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Abstract 
 

This paper investigates the relationship between Full-range Leadership and followers' 
motivation. By exploring the relationship between Full-range Leadership of franchisees and 
the motivation of followers in the under-researched area of franchising, the study fills a gap 
in the literature. The study also investigated the application of Full-range Leadership 
(Transformation, Transactional or Laissez Faire) by the franchisees.  

Design/Methodology/Approach- A multiple case study research of twenty 
franchisees, located in the UK was conducted. A qualitative research methodology utilised 
data from secondary sources and semi structured interviews with franchisees and their 
subordinates. The Multifactor Leadership Questionnaire (MLQ 6s) was used alongside semi 
structured interviews. This study selected 180-degree format by interviewing franchisees and 
their subordinates. Data was analysed with the use of NVivo8 to identify the most important 
themes and patterns from the data collected. 

Findings- The research showed that transformational leadership has a stronger 
relationship with motivation than transactional leadership. The laissez faire leadership style 
was absent amongst the franchisees under study. The research also illustrated that franchisees 
who exhibited a transformational style, empowered their staff more and made their followers 
less dependent on the leader. A practical application and observable behaviour of 
transformational leadership can be found in behaviours such as delegating significant 
authority to individuals, developing follower skills and self confidence, creating self-
managed teams, providing direct access to sensitive information, eliminating unnecessary 
controls, and building a strong culture to support empowerment. In transactional leadership, 
leader follower relationships were based on a series of exchanges or bargains between leaders 
and followers. 

Originality and Value- Few studies have examined the relationship between Full-
range Leadership and Motivation among followers. The present novel study has the potential 
to fill this gap by empirically studying relationship between franchisees' leadership styles and 
motivation of followers.  
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Introduction 
 

Leadership has played a vital role in the history of human development (Stogdill, 
1974). The importance of leadership has grown due to the changing structure of 
organisations, the recognition of the efficient use of human resources, coupled with advances 
in social democracy (Bass, 1990). The importance of leadership in organisations continues to 
be a very popular area of interest for many scholars (Yukl, 2009; Ilies et al., 2006; Sternberg, 
2008). Over the years many aspects of leadership have been studied but since the 1980's 



research in this area has primarily focused on leadership behaviours and styles (Judge and 
Bono, 2000; Judge et al., 2002).  

Recently, the popularity of studying Full-range leadership, which consists of three 
different styles: transformational, transactional and laissez faire has increased (Jung et al., 
2009, Harms and Crede, 2010; Pounder, 2008; Kanste et al., 2009). The Full-range leadership 
model, a research-based and validated leadership paradigm can help develop more proactive 
leaders in organisations who motivate employees to perform beyond their expectations (Sosik 
and Jung, 2010). The full-range leadership theory focuses strongly on the behaviours leaders’ 
exhibit to motivate their followers. The theory includes a two way process between leaders 
and followers and it is evident that it can be taught (Yukl, 2009). Burns (1978) studied the 
leadership behaviours of politicians and was the first to define their attempts to motivate 
followers as 'transactional' or 'transformational'. Although transformational leadership was 
first introduced by Downton (1973) its emergence as an important approach to leadership 
began with Burn's classic work. More empirical research by Bass (1985) developed the 
theory further. Bass (1985) demonstrated through data obtained with the Multifactor 
Leadership Questionnaire (MLQ) that transactional and transformational leaders are separate 
and independent dimensions. In 1997 Bass described the universality of his full-range 
(transformational-transactional-laissez faire) leadership notion. Subsequently, numerous 
researchers (Yukl 2009; Antonakis et al, 2004; Bass, 1990) have studied transformational 
leadership in and it occupies a central place in leadership research.  

Bass (1985) was one of the first authors to modify Burns' views who postulated that 
transformational and transactional leadership were not opposite ends of bipolar dimensions as 
Burns suggested. On the contrary to Burns opinion, Bass argues that they are independent 
aspects of leadership, much as task orientation and relationship orientation are independent 
behavioural dimensions (Antonakis et al., 2004). Thus, Bass and his colleagues argue that 
leaders can be both transformational and transactional and suggest that most effective leaders 
utilise both behaviour styles (Bass, 1985 and Avolio et al., 1999). Erkutlu (2008) supports 
Bass’ view by suggesting that managers use different leadership styles in different work 
environments. Their styles will have direct effects on employee outcomes. Adequate use of 
their styles will result in higher employee satisfaction, commitment, productivity and 
motivation. Bass and Burns both suggest that a transformational leader relies more on aspects 
of motivating followers, whereas transactional leadership relies more on exchanging rewards. 

Where Burns (1978) generally characterised transformational and transactional styles 
descriptive of different types of leaders, Bass portrays them as different classes of leadership 
behaviour. For example a leader may have illustrated transactional leadership before, but he 
or she is exhibiting transformational leadership now. Burns (1978) did not attempt to explain 
what types of action or general strategies transformational leaders use. He focused neither on 
specific traits of leaders nor the specific aspects of the socio-organisational context that 
leaders attempt to transform (Antonakis et al., 2004). What Burns did provide was a platform 
for other researchers to explore these factors.  

Similarly, motivation is a leading topic of interest in business literature today. Several 
theories around motivation have clearly postulated that follower’s motivation is highly 
influenced by their leaders’ behaviour (Herzberg, 1971; Mayo, 1945; Forest, 2008). 
Leadership and motivation are two important constructs that have been individually studied 
(Yukl, 2009) but the relationship between the two has had little empirical analysis (Ilies et al., 
2009). Therefore, given the popularity of these two concepts, combining the two seems a 
natural and logical step. 

This study explored the relationship between Full-range Leadership and motivation in 
the franchising context. Franchising provides a valuable context and interesting setting for 
studying Full-range Leadership of independent business owners. Franchising substantially 



affects the economy and is taking up a large percentage of the retail trade daily. Over and 
above the apparent economic benefits of employment, output, and tax, franchising 
development injects expertise and training in various industries and increases the 
entrepreneurial and managerial capabilities and skills of the labour force (Alon, 2004, 2010). 
Researchers have been studying franchisors in an attempt to help entrepreneurs successfully 
build their franchised chains (Alon, 2010). Franchisees consider themselves as independent 
business owners as opposed to employees and this sense of autonomy gives them flexibility 
in terms of business operations (Morrison, 1996; Birkeland, 2002; Ketchen et al., 2011). 
Franchisees are independent business owners, which classify them as a particular type of 
entrepreneur that entails: innovativeness, risk taking and proactiveness (DiPietro et al., 2008). 
It provides franchisees with the freedom to reward and motivate in an independent manner; 
set performance targets that are relevant and important to them and they do not have to 
conform to a 'corporate leadership style'. A franchise organisation therefore provides a 
context in which researching personal leadership styles and motivation will lead to a more 
insightful interpretation. The study is therefore unique as it assesses the leadership style of 
independent entrepreneurs within a franchise framework and explores which of the full-range 
leadership styles the franchisees adopt.  

According to O’Shea et al., (2009), with the exception of a few cases, the 
transactional leadership style correlates positively with both attitude and organisational 
effectiveness and such behaviours may be particularly effective in business settings. Most 
studies in relation to transactional leadership have focused on performance and effectiveness. 
How the transactional leadership style impacts on a follower’s motivation has not been 
studied in these research projects. 

Transformational leadership on the other hand has been linked to motivation. Several 
researchers have identified important attitudinal constructs through which transformational 
leaders motivate followers and increase their performance (Jung, 2001). Lowe et al., (1996) 
conducted a meta-analysis and found that transformational leadership was significantly 
related to measures of leadership effectiveness. Similarly, a meta-analysis reported by Judge 
and Piccolo (2004), derived correlations among transformational behaviours and various 
indicators of leadership effectiveness that ranged from group and organisational performance 
to follower satisfaction and motivation with the leader. Yukl (2009) also reported that in 
studies that used a Multifactor Leadership Questionnaire (MLQ) to evaluate leaders, 
transformational leadership was positively associated with subordinate motivation, 
satisfaction and performance. There is substantial evidence that transformational leadership is 
positively related to indicators of leadership effectiveness – such as job satisfaction, 
motivation, and performance of followers (Barling et al., 1996; Lowe et al., 1996; DeGroot et 
al., 2000; McCann et al., 2006). However, researchers have not attempted to study the 
relationship between Full-range Leadership and motivation. This research explored the 
relationship between Full-range Leadership (transformational, transactional and laissez faire) 
of franchisees and motivation of their employees. It also discovered the impact of Full-range 
Leadership factors (idealised influence, inspirational motivation, intellectual stimulation, 
individualised consideration, contingent reward, management-by-exception and laissez faire) 
on motivation of followers.   

 
Methods  

 
In order to answer the research questions, a qualitative research methodology was 

identified focusing on twenty franchisees in the UK and an equal number of subordinates. 
The literature review clearly indicated, the Multifactor Leadership Questionnaire 6s 
instrument (Bass and Avolio, 1992)  as the most tried and tested and therefore most effective 



instrument to explore the different leadership styles (transformational, transactional and 
laissez faire) amongst franchisees. Data from semi structured interviews with franchisees and 
their subordinates and secondary data were analysed with the use of NVivo8. The data from 
the semi structured interviews allowed for important themes and patterns to be identified. 

To tackle reliability issues, the study applied a case study protocol (overview of case 
study project, field procedure, research questions and guide for the case study report), 
developed a case study database (raw data that led to the case study conclusions, case study 
notes and case study documents), and maintained a chain of evidence (to follow the 
derivation of any evidence from initial research questions to ultimate case study conclusions) 
(Yin, 2009).   

The study addressed the issue of construct validity, by keeping an ‘audit’ trail, 
discussing categories or themes with participants, using multiple sources of evidence (semi 
structure interviews and documentation) and involving participants in all phases of the 
research (Merriam, 1988; Guba and Lincoln, 1988; Creswell, 2003; Yin, 2009). Internal 
validity is mainly a concern for explanatory case studies; it is inapplicable to descriptive or 
exploratory studies (Yin, 2009). To gain external validity, the study applied both cross-case 
examination and within-case examination (e.g. answers of participants to the semi structured 
interview questions were analysed and compared for consistency) along with the literature 
review (Yin, 2003).  

Confidentiality and anonymity are crucial at all the stages of research (Saunders et al., 
2009). The anonymity of individuals was taken care of while analysing and interpreting data, 
providing an accurate account of information and storing data securely after analysis 
(Creswell, 2003; Miles and Huberman, 1994). 

 
Results  

 
The study aimed to explore, by means of qualitative research, the relationship 

between Full-range leadership style (transformational, transactional and laissez faire) of 
franchisees and the motivation of their subordinates. This research utilised a 180 degree 
methodology by collecting data from franchisees and their subordinates. Within the study 
twenty franchisees and an equal number of their subordinates were involved. Through semi 
structured interviews, the participants were able to voice their views and perspectives. The 
qualitative study consisted of semi structured interviews with twenty franchisees, twenty 
subordinates and three franchise consultants. To protect the identity of participants, the 
researcher allocated codes L (franchisees), F (subordinates) and C (franchise consultants) for 
them respectively. The sample of twenty franchisees consisted of sixteen males and four 
female. The franchisees ranged in age from 20 to 45. Within the twenty franchisees, none 
possessed any variation on leadership training. The franchisees ranged in experience as a 
leader from 1 to 10 years. The average number of followers per franchisee was six, ranging 
from 3-10 followers. Franchisees’ performance ranged from 85% to 150% of their agreed 
targets. Table 1.1 illustrates the characteristics and performance figures of each franchisee.  

The study used semi structured interviews using the Multifactor Leadership 
Questionnaire (MLQ 6s) to answer this question. According to franchisees, ten of the twenty 
franchisees based on Multifactor Leadership Questionnaire (MLQ 6) were transformational 
leaders, eight of them considered themselves transactional leaders and two demonstrated both 
styles on the basis of the questionnaire. Interestingly differing opinions were obtained from 
the followers. Followers suggested that eight of the twenty franchisees demonstrated a 
transformational style, ten of them were transactional leaders and two exhibited both of the 
styles. On two occasions, leaders and followers had different views on the leadership style of 
franchisees (L9 and L12). The MLQ 6 showed that the leaders’ perception of their leadership   



Table 1.1   Franchisees’ Profile 
 

Franchisees  Age  Gender Training  Experience 
(Years) 

Followers Performance 
       (%)  

L1 45 Male No 8 4 125 
L2 36 Male Yes 10 4 103 
L3 25 Female No 2.5 3 125 
L4 32 Male Yes 9 5 85 
L5 22 Male No 2 5 150 
L6 21 Male No 3 5 125 
L7 43 Female No 4 6 110 
L8 23 Male Yes 2 8 110 
L9 21 Male No 1 7 130 
L10 24 Male No 4 10 125 
L11 23 Male No 3 9 120 
L12 20 Male No 1 6 125 
L13 22 Male Yes  1 7 108 
L14 42 Female No 3 5 112 
L15 20 Male No 2 4 125 
L16 21 Male No 1 4 145 
L17 31 Male Yes 8 4 90 
L18 24 Female No 1.5 2 125 
L19 35 Male Yes 9 3 102 
L20 44 Male No 7 3 125 
 

 

style was 90% accurate. The study supported the development of a full range of leadership 
behaviours, particularly transformational and transactional behaviours (Avolio and Bass, 
2004; Sosik and Jung, 2010). Table 1.2 illustrates the leadership styles of franchisees derived 
with the help of Multiple Leadership Questionnaire (Form 6s). Underneath one can see, both, 
franchisees' and followers' perception.     

Burns (1978) argued that leaders are either transformational or transactional in their 
leadership style and rarely possess both quantities. On the contrary, Bass (1985) viewed 
leadership styles as a continuum and theorised that effective leaders could use both 
transformational and transactional leadership styles depending on the situation. In support of 
Burn's view, this study found that (90%) of the franchisees and (90%) of the followers 
described their or their leaders' leadership styles as transformational or transactional. The 
remaining franchisees (10%) and (10%) followers suggested that franchisees used both 
transformational and transactional leadership styles while performing day to day activities.   

Burns (1978) conceived leadership as a continuum from transformational to 
transactional. However, Bass (1985, 1999) states that rather than being two ends of a 
continuum, they are conceptually independent. Thus, Bass and his colleagues argue that 
leaders can be both transformational and transactional and suggest most effective leaders 
utilise both behaviour styles (Bass, 1985, Avolio et al., 1999 Bass and O’Shea, 2009). 
Although researchers agree that transformational leaders create a higher correlation between 
performance and motivation than transactional leadership, the same researchers assert that the 
best leaders are both transformational and transactional in their leadership style (Howell & t 



1.2  Full-range Leadership of franchisees 
Franchisees Franchisees’ perception 

of leadership style 
Followers Followers’ perception 

of leadership style 
L1 Transformational      F1 Transformational      
L2 Transformational and 

Transactional  
F2 Transformational and 

Transactional  
L3 Transformational F3 Transformational 
L4 Transactional F4 Transactional 
L5 Transactional F5 Transactional 
L6 Transformational F6 Transformational 
L7 Transactional F7 Transactional 
L8 Transformational F8 Transformational 
L9 Transformational F9 Transactional  
  L10 Transactional   F10 Transactional 
  L11 Transactional   F11 Transactional  
  L12 Transformational   F12 Transactional 
  L13 Transformational   F13 Transformational 
  L14 Transactional   F14 Transactional 
  L15 Transformational   F15 Transformational 
  L16 Transactional   F16 Transactional 
  L17 Transactional   F17 Transactional 
  L18 Transformational   F18 Transformational 
  L19 Transformational and 

Transactional 
  F19 Transformational and 

Transactional 
  L20 Transformational   F20 Transformational    
 
 
Different perceptions of Leadership Styles 
 
 
Styles 

 
Leader’s perception of 
leadership style 

 
Follower’s perception of 
leadership style 
 

Transformational 10 8 
Transactional 8 10 
Both 2 2 
 
 
Avolio, 1993). Other researchers also support the concept of using both leadership styles. 
Hart and Quinn (1993) suggested that leaders are more effective when they applied multiple 
styles and their leadership is multi-dimensional. Lowe et al. (1996) argue that 
transformational leadership is actually an extension of transactional leadership. Leaders are 
able to manage and motivate people to perform the routine tasks of their jobs through a 
transactional style (rewards), but they are charismatic enough to motivate people to work 
towards higher goals. Based on Bass's theory, one would have expected the majority of 
franchisees to display transformational and transactional leadership styles while performing 
daily activities. 

The key intention of this study was to examine the aspects of Full-range Leadership 
(transformational, transactional and laissez faire) of franchisees and its relationship with 



motivation of employees. According to Evans (1998) leadership is the most potent influence 
on motivation. Adair (2006) suggests that leadership and motivation are like brother and 
sister. It is difficult to think of a leader who does not motivate others. Bass’s (1990) 
comprehensive treatment of leadership mentioned the term ‘motivation’ hundreds of times. 
Several theories around motivation have clearly postulated that follower’s motivation is 
highly influenced by their leaders’ style (Herzberg, 1971; Mayo, 1945; Forest, 2008). The 
findings of this study support the arguments. The majority of franchisees (90%) suggested 
that their leadership style influenced the motivation of followers. 80% of the followers agreed 
that their motivation was influenced by the leadership style of their leader.  

Each style of leadership, transformational, transactional and laissez faire is distinctly 
linked to motivation. All transformational leaders illustrated that their leadership style was 
positively related to motivation of the followers. Six of the eight transactional leaders argued 
that there was a positive relationship between their leadership styles and motivation. Two 
transactional leaders (Leader 4 and Leader 16) suggested that there was no relationship 
between their leadership style and the motivation of their followers. The research discovered 
that there was a positive relationship between transformational leadership and motivation, as 
well as between transactional leadership and motivation. However, transformational 
leadership had a stronger relationship with motivation than transactional leadership. 

 
Conclusion  

 

The research explored which of the Full-range Leadership styles (transformational, 
transactional and laissez faire) were employed by franchisees. The majority of leaders (50%) 
displayed transformational leadership whereas, 40% displayed transactional leadership and 
10% displayed both transformational and transactional leadership style components. This 
finding contradicts Bass’ (1997) and Pounder’s (2008) notion of full-range leaders stating  
that, in practice, most leaders are likely to range over both transformational and transactional 
styles. Within this case-study a small minority ranged over both styles. Additionally none of 
the franchisees exhibited the laissez faire leadership style which confirms Northouse’s (2010) 
judgment that a laissez faire leadership style will rarely be found in sales driven environment. 

The second research question explored how the individual Full-range Leadership 
styles of franchisees affected the level of motivation of their subordinates. It also discovered 
the impact of Full-range Leadership factors (idealised influence, inspirational motivation, 
intellectual stimulation, individualised consideration, contingent reward, management-by-
exception and laissez faire) on motivation of followers by going deeper in the research topic. 
The most significant revelation of this study was that there is a clear relationship between 
Full-range Leadership and motivation. 90% franchisees indicated that there was a relationship 
between their leadership style and the level of motivation of employees. 80% of the followers 
agreed that their motivation was influenced by the leadership style of their leader. 
Specifically, for all transformational leaders there was a positive relationship between their 
leadership style and the motivation of their employees.  The outcome supported what Yukl 
(2009), Barling, et al., (1996); Lowe et al., (1996) DeGroot et al., (2000); Lowe and Avolio 
(2002); McCann et al., (2006) have claimed that transformational leadership is positively 
associated with subordinate motivation. Franchisees who exhibited a transformational 
leadership style, carried out more actions in order to empower followers and make them less 
dependent on the leader, such as delegating significant authority to individuals, developing 
follower skills and self confidence, creating self-managed teams, providing direct access to 
sensitive information, eliminating unnecessary controls, and building a strong culture to 
support empowerment (Bass, 1985; Pounder, 2008; Jung, 2009) which all impact on their 
motivation.  



Table 1.3 How did the individual Full-range Leadership styles of franchisees affect the 
level of motivation of subordinates? 
 

Leadership Styles 

(Franchisees) 

 

How did they motivate subordinates?  

Transformational  Franchisees who exhibited transformational leadership style moved 
followers to a higher level on Maslow’s Hierarchy of Needs as concerns are 

shifted from lower order (physiological and safety) to higher order needs 
(esteem and self-actualisation). Encouraged followers to aspire higher order 

needs (challenging job, opportunities for creativity, achievement in work 
and advancement in organisation) in an attempt to motivate them to work to 

achieve those needs. 
 

Carried out more actions to empower followers by giving them more 
responsibility and made them less dependent, such as delegating significant 

authority to individuals, developing follower by coaching skills and self 
confidence, creating self-managed teams, providing direct access to 

sensitive information and eliminating unnecessary controls by making 
decisions without checking with the manager.  

 
Built a strong culture to support empowerment.  

 
Communicated clear targets and performance expectations which defined 

the day to day activities of the followers. 
 

Focused on deemphasising the extrinsic (dissatisfiers) and emphasising 
intrinsic (satisfiers) of the job such as sense of achievement, recognition, 

responsibility, nature of work and personal growth and advancement.  
 

Provided a sense of achievement by appreciating and praising people’s 
efforts, recognition by giving vouchers and awards, social events and 

competitions.  
 

Transactional  Transactional franchisees employed contingent reward to motivate 
followers. 

 
Leader-follower relationships were based on a series of exchanges or 

bargains between leaders and followers. Negotiated an agreement regarding 
what rewards or recognition the follower would receive for a specific level 

of performance (sales targets). Provided rewards and recognition when their 
followers attained the contracted level of performance. 

 
Their measures to increase motivation were based on expectations and 

equity. Franchisees with transactional leadership style used merit pay (bonus 
and commission) as primary source of motivation. 

 

Laissez Faire  None of the franchisees exhibited the laissez faire style of leadership. 
Consequently, the study could not explore the relationship between laissez 

faire style and motivation. 
 

The relationship between a transactional leadership style and motivation is less 
distinct. For six of the eight transactional leaders there was a positive relationship between 
his/her leadership style and motivation. The study could not verify the claim by Bass (1999) 



that Laissez-faire leadership is almost uniformly negatively correlated with outcomes such as 
motivation as none of the franchisees exhibited laissez faire style of leadership.  

Table 1.3 summarises the relationship of the individual Full-range Leadership styles 
of franchisees on motivation of subordinates.    
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