of how different leadership styles affect the occupational outcomes of hotel 

employees' in a Finnish context. 

 

This study is a quantitative case study and the data was collected through a quantitative online 

survey in April 2019. Total of 294 responses were gathered from Scandic hotelsô front desk, 

restaurant and kitchen employees, their immediate supervisors and hotel managers in Finland using 

email and Facebook as distribution channels for the survey link. The questionnaire was based on 

much used instrument called Multifactor Leadership Questionnaire (form 5X). 

 

Data analysis consisted of two main steps. First, the reliability and validity of the factor structure 

of the used model was ensured by conducting a confirmatory factor analysis. As a result, the data 

did not completely support the nine-factor model. Next, regression models were developed that 

combined leadership variables associated with transformational, transactional, and laissez-faire 

leadership to determine the relationships with employeesô satisfaction with manager, extra effort, 

and perceived efficiency of manager. The findings showed that the transformational leadership 

behaviours are more predictive of satisfaction with manager, extra effort, and perceived efficiency 

and that laissez-faire leadership is negatively related to these factors. However, the final model 

included only three leadership dimensions: a new variable called sense of mission and idealized 

attributes of transformational leadership as they had statistically significant and positive 

relationships with the outcomes while laissez-faire had a significant negative relationship with 

these outcomes. 
Key words: leadership, leadership styles, work outcomes, employee satisfaction with manager, extra effort, 

perceived efficiency of manager 
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Tiivistelmä  

Tässä Pro gradu-tutkielmassa tarkastellaan erilaisten johtamistyylien (ts.transformationaalisen ja 

transaktionaalisen johtajuuden sekä johtamisen puuttumisen) vaikutuksia kolmeen eri työntekijän 

työn tulokseen: tyytyväisyys johtajaan, ylimääräinen vaivannäkö ja havaittu johtajan tehokkuus. 

Aikaisemmassa tutkimuksessa on jo kauan tunnustettu johtamisen merkitys matkailu- ja 

palvelualoilla, ja se on ollut tärkeä tutkimusaihe jo jonkin aikaa. Painopiste on ollut 

transformationaalisen johtajuuden myönteisissä vaikutuksissa, kun taas transaktionaalinen johtajuus 

ja johtajuuden puuttuminen ovat saaneet huomattavasti vähemmän huomiota. Tietoja puuttuu siitä, 

miten erilaiset johtamistyylit vaikuttavat työntekijöiden työn tuloksiin hotelli kontekstissa 

Suomessa. Tämä tutkimus pyrkii lisäämään ymmärrystä siitä, miten johtamistavat vaikuttavat 

hotellityöntekijöiden erilaisiin ammatillisiin tuloksiin Suomessa. 

 

Tämä tutkimus on kvantitatiivinen tapaustutkimus, ja se toteutettiin kvantitatiivisella 

verkkokyselyllä huhtikuussa 2019. Vastauksia kerättiin yhteensä 294 kappaletta käyttämällä 

sähköpostia ja Facebookia jakelukanavina. Vastaajina olivat Suomen Scandic-hotellien vastaanotto-

, ravintola- ja keittiön työntekijät, heidän lähiesimiehensä sekä hotellinjohtajat. Kyselyn pohjana 

käytettiin suomenkielistä versiota paljon käytetystä MLQ-mittarista (malli 5X). 

 

Datan analyysi koostui pitkälti kahdesta päävaiheesta. Ensin tutkittiin käytetyn mallin 

tekijärakennetta konfirmatorisella faktorianalyysilla. Tämän seurauksena tulokset eivät täysin 

tukeneet yhdeksän tekijän mallia. Seuraavaksi kehitettiin regressiomallit, jotka yhdistivät 

transformationaalisen-, transaktionaalisen- sekä johtamisen puuttumisen -johtamismuuttujat 

määrittämään suhteita työntekijöiden tyytyväisyyttä johtajaa kohtaan, ylimääräisen vaivannäön ja 

havaitun johtajuuden tehokkuuden kanssa. Tulokset osoittavat, että transformationaalinen 

johtamistyyli ennustaa enemmän tyytyväisyyttä johtajaa kohtaan, työntekijöiden halua tehdä 

ylimääräisiä ponnisteluja sekä havaittua johtajan tehokkuutta ja että johtamisen puuttuminen 

vaikuttaa negatiivisesti näihin tuloksiin. Kuitenkin vain transformationaalisen johtajuuden 

ulottuvuuksilla òsense of missionò ja òidealized attributesò ovat tilastollisesti merkitsevät positiiviset 

yhteydet tuloksiin ja vastaavasti johtajuuden puuttumisella merkitsevä negatiivinen suhde näihin 

tuloksiin. 
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1 INTRODUCTION  

 

1.1 Background of the study 

 

Leadership has been an important subject of research in the social sciences for a long time 

(Hartog, Muijen & Koopman 1997). Several studies in different disciplines (e.g. business and 

hospitality) have examined the effects of leadership styles on individual as well as on 

organizational performance (Fong & Snape 2013; Demirtas & Akdogan 2014; Quintana et. al. 

2015). Especially in the area of service and hospitality, the effects of different leadership styles 

and leaders on employees and their performance have been the topic of various studies in the 

last decade (Quintana et.al. 2015; Patiar & Wang 2016; Lyons & Schneider 2009).  It is argued 

that the leadership style of an organization has an influence on the attitudes and behaviours of 

employees towards the job and hence has an impact on organizational performance in the long 

run (Quintana et. al. 2015). Demirtas & Akdogan (2014) state that leaders are acting as role 

models in their organizations. In addition, they claim that leaders can affect the perceptions of 

the working environment through various leadership behaviours, which in turn will have 

positive effects, for example, on employeesô turnover intention, and emotional commitment.  

 

It has been discovered by many authors that the leadership style has an influence on various 

employeesô occupational outcomes such as followersô performance, growth (Northouse 2013, 

230) and job satisfaction (Chiok Foong Loke 2001), operational performance (Nagele & Awuor 

2018), creativity (Slåtten et.al. 2011), innovative behaviour (Slåtten & Mehmetoglu 2015) and 

company performance. (Schuckert, Kim, Paek & Lee 2017). However, leadership style is not 

the only existing factor that influences the employeesô work outcomes. Berta et. al. (2018) note 

that work environment and work attitudes also have an influence on work outcomes. Jayaweera 

(2015) brought to light that there is a noticeable connection between, for example, working 

conditions and job performance. He states that different environmental factors, both physical 

and psychological components of the working environment, may have an impact on employeesô 

outcomes. What it comes to jobs in a hotel industry, environmental conditions vary a lot in 

terms of the different environmental variables present, such as heat, noise, smell, humidity and 

light. 
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Service organizations have been described as a labour-intensive industry where employees and 

more importantly, those at the customer interface, play an essential role (Slåtten & Mehmetoglu 

2015: Schuckert et. al. 2017). The fundamental role of such employees is based on their work 

in customer-oriented tasks which involve a lot of personal and human interaction in the heart 

of a service organization (Schuckert et. al. 2017; Rothfelder, Ottenbacher & Harrington 2013). 

For instance, in the hotel context the frontline employees are usually defined to be the face of 

the company and that is why they are also considered to be the foundation of customer loyalty 

and the primary source of an organizationôs competitive advantage. (Schuckert et. al. 2017.) 

Increasing amounts of studies from authors such as Slåtten et. al. (2011) have made a conclusion 

that employees who are interacting with customers, should be at the focus of leadershipôs 

attention in service organizations. Tourism and hospitality rely heavily on the operations and 

efficiency of their skilled and devoted human resources in order to be successful. For that 

reason, efficient and competent management of a service organizationôs workforce is crucial. 

(Quintana et. al 2015: Mohamed 2016.) 

 

Based on previous studies, it can be concluded that leadership studies have a long history and 

different leadership styles have been an extensive research topic in various contexts all around 

the world (e.g. Berson, Shamir, Avolio & Popper 2001; Rothfelder et. al. 2013; Quintana et. al. 

2015). Lutz Allen, Smith & Da Silva (2013) & Antonakis & House (2014) argue that especially 

Bassôs (1985) Full Range of Leadership Model (FRLM) has been found to be one of the most 

important and most studied theories of leadership. This model has also been utilized in the study 

of Quintana et. al. (2015) which is a source of inspiration for this study. Consequently, this 

model was selected as a framework for this study as well. The FRLM contains transformational 

and transactional leadership styles with laissez-faire style.  It is common that many of the 

previous studies that investigate leadership styles involve both transformational and 

transactional leadership styles (e.g. Lyons & Schneider 2009; Lutz Allen et. al. 2013; Holten & 

Brenner 2015; Hamstra, Van Yperen, Wisse & Sassenberg 2014). They are used either as 

opposed perspectives or compared to each other. Also, some authors such as Quintana et. al 

(2015) & Rothfelder et. al. (2007) take a non-transactional (laissez-faire) perspective as a 

contrast to these two more active leadership styles. 

 

However, Hinkin & Schriesheim (2008) argue that previous research has found a lot about the 

favourable effects of transformational leadership, but much less attention has been given to the 

two other leadership styles. Also, the authors Dai, Dai, Chen & Wu (2013) point out that the 
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focus of previous studies has been limited either of the two leadership styles (transformational 

or transactional), which is why there is a lack of more comprehensive studies of all these 

leadership styles together. Consequently, more research is needed to determine if the models 

from previous studies are valid. Thereby, this study takes the same perspective as Quintana et. 

al. (2015) and utilizes the Bassôs (1985) Full Range of Leadership Model including all the three 

leadership styles: transformational, transactional and laissez-faire leadership styles, and 

examines their effects on hotel employeesô outcomes in the Finnish hotel context by using the 

Multifactor Leadership Questionnaire (MLQ-5X). Most of the previous studies that have 

covered the Full-Range -theory have utilized the Multifactor Leadership Questionnaire (Hinkin 

& Schriesheim 2008) because it has been said and found to be the best-known and best-

validated instrument to measure this particular theory (Antonakis & House 2014). Also, there 

has been found to be a noticeable gap in studies related to leadership styles in a hospitality 

context in Finland. A little is known about the effects of different leadership styles on hotel 

employeesô work outcomes. To the authorôs best knowledge, different leadership styles (e.g. 

transformational, transactional and non-transactional) have not been studied in the Finnish 

hospitality contexts nor has the MLQ instrument been used which makes this topic very 

important. Furthermore, there is a lack of comparative studies on different leadership styles and 

therefore this study will  be a good asset to research literature. 

 

The MLQ instrument has been used internationally in research in many different contexts, for 

example, in hospital context (Pahi, Umrani, Hamid & Ahmed 2015; Kanste, Kääriäinen & 

Kyngäs 2009) hotel and hospitality (Quintana et. al. 2015; Rothfelder et. al. 2013), construction 

industry (Ofori 2009), military (Eid, Johnsen, Brun, Laberg, Nyhus & Larsson 2004) and 

banking (Belias & Koustelios 2015). In addition, Arnold, Connelly, Walsh & Ginis (2015) 

study the influence of leadership style on leadersô emotional regulation strategies and burnout 

by using the MLQ. However, a lot of research has been done about the validity and factor 

structure of the MLQ instrument (Heinitz, Liepmann & Felfe 2005; Rowold & Heinitz 2007; 

Muenjohn & Armstrong 2008; Dimitrov & Darova 2016) but more attention could be given to 

the outcomes of these leadership styles. 

 

To the best of research knowledge so far, only a few studies have been done in the context of 

transformational leadership covering transformational leadership, transactional leadership 

(including rewarding, passive and active management by exception), and laissez-faire 

leadership styles in Finland and all of them are done in a hospital (nursing) context (Uusi-
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Kakkuri, Brandt & Kultalahti 2016; Kanste et. al. 2009; Kanste, Miettunen & Kyngäs 2007). 

Yet, no study has been conducted to examine the effect of these leadership styles on followersô 

outcomes in the context of hotel employees in Finland by utilizing the most recent version of 

Multifactor Leadership Questionnaire (MLQ-5X). In Finland, MLQ-5X has been utilized by 

authors Kanste et. al (2007) & Kanste et. al. (2009) in a nursing context. They investigated the 

psychometric properties of the Multifactor Leadership Questionnaire among nurses.  

 

This is a survey study conducted among the employees ï both staff and managers ï of Scandic 

which is the biggest hotel chain in Scandinavia. However, this study is limited to Finland. The 

reason for the implementation of this study for this specific company was due to a big corporate 

acquisition in December 2017. From the beginning of 2018, each of the Cumulus hotels 

operating under Restel Hotels individually turned into a Scandic hotel, and by the summer of 

2018, all the old Cumulus hotels had turned into Scandic. This major change has certainly 

brought a lot of changes in the organizational culture, such as leadership style.  

 

1.2 Objectives and research questions 

 

Inspired by the research of Quintana et. al (2015), this thesis investigates the effects of 

transformational, transactional and non-transactional leadership (laissez-faire) styles on hotel 

employeesô work outcomes in the Finnish hotel context. The occupational outcomes selected 

to this study are the same as in the study conducted by Quintana and her co-authors (2015): 

extra effort, perceived efficiency of managers and employeesô satisfaction with managers. 

These leadership outcomes are also part of the most recent version of the Multifactor Leadership 

Questionnaire (form 5X) (Rowold 2005) which is used in this study. Consequently, by using a 

series of statistical analyses this research aims to (1) distinguish the elements of the three above 

mentioned leadership styles by utilizing the Multifactor Leadership Questionnaire (MLQ-5X), 

to (2) find out to what extent is the Full Range of Leadership theory applicable to Scandic 

Hotels, to (3) study the effects of these three leadership styles on hotel employeesô work 

outcomes and to (4) explore what kinds of differences there are of how former Restelôs 

employees and original Scandicôs employees experience the leadership style within the 

organization.  

 

Accordingly, the objective of the study is to improve the understanding of what kind of 

leadership style/s prevail in Scandic's organizational culture in Finland and whether these three 
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leadership styles have effects on the selected employeesô work outcomes (extra effort, 

perceived effectiveness and satisfaction with managers). The interest will be on both the views 

of managers and employees. The view of managers is important because they have the power 

to make changes and improvements when needed, and the view of employees on the other hand 

is essential when the perceptions of leadership styles and their outcomes are under examination. 

 

Consequently, there are four main research questions in this study:  

 

1. What is the dominant leadership style of Scandicôs organizational culture according to 

the MLQ (form 5X) instrument, which denotes transformational-, transactional- and 

laissez-faire leadership styles? 

2. To what extent the Full Range of Leadership theory is applicable to Scandic Hotels in 

Finland? 

3. How do the leadership styles effect on hotel employeesô work outcomes including 

satisfaction with manager, extra effort and perceived efficiency of manager?  

4. What kind of differences there are of how former Restel employees and original Scandic 

employees experience the leadership style within the organization? 

 

1.3 Presentation of Scandic hotels 

 

As mentioned, this study is conducted for a hotel chain called Scandic Hotels. Precisely, this 

study is targeted to all Scandic hotels in Finland. Scandic Hotelsô Human Resources Department 

in Finland has given the permission to complete this masterôs thesis for the company. The case 

company is briefly introduced, and the information is gathered from the companyôs own 

websites. Scandic Hotels started its business activities in 1963 in Sweden and today it is the 

biggest actor in the hotel industry in the Nordic countries (In brief N.d.).  Although, Scandic 

Hotels operations are mainly located in the Nordic countries; Sweden, Norway, Finland, Iceland 

and Denmark, the chain has spread its actions to Belgium, Germany and Poland over time. 

 

During the last year, Scandic has greatly increased its operations in Finland due to the hotel 

trade in December 2017, when Scandic Hotels bought the Finnish hotel chain Restel Hotels Oy. 

Today, all together in all operating countries, Scandic has 18 000 team members, 280 hotels 

and 55 000 hotel rooms. (In brief N.d.) Based on the number of rooms, Scandic is the largest 

operator in the hotel industry in the Nordic countries. In addition to this, Scandic is the largest 
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operator based on the number of rooms in individual markets in Sweden, Finland, Denmark and 

Norway. (The Nordic hotel market N.d.) 

 

According to Scandicôs website, the companyôs business idea is to master hotels in the mid-

market segment. It can be said that the most important customer segment for Scandic Hotels 

are business travellers since most of their revenue (70%) comes from business travel. The rest 

of the revenue, what equals to 30%, comes from leisure travel. Scandic possesses the largest 

loyalty program in the Nordic hotel sector from which can be concluded that the customers of 

Scandic are loyal, and the returning rate of guests is high. (In brief N.d.)  

 

The company's internet site says that in Finland, Scandic has altogether 55 hotels in 30 different 

locations. It employs team members in different departments such as front office, food & 

beverage, kitchen and housekeeping. Additionally, Scandic has support office functions that 

include sales, marketing, revenue, human resource and finance departments. Scandic Hotels in 

Finland manage three Hilton Hotels in Helsinki. Even though, Hilton is its own brand, Scandic 

Hotels are responsible for all the operations in management, support functions and training 

programs at Hilton Helsinki Hotels. 

 

According to the hotel chain website, Scandic has been selected as Finland's best workplace 

two times. The first time was in 2017 and the second time was immediately in the next year in 

2018. Scandic competed in large companiesô series. It has also been selected as Europe's third-

best workplace in the multinational business group, together with Scandic Denmark and 

Germany in 2018. Also, it is said in the companyôs web page that Scandic's brand is built 

completely on customer encounters. Accordingly, their most important asset is employees. 

Scandic as an employer aims to make their employees feel that they are doing meaningful work, 

that they can influence. (Paras työpaikka 2018 N.d.)  

 

Scandic writes on its web page that its employees are the key driver of their success on the 

markets now and in the future. They see their employees as their culture bearers, and they are 

recognized to be the reason why Scandic has a leading position in the Nordic countries and has 

gained extremely high customer loyalty over the years. Scandic wants to be able to keep and 

attract the best employees and that is the reason why it invests greatly in the staffôs training and 

development. Scandic cares about its employees, it aims to provide a balance for every 

employee between work and personal life. In addition, all the employees have full protection 



7 

 

and coverage in health and safety. Also, Scandic has its own rewarding system for the 

employees that is based on certain criteria that does not consider gender, origin, ethnicity, age 

and / or other non-relevant factors. (Working at Scandic N.d.) 

 

1.4 Key concepts 

 

Leadership 

 

The concept of leadership is omnipresent and multi-dimensional. There are as many different 

definitions for leadership as there are people who have tried to conceptualize the term. (Yukl 

2006, 2; Northouse 2013, 2.) However, one of the commonly accepted definitions is that 

leadership always involves a process of influence (Yukl 2006, 3 & Vroom & Jafo 2007). 

Leadership is said to be a process of social interaction where the leader has the power to 

inþuence the behaviour of others that effects on performance outcome (Adnan, Batool & Aleem 

2019.) Perhaps one of the basic assumptions of the concept of leadership is that the leader must 

have at least one or more followers. If there are no followers, there is no leadership (Vroom & 

Jafo 2007.). This study follows a definition of Northouse (2013, 5) where ñleadership is a 

process whereby an individual influence a group of individuals to achieve a common goal.ò 

 

Leadership style 

 

One way to define the concept of leadership style, according to Nagele & Awuor (2018), is that 

leadership styles mean repetitive behavioural patterns approved by leaders when managing their 

employees. Each leader has its own way (style) to guide and encourage its personnel to achieve 

the goals (Pawirosumarto, Sarjana & Gunawan 2016).  Hermann (2005) state that the term 

leadership style ñdenotes all the manners and practices of how the leaders influence their 

followers and how the leaders have organized interactions between the followers and what 

rules, norms and principles they utilize to guide those interactionsò. 

 

Work outcomes 

 

There are many kinds of work outcomes such as creativity, innovation, job satisfaction and task 

performance (Berta et. al. 2018). Also, various outcomes are affected by different factors, for 

instance, job autonomy (Saragih 2015), work environment (Pawirosumarto et. al. 2016), work 
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attitudes (Berta et. al. 2018) and employeeôs personality (Whereas Zhang, Wang & Shi 2012). 

For example, quality of work life, employeesô perceptions of safety and perceived supervisorsô 

organizational support are parts of work environment which may either positively or negatively 

effect on employeesô work attitudes. Work engagement and job satisfaction, among other 

things, are attitudes that are considered to positively and directly influence on work outcomes 

i.e. individual work performance. (Berta et. al. 2018.) In addition, leadership has an effective 

and important role in reinforcing an employee's work performance and many other work 

outcomes (Adnan et. al. 2019). 

 

Employee satisfaction with manager 

 

Employee satisfaction with the leaderôs behaviour is a part of a bigger concept, job satisfaction 

(Ruģiĺ, Benaziĺ, & Tezzele 2018). Ruģiĺ, et. al. (2018) note that the term job satisfaction 

includes several climate variables and one of them is satisfaction with manager. Different 

leadership behaviours effect on the employeesô satisfaction levels toward their managers and 

their actions. Also, trust toward the leader (Bartram & Casimir 2007) and the way an employee 

experiences the work has a great impact on the relationship between the leader and the 

employee hence, the effect on employee satisfaction with the leader (Wells & Welty Peachey 

2011). 

 

Employee extra effort 

 

In this study employee extra effort, or extra role behaviour, stands for employee engagement in 

voluntary work contributions beyond what could reasonably be assumed from the actual work 

role (Kong, Reychav & Sharkie 2010). As well, Quintana et. al. (2015) add that the extra effort 

of employees also enhances a perspective of leaderôs abilities to motivate employees to perform 

beyond what the job description would initially comprise. 

 

Perceived efficiency of manager 

 

Efýciency could be defined meaning the ability to fulfil  performance standards and 

requirements and the degree to which leaders achieve desired outcomes (Al-Mailam 2004). 

Efficiency is the belief that one can perform the steps required to succeed in future situations. 

Applied to the perceived efficiency of the leader at workplace, it can be defined as the 
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confidence of employees toward their leaderôs abilities, knowledge and skills associated in 

leading others in a certain context. (Hannah, Avolio, Luthans & Harms 2008.) 

 

1.5 Structure of the study 

 

The structure of this study consists of five parts. The first part is introduction which main 

purpose is to guide the reader into the topic. In addition, it gives an overview of the research 

topic and clarifies the background of the study, describes the case company in outline and 

explains the key concepts. The second part deals with the theoretical aspects of changes in 

organizations and leadership, explaining deeper the Full-Range of Leadership Model which 

comprises three leadership styles: transformational, transactional and non-transactional 

leadership styles. Also, different employeesô work outcomes are presented and discussed 

comprehensively. The theoretical part presents details of the topic that are already known about 

it and justifies the importance of this research. The third part explains the methodological 

choices selected for this study. It also explains in more detail which are the selected research 

strategies and describes and justifies the chosen data collection and data analysis methods. The 

fourth part includes the findings of the research. The fifth part contains the conclusions. This 

last paragraph is divided into six subchapters. First, it contains a general discussion of the 

findings which places them in perspective together with the previous theory of the topic. In 

addition, the theoretical and managerial implications are presented, the reliability and validity 

of the study are evaluated, the critical evaluation of the results is done and lastly, new ideas for 

future research are discussed.  

 

 

2 THEORETICA L BACKGROUND  

 

2.1 Change in organisations 

 

In the past, changes have been things that happen only occasionally. Nowadays, the change is 

seen rather as an essential part of todayôs working life (Dawson & Andriopoulos 2014, 45.) 

Mattila (2007, 16) says that there are many ways to categorize organizational changes. One way 

divides them into three major areas: gradual change, radical change and fusion-fission. Another 

way of classifying changes, according to Dawson & Andriopoulos (2014, 94), is to make a 
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separation between ñimprovements to an existing stateò (developmental change), ñthe 

implementation of a new known stateò (transitional change) and ñthe emerge of a radical new 

state that is unknown until it is on its final formò (transformational change). According to 

Ponteva (2010, 9), major changes in organizations, especially mergers and the possible 

redundancies, are extremely common nowadays. Rothfelder et. al (2013) emphasize that 

changes in an organization always require more leadership. This study has been conducted in 

an interesting context itself. Two hotel chains, Restel hotels and Scandic hotels merged in 

December 2017, which has brought its own challenges to the case companyôs leadership 

culture. Consequently, this study deals the merger and its possible changes it brings to 

employeesô perceived leadership style inside the organization - Mergers are extremely complex 

processes that include countless amounts of factors that lead to either success or failure 

(Kavanagh & Ashkanasy 2006). Such big transformations can bring a lot of changes to the 

employeeôs everyday life: the employee may have to change his/her locality or, in the worst 

case, might lose his/her job entirely, the competitor's employees become co-workers and he/she 

might have to change the ways of working and get use to new culture and values (Ponteva 2010, 

9). 

 

Leading the change 

 

It has been stated by Yukl (2006, 284) that change inside of an organization is usually one of 

the most important, and at the same time, difficult leadership responsibilities because changes 

bring a lot of challenges to the managers (Ponteva 2010, 13). Yukl (2006) claims that in the 

situations of changes, an effective leadership is needed to make the adaptation more convenient 

to the new working environment even though, major changes in an organization are typically 

directed by the top management. The need for leading the change usually appears when an 

organization must respond or adapt to new challenges and opportunities in its environment, 

both internal and external. Usually there is a purpose behind every change in an organization. 

Either difference in form, quality or state of the organization is wanted. (Hickman 2010, 35). 

According to Ponteva (2010, 13), the implementation of the changes is divided into different 

stages, which are: preparation, planning, implementation and consolidation. Dawson & 

Andriopoulos (2014, 91) emphasize that planning of the change is crucial. The change always 

involves a lot of uncertainty and unpredictability. However, it is important to know about the 

possibilities as they provide the chance to manage these situations more effectively.  
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When a company faces changes, they almost invariably raise resistance to at least some extent. 

Resistance to a change is normal and has been described as a typical phenomenon among 

individuals and organizations. (Yukl 2006, 285.) Ponteva (2010, 9) notes that for some people 

it is very easy to get used to a new or renewed organizationôs goals, values and ideas while 

others struggle to accept any changes at all.  According to Kavanagh & Ashkanasy (2006), the 

way people respond to the change is affected greatly by the behaviours of the leader. Ponteva 

(2010, 24) adds that with consistent and continuous communication of change, leaders are able 

to translate the resistance into an action directed towards the desired change. There are several 

reasons why changes are easily opposed, at least in the beginning. Yukl (2006, 284-285) 

mentions a few reasons and according to him, one of the basic reasons is lack of trust. There 

might not be any obvious threats but when people do not know everything about the change, 

they begin easily to imagine things. Mattila (2007, 22) reveals that lack of knowledge creates 

uncertainty among employees. In addition, people often think that changes are unnecessary. If 

people are used to carrying out practices in certain ways and are happy with them, they may 

think that there is no need for changes. (Yukl 2006, 284-285.) This may be because the content 

and consequences of the change have not been understood or internalized completely (Mattila 

2007, 22). 

 

Moreover, people tend to be rather sceptical about the success of the changes. In other words, 

they might think that the change is not possible to implement successfully. This implies a lack 

of trust. (Yukl 2006, 284-285) For some reason, people also connect the fear of economic 

threats to changes (Yukl 2010, 285). Such big organizational changes can cause job insecurity 

(Kavanagh & Ashkanasy 2006). Employees are intimidated that the change will affect to their 

personal incomes, benefits or job security (Yukl 2010, 285; Van Dick, Ullrich & Tissington 

2006). They want to ensure the preservation of their workplace and therefore try to prevent 

potential "threats" (Mattila 2007, 22). The most important factor that influences whether the 

change is successful or not is the people involved in the process (Kavanagh & Ashkanasy 2006). 

The things to consider when managing the change is how it is implemented and how well the 

communication and involvement with individuals and groups works. If employees understand 

that the change is necessary for the organization, they will most probably change their attitudes 

for the better as well. (Dawson & Andriopoulos 2014, 96.) Leaders have a big role and 

responsibility to lead through the change (Joyce Covin, Kolenko, Sightler & Tudor 1997). 

Indeed, Joyce Covin et. al. (1997) state that leadership style should be a key aspect of merger 

planning. Nevertheless, the influence of leaders depends on how others view them. Kavanagh 
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& Ashkanasy (2006) discuss that leaders, in this sense, are given a respected position when 

employees believe in them and what they do, they are ready to accept their decisions.  

 

According to Ponteva (2010, 10-11) a successful change requires a leadership which is 

committed to the change. For example, effective work community, inspiring work, 

encouragement, fairness and humanity, management's positive thoughts about the change and 

supporting, rewarding, working together, looking to the future are components that support the 

changes. Hickman (2010, 56) adds that treating employees as partners and co-leaders has been 

found to be useful when implementing change within an organization. These are behaviours 

that are extremely similar with transformational leadership style hence Joyce Covin et. al. 

(1997) state transformational leadership approach to be extremely effective in intractable 

situations such as mergers. As so, they believe that transformational leadership is positively 

related to employeesô post-merger satisfaction.  

 

Ponteva (2010, 13) says that organizational change is only possible by changing the 

organizationôs identity. Organizational structures also influence to the formation of an 

individual's identity. If an organization strengthens the collective identity of individuals' 

identities, individuals begin to place the group's interests above all else. When an individual 

can identify themselves as being a part of the group, she/he will automatically become a part of 

the group. The leaders have a big role within this matter. Leaders need to know how to operate 

in a change management processes if they wish to be ñagents of changeò by their employees 

and motivate them to follow. (Kavanagh & Ashkanasy 2006.) One of the research questions of 

this study is to explore if, after the merger between Restel Hotels and Scandic Hotels, there are 

some differences of how former Restel employees and original Scandic employees experience 

the leadership style within the organization. Such changes always have an impact on the work 

community, but also at the individual level (Rafferty & Griffin 2006). Kavanagh & Ashkanasy 

(2006) discuss that an individualôs evaluation of the impacts of a merger and how it is managed 

by the leader have an influence on the individual itself. For example, irrelevant appraisal will 

lead to the individual being unaffected by the change whereas positive evaluation can possibly 

create new and challenging occasions for the individual and negative evaluation on the other 

hand may cause the individual to feel threatened and often to suffer harm or damage. 
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2.2 Leadership  

 

Many researchers, such as Dawson & Andriopoulos (2014, 292), have stated that leadership 

has been an inspirational research topic for many authors during the last century. However, it 

is interesting to note that even though leadership has been a subject of studies for centuries, 

only from the 1950s onwards different leadership theories have come more prominent to an 

existence (Linehan 2011, 57). Northouse (2013, 1) points out that, throughout history, some 

authors have conceptualized leadership as a trait while others have seen it as a behaviour. 

According to Linehan (2011), the first scientific researches of leadership focused on studying 

the traits of an effective leader. These kinds of leadership studies examined the physical, mental 

and social qualities of individuals. Emerged trait theories focused on the characteristics 

expected from effective leaders, arguing that leaders have inborn qualities that make them 

leaders and proposing that leaders are born not made (Dawson & Andriopoulos 2014, 294; 

Linehan 2011, 58; Northouse 2013, 7). According to Storey (2004, 14), Luther Lee Bernand 

was one of the first researchers behind the trait theories in 1926.  Through the ages, there have 

been generally accepted features that a good leader should have, however, it has not been 

scientifically proven that all effective leaders have the same characteristics. (Linehan 2011, 57-

58.) 

 

Later, leadership studies moved to investigate leadersô behaviour instead of leadersô traits. The 

starting point of this phase of research was the belief that behaviours expressed by the leaders 

are more significant than their physical, mental or emotional traits. (Linehan 2011, 58.) Dawson 

& Andriopoulos (2014, 295) claim that the aim of this era of research was to find out the 

characteristics of an effective leader. The new behavioural theories believed that individuals 

can be trained as effective leaders. Yukl (2006, 51-53) reveals that in the late 1940s and 1950s 

the two most well-known behavioural leadership researches were executed in United States, 

one at the University of Michigan and the other at Ohio State University. According to Yukl 

(2006), the idea of the studies was not to define the differences between effective and ineffective 

leadersô behaviours but to recognize typical activity patterns of leaders. 

 

After trait and behavioural studies, researchers realized that there was not just one trait that was 

common with all effective leaders nor only one style that was effective in all situations. Linehan 

(2011, 62.) presents the contingency theory of Tannenbaum and Schmidt (1958) which argues 

that no leadership style can be utilized or work effectively in all situations. Contingency 
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(situational) approaches to leadership suggest that acceptable leader behaviour is highly 

dependent on situational factors. In other words, not all situations adopt the same kind of 

leadership, but different situations require different leadership approaches. Hence leaders need 

to adapt styles according to the needs of different situations (Yukl 2012.) Tannenbaum and 

Schmidtôs theory suggests that the choice of leadership style is influenced by three main factors: 

leaderôs personal background (e.g. experience), followersô characteristics (e.g. how willing they 

are to take responsibility) and the situation itself. (Linehan 2011, 62.)  

 

Northouse (2013, 2) notes that leadership is a complex process consisting of several 

dimensions. There are plenty of different ways to continue with the sentence, ñLeadership is 

éò In fact, Yukl (2006, 2) mentions that there are close to as many perceptions of leadership 

as there are persons who have tried defining the concept. According to Nagele & Awuor (2018), 

leadership can be qualified as a situation where one person affects other people to work or 

behave in a certain way to reach the shared objectives inside of an organization. They argue 

that leaders are the ones who enable organizations to reach their desired objectives and can 

guide the operations by influencing their followers. Northouse (2013, 5) points out that some 

researchers have conceptualized leadership from a personality perspective. Consequently, 

according to Mohamed (2016), the concept of a leadership is defined to be a combination of the 

traits, behaviours and qualities of a leader. Yuklôs (2006, 2) view adds that the concept of 

leadership is defined regarding not only behaviour and traits but also influence, interaction 

patterns, role relationships and occupation of an administrative position. While Tracy (2014, 6) 

has a more transformational approach; he sees the leadership as an ability to awaken the 

exceptional performance of ordinary people or as an ability to have followers. 

 

Despite the various definitions of leadership, Northouse (2013, 5) claims that there are a few 

generally accepted components that can be recognised as central to the phenomenon of 

leadership. In almost every definition within the past 50 years, leadership has been seen as a 

process, which involves influence (Yukl 2006, 3). According to Yukl (2006, 3), there is not 

much else in common in the various definitions of leadership. Mainly, however, leadership 

appears in groups and it encompasses common goals (Johns & Moser 2001). Consequently, one 

definition can be concluded where ñleadership is a process whereby an individual influence a 

group of individuals to achieve a common goal.ò (Northouse 2013, 5.) Accordingly, this study 

follows this definition of the leadership.  
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2.2.1 Distinction between a manager and a leader 

 

It is important to take a closer look at the question of how leaders differ from managers as these 

concepts are often mixed with each other (Storey 2004, 5-6) even though they mean different 

things. In most cases, however, these concepts are used in parallel. A few worth mentioning 

distinctions are according to Dawson & Andriopoulos (2014, 293), that managers are normally 

selected and nominated whereas leaders typically originate from the work community. Surely 

the biggest difference between these concepts is how they use their power over the employees. 

Managers can influence others through their recognized power which is an essential part of 

their status. Leaders exploit different ways. Their aim is to inspire followers to work toward 

common goals. Accordingly, leaders are more interested about what inspires and motivates 

their followers while managers are often more interested in the performance and results. 

Storeyôs (2004, 7) view adds a few more elements. He states that while managers have a short-

term focus, leaders are forward-looking and are able to see the bigger picture. In addition, 

managers are often transactional from their behaviour and leaders embrace better 

transformative behaviour. These behaviours will be explained more in detail later. In this study 

both terms, manager and leader, are used but the focus is more on the concept of leaders and 

leadership.  

 

2.2.2 The importance of leadership 

 

There has been much discussion in the literature that leadership is needed, and it is vital for 

every organization to survive. (Lutz Allen et. al 2013; Kaiser, Hogan & Craig 2008) Yukl 

(2006, 441) points out that leadership is a multidimensional situation which includes a lot of 

people-to-people interaction. In his opinion, the concept of a leadership is challenging because 

of its variability and unpredictability. He justifies that different aspects of the leadership impose 

the essential need for it. Storey (2004, 6) states that some even see leadership as a solution for 

all the possible problems within an organization. Whereas Mohamed (2016) argues that 

leadership skills have an important role for organizations to help them to use their obtainable 

human resources even more efficiently, but leadership is not necessarily a panacea for all the 

problems. Consequently, he notes that effective leadership is required in the hospitality industry 

in order to be able to attain the financial profits and understand the wanted objectives within 

the work community.  
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It is not entirely possible to identify only one specific leadership style that would be effective 

but according to Yukl (2012), since the 80s transformational leadership has been related to 

indicators of effective leadership in most studies. Yukl (2012) also mentions that leaders can 

improve the performance of an organization by combining different leadership behaviours in 

different situations. As is stated by Johns & Moser (1989), ñeffectiveness is dependent on using 

the appropriate behaviour to match the situationò. This means that effective leaders can analyse 

the situations and act according to those behaviours that each situation requires, it is called as 

ñbehavioural flexibilityò (Yukl 2012). However, increasing performance by no means is not the 

only way to evaluate effectiveness. Al-Mailam (2004) argues that ñhigh-quality leadershipò is 

regarded as vital element that results to the success of all the activities in an organization. 

Enthusiasm, charisma and dedication are considered to be the attributes of leadership that 

enhance the success of an organization when meeting its goals and objectives not forgetting 

generating value to customers and stakeholders. The results of the study made by Al-Mailam 

(2004) argue that transformational leadership was more effective style than transactional. The 

reason might be, as Strang (2005) discusses in his paper, that effective leadership concentrates 

its attention mainly on people and believes that the capability of a group is the most crucial 

aspect of effectiveness in generating great outcomes and meeting the needs of an organization. 

Such an ideology is strongly linked to transformational leadership. 

 

Some authors have pointed out the growing need for effective leaders (e.g. Dawson & 

Andriopoulos 2014, 291). Many of them, such as Lutz Allen et. al. (2013) & Dai et. al. (2013) 

have proposed that transformational and transactional leadership styles are the most effective 

ones. Tracy (2014, 6) agrees and argues that there is ever greater need for transactional and 

transformational leaders. The transactional leader focuses on getting things done both with and 

through other people. The transformational leader on the other hand is a visionary from the 

mindset. Such a leader motivates, inspires, and empowers employees to perform beyond 

expectations and achieve something they have never achieved before. He also justifies that 

because working people in todayôs businesses are more difficult, demanding and selfish than 

before, leadership is highly needed. Bass (1999) stated already two decades ago that the changes 

in the marketplace and workforce have been so great that changes have been required also in 

leadership styles. There has been a growing need for leaders to become more transformational 

and less transactional if they want to remain effective (Linehan 2011, 68).  
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2.3 Leadership styles 

 

Nagele & Awuor (2018) conceptualize that leadership styles mean repetitive behavioural 

patterns accepted by organizational leaders when managing other employees. According to 

Clark, Hartline & Jones (2009), a managerôs leadership style can differ according to personality, 

environment, education, training, and personal philosophy. They also point out that leadership 

styles are not automatically mutually exclusive but also partly complement each other. 

According to Yukl (2006, 441), leadersô activities and behaviours have received the most 

attention in the research compared to any other aspect of leadership. Leadership styles have 

received a lot of attention as even more authors have targeted their studies to examine the 

differences of transformational and transactional leadership styles or óleadershipô versus 

ómanagementô. (e.g. Dawson & Andropoulos 2014, 304; Storey 2004, 13; Dai, et. al. 2013.) 

 

The era of leadership studies in 1939 was very influential and founded three principal leadership 

styles: Authoritarian leadership (autocratic), Participative leadership (democratic) and 

Delegative (laissez-faire) (Linehan 2011, 68). Over the years, research has identified more 

specific types of leadership styles. In the 1980s the focus went to explore the transformational, 

charismatic, visionary and inspirational leadership styles more deeply. These were called as 

ôNew Leadershipô theories. (Storey 2004, 13.) According to Storey (2004, 27) the terms of 

ócharismaticô and ótransformationalô are often used as synonyms in the literature even though 

they mean different things. Nissinen (2014) state that Bass was also the researcher of the 

concepts of charismatic leadership and inspirational leadership styles. He found a hierarchy 

where charismatic leadership is a part of transformational leadership and inspirational 

leadership is a part of charismatic leadership. However, over the last few decades, several new 

leadership styles have emerged such as ideological leadership, pragmatic leadership, authentic 

leadership, ethical leadership, spiritual leadership, distributed leadership, and integrative public 

leadership (Anderson & Sun 2015).  Since the 1990s, the study of leadership seemed to 

experience a new kind of recovery. The reason behind this appeared to be the acceptance of the 

difference between transformational and transactional leadership styles, having the emphasis 

on the first one. Both leadership styles are often described in academic literature, especially by 

comparing them. (Hartog et. al. 1997.) Also, authors Anderson & Sun (2015) make an 

observation that a central topic in leadership research has been the variety of impacts of 

different leadership styles. From the beginning of the 21st century, a great many of new 

leadership styles have been suggested to fill the missing aspects beyond the ruling theories of 



18 

 

transformational and transactional leaderships. They note that there is a large amount of 

similarities between the many modern leadership styles and transformational leadership style. 

It has been found that there is a growing need to develop a new ñfull-rangeò model of leadership 

which distinguish the differences between all these emerged styles. 

 

2.4 The Full-Range of Leadership Model 

 

Kirkbride (2006) notes that the Full Range of Leadership Model (FRLM) according to its name, 

aims to present the whole range of leadership styles including non-leadership, transactional 

leadership and transformational leadership styles. Bernard Bass and Bruce Avolio were the 

developers of the FRLM in 1991. The current form of the FRLM presents these three leadership 

styles in nine distinct factors including five transformational leadership factors, three 

transactional leadership factors and one non-transactional (See Picture 1). (Antonakis, Avolio 

& Sivasubramaniam 2003.)  It has been identified that there are great differences between these 

leadership styles, laissez-faire being totally passive and ineffective (Antonakis et. al. 2003) 

while transformational being the most active leadership style and the transactional leadership 

style is something in between (Rowold 2005). Even though the FRLM has been regarded as an 

effective model, some authors have suggested for a revision of the model which would include 

other important behaviours as well (Michel et. al 2011). 

 

Figure 1 Leadership factors of the Full-Range of Leadership Model 
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2.4.1 Transformational leadership 

 

Transformational leadership has been a research topic for several decades already. According 

to Dai et. al. (2013) the theories of transformational and transactional leadership were initially 

introduced by Downton in 1973, developed by Burns (1978) and further improved by Bass 

(1985). However, according to Bass (1999) the concept of transformational leadership was 

originally developed by Burns in 1978. This leadership style has also been one of the most 

current (Linehan 2011, 68) and popular topics in leadership studies from the very beginning 

(Northouse 2013, 185). There are many characteristics associated with transformational 

leadership. Its name already suggests that this leadership style can be described as a process in 

which the leader seeks to change and transform people for the better (Northouse 2013, 185). 

Transformational leaders have been described to have the ability to inspire their followers, 

change cognitions and motivate their followers towards better performance (Schuckert et. al. 

2017; Dai et. al. 2013), help achieve extraordinary goals (Antonakis, et. al. 2003) and 

intellectually stimulate them (Puranova, Bono & Dzieweczynski 2006). In general, such leaders 

are described as energetic, enthusiastic and passionate leaders (Kirimi & Minja 2012). They 

focus their attention on emotions, values, ethics and long-term goals (Northouse 2013, 185) and 

are ready to put their own personal interests aside for the benefit of the group (Rothfelder et. al 

2013). 

 

According to Bassôs theory, transformational leaders are characterized by four behaviours: 

idealized influence, individualized consideration, inspirational motivation and intellectual 

stimulation (Bass 1999; Avery 2004, 101; Judge & Piccolo 2004; Jaiswal & Dhar 2015; Erkutlu 

2018; Rothfelder et. al. 2013). However, Antonakis, et. al (2003) suggest that the present theory 

of transformational leadership comprises five dimensions, in which case the ñidealized 

influenceò -factor is further divided into attributed and behaviour factors. In this case, 

ñIdealized influence (attributed)ò characterizes socialized charisma of how leaders display their 

vision to the followers and that way obtain deep respect, admiration and trust from them 

whereas ñidealized influence (behaviour)ò is related to charismatic actions of the leader. The 

dimension of ñInspirational motivationò means the way leaders communicate with the 

followers. They manifest the vision in a way that it is appealing and inspiring to followers 

(Kirimi & Minja 2012). Not only do they create a vision of the future, they also guide their 

employees how to achieve the set goals and motivate them to do it (Jaiswal & Dhar 2015). 

ñIntellectual stimulationò comprises the encouraging behaviour of leaders to develop followersô 
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intelligence and problem-solving skills and teach them to at look things and problems in a 

different way (Rothfelder et. al. 2013) and work differently (Jaiswal & Dhar 2015). Leaders 

who have this feature strive to stimulate and arouse creativity among the followers (Kirimi & 

Minja 2012). ñIndividualized considerationò reveals how leaders give personal support to each 

follower by taking into account each followerôs individual needs (Schuckert et. al 2017; 

Quintana et. al. 2015; Yukl 1999; Jaiswal & Dhar 2015). The leader also acts as a mentor or 

coach by listening to their followers, giving empathy and support, communicating fairly and 

challenging their followers (Kirimi & Minja 2012). 

 

In the literature, transformational leadership is introduced as a process/behaviour-based 

leadership style. This kind of leadership style emphasizes the importance of behaviours that 

inspire followers to perform better in their jobs, beyond expectations. (Schuckert et. al. 2017.) 

Transformational leaders stress the importance of intrinsic rewards rather than extrinsic 

rewards. This is because intrinsic rewards, such as self-expression, self-consistency, and self-

efficacy, are considered much more important since employees who experience their work as 

congruent with their personal values, motives and/or goals will be more satisfied and motivated. 

As a result, they will also perform better in their jobs. (Bono & Judge 2003.) Transformational 

leaders offer a meaningful foundation for work by shaping an ideological vision and designing 

the work based on generally accepted values. (Bono & Judge 2003.) Also, the theory of 

transformational leadership claims that successful leadership behaviours can be extremely 

powerful and accomplish a lot. Leaders are able to affect, change, and even transform 

employeesô minds, attitudes and behaviours for the better. (Chen, Wu & Wang 2015.) 

 

The transformational leadership theory differs quite a lot from the ñtraditionalò leadership 

theories which have their focus rather on rational processes. One of the main features of 

transformational leadership is that it highlights the importance of emotions and values. A leader 

who has transformational traits is more likely to take steps towards empowering their 

employees and pursuing to achieve important goals together. (Yukl 1999.) Also, the employees 

of transformational leader often feel deeper trust, loyalty, respect and admiration toward the 

leader (Rothfelder et. al. 2013; Mohamed 2016). A transformational leader has the power to 

motivate their employees so that they are motivated to perform better, to say, ñbeyond original 

expectationsò and often even better than they thought to be possible (Mohamed 2016). The 

leader is skilled at finding ways to motivate its employees, for example, by clarifying the 

importance of the work outcomes and by encouraging them to overcome their self-seeking 
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behaviour for the organization (Yukl 1999). Previous authors have mentioned that the most 

notable difference between transformational leaders and transactional leaders is the fact that 

transformational leaders do not only identify the needs of their employees, but also try to raise 

these needs from lower to higher levels (Mohamed 2016). 

 

The theory of transformational leadership has been widely studied in various disciplines around 

the world (Judge & Piccolo 2004) and applied in different contexts, such as, in multinational, 

high-tech corporations (Dunn, Dastoor and Sims 2012), military (Dvir, Eden, Avolio & Shamir 

2002), banking (Bushra, Ahmad & Naveed, 2011; Belias & Koustelios 2014), nursing (Fischer 

2016; Salanova, Lorente, Chambel & Martínez 2011) and hospitality and tourism (Schuckert 

et. al. 2017; Slåtten & Mehmetoglu 2015; Baytok, Kurt, & Zorlu 2014; Jaiswal & Dhar 2015; 

Chen, Wu & Wang 2015). It can be noted that several authors have been interested finding out 

what are the effects of transformational leadership on different occupational outcomes of 

employeesô, especially in the service industry, more precisely in hospitality and tourism 

industries. There are plenty of studies conducted in a hotel context around the world (e.g. 

Rothfelder et. al. 2007; Baytok et. al. 2014; Jaiswal & Dhar 2015; Buil et. al. 2019). Some 

authors have studied how transformational leaders influence frontline employeesô 

psychological capital and service innovation behaviour (Schuckert et. al. 2017) while some 

have studied if there is a link between transformational leadership and perceived employee 

creativity. (Slåtten & Mehmetoglu 2015; Jaiswal & Dhar 2015). Chen, et. al. (2015) examined 

the impacts of transformational leadership behaviours and psychological optimism on 

employee performance. Despite that, there is very little research done about this leadership 

styles in Finland. There are a few cross-cultural studies conducted about transformational 

leadership where Finland has taken part in the study. (Koveshnikov & Ehrnrooth 2018; Dunn, 

et. al. 2012) In addition, the transformational leadership has been utilized in hospital context 

among nurses a couple of times (Mauno, Ruokolainen, Kinnunen & De Bloom 2016; Liukka, 

Hupli & Turunen 2017), but no comprehensive studies are conducted in hospitality context in 

Finland. 

 

2.4.2 Transactional leadership 

 

According to Dawson & Andriopoulos (2014, 304), the greater part of the traditional leadership 

theories has concentrated on transactional leaders. As mentioned before, Burns (1978) was the 

developer of the concept of transactional leadership. Later, Bass (1985) was the one who 
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developed his theory even further (Dai et. al. 2013). Bass (1999) claimed that these two 

leadership styles are not separate concepts nor mutually exclusive but rather complement one 

another. He also thinks that the greatest leaders should have qualities from both, 

transformational and transactional, leadership styles. Storey (2004, 13) also agrees, according 

to him, companies need both, leaders and managers. 

 

Transactional leadership style is based on the effort-reward relationships which includes 

exchanges between the leader and follower (Northouse 2013, 195, Michel, et. al 2011). Such 

leaders emphasize the importance of exchanging physical and/ or psychological resources 

(Quintana et. al. 2015; Dai et. al. 2013). As claimed by several authors (e.g. Hartog et. al. 1997; 

Yukl 1999), this leadership style relies and depends almost entirely on the power of exchange 

processes between the follower and leader. These exchange processes are meant to motivate 

followers to obey the leaderôs requests and organizational rules. (Yukl 1999.) According to 

Chaudry & Javed (2012) if an employee is ready to put efforts it is acknowledged by the 

rewards. Transactional leaders recognize the components of employeesô satisfaction emerging 

from their activities and thereby encourage them to meet the required expectations by offering 

them rewards or offering them penalties (Hartog et. al. 1997). Dawson & Andriopoulos (2014, 

304) argue that transactional leaders have two central qualities: 1) they motivate their followers 

through rewards in exchange for performance, and 2) they tend to intervene only when 

followers have failed to perform as expected.  

 

Transactional leadership is divided into three different dimensions that are: contingent reward, 

active management-by-exception (i.e. corrective leadership) and passive management-by-

exception (i.e. non-corrective leadership) (Michel et. al. 2011; Northouse 2013, 195; Quintana 

et. al. 2015). The dimension of the contingent reward refers to leadersô behaviour which 

highlights the importance of clarifying different individual/ group roles as well as requires 

successful job performance and then offers either physical and/or psychological rewards 

(Hartog et. al. 1997). Employees are rewarded by the leaders if they manage to meet agreed 

performance standards (Dai et. al. 2013; Judge & Piccolo 2004). In the dimension of active 

management-by-exception, leaders are more likely to follow employeesô performance and take 

corrective actions if they notice standard deviations or errors in the operations (Judge & Piccolo 

2004). Whereas in passive management-by-exception, the actions of leaders are based on the 

fact that leaders only intervene when errors have already happened, and problems are serious. 

(Erkutlu 2008.)  The main difference between these two leadership styles is the timing when 
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the leader takes actions (Judge & Piccolo 2004). Consequently, active leaders monitor their 

employees, they are more sensitive to predict problems and start corrective operations before 

serious problems emerge while passive leaders prolong interference, making problems worse. 

(Quintana, et. al. 2015.) Michel et. al. (2011) argues that these two transactional behaviours 

management-by-exception active and ï passive emphasize controlling or punishing view of 

points of leadership. 

 

According to Lowe, Kroeck & Sivasubramaniam (1996) transactional leaders are characterized 

as ones who prefer to work in a familiar and secure environment, do not like to take risks, draw 

attention to time constraints and efficiency and generally like to have things under control. A 

transactional leader is at its best and effective in such environments that are easily predictable 

and stable (Heinitz, et. al. 2005). This leader example is consistent with a fair leader-member 

exchange relationship where the leader satisfies the needs of employees in exchange for a 

performance that meets basic expectations. Leaders like this are not very good at sharing 

responsibilities, they offer very limited participation in decision-making to their employees and 

in some situations not at all (Dai et. al. 2013). 

 

It seems like transactional leadership has not been studied solely. Previous research has often 

compared transformational and transactional leadership styles with each other (e.g. Dai et. al. 

2013; Bono & Judge 2004) or studied the effects of both leadership styles on different 

employeesô outcomes (Jung 2011; Riaz & Haider 2010; Quintana et. al. 2015; Dai et. al. 2013). 

For instance, Dai et. al. (2013) study which leadership style would be better in a hospitality 

industry in Taiwan. The results showed that to guarantee the best results of leadership styles 

transformational and transactional leadership styles should be used concurrently. 

 

2.4.3 Non-transactional leadership 

 

The third form of leadership, or rather non-leadership is called laissez-faire. This concept of 

total absence of leadership has arisen since 1939 (Linehan 2011, 68.). Laissez-faire comes from 

French and it means ñleave it aloneò. The deeper meaning behind this sentence reflects the 

followersô total freedom to select and to set their own objectives and to monitor their own work 

(Kurfi, 2009.) According to Linehan (2011), such leaders rather give full freedom to their 

employees than participate, lead and guide them at work. Usually a total freedom means that 

there are no systematic processes in problem solving which almost without an exception will 
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lead to ineffectiveness of outcomes (Fischer 2006). As claimed by Quintana et. al. (2015), this 

type of leadership takes place when leaders avoid or even escape responsibilities, do not answer 

to requests for help and do not have opinions on important issues. Even though laissez-faire 

leadership has been proven to have some similar features with passive management-by- 

exception, it has been argued by many authors that they are different concepts as laissez-faire 

leadership advocate lack of any leadership at all. Actually, Linehan (2011) suggests that this 

style may be effective in certain situations. For instance, when followers are highly competent 

in an area of their own expertise and leaders might think that they know their jobs best and do 

not intervene at all. Although, this type of leadership style has led, in most cases, to deficiently 

defined roles and absence of motivation. (Linehan 2011, 68.) Fischer (2006) notes that under 

laissez-faire leadership, among other things, the productivity and relations of the organization 

suffer.  

  

The representatives of this leadership style have been described to be inactive, rather than 

reactive or proactive (Hartog et. al 1997). The main qualities associated to the laissez-faire 

leadership style are that the leaders provide the smallest possible amount of information and 

resources which practically means no participation, involvement or communication with the 

employees. In addition, the understanding of job requirements, policies and procedures is 

needed from employees themselves. The leader does not provide any kind of support. As said, 

it is common for leaders to be absent when they are needed. (Kirkbridge 2006.) Antonakis 

(2001) note that according to Bass, the aim of laissez-faire leadership style is to develop 

employeesô self-lead skills. Indeed, when the leaders avoid giving support and any kind of 

guidance and absent themselves physically and/or mentally, they try to develop their employees 

into better self-leaders. However, Chaudhry & Javed (2012) add that it is not easy to advocate 

this leadership style unless the employees are extremely self-motivated and experts in what they 

do (e.g. Scientists).  

 

As mentioned earlier, both transactional and laissez-faire leadership styles, have received less 

attention in research compared to transformational leadership style (Hinkin & Schriesheim 

2008). In general, constructive leadership styles have received most of the attention of 

leadership research (Skogstad, Einarsen, Torsheim, Aasland & Hetland 2007; Buch, Martinsen 

& Kuvaas 2015). In fact, there are hardly any research conducted that deals with only laissez-

faire leadership style. However, studies that have covered the Full Range of Leadership theory, 

have also explored the effects of laissez-faire on different outcomes (e.g. Quintana et. al. 2015 
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& Kanste et. al. 2009; Ofori 2009). Skogstad et. al. (2007) & Buch et. al. (2015) study the 

destructiveness of Laissez-faire leadership behaviour. Skogstad et. al. (2007) found out that 

laissez-faire behaviour is positively correlated with negative outcomes of employees such as 

role ambiguity, role conflict and conflicts with co-workers. Buch et. al. (2015) also discovered 

that laissez-faire has a negative influence in employeesô organizational citizen behaviour, 

affective commitment and work effort. In addition, Chaudry & Javed (2012) study impacts of 

transactional and laissez-faire leadership styles on motivation in banking sector. It is found that 

laissez-faire leadership style does not improve the motivational levels of the employees because 

of the absence of the leader.  

 

2.5 Factors that affect employeesô work outcomes 

 

As noted earlier, there are various employee outcomes that occur at work such as job 

satisfaction, creativity and extra role behaviour. Factors that influence on these work outcomes 

have been studied by large numbers of authors, to mention a few: Quintana et. al. (2015), Loke 

(2001), Zhang et. al. (2012) and Pawirosumarto et. al. (2016). A research conducted by Oldham 

& Cummings (1996) investigates individualôs personal characteristics including biographical 

factors, cognitive styles and intelligence to have an influence on employeesô creativity. They 

argue that core personal characteristics, such as attraction to complexity, intuition, toleration of 

ambiguity, and self-confidence, have a connection with a creative performance in several 

situations. Loke (2001) points out the importance of employeeôs intrinsic motivation on 

outcomes. He proposes that a self-motivated employee whose actions are generated by self-

generating; internal rewards would be more effective at work. Whereas Zhang, et. al. (2012) 

argue that employeeôs proactive personality leads to many individual and organizational 

outcomes such as creativity, innovation and career success.  

 

Authors such as Chu, Baker & Murrmann (2012) and Shani, Uriely, Reichel & Ginsburg (2014) 

bring up that emotional labour, meaning how well employees are managing their feelings and 

expressions at work, has effects on employeesô work outcomes especially in the hospitality 

industry. According to Chu et. al. (2012) the outcomes can be both positive; increased 

satisfaction, self-efficacy and self-esteem or negative; burnout or job dissatisfaction depending 

on, among other things, the personality of the employee. DôAmato & Zijlstra (2008) presented 

a concept of Person ï Environment Fit (PE Fit). They state that the interaction between the 

individualôs characteristics and the environment is the most frequently used to interpret the 
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level of performance and job satisfaction. Like said, a personôs level of self-confidence, 

previous experience and different skills, effect on how various rules and procedures within the 

organization are internalized and implemented by the individuals. Thereby, different work-

related characteristics of an individual may result in differences in work behaviour which in 

turn effects on work outcomes. Not to forget, the work environment also has significant effects, 

among other things, on job satisfaction and employee performance (Pawirosumarto et. al. 

2016).  

 

2.6 The effects of leadership styles on employeesô work outcomes 

 

According to Loke (2001), previous researches have been carried out to find out how leadership 

behaviours can be utilized to influence employees to obtain better organizational outcomes. 

Erkutlu (2008) notes that supervisors act according to different leadership behaviours in work 

situations which in turn have great and direct effects on employee outcomes. In addition, earlier 

research has confirmed that the supervisorôs leadership style has a significant impact on 

employeesô service-related actions and behaviours (e.g. how they adopt the organizationôs 

strategy) -particularly those relating to customer service (Clark, Hartline & Jones 2009). To 

accept the values and norms of an organization, employees need to feel congruent with them. 

As soon as they do, they commit to the workplace and will choose those behavioural options 

that enhance the objectives of the organization. (DôAmato & Zijlstra 2008.) Also, Zhang, Wang 

& Shi (2012) point out that it is extremely important how leaders answer to employeesô 

behaviours at workplace. It is important that employeesô and leadersô personalities match well 

with each other in order to receive the best possible outcomes. 

 

According to Quintana et. al. (2015), previous studies of leadership, especially those focused 

on transformational and transactional leadership, have proven that leadership style has direct 

relationships with different work outcomes, including for instance, job satisfaction (Bono & 

Judge 2003), job involvement (Mester, Visser, Roodt & Kellerman 2003), innovation, self-

efficacy, creativity (Mohamed 2006), organizational commitment (Loke 2001; Walumbwa, 

Lawler, Avolio, Wang & Shi 2005), behaviour towards organizational citizenship (Piccolo & 

Colquitt 2006), psychological capital (Gooty, Gavin, Johnson, Frazier & Snow 2009) and also, 

stress and burnout levels (Zopiatis & Constanti 2010). According to Storey (2004, 13) the focus 

of leadership studies has been for several years in understanding the effects of leadership styles 

on group behaviour and outcomes. Loke (2001) states that relevance of a leadership style is 
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especially important when an organization encounters difficulty, such as stress or chaos. 

Rothfelder et. al (2013) emphasize that changes in an organization always require more 

leadership. Especially, Joyce Covin et. al. (1997) point out that transformational leadership 

style to be particularly efficient in challenging situations such as mergers. Loke (2001) argues 

that the kinds of leadership styles that can transform, create meaning even in difficult times and 

generate the desired employee outcomes, are thought to be better for an organizationôs overall 

performance and existence. These traits are well suited to the description of transformational 

leadership (e.g. Antonakis et. al. 2003; Schukert et. al. 2017). 

 

According to Antonakis (2001) the theory of transformational leadership has been linked to 

numerous occupational outcomes already since the 90s. Indeed, Piccolo & Colquitt (2006) say 

that transformational leadership has appeared to be one of the most common approaches when 

examining the leaderôs effectiveness. According to Yukl (1999), the results from previous 

studies show support for the statement that transformational leadership is an effective 

leadership style. For instance, Hater and Bass (1988) found out in their study that 

transformational leadership has positive relationships with how effective employees perceive 

their leaders, how much effort they say they are ready to do for the leader and how satisfied 

they are with the leader. Furthermore, the generality of the studies that have utilized the 

Multifactor Leadership Questionnaire or similar questionnaires have found that 

transformational leadership is positively connected with the indicators of leadership 

effectiveness such as employee satisfaction, performance and motivation (Quintana et. al 2015; 

Erkutlu 2008). According to the theory of transformational leadership, leaders express clearly 

a compelling vision of the future for followers, they aim to intellectually challenge them and 

take into account the individual needs of each employee (Antonakis 2001) and previous 

literature shows that these transformational behaviours have positive effects on, for example, 

employeesô satisfaction, effectiveness and extra-role behaviours (Bartram & Casimir 2007).  

 

Loke (2001) also adds that both transformational and transactional leadership styles as well as 

empowerment are proven to be positively connected with job satisfaction. It has been proven 

that empowerment is related to many desirable outcomes. Bartram & Casimir (2007) argues 

that also employee empowerment leads to organization's effectiveness. They also emphasize 

the importance of trust towards the leader as the trust has been studied to acts as a mediator for 

better work outcomes. Some leadership styles are characterized by creating trust with their 

behaviour such as transformational leadership style (Goodwin et. al. 2011; Gillespie & Mann 
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2004), while some leadership styles increase distrust amongst the employees, for instance 

laissez-faire (Kelloway, Turner, Barling & Loughlin 2012). 

 

Dai et. al. (2013) argue that the transactional leadership style restrains the followersô abilities 

for creativeness and innovativeness hence prevents individual and organizational growth. Thus, 

studies have shown that if senior managers depend too much on transactional leadership in 

people-oriented industries, for instance, in hotels it can reduce employeesô job satisfaction and 

organizational commitment resulting in impaired customer service and overall performance 

degradation. However, Michel et. al. (2011) state that the contingent reward behaviour of 

transactional leadership can be positively related to followersô outcomes such as extra effort, 

organizational commitment, and managerial satisfaction and effectiveness. Whereas, 

transformational leadership style should lead to increased employee satisfaction, commitment 

and productivity (Karin, et. al. 2013). Nevertheless, it has been studied and proven that, in 

general, transformational leadership generates greater effects than transactional leadership 

(Erkutlu 2008) or laissez-faire leadership (Mester et. al. 2003). However, some authors (e.g. 

Dai et. al. 2013) note that transformational and transactional leadership styles should be used 

together to get the best leadership results. Although, Clark et. al. (2009) point out that even 

though different leadership styles have various effects on employeesô outcomes in many ways, 

the identification of the most suitable leadership style remains elusive. In addition, some 

findings show that leadership style may have either a positive or a negative impact or have no 

impact at all on individualôs outcomes (Dai, et. al. 2013). 

 

2.7 Measures of followersô outcomes used in MLQ -5X 

 

As mentioned before, the inspiration for this study was the research made by Quintana and her 

co-authors (2015). They used the newest version of the Multifactor Leadership Questionnaire 

(form 5X) which measures three occupational outcomes of leadership styles including 

satisfaction with manager, extra effort, and perceived leaderôs effectiveness. (Rowold 2005; 

Antonakis 2001) As so, these three core aspects of employeesô outcomes were selected as a part 

of this study as well. According to MLQ -measurement tool, transformational and transactional 

leadership styles are related to the success of the group. The success is measured by the MLQ 

by how often the employees perceive their leaders to be motivating, how effective the 

employees perceive their leaders to be at different levels of the organization, and how satisfied 

the employees are with their leaders´ methods of working with others. As originally developed, 
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the Bassôs (1985) scales allow for employee evaluations of (1) their levels of extra effort, (2) 

their satisfaction with the leader, and (3) their perceived effectiveness of the leader. These 

variables are relevant for the assumptions which are that transformational leadership produces 

better levels of employeeôs effort and performance than transactional and laissez-faire 

leadership behaviours do. (Bycio, Hackett & Allen 1995.) 

 

2.7.1 Employee satisfaction with manager 

 

It is important to explain the concepts used in this study as, for example, job satisfaction and 

satisfaction with manager are used somewhat overlapping. However, they mean slightly 

different things. Job satisfaction is a more general concept. Ruģiĺ et. al. (2018) have 

conceptualized it meaning ña pleasant or positive emotional state due to the assessment of work 

or work experienceò. However, this study has its focus on the satisfaction with the leader's 

behaviour which is a part of the job satisfaction. Ruģiĺ et. al. (2018) note that job satisfaction 

is explained by different climate variables and one of them is satisfaction with manager. This 

refers to how satisfied the employees are with their managers and their actions (Bycio et. al. 

1995). 

 

The relationship between transformational and transactional leadership and satisfaction with 

the leader has been examined by several researches (e.g. Wells & Welty Peachey 2010; 

Quintana et. al. 2015; Rothfelder et. al. 2013). The study made by Quintana et. al. (2015) argues 

that supervisorôs leadership style has direct impacts on employeesô satisfaction levels. 

According to Erkutlu (2008), the employeesô satisfaction with their supervisors in organizations 

has been found to be strongly related to the leadership behaviour used by their managers. It has 

also been proven, that there is a strong positive connection between the components of 

transformational leadership and employee satisfaction with a manager (Bartram & Casimir, 

2007; Piccolo & Colquitt, 2006; Loke 2001; Quintana et. al. 2015; Judge & Piccolo 2004). 

Celik Dedeoglu & Inanir (2015) bring out that several elements influence on employeesô 

satisfaction at work but the leadership behaviour of managers is regarded as one of the most 

important factors as leaders have the opportunity to influence and lead their employees. 

According to Ruģiĺ et. al. (2018) several studies have presented that when employees have a 

positive perception of their managers as well as co-workers and the entire company, they feel 

more motivated to achieve good performance. Furthermore, they say that previous studies have 

proposed that by allowing employees to make progress in their work and treating each one as 
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humans and individuals is the most significant managerial behaviours resulting in improved 

employee satisfaction. Whereas leadersô unethical treatment of employees, dishonesty and 

unreliability will not keep the employees satisfied and they will leave (Celik et. al. 2015).  

 

Erkutlu (2008) argues that all the elements related to transformational leadership are influential 

in employeesô satisfaction at work. Properly speaking, by giving a strong a sense of direction 

and showing great confidence for the skills and abilities of the employees, transformational 

leaders encourage them in meeting the expectations hence enhance their satisfaction with the 

leader (Bono & Judge, 2003; Mohamed 2016). Also, earlier studies of transactional attributes 

propose that contingent rewards effect on various satisfaction levels positively through 

leadership (Mohamed 2016) while passive management-by-exception and laissez-faire 

leadership styles have found to have harmful effects on satisfaction levels with the leader 

(Quintana et. al. 2015; Judge & Piccolo 2004). Bartram & Casimir (2007) emphasize the 

importance of the trust. They say that trust in the leader is inevitable and it correlates positively 

with the satisfaction levels with the leader. Hence, by trusting the leader, employees may 

develop stronger commitment, and be more satisfied with their managers (Karakus, Toprak & 

Gurpinar, 2014). Trust also allows more cooperative behaviour at workplace and decreases 

conflicts which in turn enhance positive perceptions of employees towards their managers (Gill 

2008). On the other hand, if the followers do not think that the leader is capable of fulfilling the 

leadership role, they will not develop trust towards their leader (Loke 2001; Bartram & Casimir 

2007). Employees may experience greater trust in transformational leader as they see him/her 

as a role model. Transformational leaders are so committed to achieve the vision that it instils 

trust among the employees. (Goodwin et. al. 2011.) Whereas, laissez-faire leadership style 

usually has a negative relationship with trust which leads to unsatisfied employees toward their 

managers (Kelloway et. al. 2012). 

 

2.7.2 Employee extra effort 

 

Employeesô extra effort is defined as an extent of how committed employees are to do voluntary 

work contributions beyond what could reasonably be assumed from the actual work role (Kong, 

et. al. 2010) or how well leaders can motivate their employees to perform beyond the agreed 

tasks and expectations (Quintana et. al. 2015). Motivation can mean ñthe set of forces that 

initiates, directs, and make people persists in their efforts to accomplish a goalò (Chaudhry & 

Javed 2012). When comparing transformational leaders with transactional and laissez-faire 
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leaders, it is shown that transformational leaders have more often employees who report greater 

willingness to employ extra effort, and to have higher performing work groups (Hartog et. al. 

1997). This is due to the leadership behaviours used by transformational leaders, as they are 

able to motivate their employees in a right way (Mohamed 2016). Among other things, they 

encourage employees to be more actively involved in their work and being part of the overall 

meaning and mission. This leads to motivated employees who are ready to work beyond the 

leaderôs expectations i.e. exert extra effort. (Quintana et. al. 2015.) Also, Bono & Judge (2003) 

discuss that intrinsic motivation is an important part of employeesô satisfaction and motivation 

levels at work and hence might increase employeesô extra effort.  

 

In addition, as mentioned earlier, trust in the manager has a great role in employeesô behaviour 

at the workplace (Bartram & Casimir 2007; Kong et. al. 2010).  When employees feel trust for 

their managers, they are more likely to feel positively about the leader and therefore are also 

ready to do extra effort, perform more efficiently (Bartram & Casimir 2007) and are more 

willing to cooperate (Kong et. al. 2010). Whereas Kelloway et. al. (2012) note that when 

employees do not trust in their leaders, they cannot focus on extra-role performance. Kong et. 

al. (2010) discuss in their study that employeesô involvement in decision making, increasing 

autonomy, inherent work motivation and knowledge sharing are the indicators that measure the 

employee'sô extra role behaviour at workplace. In addition, a study from van Dick, Grojean, 

Christ & Wieseke (2006) show that employees who experience strongly congruent with their 

organizations are usually ready to go an ñextra mileò for the good of their organization and are 

also willing to put in extra effort to help their co-workers. Moreover, it is proven that also 

contingent reward behaviour of transactional leadership is positively connected to employeesô 

extra effort (Michel et. al 2013). According to Quintana et. al. (2015), by rewarding employees' 

performance with external rewards (financial or non-financial) they are more motivated to do 

extra effort. Whereas Chaudhry & Javed (2012) note that passive management- by-exception 

and laissez-faire are both negatively impacting employee motivation thus also have a negative 

effect on their levels of extra effort. 

 

2.7.3 Employeesô perceived efficiency of manager 

 

The third aspect of employeesË performance is their perceptions of the leaderôs effectiveness. 

Majority of the researchers qualify the leadership effectiveness in terms of outcomes of the 

leadership activities for followers and other stakeholders in the organization. Similarly, it can 
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be said that perceived effectiveness of the leader is advantageous to both the follower and the 

leader. It allows the followers to enjoy higher job satisfaction, a stronger level of commitment 

towards the work and overall better psychological well-being when they perceived their leader 

as effective. Equally, there are benefits for the leader as well. The leader maintains a higher 

position in the group and when followers see their leaders as effective, they are more likely to 

operate better and attain their goals as a group or organization. (Webb 2003.)  

 

Eliophotou Menon (2014) note that in previous studies, transformational leadership behaviours 

and practices are commonly assumed to result in perceived effectiveness of followers toward 

their managers. According to Wells & Welty Peachey (2010), transformational leaders have 

features that, for example, transactional leaders do not possess, such as their ability to create a 

vision and encourage sense of pride and belonging to the group. Also, transformational leaders 

set clear roles for their employees and are ready to help them individually which leads to higher 

levels of perceived efficiency by the employees (Quintana et. al. 2015). Similar kinds of 

leadership behaviours may evoke employeesô positive emotions which in turn will have an 

influence on how employees perceive their leader. It is said that particularly transformational 

leadership style enhances employeesô emotional attachment to the leader and can promote high 

levels of trust. A study from Norman, Avolio & Luthans (2010) shows that employees trust 

more in their leaders and perceive them more effective according to the level of transparency 

of the leaderôs actions and the level of positive psychological capacity. Even though, it has 

reported that employees of transformational leaders more often perceive their leaders more 

effective (Quintana et. al. 2015), it is said that effective transformational leaders may also take 

advantage of transactional styles (Berta et. al. 2001). Especially contingent reward and active 

management-by-exception are regarded as behaviours that can enhance the perceived 

effectiveness (Hater & Bass 1988). Whereas a study from Judge & Piccolo (2004) shows that 

passive management-by-exception of transactional leadership style and laissez faire leadership 

style are negatively related to the perceived leader effectiveness.  

 

2.8 Characteristics of the management of a tourism company 

 

Tourism is exceedingly a labour-intensive service industry and based on customer encounters 

(Rothfelder et. al. 2013; Slåtten & Mehmetoglu 2015: Schuckert et. al. 2017). Accommodation 

services are a great part of the tourism sector (Celik, et. al. 2015). Hotels are key element of 

accommodation services, but such services occur in other forms as well. For instance, guest 
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houses, campus accommodation and cruise ships are all part of accommodation services. 

(Cooper 2012, 173-174). Celik et. al. (2015) point out that especially in tourism and hospitality 

industries a great importance is attached to job satisfaction and organizational commitment. 

Such an attention is made because in the hospitality industry the work schedule is often 

particularly tiring. Also, Dai et. al. (2013) and Jung & Yoon (2016) add that workloads can be 

heavy, and wages low. Due to these problems that workers might be facing, the organizational 

commitment level might be lower, intent to leave higher and employee turnover can be higher 

than in other industries.  

 

According to Rothfelder et. al. (2013) service companies in the hospitality industry depend on 

their employeesô abilities and motivations. Indeed, they argue that employee job satisfaction is 

particularly important in the hospitality industry because it is almost always directly related to 

customer satisfaction. Therefore, effective and competent management of a service 

organizationôs workforce is essential (Quintana et. al 2015: Mohamed 2016). On that account, 

an appropriate leadership style is needed to ensure and improve employee satisfaction. Dai et. 

al. (2013) make a conclusion that leadership studies of hospitality management have 

concentrated on transformational and transactional theories because they are the two most 

effective ones at influencing others. Kara, Uysal, Sirgy & Lee (2013) also emphasize the 

importance of the right leadership style. They say that by using a leadership style correctly, it 

can be a very effective tool to increase service performance and enhance the organizational 

climate. They state that hospitality firms, like any other business firm, should take seriously the 

importance of leadership and attention should be focused on improving and maintaining well-

being of the personnel. Slåtten et. al. (2011) note that employees who are in contact with 

customers, should be a key focus of leadershipôs attention in service organizations.  

 

Kara et. al. (2013) bring out that the operating environment of the hospitality industry is 

complex and ever-changing. This causes an infinite number of different pressures and demands 

that can be stressful especially for front-line employees. According to Rothfelder et. al (2013), 

over the past couple of years the hospitality industry has faced challenges around the world. As 

a result, it has been discovered that how things were done in the past was not an effective way 

to do them anymore. For instance, leadership style has required significant changes to survive 

in modern-day environment where competition is severe. Also, Erkutlu (2008) points out that 

there have been increasing demands on hospitality organizations to advance their performance, 
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predict changes and develop new structures. Effective leadership performance may be 

necessary to ensure that changes increase efficiency, effectiveness and profitability. 

 

In addition, Erkutlu (2008) states that leadership as a research topic has been somewhat 

neglected within the field of hospitality. Previous studies have suggested that because the 

working environment of hospitality organizations has changed significantly, it has required 

leadership style that is able to explore the organization comprehensively, use vision to identify 

which changes are needed and make these changes work well together with other organizationôs 

operations. In today's competitive business environment, a productive workforce is essential in 

gaining and maintaining sustainable competitive advantages for organizations (Kara et. al 

2013). Erkutlu (2008) argues that in the hospitality industry, the classical management 

approach, of management by control, is not suitable. He justifies this by the fact that continuous 

change is typical for this industry and requires a more transformational approach to leadership. 

 

 

3 METHODOLOGY  

 

3.1 Research method and sample 

 

The aim of this case study was to (1) distinguish the elements of the three earlier mentioned 

leadership styles by utilizing the Multifactor Leadership Questionnaire (MLQ-5X), to (2) find 

out to what extent is the Full Range of Leadership Model applicable to Scandic Hotels, to (3) 

study the effects of these three leadership styles on hotel employeesô work outcomes 

(satisfaction with manager, extra effort and perceived efficiency of manager) and to (4) explore 

what kind of differences there are of how the former Restelôs employees and the original 

Scandicôs employees experience the leadership style within the organization. Based on prior 

studies on similar topic (e.g. see Quintana et. al. 2015; Kanste et. al. 2007; Rothfelder et. al. 

2007) this study was chosen to be carried out by using quantitative methods to collect and 

analyse the data. This study is a survey- research and the data was collected using a standardized 

format (Heikkilä 2008, 19). The Multifactor Leadership Questionnaire (form 5X) was selected 

as a basis for the questionnaire, in which case, a quantitative research method was selected as 

the research method for this study. A quantitative approach is suitable for the numeric data 

(Heikkilä 2008) that is implemented based on the research objectives. 
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This research was carried out to the hotel chain Scandic, but it was not part of any research 

project nor did it become as an assignment from the company. It was conducted to the 

organization because of the authorôs own personal interests. Scandic was a propitious case 

company for this study because of the major acquisition between two hotel chains that took 

place in December in 2017. This event was quite unique and there have not been many 

opportunities to investigate such cases in Finland or anywhere else in the world. The selected 

population of the survey respondents was Scandic hotelsô employees in the reception, restaurant 

and kitchen, their immediate supervisors and hotel managers in Finland.  

 

Scientific research can be either empirical or theoretical. Empirical research is based on the 

observation and measurement of the desired subject and it can be further divided into two larger 

entities: qualitative and quantitative research methods. Both research methods have typical data 

collection methods. (Heikkilä 2014.) Statistical (quantitative) research is mainly about the 

exploitation of numbers (Valli 2015). Typical for quantitative research is that the phenomenon 

being studied is described based on numerical information (Heikkilä 2008, 17). This means that 

the results of quantitative studies are usually presented in tables and patterns to give the reader 

the most accurate and detailed view of the data (Valli 2015). According to Heikkilä (2008) 

quantitative studies normally give answers to the questions What? Where? How many? How 

often? Their data typically consist of numbers that are easy to view by means of averages, 

patterns, and statistical methods. 

 

Both qualitative and quantitative research methods are widely used in leadership studies. 

However, it would be even more desirable to use these two methods concurrently or even to 

find much broader range of methodologies. It is also argued that qualitative research methods 

are used to complement or extend quantitative findings. (Parry, Mumford, Bower & Watts 

2014.) However, Parry et. al. (2014) mention that by using only a quantitative research it is not 

able to generate a good understanding of leadership, given ñthe extreme and enduring 

complexity of the leadership phenomenon itselfò. They also argue that quantitative methods are 

not theoretically enough to explain the nature of leadership, which is understood as a social 

process of influence.  
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3.2 Questionnaire design & data collection 

 

3.2.1 The Multifactor leadership questionnaire 

 

The questionnaire for this study is based on much used Multifactor leadership questionnaire 

(MLQ) developed by Bass in 1985 (Lowe et. al. 1996). According to Yukl (1999), 

transformational and transactional leadership styles encompass easily distinguishable 

behaviours. These different behaviours can be measured with the Multifactor Leadership 

Questionnaire, which is normally given to employees to evaluate how frequently their leaders 

practice each of the different leadership behaviour. (Hartog et al. 1997; Yukl 1999). The MLQ 

was developed by Bass and his colleagues to assess the four dimensions of transformational 

leadership, the three dimensions of transactional leadership and existing non-leadership (i.e. 

laissez-faire) (Hinkin & Schriesheim 2008). Rowold (2005) notes that MLQ is classified as 

being the standard instrument for measuring transformational and transactional leadership 

behaviours and it has been translated into many languages. In addition, the MLQ has been 

examined successfully in various studies and contexts by numerous of researchers around the 

world (Erkutlu 2008). 

 

The very first and original version of Bassôs (1985) MLQ measures the above-mentioned 

leadership styles through seven attributes. However, the components of the model have been 

developed as time has passed based on previous research results and critic (Yukl 1999; 

Antonakis 2001). Also, the content of the model has varied slightly in different studies (Hartog 

et. al. 1997). For example, in 1988, Bass modified the questionnaire by combining two 

attributes; inspirational leadership and charisma. The previous charisma- factor was called as 

ñidealized influenceò and it was further divided into behavioural and attributional elements. 

(Antonakis 2001; Heinitz et. al. 2005.) In addition, Management-by-exception dimension of 

transactional leadership style was further divided into active and passive parts (Heinitz, et. al. 

2005). According to Lowe et. al. (1996) the MLQ has been used in a variety of organizational 

settings in different contexts and in several levels of leadership including first line supervisors, 

middle managers and senior managers. This instrument has been applied to measure the 

relationship between leader behaviours and numerous different desired occupational outcomes. 

Therefore, the instrument used in this study is the most updated version of the MLQ (form 5X). 
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3.2.2 MLQ -form 5X 

 

The latest version of the MLQ, form 5X, was introduced in 1991 and contained several 

improvements. However, this form is still built around the three essential leadership styles: 

transformational, transactional and laissez-faire leadership styles. (Erkutlu 2008.) It 

encompasses 45 items of which 36 items indicate the nine leadership dimensions and 9 items 

measure three leadership outcomes (Antonakis et. al. 2003). In detail, this most recent version 

of the questionnaire is utilized to measure altogether five transformational (idealized influence 

(attributes), idealized influence (behaviours), inspirational motivation, intellectual stimulation, 

and individual consideration), three transactional (contingent reward, active ï and passive 

management-by-exception), one laissez-faire, and three outcome (followersô extra effort, the 

perceived effectiveness of the leader, and followersô satisfaction with their leader) scales 

(Rowold 2005). According to Hinkin & Schriesheim (2008) the previous versions of the MLQ 

did not separate active management-by-exception and passive management-by-exception from 

one another. However, this updated version of the MLQ, form 5X, contains four active 

management-by-exception, four passive management-by-exception items and four laissez-faire 

items. The form 5X was developed based on the past criticism of using the earlier models (Yukl 

1999; Antonakis et. al. 2003; Heinitz, et. al. 2005).  

 

In this study a structured web-based questionnaire was used to collect the data. The 

questionnaire consisted of three parts and it was compiled by using an internet-based program 

Webropol. The first part contained demographic information of the participants and questions 

related to the participantsô background in the organization (questions 1-12). The second part 

(question 13) consisted of the Multifactor Leadership questionnaire a total of 45 statements, of 

which 36 items were related to leadership styles and 9 were related to leadership outcomes and 

the respondents were supposed to evaluate of how one feels that oneôs immediate supervisor 

manages the leadership behaviors in oneôs workplace (See table 1). A Likert rating scale was 

used and the answersô evaluation scale was from 0 to 4 (0 = not at all, 1 = once in a 

while, 2 = sometimes, 3 = fairly often and 4 = frequently, if not always) (Erkutlu 

2008). The third part included questions about the major merger between Restel hotels and 

Scandic hotels in 2017 (questions 14-22). The purpose of the third part was to collect additional 

information for the researcher about the important organizational change in the company and 

thus possible changes in the leadership style experienced by the employees. The final 

questionnaire was formed by combining these three parts. 
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In this study, both Finnish and English translations of the most recent version of the Multifactor 

Leadership Questionnaire (form 5X) were used which made it possible to fill in the 

questionnaire in both languages. The Finnish version of the MLQ was developed based on a 

translationïback-translation procedure. The items of the Finnish instrument were framed with 

the same contents as the items in the original instrument. The items of the original English 

version were translated into Finnish by the author who is a native Finnish speaker and it was 

proof-read by two university professors and one translator student. In addition, the Finnish 

translations were translated once more into English by three university students to see and 

ensure that the translations were equal and understandable. However, after the translations back 

to English it was discovered that the Finnish translations should be clarified a little more. The 

first version of the questionnaire was tested by two former Scandic employees and one current 

Scandic employee to ensure that the structure and language of the survey were understandable. 

This was an important step as by doing so, the author got useful information from the 

respondents to refine the contents of the items of the questionnaire (Heikkilä 2008, 22). After 

this, based on the comments of the test respondents, the author modified the Finnish translators 

once more. The appropriateness of the final version of the MLQ was verified by the author 

together with two university professors in a group conversation.  

 

 

Table 1 Items of the Multifactor leadership questionnaire (5X) 

Transformational 

leadership 

    

Idealized Influence 

Attributes 

 (IA) 

Instills pride in 

being associated 

with manager 

Goes beyond 

his/her own self-

interest for the 

good of the group  

His/her actions 

build respect for 

him/her  

Displays a 

sense of 

power and 

confidence 

Idealized Influence 
Behaviours 

(IB) 

Talks to us 
about his/her 

most important 

values and 

beliefs  

Specifies the 
importance of 

having a strong 

sense of purpose 

 

Considers the 
moral and ethical 

consequences of 

his/her decisions 

 

Emphasizes 
the 

importance of 

having a 

collective 

sense of 

mission 

Inspirational 

motivation 

(IM)  

Talks 

optimistically 

about the future 

Talks 

enthusiastically 

about what needs 

to be 

accomplished 

 

Articulates a 

compelling 

vision for the 

future 

Expresses 

his/her 

confidence 

that we will 

achieve our 

goals 
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Intellectual 

stimulation 

(IS) 

Re-examines 

critical 

assumptions to 

question 

whether they 

are appropriate 

Seeks differing 

perspectives when 

solving problems 

 

Gets me to look 

at problems from 

many different 

angles 

 

 

Suggests new 

ways of 

looking at 

how we do 

our jobs 

 

 

Individualized 

consideration 

(IC) 

Spends time 

teaching and 

coaching me 

Treats me as an 

individual rather 

than just a member 

of a group 

Treats each 

person as 

individuals with 

different needs, 

abilities, and 
aspirations 

Focuses on 

developing 

my strengths 

Transactional 

leadership 

    

Contingent reward 

(CR) 

Provides his/her 

assistance an 

exchange for 

my effort 

Makes sure that 

we receive 

appropriate 

rewards for 

achieving 

performance 

targets 

 

Makes clear 

what I can 

expect to receive 

if my 

performance 

 meets 

designated 

standards 

 

Expresses 

his/her 

satisfaction 

when I do a 

good job 

 

Management by 

exception active 
(MEA) 

Focuses 

attention on 
irregularities, 

mistakes, 

exceptions and 

deviations 

from standards 

Spends his/her 

time looking to 
ñput out firesò 

Keeps track of 

all mistakes 

Directs 

his/her 
attention 

towards 

failures to 

meet 

standards 

Management by 

exception passive 

(MEP) 

Fails to 

intervene until 

the problems 

become serious 

Things have to go 

wrong for him/her 

to take action 

Shows he/she is 

a firm believer in 

ñIf it aintËt 

broken, don´t fix 

itò 

Problems 

must become 

chronic before 

he/she will 

take action 

 

 

Non-transactional 

leadership 

    

Laissez-faire 

(LF) 

Avoids getting 

involved when 

important issues 

arise 

Is absent when 

needed 

Avoids making 

decisions 

Delays 

responding to 

urgent 

questions 

Outcomes of 

leadership 

    

Extra effort Get others to do 

more than they 

expected to do 

Heightens othersô 

desire to succeed 

Increases othersô 

willingness to try 

harder 

 

Effectiveness Are effective in 

meeting othersô 

job-related 

needs 

Are effective in 

representing their 

group to higher 

authority 

Are effective in 

meeting 

organizational 

requirements 

Leads a group 

that is 

effective 
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Satisfaction with 

manager 

Uses methods 

of leadership 

that are 

satisfying 

Works with others 

in a satisfactory 

way 

  

 

 

The data of the study was collected in April 2019. The answers were collected by using public 

query links created in Webropol and they were sent to the respondents via email. Scandic has 

an email group that should include all the team members in Finland. However, it turned out 

that, for example, all the employees of the restaurants do not have their own personal email 

addresses. This, of course, made it harder to reach the desired sample. The questionnaire was 

sent to every member included in the mailing list. The mailing list includes also sales officers 

and the entire management team. Nonetheless, it was made clear in the cover letter that the 

questionnaire was meant to be filled by the employees of the reception, restaurant and kitchen 

as well as their immediate supervisors and general managers and if the email recipient did not 

belong to any of the mentioned groups, he/she was advised not to respond to the questionnaire 

at all. Furthermore, Scandic established a Facebook group after the merger in 2018 for all the 

new and old team members. The link for the questionnaire with the same cover text, as was in 

the email, was published also in the Facebook group in order to reach a larger set of respondents. 

In that way, also those who do not have Scandicôs personal email address could have answered. 

A reminder message was sent after a week both via email and via Facebook. Both questionnaire 

links were opened on the 5th of April and they were open for a total of 13 days, in which case 

the last response date was 17th of April.  

 

3.3 Analysis of collected data 

 

The collected data was analysed by using the SPSS (Statistical Package for Social Sciences) 

25-compilation program and AMOS (Analysis Moment of Structure) 25.  The SPSS 25 was 

chosen as an analysis tool, as it is possible to save the responses collected with Webropol survey 

directly to the format understood by the SPSS. The principal questionnaire was based on the 

MLQ-5X instrument developed by Bass and his colleagues (Erkutlu 2008; Hinkin & 

Schriesheim 2008). According to Hinkin & Schriesheim (2008), the studies that have included 

also the transactional and non-transactional leadership measures have focused primarily on the 

factor structure of the MLQ, rather than on their relationships with outcome variables. However, 
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this study focused to test the existence of the three leadership styles identified by Burns (1978) 

and their effects on employeesô work outcomes (satisfaction with manager, extra effort and 

perceived efficiency of manager). As so, the main data analysis of this research followed two 

steps: (1) A confirmatory factor analysis was carried out using the AMOS program and (2) a 

multiple linear regression analysis was executed using the SPSS program. Also, in order to 

assay the demographic characteristics and profiles of the participants (e.g. age, gender, 

departments involved, etc.), a descriptive analysis was carried out in the SPSS program. The 

purpose of the confirmatory factor analysis was to investigate if all the items of the model were 

grouped in an appropriate way and to test the validity of the used model. While doing a multiple 

linear regression analysis, the aim was to study causal relationships between the leadership 

styles and employeesô work outcomes included in the model. 

 

With the help of statistical techniques such as different factor analysis (confirmatory and 

exploratory), it is possible to decrease the number of observed variables into a smaller number 

of latent variables by investigating the covariation between the observed variables. (Schreiber, 

Nora, Stage, Barlow & King 2006). Sometimes the confirmatory factor analysis (CFA) is also 

referred to as Structural Equation Modelling (SEM) (Metsämuuronen 2006, 615). According to 

Albright (2006) and Schreiber et. al. (2006) the CFA is theory driven. This means that the 

analysis is based on the observed and unobserved variables. While the CFA examines an earlier 

theory and aims to confirm if the data supports the previous model or theory, an exploratory 

analysis (EFA) looks for a model or theory to explain a combination of variables, explores the 

structure of the correlation matrix (Metsämuuronen 2006, 581 & 615). According to Dyer & 

Hanges (2005), CFA pursues to strengthen some a priori hypothesized structure amongst the 

items/variables. Albright (2006) affirms that this analysis method especially allows hypothesis 

testing about a specific factor structure. Schreiber et. al. (2006) state that CFA is chosen when 

the researcher aims to minimize the difference among the estimated and observed matrices. In 

this case study, the confirmatory factor analysis was used to test existing theory that has been 

already recognized (FRLM). Due to this it is recommended that the author has a prior 

hypothesis based on earlier theoretical knowledge or empirical indications (Kanste et. al. 2007). 

However, in this study the actual hypotheses were not formed. This study rather utilizes the 

hypotheses directly from earlier literature (see Quintal et.  al. 2015) and thus aims to compare 

the results with the previous literature and to determine whether these hypotheses, as proven in 

the previous study, are still valid in this context. Kanste et. al (2007) want to stress the 

importance of the sample size when using the CFA. For it to be good and enough it should be 
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more than 3, 12 or as high as 15 times the number of variables or alternatively five times the 

number of parameters. Moreover, it is proposed that a good sample size should not be less than 

200. The sample size of 294 respondents in this study made it possible for this analysis method 

to be used. The purpose of carrying out the CFA was to test the suitability of the selected model 

and impute the new variables for the next step which was the linear regression analysis. 

 

Yan & Su (2009, 4) state that regression analysis, in practical term, is one of the most used 

statistical methods in research. The purpose of this analysis method is to study causal 

relationships between one or more different variables (e.g. dependent variables and independent 

variables). Linear regression is one of the regression analyses and it demands that a model is 

linear in the regression parameters. (Yan & Su 2009, 2.) According to Metsämuuronen (2006, 

642), the basic premise of regression analysis is that the independent variables correlate with 

the dependent variables, but not necessarily with each other. Regression analysis is suitable 

when the aim is to look from a set of variables those factors that, together, can explain a 

continuous variable e.g. different leadership styles and work outcomes. Regression analysis 

may also investigate already earlier known to be important variables and their contribution as 

independent variables. In addition, with a help of regression analysis it is possible to compare 

the independent variables with each other. (Metsämuuronen 2006, 643-644.) As so, the aim was 

to study what kind of relationships do the independent variables of this study (Leadership 

dimensions) form with the dependent variables (outcomes). 

 

 

4 FINDINGS 

 

4.1 Demographics of the survey sample 

  

The questionnaire was distributed to a sample of 1674 employees. A total of N = 294 surveys 

was returned; this represents a response rate of 17,5 percent. A total of 294 responses were 

received of which 293 were completed in Finnish and one in English. The Finnish and English 

responses were analysed together. Table 2 shows the socio-demographic characteristics and 

background information of the respondents. Frequency analysis of the sample demonstrates that 

there is a noticeable difference between the share of females (76,7 %) and males (22,9%). The 

respondents had an age distribution of 19-65 years. 28,2% of the respondents were under 30 
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years old. The majority, i.e. slightly over half of the respondents (51%), were aged between 30-

50. The rest of the respondents (17%) were over 50 years old. When asked if the respondent 

was a former Restelôs employee, an original Scandicôs employee or only had started to work 

for the company after the merger (5.12.2017), the frequency analysis presented that 46% were 

working for Restel Hotels when the merge happened and 41,2% were already working for 

Scandic. Furthermore, 11,9% of the respondents had started to work for Scandic after the 

merger. In addition, the majority (57,8%) of the respondents are currently working in a former 

Restel hotel which nowadays is a Scandic hotel and 42,2% respectively work in the original 

Scandic hotel. In terms of employeesô contracts with hotels, 75,5% of the respondents have a 

full -time employee contract and 23,8% work part-time. 

 

The greater part of the respondents (54,8%) is working at the reception, 21,1% at the restaurant, 

13,3 % in the kitchen and 9,9% in general management. When asked if the respondent is 

working in a managerial position, the answers were divided quite equally which means 49% of 

the respondents are working in a managerial position and 49,7% are not. From those who were 

not working in a managerial position, 77% are working as receptionists, 14% as 

waiters/waitresses, 1% as bar workers and finally 9% as chefs. Where from those who worked 

in a managerial position 22 % were working as duty managers of the reception, 14% as duty 

managers of the restaurant, 8% as duty managers of the kitchen, 17% as front desk managers, 

15% as restaurant managers, 12% as head chefs and 12% as general managers. When the 

highest level of education was asked, it turned out that most of the respondentsô (42,2%) highest 

level of education was either general upper secondary school or vocational college. The second 

biggest group were those with a bachelorôs degree (39,5%). Additionally, 9,9% of the 

respondents had a post-secondary education, 6,1% a masterôs degree and 1,7% had completed 

an elementary school. In addition, the employeeôs working years in total were asked and it 

turned out that most of the respondents (29,9%) had been working for Restel Hotels and Scandic 

Hotels 1-5 years in total. Whereas 7,5% of the respondents had been working for less than a 

year, 25,5 % 6-10 years, 12,9% 11-15 years, 10,2% 16-20 years and rest (12,6%) over 20 years.  
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Table 2 Socio-demographics and background information of the respondents 

 

 

4.2 The dominant leadership style of Scandic hotels according to the MLQ  - form 5X 

 

Table 3 provides an answer for the first research question of this study. It presents information 

about how the respondents perceive the leadership style in the Scandic hotels in Finland. The 

items are organized from the highest mean to the lowest according to what respondents have 

answered. The response scale was from 0 to 4, where the minimum for all variables was 0 and 

the maximum was 4. Each respondent was supposed to evaluate the behaviour of oneôs 

Socio-demographic information of respondents Number (%) Number (%)

Gender Same supervisor

Male 67 (22,9%) Less than a year 110 (37,4%)

Female 224 (76,7%) 1-3 years 110 (37,4%)

Something else 1 (0,3%) 4-6 years 52 (17,7%)

Missing 2 (0,7%) 6-9 years 21 (7,1%)

Missing 1 (0,3%)

Age

Less than 30 years old 83 (28,2%) Department

Between 30 and 50 years old 150 (51%) Reception 161 (54,8%)

More than 50 years old 50 (17%) Restaurant 62 (21,1%)

Missing 11 (3,7%) Kitchen 39 (13,3%)

General management 29 (9,9%)

Education Missing 3 (1%)

Elementary school 5 (1,7%)

General upper secondary school/ Vocational college 124 (42,2%) Managerial position

Post-secondary education 29 (9,9%) Yes 144 (49%)

Bachelor's degree 116 (39,5%) No 146 (49,7%)

Master's degree 18 (6,1%) Missing 4 (1,4%)

Missing 2 (0,7%)

Position

Employee contract Reception duty manager 33 (11,2%)

Full-time 222 (75,5%) Restaurant duty manager 21 (7,1%)

Part-time 70 (23,8%) Kitchen duty manager 12 (4,1%)

Missing 2 (0,7%) Frontdesk manager 25 (8,5%)

Restaurant manager 22 (7,5%)

Background of the career before the merger Head chef 17 (5,8%)

Former Restel employee 138 (46%) General manager 18 (6,1%)

Original Scandic employee 121 (41,2%)

Started to work in the company after the merger 35 (11,9%) Position

Receptionist 113 (38,4%)

Current workplace Waiter/Waitress 20 (6,8%)

Former Restel hotel, new Scandic hotel 170 (57,8%) Bar worker 1 (0,3%)

Original Scandic hotel 124 (42,2%) Chef 13 (4,4%)

Working years in total Immediate supervisor

Less than a year 22 (7,5%) Reception duty manager 47 (16%)

1-5 years 88 (29,9%) Restaurant duty manager 8 (2,7%)

6-10 years 75 (25,5%) Kitchen duty manager 1 (0,3%)

11-15 years 38 (12,9%) Frontdesk manager 77 (26,2%)

16-20 years 30 (10,2%) Restaurant manager 53 (18%)

Over 20 years 37 (12,6%) Head Chef 17 (5,8%)

Missing 4 (1,4%) General manager 72 (24,5%)

Regional manager 19 (6,5%)
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immediate supervisor at the workplace. Mean scores reveal which of the leadership behaviours 

had received the most support. Based on these findings, it can be concluded that Scandicôs 

personnel perceives that their supervisors implement mainly the leadership dimensions of 

inspirational motivation, individualized consideration and idealized influence of 

transformational leadership and the dimension of contingent reward of transactional leadership. 

While passive management-by-exception behaviour of transactional leadership and laissez-

faire were considered as the least dominant styles (lowest mean scores). According to these 

findings, the respondents experience that their superiors ñfairly oftenò (mean nearly 3) treat 

their employees as individuals not just part of the group and take into account everyoneôs 

personal needs, abilities and aspirations at work which are part of the ñindividualized 

considerationò of transformational leadership style. In addition, they feel quite strongly that 

their superiors express confidence that common goals will be achieved, they talk optimistically 

about the future and enthusiastically about what need to be accomplished in the future. These 

behaviours belong to ñinspirational motivationò -aspect of transformational leadership. In 

addition, ñidealized influenceò, both attributed and behaviour -aspects of transformational 

leadership styles are quite ruling as well. This means that the leaders are perceived to be 

working towards the good of the group and emphasizing the importance of doing a mission 

together as a team. Also, idealized attributes dimension indicates that superiors are respected 

by their employees. However, the mean scores for passive management-by-exception and 

laissez-faire items were ñfairly highò (over 1 = once in a while) considering that maybe the 

ideal situation would be the value closer to the zero. This implies that some leaders exhibit these 

passive and ignoring leadership behaviours at workplace at least at some level.  
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Table 3 Dominant leadership styles of Scandic 

 

 

Variable N Mean St. Deviation

Treats me as an individual rather

than just a member of a group (IC) 294 2,9524 1,23007

Expresses his/her confidence that we will 

achieve our goals (IM) 294 2,9286 1,12905

Talks optimistically about the future (IM) 294 2,9184 1,06454

Leads a group that is effective (Effectiveness) 294 2,9014 1,18024

Are effective in meeting organizational

requirements (Effectiveness) 294 2,8537 1,16360

Expresses his/her satisfaction when I do a good

job (CR) 294 2,7551 1,20913

Treats each person as individuals with

different needs, abilities and aspirations (IC) 294 2,7449 1,22247

Provides his/her assistance an exchange for my

effort (CR) 294 2,7177 1,15308

Talks enthusiastically about what needs to be

accomplished (IM) 294 2,7177 1,14416

Are effective in representing their group for

higher authority (Effectiveness) 294 2,7007 1,23330

Considers the moral and ethical consequenses

of his/her decisions (IB) 294 2,6531 1,19243

Specifies the importance of having a strong

sense of purpose (IB) 294 2,6395 1,10503

Emphasizes the importance of having

a collective sense of mission (IB) 294 2,6224 1,20733

His/her actions build respect for him/her (IA) 294 2,5680 1,24771

Works with other in a satisfactory way (Satisfaction) 294 2,5374 1,19025

Are effective in meeting others' job related

needs (Effectiveness) 294 2,4898 1,13503

Seeks differing perspectives when solving 

problems (IS) 294 2,4762 1,18773

Heightens others' desire to succeed (EE) 294 2,4626 1,23803

Spends his/her time looking to "put out fires" (MEP) 294 2,4592 1,20439

Uses methods of leadership that are 

satisfying (Satisfaction) 294 2,4490 1,29152

Suggests new ways of looking at how we 

do our jobs (IS) 294 2,4252 1,1535

Goes beyond his/her own self-interest

for the good of the group (IA) 294 2,3912 1,27193

Increases others' willingness to try harder (EE) 294 2,3810 1,26563

Gets me to look at problems from many

different angles (IS) 294 2,3639 1,19163

Instils pride in being associated with manager (IA) 294 2,3435 1,28034

Talks to us about his/her most important

values and beliefs (IB) 294 2,3265 1,25387

Makes sure that we receive appropriate

rewards for achieving performance targets (CR) 294 2,3231 1,33514

Displays a sense of power and confidence (IA) 294 2,2857 1,12980

Articulates a compelling vision for the future (IM) 294 2,2789 1,24084

Gets others to do more than they expected

to do (EE) 294 2,2619 1,19274

Focuses developing my strengths IC) 294 2,1939 1,25291

Re-examines critical assumptions to question

whether they are approriate (IS) 294 2,0306 1,20964

Focuses attention on irregularities, mistakes

exceptions, and deviations from standards (MEA) 294 2,0238 1,27838

Spends time teaching and coaching me (IC) 294 2,0000 1,29583

Makes clear what I can expect to receive if

my performance meets designated standards (CR) 294 1,9932 1,29581

Shows he/she is a firm believer in "if it aint 

broken, don't fit it" (MEP) 294 1,7109 1,14544

Directs his/her attention towards failures to

meet standards (MEA) 294 1,5238 1,13482

Fails to intervene until the problems become

serious (MEP) 294 1,4966 1,27659

Is absent when needed (LF) 294 1,2347 1,26761

Problems must become chronic before he/she

will take action (MEP) 294 1,1803 1,22188

Things have to go wrong for him/her to take 

action (MEP) 294 1,1395 1,23830

Delays responding to urgent questions (LF) 294 1,1020 1,27584

Keeps track of all mistakes (MEA) 294 1,1020 1,13122

Avoids making decisions (LF) 294 0,9320 1,22075

Avoids getting involved when important

issues arise (LF) 294 0,8367 1,21448
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4.3 To what extent is the Full Range of Leadership theory applicable to Scandic Hotels in 

Finland? 

 

Confirmatory factor analysis of leadership styles 

 

To answer to the second research question, the next step in the analysis process was to conduct 

a confirmatory factor analysis (CFA) to estimate the structure and ensure the validity and 

reliability of the used model (MLQ-5X). Accordingly, the aim of the CFA was to inspect if all 

the items were grouped in an appropriate way and if the model is in line with the earlier 

literature and theory. In addition, the reliability of the results was explored in more depth with 

Cronbachôs alpha and Pearson moment correlation coefficient tests.  

 

The evaluation of the model is an extremely important step in CFA (Themessl-Huber 2014). 

Various fit indices (e.g. CMIN/DF, TLI, CFI and RMSEA) are used to evaluate how well the 

measurement model used fit together with the observed data (Antonakis et. al. 2003). For 

example, the Comparative Fit Index (CFI) and Goodness of Fit Index (GFI) require the values 

to be greater than 0.90 (Stylidis, Shani & Belhassen 2017). According to Themessl-Huber 

(2014), the higher the value, the better is the model fit.  Also, the values for Root Mean Square 

of Approximation (RMSEA) should be less than 0.08 (Stylidis et. al. 2017). In this case, the 

lower the value, the better fit of the model (Themessl-Huber 2014).  It is said that when the 

RMSEA value is smaller than 0.05, it shows a very close fit to the analysed data of the model. 

When the value of RMSEA is something between 0,05 and 0,08, it shows a fit close to good to 

the analysed data and if it is something between the range of 0,08 and 0.10 it indicates a fit 

which is not good or bad. (Cangur & Ercan 2015.) According to Metsämuuronen (2006, 623) 

the goodness of the model is tested by the Chi-square test. A good rule for evaluating the relative 

chi-square (CMIN) is that the test value is divided by its degrees of freedom. The result should 

be less than 2. Statistical inference is made by the x2 -distribution and its associated p-value; if 

the p-value is less than 0.05, the model is considered to be poor (Metsämuuronen 2006, 624). 

However, the criterion for acceptance of the relative chi-square value differs across researchers, 

ranging from less than 2 to less than 5 (Moss 2016).  Cangur & Ercan (2015) say that all these 

indices have good fit and acceptable fit. Even if all the values do not fall in the ideal result, it 

does not necessarily mean that the model is not acceptable. However, some cut-off values are 

needed to agree if a model fits the data or not. Many features affect to fit indices such as factor 

loadings, sample size, model complexity and type of misspecification. (Themessl-Huber 2014). 
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The results of the first attempt to carry out the Confirmatory factor analysis of all the leadership 

styles together suggested that the initial measurement model did not fit the data well in the 

sample e.g. it did not produce the same results as in the previous study. In other words, no 

satisfactory model results were obtained which implies that the theory was not correct in this 

respect. This was because some of the leadership styles were too similar, i.e. practically the 

same concept. These variables did not provide an analysis in which the fit indices such as CFI, 

GFI and RMSEA would have been at a satisfactory level. It might be because of too small data 

sample as some of the fit indices are very sensitive with the sample size (Themessl-Huber 2014; 

Metsämuuronen 2006). Thus, altogether four confirmatory factor analyses were conducted: one 

for each of the leadership styles and one together for the outcomes.  

 

When the leadership styles were analysed separately the CFAsô results were nearly satisfactory 

apart from a few deviations, for example in transformational leadership. The problem seemed 

to be that the covariance value between two dimensions - idealized behaviour and inspirational 

motivation - was 1.01, and it should not exceed 1.  In other words, this suggested that these 

concepts were too similar which caused confusion in the model.  This was solved by proposing 

a modified version of the model that excluded the inspirational motivation and idealized 

behaviour -dimensions and combined them into one common dimension which was named as 

ñSense of missionò. This new aggregating variable was created of 8 items, all of which are 

somehow related to the feeling of ñdoing a mission together in a teamò. The reviewed 

measurement model was then re-estimated, and the results proved a nearly satisfactory fit with 

the data. Picture 1. illustrates the CFA made of transformational leadership style and it 

comprises the new created dimension ñSense of missionò. This dimension contains all the 4 

items of the idealized behaviour and 4 items of the inspirational motivation. However, not all 

the results imply a perfect fit of the model. Some of the fit indices were satisfactory and proved 

the appropriate model selection while some values did not quite meet the threshold criteria. 
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Figure 2 The Confirmatory factor analysis of transformational leadership 

 

 

The value of Goodness-of-Fit Index (GFI) of transformational leadership was 0.869 and 

Adjusted Goodness-of-Fit Index (AGIF) was 0,832. The higher the value of GFI, the better the 

theoretical model corresponds to the observed data. Traditionally good value has been 

considered above 0.90, which means that the model is good enough. (Metsämuuronen 2009, 

626; Shevlin & Miles 1998.) Also, the Comparative Fit Index (CFI) and Incremental Fit Index 

(IFI) show the adequacy of the theoretical model. The CFI values are always something 

between 0 and 1, the higher the better. Good fit is indicated by high values. (Cangur & Ercan 

2015.) According to Metsämuuronen (2009, 626), if IFI is bigger than 0.90 and CFI bigger than 

0.95, the theoretical model is enough. Whereas Stylidis et. al. (2017) say that the value of CFI 

should be over 0.90. In this case the value of CFI and IFI are both 0.947 which indicate a good 

fit. Another important measure of model goodness is Root Mean Square of Approximation 

(RMSEA), which estimates how much a theoretical model diverges from the perfect model. 

The lower the value the better, but it should not be over 0.08. (Stylidis et. al. 2017) However, 

Metsämuuronen (2009, 627) states that the value of 0.06 or less indicates a good model. This 
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again depends of the sample size. For smaller sample size it can be higher. (Themessl-Huber 

2014.) The RMSEA for transformational leadership was 0.072 which is still acceptable.  

Cangur & Ercan (2015) suggest that The Tucker-Lewis Index is one of the most used model fit 

indices in SEM (or CFA). They propose that the bigger the TLI value is, the better it indicates 

better fit for the model. Even though values larger than 0.95 are admitted as acceptable fit, 0.97 

is considered and accepted as the cut -off value in many researches. Moreover, TLI is not 

expected to be between 0 and 1 because it is non-normed. One of the main advantages of TLI 

is that the sample size does not have a great impact on it. For transformational leadership the 

TLI value is 0.938. Lastly, as mentioned before, the acceptable value for the relative chi-square 

(CMIN) varies a little bit according to different authors. The model is regarded as acceptable if 

the relative chi-square is less than 2 or 3 (Moss 2016).  For transformational leadership it was 

2,5 which indicates a satisfactory fit. 

 

The results of the Confirmatory factor analysis of transactional leadership show that the value 

of the GFI is 0.922 and AGFI is 0.880 which both indicate that the model is good but not perfect. 

The value for IFI is 0.913 and for CFI is 0.912 which are also regarded as acceptable. RMSEA 

is too high, 0.089, but as Cangur & Ercan (2015) note, if the RMSEA falls between the range 

0,08 and 0.10 it indicates a fit which is not good or bad. In this respect, the result is considered 

as acceptable, but it implies that there are shortcomings in the model. The TLI has a value of 

0.886. When the relative chi-square was calculated, the result showed a value of 3,3 which 

according to some authors (Moss 2016) is still acceptable since it is less than 5. 
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Figure 3 The Confirmatory factor analysis of transactional leadership style 

 

 

The results of the Confirmatory factor analysis of laissez-faire leadership style demonstrated 

that the GFI and AGFI values are both bigger than the threshold value of 0.90. The value for 

GFI was 0.986 and for AGFI 0.929. Also, values of the CFI and IFI were both ideal, CFI being 

0.989 and IFI 0.989. However, the result for RMSEA was notably high, 0.105, which is too 

much. The result of TLI was 0.966 which is good, and the relative chi-square test showed a 

result of 4,2 which is very close to the maximum limit but still fits to the threshold values 

according to Moss (2016). 

 

Figure 4The Confirmatory factor analysis of laissez-faire leadership style 

 

Confirmatory factor analysis of outcomes 

The final factor analysis was performed together for all the outcome variables (satisfaction, 

extra effort & effectiveness). The results proved a satisfactory model fit. Values for GFI and 

AGFI being 0,961 and 0,926. CFI & IFI values both being 0,989 (>0,95 & >0,90). RMSEA 
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value of outcomesô model was 0,066 which indicated a good fit of the model. The result for 

Tucker-Lewis Index was 0,984 and CMIN 2,3. 

 

Figure 5 The Confirmatory factor analysis of the outcomes 

 

 

Reliability  

 

Before it made sense to proceed with the analysis process, the items of the MLQ were explored 

for internal consistency using Cronbachôs alpha coefficient. Cronbachôs alpha measures inter-

item correlations and it is used to measure reliability of different scales (Metsämuuronen 2006; 

Kanste et. al. 2007; Vanske, Beaman & Sponarski 2017). In addition, for testïretest reliability 

a Pearson product-moment correlation coefficient was calculated between all the leadership 

dimensions and outcome variables. Pearson correlation test forms the basis for multiple 

regression and its principal role is to measure the degree of the linear relationship between two 

variables. The correlation coefficient can get values between -1-1. (Metsämuuronen 2006, 359.) 

 

The alpha value determines to which extent the item responses answer to survey questions, i.e. 

correlate with each other (Vanske et. al. 2017). The findings of Cronbachôs alpha supported the 

internal consistency of the MLQ (Table 4). Cronbachôs alpha for leadership and outcome scales 

varied from 0,61 to 0,93. For example, the alpha coefficient for idealized attributes, which 

consisted of four items, was 0,88 and proposed that the items have relatively high internal 

consistency. In general, it is considered that the higher the correlation is, the better the item. In 
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most cases, the reliability coefficient of 0,70 or higher is counted as ñacceptableò while values 

under 0,60 are not considered to be enough. (Kanste et. al. 2007.) Bosscher & Smit (1998) note 

that values >60 can also be considered as high enough. As the Table 4 shows, the reliability 

coefficients for all the variables are otherwise very high except for active management-by-

exception which was originally only 0,47. However, it was possible to try to improve the alpha 

coefficient by deleting one or more of the items (Metsämuuronen 2006, 497). In this case, for 

instance, the item MEA2 (Spends his/her time looking to ñput out firesò) was deleted because 

it was correlated negatively with another item. A negative Ŭ value only means that some of the 

items are not positively correlated among themselves (Vanske et. al. 2017). By deleting one of 

the items (MEA2), the alpha coefficient increased to 0,61 which narrowly fit to the criterion of 

>0,60 (Metsämuuronen 2006, 497). 

 

To mention, all the items should be inter correlated positively as they are supposed to measure 

the same thing. A small variance may be a sign that the question was not good. If the items are 

correlated negatively, it implies that the items are not measuring the same phenomena. 

(Metsämuuronen 2006, 497.) Most of the item-total correlations were something between 0, 30 

and 0,60, and in some cases, even higher with the exception of the items of active management-

by-exception. Apart from the few items, inter-item correlations ranged from 0,20 to 0,80. The 

results of Cronbachôs alpha in this study were all relatively high, higher than the cut-off value 

of 0.6, therefore the constructs of the MLQ were considered to have adequate reliability and 

stability and that all of the items inside the factors were measuring the same construct except 

for MEA which was a little problematic.  
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Table 4 Cronbach's alpha reliability coefficients 

 

 

The Pearson product-moment correlation coefficient for the leadership scales and outcome 

scales (Table 5) showed that many of the correlations among the items were either positively 

or negatively ñextremely highò; 0,80-1.0 which indicates that there are significant relationships 

between the variables (Metsämuuronen 2006, 360). Also, an intriguing observation from the 

results was that all the correlations between the variables were also statistically significant (p < 

0.05) (see Table 5). 

  

Table 5 Latent variable correlations & AVE values 

 

 

When conducting a Confirmatory factor analysis, convergent and discriminant validity are used 

to examine the extent to which the latent variables of the model share their variance and how 

do they differ from others (Alarcon & Sanchez 2015). The Average Variance Extracted refers 
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to an average amount of variance in observed variables which a latent construct can explicate 

(Farrell 2009). The purpose of AVE assessment in this study was to test the convergent validity 

for eleven latent variables. When the AVE gets a value over 0,7 it is considered as very good 

and values higher than 0,5 are enough (Alarcon & Sanchez 2015; Hair et. al. 2014). AVE for 

each construct was done by the mathematical formula where each construct was taken at a time 

for review and its associated itemsô factor loadings (Schermelleh-Engel 2016). An example of 

the idealized attributes: (0,86^2+0,76^2+0,91^2+0,70^)/4=0,66, where the AVE value is 0,66. 

Even though some of the factor loadings were below 0,60 (IS1: 0,27, MEA1:0,42, MEA2: -

0,60, MEA3: 0,56 and MEP3: 0,25), and it might have been advisable to remove them 

completely from the model (Quintana et. al. 2015), not any of them were removed because the 

purpose was to test the validity of the earlier model. Almost all the factor loadings of 

management-by-exception active were less than the cut-off value of 0,7 (Quintana et. al. 2015) 

which in this case resulted a poor AVE value as well (0,38).  

 

4.4 The effects of the leadership styles on hotel employeesô work outcomes  

 

Multiple linear regression analyses 

 

Before it was possible to proceed with the multiple linear regression analysis and to explore the 

effects of the leadership styles on employeesô work outcomes, new leadership- and outcome 

variables had to be created using AMOS -program using impute command. This way the 

regression points were more accurate than for example by calculating the averages in the SPSS, 

because they include weighting. Next, a total of three linear regression analyses were performed 

for each of the dependent variables (satisfaction, extra effort & effectiveness) with SPSS. In 

each of the analysis, the independent variables were all the leadership dimensions: 

individualized consideration, intellectual stimulation, sense of mission, idealized attributes, 

management-by-exception passive, management-by-exception active, contingent reward and 

laissez-faire, and the dependent variable was each of the outcome in turn.  As can be seen from 

Table 6, only two variables of transformational leadership, idealized attributes (ɓ = 0,451, p = 

< 0,05) and sense of mission (ɓ = 0,190, p = < 0,05), had a positive and significant influence 

on satisfaction with the manager which explains 88% of the dependent variable. What it comes 

to extra effort, idealized attributes (ɓ = 0,398, p = < 0,05) and sense of mission (ɓ = 0,211, p = 

< 0,05) are the two factors identified in transformational leadership that have a positive  and 

significant relationship with extra effort while laissez-faire (ɓ = -0,105, p = < 0,05) had a 



56 

 

significant negative influence on extra effort. Consequently, the factors account for 88% of the 

dependent variable (R^2 = 0,88, p= < 0,05).  The model is seen the better, the higher is the 

variance explained (R^2). In terms of effectiveness, again, idealized attributes (ɓ = 0,380, p = 

< 0,05) and sense of mission (ɓ = 0,239, p = < 0,05) in transformational leadership showed 

significant positive relationships and laissez-faire (ɓ = -0,105, p = < 0,05) proved significant 

negative relationship with effectiveness hence accounted for 88% of the total variance of the 

effectiveness construct. 

 

Table 6 Results of the regression analysis 

 

 

After carrying out the linear regressions it was noticed again that in the regression model 

various items significantly correlated with each other. This was a problem as independent 

variables are expected to be independent (Frost N.d.). This kind of situation is called 

multicollinearity which means that two or more explanatory variables in a multiple regression 

model are extremely linearly related i.e. are either very similar or very different concepts. 

(Metsämuuronen 2006, 577.) A perfect multicollinearity situation is when the correlation 

between two independent variables is equal to 1 or ī1 (Akinwande, Dikko & Samson 2015). 

According to Metsämuuronen (2006, 577) & Robinson & Schumacker (2009), multicollinearity 

can cause a situation where in regression analysis, two highly correlated variables may both be 

included in the model, even though in reality only one of these variables would provide an 

explanation for the model and the other would be redundant and would not increase the degree 

of explanation of the model. Giacalone, Panarello & Mattera (2018) note that multicollinearity 

is one of the main problems in regression analysis as the risk is to cause unstable coefficientsô 

estimates and unreasonable standard errors (e.g. false positives). 
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When multicollinearity occurs, it is necessary to find out which explanatory variables are 

causing it (Giacalone et. al. 2018). There are various ways how to detect the multicollinearity 

problems. One example is to examine High Variance Inflation Factors (VIF) and Low 

Tolerances (value is less than 0.2 or 0.1). However, these two statistics are reciprocals, so either 

there is high VIF values or low tolerance. (Metsämuuronen 2006, 578.) In this study the 

multicollinearity was tested with VIF values. VIF measures directly of how much the variance 

of the coefficient (i.e. its standard error) is being increased because of the multicollinearity. If 

the value of VIF is 10 and above, it shows that the multicollinearity is a problem. The VIF 

values were calculated for each independent variable by using the SPSS program. VIF values 

start from 1 and basically do not have maximum values. If the value is 1 it means that there is 

no correlation between this independent variable and any others. The values that falls between 

1 and 5 propose that there is a moderate correlation, but it is not severe enough to justify 

corrective actions. (Frost N.d.) However, VIF values bigger than 5 usually indicate serious 

levels of multicollinearity (Marcoulides & Raykov 2018) where the coefficients are not 

evaluated well, and the p-values are questionable and unreliable. According to Robinson & 

Schumacker (2009), however, VIF values <10 are still acceptable but should not exceed the 

value of 10. 

 

Accordingly, the VIF values were measured after the first linear regression analyses and all the 

dimensions of each of the leadership styles were included in the analysis. Table 7 shows all the 

VIF values for each leadership style and most of them are extremely high. As mentioned before, 

VIF should not be over 10 (Robinson & Schumacker 2009). The ideal situation would be 

something between 1 and 5 (Frost N.d.) or preferably even 1 to 3 (Metsämuuronen 2006, 578). 

 

Table 7 VIF values for each independent variable 
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Because of the strong multicollinearity, irrelevant variables had to be removed from the original 

model (Giacalone et. al. 2018). It was highly necessary to find out which independent variables 

were significantly relevant for each of the dependent variable. This was indicated by the 

significance level of the variable (p-value), which should be less than 0.05 (p <0,05). For the 

satisfaction -variable only ñsense of missionò (p=0,014) and ñidealized attributeò (p=0,000) 

were statistically significant. Whereas for extra effort ñsense of missionò (p=0,007), ñidealized 

attributesò (p=0,000) and ñlaissez-faireò (p=0,011) were statistically significant. Also, ñsense 

of missionò (p=0,002). ñidealized attributesò (p=0,000) and ñlaissez-faireò (p=0,009) were the 

only variables statistically significant for effectiveness. Accordingly, only significant variables 

were included in the final model hence it consists of three leadership dimensions which are 

ñsense of missionò, ñidealized attributesò and ñlaissez-faireò. New regression analyses were 

performed using only these three dimensions of leadership as independent variables. Also, 

multicollinearity tests were conducted once more to obtain better outcomes. As a result, VIF 

values were improved (see Table 8). 

 

Table 8 Multiple regression output, the final model 
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4.5 Perceived differences of the leadership style within the organization 

 

The perceived differences of the leadership style between former Restelôs employees and 

original Scandicôs employees were investigated by comparing the mean values between these 

two groups. This was done with one-way analysis of variance in SPSS (Metsämuuronen 2006). 

The assumption was that the respondents who answered that the immediate supervisor had 

changed due to the merger were former Resteôsl employees with a new manager from Scandic. 

The comparing was done by looking for significant p-values (p<0,05) from ANOVA table. 

When the p-value was less than 0,05 it disclosed that there was a statistically significant 

difference between these two groups. After the all significant p-values were detected, the mean 

scores of variables with statistical significance were compared. Hence, this study focused to 

explore only those items where statistically significant differences were found. Table 9 presents 

all the items of the MLQ that had a statistically significant difference (p < 0,05) between the 

two groups and the means of the answers for both groups (scale from 0 to 4). 

 

Table 9 Compare means 

 

 

These findings suggest that those who have worked for Scandic already before the merger 

experience stronger the leadership to be considering on an individual level than those who 

worked for Restel before the merger. Original Scandicôs employees feel seen and heard by their 

superiors because they feel like their immediate supervisors consider everyoneôs personal needs 

and seek to improve everyone's strengths, perhaps by finding the "hidden potential". This shows 

an aspect of caring for their employees. Whereas the former Restelôs employees experience 

more often that their immediate supervisors concentrate their attention on irregularities, 

mistakes, exceptions and deviations from standards and question things that are assumed to be 

obvious. Also, original employees from Scandic perceive their immediate supervisors to be 

Items Sig Former Restel employees Original Scandic employees

Re-examines critical assumptions to question whether they are approriate (IS) 0,014* 2,2762 1,9123

Focuses attention on irregularities, mistakes, exceptions and deviations from standards (MEA)0,034* 2,2286 1,8947

Instils pride in being associated with manager (IA) 0,035* 2,1333 2,4678

Shows she/he is a firm believer in "if it's not broken, don't fix it" (MEP) 0,017* 1,5048 1,8421

Goes beyond his/her own self-interest for the good of the group (IA) 0,039* 2,2095 2,5322

Treats me as an individual rather than just a member of a group (IC) 0,024* 2,7714 3,1111

Treats each person as individuals with different needs, abilities and aspirations (IC) 0,023* 2,5429 2,8830

Focuses developing my strengths (IC) 0,046* 2,0381 2,3450

Expresses his/her confidence that we will achieve our goals (IM) 0,019* 2,7333 3,0585

* p <0,05
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more motivational as the employees feel more strongly that their superiors are confident about 

achieving their goals. In addition, original Scandic employees feel more often that working with 

the superior instils pride in their employees and that superiors are ready to put the group's 

interest before their own. 

 

4.6 Summary of the findings 

 

This study had altogether four research questions. First, the study sought to find out what are 

the dominant leadership styles of Scandicôs organizational culture according to the MLQ (form 

5X) instrument which comprises transformational-, transactional-, and non-transactional 

leadership styles. The second aim was to discover to what extent is the Full Range of Leadership 

Model applicable to Scandic Hotels in Finland. Thirdly, this study explored how does the 

leadership styles effect on hotel employeesô work outcomes including satisfaction with 

manager, extra effort and perceived efficiency of manager.  And lastly, the goal was to 

investigate what kind of differences are there of how former Restelôs employees and original 

Scandicôs employees experience the leadership style within the organization. 

 

The results for the first research question showed that the most dominant leadership style 

perceived by the respondents in Scandic was transformational leadership style. In more detail, 

the individualized consideration, idealized attributes and sense of mission (i.e. inspirational 

motivation and idealized behaviours) dimensions of transformational leadership style and 

contingent reward of transactional leadership style were perceived to be the most dominant. All 

the dimensions of transformational leadership style were highly supported by the respondents, 

but especially individualized consideration, inspirational motivation and contingent reward of 

transactional leadership came to prominence. From these results it can be said that most of the 

respondentsô experience that they are treated as individuals and their personal needs are 

considered by the supervisors. Many of them also feel that supervisors express their satisfaction 

when one has done a good job. This implies that supervisors might be prone to give positive 

feedback to the employees and even reward them when they have succeeded in their job. 

Supervisors were also seen to be ready to offer their assistance in return for the employee's own 

contribution. Supervisors were perceived as motivators who are optimistic about the future, 

confident that goals will be achieved together and enthusiastic about their future goals. Another 

point worth noting was that a large proportion of respondents found the leadership style to be 

quite effective as effectiveness -items had relatively high mean scores. 
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The estimation of the structure, reliability and validity of the used model was done by 

conducting three confirmatory factor analyses of each leadership style and one confirmatory 

factor analysis of all the measured leadership outcomes. Also, the reliability and validity were 

tested with Cronbachôs alpha, Pearson product moment correlation coefficients and Average 

Variance Extracted (AVE) -values. As stated before, the purpose of the confirmatory factor 

analysis was to evaluate how well the used model fit together with the observed data of this 

study. As so, various fit indices were explored to find out the modelôs goodness of fit. 

(Antonakis et. al. 2003.) The aim was to find an answer for the second research question: To 

what extent is the Full Range of Leadership Model applicable to Scandic Hotels in Finland? 

The findings of this study did not fully support the model fit as it was not possible to analyse 

all the leadership styles together that is why they were decided to analyse separately. However, 

the first attempt to make the CFA for transformational leadership style resulted a need for 

modification for the model as two variables (idealized behaviours and inspirational motivation) 

were correlated too much with one another. This was fixed by creating a new variable called 

sense of mission that combined these two original leadership dimensions. Once this was done, 

it was possible to continue with the actual analysis. Regardless, the CFA of transformational 

leadership style did not show satisfactory results for Goodness of Fit or Adjusted Goodness of 

Fit (GFI 0.869 & AGIF 0,832). Also, The Tucker-Lewis Index (TLI) was a bit low (0.938). 

However, CFI (0.947), IFI (0,947), RMSEA (0,072) and CMIN (2.5) proved satisfactory 

results. 

 

The results of the CFA of transactional leadership style showed that RMSEA was a bit high 

(0,089) but still within the agreed limits and TLI being quite low (0,886). Whereas for Laissez-

Faire fit indices showed otherwise satisfactory results except for RMSEA being way too high 

0,105. Lastly, the last CFA of outcomes had the best results of all these analyses. All values 

were within the limits; GFI 0.96, AGIF 0.93, CFI 0.989, IFI 0.989, RMSEA 0.066, TLI 0,984 

and CMIN 2,3. Even though, not all fit indices fell short, it was considered that this data did 

not represent a perfect model fit in this context. What it comes to Average Variance Extracted, 

the low AVE -value for active management-by-exception indicates that the variable does not 

adequately explain the items it should contain (Table 7). These findings do not completely 

indicate reliability and convergent validity as AVE values should be > 0,5 (Slåtten & 

Mehmetoglu 2015). 
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When the internal consistencies of the leadership subscales of the MLQ were tested with 

Cronbachôs alpha, they showed satisfactory results as Cronbachôs a met the criterion of 0,60 for 

each subscale (Bosscher & Smit 1998). That is why it can be said that he constructs of the MLQ 

were considered to have adequate reliability and stability and that all the items inside the factors 

were measuring the same construct except for MEA which was a little problematic hence fixed. 

In addition to this, the results of Pearson product moment correlation coefficients (Table 6) 

demonstrated that the factor model derived from the literature does not work in this dataset 

because all the factors are significantly correlated, either negatively or positively. This in turn 

suggests that, for example, the leadership dimensions of transformational leadership were too 

similar even though, according to the Bassôs (1985) theory, they all should represent different 

behaviours. However, in this study they were adopted as almost one and the same concept, that 

is, as if transformational leadership style had no other dimensions at all. Another observation 

from the findings was that the leadership dimensions seemed to be mutually exclusive. In other 

words, the more the leader exhibited transformational leadership behaviours, the less it used 

management-by-exception active and passive behaviours and laissez-faire and vice versa. This 

implies that there are only two kinds of leaders: the ñgoodò ones and the ñpoorò ones. Where 

transformational leadership dimensions and contingent reward of transactional leadership 

represent the good leadership whereas active and passive management-by-exception of 

transactional leadership and laissez-faire advocate the poor leadership. However, this discovery 

is very sensible, that is to say, the better the leader is in these good leadership behaviours, the 

worse the leader is in the poor ones and the better are the results.  

 

To answer to the third research question, regression analyses were performed for each of the 

dependent variables (satisfaction, extra effort and effectiveness), all the leadership dimensions 

being independent variables at once. This was the way to find out which leadership behaviours 

have an impact on the selected employeesô work outcomes. Significant relationships were found 

for each of the outcome. Idealized attributes (p=0,000) and sense of mission (p=0,014) were 

significantly and positively correlated with the employeesô perceived satisfaction with manager. 

In addition, what it comes to extra effort and perceived effectiveness of managers, both 

idealized attributes (p=0,000 & p=0,000) and sense of mission (p=0,007 & p=0,002) had 

significant positive relationships with the outcomes whereas laissez-faire had a significant 

negative influence on extra effort (p=0,011) and perceived effectiveness (p=0,009). No other 

significant relationships were found which indicates that only these three leadership styles are 

the ones that explain the model. Consequently, the final model consisted of idealized attributes, 
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sense of mission and laissez-faire leadership dimensions. All the dimensions of transactional 

leadership were totally excluded in this study which was surprising. These findings suggest that 

the best results of all can be obtained by being a motivational transformational leader. However, 

the results do not tell how many of the leaders are such leaders at Scandic. Nonetheless, the 

better leaders at Scandic can motivate their team, the better are the outcomes. Respectively, by 

implementing laissez-faire leadership behaviour it leads to poor employeesô work outcomes.  

 

Lastly, the fourth research question ñWhat kind of differences there are of how former Restelôs 

employees and original Scandicôs employees experience the leadership style within the 

organizationò was solved by comparing the mean values between these two groups. The 

comparing was done by looking for significant p-values (p<0,05) from ANOVA table in SPSS. 

The main conclusion from the results was that the original Scandicôs employees perceive the 

leadership style to be more positive and caring than the former Restelôs employees. Also, 

original Scandicôs employees feel that the superiors are more interested in each employee on 

an individual level and genuinely want to act as role models and highlight everyoneôs personal 

abilities and help them to grow. While former Restelôs employees generally experienced that 

the superiors focus on irregularities and mistakes more frequently and re-examine critical 

assumptions to question whether they are appropriate. The former Restelôs employeesô higher 

mean scores on ñnegativeò leadership items and lower mean scores on ñpositiveò ones imply 

that it was more difficult for them to cope with the challenges and changes brought by the 

merger. Managers with new employees from another company have a great responsibility and 

work to commit and train new employees into the new company. Big changes can bring a lot 

of confusion to daily work at the beginning which can cause more dissatisfaction. Managers 

also have a big role in increasing togetherness within the working community.  

 

Such big organizational changes challenge, among other things, the leadersô knowledge, skills 

and abilities. In addition, todayôs constantly changing working environment may increase the 

expectations and demands of leadersô roles. The way managers have viewed change at Scandic 

has certainly influenced employees' attitude towards their leaders. If the leaders at Scandic have 

not welcomed change, this has made it difficult for organizations to integrate their corporate 

cultures and brought challenges into their daily work. Given the pressure on leaders to succeed 

in the change, it can negatively impact leaderôs behaviour and create stress. As discussed 

previously, when changes occur, it is normal that it creates resistance at some level. If managers 

do not accept the change, it will be difficult for employees to follow and respond positively to 
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the change and the challenges it will bring. However, this study did not solve what features of 

change situations were experienced negatively by the employees and if they were related with 

poor outcomes hence it is challenging to lead through the implementation of change. (Rafferty 

& Griffi n 2006.) 

 

 

5 CONCLUSIONS 

 

5.1 General discussion 

 

As already stated earlier in this study, hospitality industry is an extremely human intensive 

industry where the importance of leadership is further emphasized (Rothfelder et. al. 2013; 

Slåtten & Mehmetoglu 2015; Schuckert et. al. 2017). This study strived to recognize the 

fundamental structures of departmental and general managersô leadership styles and to explore 

the effects of the three different leadership styles (transformational, transactional and non-

transactional) on three work outcomes of employeesô (satisfaction with manager, employeeôs 

extra effort and perceived efficiency of manager). In addition, the aim was to examine what 

differences are there of how former Restel employees and original Scandic employees 

experience the leadership style within the organization. The topic itself is very important and 

interesting as leadersô behaviours are strongly related to employeesô performance and wellbeing 

at work hence to the quality of service.  

 

This study claims that the factors of idealized attributes and sense of mission of transformational 

leadership style have a positive influence on employeesô satisfaction levels toward their 

managers, willingness to exert extra effort and their perceived efficiency of the leaders. 

Idealized influence (attributes & behaviour) stands for employeesô admiration, respect and trust 

toward their leaders (Sun & Anderson 2012). According to idealized attributes leadership 

behaviour, managers can articulate a clear vision, empower their employees to exceed higher 

performance and enhance trustworthiness. Hence, employees see their managers as role models 

who are able to evoke a higher sense of purpose resulting in employeesô increased willingness 

to exert extra effort which in turn will enhance the employees perceived efficiency of the 

managers and consequently, employees are also more satisfied with their managers. (Quintana 

et. al. 2015) Sense of mission which refers to a combination of idealized behaviours and 
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inspirational motivation stands for the ñfeeling of doing a mission together as a teamò. Leaders 

stress the importance of having a strong sense of purpose and a collective sense of mission. In 

addition, leaders can motivate their employees through oneôs own inspirational behaviour. This 

in turn will have positive effects on how effective the employees perceive their managers to be 

and how satisfied they are with their behaviour. Kanste et. al. (2009) suggest that especially 

inspirational motivation plays a key role in employeesô performance to attain extraordinary 

levels of self-development and accomplishments.  

 

These results are consistent with the previous studies that have showed similar findings. 

Transformational leadership has been found to be related positively to extra effort (Kanste et. 

al. 2009; Bycio et. al. 1995), satisfaction with the leader (Judge and Piccolo 2004; Wells & 

Peachy 2010; Rothfelder et. al. 2013) and perceived leadership effectiveness (Lowe et. al. 1996; 

Michel et. al. 2011). The study made by Quintana et. al. (2015) discovered that idealized 

attributes, together with contingent reward, was the most important component of leadership 

which had an influence on all three measures of employeesô performance. Rothfelder et. al. 

(2013) found out that idealized influence (both attributed & behaviours) and inspirational 

motivation had positive relationships with the satisfaction. It must be remembered that in this 

study, sense of mission refers to the combination of inspirational motivation and idealized 

behaviour variables and have important relationships with all the employeesô work outcomes.  

 

However, this study did not witness any significant relationships between transactional 

leadership style and any of the work outcomes. This, on the other hand, is not consistent with 

the previous research. Prior study has recognized a positive relationship between contingent 

reward and satisfaction with manager (Quintana et. al. 2015; Kanste et. al. 2009; Rothfelder et. 

al. 2013), extra effort (Bycio et. al. 1995; Quintana et. al. 2015) and perceived effectiveness of 

the leader (Lowe et. al. 1994; Michel et. al. 2011; Quintana et. al. 2015).  The fact that 

contingent reward highly positively correlated with all the transformational leadership scales in 

this study hence favours the assumption that it would have influenced employeesô outcomes, 

but the findings of this study did not support this assumption. Although the respondents 

perceived the contingent reward dimension as one of the ruling leadership behaviours of 

Scandic, in the regression models it was not found to have any kind of relationship between the 

outcomes. Such difference to earlier literature could be because Finnish people tend to be quite 

disciplined and honest at work. In addition, Finns have a strong work ethic meaning that they 

are not necessarily expecting any kinds of rewards from the managers, but the assumption is 
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that the work is done as well as it can be and that the salary itself is the "reward". This may also 

be because Finns may have a stronger intrinsic motivation at work compared to other 

nationalities, so rewards are not considered so important. In Finland, employees have good 

working conditions and leaders behave fairly, so the top workers are not raised on the pedestal 

with different rewards. There are certainly differences between the different cultures. As proved 

by Quintana and her co-authors (2015), for instance, in Spain contingent reward leadership 

behaviour results to better work outcomes. 

 

In turn, previous study has discovered negative relationships between both active and passive 

management-by-exception dimensions of transactional leadership style and the above-

mentioned outcomes (Bycio et. al. 1995). Kanste et. al. (2009) found out that active 

management-by-exception has a negative impact on employeesô satisfaction with the leader, 

whereas Rothfelder et. al. (2013) found a negative relationship between passive management-

by-exception and satisfaction. Active management-by-exception is often perceived quite 

negatively by the employees. Such leadership behaviour can be experienced as a lot of control 

and consequently lack of professional freedom, grown work pressure or lack of confidence 

(Kanste et. al. 2009). The fact that this study did not support either of these findings was a bit 

surprising, because it is usually assumed that employees would be dissatisfied if their 

supervisors would focus their attention towards failure to meet standards and would not care 

about solving the problems of the customers or employees. However, the Pearson correlation 

coefficient test revealed that passive management-by-exception and laissez-faire behaviours 

were perceived very similarly. This might be the reason why the regression models did not 

prove any significant relationships between passive management-by-exception and the work 

outcomes. 

 

In addition to these two leadership dimensions (idealized attributes and sense of mission) that 

are noteworthy for the performance of the employees, this study recognised that laissez-faire 

negatively correlates with employeesô extra effort and perceived effectiveness of the leaders. 

However, laissez-faire did not have a significant negative relationship with the employeesô 

satisfaction with the manager which is consistent with the finding from Rothfelder et. al. (2013) 

but inconsistent with the findings of Judge & Piccolo (2004) & Erkutlu (2008). Also, similar 

findings regarding to the negative effects of laissez-faire leadership style on the work outcomes 

have been found. Authors such as Quintana et. al. (2015), Kanste et. al. (2009), Hinkin & 

Schriesheim (2008) have made the same observation that laissez-faire leadership reduces 
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employeesô willingness to exert extra effort, perceptions of leader effectiveness and, 

satisfaction with the leader. As so, this finding was not surprising, but supports the assumption 

that laissez-faire has a negative impact on the outcomes since the absence of leadership and 

passive engagement from leaders can result negative outcomes from the employees Yukl 

(2012). This is also the reason why some authors (e.g. Michel et. al. 2011) has left out the 

laissez-faire leadership scale from the Full-Range model. Authors such as Judge & Piccolo 

(2004) argue that because laissez-faire advocate the total absence of any kind of leadership, it 

is not positively related to any of these outcomes.  

 

This study was an initial attempt to understand the effects of transactional, transformational and 

non-transactional leadership styles on hotel employeesô work outcomes in a Finnish hotel 

context. As presented earlier in this study, the constructs of different leadership styles on 

different occupational outcomes, independently or in some combinations, have been examined 

extensively in various contexts. The fact is that their assumed relationships to employeesô 

occupational outcomes had not been empirically demonstrated in a hospitality context in 

Finland by utilizing the MLQ (form 5X). There has been, if any, very limited research on the 

effects of leadership style on hospitality employeesô extra effort, perceived efficiency of 

managers and satisfaction with managers. The findings of the study provided support for that 

the transformational leaders are very much needed in organizations (Tucker and Russell 2004) 

as they can achieve positive employeesô work outcomes, and hence, influence on the overall 

performance. The world is ever-changing and transformational leaders can focus on different 

changes inside the organization. This is especially true in tourism and hospitality industries 

them being extremely susceptible to various changes Kara et. al. (2013). However, also some 

stability is needed which would imply that transactional leaders are needed as well. (Tucker 

and Russell 2004.) Although Erkutlu (2008) brings up that the classical management approach 

in the hospitality industry, is not convenient as ongoing changes are very common for this 

industry and an approach that is more transformational is needed. As discussed before, prior 

study has recognized that more often the transformational leadership style, than the 

transactional leadership style, has substantial effects on employeesô work outcomes (Wells & 

Welty Peachey 2010; Dai et. al. 2012; Judge & Piccolo 2004). Employeesô who have 

transformational leaders tend to be more satisfied hence will have higher quality relationships 

with their leaders unlike those who feel dissatisfied (Judge & Piccolo 2004). However, a 

quintessential assumption of the Full-Range Leadership Model is that every leader expresses 

each one of the leadership styles at least to some degree.  
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5.2 Theoretical contribution 

 

As prior study demonstrates the accuracy of transformational, transactional and laissez-faire 

leadership styles, the findings of this study speaks against the plausibility of the MLQ-5X as a 

measurement of a ñfull-rangeò model of the leadership styles. Specifically, the information 

presented in the Table 5 shows that the leadership behaviours are roughly divided into two 

categories; ñgoodò leadership behaviours and ñpoorò leadership behaviours. At least in this data 

set, it seems like the different leadership dimensions were not recognized. For instance, the 

extremely high significant positive correlations between the dimensions of transformational 

leadership imply that the leadership dimensions were too similar with each other and therefore 

it cannot be said that it would be completely possible to view the findings of this study to be 

consistent with Bass's nine-factor model of leadership. In addition, although the confirmatory 

factor analysesô fit indices tended to mostly support a satisfactory model fit with the leadership 

components, the leadership styles could not be analysed together and the transformational 

factors were highly correlated, and more importantly, they did not have strong differences with 

respect to the outcome variables. Also, prior study has found (e.g. Geyer and Steyrer 1998) that 

transformational scales highly correlate with contingent reward and respectively passive 

management-by-exception and laissez-faire have negative correlations with all the other 

dimensions but positive correlations with each other. This was the case also in this study which 

may be the reason why some of the results of the confirmatory factor analyses did not produce 

satisfactory fit indices for the theoretical model. Respectively, it could be argued that the most 

suitable model for this data is a simple two-factor Active-Passive model (e.g. Bycio et. al. 

1995). 

 

As has been discussed earlier, not only one leadership style is suitable for every situation but 

different type of leadership is needed in different situations (Yukl 2012). On that account, 

leadership can be contextualized so that the same behaviours can be seen to be more or less 

effective depending on the context in which they are observed and measured (Heinitz et. al. 

2005). One thing to consider is that, for example, front desk employees may not have many 

possibilities to execute themselves as they would wish due to the nature of the work. The fact 

is that especially chain hotels have often quite strict rules and service models that need to be 

followed when interacting with guests. (Brown & Arendy 2011). Also, Quintana et. al. (2015) 

raise this issue because the nature of the hospitality industry may only consider some 



69 

 

dimensions of leadership and some may therefore be limited or difficult to exploit. Such a 

mindset may also have influenced the results of this study. Even though, Scandic emphasizes 

in its values that employees can be themselves and they are encouraged to use their innovative 

thinking when serving the customers. This implies that the service culture in Scandic is not too 

strict, on the contrary, allows employees to serve customers in a way that is unique for oneself 

using oneôs own personality when interacting with guests.  

 

5.3 Managerial implications 

 

One of the essential implications of this study is that it found out what are the leadership styles 

that should be used for better outcomes and, vice versa, what should be avoided. Also, this 

study revealed what are the dominant leadership behaviours of the managers perceived by the 

respondents in Scandic hotels in Finland. Idealized attributes and sense of mission are the two 

dimensions of transformational leadership style that have the most important role in positive 

leadership outcomes while laissez-faire leadership style has a negative relationship with the 

outcomes. According to Brown & Arendt (2011), when the leaders exhibit idealized attributes 

behaviour, they are respect by their employees. Also, leaders who implement this behaviour 

can display a sense of power and confidence to their employees which in turn enhance the 

feeling of trust that everything is under control among the employees. Brown & Arendt (2011) 

add that power and confidence are usually the most visible signs of leadership and noticed the 

most easily by the employees. Thus, leaders and immediate supervisors at Scandic should pay 

attention how they display power and confidence at workplace as it clearly has an influence on 

how satisfied employees are with them, how effective they see them and how willing they are 

to exert extra effort.  

 

Luckily, the personnel of Scandic already experience that their immediate supervisors 

implement the above-mentioned leadership behaviours inside the organization. However, these 

behaviours could be even further emphasized in the leadership culture as these results indicate 

that leaders already have the abilities and skills to implement these behaviours at least at some 

level. It is important to be aware of these things so that they can be better considered in everyday 

work. From more practical perspective, different trainings could be arranged of how leaders 

can effectively use these behaviours included in the model. Properly speaking, Scandic could 

evaluate how well their leaders already know how and when to use these behaviours and then 

offer training to the ones who need help in developing and improving those leadership 
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behaviours.  The positive impacts of leaderôs behaviour on employeesô satisfaction with 

manager, extra effort, perceived efficiency of manager and overall performance in general can 

be enhanced by offering systematic feedback of the leadership behaviours by creating and 

organizing different training programs and leadership coaching.  

 

Also, an important lesson learned from these results is that the former Restelôs employees and 

the original Scandicôs employees perceive the leadership style a bit differently inside the 

organization. In principle, the original Scandicôs employees perceive the leadership style to be 

more positive and considerate. Clearly, the change inside the organization has been more 

difficult to internalize and handle for the new Scandicôs team members which is understandable 

given that they have experienced so much novelty and learned, among other things, the values 

and practices of the new organization (Rafferty & Griffin 2006). This certainly requires some 

time. The extent to which Scandic itself is aware of these challenges is not clear, but this 

information helps Scandic to direct their attention to places where superiors have changed due 

to the merger and make sure everyone gets the support and guidance they need on how to exploit 

existing leadership tools and no one is ñleft aloneò. 

 

All in all, realizing and understanding how different leadership styles can effect on extra effort, 

perceived efficiency of the leader and employeesô satisfaction with the leader in the hospitality 

industry should enable leaders to create the best possible working environment that would 

reduce the negative effects of the workplace while improving the overall performance as well 

as the well-being of employees. Doing so should also enhance employeesô stronger 

commitment to the organization and decrease, for instance, employee turnover. These findings 

support the proposal of Erkutlu (2008) that a leadership style best suitable for hospitality 

industry would be more transformational given the continues change that is characteristic for 

the industry. When employees have an opportunity to participate and influence, work 

motivation and job satisfaction will improve.  

 

5.4 Reliability and validity  

 

The basic requirements of good research are its validity and reliability. Validity means that the 

research must measure what was meant to be found out/measured. If the concepts and the 

metrics to be measured are not precisely defined, the measurement results may not be valid. 

(Heikkilä 2008, 30.) According to Perri & Bellamy (2012, 92) the validity of the research is 
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usually viewed from three different aspects: content validity, criterion validity and conceptual 

validity. Content validity refers to ñhow well our measures accurately capture the construct 

being measuredò, criterion validity aims to explain ñwhether the measures are in line with 

other measures of the same content that are generally accepted as valid in the wider research 

communityò and the conceptual validity means ñwhether the measures are in line with the way 

we specify the relevant theoretical conceptsò. The reliability of research on the other hand, 

refers to the accuracy of research results. This mean that the results cannot be random. (Heikkilä 

2008, 30.) Perri & Bellamy (2012, 94) state that the most substantial test of reliability is 

replicability. This means that if the exact same study would be repeated with the same measures, 

samples and measures, would the same results be attained.  

 

This study used the confirmatory factor analyses to evaluate the construct validity of the used 

theory. Construct validity refers to an extent to which the used leadership and outcome scales 

actually reflects the theoretical model and if those items measure what they are supposed to 

measure. (Hair et. al.2014). To examine construct validity, this study used convergent validity 

and discriminant validity. Convergent validity is explained as a variance between the item 

measures.  This means that the items that are measuring a particular construct (e.g. leadership 

style) should share a high proportion of variance in common. (Hair et. al. 2014.) In this study 

convergent validity was interpreted with AVE values and as discussed above (chapter 4.3), the 

AVE values (Table 6) were all in the agreed limits (above 0,5) except for active management-

by-exception (0,38). An AVE higher than 0,5 indicates an adequate convergent validity whereas 

values less than 0,5 imply that there would be more error in the items. However, it would be 

even better if the AVE values would be over 0,7. (Hair et. al. 2014.) 

 

According to Avolio, Bass & Jung (1999) the MLQ version 5X was developed because the 

earlier version of the instrument received a lot of criticism about the lack of discriminant 

validity among some of the leadership scales. As Farrell (2009) state the establishment of 

discriminant validity is extremely essential when conducting a latent variable analysis. This is 

because without it, it is not possible to tell if the results of the study are real. Thus, a risk of 

misinterpretation of the results exists. Discriminant validity refers to ñan extent to which latent 

variable A discriminates from other latent variables B, C, Dò (Farrell 2009). A successful 

assessment of discriminant validity is when two leadership scales that are supposed to measure 

empirically different concepts are not correlated with one another (Henseler, Ringle & Sarstedt 

2014). In this study discriminant validity was calculated for each leadership scale with a 
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mathematic formula. For instance, the formula for idealized attributes and sense of mission is 

as follows: 0,94/ square root (0,88 x 0,93) =1,03. The value of 0,94 represents their correlation, 

0,88 is the alpha of idealized attributes and 0,92 is the alpha of sense of mission (from Table 6) 

(Murphy 2005). Table 10 presents the evaluation of discriminant validity of the leadership 

scales and from table 11 the discriminant validity of the outcomes can be found. According to 

Hair et. al. (2014) the lower the value for discriminant validity is, the better. Low values indicate 

that the concepts are different from each other e.g. measuring different things. However, the 

findings show (Tables 10 & 11) that the values of discriminant validity are extremely high 

especially between all the transformational leadership scales and contingent reward of 

transactional leadership style which means that discriminant validity does not exist between 

them as high values demonstrate that the two scales overlap significantly and they are likely 

measuring the same thing. These issues have been noticed earlier in this study and they indicate 

that different dimensions of leadership styles have not been recognized in this context. 

 

Table 10 Discriminant validity of the leadership dimensions 

 

Table 11 Discriminant validity of the outcomes 

 

According to Hair et. al. (2014), reliability also indicates the degree of convergent validity. In 

this study, reliability was assessed with Cronbachôs alpha which measures the internal 

consistency of the MLQ items. Cronbachôs alpha reveals how closely the items inside the 

leadership scale is measuring the same construct. As so, it is considered to evaluate the 

reliability of the scales. (Metsämuuronen 2006, 442.) As discussed above, the criterion for 

satisfactory alpha coefficient value is preferable above 0,7 but values over 0,6 are also 

Discriminant validity 1 2 3 4 5 6 7

1. Idealized attributes

2. Sense of mission 1,03

3. Intellectual stimulation 1,13 1,12

4. Individualized consideration 1,10 1,02 1,15

5. Contingent reward 1,04 0,98 1,07 1,05

6. Management-by-exception active -0,51 -0,37 -0,41 -0,46 -0,49

7. Management-by-exception passive -0,92 -0,87 -0,97 -0,93 -1,02 0,60

8. Laissez-Faire -0,83 -0,78 -0,85 -0,20 -0,88 0,57 1,07

Discriminant validity 1 2 3

1. Extra effort

2. Effectiveness 1,09

3. Satisfaction -1,06 1,09
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considered to be enough. (Hair et. al. 2014.) High reliability indicates that the constructs of the 

instrument measure the same type of thing and that the instrument reliably and effectively 

distinguishes between the individuals being measured  The results were otherwise satisfactory 

except for management-by-exception active leadership scale which resulted at the beginning 

only 0,47. There were some negative values amongst this leadership factor suggesting that the 

items were not measuring the same thing. This on the other hand may imply that the items of 

the questionnaire were not understood by the respondents. It has been noticed before (e.g. 

Heinitz et. al. 2005) that management-by-exception active scale remains quite independent 

compared to the other leadership scales and proves poor internal consistency. However, in this 

study this was fixed by deleting one of the items (MEA2) in which case the alpha coefficient 

for the whole scale increased to 0,61. All in all, the results from Cronbachôs alpha proposed an 

adequate reliability and stability for the MLQ and that all of the items inside the factors were 

measuring the same construct. 

 

5.5 Critical evaluation of the results 

 

There are not many studies that show support for the nine -factor model of MLQ (form 5X) that 

have utilized all the items of the instrument. The criticism has come, among other things, about 

the number of factors and stability of the factor structure. (Antonakis et. al. 2003.) As was the 

case in this study, also previous studies have failed to confirm the detailed MLQ model. The 

reason has been that some of the factors were indistinguishable (e.g. management-by-exception 

passive was mixed with laissez-faire leadership). Also, the problem has been the high 

correlations among the transformational scales which indicates that they could not be confirmed 

as independent scales (Lowe et. al. 1996; Heinitz et. al. 2005). Authors such as Lowe et. al. 

(1996), Geyer & Steyrer (1998) & Heinitz et. al. (2005) also note that contingent reward 

dimension of transactional leadership has shown high correlations with the dimensions of 

transformational leadership which suggest that it cannot be distinguished from transformational 

leadership scales. As so, Avolio et. al. 1999 have discussed if the dimension of contingent 

reward can be a part of the transactional leadership style. Also, in this study the high correlations 

were found so it was evident that contingent reward was adopted to be part of the ñgoodò 

leadership behaviours with transformational leadership dimensions which propose that the 

position of this behaviour in the full range of leadership model is empirically ambiguous. Sun 

& Anderson (2012) discuss that several studies in the past have combined idealized influence 

and inspirational motivation of transformational leadership into one dimension which they have 
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called ñcharismaò (using as an example Bono & Judge 2004). Like in this study, idealized 

behaviours and inspirational motivation were too similar concepts which is why it was decided 

to combine them into one variable called ñsense of missionò. This was also a significant 

difference to earlier literature which is worth of considering. However, the need to change or 

delete items indeed implies that the MLQ lacks discriminant validity (Antonakis et. al. 2003). 

 

In this study the problem was also extremely high correlations between the variables. This 

means that the respondents had responded very homogeneously to each statement which again 

suggests that the respondents understood the concepts very similarly. This might also imply 

that the respondents did not necessarily understand all the statements correctly or in the same 

way. As so, the risk of misinterpretation existed. Yukl (1999) notes that, for example, every 

dimension of transformational leadership comprises various components which in turn can 

make the definition unclear. From the findings can be concluded that the contents of leadership 

dimensions are partially overlapping and items highly inter-correlated with each other. 

According to Antonakis et. al. (2003), the MLQ has received criticism about its relatively high 

levels of multicollinearity reported among the items. The high intercorrelations among the 

leadership scales hint that they do not necessarily measure different or unique underlying 

concepts. The multicollinearity was indeed a problem in this study as well. It is said that if the 

value of VIF is 10 and above, it shows that the multicollinearity is a problem (Frost N.d.) 

Because of this, irrelevant variables had to be removed from the original model and the new 

model comprised only three leadership dimensions: idealized attributes, sense of mission and 

laissez-faire. In some researches, items or even whole scales have had to be removed or 

modified (Avolio et. a. 1999; Antonakis et al. 2003).  These have been issues in the literature 

before as well and have raised doubts about the leadership scalesô construct validity (Yukl 

1999). Also, Rowold & Schlotz (2009) say that The MLQ has been criticized due to the lack of 

factorial validity. The findings from this study as well as from prior study demonstrate that a 

reduced and modified version of the MLQ structure might lead to a better representation of the 

instrument (Heinitz et. al. 2005). 

 

Even though prior research has proved dissatisfactory results regarding the structure of the 

MLQ, the effectiveness of transformational leadership has been recognized and accepted 

throughout the studies (e.g. Antonakis et. al. 2003; Aldoory & Toth 2004; Erkutlu 2008) It has 

been empirically demonstrated even in this study that transformational behaviours have 

stronger and more relevant relation to employeesô work outcomes than transactional 
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behaviours. However, as stated, the findings of this study imply that a reduced number of the 

MLQ items would be preferable to obtain a better model fit. Other possible contributing factor 

for the unsatisfactory results may have been the relatively small sample size as, for example, 

some of the fit indices of CFA are extremely sensitive to the sample size (Metsämuuronen 2006; 

Themessl-Huber 2014). With a larger sample size, it might have been possible to obtain better 

model fit but this is just guessing.  

 

5.6 L imitations of the study and implications for future research 

 

There are several limitations regarding the results of this study. Firstly, the response rate was 

not particularly high, 17,5%. For some reason the survey recipients were not very keen to 

answer to the questionnaire which, on the other hand, is typical for electronic queries. The 

method of collecting responses may have had an influence on the number of responses. Perhaps 

instead of collecting the responses via email, they could have been collected by hotel managers, 

which could have generated a higher response rate. Also, although respondents were 

participating anonymously to the survey, some may have felt concerned or uncomfortable to 

evaluate their immediate supervisors and this could have had an effect on the accuracy of the 

answers. In addition, the used instrument for the survey, the Multifactor Leadership 

Questionnaire (form 5X), have received some criticism over the years of its factor structure 

(Antonakis 2001; Heinitz, et. al. 2005; Hinkin & Schriesheim 2008; Muenjohn & Armstrong 

2008). This may have led to the situation where the respondents have not understood correctly 

the statements of the questionnaire. Even though, the questionnaire was tested before the actual 

data collection to ensure the understandability, there may have been some misunderstandings 

or inconsistency with the items by the respondents. The concepts used in certain assertions may 

cause contradictory images. The risk of misunderstandings might have been reduced with a 

small presentation of the theory at the beginning of the questionnaire. 

 

What it comes to the analysis part of the study, the multicollinearity may be a concern. The 

correlations between the leadership constructs were extremely high in the regression models. 

However, these concerns related to multicollinearity were aimed to be decreased by calculating 

the VIF values and finally, by removing the unnecessary variables from the model. Also, low 

and even negative factor loadings may have been advisable to remove from the beginning (Hair 

et. al. (2014) to obtain better convergent validity. However, this study did not take the time to 

look for the best possible model but to test the already existing model in a different context. 
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Like said, the data for this case study was collected only from Scandic hotels in Finland. In the 

future, another study could be carried out jointly in other countries where Scandic operates to 

see if there would be any cultural effects that influence between the leader and follower 

interactions. Wider research with a sample of greater cultural and geographical diversity may 

have extended the results. According to Rothfelder et. al. (2013) different types of cultures have 

been shown to influence in leadership practices, and national culture has been an important 

contributor of culture. It would be interesting to have data collected from different countries so 

that the results could be compared to see how much leadership cultures differ within the same 

organization in different countries, or do they? 

 

Future research should consider continuing to develop a more comprehensive ñfull-rangeò 

model for studying the effective leadership. As found also in prior research, there are some 

great shortcomings in the MLQ and its suitability to different context. A revision is in place and 

some serious adjustments need to be done. As argued by Michel et. al. (2011), the revised and 

improved ñfull-rangeò could include some new meta-categories for a more complete model. 

For example, new leadership styles could be included in the model as new styles evolve all the 

time and many leadership styles have also been studied to have impacts on employeesô work 

outcomes such as ideological & pragmatic leadership (Mumford, Antes, Caughron & Friedrich 

2008), ethical leadership (Kim & Brymer 2011; Bello 2012) and authentic leadership (Wang, 

Sui, Luthans, Wang & Wu 2014). Also, Heinitz et. al. (2005) have raised a question if it would 

be more helpful to prefer the theoretical model over the number of items that cannot explain 

the model or create totally new items that would measure more precisely the theoretical concept. 

This study did not find the answers to this, but if it is desired to measure precisely the different 

dimensions of transactional and transformational leadership styles, new more accurate items 

should be created, and maybe further research could take a closer look of this issue.  
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