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Abstract

This thesis examines the effectsdifferent leadership styles (i.e. transformational, transact
andnoat r ansacti onal |l eadership styles) on

with manager, extra effort and perceived efficiency of manager. Previous research h
acknowledged the importance of leadership in tourism and hospitality industries and it has
important research subject for a long time. The focus has been on the favourable e
transformational leadership style while transactional and lafssez have received far le
attenti on. There is | ack of knowledge o
work outcomes in the area of hospitality in Finland. This research seeks to incre
understanding of how different leadershstyles affect the occupational outcomes of h
employees' in a Finnish context.

This study is a quantitative case study and the data was collected through a quantitatiy
survey in April 2019. Total of 294 responses were gathered from Scandie hos 6 f
restaurant and kitchen employees, their immediate supervisors and hotel managers in Finl
email and Facebook as distribution channels for the survey link. The questionnaire was |
much used instrument called Multifactor Leaship Questionnaire (form 5X).

Data analysis consisted of two main steps. First, the reliability and validity of the factor st
of the used model was ensured by conducting a confirmatory factor analysis. As a result,
did not completely syport the ninefactor model. Next, regression models were developed
combined leadership variables associated with transformational, transactional, anefdais
leadership to determine the relationships withployes 6 s at i sf act i toareffow
and perceived efficiency of manager. The findings showed that the transformational lea
behaviours are more predictive of satisfaction with manager, extra effort, and perceived ef
and that laissefaire leadership is negativelylated to these factors. However, the final mg
included only three leadership dimensions: a new variable called sense of mission and

attributes of transformational leadership as they had statistically significant and
relationships withthe outcomesvhile laissezfaire had a significant negativelationshipwith
these outcomes.

Key words: leadershipleadership stylesyork outcomesemployee satisfaction with manager, extra effort,

perceived efficiency of manager
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johtaminen

Tiivistelma

Tassé Pro gradiutkielmassa tarkastellaan erilaisten johtamistyylien (ts.transformationagi
transaktionaalisejohtajuudenseka johtamisen puuttumisen) vaikutuksia kolmeen eri tyontg
tyon tulokseen: tyytyvaisyys johtajaan, ylimaardinen vaivannaké ja havaittu johtajan teh
Aikaisemmassa tutkimuksessa on jo kauan tunnustettu johtamisen merkitys maj#gq
palvelualdlla, ja se on ollut tarkea tutkimusaihe jo jonkin aikaa. Painopiste on
transformationaalisen johtajuuderyonteisissé vaikutuksisdajn taas transaktionaalinen johtaj
ja johtajuuden puuttuminen ovat saaneet huomattavasti vahemman huomiofa. pliattuu siitéd
miten erilaiset johtamistyylit vaikuttavat tyontekijoiden tyon tuloksinmotelli kontekstiss
Suomessa. Tama tutkimus pyrkii lisddmaan ymmarrysta siitd, miten johtamistavat vail
hotellitydntekijoiden erilaisiin ammatillisiin tuloka Suomessa.

Tama tutkimus on kvantitativinen tapaustutkimus, ja se toteutettiin kvantitatiiv
verkkokyselylla huhtikuussa 2019. Vastauksia kerattiin yhteensd 294 kappaletta kay|
sahkopostia ja Facebookia jakelukanavina. Vastaajina olivah&u Scandihotellien vastaanott(
, ravintola ja keittion tyontekij@ heidan lahiesimiehensa seka hotellinjohtajat. Kyselyn po
kaytettiin suomenkielista versiota paljon kaytetysta Mio@arista (malli 5X).

Datan analyysi koostuipitkalti kahdesta pa&aiheesta. Ensin tutkittin kaytetyn mal
tekijarakennetta konfirmatorisella faktorianalyysilla. Taman seurauksena tulokset eivat
tukeneet yhdeksan tekijan mallia. Seuraavaksi kehitettiin regressiomjalika yhdistivai
transformationaalisen transaktionaalisen sekd johtamisen puuttumisen-johtamismuuttuja
maarittamaan suhteita tydntekijoiden tyytyvaisyytta jolt&@htaan, ylimaaraisen vaivannaon
havaitun johtajuuden tehokkuuden kanssa. Tuloksetsoittavat, etta transformationaalin
johtamistyyli ennustaa enemman tyytyvaisyytta johtajaa kohtagimtekijoiden halua tehdg
ylimaaraisia ponnisteluja seka havaittjghtajan tehokkuutta ja ettjohtamisen puuttuming
vaikuttaa negatiivisesti naihirtuloksiin. Kuitenkin vain transformationaalisen johtajuug
ulottuvuiksillacse ns e of rdeadizeda b b 0 | yadtilbsBolisesti merkitsevgpositiiviset
yhteydet tuloksiin ja vastaavasti johtajuuden puuttumisella merkitseva negatiivinen séitde
tuloksiin.

Avainsanat
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1 INTRODUCTION

1.1Background 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 leathip 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 employeasd their performance have been the topic of various studies in the
last decade (Quintana et.al. 2015; Patiar & Wang 2016; Lyons & Schneider 2009). Itis argued
that the leadership style of an organization has an influence on the attitudes and bebgviours
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 leachersaffect the perceptions of

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

positive effects, {umaover mtendiom@hdemotional commitménb y e e s 6

It has been discovered by many authibiet the leadership style has an influence on various
empl oyeesd occupational outcomes such as f ol
230) and job satisfactioiChiok Foong Loke 2001 operational performance (Nagele & Awuor

2018), creativity (Slden et.al. 2011), innovative behaviour (Slatten & Mehmetoglu 2015) and
company performance. (Schuckert, Kim, Paek & Lee 2017). However, leadership style is not
the only existing factor that influencees the
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 environniaatats, both physical

and psychol ogical components of the working
outcomes. What it comes to jobs in a hotel industry, environmental conditions vary a lot in
terms of the different environmental variablesserd, such as heat, noise, smell, humidity and

light.



Service organizations have been described as a kteusive industry where employees and

more importantly, those at the customer interface, play an essential role (Slatten & Mehmetoglu
2015: Schucgrt et. al. 2017). The fundamental role of such employees is based on their work

in customeyoriented tasks which involve a lot of personal and human interaction in the heart

of a service organization (Schuckert et. al. 2017; Rothfelder, Ottenbacher i&gtamr2013).

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 sour c diveadvantage. (Sthuckertret. a.2@1v.)on 6 s
Increasing amounts of studies from authors such as Slatten et. al. (2011) have made a conclusion

t hat empl oyees who are interacting with <cus
attention in service orgarations. 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
(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, ShanmmAvolio & Popper 2001; Rothfelder et. al. 2013; Quintana et. al.
2015).Lutz Allen, Smith &Da Silva (2013) & Antonakis & House (2014) argue that especially
Bassods (1985) Full Range of Leadership Model
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 FRUsin®transformational

and transactional leadership styles with laids@z style. It is common that many of the
previous studies that investigate leadership styles involve both transformational and
transactional leadership styles (e.g. Lyons & Schmeél@i@9;Lutz Allen et. al. 2013; Holten &

Brenner 20%; Hamstra, Van Yperen, Wisse & Sassenbergd0They are used either as
opposed perspectives or compared to each other. Also, some authors such as Quintana et. al
(2015) & Rothfelder et. al. (2007) taka nortransactional (laissefaire) 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,nouch less attention has been given to the

two other leadership styles. Also, the authors Dai, Dai, Chen & Wu (2013) point out that the



focus of previous studies has been limited either of the two leadership styles (transformational

or transactional), whicls why there is a lack of more comprehensive studies of all these
leadership styles togetheZonsequently, wre research is needed to determine if the models

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

al. (2015) and wutilizes the Basso6s (1985) Fu
leadership styles: transformational, transactional and lafasez leadership styles, and
examines their effects on hdoteddontextrbpusiogthee s 6 o
Multifactor Leadership Questionnaire (MLEX). Most of the previous studies that have

covered the FWRange-theory have utilized the Multifactor Leadership Questionnaire (Hinkin

& Schriesheim 2008) because it has been saidfamdd to be the bestnown and best

validated instrument to measure this particular theory (Antonakis & House 2014)th&iso,

has been found to be a noticeable gap in studies related to leadership styles in a hospitality
context in Finland. A little iknown about the effects of different leadership styles on hotel
empl oyeesd6 work outcomes. To the authordos b
transformational, transactional and rbansactional) have not been studied in the Finnish
hospitaity contextsnor has the MLQ instrument been usetlich makes this topic very

important. Furthermore, there is a lack of comparative studies on different leadershigrstyles

thereforethis studywill be a good asset to research literature.

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

example, in hospital context (Pahi, Umrani, Hamid & Ahmed 2015; Kanste, Kaariainen &
Kyngas 2009) hotel and hospitality (Quintana et. al. 2015; Rothfelder et. al. 2013), construction
industry (Ofori 2009) military (Eid, Johsen, Brun, Laberg, Nyhus & Larsson 20@&4)d

banking (Belias & Koustelios 2015k addition, Arnold, Connelly, Walsh & Ginis (2015)
study the influence of | eadership style on |
by using the MLQ. Howevem 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 201B6)it more attention could be given to

the outcomes of trse 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 mamaget by exception), and laisskxre

leadership styles in Finland and all of them are done in a hospital (nursing) context (Uusi



Kakkuri, Brandt & Kultalahti 2016; Kanste et. al. 2009; Kanste, Miettunen & Kyngas 2007).
Yet, no study has been conducte@ts a mi ne t he effect of these
outcomes in the context of hotel employees in Finland by utilizing the most recent version of
Multifactor Leadership Questionnaire (MEEX). In Finland, MLQ5X has been utilized by
authors Kanstet. 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 empldybesh staff and managersof Scandc

which is the biggest hotel chain in Scandinatdawever, this study is limited to Finlanthe

reason for the implementation of this study for #pscificcompany was due to a big corporate
acquisition in December 2017. From the beginning of 2018 eddhe 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 organizationdiuca, 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 Apansactional leadership (laisskire) styles on het

empl oyeesd work outcomes in the Finnish hote

to this study are the same as in the study conducted by Quintana andaénas (2015):

extra effort, perceived ef f i ciioawithynanagers. manag

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 researcls &infl) distinguish the elements of the three above
mentioned leadership styles by utilizing the Multifactor Leadership Questionnaire-gM).Q

to (2) find outto what extenis the Full Range of Leadership theory applicable to Scandic

Hotels, to (3) studg t he ef fects of these three | eader

outcomes and to (4) explrwhat kinds ofdifferencesthere areof how former Restél s
employees and original Scandiemployees experience the leadership style within the

organizatia.

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



|l eadership styles have ef f ectcemeso(extrateffoet, s el e
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 neededhantw 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 | eadership style of
the MLQ (form 5X) instrument, which denotésnsformational transactional and
laissezfaire leadership styles?

2. To what extenthe Full Range of Leadership theasyapplicable to Scandic Hotels in
Finland?

3. How do the leadership stylefsfecton hot el empl oyeesd wor k
satisfaction with manageextra effortandperceived efficiencyf manager?

4. What kind ofdifferenceghere aref how former Restel employees and original Scandic

employees experience the leadership style within the organization?

1.3Presentation ofScandic hotels

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

study is tageted to all Scandic hotelsinFinlaglc andi ¢ Hot el s6 Human Res
in Finlandhas given the permissiatno c ompl et e t hi s masThecages t he:
company is brieflyintroduced,and the informations gathered from the compgrd s o wn
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 countfiesrief N.d.) Although, Scandic

Hotels operations are mainly located in the Nordic coesitEweden, 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 Sdartdotels bought the Finnish hotel chain Restel Hotels Oy.
Today, all together in all operating countries, Scandic B30 team members, 280 hotels

and 55000 hotel rooms. (In brief N.d.) Based on the number of rooms, Scandic is the largest

operator inthe hotel industry in the Nordic countries. In addition to this, Scandic is the largest



operator based on the number of rooms in individual markets in Sweden, Finland, Denmark and
Norway. (The Nordic hotel market N.d.)

According to Sceompadgldowebssitmeess hiedea i s tc
market segment. It can be said that the most important customer segment for Scandic Hotels
are business travellers sinemst oftheir revenue (70%) comes from business travel. The rest

of the revenuewhat 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 canpany's internet site says that in Finland, Scandic has altogether 55 hobalgfier8nt
locations. It employs team members in different departments such as front office, food &
beverage, kitchen and housekeepifidditionally, Scandic has support afé 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 imaggment, support functions and training

programs at Hilton Helsinki Hotels.

According to the hotel chain website, Scanlis 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 | arge companiesod s
best workplace in # multinational business group, together with Scandic Denmark and
Germany in 2018. Al s o, it is said in the co
completely on customer encounters. Accordingly, their most important asset is employees.
Scandic aan employer aims to make their employees feel that they are doing meaningful work,

that they can influence. (Paras tyopaikka 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 thetiure. 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 r
development. Scandic cares about its employees, it aims to provide a balance for every

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



and coverage in health and safety. Also, Scandic has its own rewarding system for the
employees that is based on certain criteria that doesonstdergender, origin, ethnicity, age
and / or other nornelevant factors. (Workingt Scandic N.d.)

1.4Key concepts

Leadership

The concept of leadership is omnipresent and rdutiensional. 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 accepfiedtiales is that

leadership always involves processof influence (Yukl 2006, 3 & Vroom & Jafo 2007).
Leadership is said to be a process of social interaction where the leader has the power to

i npuence t he b e affecisonperformandeutainen(Adnas, Batdola&tAleem

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 follona def i ni ti on of Northouse (201

process whereby andividual influencea gr oup of i ndividuals to ac

Leadership style

One way to define the concept of leadership style, according to Nagele & Awuor (8ah8aj, i
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). Herf2008) state that the term
leadership styldid enot es al | the manners and practi c:¢
followers and how the leaders have organized interactions between the followers and what

rules, norms and principles they utilizetoguidt hose i.nteractions?o
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 autonomBaragih 2015)work environment (Pawirosumarto et. al. 2016), work



attitudes (Berta et. al. 2018) and empl oyeed
For example, quality of work |ife, employees
organizational support are parts of work environment which may either positively or negatively
effectcon empl oyeesd work attitudes. Wor k engag
things, are attitudes that are considered to positively and directly influene/ork 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 ith manager

Empl oyee satisfaction with the | eaderoés beha
(Rugil, Benazil, R&ef alk201B8)enbte tha? theltd8m job satisfaction
includes several climate variables and one of thesaisfaction with manager. Different
leadership behavioueffecton t he empl oyeesdé satisfaction |
their actions. Also, trust toward the leadBaftramé& Casimir 2007) and the way an employee
experiences the workasa grea impact on the relationship between the leader and the
employee hence, the effect on employee satisfaction with the leader (WaldtgPeachey

2011).

Employee extra effort

In this study employee extra effort, or extra role behaviour, stands foryemagagement 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 empl oyees al so enh abiltests maivate empleyees to parfarme o f

beyond what the job description would initially comprise.

Perceived efficiency ofnanager

Ef yciency coul d be d e f ifulfile derformanaen stamdprdstance abi
requirements and the degree to which leaders achieve desired outcorvsl@Al 2004).
Efficiency is the belief that one can perform the steps required to succeed in future situations.

Applied to the perceived efficiency of tHeader at workplace, it can be defined as the



confidence of empl oy e e s, knovdedge rarl skill$ associated ia a d e r

leading othergn a certain contex{Hannah, Avolio, Luthans & Harms 2008.)

1.5 Structure of the study

The structure othis 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 comparni and
explainsthe key concepts. The second part deals with the theoretical aspects of changes in
organizations and leadership, explaining deeper theRaribe of Leadership Model which
comprises three leadership styles: transformational, transdcteth nontransactional

| eadership styl es. Al so, di fferent empl oyee
comprehensively. The theoretical part presents details of the topic that are already known about
it and justifies the importance of this resdmardhe 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 inclides 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 thedmg tdgic. In

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

of the study are evaluated, the critical evaluation of the resultmis andastly, new ideas for

future research are discussed.

2 THEORETICA L BACKGROUND

2.1 Change in organisations

In the past, changes halveenthings that happen only occasionally. Nowadays, the change is
seen rather as an essenti al part of todayés
Mattila (2007, 16) says th#tere are many ways to categorize organizational changes. One way
divides them into three major areas: gradual change, radical change andifsgion Another

way of classifying changes, according to Dawson & Andriopoulos (2014, 94), is to make a
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separd i on bet ween Ai mprovements t o an exi stir
i mpl ementation of a new known stateo (transi
state that I's unknown wuntil It 1 s adngtoi ts fi
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 ha®béected in

an interesting context itself. Two hotel chains, Restel hotels and Scandic hotels merged in
December 2017, which has brought its own ct
culture. Consequently, this study deals the merger and itsbf@sdanges it brings to

empl oyeesd percei ved | ead-eMergehsiarpexsemglycempiexrsi de
processes that include countless amounts of factors that lead to either success or failure
(Kavanagh & Ashkanasy 2006). Such big transfations can bring a lot of changes to the

empl oyeebs everyday |ife: the employee may |
case, might lose his/her job entirely, the competitor's employees becemelays and he/she

might have to change the y&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 rejldies 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 tighy 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 externdUsually 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 imporakinbw 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 desasb&dypical phenomenon among
individuals and organizations. (Yukl 2006, 285.) Ponteva (2010, 9) notes that for some people
it is very easy to get wused to a new or ren
others struggle to accept any changealla 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 translatelte resistance into an action directed towards the desired change. There are several
reasons why changes are easily opposed, at least in the beginning. Yukl (20@85P84
mentiors a few reasons and according to him, one of the basic reasons is lacst.of lere

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) resAbalt lack of knowledge creates
uncertainty among employees. In addition, people often thimikchanges 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;285l) This may béecausehe content

and consequences of the change matdbeen 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 imptiks a la

of trust. (Yukl 2006, 28485) 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 cihagtfect to their
personal incomes, benefits or job security (Yukl 2010, 28& Dick, Ullrich & Tissington

2006). They want to ensure the preservation of their workplace and therefore try to prevent
potential "threats" (Mattila 2007, 22). The mosipmntant 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 involvemewith 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
responsibity 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 viewavamagh
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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, 41d) a successful change requireseadership 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 futurecaneponents that support the
changes. Hickman (2010, 56) adds that treating employees as partnerdeadecohas been

found to be useful when implementing change within an organization. These are behaviours
that are extremely similar with transformatabrieadership style hencl®yceCovin et. al.

(1997) state transformationdeadership approach to be extremely effective in intractable
situations such as mergers. As so, they believe that transformational leadership is positively

rel at ed t ostmergerisatisfeet®ms 6 p o

Ponteva (2010, 13) saythat organizational change is only possible by changing the
organi zationodos identity. Organi zational str
individual's identity. If an organization strengthens tiwdlective identity of individuals'
identities, individuals begin to place the group's interests above all else. When an individual
canidentify themselves as being a part of the group, she/he will automatically become a part of
the group. The leaders ha® big role within this matter. Leaders need to know how to operate

in a change management processes if they williefbagent s of changeo by
and motivate them to follow. (Kavanagh & Ashkanasy 2006.) One of the respestonof

this gudy is to exploréf, after the merger between Restel Hotels and Scandic Hotels, there are
somedifferences of how former Restel employees and original Scangitoyees experience

the leadership style within the organization. Such changes always have an impact on the work
community, butlso at the individual levéRafferty & Griffin 2006).Kavanagh & Ashkanasy
(2006) di scuss t hat theimpactsaf anergdrarm hodvdis managédu a t |
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 evaluatossity

create new and alienging 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 & Andriopo(®@44, 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 onavds 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.
Accordng 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 focusedhe 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 toe3t¢R004, 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 edictive leaders have the same characteristics. (Linehan 2011, 57
58.)

Later, | eadership studies moved to investiga
starting point of this phase of research was the belief that behaviours expressektayeise

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 behavidiiealries believed that individuals

can be trained as effective leaders. Yukl (200653)lreveals that in the late 1940s and 1950s

the two most wetknown behavioural leadership researches were executed in United States,

one at the University of Michigaand 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

|l eadersd6 behaviours but to recognize typical

After trait and behawaural 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 S¢h@&8which 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 alatssies 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
Schmidt 6s t heor ycedleaglagshig styke is influented by theee ncam tactors:

| eader 6s personal background (e.g. experienc
are to take responsibility) and the situation itself. (Linehan 2011, 62.)

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

di mensi ons. There are plenty of different we
eo I n fact, Yukl (2006, 2) mentions that the
as tlere 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 atiganizhey 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 fronersopality 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 | eade
leadership is defined regardimot 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

excepional 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, whichinvolves influence (Yukl 2006, 3). According to Yukl (2006, 3), there is not

much else in common in the various definitions of leadership. Maiolyether, leadership

appears in groups and it encompasses common goals (Johns & Moser 2001). Consequently, one
definition can be concluded where fil eader shi
group of individual s t oouse20h3, ®)\Aeordinglyg, thisstudyn g o a

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 mixemth each other (Storey 2004,6) 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
seleted 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.
Managerscan influence others through their recognized power which is aangéigal 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 interestethe performance and results.
Storeydés (2004, 7) view adds a few mor-e el em
term focus, leaders are forwdbking and are able to see the bigger picture. In addition,
managers are often transactional froiineir 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 survivelLtz Allen et. al 2013; Kaiser, Hogan & Craig 2008) Yukl
(2006, 441) points out that leadership isaltidimensional situation which includes a lot of
peopleto-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 thene tiheis 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 finangmabfits 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 haselsed to

indicators of effective leadership in most studies. Y@KI12)also mentions that leaders can

improve the performance of an organization by combining different leadership behaviours in
different situations. As is stated Bghns& Moser(1989,fief f ect i veness i s derg
the appropri at e behavlhiomeansthabeffentve leatiessiartalgse s i t u a
the situations and act according to those behaviours that each situation requires, it is called as
Abehavioural flexibilityo (Yukl 2012). Howeyv
only way to evaluate effectiveness-Mhilam (2004) argues ¢ht  Aghuiaglhi t y | eader s
regarded as vital element that results to the success of all the activities in an organization.
Enthusiasm, charisma and dedication are considered thelatributes of leadership that

enhance the success of an organipatilhen meeting its goals and objectives not forgetting
generating value to customers and stakeholders. The results of the study madddiaral

(2004) argue that transformational leadershgsmore effective style than transactional. The

reason might heas 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 neeotiggaheation.

Such an ideology is strongly linked to transformational leadership.

Some authors havepointed outthe growing need for effective leaders.o. Dawson &
Andriopoulos 2014, 291 Many of them, such dautz Allen et. al. (2013) & Dai et. a(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 focusgstting 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 theyehaever achieved before. He also justifies that
because working people in todayds businesses
before, leadership is highly needed. Bass (1999) stated already two decades ago that the changes
in the marketplacand 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 Leadershp 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 manager o6s
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) ,receivechtleemostd ac't
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 transactionadlear shi p styl es or ol e

Omanagement 6. (e. g. Dawson & Andropoulos 201

The era of leadership studies in 1939 was very influential and founded three principal leadership
styles: Authoritarian leadergh (autocratic), Participative leadership (democratic) and
Delegative (laissefaire) (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
O0New Leadershipd theories. (Storey 2004, 13
0charismaticd and o6transfor mati opreavendhowgh e of t
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 transformatideadiership 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, rpial 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
differene 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 )(204ke 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 abpgotsd the ruling theories of
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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 thatthereisagrowing ed t o develaommea mow edf wlfl |
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 includingeadarship, transactional
leadership and transformational leadership styles. Bernard Bass and Bruce wem@ithe
developers of the FRLNh 1991.The current form of the FRLMresentshese three leadership
styles in nine distinct factorsincluding five transformational leadership factors, three
transactional leadership factors and one-mansactional (See Picture 1). (Antonakis, Avolio

& Sivasubramaniam 20031t has been identifiedhait there are great differences between these
leadership styles, laisséaire being totally passive and ineffective (Antonakis et. al. 2003)
while transformational being the most active leadership style and the transactional leadership
style is somethingh between(Rowold 2005) Even though th&RLM 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 FuRRange of Leadership Model

Bass' Leadership Factors

Transformational leadership Transactional leadership Non-transactional leadership
Dimension 1 Dimension 6 Dimension ¢
Idealized attributes Contingent reward Laissez-Faire
Dimension 2 Dimension 7
Idealized behaviour Active management-by-exception
Dimension 3 Dimension §
Inspirational motivation Passive management-by-exception
Dimension 4
Intellectual stimulation
Dimension 5
Individualized consideration
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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 tctinsal 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 deaship 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 segts 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,
changecognitions 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 gesecalJeaders

are described as energetic, enthusiastic and passionate leaders (Kirimi & Minja 2012). They
focus their attention on emotions, values, ethics andtemg goals (Northouse 2013, 185) and

are ready to put their own personal interests asidinéobenefit of the group (Rothfelder et. al
2013).

According to Bassodds theory, transformati ona
idealized influence, individualized consideration, inspirational motivation and intellectual
stimulation (Bass999; 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 transformati onal | eadership compridses fi
i nf | u-Gactar & ofurther divided into attributed and behaviour factors. In this case,

Al deali zed influence (attributed)od character
vision to the followers and that way obtain deep respect, adomrand trust from them
whereas fAidealized influence (behaviour)o i s
di mensi on of Al nspirational moti vationo me ¢
followers. They manifest the vision in a way thatstappealing 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).

Al ntell ectual stimalencomoagomgrbekavi our of
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intelligence and problersolving 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 tis feature strive to stimulate and arouse creativity among the followers (Kirimi &
Minja 2012). Al ndividualized considerationo
foll ower by taking into account e alc2017;f ol | ov
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/beHaas@al
leadership style. This kind of leadership style emphasizes the importance of behaviours that
inspire followers to perform better in their jobs, beyond expectations. (Schetkal. 2017.)
Transformational leaders stress the importance of intrinsic rewards rather than extrinsic
rewards. This is because intrinsic rewards, such agggtession, selfonsistency, and self
efficacy, are considered much more important simspleyees 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 meanindffoundation 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 aml accomplish a lot. Leaders are able to affect, change, and even transform

empl oyeesd minds, attitudes and behaviours f

The transformational |l eadership theory diff
theaies 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 toward®vesnipg 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). Adi@mmational leader has the power to
motivate their employees so that they are mo
expectationso and often even better than th
leader is skilled at finding way® motivate its employees, for example, by clarifying the

importance of the work outcomes and by encouraging them to overcome thseelaifg
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behaviour for the organization (Yukl 1999). Previous authors have mentioned that the most
notable difference leeen 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 transformatial 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 & Martinez 2011) and hospitality and tourism (Schuckert
et. al. 2017; Slatten & Mehmetoglu 2015; Baytok, Kurt, & Zorlu 2014; Jaiéwahar 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
empl oyeesd, especially 1 nlyinhespitaity manditotrssm i ndu s
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 transformationale ader s i nfluence fron
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. (Slatten & Mehmetogludd5; Jaiswal & Dhar 2015). Cheet, al.(2015) examined

the impacts of transformational leadership behaviours and psychological optimism on
employee performanc®espitethat, there is very little research done about this leadership
styles in Finland. The are a few crossultural 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 & Andriopould2014, 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 leaderdbaper, Bass (1985) was the one who
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developed higheory 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,
trarsformational 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 eaféovard relationships which includes
exchanges between theader 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
foll owers to obey the | eader 04999)@&cardng tos and
Chaudry & Javed (2012) if an employee is ready to put efforts it is acknowledged by the
rewards. Transactional | eaders recognize the
from their activities and thereby encourage them tot itineerequired 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 exchga 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 managemetiity-exception (i.e. corrective ldarship) and passive managemieyt

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

et . al . 2015) . The dimension of the conti ng
highlights the importance of clarifyg 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 standasdDai et. al. 2013; Judge & Piccolo 2004). In the dimension of active
managemenby-e x cepti on, | eaders are more |ikely to
corrective actions if they notice standard deviations or errors in the operations (Judgel& Pic

2004). Whereas in passive managenimnréxception, 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 leadessligs 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 leagenlong interference, making problems worse.
(Quintana, et. al. 2015.) Michel et. al. (2011) argues that these two transactional behaviours
managemenrby-exception active and 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 tiavgs under control. A
transactional leader is at its best and effective in such environments that are easily predictable
and stable (Heirat, et. al.2005). This leader example is consistent with a fair leadamber
exchange relationship where the leadatisfies 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 decisiaking to their employees and

in some situabns 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) wstudied the effects of both leadership styles on different
empl oyeesd outcomes (Jung 2011; Riaz & Haide
For instance, Dai et. al. (2013) study which leadership style would be better in a hospitality
industly 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 ratheonleadership is called laisséaire. This concept of

total absence of leadership has arisen since 1939 (Linehan 2011, 68.) -taaissezmes from
French and it means fileave it aloneo. The d
f ol | o vakfreesidn ta 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 freezhom 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 oresgape responsibilities, do not answer

to requests for help and do not have opinions on important issues. Even thougHdamssez
leadership has been proven to have some similar features with passive mandgement
exception, it has been argued by manghors that they are different concepts as laitsez
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 aea 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.)dfi§2006) notes that under
laissezfaire 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 (Harjoet. al 1997). The main qualities associated to the lafagez
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
neededrom employees themselveBhe leader does not provide any kind of supphstsaid,

it is common for leaders to be absent when they are needed. (Kirkbridge 206fhakis

(2001) note that according to Bass, the aimaidsezfaire leadership style is to develop

e mp | oy eleas 8killss ladedd, when the leaders avoid giving support and any kind of
guidance and absent themselves physically and/or mentallytryiteydevelop their employees

into better seHeaders. However, Chaudhry & Javed (2012) add that it is not easy to advocate
this leadership style unless the employees are extremelysgifated and experts in what they

do (e.g. Scientists).

As mentoned earlier, both transactional and laisisez leadership styles, have received less
attention in research compared to transformational leadership style (Hinkin & Schriesheim
2008). In generalconstructive leadership styles have received most of ttemtian 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 cotkesBull Range of eadership theory,

have also explored the effects of laist&ire on different outcomes (e.g. Quintana et. al. 2015
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& Kanste et. al. 2009Dfori 2009). Skogstad et. al. (2007) & Buch et. al. (2015) study the
destructiveness of Laisséaire leadership behaviour. Skogstad et. al. (2007) found out that
laissezfaire behaviour is positively correlated with negative outcomes of employees such as

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

that laissed ai re has a negative influence in empl
affective commitment and work effort. In addition, Chaudry & Javed (2012) study impacts of
transactional and laisséaire leadership styles on motivation in banksegtor. It is found that
laissezfaire leadership style does not improve the motivational levels of the employees because

of the absence of the leader.

25Factors that affect employeesd work out come

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: Quwnhtah#&2015), Loke

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

& Cummings (1996) investigates individual 6s
factors, cognitive styles and intelligence todavan i nfl uence on empl oy e
argue that core personal characteristics, such as attraction to complexity, intuition, toleration of
ambiguity, and seltonfidence, have a connection with a creative performance in several
situations. Loke (201 ) points out the importance of e
outcomes. He proposes that a -gatitivated employee whose actions are generated by self
generatingjnternal rewards would be more effective at work. Whereas Zhang, et. al. (2012)
argue h at empl oyeebs proactive personality | ea

outcomes such as creativity, innovation and career success.

Authors such as Chu, Baker & Murrmann (2012) and Shani, Uriely, Reichel & Ginsburg (2014)
bring up that emotiondabour, meaning how well employees are managing their feelings and
expressions at wor k, has effects on empl oye
industry. According to Chu et. al. (2012) the outcomes can be both positive; increased
satisfacton, selfefficacy and selesteem or negative; burnout or job dissatisfaction depending

on, among other things, the personality of t
a concepbf Personi Environment Fit (PE Fit). They state that the intecacbetween the

individual 6s characteristics and t he enviror
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l evel of performance and job sat-osfidencet i on.
previous experience and different skills, effect ow arious 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 outcomesot to forget, the work environment also has significant effects,
among other things, on job satisfaction and employee performance (Pawirosumarto et. al.
2016).

26The effects of | eadership styles on empl oye

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 supervisorod
emp | oy e e sefatedsaetions iara ebehaviours (e.g. how theypado t he or gani z.
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 workplacd will choose those behavioural options

t hat enhance the objectives of the organizat
& Shi (2012) poi nt out t hat it i's extremel’
behaviours at workplace. Itimpor t ant t hat employeesd6 and | e:

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 transaxtal 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, crativity (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 thaanekewf 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. EspeciallyoyceCovin et. al. (199) 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 thahtransform, create meaning even in difficult times and
generatethedei r ed empl oyee outcomes, are thought t
performance and existence. These traits are well suited to the description of transformational
leadershige.g. Antonakis et. al. 200Schukert et. al. 2037

According to Arionakis (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 approathes wh
examining the | eaderds effectiveness. Accor
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 employeeserceiv
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 h#&vend 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 lestup, 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 transformatidmethaviours have positive effects on, for example,

empl oyeesd sat i sf ac troledbahavioerd (Baetran & Gagmire2803). and e

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

behavioursuch as transformational leadership style (Goodwin eR0dll; Gillespie & Mann
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2004), while some leadership styles increase distrust amongst the employees, for instance

laissezfaire (Kelloway, Turner, Barling & Loughlin 2012).

Dai et. al. (2013) argue that the transactional leadership style restrains theofave r s 6 a b i |
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
peopleoriented industries, for instance, inhotels can reduce empl oyeesbo
organizational commitment resulting in impaired customer service and overall performance
degradation. However, Michel et. al. (2011) state that the contingent reward behaviour of
transactional leadershipcanpeo si ti vely rel ated to foll owers
organizational commitment, and managerial satisfaction and effectiveness. Whereas,
transformational leadership style should lead to increased employee satisfaction, commitment
and productivg (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 laissefaire leadership (Mester et. al. 2003). Howesemeauthors .g.

Dai et. al. 203) 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 edffeco n e mp| oyeesd out come
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

i mpact at aloutcomes (Dainetd al.2018).ual 6 s

27Measures of foll owldH®$HXY outcomes used in

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 Leadersbgli@naire

(form 5X) which measures three occupational outcomes of leadership styles including
satisfaction with manager, extra effort, an
Antonakis 2001) As so, t hesanedwen sekected asrapartas p e
of this study as well. According to MLgneasurement 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 perceiveithieaders 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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t he B a s)sséles allolv®Bebnployee 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 transformationasheageoduces
better l evel s of empl oyeeos effort -famend per
leadership behaviours do. (Bycio, Hackett & Allen 1995.)

2.7.1 Employee satisfaction with manager

It is important to explain the concepts used in gtigly as, for example, job satisfaction and
satisfaction withmanager are used somewhat overlapping. However, they mean slightly

di fferent things. Job satisfaction is a mo
conceptualized it meanifiga p | e positveeimotional state due to the assessment of work

or wor k e Kqgwever] tlesnstudy das its focus on the satisfaction with the leader's
behaviour which is a part of the job satisfas
is exphined 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 transactionalrdapleand satisfaction with

the leader has been examined dmveralresearches (e.g. Wells &/elty Peacley 2010;

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

t hat supervisoros lempacsdhi pnsteynpe oypassaoddi s
According to Erkutlu (2008), the empl oyeesbd
has been found to be strongly related to the leadership behaviour used by their managers. It has
also been proventhat 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( 20 15) bring out t hat sever al el
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 exaploye
According to Rugil et . al . (2018) sever al st
positive perception of their managers as well as/akers and the entire company, they feel

more motivated to achieve good performance. Furthermore, thélyagayrevious 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
empl oyee satisfact i ocaltreativdneaf engpoyeds, edslbreestysand u n e
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
i n e mpl ocfaction st@vorls Broperly 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 satistactien wi
leader (Bono & Judge, 2003; Mohamed 2016). Also, earlier studies of transactional attributes
propose that contingent rewar@dfect on various satisfaction levels positively through
leadership (Mohamed 2016) while passive manageinepekception andlaissezfaire
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 leadeeistable 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 allowsome 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
leaderkip role, theywill 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 achiexsidhehat it instils

trust among the employees. (Goodven al.2011.) Whereas, laisséaire leadership style
usually has a negative relationship with trust which leads to unsatisfied employees toward their

managerg¢Kelloway et. al. 2012).

2.7.2 Employee extra effort

Empl oyeesd extra effort is defined as an ext
work contributions beyond what could reasonably be assumed from the actual wadonge (

et. al.2010) or how well leadersan motivate their employees to perform beyond the agreed

tasks and expectations (Quintana et. al. 2015). Motivation can intah e s et of for
initiates, direct s, and make peopChaudlpye& si st s

Javed 2012)When comparing transformational leaders with transactional and ld&ssez



31

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 groupsofHeirtal.

1997). This is due to the leadership behaviours used by transformadiadetsas 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 aadkbeing part of the overall

meaning and mission. This leads to motivated employees who are ready to work beyond the

|l eader 6s expectations i.e. exert extra effor
discuss that intrinsic motivationisanmp or t ant part of empl oyeesbd
|l evel s at work and hence might increase empl

I n addition, as mentioned earlier, trust in
at the workplace (Bartram & Casin2007;Kong et. al2010). 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 thé&radersthey cannot focus on extrale performancekong et.

al. (2010) discuss in their study that employ@Eesolvement in decision making, éreasing

autonomy, inherent work motivation and knowledge sharingharendicatorghat measure the

empl oyee' sd6 extra role behaviour at wor kpl ac
Christ & Wieseke (2006) show that employees who experienaegsyr congruent with their
organi zations are usually ready to go an HfAex
also willing to put in extra effort to help their-@erkers. Moreover, it is proven that also
contingent reward behaviour of transt i o n a | | eadership is positi\
extra effort (Michel et. al 2013). According to Quintana et. al. (2015), by rewarding employees'
performance with external rewards (financial or Hffimancial) they are more motivated to do

extra efbrt. Whereas Chaudhry & Javed (2012) note that passive managéyrerteption

and laissedaire are both negatively impacting employee motivation thus also have a negative

effect on their levels of extra effort.

27.3Empl oyeesd perafmanagerd ef fi ci ency

The third aspect of employeesE performance i
Majority of the researchers qualify the leadership effectiveness in terms of outcomes of the

leadership activities for followers and other stakeholdetbe 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 oval better psychological welbeing 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 pigr® lik

operate better and attain their goals as a group or organization. (Webb 2003.)

EliophotouMenon (2014) note that in previous studies, transformational leadership behaviours

and practices are commonly assumed to result in perceived effectiverfielbsvedrs toward

their managers. According to Wells W&elty Peacley (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 belortgitige 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 behaviounmay evoke employeesd6 positive emot
influence on how employees perceive their leader. It is said that particularly transformational

|l eadership style enhances empl oyeesd emotion
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 | eaderodés actions and t lEen thoagheitlhaso f p o
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 (Bertaakt2001). Especially contingent reward and active
managemenby-exception are regarded as behaviours that can enhance the perceived
effectiveness (Hater & Bass 1988). Whereas a study from Judge & Piccolo (2004) shows that
passivemanagemenrby-exception dtransactional 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 labourtensive service industry andded on customer encounters
(Rothfelder et. al. 2013; Slatten & Mehmetoglu 2015: Schuckert et. al. 2017). Accommodation
services are a great part of the tourism sector (Gallilkal.2015). Hotels ar&ey element of

accommodation services, but such sersioccur 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, 17-374). Celik et. al. (2015) point out that especially in tourism and hospitality
industries a greamportance is attached to job satisfaction and organizational commitment.
Such an attention is madeecausen the hospitality industry the work schedule is often
particularly tiring. Also, Dai et. al. (2013) and Jung & Yoon (2016) add that workloadsecan b
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)rgiee companies in the hospitality industry depend on
their employeesd abilities and motivations.
particularly important in the hospitality industry because it is almost always directly related to
custoner satisfaction. Therefore effective and competent management of a service
organi zationds workforce i s ess®nthatacdoun({ Qui nt
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 becausaretlieg 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 perdoce 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 maintairing well
being of the personnel. $ién et. al. (2011) note that employees who are in contact with

customers, should be a key focus of | eader sh

Kara et. al. (2013) bring out that the operating environment of the hospitality industry is
complex andeer-changing. This causes an infinite number of different pressures and demands
that can be stressful especially for fréine employees. According to Rothfelder et. al (2013),

over the past couple of years the hospitality industry has faced challeoged #re 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 modernday environment where competitionsisvere. 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 chanigesease efficiency, effectiveness and profitability.

In addition, Erkutlu (2008) states that leadership as a research topic has been somewhat
neglected within the field of hospitalityerevious stutes have suggested thabecause the
working environmenbf hospitality organizations has changed significantly, it feagiired
leadershipstyle thatis able to explore the organization comprehensively, use vision to identify
which changes are needed and make these changes wotagegiemwith other organiat i on 6 s
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) arguesthat in the hospitality industrythe 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

3.1Research 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 MultifactbeadershigfQuestionnaire (MLGEGX), to (2) find

outto what extents the Full Range of éadership Model applicable to Scandic Hotels, to (3)
study the &effects of these three | eader shi
(satisfaction with manager, extra effort and perceived efficiency of manager) and to (4) explore
what kind of differenesthere are of howthe former Restdl €mployees andhe original

Scandi® smployees 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 stuidya surveyresearch and the data was collected using a standardized
format (Heikkila 2008, 19). The Multifactor Leadership Questamra(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

(Heikkila 2008)that is implemented bad 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
organizati on becaus enalonferestshScandicuwiashaopropitious casen p e
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 suchses in Finland or anywhere else in the world. The selected
popul ation of the survey respondents was Sca
and kitchen, their immediate supervisors and hotel managers in Finland.

Scientific research can l@ther 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 hawveetigpica
collection methods. (Heikkila 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 informatiakKitée2008, 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 Heikkila (2008)
guantitative studies normallyivgg 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 usedderdbig 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 findi(@arry, 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 wunderstanding of I
complexity of the leadership phenomenbrsie | f 6. They al so argue t ha
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

3.2.1The Multifactor leadership questonnaire

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 eésilyguishable
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. (Hattady 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 existiwpdership (i.e.
laissezfaire) (Hinkin & Schrieshein008). 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 ivarious studies and contexts by numerausesearcheraround the

world (Erkutlu 2008).

The very first and original vV e r s i-mentioned Bass
leadership styles through seven attributes. However, the components of tklehanae 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 thetigmesire by combining two

attributes; inspirational leadership and charisma. The previous chafet@ was called as

Aii deali zed influenceo and it was further di"
(Antonakis 2001; Heinitz et. al. 20091 addition, Managemetity-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 dferent 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 occupattmmaks.

Therefore, the instrument used in this study is the most updated version of the MLQ (form 5X).
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3.2.2MLQ -form 5X

The latest version of the MLQ, form 5X, was introduced in 1991 and contained several
improvements. However, this form is still budtound the three essential leadership styles:
transformational, transactional and laist@ze leadership styles. (Erkutlu 2008.) It
encompasses 45 items of which 36 items indicate the nine leadership dimensions and 9 items
measure three leadership outes (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, intellectuallstiom,

and individual consideration), three transactional (contingent reward, dctewvel passive
managemenby-exception), one laisséza i r e , and three outcome (f
perceived effectiveness o fion witheheil leaded esaales an d
(Rowold 2005). According to Hinkin & Schriesheim (2008) the previous versions of the MLQ

did not separate active managerdeyexception and passive managerayyexception from

one another. However, this updated version & MILQ, form 5X, contains four active
managemenby-exception, four passive managembpexception items and four laisskgire

items. The form 5X was developed based on the past criticism of using the earlier models (Yukl
1999; Antonakis et. al. 2003; Higtiz, et. al. 2005).

In this study a structured wddased questionnaire was used to collect the data. The
guestionnaire consisted of three parts and it was compiled by using an ib&sedtprogram
Webropol. The first part contained demographic infdramaof the participants and questions
related to the participantsodo -b2ydHegecandipad | n t
(question 13tonsisted of the Multifactor Leadership questionnaire a total of 45 statements, of
which 36 items were reladgo leadership styles and 9 were related to leadership outemes

the respondents were supposed to evaloit®w onefeels thato n eirbnsediatesupervisor

manages thleadership behaviors im n end@r&place(See table 1). A Likert rating scale was

usel and the answersd eval uahnhotaall s ahceinavas fr
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 (questions22). 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 bymghleyees.The final

guestionnaire was formed by combining these three parts.



38

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
guestionnaire in both languages. The Finnish version of the MLQ was pesgidb@ased on a
translatioii backtranslation 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 native Finnish speaker and it was
proofread 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 wa&gual 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 questionnaireil®#2R®8, 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 agpaonversation.

Tablel Items of the Multifactor leadership questionnaire (5X)

Transformational
leadership
Idealized Influence Instills pride in | Goes beyond His/her actions | Displays a
Attributes being associate( his/her own sef | build respect for | sense of
(1A) with manager | interest for the him/her power and
good of the group confidence
Idealized Influence Talks to us Specifies the Considers the Emphasizes
Behaviours about his/her importance of moral and ethical the
(1B) most important | having a strong consequences off importance of
values and sense of purpose | his/her decisions| having a
beliefs collective
sense of
mission
Inspirational Talks Talks Articulates a Expresses
motivation optimistically enthusiastically compelling his/her
(M) about the future| about what needs| vision for the confidence
to be future that we will
accomplished achieve our
goals
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Intellectual Re-examines Seeks differing Gets me to look | Suggests new
stimulation critical perspectives wher at problems from| ways of
(1S) assumptions to | solving problems | many different | looking at
question angles how we do
whether they our jobs
are appropriate
Individualized Spends time | Treats me as an | Treats each Focuses on
consideration teaching and | individual rather | person as developing
(1) coaching me | than just a membe individuals with | my strengths
of a group different needs,
abilities, and
aspirations
Transactional
leadership
Contingent reward Provides his/herl Makes sure that | Makes clear Expresses
(CR) assistance an | we receive what | can his/her
exchange for appropriate expect taeceive | satisfaction
my effort rewards for if my when | do a
achieving performance good job
performance meets
targets designated
standards
Management by Focuses Spends his/her Keeps track of | Directs
exception active attention on time looking to all mistakes his/her
(MEA) irregularities, fiput out attention
mistakes, towards
exceptions and failures to
deviations meet
from standards standards
Management by Fails to Things have tgo | Shows he/she is| Problems

exception passive
(MEP)

intervene until
the problems

wrong for him/her
to take action

a firm believer in
ilf it 4

must become
chronic before

become serious broken, don’t fix | he/she will
i to take action
Non-transactional
leadership
Laissezfaire Avoids getting | Is absent when Avoids making | Delays
(LF) involved when | needed decisions responding to
important issues urgent
arise guestions

Outcomes of

leadership
Extra effort Getotherstodo Hei ght en{l ncr ease
more than they | desire to succeed | willingness to try
expected to do harder
Effectiveness Are effective in | Are effective in Are effective in | Leads a group

meet i
job-related

ng

needs

representing their
group to higher

authority

meeting
organizational

requirements

that is
effective
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Satisfaction with Uses methods | Works with others
manager of leadership in a satisfactory
that are way
satisfying

The data of the study was collected in April 2019. The answers were collected by using public
guery 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 Finlaowle\ér, 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 mailirgg. [The mailing list includes also sales officers

and the entire management team. Nonetheless, it was made clear in the cover letter that the
guestionnaire was meant to be filled by the employees of the reception, restaurant and kitchen
as well as their itnediate 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¢or

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.
Il n that way, al so t hos aalenaibaddiless could havehanswared.S c a n
A reminder message was sent after a week both via email and via Facebook. Both questionnaire
links were opened on thd"®f April and they were open for a total of 13 days, in which case

the last response date wad'Bf 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 fossible 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 200f%in &
Schriesheim 2008According to Hinkin & Schriesheim (2008), the studies that have included
also the transactional and ntsansactional leadership measures have focused primarily on the

factor structure of the MLQ, rather than on their relationships with outcome varidbiesver,
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this study focused to test the existence of the three leadership styles identified by Burns (1978)
and their effects on employeesd work outcom
perceived efficiencyf managex. As so, the main data alysis 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 characteristesl 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 a 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 empl oyeesd work outcomes included

With the help of wtistical 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 varigblesilfer,

Nora, Stage, Barlow & King 2006). Sometimes tbefirmatory factor analysis (CFA) is also
referred to as Structural Equation Modelling (SEM) (Metsamuuronen 2006, 615). According to
Albright (2006) and Schreiber et. al. (2006) the CFA is thelsiyen. 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 thgdo explain a combination of variables, explores the
structure of the correlation matrix (Metsdmuuronen 2006, 581 & 615). According to Dyer &
Hanges (2005), CFA pursues to strengthen some a priori hypothesized structure amongst the
items/variables. Albrigt (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 obserges.nhatri

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 empiridgehtiahs (Kanste et. al. R@).
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 Iisgure and to determine whether these hypotheses, as proven in
the previous study, are still valid in this context. Kanste et. 02 ant 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 tha 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 posstbie foralysis method

to be used. The purpose of carrying out the CFA was to test the suitability of the selected model
andimputethe new variables for the next step which was the linear regression analysis.

Yan & Su (2009, 4) state that regression asialyin 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 regssion is one of the regression analyses and it demands that a model is
linear in the regression parameters. (Yan & Su 2009, 2.) According to Metsdmuuronen (2006,
642), the basic premise of regression analysis is that the independent variables correlate wit
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 oe&oRegression 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 otli@etsamuuronen 2006, 64314.) 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 sampl&6d¥employees. A total of N = 294 surveys

was returned; this represents a response rald ,6fpercent. A total of 294 responses were
received of which 293 were completed in Finnish and one in EnglighFifimish and English
responses were analysed together. Table 2 shows thedsmeagraphic characteristics and
background information of the respondents. Frequency analysis of the sample demonstrates that
there is a noticeable difference between the shfagiemales (76,7 %) and males (22,9%). The

respondents had an age distribution of659years. 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 respdents (17%) were over 50 years old. When asked if the respondent
was a former Restel 6s 0empolee yreomy, hadastartedto wogki n a |
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 758%) of the respondents are currently working in a former

Restel hotel which nowadays is a Scandic hotel an#/é2espectively work in the original
Scandic hotel. I n terms of employeesd contr s
full-time employe contract and 23,8% work péirhe.

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 positiothe 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% har 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 retaurant managers, 12% as head chefs and 12% as general managers. When the
highest | evel of education was asked, it tur
level of education was either general upper secondary school or vocational ddllegecond

biggest group were those withlmac hel or 6 s dAdditioraly, 90% @f, the%) .
respondentshad apasstte condary educati on, 6, 1% a master
an elementary schod.n addi ti on, t he e mpdl weyeeaskédsandwto r ki n
turned out thamost ofthe respondents (29,9%) had been working for Restel Hotels and Scandic
Hotels 15 years in total. Whereas5% of the respondents had been workingléss than a

year,25,5 % 610 years12,9% 1115 years102% 1620 years and rest (12,6%) over 20 years.
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Table2 Sociedemographics and background information of the respondents

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%)

4.2 The dominant leadership style oScandic hotels according to theMLQ - form 5X

Table 3 provides an ansr 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 respoadents h
answered. The response scale was from Q wdhérethe minimum for all variables was 0 and

the maximum was 4dEach r espondent was supposed to
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immediate supervisor at the workplace. Mean scores reveal which of the leadership behaviours
had received the most support. Based on the
personnel perceives that their supervisors implement mainly the leipddnstensions of
inspirational motivation, individualized consideration and idealized influence of
transformational leadership and the dimension of contingent reward of transactional leadership.
While passive managemelny-exception behaviour of transactal leadership and laissez

faire were considered as the least dominant styles (lowest mean scores). According to these
findings, the respondents experience that ¢t
their employees as individuals not justpa o f the group and take i
personal needs, abilities and aspirations
considerationo of tr aimsaddidionnheyfeeloguite ktrongly thad e r s h i
their supeiors expressonfidence 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 bel ong t o-adpactno$ pansfoamatior@ainleadershipolt i v at
addition, Ai deali zed i nf | u-agpects of, trangfaymationab t t r i
leadership stylesre quite ruling as well.This means that the leaders are perceived to be
working towards the good of the group and emphasizing the importamt®@ng a mission

together as a teamso, idealized attributedimensionindicates that superiors are respected

by their employeesHowever, the mean scores for passive managehyeexception and

laissezf ai re i tems wer e ff aawhlleyconsidegng that maybeghe 1 =
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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Table3 Dominart 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 wiill

achieve our goals (IM) 294 2,9284 1,12904
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 1,1636(
Expresses his/her satisfaction when | do a good

job (CR) 294 2,7551 1,20914
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 2,717 1,1530¢4
Talks enthusiastically about what needs to be

accomplished (IM) 294 2,717 1,1441€
Are effective in representing their group for

higher authority (Effectiveness) 294 2,7007 1,2333(
Considers the moral and ethical consequenses

of his/her decisions (I1B) 294 2,653] 1,19249
Specifies the importance of having a strong

sense of purpose (I1B) 294 2,6395 1,105093
Emphasizes the importance of having

a collective sense of mission (IB) 294 2,6224 1,20739
His/her actions build respect for him/her (1A) 294 2,568( 1,247713
Works with other in a satisfactory way (Satisfaction 294 2,5374 1,19025
Are effective in meeting others' job related

needs (Effectiveness) 294| 2,489¢ 1,13509
Seeks differing perspectives when solving

problems (IS) 294 2,4764 1,18774
Heightens others' desire to succeed (EE) 294 2,4624 1,23809
Spends his/her time looking to "put out fires" (MEP) 294| 2,4594 1,20439
Uses methods of leadership that are

satisfying (Satisfaction) 294 2,449(Q 1,29157
Suggests new ways of looking at how we

do our jobs (I1S) 294 22,4254 1,1534
Goes beyond his/her own self-interest

for the good of the group (I1A) 294 22,3914 1,27193
Increases others' willingness to try harder (EE) 294 2,381(0 1,26563
Gets me to look at problems from many

different angles (IS) 294 2,3639 1,19169
Instils pride in being associated with manager (1A) 294 2,3435 1,28034
Talks to us about his/her most important

values and beliefs (IB) 294 2,32645 1,25387
Makes sure that we receive appropriate

rewards for achieving performance targets (CR) 294 22,3231 1,33514
Displays a sense of power and confidence (1A) 294 2,2857 1,1298(
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 2,0304 1,20964
Focuses attention on irregularities, mistakes

exceptions, and deviations from standards (MEA) 294 2,0238 1,2783¢
Spends time teaching and coaching me (IC) 294 2,0004 1,29583
Makes clear what | can expect to receive if

my performance meets designated standards (CR) 294 1,9934 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 1,5239 1,13484
Fails to intervene until the problems become

serious (MEP) 294 1,4964 1,27659
Is absent when needed (LF) 294 1,234 1,26761
Problems must become chronic before he/she

will take action (MEP) 294 1,18043 1,22189
Things have to go wrong for him/her to take

action (MEP) 294 1,1395 1,2383(
Delays responding to urgent questions (LF) 294 1,102Q 1,27584
Keeps track of all mistakes (MEA) 294 1,102(d 1,13123
Avoids making decisions (LF) 294 0,932 1,22075
Avoids getting involved when important

issues arise (LF) 294 0,8367 1,21449
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4.3 To what extentis 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 thesgmalgsss was to conduct

a confirmatory factor analysis (CFA) to estimate the structure and ensure the validity and
reliability of the used model (ML&X). Accordingly, the aim of the CFA was to inspect if all

the items were grouped in an appropriate wag & the model is in line with the earlier
literature and theory. In addition, the reliabildfthe resultsvas explored in more depth with
Cronbachdés al pha and Pearson moment correl at

The evaluation of the model is an extremihyportant step in CFA (Themesgsuber 2014).
Various fit indices (e.g. CMIN/DF, TLI, CFl 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 Ind6CFI) and Goodness of Fit Index (GFI) require the values

to be greater than 0.90 (Stylidis, Shani & Belhassen 2017). According to Thétnbss!
(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 (Theméhdber 2014). It is said that when the
RMSEA value is smaller than 0.05, it shows a very close fit to the analyseaf da¢gamodel.

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.) Adoay to Metsamuuronen (2006, 623)

the goodness of the model is tested by thesgbare 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. Statissicinference is made by the x@stribution and its associatedvplue; if

the pvalue is less than 0.05, the model is considered to be poor (Metsamuuronen 2006, 624).
However, the criterion for acceptance of the relativesgiare value differs acrosssearchers,
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 i:oo¢ptable. However, some -@it 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. (Therhds=i 2014).
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Theresults 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.qg. it did not produce the same results as in the @estiody. 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 didprovide an analysis in which the fit indices such as CFl,

GFl 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 (THeduoiessP014;
Metsdmuuonen 2006). Thus, altogether four confirmatory factor analyses were conducted: one
for each of the leadership styles and one togetheéhé&mutcomes.

When the | eadership styles were analysed sep
apart fom a few deviations, for example in transformational leadership. The problem seemed

to be that the covariance value between two dimensidieslized behaviour and inspirational
motivation- was 1.01, and it should not exceed Ih. other words, this sugsted 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 comigiomension which was named as
ASense of mi ssiono. This new aggregating va
somehow related to the feeling of Adoi ng a
measurement model was theretimated, and theselts proved a nearly satisfactory fit with

the data. Picture 1. illustrates the CFA made of transformational leadership style and it
comprises the new created di mension fiSense ¢
items of the idealized behavioand 4 items of the inspirational motivation. However, albt

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
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The value of Goodnesasf-Fit Index (GFI) of transformational leadership was 0.869 and
Adjusted Goodnessf-Fit Index (AGIF) was 0,832. The higher the \alof 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. (Metsdmuuronen 2009,
626; Shevlin & Miles 1998.) Also, the Comparative Fit IRdEFI) 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 Metsamuuronen (20026§ 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 CFlI
should be over 0.90. In this case the value of CFl and IFI are both 0.947 which indicate a good
fit. Anothe 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) lHoweve

Metsamuuronen (2009, 627) states that the value of 0.06 or less indicates a good model. This



50

again depends of the sample size. For smaller sample size it can be higher. (THelness|
2014.) The RMSEA for transformational leadership was 0.072 whasfiiliacceptable.

Cangur & Ercan (2015) suggest that The Tudlewis 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 &rtipan 0.95 are admitted as acceptable fit, 0.97

is considered and accepted as the-offt value in many researches. Moreover, TLI is not
expected to be between 0 and 1 because it isioomed. One of the main advantages of TLI

is that the sample sizeds 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 relasgeatd
(CMIN) varies a little bit according to different authors. The model is regarded egstalole if

the relative chisquare 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 GFlis 0.922 and AGFI is 0.880 which both indicate that the model is good but not perfect.
The value for IFl is 0.913 and for CFl is 0.912 which are also regarded as acceptable. RMSEA
is too high, 0.089, but as Cangur & Ercan (2015) note, if the RMSEA fadllsebe the range

0,08 and 0.10 it indicates a fit which is not good or bad. In this respect, the result is considered
asacceptablebut it implies that thiee are shortcomings in the model. The TLI has a value of
0.886. When the relative cbguare was caltated, 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
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The results of the Confirmatory factor analysis of laida@gz leadership style demonstrated
that the GFI and AGFI values are both bigger than the threshold value of 0.90. Theowalue f
GFl 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 relativeqciaire 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 laisskdre leadership style
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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 0,92&FI & IFI values both being 0,989 (>0,95 & >0,90). RMSEA
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value of outcomesd® model was 0, 066 which i nq
TuckerLewis Index was 0,984 and CMIN 2,3.

Figure 5 The Confirmatory factor analysis of the outcomes
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Before it made sense to proceed with the analysis process, the items of the MLQ were explored
for internal consistency using Cronbachodos al
item correlations and it is used to measure reliability of different sddleis@muuronen 2006;

Kanste et. al. 2007; Vanske, Beaman & Sponarski 2017). In addition, ficetest reliability

a Pearson produchoment correlation coefficient was calculatedwsen all the leadership
dimensions and outcome variables. Pearson correlation test forms the basis for multiple
regressia and its principal role is to measure the degree of the linear relationship between two

variables. The correlation coefficient can galues betweeri-1. (Metsamuuronen 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. 20
internalconst ency of the MLQ (Table 4). Cronbachos
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 relativelptéighl

consistencyln general, it is considered that the higher the correlation is, the better the item. In
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most cases, the reliability coefficientof 0G0 hi gher i s counted as fa
under 0,60 are not considered to be enougmgt€aet. al. 2007.) Bosscher & Smit (1998) note

that values >60 caalsobe considered as high enough. As the Table 4 shows, the reliability
coefficients for all the variables are otherwise very high except for active managgment
exception which was orgally only 0,47. However, it was possible to try to improve the alpha
coefficient by deleting one or more of the items (Metsamuuronen 2006, 497). In this case, for
instance, the item MEA2 (Spends his/ her ti me
it was correlated negatively with another it
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 wiachowlyfit to the criterion of

>0,60 (Metsamuuronen 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 theeitems a
correlated negatively, it implies that the items are not measuring the same phenomena.
(Metsamuuronen 2006, 49 Mpst ofthe itemtotal correlations were somethibgtween 030

and 0,60, and in some cases, even higher with the exception of thefisrtigeomanagement
by-exception. Apart from the few items, intiéem correlations ranged from 0,20 to 0,80. The
results of Cronbachdés alpha in thiwsffvalleudy we
of 0.6, therefore the constructs of the Ml@re 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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Table4 Cronbach's alpha reliability coeffients

Cronbach’s Coetficient Alpha by Scale

(Reliability Coefficients) MEAN STDDEV. RELIABILITY
Independent variables
Idealized attributes 2.40 1,06 0,88
Sense of mission 2.64 0,95 0,93
Intellectual stimulation 2.32 0,92 0,78
Individual consideration 2.47 1,09 0,89
Contingent reward 2.45 1,03 0,84
Management-by-exception active 1,55 0,89 0,61
Management-by-exception passive 1,38 0,94 0,77
Laissez-Faire 0,96 1,08 0,84
Dependent variables
Satisfaction 2.49 1,20 0,93
Extra effort 2.34 1.15 0,92
Effectiveness 2,74 1,03 0,89

The Pearson produotoment correlation coefficient for the leadership scales and outcome
scales (Table 5) showed thaany of the correlations among the items were either positively
or negatively n-g&whichendieateythahtiegré significant réafionships
between the variables (Metsamuuronen 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).

Table5 Latent variable correlations & AVE values

Latent variable correlation

Constructs Reliability 1 2 3 4 3 6 7 8 9 10 11
1. Idealized attributes 0,88 0,66

2. Sense of mission 0,93  0,94** 0,61

3. Intellectual stimulation 0,78 094** (,95%* 0,53

4, Individualized consideration 0,89 097*% 0,93** (96%* 0,68

5. Contingent reward 0,84 0,89%* 087*%* 0,87% 091%* 0,58

6. Management-by-exception active 0,61 -037*%% -028%* -028% -034%* -(35%* 0,38

7. Management-by-exception passive 0,77 -0,76%* -0,74%* 0, 75% 077 -082% (41%* 0,53

8. Laissez-Faire 0,84 -071** -060%* 0 69% -071%* -074%* 041** (86%* 0,63

9. Extra effort 0,92 092%%  090** 090% (92%* (87%* 034% 7TTF* -0 74%* 0,81

10. Effectiveness 0,89  093*% (01** (90% 092%* (88** 032 -078%* -074%* (,99** 0,68
11. Satisfaction 0,93  093**  (90** 089% 0092%* (87** 035 077 -073%* -098** (99%* 1.00

** Correlation 13 significant at the 6,01 level (2-tailed)
Ttems on the diagonal (in bold) represent AVE scores

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 vandnoew

do they differ fromothers(Alarcon & Sanchez 2015The 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)Thepurposeof AVE assessmerm this study wato 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 Ogfe enough(Alarcon & Sanchez 20153air et. al. 20141 AVE for

each construct was done by the mataecal formula where each construct was taken at a time
for review and its as(SchermeletEagel 2016)Asnesamplefoa ct or
theidealized attributes: (0,8672+0,76"2+0,91"2+0,70")/4=0,66, where the AVE value is 0,66.
Even though som of the factor loadings were below 0,60 (IS1: 0,27, MEA1:0,42, MEAZ2:

0,60, MEAS: 0,56 and MEP3: 0,25), and it might have been advisable to remove them
completely from the model (Quintana et. al. 200®), any of them were removéeécausehe

purpose wado test the validity of the earlier modeAlmost all the factor loadings of
managemenby-exception active were less than the-afitvalue of 0,7 (Quintana et. al. 2015)
whichin this caseesulted a poor AVE value as well (0,38).

44Theef fects of the | eadership styles on hot el

Multiple linear regression analyses

Before it was possible to proceed with the multiple linear regression analysis and to explore the
effects of the | eader ®licomes, sdwyehdershiprad moutcemnep | oy e «
variables had to be created using AM@®Bogram 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. Nextotal 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 congleration, intellectual stimulation, sense of mission, idealized attributes,
managemenby-exception passive, managemégtexception active, contingent reward and
laissezfaire, and the dependent variable was each of the outcome in turn. As can berseen fr
Table 6, only two variables of transformatio
< 0,05) and sense of mission (b = 0,190, p -
on satisfaction with the manager which explains 88% of tperttent variable. What it comes

to extra effort, idealized attributes (b = 0
< 0,05) are the two factors identified in transformational leadership that have a positive and

significant relationship withextra effort while laisset a i r e0,105H p =< 0,05) had a
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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
vari ance explained (R"2). I n terms of effect
< 0,05) and sense of mission (b = 0,239, p
significant positive relationships and laissea i r e0,1Q5pp =< 0,05) proved significant

negative relationship with effectiveness hence accounted for 88% of the total variance of the

effectiveness construct.

Table6 Results of the regression analysis

Robustness check

Variables Dependent variables
Satisfaction Extra effort Effectiveness
Standardized coefficient Standardized coefficient Standardized coefficient Highest VIF value

Transformtional leadership

Idealized attributes 0,45]1%%* 0,398*+* 0,38%%* 18,162 (IS}
Sense of mission 0,19%#=* 0,211%%* 0,239%%* 28,013 (IC)
Individualized consideration 0,148 0,113 0,110 14,035 (SM}
Intellectual stimulation -0,016 0,034 0,013 20,340 (IC)
Transactional leadership

Contingent reward 0,084 0,097 0,100 25,689 (IC)
Management-by-exception (active} -0,021 -0,010 0,011 28,112 (I1C)
Management-by-exception (passive) -0,044 -0,028 -0,053 28,616 (IC)
Non-transactional leadership

Laissez-Faire 0,076 -0,105%%* -0,105%%* 28,609 (IC)
Adjusted R-square 0,879 0,876 0,883

F test 267,158 260,755 276,105

#¥¥ p<0,05

After carrying out the linear regreesis 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 whichmeans 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.
(Metsamuuronen 2006, 577.) A perfect multicollinearity situation is when the correlation
betwveen two independent (Akinwandd) Dikks & Samsore2gibla | t o
According to Metsamuuronen (2006, 577) & Robinson & Schumacker (2009), multicollinearity

can cause a situation where in regression analysis, two highly correlated gariallboth 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 & Mat{2018) note that multicollinearity

is one of the main problems in regression an

estimates and unreasonable standard errors (e.g. false positives).
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When multicollinearity occurs, it is necessary todfiaut 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 dnOHowever, these two statistics are reciprocals, so either
there is high VIF values or low tolerance. (Metsamuuronen 2006, 578.) In this study the
multicollinearity was tested with VIF values. VIF measures directly of how much the variance
of the coeffigent (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 SPS&pMigraalues

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 correlabiot 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-yalues ag 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). Thd sie@tion would be

something between 1 and 5 (Frost N.d.) or preferably even 1 to 3 (Metséamuuronen 2006, 578).

Table7 VIF values for each independent variable

Variance Inflation Factors (VIF)

IC 1S SM MEP MEA CR LI
Individualized consideration - 13,171 14,035 5,467 1,255 6,75 3,966
Intellectual stimulation 20,34 - 9.876 5,345 1,253 7.463 3,958
Sense of mission 28,013 12,764 - 5,446 1,277 7,452 3,951
Idealized attributes 17,402 18,162 11,863 5,465 1,28 7,521 3,932
Management by exception passive 28,616 18,116 14,284 - 1,262 6,578 2.455
Management by exception active 28,112 18,167 14,331 5.4 - 7.53 3,914
Contingent reward 25,689 18,393 14211 4,783 1,28 - 3,972
Laissez-faire 28,609 18485 14,279 3,383 1,261 7,529 -
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Because of the strong multicollinearity, irrelevaatiables 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 tb variable (pvalue), which should be less than 0.05 (p <0,05). For the
satisfaction-v ar i abl e only MfAsense of mi ssionodo (p=0,
were statistically signif intiasnstipe OWhC(aeads fiode
attripude@00) -Aandrabai(ps®€z011) wekAklesssrnseart i st i
ofmi ssipe®9 002) .atfitird gbaltiezddd )( -Aandr 8ba(ps0z009)
only variables statistically significant for effectivesefccordingly, only significant variables

were included in the final model hence it consists of three leadership dimensions which are
Asense of mi ssi ono, Nideaalriened Natwt mielguteessad 0:
performed using only theséree dimensions of leadership as independent variables. Also,
multicollinearity tests were conducted once more to obtain better outcomes. As a result, VIF

valueswere improvedsee Table 8).

Table8 Multiple regression output, thenal model

Multiple Regression output

Outcome Factors B B t VIF R"2
Outcome 1. Effectiveness 0,881
Idealized attributes 0.458%* 0,532 8.486 1,913

Sense of mission 0,34** 0,297 4,871 2,023

Laissez faire -0,157%* -0,16  -5,329 8,939
Outcome 2. Extra Effort 0,875
Idealized attributes 0,503 %* 0.56 8.745

Sense_of mission 0,325%* 0,272 4,366

Laissez faire -0,154**  -0,151 -5,089

Outcome 3. Satisfaction 0,868
Idealized attributes 0, 768%* 0,07 10,946

Sense_of mission 0.361%* 0,246 3,874
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4.5 Perceived differences of the leadership style within the organization

The perceived differences of the leadership style between former QRRestglloyees and
original Scandié smployees wreinvestigated by comparing the mean values between these
two groups. This wadone with onevay analysisof variancen SPS§Metsamuuronen 2006).

The assumption was that the respondents who answered that the immediate supervisor had
changed due to the ngar were former Restddemployees with a new manager from Scandic.
The comparing was done by looking for significartghues (p<0,05) from ANOVA table.
When the prvalue was less than 0,05 it disclosed that there was a statistically significant
differencebetween these two groups. After the all significamtjues were detectethe mean
scores of variables with statistical significance were compé#tedce, this study focused to
explore only those items where statistically significant differences wenelf@able 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 O to 4).

Table9 Compare means

Items Sig  |Former Restel employees|Original Scandic employee
Re-examines critical assumptions to question whether they are approriate (IS) 0,014 2,2162 19123
Focuses attention on irregularities, mistakes, exceptions and deviations from standardq (IBA#* 2,2286 1,8947
Instils pride in being associated with manager (A) 0,035 2,1333 2,4678
Shows shefhe 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 2,1714 31111
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 hisiher confidence that we will achieve our goals (IM) 0,019* 2,71333 3,0585
*p<0,05

These findngs suggest that those who have worked for Scandic already before the merger
experiencestrongerthe leadership to be considering on an individual level than those who

wor ked for Restel before the merger. thGri gi na
superiors because they feel like theirimmediate supervieosidere ver yone 6s per son
and seek to improve everyone's strengths, perhaps by finding the "hidden potential”. This shows

an aspect of caring for their employees. Whereas theeferm Re st el 6 s empl oy e ¢
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 froBcandic perceive their immediate supervisors to be
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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 superiorninstils pride in their employees and that superiors are ready to put the group's
interest beforéheir own.

4.6 Summary of the findings

This study had altogether four research questions. First, the study sought to find cartewhat

the dominant leaderghstylesof Scandi c6s organizational cul't
5X) instrument which comprises transformatienaransactiona] and norransactional

leadership styles. The second aim wadisoover to what extei the Full Range of Leaderghi

Model applicable to Scandic Hotels in Finland. Thirdly, this study explored how does the
leadership styleeffecton hot el empl oyees6 work outcome:
manager, extra effort and perceived efficiency of manager. And lastly, #lewgs to
investigatewhat kind ofdifferencesarethereof how former Restél employees and original

Scandi® 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 leadsty$hiph more detail,

the individualized consideration, idealized attribudesl sense of resion (i.e. inspirational
motivation and idealizedehaviours)dimensions of transformational leadership style and
contingent reward of transactional leadership stideeperceivedto bethe mostdominant All

the dimensions of transformational leadersttige were highly supported by thespondents,

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
r e s p o nedperierices that they are treated as individuals and their personal needs are
consideredy 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 tosifive p
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 welgerceivedas motivators who areptimistic 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 asffectivenessitems 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 measureddlership outcomes. Also, the reliability and validity were
tested with Cronbachds al pha, Pearson produc
Variance Extracted (AVEjvalues. Asstatedbefore, the purpose of the confirmatory factor
analysis was tevaluate how well the used model fit together with the observed data of this
study Assgvar i ous fit i ndices were explored to
(Antonakis et. al. 2008 The aim was to find an answer for the second research quéesbion:

what extent is thé&ull Range of Leadershiplodel applicable to Scandic Hotels in Finland?

The findingsof this studydid not fully support the model fdas t was not possibleo analyse

all the leadership styles together that is why they were detadmthlyse 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 oneagher. 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 tyle did not show satisfactory results for Goodness of Fit or Adjusted Goodness of

Fit (GFI 0.869 & AGIF 0,832). Also, The Tuckéewis 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 éXoefRMSEA 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 fiadices 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 managemeby-exception indicates that the variable does not
adequately eplain the items it should contain (Table 7). These findings do not completely
indicate reliability and convergent validity as AVE values should be > 0,5 (Slatten &
Mehmetoglu 2015).
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When the internal consistencies of the leadership subscales of the MiegQtaseed with
Cronbachodés alpha, they showed satisfactory r
each subscale (Bosscher & Smit 1998). That is why it can be said that he constructs of the MLQ
were considered to have adequate reliabilitysaadility and thaall 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 thahe 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 transformationashgasesre too
similar even though, according to the Bassos
behaviours. However, in this study they were adopted as almost one and the same concept, that

is, as if transformational leadership style had tieeodimensions at all. Another observation

from the findings was that the leadership dimensions seentednwituallyexclusive. In other

words, the more the leader exhibited transformational leadership behaviours, the less it used
managemenby-exceptionactive and passive behaviours and lai$a@ge and vice versa. This

i mplies that there are only two kinds of | ec¢
transformational leadership dimensions and contingent reward of transactional leadership
represent the good leadership whereas active and passive manabgraroeption of
transactional leadership and lais$aire advocate the poor leadership. However, this discovery

is very sensiblethat is to say, thbetter the leader is in these good leadgrbehavioursthe

worse the leader is in the poor ones and the betédhe results.

To answer to the third research question, regression analyses were performed for each of the
dependent variables (satisfaction, extra effort and effectivenestie dédladership dimensions

being independent variables at once. This was the way to find out which leadetsimpours

have an i mpact on the selected employeesd wo
for each of the outcome. Idealized attitiéss (p=0,000) and sense of mission (p=0,014) were
significantly and positively correlated with
In addition, what it comes to extra effort and perceived effectiveness of managers, both
idealized attribute (p=0,000 & p=0,000) and sense of mission (p=0,007 & p=0,002) had
significant positive relationships with the outcomes whereas laiagezhad 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 laisskare leadership dimensions. Allgrdimensions 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 mamf the leaders are such leaders at Scamntboetheless,hie

better leaders at Scandic can motivate their team, the better are the outcomes. Respectively, by

implementing laisset ai re | eader ship behaviour it | eads

Ladly, the fourth research questiéwhat kindof differenceshere aref how former Restél s

employees and original Scandiemployees experience the leadership style within the
organi zationo was solved by comparing the n
comparing was done by looking for significartg@lues (p<0,05) from ANOVA table in SPSS.

The main conclusion fromtheesul t s was that the original S
|l eadership style to be more positive and ca
original S ¢ a redl that the sugenops lare yn@eeirgerested in each employee on

an indivd u a | |l evel and genuinely want to act as |
abilities and help them to grow. While former Resteimployees generally experienced that

the superiors focus on irregularities and mistakes more frequently smdmime critical
assumptions to question whether they are appropiiakee f or mer Rest el 6s en
mean scores on fAnegativeodo | eadership items &
that it was more difficult for them to cope with the challesgand changes brought by the
merger.Managers with new employees from another company have a great responsibility and
work to commit and train new employeeso the new companyBig changes can bring a lot

of confusion to daily work at the beginning wiican cause more dissatisfactidfanagers

also have a big role in increasing togetherness within the working community.

Such big organizational <c¢changes challenge, a
and abilities. In additiont, o d agngtamtly changing working environment may increase the
expectations and demamald | e a d €he way managkre rave viewed chaag8candic

has certainly influenced employees' attitude towards lbedes. If theleadersat Scandihave

not welcomed change, this has made it difficult for organizations to integrate their corporate
cultures androughtchallengsinto their daily work. Given the pressuoa leaders to suced

in the change,it can negatively impact leadebehaviour anccreate stressAs discussed

previously, when changes occur, it is northalt it createsesistancat some levellf managers

do not accepthe change, it will be difficult for employees follow and respond positively to
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the change and the challenges il Wwring. 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 alreay stated earlier in this studiipspitality industry is an extremely human intensive

industry where the importance of leadership is further emphasized (Rothfelder et. al. 2013;
Slatten & Mehmetoglu 2015Schuckert et. al. 2017)his study strived to recognize the
fundamental structured departmental andgeneal manager s 6 Itocegptbrer s hi p
the effects of the three different leadership styles (transformational, transactional and non
transactional) on three wor k managero neensp | cofy eeeniy
extra effort and perceived efficiency ofanage). In addition, the aim wak examinewhat
differencesare there of how former Restel employees and original Scandic employees
experience the leadership style within the organizafitwe. topic itself is vy important and
interesting as | eaderso6é6 behaviours are stron

at work hence to the quality of service.

This study claims that the factors of idealized attributes and sense of mission of transformational

|l eadership style have a positive influence
managers, willingness to exert extra effort and their perceived efficiency of the leaders

|l deali zed influence (attri but een, réspestardausti our )
toward their leaders (Sun & Anderson 2012). Accordingdemlized attributeseadership

behaviour, managecsanarticulate a clear vision, empower their employees to exceed higher
performance and enhance trustworthiness. Hence, gegsee their managers as role models
whoareablete voke a higher sense of purpose result
to exert extra effort which in turn wiknhancethe employees perceived efficiency of the
managers and consequently, enygkes are also more satisfied with thesnagers(Quintana

et. al. 2015) Sense of mission which refers to a combination of idealized behaviours and
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i nspirational motivation stands for the nAfee
stress themportance of having a strong sense of purpose and a collective sense of rimssion.
addition, leadersanmotivatet hei r empl oyees through oneds ow
in turn will have positive effects on how effective #raployeegerceivetheir managers to be

and how satisfied they are witheir behaviour Kanste et. al. (2009) suggest that especially
inspirational motivation plays a key rol e i
levels of selfdevelopment 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 (JuddePéccolo 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 rewandis the most important component of leadership
which had an influence on all three measure
(2013) found out that idealized influence (both attributed & behaviours) and inspirational
motivation had positive tationships with the satisfaction. It must be remembered that in this
study, sense of mission refers to the combination of inspirational motivation and idealized

behaviour variablea nd have i mportant relationships wit

However, this study did not witness any significant relationships between transactional
leadership style and any of thwrk outcomes. Thison the other hands 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. 139Quintana et. al. 20)&nd perceived effectiveness of

the leader (Lowe et. al. 1994; Michel et. al. 20Quintana et. al. 20}5 Thefact that
contingent rewardighly positively correlated with all the transformational leadership scales in
this studyhence favours the assumption that it would hafleencede mp | oyees,d6 out c
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 behafiours o
Scandic, in the regression models it was not found to have any kind of relationship between the
outcomes. Such difference to earlier literature coulddmausé-innish people tend to be quite
disciplined and honest at work addition Finnshave a swng work ethianeaning that they

are not necessarily expecting any kinds of rewards fronmtnreagersbut 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 becauseFinns may havea stronger intrinsic motivation at workcompared to other
nationalities so rewards are not considersaimportant In Finland, employees have good
working conditions and leaders behave faiglythe top workers are not raised on the pedestal
with differentrewards. Tiere are certainly differences betweendifierent cultures. As proved

by Quintana and her eauthors (2015), for instance, in Spain contingentardleadership

behaviour results to better work outcomes.

In turn, previous study has discovemghative relationships between both active and passive
managemenby-exception dimension®f transactional leadership stylend the above
mentioned outcomes (Bycio et. al. 1995). Kanste et. al. (2009) found out that active
managemenby-exception hasageat i ve | mpact on empl oyeesd s
whereas Rothfelder et. al. (2013) found a negative relationship between passive manragement
by-exception and satisfaction. Active managerimnexception is often perceived quite
negatively by the eployees. 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. la 2009). The fact that this study did not support either of these findinga tiais
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 employémsever, tle Pearson correlation
coefficienttestrevealed that passive managerdgpexception and laissdaire behaviours

were perceivedrery similarly. This might be the reason why the regression models did not
prove any significant relationships between paseiamagemenrby-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 thatfdd@iesez
negatively correlates with féecypehessyktieededders.xt r a
However, laisset ai re di d not have a significant neg
satisfaction with the manager which is consistent with the finding from Rothfelder et. al. (2013)

but inconsistent with the findings dtidge &Piccolo(2004)& Erkutlu (2008) Also, similar

findings regarding to the negative effects of laids@z leadership style on the work outcomes

have been found. Authors such as Quintana et. al. (2015), Kanste et. al, (2088) &

Schriesheim(2008) have made the same observation that laifsez leadership reduces
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empl oyeeso willingness t o exert extanda ef f o
satisfaction with the leader. As so, this finding was not surptiSiagsupports the assutign

that laisse#aire has a negative impact on the outcossiase 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. 4l 2&4 left out the
laissezfaire leadership scale from th®ill-Range model. Authors such as Judge & Piccolo

(2004) argue that because laista@ire advocate the total absence of any kind of leadership, it

is not positively related tany ofthese outconse

This study was an initial attempt to understand the effects of transactional, transformational and
nont ransacti onal |l eadership styles on hotel
context. As presented earlier in this study, the constructifieient leadership styles on

different occupational outcomes, independently or in some combinations, have been examined
extensively in various contexts. The fact i
occupational outcomes had not been emalifcdemonstrated in a hospitality context in

Finland by utilizing the MLQ (form 5X). There has been, if any, very limited research on the
effects of | eadership style on hospitality
managers and satisfactianth managers. The findings of the study provided support for that

the transformational leaders are very much needed in organizations (Tucker and Russell 2004)
astheycanac hi eve positive e nmapdhengeaidusnée owthe dverab ut c o n
performance. The world is ewehanging and transformational leadeasfocus on different

changes inside the organization. This is especially true in tourism and hospitality industries
them being extremely susceptible to various chaigea 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 thete classical management approach

in the hospitality industry, is not convenient @gyjoing changesre very common for this

industry and an approach that is more transformatisnatededAs discussed before, prior

study has recognized that more often the transformational leadership style, than the
transactional leadership style, hassuba nt i al effects on empl oyees
Welty Peacky 2010 ; Dai et . al . 2012; Judge & Pi
transformational leaders tend to be more satisfied hence will have higher quality relationships
with their leaders unlikehose who feel dissatisfied (Judge & Piccolo 2004Qwever, a
qguintessential assumption of tkall-RangelLeadershigModel 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 andfiiresez
leadership styles, the findings of this study speaks against the plausibility of thé&XiB® a
measurement amdeda mdddll of t hacaly ¢ha dfermaidni p st
presented in the Table 5 shows that the leadership behaviours are roughly divided into two
categories; figoodo | eadership behaviours and
set, it seems like the different leaderstdimensions were not recognized. For instance, the
extremely high significanpositive correlations between the dimensions of transformational
leadership imply thathe leadership dimensiomgere too similar with each other and therefore

it cannot be saidchat it would be completely possible to view the findings of this study to be
consistent with Bass's nifiactor model of leadership. In addition, although the confirmatory
factor analyseso6 fit indices t endhebkadérship most |
components, the leadership styles could noabalysedtogether and the transformational

factors were highly correlated, and more importantly, they did not have strong differences with
respect to the outcome variabl@sso, prior study hatound (e.g. Geyer and Steyrer 1998) that
transformational scales highly correlate with contingent reward and respectively passive
managemenby-exception and laissdaire have negative correlations with all the other
dimensions but positive correlatiowith 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 thaxtor ActivePassive 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 beontextualized so that the same behavi@manrs e seen to be more or less
effective depending on theontextin which they are observed and measuiedinitz et. al.

2005) One thing to consider is that, for example, front desk employees may not have many
possibilities to execute themselves as they @eukh 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 baase the nature of the hospitality industry may otiysider some
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dimensions of leadership and some may therefore be limited or difficult to exgloh. a
mindsetmay also have influenced the results of this stilyen thoughScandic emphasizes

in its values that employeesinbe themselves arttiey areencouraged 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 thatag unique for oneself

using oneds own persogoest$.i ty when interacting

5.3Managerial 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 outcoraesl, 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 ansformational leadership style that have the most important role in positive
leadership outcomeshile laisseZfaire leadership style has reegativerelationship with the
outcomesAccording to Brown & Arendt (2011), when the leaders exhibit idealizehattts
behaviour, they are respect by their employees. Also, leaders who implement this behaviour
candisplay a sense of power and confidence to their employees which in turn enhance the
feeling of trust that everything is under control among the empsoyrewn & 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 confide atworkplaceas 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 alreadyxperiencethat their immediate supervisors
implement the abovmentioned 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 blebseioursat least at some

level. It is important to be aware of these things sotti@tcan be better considergdeveryday

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 leadeatreadyknow how and when to use these bebaks and then

offer training to the ones who need help in developing and improving those leadership
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behaviours. The positive iimpacts of | eader
manager, extra effort, perceived efficiencynmdnageiland overall prformance in general can

be enhanced by offering systematic feedback of the leadership behdwoareating and

organizing differentraining programs and leadership coaching.

Also, animportant lesson learned from these resslthattheformerRes e | 6 s e mpl oy ee
theor i gi nal Scandicbs employees perceive the
organizatonl n princi ple, the original Scandicb6s el
more positive and considerate. Clearly, thengeainside the organization has been more

di fficult to internalize and handle for the
given that theyhaveexperienced so much novelty and learreadong other things, the values

and practices of the newganization(Rafferty & Griffin 2006) This certainlyrequires some

time. The extent to which Scandic itself is awarfethese challengeis not clear, buthis

information helps Scandio direct their attention to places where superiors have chahged

to the merger anchake sure everyone gets the suppod guidancéhey neean how to exploit

existing leadership toolsnd no one isleft alone.

All in all, realizing and understanding how different leadership stylegffacton extra effort,

perceved efficiency of the | eader and empl oyees:s
industry should enable leaders to create the best possible working environment that would
reduce the negative effects of the workplace while improving the overdtirmance as well

as the welbei ng of empl oyees. Doing S0 shoul d
commitment to the organization and decrease, for instance, employee tufiasger findings

support the proposal of Erkutlu (2008) that a leadership stg# suitable for hospitality

industry would be more transformational given the continues change that is characteristic for

the industry. When employees have ampportunity to participate and influencevork

motivation and job satisfactiomill 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 pregisifined, the measurement results may not be valid.
(Heikkila 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. Cortent validity referstdi how we | | our measures accur af
bei ng mecatsrionrvalidity aims to explaii wh et her the measures
other measures of the same content that are generally accepted as valid in theesadech

¢ 0 mmu m@andthg édonceptual validity meamsvh et her t he measures ar e
we specify the r el eVherelabiltyofeeseaeh anctha bthechanid,c e p t
refers to the accuracy of research results. This mean ¢hadhlts cannot be random. (Heikkila

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, wotlld 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 theoreticalodel and if those items measure what they are supposed to
measure. (Hair et. &014) To examine construct validity, this study used convergent validity
and discriminant validityConvergent validity is explained asvariance 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 @0B4) In this study
convergent validity was interpreted with AVE values and as discussed &tiapter 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 beereror in the itemd-Hdowever, it would be

even better if the AVE values would be over Qtair 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 ofi@sin about the lack of discriminant
validity among some of the leadership scalss.Farrell (2009) state the establishment of
discriminant validity is extremely essential when conducting a latent variable analysis. This is
because without it, it is notogsible to tell if the results of the study are re&lug; a risk of
misinterpretation of the resukxists. Discriminant validity refers ftan extent to which latent
variable A discriminates f (Farsal 2009)A succesfuht e nt
assessment of discriminant validity is when two leadership scales that are supmposasiuie
empiricallydifferent concepts are not correlated with one andthenseler, Ringle & Sarstedt

2014) In this study discriminant validity wasalculaed for each leadership scale with a
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mathematic formulaFor instance, the formula for idealized attributes and sense of mission is
as follows: 0,94/ square root (0,88,93) =1,03. The value of 0,94 represents their correlation,
0,88 is the alphaf idealized attributes and 0,92 is the alpha of sense of mi$siomTable 6)
(Murphy 2005) Table 10 presentthe evaluation of discriminant validity of the leadership
scales androm table 11 the discriminant validity of the outconvas be foundAccording 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 thavgsver, the
findings show(Tables 10 & 11}hat the values ofliscriminant validity are extremely high
especially between all the transformational leadership scales and contingent reward of
transactional leadership styfehich means thadliscriminant validitydoes not exisbetween
themas high values demonstratest thetwo scalesoverlap significantly and they are likely
measuring the same thinbhese issues have been noticed earlierigsthdy andheyindicate

that different dimensions of leadership styles have not tegnizedn this context.

Table10 Discriminant validity oftheleadership dimensions

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 -052 -0,37 -0,41 -0,46 -0,49

7. Management-by-exception passive -0,92 -087 -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

Table11 Discriminant validity of the outcomes

Discriminant validity 1 2 3
1. Extra effort

2. Effectiveness 1,09

3. Satisfaction -1,06 1,09

According to Hair et. al.2014), reliability also indicates the degree of convergent validiity.
this study, reliability was assessed wit@r o n b a ¢ h dhich naehspré the imernal
consistency of the MLQ items. Cronbachos
leadership smle is measuring the sanwenstruct As so, it is considered to evaluate the
reliability of the scales(Metsamuuronen 2006, 4428s discussed above, the criterion for

satisfactory alpha coefficient value is preferablgove 0,7 but values over 0,6 areoal
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considered to be enouditair et. al.2014) High reliability indicates that theonstructs of the
instrumentmeasure the same type of thing and thatitiserumentreliably and effectively
distinguishes between the individuals being measured resits were otherwise satisfactory
except for managemebi-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 thifigis on the other hand may imglyatthe items of

the questionnaire were not understood by the respondemias been noticed before (e.g.
Heinitz et. al. 2005}hat managemeiy-exception active scale remains quite independent
compared to the other leadership scales and proves poor internal consldtemeyer, in this
studythis was fixed by deleting one of the items (MEAZ2) in which case the alpha coefficient
for the whole sale increased to 0,6A.1 | in all, the resul da&a from
adequate reliability and stabilifpr 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 thefaicter 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.dqAattis 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. mandoyesmeaption
passive was mixed with laissére 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 transfoimationa
leadership scalef\s so, Avolio et. al. 1999 have discussedhié dimension of contingent
reward can be a part of the transactional leadership Atgle. in this studythe high correlations

were found sdt was evidentthat contingent reward was adoed t o be part of
leadership behaviours with transformational leadership dimensibrch propose that the
position of this behaviour in the full range of leadership model is empirically ambigbionis.

& Anderson (2012) discuss thsgveralstudes in the past have combined idealized influence

and inspirational motivation of transformational leadergftip one dimension which they have
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called Acharismaod (using as an example Bono
behaviours and inspitianal motivation were too similar concepts which is why it was decided

to combine them into one variable callGdsnse ofmissiord. 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 tateackns 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, he risk of misinterpretatioexisied. 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 partiallpverlapping and items highly inteorrelated 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
leadeship 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 isodlem (Frost N.d.)
Because of this, irrelevant variables had to be removed from the original model and the new
model comprised only three leadership dimensiatesalized attributessense of mission and
laissezfaire. In some researches, items or evewlaiscales have had to be removed or
modified (Avolio et. a. 1999Antonakis et al. 2003). These have been issues in the literature
before as well and have raised doub@{&kl about
1999). Also, Rowold & Schlot2009) 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 studie® (g.Antonakis et. al. 20Q3Aldoory & Toth 2004; Erkutlu 2008t has

been empirically demonstrated even in this study that transformational behaviours have

stronger and mor e rel evant rel ati on t o e mj
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behaviours. Howevegs stategdthe findings of this study imply that a reduced number of the
MLQ items would be preferabte obtain aettermodel fit. Other possibleontributing factor

for the unsatisfactory results may have been the relatively small sample size aanfplee
some of the fit indices of CFA are extremely sensitive to the sampl@vitsamuuronen 2006;
ThemessHuber 2014) With a larger samplsize,it might have been possible to obtain better

model fit but this is just guessing.

5.6 Limitations of the study and implications for future research

There areseverallimitations regarding the results of this study. Firsthe response rate was

not particularly high 17,5%. For some reason the survey recipients were not very keen to
answer to the questioaire which, on the other hands typical for electronic queriesThe

method of collecting responses may have hadfarence on the number of responses. Perhaps
instead of collectinghe responses vemail, thg could have been collected by hotel mgers,

which could have generated higher response rateAlso, 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 instrutndar 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 ¢hsituation 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
orinconsistency with the items by the respondefit® concepts used in certain assertions may
cause contradictory imagethe risk of misunderstandings might have bestucedwith a

small presentation of the theaamythe beginning of thejuestionnaire

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 tedneased by calculating

the VIF values and finally, by removing the unnecessary variables from the rtsdellow

and even negative factor loadings may have been advisable to remove from the beginning (Hair
et. al. 2014 to obtain better convergent \dily. However,this studydid not take the time to

look for the bespossiblemodelbut to test thalreadyexisting model ira differentcontext.
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Like said, the data for this case study was collected only from Scandic hotels in Finland. In the
future, amther 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 geograjmwcaity 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 interestinghtave 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 countriesr do they?

Future research should consider continuing to develop a morp coemh e n s-i aeg é&d ul |
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 dasargued by Michel et. al. (2011), the revised and

i mproveaedanfgfewl Icoul d i n ecatagaties fos @ moee complate moddl. a
For example, new leadership styles could be included in the model as new styles evolve all the
time and many leadghip styles have also bestudiedto have impagon e mpl oyees o
outcomessuch as ideological & pragmatic leadership (Mumford, Antes, Caughron & Friedrich
2008), ethical leadership (Kim & Brymer 2011; Bello 201&)dauthentic leadership (Wang,

Sui, Luthans, Wang & Wu 2014Also, 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 prebiséhebretical concept.

This study did not find the answers to this, but if it is desired to measure precisely the different
dimensions otransactionabnd transformational leadership styles, new more accurate items

should becreatedand maybe further search could take a closer look of this issue.
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Scandic group leadership questionnaire

1. Choosze the option that best describes your career in this company: *

- I | was working for Festel when we merged with Scandic
- I | was working for Scandic when we merged with Resfel

- I | started working for this company after the merge date 5.12 2017

2. Iwork in a hotel which is: ®

- I Farmer Restel hotel, new Scandic hotel

() Original Scandic hotel

3. The department where | work in:
: | Reception
) Restaurant
) Kitchen

| General management

4, Do you work in a managerial position?
() Yes (next question §)
- I Mo (skip question &)

5. Chooze one of the following options that best describes your working position:
- I Recepflicnizt
() Waiter/Waitress

i | Bar worker

() Chef

6. Choose one of the following options that best describes your working position:



[ Receplion duty manager
[ Restaurant duty manager
[ Kitehen duly manager

[ | Frontdesk manager

[ Restaurant manager

[ ) Head chef

[ General manager

T. Gender

[ Female
[ Male
[ Something else

8. Year of birth [YYYY)
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8. Highest level of education

() Elsmentary schoaol

[ General upper secondary education or vocational college

[ Post-secondary education
[ Bachelor's degres
[ ) Master's degres

10. Employee contract

) Full-tirme
[ ) Part-fime

11. How many years you have been working at Scandic Hotels or Restel hotels in total? (If leas

than a year, answer 0)



12. Who is your immediate supervisor? *

B Recepfion duty manager
") Restaurant duty manager
) Kitchen duty manager
") Frontdesk manager
") Restaurant manager
) Head Chef

| | General manager

") Regional manager
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The respondent assesses the activities of one’s immediate supervisor.
Answer the statements below on the scale 0-4 (0= not atall, 1=once ina
while, 2= sometimes, 3= fairly often, 4=Frequently, if not always) of how you
feel that the following statements describe the actions of your immediate

supervisor.

13. How well do the following statements describe the actions of your immediate supervisor? *

Provides his'her assistance an
exchange for my effort

Re-examines critical assumptions to
question whether they are appropriate

Fails to intervene until the problems
become serious

Focuses attention on irregularities,
mistakes, exceptions, and deviations
from standards

Avoids getting involved when important
issues arise

Talks to us about hisfher most important
values and beliefs

Iz absent when needed

0 1 2 3 4



Seeks differing perspectives when
solving problems

Talks optimistically about the future

Instils pride in being associated with
manager

Makes sure that we receive appropriate
rewards for achieving paformance
largets

Things have to go wrong for him/her to
take action

Talks enthusiastically about what needs
to be accomplished

Specifies the importance of having a
strong sense of purpose

Spends time teaching and coaching me

Makes clear what | can sxpect fo
receive if my pedormance masts
designated standards

Shows heishe is a firm believer in “If it
aint't broken, don't fix it"

Goes beyond his/her own self-interest
for the good of the group

Treats me as an individual rather than
just a member of a group

Problems must become chronic before
hedshe will take action

Hismer actions build respect for himfher

Spends hisher time looking 1o “put out
fires”

Considers the moral and ethical
consequences of histher decisions

Keeps track of all mistakes

Displays a sense of power and
confidence

Anticulates a compelling vision for the
future
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Directs hisfher attenfion towards failures
to meet standards

Avoids making decisions

Treats each person as individuals with
different needs, abilities, and aspirafions

Gets me to lock at problems from many
different angles

Focuses on developing my strengths

Suggests new ways of looking at how
we do our jobs

Delays responding to urgent questions

Emphasizes the imporiance of having a
collective sense of mission

Expresses his/her satisfaction when | do
a good job

Expresses his/her confidence that we
will achieve our goals

Are effective in meeting others'’
job-related needs

Uses methods of leadership that are
zafisfying

Get others to do maore than they
expected fo do

Are effective in representing their group
to higher authority

Works with others in a safisfactory way
Heightens others' desire to succeed

Are effective in meeting organizational
requirements

Increases others’ willingness to try
harder

Leads a group that iz effective

Questions about the merger from Restel Hotels to Scandic hotels
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14. How many years have you been working under your current immediate supervisor? (If less

than a year, answer 0) *

15. Do you have a different immediate supervisor now than before the merger?

| YWes
| Mo

L can't say
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16. Is your current immediate supervisor:
() Former Restel's member
[ Former Scandic's member
[ ) Completely new member

. 1 lcam'tsay

17. Do you feel that the merger has influenced on your own experience of leadership in your
working place?

[ 1 Yes
[ ) MNa

. 1 lcam'tsay

18. Do you experience the leadership style now:

() Better (next guesiion 19)
[ ) Worse (skip question 19)

. 1 lcam'tsay

18. Why do you experience the leadership style better?
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20. Why do you experience the leadership style worse?

21. Do you think the merger has somehow affected to your current work at Scandic?

lf:j Yes
lf:j Mo

lf:j | cam't say

22, If you anzwered yes, how do you think it has affected to your work?




Kysely johtajuudesta Scandicin henkiléstélle

1. Valitse vaihtoehdoista sopivin, joka kuvaa uraasi parhaiten tissa yrityksessa: *
| | Tyoskentelin Restelilla kun yhdistyimme Scandicin kanssa
| | Tyoskentelin Scandicilla kun yhdistyimme Restelin kanssa

| 1 Aloitin tydskennella Scandicilla yhdistymisen jalkeen 3.12.2017

2. Tyoskentelen talla hetkella hotellisza, joka on: *

| ! Entinen Restel hotelli, vusi Scandic hotelli

| I Alkuperainen Scandic hotelli

3. Osasto, jolla tydskentelen:
: | Vastaanotio
: | Ravintola
) Keittis
" Hotellin johto

4, Tydskenteletkd esimiesasemassa?

() Kyla (siimy kysymykseen 6)
() Ei (hyppaa yli kysymys 6)

b. Valitse seuraavista vaihtoehdoista se, joka parhaiten kuvaa tyotehtavaasi:
| | Wastaanottovirkailija
() Tarjoilija
() Baaritybntekija
() Kokki

6. Valitse seuraavista vaihtoehdoista se, joka parhaiten kuvaa tyotehtivaasi:
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() Vastaanoton vuoropaallikki
() Ravintolan vuoropaallikks
() Keittion vuoropaalikko

(1 Vastaanottopdallikki

() Ravintolapdilikki

() Keittibpaallikki

[ Hotellinjohtaja

7. Sukupuoli
! Mainen
[ Mies

[ Jokin muu

B, Syntymévuosi (VVVY)

8, Korkein suorittamani koulutustaso
[ ) Perusaste (peruskoulu, kansakoulu tai keskikoulu)
[ Keskiaste (yioppilas-, ammatti- tal enkoisammattitutkinio)

1 Opistotaso
[ Alempi korkeakouluaste (ammattikorkeakoulututkinto tai alempi korkeakoulututkinto)

I Yiempi korkeakouluaste (yiempl ammatiikorkeakoulututkinto tal viempi korkeakoulututkinto)

10. Tytisopimus

[ Kokoaikainen
() Osa-aikainen

11. Kiiinka monta vuotta olet tyoskennellyt Scandicilla ja Restelilla yhteensa? (Jos alle vuoden,
vastaa 0)
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