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Abstract (English) 

 

Title:  The effect of Leadership on Intrinsic and Extrinsic Motivation 

  - A Qualitative Case Study of Swedish Companies 

Authors:  Levin Raymond & Lundquist Per 

Level:  Master thesis, 30 hp 

Keywords: Extrinsic Motivation, Intrinsic Motivation, Leader, Follower, 

Transformational Leadership, Transactional Leadership 

Background:  Since 2013 motivation levels for Swedish workers have fallen. 

Leaders effects the motivation of the followers, therefore it is 

important for companies and leaders to know how different 

leadership styles is perceived by the followers.   

Research question: How does the transactional and transformational leadership styles 

effect intrinsic and extrinsic motivation of their followers?  

Purpose: The authors want to contribute to the research field of how different 

leadership styles effect different motivations of followers and bring 

knowledge that leaders can use in practice when handling followers 

in their daily work. 

Method: This study is based on a qualitative research method with an 

abductive methodology. Three companies have been studied, from 

both a leader and follower perspective with a total of eight 

respondents that have been interviewed.  

Theoretical framework: The authors have used a framework compiled with both leadership 

theories and motivation theories. Theories about transactional and 

transformation leadership, and intrinsic and extrinsic motivation 

have been combined to create a basis in order to investigate the 

research question.  

Findings & Conclusions: The studied leaders uses diverse leadership styles. These leadership 

styles effect follower’s intrinsic and extrinsic motivation in different 

ways. The authors findings is that the transactional leadership caters 

to followers extrinsic motivation and that transformational 

leadership caters to followers intrinsic motivation and in some cases 

followers extrinsic motivation.    

  



  

 

 

Abstract (Swedish) 

 

Titel:  Ledarskapspåverkan på inneboende och yttre motivation 

  - En kvalitativ studie av svenska företag 

Författare:  Levin Raymond & Lundquist Per 

Nivå:  Masteruppsats, 30 hp 

Nyckelord: Extrinsic Motivation, Intrinsic Motivation, Leader, Follower, 

Transformational Leadership, Transactional Leadership 

Bakgrund:  Sedan 2013 har motivationen för svenska arbetare minskat. Ledare 

påverkar motivationen för sina följare, därför är det viktigt för 

företag och ledare att förstå hur de olika ledarskapsstilarna 

uppfattas av följarna.   

Forskningsfråga: Hur påverkar de transaktionella och transformativa 

ledarskapsstilarna sina följares intrinsic och extrinsic motivation?   

Syfte: Författarna vill bidra till forskningsområdet om hur de olika 

ledarskapsstilarna påverkar de olika motivationerna hos följarna och 

skapa kunskap som kan användas i praktiken av ledarna i deras 

dagliga arbete med följarna.  

Metod: Studien bygger på en kvalitativ forskningsansats med en abduktiv 

metod. Tre företag har studerats från både ett ledarperspektiv och 

ett följarperspektiv, där totalt åtta respondenter har intervjuats.   

Teoretiskt ramverk:  Författarna har använt ett ramverk med både ledarskapsteorier och 

motivationsteorier. Teorier om transaktuellt och transformativt 

ledarskap och intrinsic och extrinsic motivation har kombinerats för 

att skapa en bas som kan användas för att besvara frågeställningen.  

Resultat & Slutsats:  De studerade ledarna använder sig av olika ledarstilar. 

Ledarskapsstilarna påverkar följarnas intrinsic och extrinsic 

motivation på olika sätt. Författarnas slutsats är att det 

transaktionella ledarskapsbeteendet härleds till följarnas extrinsic 

motivation och det transformella ledarskapsbeteendet härleds till 

följarnas intrinsic motivation och i vissa fall följarnas extrinsic 

motivation.    
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1. Introduction 

So why do we want to conduct our study, and what is our purpose? Information on how 

leadership effects the motivation on employees is crucial for all companies to know in these 

times of ever faster changes. In this chapter we will provide information about the problem 

background and further discuss this in the problem discussion. 

1.1. Problem background 

In order for a company to be successful they need committed employees (Molander, 1996). The 

work force need to be attracted by the company’s goals, and also be committed to stay in service 

for a company (Dessler, 1986). As the old saying goes, a happy worker is a productive worker 

(Oswald, Proto, Sgroi, 2014, The Guardian, 2015).  

The knowledge of the power of human capital is growing for companies today (Hatch & Dyer, 

2004). The staff of a company make up their living company-culture, and they embodies the 

company (Lawler, 2009). The chance to minimize the risk of losing competent personal on a 

count of poor motivation is not something companies of today can ignore (Belias & Koustelios, 

2014). The needs of today’s personnel have changed (Latham, 2007, pp. 13), but also the values 

of personnel change over time (Berger & Luckmann, 1979). By simply offering the highest 

salary to employees the companies might risk recruiting the wrong people to fit in to their 

organisation (Hatch & Dyer, 2004). The incentives cannot only be as simple as strictly 

monetary, people today look for jobs that fit for example their values (Corneo & Jeanne, 2007; 

Schwartzweller, 1960).  

As long as people have had jobs they have had a motivation for said job. The motivation has 

altered through the history of mankind, in the beginning it was simply to be able to provide 

food for one-self and ones close. But times have changed, today most people in the Western 

World don´t have significant problems with day to day survival and food shortage. With that 

said, so have also the motivation for work altered, since the needs of the people has altered 

(Latham, 2007, pp. 13; Maslow, 1943, 1987).  

Today in the Western World, most people have a job, an occupation that are executed on a daily 

basis, and this is evident in Sweden. When a person have a profession they also need a 

motivation for their chosen profession (Amabile, Hill, Hennessey & Tighe, 1994). Companies 

provide different kinds of incentives for people to choose to work for them, for example money, 

and people need money to be able to provide for themselves and their close-ones (Latham, 

2007, pp. 99; Vroom, 1995). However there are different kinds of incentives used in order to 

motivate employees besides money, one example can be the values of a company. If the values 

of the company corresponds with the values of the employee, this can lead people to choose 

one company over another (Corneo & Jeanne, 2007; Schwartzweller, 1960). There are different 

personal factors of the employee that effect the value of the incentives which lies behind the 

motive to choose one employer over another.  

Sweden today is a successful country. During the international economic crisis that started in 

2008, the Swedish people managed to steer clear of the major consequences that several other 

European countries suffered through, and until today still suffering from (Bergman, 2011). The 

country’s GDP, Gross Domestic Product, is high, the country ranks at number 22 in the world 

in 2013, out of 214 countries worldwide (The Worldbank, 2014). Looking at the GDP per capita 

Sweden ranks in on number 14 in 2013 according to the Worldbank (2014). The levels of 

education is high, the people with a tertiary education is higher than the OECD average in the 

year 2013. (OECD, 2014). Swedish people have the opportunity to borrow money from the 

state to fund their education, giving all people that have the will to complete an education at 
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different levels, primary, secondary, tertiary or higher education as Komvux, Folkhögskola and 

University (CSN, 2015). The levels of unemployment in Sweden is low when comparing with 

the rest of the European Union (Ekonomifakta, 2015). Levels of healthcare is ranked as one of 

the best in the world (WHO, 2015). Most of the funding for healthcare is government funded, 

so that people falling ill does not have to pay the full amount of the cost of their care 

(Vårdguiden, 2015). Sweden ranks at the top in the world as one of the best countries to live in, 

and continuously ranks as one of the best country’s to live in (OECD, 2015; Legatum Prosperity 

Index, 2015). Looking at all of these statistics one could conclude that the Swedish people have 

all the tools required to be a highly motivated people, living in one of the greatest nations in the 

world, enjoying economic freedom, free education, healthcare that is one of the best in the 

world.  

However, despite all of these facts the motivation-levels of the employed people in Sweden is 

falling, and doing so in a rapid speed (Sveriges Företagshälsor, 2013, 2014). Sveriges 

Företagshälsor is a branch-organisation of company-healthcare organisations that conducts 

surveys every year to see in what directions the problems in healthcare that Swedish workers 

from all levels may go. In 2013 they noticed that the level of motivation in the Swedish work-

force had dramatically dropped from previous years. In 2014 they conducted an even larger 

study with 9000 respondents, with a concurring result. The level of motivation of the Swedish 

work-force have dropped, to an all-time low result (Sveriges Företagshälsor, 2014). Why is it 

so, that the employed people of a prospering nation is suffering from falling motivation-levels? 

The need for companies and leaders in Sweden to understand why this is happening is of great 

importance, to be able to stop this negative trend. 

The attitudes toward work have changed in recent years, there have been a transformation in 

the way people perceive work (Hays, 2014). Generation Y, the generation of people born after 

1980 have a different mind-set then the previous generations, for example the Baby Boomers, 

born after the second World War and the Generation X, born in the early 1960s to 1980 (Kaifi, 

Nafei, Khanfar & Kaifi, 2012). The collective thinking of the past have given way to a more 

individualised thinking of today (Glackin, 2013; Michael, Teck, Ying & Chuen, 2012). The 

impact on this individualisation-process can be seen in attitudes of the work-force that are 

employed today (Hays, 2014). Earlier generations was more stable in their jobs, the saw little 

reason in changing when times was rough, whereas newer generations have a different opinion, 

and not looking at a job as the same long-term commitment (Kaifi et al., 2012). Because of the 

shift in attitudes towards work, leaders of today should re-examine their leadership towards the 

new generation that are taking over the work-place (Chou, 2012; Kaifi et al., 2012). The need 

to understand the motives and motivation of Generation Y employees is crucial in order for 

companies and leaders not to misdirect their efforts in creating a good working environment 

(Hays, 2014). The motivation of people change in the same way that work-attitudes change 

(Belias & Koustelios, 2014), causing people to be dissatisfied by work, in a way that was not 

present in the days of past (Hays, 2014). 

All people are motivated by different things in their work-life (Amabile et al., 1994), they differ 

in what brings them satisfaction, what their individual needs are. People have different 

individual distinguishes and individual characteristics based on their internalization and 

socialisation, some needs are growing stronger over time, and others weaken over time (Berger 

& Luckmann, 1979). Simply, what satisfies and motivates one employee are not exactly the 

same compared to another employee, because they have different backgrounds that have shaped 

them to what they are today. This makes every human being unique and therefore have different 

interests and engagement to certain tasks. For example some workers might be more motivated 

and satisfied by rewards as a wage increase or essential properties of the work itself (Yukl, 

1998, pp. 279).  
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Intrinsic motivation and extrinsic motivation are two different kinds of motivation underlying 

in peoples motivation (Amabile, 1997; Latham, 2007, pp. 102). There are major differences 

between intrinsic motivation and extrinsic motivation, one comes from within, intrinsic, and 

one from outside, extrinsic (Latham, 2007, pp. 102; Ryan & Deci, 2000). The workers that are 

more motivated and satisfied by reward systems are more drawn to be driven by extrinsic 

motivation (Latham, 2007, pp. 102-104; Deci & Ryan, 2000). They want to be moved by 

outside forces to be complete in their work-life, and the rewards can be numerous. The kind of 

worker that are more motivated and satisfied by the properties of the work itself is more drawn 

to intrinsic side of motivation and satisfaction (Calder & Staw, 1975; Latham, 2007, pp. 102-

104). Here it is a motivation that comes from inside the person that completes them in their 

work-life. 

Motivation is a key component for leaders (Houkes, Janssen, de Jong & Nijhuis, 2001). Houkes 

et al. (2001) argues that leadership is, among other criteria’s, an ability to motivate others to 

contribute to the success and effectiveness for the team that both leader and followers are a part 

of.  Failing to motivate others will likely lead to a failure as a leader (Schaffer, 2008). So it is 

not hard to argue that for a leader, it is in their job description to motivate their staff. Amabile 

(1993) states that an unmotivated employee is more likely to leave their job at a given 

opportunity, spend less effort in their profession than a motivated employee, produce work of 

lesser quality and avoid the workplace as much as possible.  

Companies use leadership as a tool in order to gain committed and motivated employees 

(Avolio, Bass & Jung, 1999). There are many definitions of what leadership really means (Yukl, 

1998, pp. 2-3), some argue that leadership is about making sense of what people are doing in 

order to create understandings and make people committed to tasks (Drath & Palus, 1994, pp. 

4), and others mean that leadership intends to motivate their employee to fulfil its purpose 

(Schaffer, 2008). The dynamics of leadership contains a complex combination of processes in 

the relationship between the leader and her followers, for example delegating work-tasks and 

influencing the followers in order to reach the organizational goals (Omolayo, 2007). In order 

for leaders to achieve the true meaning of their profession they can utilize diverse leadership 

styles, examples of leadership styles is transactional, transformational and charismatic 

leadership (Nanjundeswaraswamy & Swamy, 2014). 

Leaders need to understand work-motivation in their effort to create the right motivational 

surrounding for the employees through their leadership. The question for leaders is what types 

of characteristics of motivation exist, and how this knowledge can guide the leaders to effect 

work-motivation. Therefore, the knowledge for leaders, and companies, about disparities and 

the resemblances in the motivational driving forces for their employees can make it easier for 

leaders, and companies, to motivate their followers and create commitment towards the goals 

and values of the companies. This is the problem that occurs in practice, and this problem-area 

needs to be solved.  

1.2. Problem discussion 

Studies of different leadership behaviours emerged in the mid-20th century and Stogdill (1974) 

identified six personal factors associated with leadership namely capacity, achievement, 

responsibility, participation, status and situation.  

Transactional leadership is signified by bartering between leader and follower. The follower 

get compensated for performing certain tasks and reaching set goals (Trottier, van Wart & 

Wang, 2008). Contingent rewards or punishments are used by this leadership style in order to 

motivate the follower to work against achieving the organizational goals and the personal goal 

of the employee (Yang, 2007). Transformational leadership instead focuses more on the 
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individual follower by actively working with developing their work-force and look to their 

needs (Bass & Avolio, 1994). Value development among individuals is of great importance in 

order to establish the company’s vision in the followers mind and make their behaviour reflect 

the values of the company.  

Leadership is a wide subject that includes many factors that effects an organization in their way 

to work. A leader’s primary function is to manage complex organizations with purpose to 

develop the production by increasing its efficiency (Yukl, 1998), and to have motivated 

employees is important at this point of leadership. Leadership is under a process of constant 

change (Neilson, Martin & Powers, 2008), but change does not happened quick, it is an 

evolution (Kotter & Schlesinger, 2008). There are as many styles of leadership as there are 

leaders (Buckingham, 2005), however there have been a majority of certain styles that have 

received greater impact through time and that great managers discover each employee’s 

uniqueness and utilizes its full capacity (Buckingham, 2005). Therefore there is an interest to 

investigate how these leadership styles effect follower’s intrinsic and extrinsic motivation in 

their way of working.  

Earlier research has focused on defining the diverse leadership styles, into the transactional and 

transformational leadership styles (Bass, 1985) with further development into specific 

leadership behaviours (Yukl, 1998, ch. 13). Kanungo (2001) studied the ethical values of 

transactional and transformational leadership styles, and in recent times studies of leadership 

styles has been conducted on investigating the different styles effect of quality improvements 

in organizations (Laohavichien, Fredendall & Cantrell, 2009), how the certain behaviours of 

leaders are positive or negative in the process of improving quality performance. Liu, Liu and 

Zeng (2011) have studied transactional leadership and team innovativeness, indicating that 

transactional leadership have a negative impact on followers in professions with high levels of 

people to people interaction. Groves and LaRocca (2011) focused on explaining behaviours 

among transactional and transformational leaders, showing results that leadership behaviours 

can be driven by the leaders ethical values and this in turn effect their followers attitudes.  Long 

and Mao (2008) studied the impact of transformational and transactional leadership styles on 

organizational changes and Yang and Wei (2009) studied leaders charm on staffs psychological 

empowerment and staff satisfaction. Breevaart et al. (2014) explored how transactional and 

transformational leadership behaviours effect on daily employee work-engagement, and 

showing with their research that there exist a link between the different leadership behaviours 

and that they have a direct impact on followers.  McCleskey (2014) tried to explain how 

different leadership behaviours can be developed and clarifies that the different leadership 

behaviours needs to evolve in the future. Nanjundeswaraswamy and Swamy (2014) discovered 

that further studies in the fields of leadership’s effects on employee’s quality of their work-life 

need to be more investigated. Chaudhry, Javed and Sabir (2012) examined the impact of 

leadership styles on employee’s motivation in Pakistan. However, in spite of a lot of previous 

research about leadership behaviours we hardly find any studies with leadership styles 

combined with motivational theories with the effects of transactional and transformational 

leadership behaviour on intrinsic and extrinsic motivation. 

There is a big challenge for leaders to motivate their employees today, the challenge is based 

in various reason. Yanfang (2014) presents in a paper, that recent studies have shown that 

employees today have had a shift in their demand of employer. Employees today demand 

different attributes in their work-life then past generations, the attitudes of the work-force have 

altered (Michael, Teck, Ying & Chuen, 2012; Yanfang, 2014).   

Society today are becoming more individualized compared to earlier years which includes 

effects on individual’s internalization, the way how people get socialized in life (Glackin, 2013; 
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Michael, Teck, Ying & Chuen, 2012). The individualization have great impact on human 

motivation, since conceptions of how to behave and think in the work-life context have changed 

compared to the more collective behaviours and thinking in the past (Glackin, 2013; Michael 

at el., 2012). This have led to a shift in behaviours among employees which according to 

Vrooms (1995) expectancy theory from 1964 will result in changes of work-motivation due to 

expected performance and expected outcome.  

Studies after Vrooms expectancy theory have shown the impact of the individualized society in 

the scientific world with creation of updated motivational theories. Deci and Ryan (1985) 

developed theories in order to explain human motivation and personality among individual 

employees. Its base lies inside the individual herself where three key-factors that are supporting 

the individual experience of, competence, autonomy and relatedness. These factors are of great 

importance since it defines the roles of individual’s intrinsic and extrinsic types of motivation 

which is told to foster good quality motivation, creativity, engagement of activities and 

enhanced performance (Deci & Ryan, 1985). Gagné and Deci (2005) further linked the self-

determination theory to work-motivation which have led to that Deci and Ryan’s model of how 

motivation are effected by the three factors truly is a contribution in order to enhance 

understanding of work-motivation. Yanfang (2014) proposed in a study that a new incentive 

mechanism should be established in enterprises to increase the employee’s motivation with the 

purpose of enhancing companies’ competitiveness on the market, due to the shift in demands 

that employees today are craving from their employers. 

Earlier research on work-motivation can be traced back to the beginning of the 20th century. 

The Hawthorne-studies, conducted in 1924-1932 by Roethliesberger and Dickson (1939), can 

be viewed as the beginning of modern work-motivational studies. The studies of work-

motivation has evolved since the times of monotonous hard labour and many scientist have 

formed their theories about what makes the workers motivated in the daily tasks. Today many 

scientist are focusing on the fact that the individuals in the work-force can influence their work-

place, and with this act create a surrounding that increases the joy of labour and the commitment 

to the company in which they are employed (Belias & Koustelios, 2014).  

In Sweden it was the professor in social-psychology Bertil Gardell that started the work of 

investigating work-conditions in the 1970s (Gardell, 1976) that began the interest of work-

motivation in the country.  

The studies on intrinsic and extrinsic motivation has given much emphasis on which one is the 

optimal motivation for workers, and in what degree individuals are divided in between the two 

in what arouses their work-motivation (Ryan & Deci, 2000). Porter and Lawler (1968) was 

among the first to state that people should be motivated both intrinsically and extrinsically, 

according to them this would yield the optimal motivation for employees. Porter and Lawler´s 

(1968) opinion was that people’s job´s should be made interesting in order to satisfy intrinsic 

needs that include the need for challenge and achievement. Also should the workers be 

promoted for a job well done, and receive monetary rewards thus providing extrinsically 

motivation (ibid).  

Committed workers help companies work towards their goals and their values (Lau & Huang, 

1999) and may provide a competitive advantage for a company (Barney, 1991; Mak & Sockel, 

2001). By keeping the personnel motivated companies are enabled to hold on to their human 

capital, and therefore they do not need to bother with new recruitments to their work-force. Due 

to the risk of a long and costly recruitment processes of personnel, keeping employees 

motivated will result in savings for companies. 
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Much effort has also been put into finding the perfect motivation for all people employed 

(Belias & Koustelios, 2014) and defining the differences in extrinsic and intrinsic motivation 

and which one can lead to the ideal long-term motivation for workers. Most researchers use 

intrinsic and extrinsic motivational-study merely as a means to achieve knowledge on how a 

particular occupational group is motivated (Mirabela-Constanta & Maria-Madela, 2011, Wong-

On-Wing, Guo & Lui, 2010), and not using it as a tool to achieve greater knowledge in building 

a bridge between leadership styles and different types of motivation for workers. Also, several 

studies on how the diverse models for motivating should be utilized for optimal work-

motivation are being produced (Deci & Ryan, 2008, Gagné et al., 2014). However, there exist 

a gap of combining the results that are found in the studies of intrinsic and extrinsic motivation 

with the different leadership styles. Combining the two, and not exclusively study one may lead 

to an improper result. Leaders and followers act together and should therefore be studied 

together and not as separate entities and the combination of the two, leadership and motivation 

has not been emphasised in any great manner. According to Locke (1978) there are a number 

of ways a leader can utilize motivational elements in order to motivate staff. Therefore should 

leaders never allow a situation of where unmotivated personal exist. Instead of standing idly by 

ought leaders identify the causes for lack of motivation and address its causes. By doing so can 

leaders create, and sustain, a highly motivated work-force, that can contribute to the company’s 

long-term goals and values. The method, in which this can best be approached is the main focus 

of this thesis. 

The knowledge gap that the authors have detected is the relationship between the diverse 

leadership behaviours and its effect on intrinsic and extrinsic motivation of the followers. 

Previous research that have studied our theoretical problem have focused their research on 

leadership and motivation as separate objects (Avolio, Bass & Jung, 1999; McClesky, 2014; 

Ryan & Deci, 2000), or combination of the subjects but not in the same extent (Chaudhry, Javed 

& Sabir, 2012; Conger, Kanungo & Menon, 2000), or not in the same context (Buble, Juras & 

Matic, 2014), or with another method (ibid). This thesis aim is to provide information that the 

different leadership behaviours have varied impact on the various motivation for employees. 

During the continuous work with this thesis the authors will interview booth leaders and 

employees in a number of Swedish organisations and analyse their responses. Our theoretical 

basis to analyse the respondent’s answers will be the transactional and transformational 

leadership styles on intrinsic and extrinsic motivation on the followers of said leader. The 

authors will analyse if the leaders show more transactional behaviour or transformational 

behaviour in their job. After this the authors will analyse the followers in what types of 

motivation that they are most motivated by, intrinsic or extrinsic motivation. By doing so the 

authors will be able to present a result providing information on what type of leadership style 

that can influence the followers in the optimal long-term motivation, thus supplying relevant 

data to interested companies and hopefully giving significant information to help companies to 

end the cycle of failing motivation in the Swedish work-force.   

1.3. Research question 

How does the transactional and transformational leadership styles effect intrinsic and extrinsic 

work-motivation of their followers?  

1.4. Purpose 

The purpose of this paper is to study the transactional and transformational leadership styles 

effect on follower extrinsic and intrinsic work-motivation when current studies on the subject 

mainly focuses on the different leadership styles effect on followers and their motivation, and 

not focusing on intrinsic and extrinsic work-motivation. The study will be done in order to 
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contribute to the research field of leader’s styles to manage follower intrinsic and extrinsic 

motivation as separate motivations in Swedish organizations and lift the importance of the 

different motivations. The authors are curious of how the different leadership styles act in 

practice to lift the motivations of followers and by the help of previous research attempt to gain 

knowledge and understand in which way they do it and why they act in that way. This study 

intends to contribute to the understandings of transactional and transformational leadership 

behaviours focusing on follower different motivations and their following effects of the 

outcome, and fill the knowledge-gap within the field in order to gain knowledge in the field of 

leadership and motivation that leaders can use in practice when handling followers in their daily 

work. During this process the authors also developed a conceptual model to clarify the chosen 

problem area.  

1.5. Delimitations 

Context 

The firms that have been a part of our study is medium sized or large with international 

connections, located in Sweden. They are B2B companies, selling their products mainly to other 

companies. The reason for this is that when a company reaches a certain size the acquire middle 

managers (Torrington & Weightman, 1987), and this contains of several formal leaders. In 

smaller companies the informal leaders can have a greater place in the companies, where the 

culture has not matured in the same way as in a larger company. 

Leadership and motivation 

This study is limited within the area of transactional and transformational leadership styles and 

work-motivation. The study of this problem seeks to define motivational relationships between 

leaders and followers in medium sized and large Swedish companies.  

Attitudes is a subject of great importance when studying follower motivation. However, the 

authors have chosen to disregard the subject of attitudes. This choice is founded upon the notion 

that in order to answer the research question the authors must direct their full attention on the 

subject of leadership and motivation.     

Perspective 

This thesis follows both the leader’s perspective and the follower’s perspective since the authors 

will explore the interaction of leaders effect the follower’s different motivations towards their 

work. 

1.6. Definitions 

Motivation, “To be motivated means to be moved to do something”, (Ryan & Deci, 2000). 

Follower, In this thesis followers refers to individuals that do not have responsibility over other 

personnel and that are delegated tasks by a formal leader. 

Leader, “leaders plan, organize, provide direction, and exercise control over organizational 

resources, material and human, in order to achieve the organization’s objectives”, (Kanungo, 

2001). 

Leadership, “Leadership is the process of making sense of what people are doing together so 

that people will understand and be committed”, (Drath & Palus, 1994, pp. 4).  

Only formal leaders will be studied in this thesis, the authors will not include informal leaders.  
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2. Frame of reference 

To get an overview on the concept of motivation and leadership we will now present some of 

the foundations in the research of motivation and leadership combined with contemporary 

research. 

2.1. Leadership 

There are different leadership styles that leader utilizes in their daily work. Here we will present 

the leadership styles that we will examine in this thesis.   

2.1.1. Leadership styles 

There exists a range of different leadership styles which are distinguished by different 

orientations. In order to understand leader’s delegation process the different orientations need 

to be examined in detail (Bass & Avolio, 1994, pp. 12). Transactional and transformational 

leadership styles was founded by Burns (1978) and the means and metrics were constructed by 

Bass (1985). Transformational and transactional leadership styles are examined and describes 

in their specific characteristics. However there are no full-range characteristics of any leader 

that exist in practice, combinations of behaviours are used to some extent (Breevaart et al., 

2014), which explains that characteristic behaviours for transactional and transformational 

leaders are complementary to each other and not opposite (Laohavichien et al., 2009). This 

concludes that every each individual in a leading role reflects a unique approach in its way to 

lead others.  

2.1.2. Transactional leadership 

Transactional leadership is based on expected instrumental values between the leader and the 

follower that are connected to each individual needs (Bass & Avolio, 1994). The relationship 

is expressed with social transactions that has an instrumental value (Yukl, 1998) as for example 

salary, bonuses and other specific rewards that have a monetary value. To fulfil its purpose of 

creating mutual satisfaction among both parts, the relationship must find equilibrium within the 

restricted economical context it interacts and exists in (Bass & Avolio, 1994, pp. 13; Burns, 

1985, pp. 258). The primary characteristics of transactional leadership is that transactional 

leaders work with followers in teams to develop specific and clear goals, which transactional 

leaders ensures to reward when goals are met and satisfactorily performed by the followers 

(Breevaart, et al, 2014). Bryant (2003) argues that the use of giving and promising rewards earn 

its purpose to increase followers effort in their work which refers to the responsibility of 

transactional leaders to followers immediate self-interests while working. And are there any 

follower-needs to achieve, then the transactional leader meets these needs (Bryant, 2003).   

The transactional leadership is based on contingent reinforcement and is composed by four 

behavioural factors: contingent reward, active management by exception, passive management 

by exception and Laissez-faire leadership (Avolio et al., 1999; Bass & Avolio, 1994, pp. 4).  

Contingent reward 

The leader set goals and formulate agreements on expected outcomes of followers 

performances, which will be rewarded by leaders if the expectations are met and satisfies the 

leader with reaching the goals (Bass, 1998; Burns, 1985; Harris & Russell, 2013). The reward 

is used as an incentive for followers to perform satisfactorily and obtain the leaders set goals, 

however if goals are not met and not satisfactorily performed, the leader will punish follower 

for their bad performance of the activity (Barbuto, 2005) and this is a way for leaders to 

recognizes followers achievements (Bass & Avolio, 1994). It is necessary for leaders to ensure 
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their followers what requirements that is needed and what expectations that is set to obtain the 

rewards in order to fulfil the agreement (Harris & Russell, 2013; Walumbwa, Wu & Orwa, 

2008). Contingent reward leadership behaviour is delegating challenging tasks to followers in 

some extent (Breevaart, et al., 2014; Bryant, 2003). 

The contingent reward system is used in order to influence motivation to the followers (Yukl, 

1998, pp. 326) and is stimulating the followers if the task given to perform are sufficiently 

challenging (Breevaart, et al., 2014; Bryant, 2003). Followers are valuing the reward of a task 

by how challenging it is (Bryant, 2003). The contingent reward leadership behaviour effects 

followers’ motivation to tasks and in turn effects their work-performance (Camps & Torres, 

2011). 

This means that a reward given for a specific task that have a low challenging degree is not 

worthless, but instead a reward becomes more meaningful when the performance is more 

challenging (Breevaart, et al., 2014; Bryant, 2003). If followers intelligence is not stimulated 

by their work-tasks, leaders and the firm risks to lose followers to other areas and companies 

where they are able to utilize their effort in sufficiently challenging performances (Bryant, 

2003).  

Studies have shown that leaders who manage punishments and rewards as contingent 

reinforcement properly will increase follower work-performance and satisfaction, and those 

leaders who do not manage them is likely to create dysfunctional effects as declining employee 

productivity (Camps & Torres, 2011). This argument is supported by Waldman (1994) who 

argues that transactional leadership may effect quality performance negatively in an 

organization because of individuals focus on their own goals instead of the organizations. 

Despite this, Laohavichien et al., (2009) have proved that transactional leadership can improve 

quality performance through their contingent reward and punishments, since they encourage 

followers to pursuing goals. 

Management-by-exception 

Management-by-exception is portrayed in two varieties of behaviour, one which is active and 

one passive (Bass & Avolio, 1994, pp. 4). 

Active 

Active management-by-exception relates to leadership behaviours that actively supervises 

when discrepancies from standards occur, not otherwise, which for instance might be mistakes 

done by the follower and certain difficulties in how the task is performed (Breevaart, et al., 

2014; Harris & Russell, 2013). Active management-by-exception behaviour is therefore taking 

necessary corrective actions in order to resolve the situation with a specific plan, and after 

followers performed tasks the leader uses contingent reinforcement with rewards or 

punishments to reflect the quality of follower’s performance (Barbuto, 2005; Bass & Avolio, 

1994, pp. 4). 

Passive 

Passive management-by-exception behaviour on the other hand do not supervise followers in 

the same way as the active form (Harris & Russell, 2013). The passive management-by-

exception do not have any predominant plan of actions, this implies of waiting for mistakes or 

errors to be done, and correcting them afterwards instead of intervening in the middle of the 

action performed by followers (Barbuto, 2005; Bass & Avolio, 1994, pp. 4). Basically the major 

differences between active and passive form of management-by-exception is that active 

management-by-exception leadership is actively and regularly seeking for errors in the task-

process in order to impede them from occurring again, while the passive form do not have the 
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same proactive mentality when it comes to problems in the work-process (Barbuto, 2005; 

Breevaart, et al., 2014). 

The followers of active and passive management-by-exception leaders are not encouraged to 

grow as a persons, neither are their job-performances (Barbuto, 2005). These behaviours 

impedes creative problem solutions by followers which results in non-autonomous followers 

who have to call for the leader when non-routine circumstances appears (Barbuto, 2005; 

Breevaart, et al., 2014).      

Laissez Fair 

Barbuto (2005) argues that Laissez Fair does not actually relate to leadership, as it is an 

expression of the absence of leadership. The Laissez Fair leadership style is by definition the 

most inactive leadership and symbolizes the avoidance of leadership which is known to be the 

most ineffective styles to lead (Bass & Avolio 1994, pp. 4). The purpose for leaders of acting 

with this behaviour is to abdicate responsibilities and avoiding decision making (Chaudhry & 

Javed, 2012). The authors chose to not develop this further since the Laissez Fair leadership 

behaviour is uncommon in the empirical context that this thesis will take place. 

Sum-up Transactional leadership 

As long as both leader and follower are satisfied in their position the relationship will continue, 

however as interests and preferences may change it risks to create a situation where the 

interactions among the parts possibly can be disturbed and break up (Bass & Avolio, 1994, pp. 

13). Leaders with a transactional orientation are actively using rewards as an incentive to the 

follower for his/her own intentions (McCleskey, 2014). The rewards may be promises, gestures 

(Burns, 1985, pp. 258), salary or other bonuses that functions as a payment for the work done 

by the follower (Mitchell & Mickel, 1999) and the leader uses it as a recognition of follower 

performances. The authors chose to present this leadership style since it has received a lot of 

attention of scholars and is one major leadership style and the authors believe that this kind of 

leadership is present in todays practice when it comes to run businesses. 

2.1.3. Transformational leadership 

Transformational leadership on the other hand is about how the leader take the followers into 

account and developing them individually (Bass & Avolio, 1994; McCleskey, 2014) with 

purpose of transcending short-term goals and focusing on intrinsic needs (Bass & Avolio, 

1994). To be able to perform in this way as a leader they need the ability of adapting to shifts 

in followers’ beliefs, values, needs, and capabilities must be handled (Bass & Avolio, 1994, pp. 

12).  

The transformational leadership consists of four behavioural factors that reflects their 

behaviour: idealized influence, also called charismatic leadership, individual consideration, 

inspirational motivation and intellectual stimulation (Bass, 1985; Bass & Avolio, 1994, pp. 3; 

McCleskey, 2014; Yukl, 1998, pp. 326).  

Charismatic leadership 

Idealized influence, also called charismatic leadership, is a behaviour of the transformational 

leadership (McCleskey, 2014) and the authors will call this behaviour charismatic leadership 

from now on in this thesis.  

The charismatic leadership behaviour have a strong connection and emotional appeal with the 

feelings and values of the followers, which is shown in their social environment skills and this 

is something a charismatic leader is said to be a master of (Khatri, Templer & Budhwar, 2011). 
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Charismatic leadership behaviour bring strong emotions as admiration, respect and 

trustworthiness to the followers by for example placing her own needs aside in order to deal 

with followers needs first (Barbuto, 2005; Bass & Avolio, 1994, pp. 3; Yukl, 1998, pp. 326). It 

is rarely that a transformational leader with the charismatic leadership behaviour uses power in 

order to serve personal interests and this leader can also be considered to prove high standards 

of ethical and moral conduct (Bass & Avolio, 1994, pp. 3). 

The result of this behaviour is that followers attribute certain qualities of the leader and sees the 

charismatic leader as a role model which they identify themselves with and wish to emulate 

(McCleskey, 2014). Several scientists and scholars believe that charismatic leadership 

behaviour have the ability to reach higher levels of satisfaction and motivation among its 

followers (e.g. Bass, 1985; Conger, Kanungo & Menon, 2000). The process of personal 

identification makes the charismatic leader behaviour able to influence follower’s satisfaction 

and motivation and setting high expectations on follower performances, but also giving them 

the confidence in the performing task which enables a higher level of follower commitment, if 

goals are realistic and attainable (Yukl, 1998, pp. 299).  

There is an underlying purpose of not ensuring your own needs first, leaders with charismatic 

behaviour aims to motivate people to transcend their self-interest in order to achieve the best 

for the team (Bass, 1985, pp. 64). 

Trust, effort and commitment is found to be significantly related to the relationship between 

charismatic leaders and her followers (Barbuto, 2005) and this emotional-based leadership is 

told to be the way to followers hearts (Khatri et al., 2011).  

Charismatic leadership is built on a construct where the leader foster dependency relationships 

with followers with a need of power, and where the followers show a great deal of commitment 

(Barbuto 1997; Yukl, 1998, pp. 299). These are the results of the charismatic leadership 

behaviours ability to articulate and formulate a vision that is inspirational with actions and 

behaviours that gives an extraordinarily impression of the collective mission (Conger et al., 

2000). 

Inspirational motivation 

In order to motivate and inspire its followers, the transformational leader uses inspirational 

motivation. The behaviour is made through communicating expectations and a clear appealing 

vision for the followers that they want to meet, which displays signs of shared vision, values 

and commitment to goals (Bass & Avolio, 1994, pp. 3; Yukl, 1998, pp. 326). This behaviour 

consists of providing the followers with challenges and meaning in their work-life (Bass & 

Avolio, 1994, pp. 3). 

The inspirational motivation behaviour contains of two key concepts (Bass, 1985). The first is 

the image-based approach of sense-making in its behaviour and the second is the concept-based 

approach which clarify the strategic direction (Bass, 1985; Conger, 1991). The two concepts 

explain how mental images are used by leaders with this behaviour in order to portray an 

idealized future with related challenges of certain standards (Bass, 1985; Conger, 1991). 

To increase followers understanding and awareness of mutual goals the inspirational motivation 

behaviour uses metaphors, symbols and emotional appeals, which in turn measures vision 

(Densten, 2002).  

The two key concepts the behaviour is motivational for followers to attain desired outcomes 

(Bass, 1985; Conger, 1991) and with this leadership behaviour subordinates tend to be willing 

to accept larger risks (Bass, 1985, pp. 66). Followers are by this leadership behaviour feeling 



  

12 

 

meaning in their work-life (Bass & Avolio, 1994, pp. 3) and encouraged to perform beyond the 

ordinary with extra effort (Densten, 2002). This behaviour creates a team spirit where optimism 

and enthusiasm are shown by the followers (McCleskey, 2014). 

Densten (2002) found that the image-based inspirational motivation is more effective in short 

term than the concept-based when it comes to encourage extra effort from followers and that 

concept-based inspirational motivation might influence into long term outcomes. 

Intellectual stimulation 

The intellectual stimulation leadership behaviour uses followers earlier earned knowledge and 

implementing them to new situations with new solutions and questioning assumptions (Bass & 

Avolio, 1994, pp. 3; McCleskey, 2014). This behaviour is made by giving followers the 

necessary tools for processing the new situations and find proper solutions for them (Bass & 

Avolio, 1994, pp. 3). Even though the follower’s thoughts and suggestions to a certain solution 

differ from the leaders, the leader do not criticize the follower since this leadership behaviour 

encourage to act in this way (Bass & Avolio, 1994, pp. 3; Yukl, 1998, pp. 326). 

By this leadership behaviour the followers get stimulated effort and creativity (Bass & Avolio, 

1994, pp. 3; McCleskey, 2014) and are able to manage the process of addressing problems and 

find solutions for current situations (Bass & Avolio, 1994, pp. 3). Through the intellectual 

stimulation leadership behaviour are followers able to view problems in new perspectives which 

increases their awareness in their work context (Yukl, 1998, pp. 326). This leadership behaviour 

also allows followers to solve problems in new ways, with their enthusiasm and creative 

thinking even though the solution differs from the leader’s solution to the same problem (Bass 

& Avolio, 1994, pp. 3). The transformational leader focuses on the follower’s strengths and 

works to develop them (McCleskey, 2014).  

This behaviour of leaders will effect the social environment of the group, the behaviour tend to 

make followers identify themselves with the workgroup (Hobman, Jackson, Jimmieson & 

Martin, 2011). 

Individualized consideration 

The fourth and last behavioural factor of the transformational leadership is individualized 

consideration (Bass & Avolio, 1994, pp. 3; Yukl, 1998, pp. 326). 

This factor is recognized by the leaders’ supportive, encouraging and coaching behaviour, and 

that the leader pay special attention to each followers needs due to their achievement and growth 

(Bass & Avolio, 1994, pp. 3; Yukl, 1998, pp. 326). The individual is of great importance for 

transformational leaders in the individual consideration behavioural factor, it means that 

individual differences are accepted and supported, encouragement and coaching is given to 

followers and is based on each individuals traits and skills (Bass & Avolio, 1994, pp. 4). This 

behavioural factor seeks to discover what motivates each individual follower (Rafferty & 

Griffin, 2006) and by supportive and developmental leadership mentoring them in their work-

life. Supportive leadership activities aims to provide followers with appraisal, instrumental 

emotional and informational support (House, 1981). Mainly the supportive leadership is 

concerned with followers’ emotions and involves provision of evidence of liking, sympathy 

and caring and listening (Rafferty & Griffin, 2006). Developmental leadership behaviour 

includes for example career counselling and observation of followers progress in work as well 

as encouraging them to attend at courses (Bass, 1985) 

The individualized consideration behavioural factor effect follower’s achievement and growth 

(Bass & Avolio, 1994, pp. 3; Yukl, 1998, pp. 326). This behavioural factor is effecting the 
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development of the followers and increases their performances to their full potential since the 

leaders purpose of acting in this way is to reach higher levels of followers potential (McCleskey, 

2014). 

Interactions between leaders and followers are personalized where the leaders do not have focus 

on the instrumental value of the employees, and instead sees the individuals as persons that they 

can have communications with and together solve problems (Bass & Avolio, 1994, pp. 4). This 

leadership behaviour regards to the relationship between subordinates and superiors where they 

consider themselves and each other’s as individuals and not only valuing the relation as a pure 

instrumental exchange (Yammarino & Dansereau, 2002). Although the positive sides to the 

transformational behaviours, the specific developmental and supportive leadership behaviours 

are hard to measure in follower outcomes (Rafferty & Griffin, 2004).  

Sum-up transformational leadership 

The transformational leadership may indeed seem as the most optimal leadership style since 

it´s organic philosophy of the relation between leader and follower (Bass & Avolio, 1994, pp. 

12; Burns, 1985, pp. 252). However there has been criticism against the transformational 

leadership style and the leadership style have been described as not universal and not always 

the most efficient (McCleskey, 2014). This have to do with that the transformational leadership 

needs to be seen in all levels of an organization in order to be successful in a way that the 

transactional leadership is not referring to develop motivation and building trust to gain the 

followers fully potential (Avolio et al., 1999). The authors have chosen to present this 

leadership style because of its wide attention in previous studies and since it is considered as 

one major leadership style, and they also believe that the transformational leadership style 

behaviours are present in todays practice when it comes to run businesses. 
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In this model inspired by Bass and Avolio (1990) the transformational and transactional are 

visualized. The authors have chosen to display the two kinds of leadership with the certain 

behaviours and how it is connected to the actual leadership.  

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2.1. Transformational and Transactional leadership 

Inspired by Bass and Avolio (1990). 

 

2.2. Motivation  

The definitions of motivation is numerous, and there is no exact consensus of the actual 

meaning of motivation. Several researcher has tried to give an explanation on what motivation 

is and their explanations vary. Whilst working on a scientific thesis the authors are obligated to 

choose and the authors of this thesis have chosen to define motivation according with Ryan and 

Deci (2000), “To be motivated means to be moved to do something”. 

Needs is a part of motivation according to Maslow (1943, 1987). Maslow (1943, 1987) explains 

that human motivation has a hierarchal structure that he called the hierarchy of needs, which 

can be used to identify motives and behaviour in individuals (Kanfer, Chen & Pritchard, 2008, 

pp. 6). There exist at least five basic needs according to Maslow (1943, 1987; Burns, 1985, pp. 

66), which all individuals uphold. The five needs are: physiological, safety, love and belonging, 

esteem, and last self-actualization. That a person have different needs in their life is important 

for a company to recognize in order to influence people´s work behaviour (Kossek & Misra, 

2008, pp. 492).  

Herzberg, Mausner and Snyderman (1999) argues that motivation on the work-place can be 

divided into two separate things, motivators and hygiene factors. Hygiene factors relate to 

extrinsic motivation that people can experience in the job context (Erez, 2008, pp. 511). 

Herzberg et al. (1999) argues that hygiene factors themselves do not motivate people, however, 

if not present they may cause dissatisfaction on the work-place. Examples of hygiene factors 

are salary, company policy, working conditions, administration, supervision, job security, status 
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and interpersonal relations with supervisors, peers and subordinates (Latham, 2007, pp. 38). 

Motivator factors relate to intrinsic motivation that people can experience in the job context, 

and can satisfy a person’s need for self-actualization in the work-place. Examples of motivator 

factors are the work itself, achievement, advancement, recognition, responsibility and 

possibility of growth (Herzberg, 1968; Latham, 2007, pp. 38). 

Both motivators and the hygiene factor can serve for the needs of the employee, however it is 

mainly the motivators that can cause satisfaction on the work-place and uplift the performance 

for the worker (Latham, 2007, pp. 38). Motivators can cause positive attitudes towards work 

because they satisfy the workers need for self-actualization, which according to Maslow (1954, 

1987) is the individual’s ultimate goal. The hygiene factors, translated as the lower levels of 

needs, and the motivators translated to the higher levels of needs. 

 

 

 

 

Figure 2.2. Hierarcy of needs and two factor theory 

This model displays how Maslows (1943, 1987) hierarchy of needs and Herzberg et al. (1999) 

two factor theory can be linked together. Hygiene factors can be derived to the three lower level 

of needs and the motivators to the two higher level of needs. 

From this introduction of the elemental prior knowledge of motivation this thesis now will move 

in to the central part of the theoretical chapter concerning follower motivation.  

2.2.4. Intrinsic motivation 

Intrinsic motivation is in its simplest definition doing an activity for the inherent satisfaction 

with one’s desire of performing a task for its own sake, instead of doing it for other separable 

consequences (Bénabou & Tirole, 2003). The action in itself does not need to lead to any reward 

with instrumental value, the greatest reward is the action itself (Amabile et al., 1994; Ryan & 

Deci, 2000). This does not mean that an individual driven by intrinsic motivation will seek no 

reward, it just means that the driving-force behind the search for a reward is different (Amabile 
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et al., 1994; Amabile, 1997). There can also be great differences in the sought rewards (Pascual-

Ezama, Prelec & Dunfield, 2013). Sought-after rewards have a great range, it can be straight 

monetary rewards, but also recognition for a job well done and social contact, more 

responsibility, greater freedom in the line of duty, avoiding a penalty of some sort or just simply 

a pat on the shoulder from a smiling leader (Dysvik & Kuvaas, 2012; Mitchell & Mickel, 1999; 

Pascual-Ezama et al., 2013).   

Amabile (1997) argues that a person which is driven by intrinsic motivation when they seek 

satisfaction, fun, curiosity, enjoyment, self-expression, interest or personal challenge at their 

job. These driving-forces are expressions from within a person, and the person seeks to be 

motivated by preforming a task that in itself is enjoyable. It is in the nature of the task the 

enjoyment lies, so it is not given that a person that is driven by intrinsic motivation is fully 

motivated by every activities at hand, it is certain activities that fill the person with a desire to 

complete the task for the joy of the process and the completion of said mission (Ryan & Deci, 

2000). Intrinsic motivation is more easily found in artistic lines of work (Amabile et al., 1994). 

To be given the opportunity to express one-self in the work-environment is not an opportunity 

given to all workers of the world, many people have monotonous jobs that give little-or-non 

intrinsic satisfaction (Ryan & Deci, 2000).  

It is also the natural motivational tendency that is the critical element in development of 

individuals cognition, socialization and physics (Ryan & Deci, 2000), since the actions that are 

based in human intrinsic motivation are made through one’s inherent interests which enables 

knowledge and skills to grow into a long run motivation (Bénabou & Tirole 2003). Cho and 

Perry (2012) argues that it is the inherent driving-force of intrinsic motivation that makes it a 

powerful driver for human behaviour which Amabile et al. (1994) agrees with. 

When being intrinsically motivated individuals feel wholly autonomous and volitional which 

represents a prototype on the optimal stage of self-determination. Intrinsically motivated 

behaviour of an individual is an experience of that they express themselves without any external 

input at all (Deci, Ryan & Williams, 1996; Dysvik & Kuvaas, 2013).  

A study made by Ryan and Deci (2000) describes intrinsic motivation as one unique trait, 

because not everyone is intrinsically motivated for any or all particular task, which results in 

that some individuals becoming more motivated by external factors (Calder & Staw 1975; 

Kreps, 1997) for instance money (Mitchell & Mickel, 1999). Ryan and Deci (2000) also 

describes intrinsic motivation as it exists within the individual and in another sense the conduct 

of intrinsic motivation is based in relation between individuals and activities. 

Intrinsic motivation comprises a complex conception of psychological processes which entails 

problematics in measuring the actual inherent driving-force (Vroom, 1995). Intrinsic 

motivation is basic in all humans, it characterizes everything we do. This is so because since 

the time of birth for all humans, we are playful, active, curious and inquisitive creatures (Ryan 

& Deci, 2000). In the beginning of life people show a great interest in exploring and learning 

new tasks. According to Vansteenkiste, Lens and Deci (2006), this natural motivation is critical 

in the social, cognitive and psychological development for humans. Through these actions 

people inherent interest that later in life develops into specific skills and knowledge (Ryan & 

Deci, 2000). Although this internal motivation exist mainly within people, it can also exist in 

the relationship between people and certain activities (Ryan & Deci, 2000), meaning that people 

are motivated by some tasks and not by others, it depends on the task at hand. Individuals that 

are intrinsically motivated by a special task search for satisfaction by completing the task, thus 

being rewarded by their inner satisfaction (Bénabou & Tirole, 2003). Furthermore, Ryan and 

Deci (2000) argues in their study that social contextual conditions that supports a individuals 
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feelings of competence, autonomy and relationships are the foundation for maintaining intrinsic 

motivation.   

2.2.5. Extrinsic motivation 

It is of great importance to know that intrinsic motivation have great influence on human 

attitudes against certain activities, but most of the activities people do are not based in their 

intrinsic motivation (Ryan & Deci, 2000). When individuals are not intrinsically motivated 

there is other motivators who drives them in one direction instead of another, these motivators 

are based in the external environment that people relates to (Gagné & Deci, 2005).  

Extrinsic motivation is a construct that applies to a completed activity or task in order to achieve 

an outcome to the specific activity (Amabile, 1993; Deci et al., 1996; Ryan & Deci, 2000). 

Although people can have both intrinsic and extrinsic motivation, it is essential to recognize 

their divergence.  

The contrast to intrinsic motivation, witch motivates by preforming an activity and the 

enjoyment of the work itself, extrinsic motivation motivates by the achievement of the 

instrumental values of a preformed task and the outcome from a performed activity (Amabile 

et al, 1994; Ryan & Deci, 2000).    

In the beginning of a human life, intrinsic motivation is higher than extrinsic, but as a child 

grows up, extrinsic motivation grows and begin to have a greater impact on the human being 

(Vansteenkiste et al., 2006). The social demands we have created in our society goes hand in 

hand with the increasing rate of extrinsic motivation, the requirement of individuals to assume 

responsibility for non-intrinsically tasks in for example school or in daily chores in the home 

environment (Ryan & Deci, 2000). These responsibility’s grows with the individual under the 

duration of a life, and strictly speaking, most things humans accomplish during a life is not 

intrinsically motivated, but rather extrinsically motivated (Ryan & Deci, 2000).   

Consequences of an activity performance can assume both hard and soft means, for example a 

reward may be monetary rewards (Mitchell & Mickel, 1999), promotion in the work context 

and skills improvement (Kreps, 1997) or the fact that you act in one way to avoid conflicts with 

your colleagues which might also give you the reward of making new friends and networks 

(Locke & Latham, 2004; Deci et al., 1996). The range is quite extensive.  

There are differences between symbolic rewards, actual rewards, group rewards. There exist 

many diverse rewards that a leader and company can choose when rewarding its employees. A 

symbolic reward could be a pat on the shoulder by the leader when preforming a task well done. 

An actual reward could be manifested by receiving bonus check, promotion, some extra 

vacation-days, getting a gift-certificate, or just being bought lunch by the leader or the company. 

Group-rewards is when the whole group gets rewarded for their joint efforts, and not the 

individuals in the group (Kreps, 1997). 

Extrinsic motivation may not always be positive, for instance a reward for a good performed 

job, it may also be a threat of a punishment that will be the outcome from a poor performance 

(Calder & Staw 1975; Deci & Ryan, 2000). For example, a student might be extrinsically 

motivated to study since the person value the outcome which is knowledge a lot, it may lead to 

greater opportunities in the future work-life. However it is also possible for extrinsic motivation 

to have its base in the threat of not attaining the criteria for a school-project, which may lead to 

the consequences of sanctions from parents and therefore the student avoid this outcome and 

behave in school. 
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Amabile et al. (1994) show in their study that persons driven by extrinsic motivation have 

shown to be more impatient, lower levels of creativity and poorer incidental learning compared 

to persons intrinsically motivated. The reasons may vary, however an intrinsically driven person 

will look for duties that can attract their intrinsic motivation, as well as an extrinsically 

motivated person will do the same, thus becoming motivated (Amabile, 1997).  

 

Figure 2.3. Intrinsic and Extrinsic motivation. 

 

2.3. Towards an integrated conceptual analysis model 

We will now combine the leadership theories with the motivational theories in to show how 

intrinsic and extrinsic motivation interacts with the different leadership behaviours.  

A person’s motivation does not consist of exclusive intrinsic or extrinsic motivation, it is not 

two different sides of one coin, it is the same side of the coin, like ying and yang, they exist and 

work together, and they also work against each other (Amabile, Hill, Hennessey & Tighe, 1994; 

Amabile 1997; Kreps, 1997). In the same way as both intrinsic and extrinsic motivation consist 

within a individuals motivation the presented leadership behaviours are in some extent a 

mixture and used together (Breevaart et al, 2014), and in this way is it possible for certain 

combinations of leadership behaviours to attract different amount of intrinsic and extrinsic 

motivation. 

An individual that is mostly driven by intrinsic motivation is driven by motivation from within, 

however this does not mean that no extrinsic motivation exist (Amabile et al., 1994; Amabile 

1997; Kreps, 1997). Artist that work in an creative environment, playing music, painting 

paintings or making pottery have an strong intrinsically interest in their artistic problems at first 

hand, but also have extrinsic motivation on recognition from their peers, signing a great record 

deal and make millions. This means that one type of motivation does not need to undermine the 

other (Amabile et al., 1994; Amabile 1997; Kreps 1997). The transformational leadership could 

for example allow high levels of autonomy by her followers that could create a creative work 

environment (McCleskey, 2014; Yukl, 1998, pp. 326). However this behaviour is not always 

fully motivational for followers in a work context since people have certain expectations of a 

job (Vroom, 1995), for example a pay check that is an external mean which could be considered 

as a contingent reward, that is used by transactional leaders (Kreps, 1997; Lazar, 2000). 
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Therefore bonuses and other external means could be used by leaders who want to motivate 

their followers extrinsically (Dysvik & Kuvaas, 2013). 

Transformational leaders seeks to discover and supplying followers with right resources in 

order to get them motivated at work (Rafferty & Griffin, 2006). The behaviour could be a 

possible way of addressing each individual needs in order to fulfil work-tasks since the leader 

with this behaviour accept and support individual differences, they also encouraging and 

coaching followers based on their individual skills and traits (Bass & Avolio, 1994, pp. 4). 

Of course there are several ways that extrinsic motivation and intrinsic motivation have a 

negative effect on each other (Calder & Staw, 1975; Gagné & Deci, 2005). To use incentives 

or external means in a wrong manner on individuals driven by intrinsic motivation can reduce 

the motivation for the task at hand (Bénabou & Tirole, 2003; Gagné & Deci, 2005). This could 

be expressed by the transactional leadership (Bass & Avolio, 1994, pp. 4) which fosters more 

control of her followers and when followers need to be autonomous or non-controlled in order 

to get motivated this is a good example. Otherwise contingent rewards, a transactional 

behaviour, which is given for a certain performance can be lower than expected from the 

follower perspective which in turn gives a negative effect on follower motivation that would 

effect the performance done by the employee (Vroom, 1995).  

People will react when they are given the wrong extrinsic incentive on a chore that is, from the 

start, driven by intrinsic motivation. If a person thrives in having much responsibility, driven 

by their inner urge to manage things and people, and is given a promotion to increase the 

responsibility with little extrinsic reward for the employee, it is likely that the person will have 

a decrease in their motivation for their job (Bénabou & Tirole, 2003; Calder & Staw, 1975).  

However, it is hard to picture a world driven solely by intrinsic motivation. Without extrinsic 

incentives, why would a worker expend effort on a company’s behalf (Kreps, 1997; Lazear, 

2000). People respond to incentives, and this is a cornerstone in theory of personnel economics 

(Kreps, 1997; Lazear, 2000). So it is given that, in the world we live in, people respond to 

extrinsic incentives, even if driven by intrinsic motivation, it is just a matter of creating the right 

extrinsic incentive so not to dislodge intrinsic motivation. Above described dilemma could be 

caused by a leader with a contingent reinforcement behaviour, a transactional behaviour 

(Barbuto, 2005), when a punishment is made to the employee since it could be to withdraw 

bonuses, company-car or other external means that could be considered to effect employees 

extrinsic motivation. On the other hand a leader that do not use external means in their work-

life is also able to effect employee’s motivational level (Amabile, 1997), as for example a 

transformational leader (Bass & Avolio, 1994, pp. 3).  

To achieve follower motivation it is possible that leaders can use extrinsic rewards (Kreps, 

1997; Lazar, 2000) if followers are attracted of such means. However when there is a lack of 

rewards, leaders who have the ability to inspire their followers are possible to get a similar 

effect of follower sense to the task because inspiration is the feeling of passion, and in this case 

the transformational leader could awaken an intrinsically driving-force by their followers 

instead of offering extrinsic rewards (Kerfoot, 2001).  

Intrinsic motivation in such situation could be the feeling of fellowship when belonging to a 

team, where they have a sense of meaning in their work-life and together are striving toward 

mutual goals (Bass & Avolio, 1994, pp. 3). Replacing all extrinsic rewards with meaningfulness 

in the tasks belonging to work, the transformational leadership could be able to create a 

motivational factor for followers where they feel encouraged to perform with extra effort 

(Densten, 2002) and where they have an enthusiastic and optimistic spirit in their work-life 

(McCleskey, 2014).  
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Although most researchers is in agreement that intrinsic motivation is superior when it comes 

to motivation (Amabile et al., 1994; Amabile 1997; Cho & Perry, 2012). When someone has 

love for their task at hand, the motivation that person feels is hard to establish in any other way 

(Amabile et al., 1994; Amabile, 1997). Intrinsic motivation is superior for a number of reasons 

(Amabile et al., 1994; Amabile 1997; Cho & Perry, 2012), mainly because it is a driving-force 

that has nothing to do with the external conditions. Extrinsic motivation is always dependent 

on external conditions (Deci & Ryan, 2000; Dysvik & Kuvaas, 2012), and therefore is more 

likely to be influenced in a way that the individual can not effect. In order for leaders to achieve 

the most of their followers, the charismatic behaviour of transformational leadership is a good 

example of how leaders can assess follower needs since this behaviour have strong emotional 

appeal and connection with follower’s feelings and values (Khatri, Templer & Budhwar, 2011). 

This enables leaders with such behaviour to parry between changing needs of followers and 

supply them with the means they need in the best possible way, in order to satisfy them (Bass, 

1985, pp. 64). 

However, extrinsic motivation is not to be disregarded as a good source of motivation (Kreps, 

1997; Ryan & Deci, 2000). Many students are motivated by what could come from having a 

degree from a University or Collage, but the actual time spend in libraries and classrooms, all 

the time spent writing papers and presenting materials is not what drives them forward, it is the 

degree from a University or Collage. A degree that can lead to a good job, working with matters 

that is close to their heart, matters that is driven by their intrinsic motivation, the degree is just 

a means to an end, they are driven by extrinsic motivation to reach a point where they can be 

driven by intrinsic motivation. Likewise, a worker can be driven by their extrinsic motivation 

in preforming their job in a good way, and getting a salary, so that they can afford to go fishing 

and hunting, which is driven by their intrinsic motivation. But there is courses of actions where 

leaders can implement new perspectives on work-tasks that increases follower awareness in 

their work context (Yukl, 1998, pp. 326) and might awake the followers intrinsically driving-

force on the way to a solution. A situation like this could be where the leader uses an intellectual 

stimulation of the transformational leader, which means that follower’s earlier knowledge is 

used and implementing them to new situations and questioning assumptions (Bass & Avolio, 

1994, pp. 3; McCleskey, 2014). It could be for example, in the most optimal way, to instruct 

work-tasks for followers that loves fishing with fishing-terms and knowledge from their 

experiences of fishing. In this way the followers could be creative and allowed to solve 

problems in new ways by themselves in current situations (Bass & Avolio, 1994, pp. 3). The 

intellectual stimulation behaviour, a transformational behaviour, of the leader also tend to get 

the followers to identify themselves with the leader, and in turn identifying them with the 

workgroup (Hobman, Jackson, Jimmieson & Martin, 2011). 
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2.4. Analysis model 

The analysis model displays the effect that the leadership behaviours have on intrinsic and 

extrinsic motivation on followers.  

One can consider that the motivation could effect the leader’s behaviour, however the model in 

this thesis will be used to visualize how the transformational and transactional leadership effect 

the follower’s intrinsic and extrinsic motivation.  

The analysis model is based on the theoretical framework that have been presented in this thesis 

and is created by the authors.  

  

 

 

 

 

 

 

 

Figure 2.4. Analysis model.  
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3. Method 

In this chapter the approach of this study will be presented, the pillars on which this study is 

based on.  

3.1. Research approach 

The premise of this study was to gather information on different leadership styles impact on 

follower’s intrinsic and extrinsic motivation. The basis of this thesis is an old framework, the 

theories is already existing. However the authors utilized them in a new way, combining 

theories that have not been combined before in order to explain the outcome. This could be 

argued to be a deductive method (Bryman & Bell, 2011). The authors used existing theories to 

explain what they have encountered in the empirical data. However, since the theories have not 

been studied in the manner that the authors are doing, this thesis is not completely deductive in 

its approach. 

The inductive approach regards a process that starts with the empirical data and from this 

working with the theory (Bryman & Bell, 2011). In this thesis the authors have chosen to not 

start with gathering of the empirical data, they will start with gathering the theories, so by the 

process of eliminations this is not a thesis based on the inductive approach.  

The authors started first with gathering the theories, and then combining them in a way not done 

in the past. Therefore this research approach have one foot based in the old framework, and this 

is regarding the deductive approach. The other foot is based in the combination of theories, 

supplying new information, and this will be done by gathering empirical data and analysing, 

then applying them to the theories and this is regarding the inductive approach. The foundation 

on this thesis will therefore be on the abductive approach, combining booth inductive and 

deductive approach (Saunders, Lewis & Thornhill, 2009). The abductive approach is the natural 

answer when combining two sets of framework into one new where empirical and theoretical 

evidence and vice versa (Saunders et al., 2009). 

This thesis aims to explore the relation between leadership behaviour and follower intrinsic and 

extrinsic motivation outcome in their work context since it never has been done before. In order 

to explore the research area the authors have to describe and explain intrinsic and extrinsic 

motivation within the topic of motivation theory and the behaviour of transactional and 

transformational leadership within the leadership theory first. According to Mattson and 

Örtenblad (2008) it is important to understand the problem before investigating it and note the 

outcome of the problem that we want to explore. To create understandings of the problem 

theoretical information of motivation theories and leadership style behaviours was gathered, 

which were used to empirically analyse the similarities and differences between practice and 

theory. Alvesson and Sköldberg (2008) argues that adjusting old theories and adding new 

theories to fit the empirical data is corresponding to an abductive approach, and the authors 

have worked in this way when analysing the material.  

During our research process the authors have continuously been rewriting the theoretical 

framework of this thesis, within intrinsic and extrinsic motivation and transactional and 

transformational leadership while gathering the empirical data, which is according to Alvesson 

and Sköldbergs (2008) description of the abductive approach. During the process of writing 

with the abductive approach the writers are allowed to reform their work and complete their 

theoretical framework, it is allowed to re-examine the work at hand and during the whole 

process of writing a thesis up-date the work. 
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3.2. Litterateur study  

When selecting what type of approach in this thesis it was of much relevance for the authors to 

contemplate on what data to gather and how to collect it, according with Saunders et al. (2009). 

According to Bryman and Bell (2011) the authors need to find what is known about the subject 

from earlier studies, what methods and strategies have been used in earlier studies, what theories 

are relevant for this study and if there exists a gap that a thesis could fill.  

The topic of transactional and transformational leadership behaviours effect on intrinsic and 

extrinsic motivation was first explored by conducting searches on Summon, Google and Google 

Scholar and there was little result in the field that the authors aimed to conduct the study in. 

The authors expanded their search with using key-words like intrinsic and extrinsic motivation, 

transactional leadership, transformational leadership, leadership behaviour, leadership 

behaviours effect on motivation, to find relevant material to build upon.  

This study relies on old literature as well as more recent literature within the subject. The 

reasons why some older scientific articles and books are used as a basis in this thesis (e.g. 

Amabile, 1993; Burns, 1978; Deci & Ryan, 1985; Porter & Lawler, 1968) is because they are 

viewed as cornerstones in their respective fields, often referred to in other recent studies, 

making them reliable and valid, regardless the age of their studies. This combined with number 

of citations in the scientific articles and the relevance for the key-words is motive for the authors 

for the collected material (Mattson & Örtenblad, 2008).   

3.2.1. Data collection 

There are advantages in using both secondary data and primary data (Bryman & Bell, 2011; 

Saunders et al., 2009). When using more data than the researcher collected for the thesis there 

is more information at hand that can be used to either verify or reject each other.  

3.2.2. Secondary data 

When collecting the secondary data for this thesis, much emphasis was given to finding relevant 

material for our study. Secondary data is data that have been collected for other purposes 

(Bryman & Bell, 2011; Saunders et al., 2009). Although this data has been collected for another 

purpose it can be a useful source of information, as it contains information that can be relevant 

to this study (Saunders et al., 2009). With this said, the secondary data must be approached with 

caution, as all the inherent material does not provide relevant information for our study (Bryman 

& Bell, 2011). The authors must be critical and use the material with caution.  

The authors always had in mind to find the cornerstones in the field of our study, both in 

leadership and motivation, and complement this with more recent studies to create an optimal 

mixture of secondary data. The secondary data have been collected through the search-engine 

Summon that is provided by Högskolan i Halmstad and Google Scholar. Also books have been 

used, provided to the authors via the libraries in Halmstad, Helsingborg, Lund and Malmö, 

through both the university libraries and the city libraries. Also interlibrary loans have been 

utilized, to give the authors access to all the books they found relevant for this thesis within the 

topics of leadership and motivation. The studied companies’ homepages have given the authors 

useful information on the companies’ history. Also some information have been attained 

thought OECD´s homepage, and business-press to give information on economic situation on 

the studied companies.  
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3.2.3. Primary data 

Primary data, contrary to secondary data, is data collected with the intention to be used by the 

researchers gathering the data for themselves (Saunders et al., 2009). In this thesis the authors 

have collected primary data from three different companies, located in Sweden, and conducted 

eight interviews with leaders and followers in said companies. All of the studied companies are 

business-to-business companies, with the majority of their customers are other companies. The 

three studied companies are Coffee AB, Water AB and Paper AB.  

The authors chose to conduct face-to-face interviews. According to Bryman and Bell (2011) a 

face-to-face interview will give the authors a personal contact with the respondents that can 

make it easier to understand the respondent’s answers and give the opportunity to ask follow-

up questions.  

3.3. Empirical study 

3.3.1. Case study selection 

Choice of cases for the empirical data for a scientific study should be chosen where it is easy to 

observe the topic (Eisenhardt & Graebner, 2007), which makes that cases chosen for a certain 

topic should not be randomly selected since it is neither necessary nor preferred (Eisenhardt, 

1989). The study has its focus in leadership behaviours and follower motivation, which explains 

why focus has been on finding companies that have a clear and existing leadership with leaders 

within the organization and followers of the leaders. 

The study’s three cases were chosen based on a number of criteria. These criteria were decided 

by the researchers to be suitable for the studies purpose and also contribute to the science within 

the research field of leadership and motivation. The studied objectives were also supposed to 

be active in the manufacturing industry. In the work of finding appropriate cases the authors 

used a method called convenience sample (Bryman & Bell, 2011). This method allowed the 

authors to lay more time on other parts of the thesis since it saved them time in the actual search 

for proper cases to study. The time saved through doing a convenience sample were laid effort 

in study cases that were not located in the same county. The author’s purpose of selecting cases 

that did not have their head department in the same geographical area were to eliminate 

company-cultural behaviour biases (Saunders et al., 2009). By not having considerations of 

these cultural biases it could be a problem when you aim to seek for differences and similarities 

in behavioural factors with purpose to provide information in a large extent of different 

behaviours, since different geographical areas sometimes could have the same culture and 

thereby also behaviour. In this way the authors assure to measure leadership behaviour and 

follower motivation itself instead of a single geographical culture  

Case selections can be based on differences and similarities according to Yin (2014), and here 

lies the challenge for the authors as researchers to find patterns through a cross-case analysis 

between the researched objectives/cases and by overcoming these challenges the authors will 

have more space to elaborate in our conclusion.  

3.3.2. Respondent selection 

Since the authors have studied how transformational and transactional leadership behaviours 

effect follower intrinsic and extrinsic motivation, the authors found it appropriate to choose 

respondents of the two kinds within the leader-follower-relationship. One category was leaders 

with a formal authority and the second was followers to a formal leader. The author’ selection 

of respondents will therefore represent a proper sample of the causal relationship between 

leadership behaviours and follower motivation in work. The authors have also chosen to 
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combine female and male respondents in leading positions as well as follower positions in the 

selected companies because of researching the actual question since both leaders and followers 

could be of both genders. This choice of selecting respondents is supported by Kvale and 

Brinkmann (2009) who argues that when selecting respondents, the criteria’s should be based 

in the purpose of the study which could provide the necessary information in order to answer 

the research question. 

3.3.3. Operationalization   

The different variables and concepts that have been discovered on the literature study needs to 

be analysed so that the authors can collect the appropriate empirical data (Saunders et al., 2009). 

Since a question can be interpreted in various ways by a respondent, based on his or hers 

preferences, the collected data could be incomparable, giving a negative impact on this study 

(Bryman & Bell, 2011). To help the authors gather the correct material and avoid this negative 

impact an operationalisation chart was created. The operationalisation chart helped the authors 

to construct an interview guide that could give the authors the needed answers and avoid 

measure of material not relevant for this thesis.  

The interview guide was created with the help of the theoretical framework to find what to look 

for, and creating question with the help of Chamorro-Premuzic and Furnham (2010) and 

Edenborough (2005). The authors looked outside the field of business studies and took 

influence of psychological studies to create questions that could be give responses with valid 

information for this thesis.  

The problem with self-assessments when doing interviews have been solved by the authors 

through interviewing both leaders and a follower or followers of them (Chamorro-Premuzic & 

Furnham, 2010). In this way the authors secures the reliability of the study with minimalizing 

risks for respondents to lie or not telling the whole truth. The authors are assure that not telling 

the whole truth not always is the purpose of respondents but since they deal with human-beings 

they considered this to be appropriate in order to increase the reliability of the study (Bryman 

& Bell, 2011). 

3.3.4. Qualitative interview guide  

Jacobsen (2002) states that an interview should take roughly about one hour, it is an appropriate 

timeframe for both respondents and researchers. The time also provides a material that is 

reasonable easy to transcribe, an important feature when choosing a qualitative research 

approach. Therefore the aim of the authors have been to keep this timeframe, although keeping 

in mind not to rush any respondents if the time limit have been exceeded. The aim to keep this 

timeframe was accomplished by the authors of this thesis. 

The authors have chosen to use a qualitative semi-constructed interview, as the information 

sought deals with the respondents estimation of motivation and leadership, the respondents 

could sometimes need to be asked follow-up questions, and asked to explain or build on their 

responses, in line with Bryman and Bell (2011) and Saunders et al. (2009). This method is best 

suited when for studies that aim to go in depth, describe and seek new information (Kvale & 

Brinkmann, 2009). A consequence of using a semi-constructed interview can be that the 

respondents give broad answers (Jacobsen, 2002), but the authors worked around this problem 

by having an interview guide, with set questions and then asking follow-up questions and asking 

the respondents to explain their answers or narrow them down. 



  

26 

 

3.3.5. Data collection 

When choosing a research method a scholar can choose three different strategies, namely the 

quantitative, the qualitative or a mixed method (Bryman & Bell, 2011). Based on the purpose 

of exploring a problem the authors have chosen a qualitative approach and the reason for this 

choice was to explore leadership styles capability to attract employee’s intrinsic and extrinsic 

motivation in their work-context. However the authors are conscious of the negative aspects of 

using a qualitative approach compared to a quantitative. Bryman and Bell (2011) argues that 

the consequences of implementing a quantitative approach is to generalize the results and 

findings statistically since it contains a larger base of empirical investigated objects. On the 

other hand a qualitative approach is appropriate for this thesis because in explorative problems 

there is a need to obtain deeper understandings from the data collected (Saunders et al., 2009), 

which is compatible with investigating few objects. Gephart (2004) support above mentioned 

statement and argues that it will build real-life understandings without risking to lose 

connection to the context and keep the actors attributed original meanings.  

When studying a problem with a qualitative approach Alvesson and Sköldberg (2008) argues 

that this is more accurate than the quantitative approach through case studies. This is given 

where the aim is to understand specific situations and how people interpret within the situation, 

Alvesson and Sköldberg (2008) further argues that this approach will create knowledge about 

the society and provide a view of reality. The focus of qualitative research is to get the grip of 

values, beliefs and behaviours that are related to studied context compared to quantitative 

research that aims to generalize their findings on a certain population (Bryman & Bell, 2011).  

Furthermore, choosing a qualitative approach above a quantitative approach allows us as 

scholars to interact with our respondents. In a quantitative approach the researcher is uninvolved 

with the respondent and distant, meaning that important facts could be missed and the true 

meaning from the respondents remain unspoken (Bryman & Bell, 2011). A personal interview 

context allows the researchers to ask follow-up questions and comprehend reactions from the 

respondents (Bryman & Bell, 2011; Mack, Woodsong, MacQueen, Guest & Namey, 2005).  

3.3.6. Data analysis 

To be certain that the information given by the respondents could be examined time and time 

again the authors recorded the interviews, with the consent from the respondents. Recording 

interviews means that the quotes are accurate, since the whole interviews are transcribed in 

total, word by word (Saunders et al., 2009). Also, this means that other scholars and researcher 

could access the material and review the recorded material (Bryman & Bell, 2011; Eriksson & 

Widerheim-Paul, 2006). Recording should be made with some caution though, respondents 

may be vary of what they are saying, and since they are aware of that the conversation is 

recorded (Bryman & Bell, 2011; Eriksson & Widerheim-Paul, 2006). Since the respondents are 

kept anonymous in this thesis the authors regards the risks of this factor to decrease compared 

with not keeping them anonymous. 

When the interviews was conducted the analysis model was used to see if the behaviour of the 

leaders and that the motivation by the followers was in line with the research question. After 

this the information was analysed, one by one, and categorized. The categories are 

transformational leadership, transactional leadership, intrinsic motivation and extrinsic 

motivation. The interview questions was developed and based on the chosen theories as 

displayed in the operationalization scheme. Depending on the answers given by the respondents 

on the questions, the authors could classify which leadership behaviour/follower motivational 

tendencies the respondents mostly consists of. According to Kvale and Brinkmann (2009) it is 
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easier for the researcher to make comparisons between the different respondents if the answers 

are categorized. After that, the result was compared with the theoretical framework.  

In order to be able to analyse the gathered material the authors had to make a choice to classify 

the leader respondents as either transactional or transformational and the follower respondents’ 

intrinsic or extrinsic individuals. This was done in order limit the material within the magnitude 

of a master thesis. The authors needed to classify the leader and follower respondents in order 

to be able to analyse the material and achieve a measureable result.  

The categorization of data were made through the four key elements in this thesis, 

transformational and transactional leadership and intrinsic and extrinsic motivation. The 

authors have used the theories of transactional and transformational leadership behaviour and 

intrinsic and extrinsic motivation presented in this thesis to divide the respondents into 

categories. This was done in order to determine how the different leadership styles effect 

followers’ different motivations. The categories are intrinsic and extrinsic motivation and 

transformational and transactional leadership. It has been important for the authors to separate 

these different behaviours since the next step of this thesis is to compare the differences and 

similarities of transactional and transformational leadership effect on intrinsic and extrinsic 

motivation.   

3.4. Research ethics  

Whilst committing a scientific study of this magnitude there are a number of ethical issues that 

researchers need to take in consideration (Saunders et al., 2009). Through the whole process 

with this thesis the authors have kept close watch on the ethical issues and worked hard to 

prevent not to step over any boundaries, so that all individuals included in this thesis can feel 

that they have been treated with the upmost respect for their persons, in accordance with 

Saunders et al. (2009). One other ethical issue the authors felt was very important and have 

dealt with was the selection of respondents. They selected respondents of both gender to give a 

representative picture of the positions of leaders and followers since both females and males 

could be at these positions. 

When conducting the interviews the authors explained the purpose of this study and what was 

going to be studied to all the respondents, according with Yins (2014) consideration for ethical 

interviews. Bryman and Bell (2011) explains that in some cases the respondents could feel that 

the interview process violates them. Therefore the authors have given the respondents the 

choice if they want to be anonymous, in order with proper ethical conduct (Kvale & Brinkmann, 

2009).  

Some of the respondents have given the researchers the permission to publish their name, and 

some respondents wanted to be anonymous. Therefore the authors of this thesis have chosen to 

make all information about the respondents and the company they work on confidential. Some 

information about the respondent’s duties at work will be presented in order to create a pitcher 

of what they do at work. By making respondents anonymous the answers will be more reliable 

according to Kvale & Brinkmann (2009).  The exact work description and title of the 

respondents will therefore not be presented in the empirical findings, although in some of the 

empirical findings the work assignments in their work-context can shine through. This in order 

to give an accurate description of what our respondents do in their work-life and how they can 

be effected by leadership behaviour on their intrinsic motivation and extrinsic motivation, and 

effect through their leadership behaviour.  

According to Saunders et al., (2009), the interview process puts the authors in a position of 

power, although a temporary one, in contrast to the respondents. To counteract this the authors 
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have worked hard to make the respondents feel calm and at ease, and keeping a friendly tone 

trough out the whole interviews, without letting the questions and answers be effected.  

The authors recognize that the empirical data that have been collected have transpired in 

Swedish and the thesis is written in English. Therefore there is a risk that certain information 

can be lost in the translation. The authors have worked hard to minimize this problem, working 

with several dictionaries. Both authors also have great experiences from earlier, from living 

abroad where English have been the first language.  

The authors feel that by working in this manner they have shown the respect that the 

respondents asked for, and worked in accordance with the research ethics that Saunders et al. 

(2009) argues that all researchers should work accordingly with. 

3.5. Generalization 

It is not possible to do or find any statistical generalization when in a qualitative study and a 

case study as the one which the authors have done in this research (Bryman & Bell, 2011). By 

using the method that the authors in this thesis have done means that the result and finding 

cannot be spread on any large population. Though these facts are set for this method, a case 

study supports an analytical generalization (Yin, 2014), which means that a broad description 

makes the findings appropriate to other contexts. This makes the authors responsible for 

providing enough information in their research that it is possible for readers to make correct 

interpretations and possibly transfer the finding to other contexts. The authors in this study have 

used a multiple-case study in order to compare similarities and differences in the findings of 

this thesis with existing theories in order to contribute with knowledge within the field and 

context where the knowledge-gap exist.     

3.6. Credibility 

Bryman and Bell (2011) argues that a research of a qualitative characteristic should ensure a 

certain quality of the produced material and that it is of great importance to establish 

trustworthiness when making the thesis. Two element that is considered to test the 

trustworthiness in a study is validity and reliability (Saunders et al., 2009).  

3.6.1. Internal validity 

The internal validity refers to what have been measured in the study, which is an important 

aspect when doing researches in order to get valid result and findings (Bryman & Bell, 2011). 

Therefore the authors in this study have carefully picked questions to the qualitative interview 

based on existing theories with the semi-structured design in order to fill gaps if respondents 

did not understand the questions right. When writing the interview guide the authors corrected 

the questions while the theoretical framework was changed in order to connect the investigation 

to the purpose which settle good conditions for a valid study (Patel & Davidsson, 2003). 

While writing this thesis, the authors continuously have screened the credibility of used sources 

which according to Jacobsen (2002) is important when authors intend to do a trustworthy study. 

The criticizing of sources is not only used when selecting the data to use, the authors also uses 

it for readers to get perspective on specific subjects which fulfil the study’s purpose of providing 

a depth of the topic. The internal validity will also be increased since the authors examine 

research objectives of both genders, this is due to the fact that both females and males could 

have the position of both leaders and followers. In this study both female and male leaders, and 

female and male followers have been interviewed.  
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3.6.2. External Validity 

The external validity seeks to explain in what extent you can generalize a study in (Kvale & 

Brinkmann (2009). Because of our research approach, a qualitative approach, this thesis will 

not be appropriate for any general population (Bryman & Bell, 2011) since it have a lower 

numbers of studied individuals than a quantitative approach (Holme & Solvang, 1997). 

However there is a possibility in this research for an analytical generalization which have been 

discussed in chapter 3.5 (generalization). The intention of this study were to contribute to the 

knowledge-gap detected and make understandings within the context where information is 

needed, not to statistically generalize our results and findings. 

3.6.3. Internal reliability 

The internal reliability is about how researchers avoid being effected internally and by this way 

not letting biases effect their study (Bryman & Bell, 2011). Discussions between the authors 

have been made and this have eased them through their working process.  

Being two writers enables that there are two interpretations of the collected information, and 

the two writers have trough discussions of how to interpret the information maid choices of 

how the information should be presented in the most impartial way. In practice this have been 

made by the two authors always being present on interviews, when selecting cases and other 

parts while writing where biases could occur and these actions supports the process of avoiding 

biases according to Saunders et al. (2009). While doing the interviews the authors tried to 

minimize to ask leading questions, since the researchers used a semi-structured interview this 

was a challenge to them, however when having these thoughts in mind and actually perform in 

this way the reliability is told to increase (Kvale & Brinkmann, 2009). 

3.6.4. External reliability 

The purpose of having an external reliable study is so that it could be reconstructed, which 

means that the more external reliable a study is the more reconstructable it will be (Bryman & 

Bell, 2011). In order to make the study as possible as much to reconstruct the authors recorded 

and made transcriptions of the information collected in the interviews which makes the material 

will be available and possible to test again. The authors are aware and conscious of that an exact 

reconstruct of the study will be hard to make and that is why the authors for example recorded 

the interviews and described the research process in order to increase the reliability. Kvale and 

Brinkmann (2009) argues that anonymity of respondents could effect the study’s reliability 

negatively. However since the authors in this thesis uses anonymous respondents which they 

presents at “the respondent” or in any other anonymous term, it will increase the reliability by 

the respondent’s honesty while making the interviews. This is in line with Gary’s (2004) 

argument that respondents should feel comfortable and that they are not risking anything when 

providing certain answers. The authors felt that this criteria was met when doing the interviews. 

3.7. Criticism of the sources 

A researcher must always be critical of the sources that are used in a scientific study (Saunders 

et al., 2009). The secondary literature has, as mentioned, been critically reviewed by the authors. 

The scientific articles has been retrieved through scientific journals, for example Sage, Science 

Direct, Scopus, Web of Science and Wiley-Blackwell. By using scientific journals the authors 

have retrieved material that has had peer review by other researchers before the material is 

published. The primary data collected have been critically reviewed by the authors, with much 

effort. The fact that the authors have used primary data in all the cases brings more credibility 

and trustworthiness to this thesis (Bryman & Bell, 2011; Kvale & Brinkmann, 2009; Saunders 

et al., 2009).    
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4. Empirical data 

Here the authors will present a short description of each company and respondent selected and 

studied. 

The respondents have varied job descriptions in the three studied companies. Some of the 

respondents have asked to be anonymous and therefore the exact job-description will not be 

presented. The studied leaders have titles ranging from CEO for one of the studied company, 

head of HR to middle management. The follower respondents have titles ranging from HR-

assistant, sales representative and customer care employee. 

4.1. Coffee AB 

Coffee AB is the largest company in the Coffee Group that consist of a cluster of companies 

located in Sweden. The Coffee Group employs roughly around 800 people around the world 

and 120 of these people work in Coffee AB.  

The interviews was conducted on location in Coffee AB´s head office in Sweden on the 14/4-

2015. The authors interviewed two respondents in the company, one leader and one follower. 

The respondents are anonymous and will be called Alpha, leader, and Delta, follower.   

4.1.1. Leader 

Alpha have been in the company a total of seventeen years in the company and have a 

background in the company as a sales representative and as a marketing manager before taking 

on the current position. When asked to describe Alpha ´s role and function in the company 

Alpha answered that the main purpose is to make as much money as possible, lead the company 

forward and to implement the strategies that are developed in the management team.  

Alpha describes that the responsibility to achieve the financial goals and keep the shareholders 

happy lies directly on him. In the current position Alpha have several people reporting directly 

to him, both Sigma from the management team and the different heads of departments in the 

company.  

4.1.2. Follower 

Delta have been with the company for about five years. Delta have earlier experiences in sales 

before starting the current position at Coffee AB. Today Delta is currently working with sales 

in the company.  

4.2. Water AB 

Water AB is a Swedish company that is located in the south of Sweden. The mother company 

has subsidiaries all over the world and is active in all five continents. In Sweden there were 270 

people employed in 2015. 

The interviews was conducted on location in Water AB´s facilities on the 23/3-2015 for the 

leaders and on the 2/4-2015 for the followers. The authors interviewed four respondents in the 

company, two leaders and two followers. The respondents are anonymous and will be called 

Beta and Gamma, leaders, and Epsilon and Kappa, followers.  

4.2.1. Leaders 

Beta have worked in the company in 28 years and started at Water AB´s a seller. Today Beta 

has responsibility for skills development and company culture, the two areas of responsibility 
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is divided in 50/50 of the function that Beta has in the company. The two areas of responsibility 

ranges Sigma from strategically picked training programs, participation in the development of 

these programs and also performing them with employees of the company.  

Gamma have been with the company for roughly four and a half years and have an academic 

background with a Master in Business Science. The respondent have during the time at Water 

AB worked within economics and controlling and is today working with procurement. Gamma 

have been a leader for six months when the interview was conducted.  

4.2.2. Followers 

Epsilon have been with Water AB for eight years with various assignments. Epsilon have a 

background in sales and projects. Before starting the present career at Water AB the respondent 

have an earlier career as a craftsman.  

Kappa have worked in the company in almost seven years and before started in the company 

the respondent have worked in different shops and within the service industry. Kappa today 

works within the area of transportation in the company and have great responsibilities. The 

respondents work tasks contains of being in contact with customers in the daily work and make 

sure that they get what they want and solve problems when they occur when it comes to the 

transportation part. These activities includes a proactive work with constant contact with the 

cooperated transportation company and customers, and the respondent also work a lot with 

customer feedback.  

4.3. Paper AB 

Paper AB is a Swedish company, located in the south east part of Sweden. The company 

employs over 600 people in Sweden and many more in the different subsidiaries all over the 

world.  

The interviews was conducted on location in Paper AB´s facilities in Sweden on the 1/4-2015. 

The authors interviewed two respondents in the company, one leader and one follower. The 

respondents are anonymous and will be called Omega, leader, and Sigma, follower.  

4.3.1. Leader 

Omega has been working for Paper almost four years and has an academic background as a 

behaviourist. Omega ´s function in the company is head of the global Human Resources (HR) 

department and Executive Vice President of the company. When Omega entered the company 

the function did not exist, so as explained to the authors Omega had the opportunity to influence 

in what manner the role in the company should be.  

4.3.2. Follower 

Sigma have been with the company for six months. Sigma have similar work tasks on Paper 

AB as at earlier companies in the respondent’s career before starting the current position at 

Paper AB. Sigma works today with Human Resource-questions (HR) of all kinds and especially 

compensational benefits. Sigma explains that one of the reasons to start in Paper AB was that 

it is a global and international company, which was missed by the respondent Sigma in the most 

recent work-place. Earlier in the respondent’s career there have been employments in larger 

companies, but that they lacked, as Sigma puts it, “the little in the large” that Paper AB have. 
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4.4. Alpha 

Transactional leadership 

Alpha´s expectations on the followers is that they should uphold the formal descriptions that is 

stated on the job description. However formal descriptions do not give the whole picture 

according to Alpha, there is also an inherent spirit built up in the company of the years that 

Coffee AB have been operational. Alpha discuss that it could be interpreted as a company 

culture and describes the expectations on followers as: 

“We have a more formal description where it says a mix between soft and hard for example, 

you should have a driving force, you should have a positive attitude and look to what´s best for 

the company, and that´s what we have as expectations” (personal communication, 14/4-2015, 

Alpha).  

Alpha explains that the expectations is not a one-way street, it is a two-way communication. It 

is both leader and follower that have a responsibility in this transaction. Both leader and 

follower have responsibilities to uphold, to be aware of what expectations that exist, both must 

be aware of what have been said, what have transpired and what needs to be done to uphold the 

expectations. If these criteria’s should somehow been lacking Sigma om a followers side, and 

the expectations is not meet, then as Alpha explains it, some action is needed:  

 “You have a dialog, and then sooner or later you get to a point where something needs to be 

done, but it´s also important that you give the person a chance to know why you not are happy 

with their performance” (Alpha). 

The authors asked several questions on how goals are used and implemented by Alpha. The 

respondent argues that the goals are implemented with Alpha ´s result-driven persona in mind, 

that there is a need to have a little competition when placing goals for followers and that this is 

important. Alpha argues: 

“I believe you must have goals and something to strive for…You must measure set goals and 

see what becomes of this and if you set goals then the results will come…once you start 

measuring something, it speaks for itself, people gain attention for it” (Alpha).  

The respondent further argues that goals must be able to be measured in order to function. 

According to Alpha measurement of soft target is problematic, it is always in the eye of the 

beholder if goals are meet or not. To be able to work with goals and have rewards for meeting 

set goals, the goals must be measured:  

“You might say that we could have a bit more soft goals as well, but I don´t. Because I think it 

becomes a bit messy and it set quite big demands, it becomes hard to find unity with that, and I 

have a history you could say with more measurable means and economic goals…you create 

kind of a culture in the company” (Alpha). 

The respondent was asked several question on the importance of incentives and the importance 

of salary as an incentive. Alpha argues that salary is very important as an incentive, otherwise 

no one would work for a living. According to Alpha there are different levels for people, with 

their income, what their needs actually are. For a person that has a managerial title it is of greater 

importance to have a developing job, but for a person just starting their career there is more 

emphasis on making more money according to Alpha.  

“It´s important, probably to a certain level, I would say…when you have reached a, what to 

say, basis level, then I believe that it gets less important, then I think that the tasks in the job 
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becomes more important, that it is seen and that you get more exiting duties…but first you have 

to reach a certain level” (Alpha).  

Coffee AB have a monetary bonus system in order for all the employees. During the interview 

Alpha was asked to explain the importance of the bonus-system and the purpose of having a 

bonus-system. According to Alpha the need of a monetary bonus-system is to create guidance 

for the followers, to show them in what direction to focus their attention. Alpha argues that this 

is also in line with the goals and measurement in the company, it is a red thread in the company 

created for simplifying guidance for followers. 

The respondent further explains that the company have other kinds of incentives for instance 

prophylaxis and the usage of company cars. However the true purpose of these incentives have 

been lost on the way, before followers are rewarded with them, the followers see these 

incentives as something that should just be, not like a reward, and that there is a risk in this, that 

incentives are taken for granted and not appreciated :  

“Of course it´s important, but it becomes difficult, it´s the same thing with the salary, it fast 

becomes everyday life. Like for instance that you don´t appreciate it, so to say, you have had 

your prophylaxis for 5 years and it becomes standard” (Alpha).  

Transformational leadership 

Delegating is a natural thing for a leader, it is impossible to do every task yourself. Alpha argues 

that as a leader one must delegate tasks and projects, it is the reality of being a leader. The 

respondent was asked how he/she delegates tasks to the followers, what idea is behind who gets 

the certain tasks, if tasks where given to develop the followers or just because that Alpha cannot 

have every assignment belonging to oneself. The respondent argued:  

“Yes, absolutely, I want to give them as much as they can handle I was about to say…I do not 

feel any worries about delegating as much as possible…Then I have a tendency to take on 

problems that might not be mine, that can be a weakness, you are welcome to come in to me 

with a problem but you damn well take it out with you again, we can bounce ideas of each 

other” (Alpha).  

The respondent further elaborate that when taking over tasks from followers, this could be 

counteractive for followers development:  

“That´s not really right, because you don´t develop the person, that´s your problem, you´re the 

seller and that´s your customer, you´re hired to solve that, and then you can ask for help of 

course” (Alpha).  

Discussing the risk of failure from followers with Alpha, if any repercussions are used by the 

company the respondent answers that as long as an employee has made a valid attempt to solve 

a delegated task, then there is not much to cry about. However, if an employee did not give the 

assigned task the right amount of attention, then feedback should be given that the behaviour is 

not sufficient.  

The interview continued on the topic of feedback. Alpha argues that feedback is not something 

that always comes natural in the work, sometimes one must think about it. Also the fact that in 

the company there could be more feedback than there is today:  

“Things that I need to get better at, maybe feedback, it´s a classic thing, would you ask a leader 

they generally say that they are good at it, but if you ask followers maybe 2% think so. There is 

certainly a distance in the perception of reality there somehow” (Alpha).  
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The respondent was then asked how he/she uses feedback and to what extent. Alpha was quick 

to respond:  

“First off, to poorly. That I can agree on and then I can say that I handle it quick, if I think 

something is good then I try to say it directly so you don´t, because it will have better effect 

then I think…I think that´s important, you can certainly give more and actually more negative 

feedback, sometimes you don´t give damn about it and think that it will work out better next 

time, so there one could be a bit more clear I think. Because if you don´t know you made an 

error, you will not change” (Alpha).  

4.5. Delta 

Extrinsic motivation 

The respondent was during the interview asked several questions on the topic of motivation, to 

measure what it is that motivates the respondent. Rewards and incentives matter a great deal to 

Delta ´s motivation and in the respondents own words:  

“Somewhere the salary is basic, if you think that you do not have the right compensation or 

benefits it is hard to find the motivation” (personal communication, 14/4-2015, Delta).   

Delta also enjoy the feeling of being needed, that the respondent can make a difference for the 

customers in the motivation for work. The way to achieve these feelings Delta argues that he/she 

works hard to take new business, and keeping existing customers happy and working to 

influence the existing customers to buy as many products as possible. To expand the business 

is also mentioned as a way to feel motivation by Delta.   

During the interview the respondent discussed the importance of salary, but also that having 

good co-workers mattered a lot to Delta. The authors asked the respondent to rank these things 

in importance for the motivation for work to see what deeper motivation drives the respondent 

to work. Delta answered:  

“It depends on how our situation is at home. I think, with me, it is so that I have a level that I 

must have. In order to manage a house and all of those things, your standard of living”…”But 

I would still say that the salary and benefits play a major role” (Delta).  

There are several different ways that the leaders conduct the motivational work in Coffee AB, 

as explained by Delta. Sales-representative of the month is used, although it does not occur 

every month. The winner is appointed by the managers and get the price of a dinner for two. 

According to Delta it is not just monetary motives that declares who is the winner. The motives 

for a winner can range from biggest sales of the month, to a co-worker that won over a difficult 

customer even if the approximated sale was not the biggest that month.  

Also other sales-competition are a regular way to keep the sales personal motivated as described 

by Delta. The respondent describe that the winner of these competitions get a weekend-trip to 

a country in Europe or Sweden for two so that one’s partner can come with, which is positive 

for all people included in the process, according to Delta. These rewards is more appreciated 

by the respondent then sales-representative of the month, as the reward is valued more by Delta:  

“We have had pretty good rewards and it is an important thing. I mean, ok, it´s fun to be on the 

wall, seller of the month. But if there is a price, then it´s more fun to win that” (Delta).  

However Delta concludes that these rewards strengthens the group, but it should not come to 

the point where one does not conduct their job if they do not gain any prices.   
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When the authors bring up if there are other kinds of rewards or incentives that one can win or 

use in the company Delta discloses that there are a number of other incentives. However the 

respondent discuss the he/she really does not see them as benefits, that they have become 

standards in the line of work, and in some cases basic needs in order to fulfil the job. Examples 

of this is the usage of company cars, prophylaxis, and also the fact that the whole staff are 

bought breakfast every day. Delta expresses his/her feelings about the topic like this:  

“It´s neither nor, it ends up on the plus side, but nothing that weighs very heavy, I can´t say”…It 

easily becomes like this, because of habits. But of course, it is a big plus” (Delta).  

When discussing if there are other factors that is of any importance for the respondents 

motivation, other than salary and monetary rewards, the respondent argues that there are. The 

relations with co-workers and leaders is important for Delta ´s work-motivation, and the 

respondent then ads that several of the employees have common interests in sports that easily 

becomes the major topic on breaks and lunches. Delta adds that she/he is thriving both with the 

leader and co-workers in the company, and from the respondent’s point of view, this is 

something that everybody feels in Coffee AB. 

Intrinsic motivation  

Delta describes the leadership in the company as positive and helpful. Delta further describes 

that some of the leaders and managers in the company are real door-openers, and a door-opener 

is explained as a person that can take over a room full of clients, also the staff in the company, 

a charismatic person that can gain peoples interest.  

Delta describes the job in Coffee AB as quite unique as there exist no back-office in the 

company. The sales-representative is present through the whole sale, from start to finish. With 

this comes more administrative work than usual according to Delta, when comparing to others 

in the same position in other companies. Delta spends circa two days a week in the field meeting 

customers, the rest of the days are spent with administrative duties, and as Delta explains it: 

“Either you like it and then you have stayed, or you have thought that this is not a good program 

and then you have left, because it´s a bit special”. 

Although the company has gone through some major changes since Delta started at Coffee AB, 

the respondent conducts his duties the same way as when started in the company. Delta 

describes that the job gives a lot of freedom. There are a lot of responsibilities although to 

achieve this freedom according to Delta one must keep up with the administrative part of the 

job and keep the given budget. But as long as these things are kept in order, then one is given 

responsibility and freedom according to Delta.  

When discussing Delta ´s work related duties it is revealed that there are some duties that is 

more preferable than others, but that it is all included in the package that the work contains of. 

The work-details is not the regular for a sales-representative because of the administrative work, 

due to the lack of a back-office in the firm. The respondent further explains one part of the job 

that Delta really enjoys and values is the ability to work freely, too be able to construct the 

contacts and offers to the customer, although in line with the company restrictions:  

“It suit me very well, if it had been the other way around, I don’t think I would still be here”… 

freedom at work is a huge plus” (Delta).  

The topic of advancement in the company was asked to the respondent, and to what extent Delta 

values and desirers to advance and get a new title and new responsibilities. Delta argues that 

this is important, that the chance exist in a company when one plan to work there long-term. 
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But also that this must come when the time is right, it is not something that the respondent wants 

simply because it could offer greater responsibilities or a new title.  

“It depends on what stage in life you are in. How much you have at home. I think that is it 

important that there are opportunities. I´m not there right now, for myself, there is a lot to do 

at home, there is one thing and another”…But I think it is important that the possibility exists 

in the company” (Delta).  

Many companies conduct their own training and education of their staff. In several companies 

it is also a possibility to get and academic education through the company. The respondent was 

asked if he/she was aware if there exist any possibilities for this in Coffee AB, and was also 

asked if this was something desired by the respondent. The respondent’s point of view is that 

every bit of education is an investment in oneself. However there is according to Delta also 

another fact of importance that the company is willing to invest in employees and commit to 

the employees long-term. In Delta’s own words:  

“All the training I can get here, it goes to the plus account”…it tells you that they believe in 

me, they want me to be here. They don´t give me an education for me to look for other jobs, 

they give it because they believe in me, they want me to be here. Its win-win, I see it so” (Delta). 

4.6. Beta 

Transactional leadership 

As a leader Beta have expectations on followers in the company. According to the respondent 

these expectations is based on the values of Water AB, the values states what every leader in 

the company can have as expectations on the followers:  

“A platform for everything we do is that it is based on our values. Which are integrity, 

teamwork, courage and commitment” …So the expectations of a Water AB employee is that 

they live in accordance with those values and that they have an understanding what it means 

to me(Oneself)” (personal communication, 23/3-2015, Beta).  

If expectations not are meet by a follower Beta explains that coaching is the way to handle the 

problem, to assure that the individual knows about their behaviour and what could be wrong in 

the matter, to make them aware of it. Beta describes the leadership within Water AB as clearly, 

demanding and explain that they are a caring and performing company. As the respondents 

explains it, these words of describing a leadership is not the norm for leaders to describe 

leadership, but in Water AB it is necessary as the company sets high demands on its employees 

but always aims to see the person behind first-hand:  

“So we are very results-oriented, we set high standards for ourselves and others to create 

results. But not in any manner. We must have a care” (Beta). 

When asking how Beta uses rewards and incentives the respondent replies that their reward 

system is connected with the result that individuals or a group perform. All the people employed 

in Water AB have the opportunity to get a bonus based on the performance of the individual 

performance. There are other kinds of incentives in use also not strictly monetary kinds. It could 

for example be comfort-activities as offering breakfast or playing bowling with the personnel. 

After reaching a goal or providing a good performance, then the reward is given and Beta 

believe that both monetary and non-monetary rewards is needed because of the belief that 

money is limited to an individual’s motivation:  

“I think it’s a mix between having monetarily something and giving feedback. I am absolutely 

convinced that both are needed” (Beta).  
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Transformational leadership 

The respondent further explains that there is nothing more important than the individual and 

the family of the people employed in the company, the human capital is the greatest asset:  

“It is always, always number one. Water AB survive, Water AB manage, but it may not be a 

person does and therefore the person always goes before the company” (Beta).  

Beta further argues that this relationship between employer and employee is built on the terms 

and conditions of strict requirements from the company to perform:  

“This is what we mean by clarity, that it is demanding, but we are also caring” (Beta).  

Beta also disclose that it is pronounced to use feedback within the company, but not only when 

people do good things and reached goals, but also when individuals are performing not so well. 

This is due to the possibility of improving oneself. The respondent also explains that this 

feedback culture is for everybody and that there is specific exercises for this kind of action: 

“I claim with a foolish insistence that it is not possible to motivate anyone else until the contrary 

is proven. I think you can create conditions and I think you can destroy opportunities through 

poor leadership, by not living a good leadership, you can safely remove a motivation” (Beta).  

The respondent believe that the reduction in the number of employees in each group, through 

reorganization without laying people off that Water AB have done, is the key factor behind 

their success of creating good presumptions to motivate their employees. This have been done 

so that every individual can have a relationship with their specific leader so they can be seen in 

their daily tasks, and feel appreciated. 

Beta further argues that seeing the employees is of great importance. According to Beta leaders 

must see the individuals in the teams, what they have performed and make it visible to them. 

As the respondent puts it, not seeing your co-workers and followers could be quite disruptive. 

When asked about performance in the company and how it could be raised the respondent had 

much to say. According to Beta there is always room for increased performance, otherwise most 

individuals would state that what one does is the best. But Beta argues that there are differences 

in every step of the way, from every employee. According to Beta the company have not reach 

maximum but perhaps maximum is not the way to go, because then the company would have 

to leave some people behind. 

According to Beta there is a better way of increasing staffs performance compared to just telling 

employees what amount of units to create or perform. The respondent explains that one does 

this by asking question:  

“What if? For precisely this, where is there a limit? How can I find out more? Good leaders 

get more” (Beta).  

The respondent concludes that by involving the personnel, the leaders can ask these questions 

and hopefully get an answer from the followers.  

The respondents describes that it is very important for employees to feel that they can advance 

in the company. This is a way to keep the culture in the company, and also to get people in new 

positions that means that the employees can begin their job faster, people coming from within 

the company can take-off faster than a new recruit. This is also a goal from the company that 

80% of all new managers should come from internal recruitment, to keep the values and culture 

intact.  
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There is no big focus for employees to follow any certain work standard in the way they perform 

their work but the respondent discuss that the freedom in customizing your own work process 

depends on what driving forces an individual have and their pursuit of own ideas. Beta further 

comments that:  

“However, it is not so that everything goes through, but if I have an idea and I have a passion 

for an alternative solution and can see advantages and disadvantages of the alternative 

solution, I usually get the right freedom” (Beta).  

The respondent clarifies that she/he has a positive attitude towards freedom in work, that it can 

be a driving-force for individuals in their work, but that a person must have ideas for 

themselves. Freedom cannot come just because, there must be some work behind for freedom 

to come.  

4.7. Gamma 

Transactional leadership 

When asked what expectations Gamma have on the followers Gamma discuss that there is a lot 

of service in his/her department. Because of this there is expectations that followers should be 

service-minded and perform their tasks satisfactorily, and also act in accordance with the target-

plan and meet the goals that Gamma creates for the followers: 

“That they, of course, are going to carry out what in their target-plan, simple stuff like be here 

on time…to be nice and service-minded towards all employees and external partners. This is 

very important. That they are happy and positive, a face outward” (personal communication, 

23/3-2015, Gamma).  

The respondent further explains the importance of the target-plan and what it contains. Gamma 

reveals that expectations are based in the target plan where business goals and development 

goals are defined together and that followers who feels that the targets are hard to reach should 

inform Gamma in order to re-examine the targets. Gamma further disclose that it is better to 

inform him/her than sweep problems under the rug, which is a precondition for developing the 

individuals and the firm.  

Gamma uses SMART-targets (Specific, measurable, achievable, realistic and time-bound) to 

measure the followers, if they meet there goals. This is done so there is as little discussion on 

if and how the followers have meet their individual goals. There is a danger with not having 

easy-to-measure goals according to Gamma, then discussions could easily appear where leader 

and follower have different points of view:  

“I want to have goals where I cannot say in the end of the year that my opinion is that you have 

done this and that, and then we come to some kind of discussion…I want to be able to measure 

in the end of the year…but I don´t put down easy targets” (Gamma).  

The respondent was asked if there are any bonus-system in the company and how it is built up. 

Gamma responded with describing that the system is based on two things, business goals and 

development goals. The business goals come from the management team, but the development 

goals are established by the respondent. Gamma disclose that if followers do what is expected 

from them and therefore reach their goals, they get rewarded.  

When asked to discuss delegating and the risks with losing control over tasks the respondent 

argues that there are both positive and negative sides to delegating to team-members. But 

despite of the eventual set-backs that could appear Gamma argues that he/she likes to delegate 

and expect that people that are delegated tasks do them properly and in the right time. 
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The discussion of delegating tasks deepened and Gamma was asked to give a practical example 

of times when delegating and how this could play out in the daily work. Gamma disclose that 

some control can be needed from time to time, but it depends on the tasks handed out, control 

over the whole process is not necessary for Gamma. If it is standard tasks being delegated then 

Gamma does not feel that it is any need of controlling the follower, however if the task is a bit 

more challenging coaching might be needed. 

Gamma further discussed that the delegated tasks is in order with the followers goals, that there 

is a red thread in the process and that followers can be measured on how they handle the 

delegated tasks:   

“Take X for example, X will learn to be fully responsible for the entire car-fleet…the one before 

me was very involved herself and had this responsibility for ordering cars and what not. It´s a 

lot of administration. New X have this as a goal…There where many parts X had to learn. Since 

I neither had the knowledge it was very easy for me to just, might as well you do it. Because I 

can´t help you” (Gamma).  

Transformational leadership 

Whilst discussing soft and hard means the respondent argues that it is the soft means that matter 

most in the long run. According to Gamma it is not an extra bonus that makes people stay in 

the company, it is the things that everybody in the company can enjoy together, instead of just 

one out of ten getting a reward. Gamma gives the example that Water AB have an annual trip 

somewhere abroad for roughly 20 different people in the company and the people invited are 

either nominated by co-workers or invited based on their net-sales. It is things like this that the 

respondents argue matter to the followers:  

“Soft. I believe that gives the most in the long-run. I reason like this, they have enough, they 

have a market-salary today. I don´t think that´s what gets them to stay or not” (Gamma).  

The authors asked the respondent to give some other examples of what leaders do for followers 

in the company, if there are other soft incentives that is in use in the company. Gamma disclose 

that there are many things Water AB does, and that these things is managed by the management 

team for all the employees in the company, that it is optional for the staff to take a part of these 

things:     

“We celebrate things like Great-Place-to-Work (a survey), we have Fettisdagen (a Swedish 

celebration after the fast), Cinnamon Bun Day (a Swedish celebration of the cinnamon bun), 

then we have a summer-party for all employees, we have a big Kick-Off. These are the stuff that 

gets you inspired, that one feel damn what good co-workers I have” (Gamma).  

The discussion of delegating tasks deepened and Gamma was asked to give a practical example 

of times when delegating and how this could play out in the daily work. Gamma disclose that 

some control can be needed from time to time, but it depends on the tasks handed out, control 

over the whole process is not necessary for Gamma. If it is standard tasks being delegated then 

Gamma does not feel that it is any need of controlling the follower, however if the task is a bit 

more challenging coaching might be needed. 

Gamma further discussed that the delegated tasks is in order with the followers goals, that there 

is a red thread in the process and that followers can be measured on how they handle the 

delegated tasks:   

“Take X for example, X will learn to be fully responsible for the entire car-fleet…the one before 

me was very involved herself and had this responsibility for ordering cars and what not. It´s a 
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lot of administration. New X have this as a goal…There where many parts X had to learn. Since 

I neither had the knowledge it was very easy for me to just, might as well you do it. Because I 

can´t help you” (Gamma).  

The discussion turned to the topic of performance from the followers. The respondent was asked 

if there are any ways of increasing follower performance and Gamma thinks that there are ways 

to do this. Everything is possible according to Gamma, and that to increase the performance the 

followers could perhaps be challenged more, in order to develop them and increase the 

performance. This is something Gamma comes back to time and time again during the 

interview, that coaching with the followers is something positive when trying to motivate them 

and driving the process forward.  

4.8. Epsilon 

Extrinsic motivation 

The pay-check is according to Epsilon a strong motivation besides the actual work itself. That 

without money that comes from doing a job, there would be major problems with having a 

normal life in Sweden, with no money: 

“Yes, of course the salary is a motivator, everything else would be a lie. But daily life must have 

a meaning and an importance because that’s where the driving-force is, you should enjoy what 

you do…you´re never satisfied with your pay, and you should not, you always want to strive to 

make more of course” (personal communication, 2/4-2015, Epsilon )  

The subject of feedback was raised by the authors during the interview. The importance of 

feedback was stressed by the respondent, but there is a lack of feedback in the work 

environment. Of course there have been times when feedback has been given to Epsilon, and 

also times when Epsilon have given feedback, and the respondent argues that the process was 

constructive and liked. Despite this the respondent feels that more feedback can be given in the 

work-process Sigma om both him/herself and the leader and that Epsilon  and the leader today 

is a bit bad at giving feedback.  

Intrinsic motivation  

According to the respondents it is not simply money that is a driving force in the daily tasks, 

there of course exist other things that drives Epsilon towards the work. There is the reaction 

from the clients that is of great importance for Epsilon. The respondent expresses this in these 

words:  

“Yes, absolutely. What drives me is the ability to work quite freely, and also that receipt that 

we often get from our customers that they are extremely happy with our service, that´s 

probably the biggest motivator for me, or one of the biggest” (Epsilon). 

The respondent was asked to rank the three most important things to have for one’s motivation, 

to create the best growing ground for motivation towards work. The respondent answered that 

the most important thing is to like what you do. Number two is that it should be fun to go to 

work, that you are not allowed to stagnate and be able to develop all the time, and finally number 

three a good salary. 

The respondent continues and fill in with that he/she think the salary should be based on effort 

and performance, these two factors is the most important according to Epsilon. 

The topic of motivation was further explain by Epsilon. The respondent argued that there are 

many different things that can provide motivation, the range is quite extensive according to 
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Epsilon. It is not as simple to just get interesting work-tasks and that is all that is needed for a 

person’s motivation Epsilon argues, other things matter also. Epsilon  also think it is important 

with the environment you work within such as having a comfortable office, good coffee at work 

and good co-workers. 

After this statement the authors asked the respondent to rank these things in order of importance 

for the motivation of Epsilon and the answer was:  

“Absolutely colleagues, everything else is secondary. It´s the most important thing, that it 

works” (Epsilon). 

Whilst discussion motivation with Epsilon and asking questions on what motivates Epsilon the 

respondent feel that it is the work itself that is the strongest drive force. According to Epsilon, 

the need to have a leader that pushes him/her or is supplying him/her with something is 

unnecessary, and Epsilon describes the motivation in these words:  

“It is that one should feel that the things you do matters and have a difference in every-day life. 

Both for me and the customers. That´s what drives and motivates me”.  

Whilst discussing if the respondent are aware of there are chances for further development and 

education in the line of duty the respondent answers yes and explained that there are internal 

training and that there is possibilities for external education also.  

The chance to get some education and further development in the line of duty is ranked as much 

important by Epsilon. The respondent puts much emphasis on the matter, that if there is 

education and development that is relevant for Epsilon service in the company. Some internal 

educations have occurred and the respondent have also went through an external education that 

according to Epsilon was much appreciated. In some cases it is up to the individual to bring this 

topic up to the leader and in some cases it is the leaders that recommend that the individuals, 

according to Epsilon  it depends on if the right education is available inside the company.  

The respondent was asked how well the job at Water AB corresponds with Epsilon personal 

interest. The respondent answered that the segment that Water AB acts in is of much interest to 

him/her. The job fits well with the goals and interest that Epsilon have in the personal-life and 

explain it like this:  

“I think it fits well with where interest lie. I´m very interested in the building-process, 

construction-activities, this is extremely interesting. It´s a fun industry, so it´s in my interest, so 

I work with my interest” (Epsilon).  

According to the respondent he/she have been given the opportunity to create much of the layup 

for how the current position should be conducted the respondent feel a great sense of freedom 

in the line of work. Because of this Epsilon argues that he/she feels an inner drive to the work-

tasks that is included in the job because the tasks are fun and the freedom of involvement in the 

line of work.  

This is something the respondent comes back to several times during the interview, that the 

current position is something that is very much enjoyed. Epsilon brings this up several times 

during the interview, despite the different topics discussed, that the job and the tasks are 

genuinely liked.  

The respondent further argues on the topic that the job at Water AB have had an developing 

effect on the respondent, that he/she have gotten a deeper insight in the company during the 

years employed. This insight has grown since the respondent started his/hers current position, 

the respondent uses the term giraffe-neck to emphasise that Epsilon have grown and now sees 
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the overall picture in the company which have led to development and learning through this 

insight. 

4.9. Kappa 

Extrinsic motivation 

When discussing the importance of salary for Kappa, the respondent told the authors that of 

course would a higher salary increase ones motivation, however Kappa feels that money is not 

the greatest matter. Earlier experiences of Kappa were revealed from another working place 

where Kappa earned more money but the manager were not good. Compared to the present 

work place at Water AB, with lower salary but managers who listen and taking care of one, the 

respondent Kappa prefer a company like Water AB compared to the earlier mentioned. 

Kappa is clear about that money is motivating, however according to the respondent soft means 

is more preferable, but not at any price. Kappa explains that you cannot work with to low salary, 

and that she/he would not do it either since money needs to the household and primarily food. 

One example of soft means that counts as an incentive for Kappa is feedback. Feedback, both 

positive and negative, is important for the respondent since these comments on how the work 

goes, shows in one sense or another where Kappa lies in the working process, and for Kappa 

this is in some way to help for the respondent. Kappa describes that the feedback is not 

negatively given but in a constructive way that makes sense which is strengthening Kappa’s 

idea of how to solve problems that occurs in the future or how to handle certain situations which 

Kappa have learned from before, because of this constructive feedback. Kappa further describes 

the relationship with the leader and the leader’s actions within this context with these words:  

“I hear all the time, ‘I’m glad you brought it up here’, so it’s a little more this ‘pat-on-the-

shoulder-variant’, to be seen and the feeling that we are a team where X is the spider in the net. 

It is so far from the hierarchically as one can get. He listens to us and feel the full trust and that 

our ideas are worth gold, according to him”. (personal communication, 2/4-2015, Kappa). 

It is not only soft means that is divided as rewards or incentives according to Kappa, it could 

also be coffee-bread but the material bonuses or rewards are controlled from the top. The 

respondent further describes that these material incentives and bonuses are good but this is not 

what drives her/him in the work. One example according to Kappa were one time when the 

leader had missed to come and talk with Kappa when promised and this was very frustrating 

with Kappa. Then Kappa further describes that the leader came the day after and apologized for 

having missed Kappa and not kept the promise. This was according to the respondent an action 

that made the respondent feel good and seen even though the mistake were made.  

“For me it is important to be heard and seen” (Kappa). 

The respondent repeats once again and explained that it is the part where the leader sees the 

personality of one, to be seen, heard and be given challenging tasks with that is the vital part in 

the driving forces of the respondent. Kappa also comments the importance of having a good 

relation with the leader and co-workers that it gives a feeling of community, which Kappa have 

with today’s leadership and the people on work. The respondent also fills in with that all work 

tasks today are fun in some way:  

“All tasks are funny, I work in that way, that if I have the right leader who gives me the right 

tools and pep and motivation, I could probably do anything” (Kappa). 

Intrinsic motivation 

Kappa also describes the importance of opportunities to advance within the company:  
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“I think that’s really important, just because of I like to be challenged. And in the end maybe a 

service is so broken-challenged and now I need to do something else. Earlier I have felt stopped, 

but now I get the challenges I need”. (Kappa) 

The respondent further explains that a change, providing more flexibility at work would be 

more preferable for him/her in the way of working, and that opportunities to discuss 

arrangements of work tasks is motivating for the respondent. This makes Kappa feel committed 

and wanting to make an extra effort in the work activities. The respondent describes that having 

free reins and that the leader having confidence in ones work is motivating for Kappa.  

The respondent further describes that this does that one is more daring at work and Kappa feels 

that this brings more trust which in turn leads to confidence and that she/he get more creative 

and motivated. The complete opposite get Kappa unmotivated and bring the feeling of not 

wanting to anything at the workplace at all. There have been other actions made by the leader 

that got Kappa more comfortable at work and in result made him/her more motivated. Kappa 

describes one case where some areas of responsibility have been released from Kappa’s service, 

with the arguments that Kappa only should focus on the transportation which have eased Kappa 

time at work since it have been a lot to do lately and a lot that should not be in the services of 

the respondent.  

The respondent clearly argues that work tasks that is challenging is more preferred compared 

with non-challenging tasks:  

“Yes, I like to struggle a little and solve problems, then of course, if you simultaneously have a 

sick stress on it, it becomes harder. But on the other hand I always get help in order to resolve 

these parts” (Kappa).  

Kappa feels that these challenging tasks is developing for him/her and that these tasks allow the 

respondent to work with his/hers mind. Kappa clearly prefers tasks were the mind must be used 

instead of doing monotonous tasks all day long. The most essential part in the task is to develop 

and understand Kappa further fill in with, this is how Kappa grows as an individual at work. 

Kappa reveals that the leader is good at seeing what the employees are interested in and likes 

within their line of work. Kappa reveals that earlier experiences with other leaders, that Kappa 

have been restrained by leaders which have resulted in a really boring work that was non-

driving. The fact that the present leader can see and implement solutions for every employee 

drives Kappa, and further discussing the values of been delegated tasks that is developing in 

combination with good communication with the leader. 

4.10. Omega 

Transactional leadership 

The expectations that Omega has on the followers is that followers should behave 

uncomplicated with each other, speak out when something is wrong and meet individual and 

collective goals. Omega describe that these expectations is based in the company’s core-values 

that the respondent values a lot and give much effort in to communicate to followers. The 

respondent feels that these expectations overall are meet by the followers in the company and 

fill in with that Paper AB is unique in this way. The respondent also ads that it is a great 

workplace based on Omega´s own feelings that the company has many committed employees 

that are proud to work at Paper AB.  
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There not any real repercussions for followers that fail according to Omega, however Omega 

think it is ok to fail once but not make the same mistake twice because then you have not learned 

anything Sigma om the first failure. 

However, later on in the interview Omega disclose that there are some steps before a follower 

should be fired and once again returns to the actions in the leadership of taking up the subject 

with dialogues. Omega feels that it is of great importance to dare to have a dialogue in order to 

solve problems and make the necessary changes for a successful outcome.  

When discussing rewards and benefits the respondent argues that everybody has the opportunity 

to have a bonus. Paper AB are following a system of compensational-benefit-guidelines that is 

based on performances according to Omega. The rewards could be of many sorts, both purely 

monetary rewards and other gestures like celebration with cakes when breaking records. These 

rewards are based both in individual as well as the collective performances, however the most 

vital is to have a red thread in the way of rewarding employees according to Omega. The red 

thread is explained by Omega with these words regarding rewards: 

“My ambition in this have been the red thread that a good performance should pay off”. 

(personal communication, 1/4-2015, Omega ). 

Omega further explains that it is not only the so called bonuses that is based on the performances 

of an individual, this is also the basis when discussing salary with the employees. The 

respondent fill in that the celebration-incentives might not be seen as a reward themselves, but 

according to Omega  it is a way to pay attention and expressing joy regarding a good 

performance, a way of saying “this we have done damn good together”. 

Transformational leadership 

Omega argues that insight in oneself is of great importance and it is a primary factor of being a 

decent leader. When asked if there are any ideal leadership style and if the respondent is the 

kind of leader that is endeavoured, the respondent answered that he/she is comfortable in his/her 

way of leading and ads that the parts that Omega likes is to be able to effect and to see others 

grow. This makes Omega feel that there is great possibilities to be oneself, which is a strength 

as a leader according to the respondent. Omega further explains that there is no perfect 

leadership, if someone believes that, they have a lousy insight of themselves according to 

Omega. 

Whilst discussing work-motivation the respondent believes that leadership is very important, 

as a leader you have to have some ingredients for the leadership to work with the followers, 

otherwise it would not turn out great. Once again Omega describes the essentials of having 

insight in yourself to be a good leader. The respondent also believes that you have to sincerely 

like humans and further explains with following quote:  

“You have to have empathic preconditions, you have to have the ability to put yourself in others 

point of view…My philosophy is that you cannot treat all people equal…people have different 

needs and there are different things that trigger people” (Omega).  

Omega explains that all people are different, they have different needs and motivators in their 

work life. According to the respondent one could argue that it is the steps in Maslow´s hierarchy 

of needs where it is money that motivates, to be able to buy food and have a household, but 

Omega means that these basic needs are obtained by the employees of Paper AB and overall in 

Sweden, nowadays people are motivated by having an exciting job or for example working in 

an innovative way. Therefore Omega seeks to find what drivers all individuals within the 

company have in order to motivate them.  
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During the interview Omega discuss the different ways of working in the company and reveals 

that it is a lot about teamwork. Omega do not believe in a one man solution for solving problems 

and creating the right conditions for employees at a workplace. This way of working would 

according to the respondent result in quick solutions but not long lasting. In Omega s own 

words:  

“There is a lot of teamwork and project work…If you want to do something quickly, do it 

yourself. If you want to do something lasting, do it together. And this I believe true in many 

ways” (Omega).  

Omega also reveals that teamwork creates good conditions for all employees in Paper AB to 

motivate each other. The respondent further clarifies that when you are working in a team and 

not alone, you will solve tuff problems and this is where individuals develop, and it also 

becomes a lasting development.  

The respondent wants it to be challenging for the employees so they will make an effort in their 

work but not in the bad way. Omega is delegating challenging tasks in order to make the 

employees grow and push their limits. Omega have noticed that this strategy is working and 

because of this Omega can stretch the limits bit by bit in order to improve employees. The 

respondent also mentions that it is vital to be at hand for them that need the help and support 

when it comes to certain tasks. Omega  clearly states that he/she do not believes in pushing the 

employees with whipping and scaring in order perform better since it would not be long lasting: 

“Yes, there´s always a potential opportunity for this, at the same time I think it´s important to 

find a balance, that there must be something more than work. One could of course, by whipping 

and scaring people get them to preform short-time but I never think that is sustainable, and I 

never think it´s long-lasting” (Omega).  

Omega reveals during the interview that details and leading in details is not something Omega 

believes in. Omega trust the employees in their way of working and that they are doing a good 

job. Omega  prefer to be at hand when employees need help, coaching them, provide the right 

tools in their daily work in order to perform at best and feel good.  

4.11. Sigma 

Extrinsic motivation 

There are such things as the leaders of the company offering the small things, cinnamon-buns 

at the cinnamon-bun-day, having a Swedish celebration of Lucia, that all co-workers appreciate 

according to Sigma. However Sigma reveals that the salary also is a motivator although not the 

largest, one should have good working conditions to and thrive according to the respondent. So 

for Sigma it is a combination as long as one can thrive at work.  

We further discussed the meaning of money as an incentive in order to feel motivated and 

perform more at work, and this is something the respondent are clear in her/his arguments on, 

and Sigma is aware of what drives him/her.  

“Of course, I want a salary, and again, if I were to work somewhere else and make twice what 

I´m making now but not have what’s offered in Paper AB, to prosper, then it would not be worth 

twice the salary” (personal communication, 1/4-2015, Sigma). 

The authors further discussed other kinds of incentives and rewards and if it would be as 

positive for the respondent to get an extra pay-check every month instead of appreciation in 

order to increase work performance. Sigma answered that an extra pay-check would not be 

developing as an individual to get this kind of reward although it would be nice. Sigma 
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concludes that it is not all incentives and rewards that drives Sigma and increases the 

performance of Sigma, it is the way of working at Paper AB and the company culture.  

The respondent values a close relationships with leaders, managers and co-workers in a work-

context and also gets at Paper AB. Sigma explains that this is a major factor in the teamwork 

and that they together can solve problems that one might have difficult with. This is something 

the respondent feels is important and that comes back several times during the interview.  

Intrinsic motivation  

Whilst discussing work-motivation Sigma describes that the most essential parts for Sigma is 

to be useful and helping others inside a positive working climate. The respondents own words 

in this discussion were: 

“I´m motivated by tasks where I feel useful…I´m motivated by helping others, and feel that if 

anybody has a question and turns to HR it motivates me to perform, I like that. I´m also 

motivated by a good working climate, and I feel we have that here” (Sigma).  

If the respondent perceived the tasks and duties in the job as demanding Sigma answered yes, 

and when asked to further develop this answer Sigma had this to say:  

“It´s challenging and it develops me as a person and I like that, I want further development” 

(Sigma).  

Talking about the importance of the ability of advancement in the line of duty the respondent 

answered that it is nothing important for him/her at this time, for now Sigma is quite happy in 

the job that Sigma have. However Sigma think it is important to have the ability to advancement 

if one want to. When the topic of education in the line of work, and development in the job was 

discussed Sigma replied that knowledge is always good to have and get more of, by replenish 

your expertise you develop as an individual and this is very important according to Sigma. 

Sigma  further reveals that Paper AB is good at capturing each individual skills and traits since 

they actively work with education and keep track of who people are and their abilities, interests 

and ambitions through for example individual performance reviews.  

When asked about the leaders and managers way of working, if the respondent have the chance 

to work freely, without supervision, Sigma had this to say:  

“It´s quite free, we don´t have bosses that stand behind you and check everything…But 

generally there is nothing like, you should do this, you should do that, there are no regulations 

on how I should do my tasks” (Sigma). 

When Sigma describes a positive working climate, Sigma means that it is good in the external 

environment they are working in at Paper AB, with open landscape and also the way they are 

constructed as groups. This fits Sigma since it promotes the free way of working at Paper AB. 

The respondent argues that it is not only the environmental factors with an open landscape that 

motivates, it is a combination of several factors according to Sigma. 

When discussing the importance of having the ability to influence at the company Sigma 

brought up one example when the leader had decided to change supplier, which concerned 

Sigma and others that was called to the appointment. The respondent explains that the leader 

wanted to involve the employees since it is important to hear other perspectives of these kind 

of questions. Sigma describes the case with own word here below: 
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“And facing this challenge they wanted to hear what we had to say, what advantages and 

disadvantages we saw, which meant that we were involved in the process, which is positive 

compared whit that something is decided without being asked” (Sigma).  

Sigma further fills in that the ability to influence is appreciated. The feeling that one can be 

involved and express ones opinion is of great importance to Sigma since then you feel more 

committed to work. The authors further questioned what else did make Sigma committed in the 

work which Sigma replied on that it is a mixture between the working tasks and to see the result 

of it.  
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5. Analysis 

The authors will now present the analysis of the studied cases, which are leaders and followers. 

In order to make a proper analysis of the two frameworks, the authors first have to identify the 

leader’s leadership behaviours and the follower’s different motivation. The authors also need 

to combine the two frameworks in order to see how the leadership of the transactional and 

transformational leaderships effects follower intrinsic and extrinsic motivation. The authors 

will compare the cases and analyse the different leaders, the different followers and the leader 

follower relationships. The authors will use the categories transactional and transformational 

leadership behaviour and extrinsic and intrinsic motivation in order to define the respondents.  

5.1. Laissez Fair 

Laissez Fair is an expression of absence of leadership (Barbuto, 2005). As the leaders in the 

empirical data all have an active leadership behaviour the authors have not found the absence 

of leadership in the empirical cases. The leaders studied in this thesis did not show signs of 

ineffective leadership (Bass & Avolio 1994, pp. 4), nor did they abdicate the responsibility of 

their leadership (Chaudhry & Javed, 2012). Therefore the authors will from now on not include 

the Laissez Fair in the analysis of the studied leaders.  

5.2. Transactional leadership behaviour 

A transactional leader set goals and rewards followers if they reach said goals (Bass, 1998; 

Burns, 1985; Harris & Russell, 2013). With set goals comes the expectation that the followers 

should perform in order to reach the goals assigned by the leader (Breevaart, et al, 2014). This 

behaviour is visible in Omega when it comes to the discussion of bonuses and monetary 

rewards, “My ambition in this have been the red thread that a good performance should pay 

off” (Omega). Omega uses a so called compensational-benefit-guidelines in order to reward 

and recognize the follower’s outcome. The transactional leaders need to make sure that 

followers knows what is expected of them in order to reach a reward, when completing a task 

(Harris & Russell, 2013; Walumbwa et al., 2008). This is displayed in Omega’s behaviour when 

making clear goals for the individuals and the collective.       

Alpha have responsibilities within leading the company Coffee AB and in the role as a leader 

Alpha have certain expectations on the followers. Alpha expect the followers to perform within 

the company guidelines, to perform with a driving force, have a positive attitude and look to 

the best for the company. Since the company recently have entered the joint-stock-market there 

is a high pressure of performing well. The behaviour of having expectations based in the 

instrumental values through a performance indicates that Alpha have transactional leadership 

behaviour (Bass & Avolio, 1994). 

Beta have expectations on the followers employed in Water AB to follow the company’s values 

and perform according to them, and are rewarded when behaving within these expectations, 

based upon the agreement between Beta and the followers. This leadership behaviour show 

signs of a transactional leadership since there is a bartering between the leader and follower 

(Bass, 1998; Burns, 1985; Harris & Russell, 2013). 

Alpha´s arguments that there is a need to strengthen the team, is due to win the match on the 

playfield which displays tendencies of competitiveness. This is in accordance with a 

transactional behaviour since a transactional leader is focused on clear goals and good 

performance by the followers (Bass & Avolio, 1994). In this case Alpha wants to win the match 

and wants the best for the company, not always focusing on every each individual.  
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For Gamma it is of great importance that goals are measureable and challenging, the leader 

expresses this in own words by “I want to have goals where I cannot say in the end of the year 

that my opinion is that you have done this and that, and then we come to some kind of 

discussion…I want to be able to measure in the end of the year…but I don´t put down easy 

targets” (Gamma). Gamma uses clear and measurable goals in order to easily see if the 

followers reach goals or not, to avoid discussions if goals are met or not with the followers. 

Gamma explains that when having measureable goals it is easier to determine what rewards 

that should be given for the effort laid on performed tasks. Gamma further fills in that he/she 

likes to delegate tasks which is in accordance with the transactional leadership theory of 

delegating tasks with clear and challenging goals, with reward based on the performance 

(Breevaart, et al., 2014; Bryant, 2003).  

Alpha uses transactional leadership behaviours since Alpha wants to have measurable outcomes 

from the followers in order to know what followers bonuses should be based upon. This is in 

accordance with Rafferty and Griffins (2004) theories that the transactional leadership are 

working with more measurable means than the transformational, “Because I think it becomes a 

bit messy and it set quite big demands, it becomes hard to find unity with that, and I have a 

history you could say with more measurable means and economic goals” (Alpha).  

The leader Gamma explains that the bonuses and incentives which is given for example to 

promote certain celebrations of good performances when goals are reached. This transactional 

leadership behaviour could both be decreasing for the follower´s productivity (Camps & Torres, 

2011) and their quality performance (Waldman, 1994) when they are used inconsistent by a 

leader. However since these rewards are promised by Gamma when reaching team goals, 

theories have proven that they improve quality performances by followers since the rewards are 

encouraging followers to pursuing goals that is not only of self-interest (Laohavichien et al., 

2009). Gamma uses bonuses and incentives in order to increase follower performances which 

is a strong indicator of a transactional leadership. When deciding what bonus an employee 

should get Gamma have meetings in order to recognize their achievements with the clear and 

measureable goals, which strongly indicates of a transactional leadership (Bass & Avolio, 

1994). 

Alpha reveals that bonuses are used based on the followers performance, the bonus is given 

when a performance is satisfactorily done by reaching a goal which is in line with the arguments 

of Breevaart et al. (2014) that a transactional leader behave in this way. The transactional 

leadership behaviour utilizes the follower’s effort in sufficiently challenging performances 

according to Bryant (2003) 

5.3. Transformational leadership behaviour 

Alpha uses metaphors, and according to Densten (2002) this provides an increased awareness 

of mutual goals and communicates a clear vision with challenges in the work context. Alpha 

further argues that goals are important for members with the metaphor “football-team” to know 

the right direction, “once you start measuring something, it speaks for itself, people gain 

attention for it” (Alpha) and this is in line with the transformational leadership of sense-making 

through an image-based approach with metaphors and concept-based approach with a clear 

communicated strategic direction containing goals (Bass, 1985; Conger, 1991). 

Beta states that showing result is not the most important factor in this agreement, the company 

have a shared vision for the organization and its followers. “It is more often we take action and 

dismiss a person because of not following our values than that the person does not produce 
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results” (Beta). Conger et al. (2000) argues that transformational leaders communicates values 

in order to create an inspirational vision for followers.  

Alpha states that help and coaching is used, if there is a need for it, in order to get the task 

completed, “that´s not really right, because you don´t develop the person, that´s your problem, 

you´re the seller and that´s your customer, you´re hired to solve that, and then you can ask for 

help of course” (Alpha). The coaching and developing behaviour is based in the 

transformational leadership behaviour of seeing every follower as an individual, not only a tool 

in the work process (House, 1981; Rafferty & Griffin, 2006). 

Beta explains that work-tasks and goals should not be easy which indicates that the leader are 

delegating challenging tasks (Breevaart, et al., 2014; Bryant, 2003). Beta further describes the 

purpose of delegating challenging tasks, it is to develop followers, because Water AB is a 

competitive company but at the same time also looking behind the numbers. “So we are very 

results-oriented, we set high standards for ourselves and others to create results. But not in any 

manner. We must have a care… It is always, always number one. Water AB survive, Water AB 

manage, but it may not be a person does and therefore the person always goes before the 

company” (Beta). The kind of behaviour that Beta shows, to take followers needs before 

himself/herself and the company is also in line with the transformational leadership behaviour 

and will provide trustworthiness and respect to followers (Barbuto, 2005). Although there are 

terms and conditions of how to act in accordance with the agreement between follower and 

Beta, to perform with result, Beta takes the followers into account on this journey to the final 

outcome, which is explained in these words “this is what we mean by clarity, that it is 

demanding, but we are also caring”. 

Omega uses the transformational leadership behaviour in a great extent, which have a strong 

connection and emotional appeal with followers’ values and feelings, bringing strong emotions 

as admiration, respect and trustworthiness to followers (Bass & Avolio, 1994). This is done by, 

for example putting your own needs aside in order to deal with followers needs first (Khatri et 

al., 2011; Barbuto, 2005). Omega displays this behaviour: “you have to have empathic 

preconditions, you have to have the ability to put yourself in others point of view…My 

philosophy is that you cannot treat all people equal…people have different needs and there are 

different things that trigger people” (Omega). This statement by Omega, displaying the ability 

to put oneself in the follower’s shoes, is a clear signal that the respondent cares of the followers 

and taking their needs in first hand and that Omega is using the transformational leadership 

behaviour. A transformational behaviour is displayed by putting your own needs aside, then 

this behaviour is also signalling a collective thinking and a vision that inspires followers with 

extraordinary impressions (Conger et al., 2000) of transcending self-interests for the best for 

the team (Bass, 1985, pp. 64). This behaviour tends to make followers identify with the work-

group (Hobman et al., 2011). Omega argues that by working together, with a collective mission, 

people can achieve something greater than by working alone. Omega displays the ability to see 

that by working in this matter, there are long-term benefits, instead of just chasing short-term 

goals. A good example of the behaviours of Omega is when the respondent expresses, “There 

is a lot of teamwork and project work…If you want to do something quickly, do it yourself. If 

you want to do something lasting, do to together. And that I believe true in many ways” 

(Omega).  

A transformational leader focuses on the long-term goals (Bass & Avolio, 1994) and works to 

develop the personnel, this Omega displays in numerous ways. The respondent expresses 

several times that it is of great importance to develop the followers and “One could of course, 

by whipping and scaring people get them to preform short-time but I never think that is 

sustainable, and I never think it´s long-lasting” (Omega). Omega instead states that it is 
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important to dare to have dialogues with followers regularly and especially when problems 

occur because every individual have their special personality and acts differently. Therefore a 

dialogue and taking the individual into account, could increase awareness about collective 

problems which is a transformational behaviour (McCleskey, 2014; Yukl, 1998).   

Beta uses coaching to help the followers move forward and create good preconditions for 

developing the followers that in a long run can improve the company. This behaviour is 

transformational because it is the long-term goals that matter to the leader Beta (Bass & Avolio, 

1994).  

Gamma also think it is of great importance to make followers feel happy and develop them 

because the leader believes this will bring better performances which will result in better results. 

Gamma also feels that it is important for equal trust between followers and the leader, this is 

shown in his/her coaching behaviour when delegating tasks. The trustworthiness is a key 

component of the transformational leadership according to Avolio et al. (1999) in order to gain 

followers fully potential. Although Gamma prefers measurable means, the leader also states 

that soft means, as coaching, have an importance in the long run due to the effort of keeping 

personnel. “I believe that gives the most in the long-run. I reason like this, they have enough, 

they have a market-salary today. I don´t think that´s what gets them to stay or not” (Gamma). 

The coaching is according to Bass and Avolio (1994) bringing long-term solutions and is a 

typical transformational leadership behaviour. 

The importance of treating each follower as an individual show great deal of transformational 

leadership behaviour (Bass & Avolio, 1994). The behaviour of seeing every follower as an 

individual is a base for understanding what attracts and motivates each follower (Rafferty & 

Griffin, 2006) in order to provide the right tools for them to  perform better and reach higher 

levels of potential (McCleskey, 2014). This behaviour is used by Beta since he/she cares about 

the individuals in the company, and this further determines that the respondent is displaying 

transformational leadership characteristics.  

The authors found that not only rewards with instrumental value was used by Beta. The leader 

also believes it is important to give feedback and helping the followers at work, and also give 

them the freedom to designing work tasks in a way that attract their personality. “if I have an 

idea and I have a passion for an alternative solution and can see advantages and disadvantages 

of the alternative solution, I usually get the right freedom” (Beta). By accepting followers to 

question assumptions in order for changes makes Beta open for these changes too, and also 

allowing followers to be problem solvers by using their creativity and enthusiasm, Beta is in 

compliance with the transformational leadership behaviour theory expressed by Bass & Avolio 

(1994). 

Omega argues that the red thread by rewarding good performances have a deeper meaning than 

the reward itself. Followers should gain knowledge that by performing in a certain way, their 

performance can be rewarded, and the next time the followers have the possibility to achieve 

even better since they have earlier knowledge about certain tasks, this will lead to a progressive 

learning curve and in the end improve performances according to Omega. This way of acting 

by Omega, through rewarding good performances and developing follower strengths, will not 

only gain the company, but also gain the development of the followers. Omega is through this 

behaviour using the transactional rewards combined with coaching which is a transformational 

leadership behaviour (Bass & Avolio, 1994). 
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Leader Transactional Transformational 

Alpha -Giving incentives for good 

performances. 

-Expectations based on 

instrumental values. 

-Important to measure follower 

outcome. 

-Supportive through sense-making 

behaviour. 

Beta -Rewarding when expectations are 

met. 

-Communicating values in order to 

inspire. 

-Coaching followers to develop in long-

term. 

-The individual comes before the 

company. 

-Each follower is an individual. 

Gamma -Using clear and measureable 

goals. 

-Rewarding followers when goals 

are reached. 

-Giving incentives in order to 

increase follower performances. 

-Trying to make followers feel happy and 

develop them in order to reach better 

results. 

Omega -Using goals and rewarding 

followers when they are met. 

-Putting own needs aside in order to deal 

with followers needs first. 

-Using empathic preconditions to view 

situations from a specific individual’s 

perspective. 

-Promoting teamwork for long-term 

benefits. 

-Actively working with developing 

followers through coaching and support. 

Table 5.1. Summary of leaders’ behaviour. 

 

Leadership behaviours that are similar and more differentiated have been noticed between 

Alpha, Beta, Gamma and Omega. According to Bass and Avolio (1994) a transactional 

leadership behaviour is bartering between themselves and their followers, which is consistent 

with all leaders in this thesis. Omega for instance argues that a good performance should pay 

off and Beta rewards when one have made a well done performance which also could be seen 

in the cases of Alpha and Gamma. Rewarding a performance is in line with the transactional 

leadership behaviour (Bass, 1998; Burns, 1985; Harris & Russell, 2013).  

Rewards should be held consistent by leaders that uses it in order to not decrease productivity 

or quality performance by the followers (Champs & Torres, 2011; Waldman, 1994). Rewards 

is held consistent within all four cases of leaders, however the leaders Alpha and Gamma tend 

to lay more emphasis on measuring goals, having more production based expectations and 

customizing instrumental rewards for followers that reached certain goals compared to the 

leaders Beta and Omega. 

The transformational leadership behaviour as coaching and developing followers (House, 1981; 

Rafferty & Griffin, 2006) is seen in all cases to some extent but most visible in Beta and Omega. 

Beta argues that the individual always comes before the company and uses support and 

coaching as Omega does, in order to develop followers in long term. Alpha on the other side 

supports through a sense-making behaviour which according to Conger (1991) makes follower 
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understand tasks in a better way. Gamma for instance tries to develop followers by making 

them feel happy at their work place through a coaching behaviour when delegating tasks, which 

is due to reach better results. Omega uses empathic preconditions to view the situation from the 

individual’s perspective and actively working with seeing each follower as an individual, which 

Beta also does. This behaviour is according to Rafferty & Griffin (2006) motivating.  

 

5.4. Extrinsic motivation 

Delta argues that there are some levels that must be kept by the respondent, to keep Delta´s 

household and family in order, “I have a level that I must have. In order to manage a house 

and all of those things, your standard of living” (Delta). The respondent is motivated by what 

means can come from the work and uses this to nurture intrinsic motivation that lies outside of 

the job. Delta is driven by extrinsic motivation to achieve monetary means to keep the family 

and life outside of work in order, to the level that Delta desires. By doing so Delta is using 

extrinsic motivation as a driving force in the work-life (Kreps, 1997; Ryan & Deci, 2000).  

Kappa clearly states that more salary would increase the motivation which indicates that Kappa 

in this situation is motivated extrinsically according to Mitchell and Mickel (1999). Epsilon 

also states that rewards is motivating “Yes, of course the salary is a motivator, everything else 

would be a lie” (Epsilon). An extrinsic motivation is the search for rewards for completing a 

task or project such as a salary for a job done (Amabile, 1993; Deci et al., 1996; Ryan & Deci, 

2000). 

Sigma also values a salary and proclaims that it is highly valued, displaying expectations that 

brings extrinsic motivation for a monetary reward given to Sigma when reached a goal and 

finished the work (Dysvik & Kuvaas, 2012; Mitchell & Mickel, 1999; Pascual-Ezama et al., 

2013).  

Delta is an individual that respond well to rewards and incitements, leaning towards an extrinsic 

motivation. Delta appreciates monetary rewards from the work done, “Somewhere the salary is 

basic, if you think that you do not have the right compensation or benefits it is hard to find the 

motivation” (Delta). This statement corresponds with extrinsic motivation theory stating that a 

person will seek a reward when fulfilling a task (Amabile, 1993; Deci et al., 1996; Ryan & 

Deci, 2000). Delta points out several times that it is the price that is the interesting to achieve, 

to get an external recognition for the effort Delta puts in the labour: “But if there is a price, 

then it´s more fun to win that” (Delta).  

“All tasks are funny, I work in that way, that if I have the right leader who gives me the right 

tools and pep and motivation, I could probably do anything” (Kappa). Statements of this kind 

demonstrates that Kappa is motivated by the relationship between Kappa and the leader, and 

not by the tasks itself. Which is a sign of extrinsic motivation, since it lies in the social 

contextual relationship (Ryan & Deci, 2000, Vansteenkiste et al., 2006). Kappa prefers a good 

relationship with co-workers since it gives a feeling of community and this is an extrinsic 

motivation because it is coming from the outside of the individual (Locke & Latham, 2004; 

Deci et al., 1996). Kappa is mainly powered by the rewards from completing tasks although 

most of them is not monetary, instead of the work itself. The situation is the main motivation, 

where a relationship between the leader and Kappa exist, and co-workers helps to provide right 

conditions to perform a good service.   
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Sigma also values a close relationship with co-workers and leaders, Sigma has the perception 

that there is a feeling of a community in the company, which is in line with extrinsic motivation 

theory (Gagné & Deci, 2005; Latham, 2007, pp. 38).  

The respondent discuss that feedback is of much value to him/her, feedback is desired to know 

where the respondent lies in the work-process and to know how the relationship between Kappa 

and the leaders is. This in combination that the respondent expresses, “For me it is important 

to be heard and seen” (Kappa), this quote further states that Kappa is strongly motivated by 

getting feedback which belongs to extrinsic motivation (Locke & Latham, 2004; Deci et al., 

1996). An individual that wants attention in the workplace, and desires recognition for the work 

done, is according to Locke and Latham (2004) and Deci et al. (1996) strongly driven by 

extrinsic motivation. 

Kappa is a another good example that intrinsic and extrinsic motivation can exist at the same 

time in an individual which is in line with the theories of Amabile et al., (1994), Amabile (1997) 

and Kreps (1997).   

5.5. Intrinsic motivation 

Epsilon appreciates the work itself and enjoys the fact that he/she have the ability to design the 

job and the task for him/herself, giving a sense of freedom to perform the passion for the job in 

a way that fits Epsilon. Epsilon explains that this facilitates to transfer the enjoyment to 

customers when there is more free reins. All of these facts point to that Epsilon is strongly 

motivated by an intrinsic motivation driven by the love of the task, the job itself, without 

restrictions (Bénabou & Tirole, 2003).  

Sigma states that he/she is happy in the current position at Paper AB and feels no need to take 

on new challenges by a new title or a new appointment in the company and this is in line with 

intrinsic motivation theory stated by Amabile et al. (1994) and Ryan and Deci (2000) that no 

outside motivation is needed for a intrinsically motivated person. The respondent Sigma argues 

that Sigma is in need of development in the line of duty, “It´s challenging and it develops me 

as a person and I like that, I want further development” (Sigma), which is in line with the 

theories that an intrinsic motivated person does want to develop and want personal challenge 

(Amabile, 1997; Amabile et al., 1994; Cho & Perry, 2003).  

Kappa is motivated by solving problems for others, and by solving problems for others the 

respondent feels that he/she is challenged and this triggers intrinsic motivation (Ryan & Deci, 

2000), “Yes, I like to struggle a little and solve problems” (Kappa). Kappa wants to feel free in 

the line of work, to be restrained holds Kappa back and decreases the driving-force of the 

respondent. To have influence of how the work-duties should be performed and built up is 

something that Kappa values, the respondent feels motivated by having influence and freedom 

in the work. To feel that one can influence and to feel freedom in the line of work corresponds 

with intrinsic motivation (Dysvik & Kuvaas, 2012; Mitchell & Mickel, 1999; Pascual-Ezama 

et al., 2013 

For an intrinsic individual it is important that the work that one does is a self-expression 

according to Amabile (1997). For Epsilon this is visible in the statement “I think it fits well with 

where interest lie. I´m very interested in the building-process, construction-activities, this is 

extremely interesting. It´s a fun industry, so it´s in my interest, so I work with my interest” 

(Epsilon). Intrinsic motivation that Epsilon feels for the job is hard to compensate or substitute 

with other means, this is in accordance with Amabile et al. (1994) and Amabile, (1997) that 

argues that the love for a work is hard to establish in other ways and is nearly non-exchangeable. 
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Delta also values the work itself, showing an intrinsic motivation for some tasks executed in 

the work (Amabile, 1997). According to Amabile (1997) an intrinsically driven individual seek 

satisfaction, fun, curiosity, enjoyment, self-expression, interest or personal challenge at their 

job. Delta enjoys the freedom that the work brings, “It suit me very well, if it had been the other 

way around, I don’t think I would still be here”…Freedom at work is a huge plus” (Delta). 

Also the fact that Delta expresses that it is important to have fun in the line of duty corresponds 

with intrinsic motivation (Ryan & Deci, 2000).   

Epsilon values the reward from the work, however this is not the only matter of importance, 

“But daily life must have a meaning and an importance because that’s where the driving-force 

is, you should enjoy what you do” (Epsilon). This statement is according to Amabile (1997) in 

correspondence with intrinsic motivation. 

Sigma seeks rewards of different kinds for the work, but sometimes the work is simply enough, 

“Of course, if you have done something good or preformed at some point, then it´s fun if it’s 

noticed. But I´m not the kind of person that needs a pat on the shoulder every day to feel good. 

If I know I´ve done something good, then I know it” (Sigma). Intrinsic driven people requires 

no external means to be motivated, and this conforms to the quote given by Sigma, that no 

reward is sought for a performed task. Instead Sigma enjoys the work itself. This statement 

strengthens the theories that intrinsically driven individuals does not need extrinsic means to 

feel fulfilled by their work (Amabile, 1997; Bénabou & Tirole, 2003; Ryan & Deci, 2000). 

Although people driven by intrinsic motivation in their work also seek rewards, it is just that 

the reward is not the sole purpose for completing a task (Amabile et al., 1994; Amabile, 1997). 

This is evident in the respondent Sigma that seeks rewards, even though the work itself is what 

motivates Sigma to completing task, “I´m motivated by tasks where I feel useful” (Sigma).  

For Epsilon there is a string driving force that is to make a difference and create something in 

the line of work that matters to Epsilon which corresponds to Amabile et al., (1994), Amabile 

(1997) and Kreps (1997). “It is that one should feel that the things you do matters and have a 

difference in every-day life. Both for me and the customers. That´s what drives and motivates 

me” (Epsilon).  

Sigma claims that more money is not the most important factor to bring further motivation, it 

is other matters that can raise Sigma´s motivation. The rewards sought after is a salary, an 

extrinsic behaviour, but more money is not sought after, instead it is more developing tasks and 

freedom in the line of duty, based in intrinsic motivation (Bénabou & Tirole, 2003; Gagné & 

Deci, 2005). 
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Follower Extrinsic Intrinsic 

Delta -Getting motivated by rewards 

given after a performed task with a 

monetary value. 

-External recognition such as 

winning prices is of importance. 

-Valuing the work itself. 

Epsilon -The salary is a motivator. -Daily work-life is of great importance 

and you must enjoy what you do at work. 

-Getting motivated by feeling important 

and useful at work. 

-Valuing the work itself. 

Kappa -Monetary rewards such as salary is 

motivating. 

-Appreciating to have an influence 

in the line of work. 

-Important to be heard and seen 

through feedback. 

-Good relationships with co-

workers is of great importance. 

-Solving problems that is challenging 

because of the challenge itself, not for the 

external reward. 

Sigma -Rewards are motivators. -Enjoying the work itself, satisfied at the 

current position in the company.  

-Searching more developing tasks. 

-Appreciate freedom in the line of work. 

Table 5.2. Summary of followers’ motivation. 

 

The four respondent’s motivation differs in several way´s. All the followers are driven by both 

sides of motivation in accordance with Amabile et al. (1994), Amabile (1997) and Kreps (1997), 

but the division between the respondents differs considerable. 

Even though Delta expresses some intrinsic motivation, extrinsic side in the respondent is 

larger, stating that rewards is a strong motivation for the respondent in accordance with the 

writing on extrinsic motivation by Kreps (1997) and Ryan and Deci (2000). 

This is in many way´s different towards the other respondents. Epsilon is clearly driven by 

intrinsic motivation for the work, but appreciates extrinsic rewards for the work, the respondent 

have an expectation to get an extrinsic reward from the work like Vroom (1995) argued in his 

writings. This respondent time and time again stress the matter that the work itself is the most 

important thing in agreement with Bénabou and Tirole, (2003), showing that intrinsic 

motivation is larger than extrinsic.  

Kappa expresses several factors that can bring motivation, both extrinsic and intrinsic. However 

the majority of the motivation that the respondent feels does not come from intrinsic side of 

motivation. Kappa desires feedback from the outside, wanting recognition, hence riven by 

extrinsic motivation according to Locke and Latham (2004) and Deci et al. (1996).   

Sigma on the other hand is motivated to some extent by extrinsic motivation, wanting a salary 

from an accomplished task is a reward (Dysvik & Kuvaas, 2012; Mitchell & Mickel, 1999; 

Pascual-Ezama et al., 2013). Sigma displays several times that he/she is mainly motivated by 

intrinsic motivation, not looking for outside recognition while completing tasks and not 

searching for promotions as a means to be rewarded and acknowledged for the work (Amabile, 

1997; Bénabou & Tirole, 2003; Ryan & Deci, 2000). 
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5.6. The effect of leadership on motivation  

Now the authors will combine the leadership theories with the motivational theories in order 

to show how intrinsic and extrinsic motivation interacts with the different leadership 

behaviours.  

Delta want rewards for the effort and performance put in to the work, which corresponds with 

extrinsic motivation since an individual driven by extrinsic motivation is driven by the outcome 

from completing a specific activity (Ryan & Deci, 2000). This could be satisfied by the leader 

Alpha that offers monetary rewards which corresponds with the follower extrinsic motivation 

in this case. Here the leader’s behaviour is in line with the transactional leadership behaviour 

of using rewards based on follower performance (McCleskey, 2014). Also Epsilon desires 

monetary rewards, an extrinsic motivation, that can be provided by the leader Alpha. Omega is 

also a leader with this transactional behaviour that states that good performances should payoff. 

A leader that does not give rewards for performances could easily decrease extrinsic motivation 

of Epsilon and Delta, which could lead to less effort in performing the tasks given to them.   

A transactional leadership behaviour is to recognize achievements by the followers, when tasks 

are completed (Bass & Avolio, 1994). An extrinsic driven person want their effort to be seen 

(Kreps, 1997). Kappa wants to be seen in the line of duty and appreciates a good relationship 

with the leader, driven by extrinsic motivation in this case. Gamma recognizes the follower’s 

achievements and wants to make them feel happy in the line of duty, by appreciating the 

followers achieved performances, here displaying a transactional behaviour. Another follower 

that could be motivated extrinsically is Delta that likes the competitions at work and appreciates 

to be seen if one wins. A leader that does not recognizes the achievement of the followers and 

does not see the effort of the followers might lose the followers attention and drive for the work-

tasks and their effort for the work.  

A transformational leader goes beyond self-interest and sees to the followers needs first 

(Barbuto, 1997). An intrinsic driven individual seeks self-expression in the job (Amabile, 

1997). Beta argues in accordance with this behaviour, that it is always the individual that comes 

first, and the company comes second. Another leader that displays this behaviour is Omega 

when he/she discuss that one must have empathic preconditions in order to understand the 

followers and take care of them in first hand. Epsilon wants to be able to have a job that is a 

self-expression of him/her and shows this whilst discussing that he/she works with his/hers 

interest. A leader that restricts this self-expression could diminish intrinsic motivation of 

Epsilon.   

The transformational leader sees the follower as an individual and that no two persons are the 

same as each other (Rafferty & Griffin, 2006; Yammarino & Dansereau, 2002). Omega uses 

the behaviour of giving the followers the opportunity to express their differences as individuals, 

and believes that all people have different triggers in their work. All intrinsic motivated people 

are driven by different and unique factors (Ryan & Deci, 2000). Kappa needs the social 

contextual relationship with the leader in order to express himself/herself in the work. Delta 

likes the freedom in work, to be autonomous and design his/her own work tasks, which could 

be given by Beta since Beta allow followers freedom and self-expression at work.   

A transformational leadership behaviour uses coaching and teaches the followers to develop 

them further (House, 1981; Rafferty & Griffin, 2006). Intrinsically driven individuals wants the 

ability to further develop themselves in the activity they are interested in (Amabile et al., 1994). 

Gamma uses coaching to further develop the followers, here Gamma exhibits a transformational 

leadership behaviour. Sigma desires further development in the work and wants challenging 

work-tasks and here the respondents shows an intrinsic motivation.  
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Beta is open to changes and believes that it is positive to question routines and assumptions. 

Alpha uses an open door policy and is available to the followers to bounce ideas from if Alpha 

sees that there is a need to adjust tasks work-tasks for the followers. This behaviour is in line 

with the transformational leadership, to questions the preconceived assumptions and work to 

see the different perspectives (Bass & Avolio, 1994; McCleskey, 2014; Yukl, 1998). Kappa 

desires freedom in the line of duty, and argues that he/she does not want to be restrained in the 

job, the respondent is intrinsically motivated by opportunities to change since it is freedom in 

one perspective and not to be tied and restrained to one way of working. In this case Kappa 

displays an intrinsic motivation in line with the theories by Dysvik and Kuvaas (2012) and 

Pascual-Ezama et al., (2013). 

A transformational leader argues for overall values that should be sought by everybody (Conger 

et al., 2000). Both leaders Omega and Beta argues that overall values is something positive that 

everybody in a company can benefit from and create a feeling of community here displaying 

this transformational behaviour. The followers Sigma and Kappa both regards the feeling of 

community and that there is a sense of togetherness in the work, that is in line with their extrinsic 

motivation. Extrinsic motivated individual regards the relationship with co-workers and 

community feelings, both external factors, important to the motivation according to Locke and 

Latham (2004). 

 

Figure 5.3. Analysis model 

 

In order to reconnect to the analysis model, the authors have shown that all leaders uses a 

mixture of both transactional and transformational leadership behaviour, however the studied 

leaders uses the different leadership styles in different extent. Also the followers are driven in 

various combinations of extrinsic and intrinsic motivation. This is in agreement with the 

theories of Amabile et al. (1994), Amabile (1997), Bass and Avolio (1994), Breevaart et al. 

(2014) and Kreps (1997).  

Leader’s Alpha and Omega uses monetary rewards that attracts/leads to extrinsic motivation by 

followers Delta and Epsilon. The leader Gamma recognizes follower’s achievements which 

attracts/leads to extrinsic motivation by the followers Kappa and Delta. The transactional 

leaders caters to the motivational patterns of intrinsically driven followers. 

Leaders Beta and Omega goes beyond their self-interest which attracts intrinsic motivation of 

follower Epsilon. The leaders Omega and Beta sees the followers as individuals which attracts 

intrinsic motivation of the followers Epsilon and Sigma. Leader Gamma uses coaching which 

attracts intrinsic motivation of follower Sigma since Sigma seeks self-development. Beta and 

Alpha is questioning assumptions as leaders which attracts intrinsic motivation of Kappa. The 
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leaders Omega and Beta argues overall values and attracts intrinsic motivation of the followers 

Sigma and Epsilon. 
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6. Conclusions  

In order to answer the research question of how transactional and transformational leadership 

styles effect intrinsic and extrinsic motivation, the authors have found that the transactional 

leadership effects the follower’s extrinsic motivation since the transactional leadership uses 

external means as contingent reinforcements based upon follower’s performances. By giving 

the followers rewards the leaders attract extrinsic driving forces. The authors found that the 

transformational leadership attracts the followers that are driven by intrinsic motivation since 

transformational leaders sees to every individuals needs and searches for the followers inner 

driving forces. The transactional leadership behaviour in fact do not effect intrinsically 

motivated followers since this behaviour focuses on external means which an intrinsically 

motivated follower do not directly get motivated by. However the transformational leadership 

behaviours could effect extrinsically motivated follower since the transformational leadership 

behaviour includes such means that motivates extrinsically motivated followers. 

This thesis have been written with the purpose to provide data and contribute to the research 

field within the area of leadership and motivation since there have been a lack of research of 

the two frameworks combined. The authors have in this thesis discovered that both transactional 

and transformational leadership behaviours attract different motivation by their followers in 

different ways, since the leadership styles are founded in the behaviour that attracts different 

motivations by followers.  

The author’s purpose was to contribute to the lack of existing framework of the relationship 

between leadership behaviours and followers motivation. This thesis have contributed and 

provided greater knowledge within the field of how leadership effects intrinsic and extrinsic 

motivation. The author’s purpose was fulfilled through the combination of leadership and 

motivational theories and through the collection of new empirical data. Therefore this thesis 

framework can be utilized by future scholars in further research within the area of leadership 

behaviours and follower motivation.  

6.1. Theoretical contribution 

The transactional leadership accommodates to the needs of extrinsic motivated individuals 

since these individuals are attracted by for example money or power. The transformational 

leadership caters to the needs of intrinsic motivated individuals because these leadership 

behaviours sees to each individual and have more long-term plans of developing followers. 

However, the transformational leadership behaviour also in some extent cater to the needs of 

extrinsic motivated individuals since many intrinsically motivational factors could be enhanced 

through external means. A leader using transactional leadership behaviour cannot provide the 

right conditions for intrinsic motivated individuals since it do not seek to satisfy their inner 

needs. However this can be done by the transformational leadership behaviour because these 

leadership behaviours cater to individuals inner needs which for example could be individual 

development or creating the best conditions for enjoying the work itself. 

The transactional leadership behaviours themselves do not provide the same conditions as the 

transformational leadership behaviours. Rewards itself do not attract intrinsic motivation since 

these are external means. The transformational leader can provide the right conditions for 

individual’s inner needs to be expressed which indicates that the transformational leader is more 

attractive for individual´s intrinsic motivation.  

The theoretical contribution have been persuade through interaction of the two conceptual 

frameworks, leadership behaviours and follower motivation: a research field that have been less 

explored by previous scholars. Through this combination the authors have increased the 
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understandings of how transactional and transformational leadership styles effect followers’ 

extrinsic and intrinsic motivation. 

6.2. Empirical contribution 

The authors of this thesis have gathered data on the transactional and transformational 

leadership behaviours effect on followers’ intrinsic and extrinsic motivation within the 

empirical cases. The authors have noticed that the studied leaders uses both transactional and 

transformational behaviours in their leadership, although in different scopes. Some of the 

interviewed leaders tend to use more transactional leadership in their work and some use more 

transformational leadership. Also the studied followers have shown signs of usage of both 

intrinsic and extrinsic as driving forces in their labour at their respective jobs, however in 

various extent in the studied respondents. 

The authors of this thesis puts no emphasis in which of the two leadership styles is the most 

positive for the followers in the studied companies, or what type of motivation is the most suited 

for the followers performances, that have not been the purpose of this study. 

However, no leader in this study have shown signs of using only transactional or 

transformational leadership behaviour and the authors argues that a mixture of them both is 

preferable for the follower’s motivation. In a world where no external means are given to 

follower’s performances in the work environment little or none effort would be put in actual 

work. There are bills to be paid and households that need to be locked after, and in the Swedish 

society today this requires monetary means.  

With this said, the authors does not mean that the usage of external means is something 

negative, contradictory, the empirical cases have shown that the usage of external means could 

be a positive thing. If a person feels none intrinsic motivation for their job, it is the external 

means that can make the difference in why that person choses to have a job that brings little or 

none inner satisfaction. With external means an individual is free to fulfil the inner drives 

outside of the work-place, whatever that may be. And by having a fulfilling personal life a 

person can find the motivation for their job, meaning that followers are able to use their rewards 

to express their inner needs and still have a flourishing intrinsic motivation. 

6.3. Practical contribution 

The importance of this study rests in the notion that leaders need to have understanding for the 

follower’s diverse motivation, what their individual driving forces actually are. As the 

motivational level of the employed people in Sweden is falling this is of great importance. With 

falling motivational levels productivity can easily be effected and Sweden´s GDP can decrease, 

everything in a society can be effected. For example, with a decrease in GDP, less money could 

be transferred to the Swedish healthcare and therefore the healthcare´s quality could diminished 

and the result can be that the people employed in the Swedish healthcare can suffer from even 

greater falling motivational levels. In all simplicity, a vicious circle could easily appear when 

motivation is falling because the motivation effects many aspects and is a vital part of the work 

that could have great impact on the rest of Swedish society as a whole.  

Leaders and companies need to understand that people have different kinds of motivation, 

intrinsic and extrinsic motivation, and that these have diverse effect on the followers in their 

way of approaching tasks at work. Therefore the knowledge for leaders and companies to 

understand how motivation can be effected by the actions by leaders and how leaders interacts 

with employees in practice, is crucial to understand. This thesis provide valuable data on the 

interaction between leaders and followers and demonstrates that the right leaders can provide 

the tools for motivation for follower. However, the wrong leader cannot provide tools for 
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follower’s motivation, for example a transactional leaders cannot provide the tools of 

motivation for an individual driven solely by intrinsic motivation.  

6.4. Limitations and future studies 

The thesis have through the research process had limitations in different areas which could be 

interesting to pursue further research on.  

This thesis have limitations with input from attitude-theories which could be of great 

importance within studies of leadership behaviours and follower motivations. As implied in the 

introduction in this thesis, attitudes can have a great influence on the motivation of followers. 

There is substantial research on the fact that the Generation Y have different attitudes towards 

work and employers. This could have great effect on the motivation towards work, and therefore 

attitudes could have a great impact in this research area. The authors believe that more research 

is needed within the field of attitudes and follower motivation. As the coming generation Y is 

becoming a part of the labour in all companies, information on how Generation Y views 

different leadership behaviours and its effect on the motivation of followers is important. This 

topic have unfortunately been too large to incorporate in this thesis but the authors find the 

subject interesting. This is a suggestion for further research within the topic of attitudes and 

work-motivation.   

Another limitation of this thesis have been the selection of respondents and research objectives. 

This research do not disclose all perspectives of leadership behaviours effect on follower 

motivations. Therefore the authors also believe that similar studies such as this should be 

executed on different companies to see what results can be presented. To study similar 

companies in the same geographical location, or within the same segment, or studies in just one 

company but with respondents from all departments of the company could contribute within 

this framework and further deepen the knowledge of leaders effect on follower’s motivation.  
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Appendix  

Questionnaire in English, leaders. 

1. Name, age, years in the company? 

2. Background, academic and work-background? 

3. How did you end up in your current position? 

4. What expectations do you have on your employees? Are they met? 

5. How would you describe your leadership in three words? Is it challenging for you to 

work as a leader? Describe in what manner and have you actively sought to become a 

leader? 

6. What strengths and weaknesses do you have as a leader? 

7. Are you the kind of leader that you want to be? What is an ideal leader according to 

you?  

8.  How do you utilize feedback with your employees, and when does it occur? 

Positive/negative, verbal or in writing? 

9. To what extent do you get feedback in return from your followers and how important 

is this for you? 

10. To what extent do you utilize rewards/incitements and in what manner? What type of 

rewards-system is according to you the best?  

11. How important do you feel that the salary is as an incitement? Are there other rewards 

of material value that are important, for example bonuses, prophylaxis? Personal or 

group-rewards and so on. Are they systematic? 

12. What is work-motivation according to you? 

13. How do you motivate your employees on a daily basis, what is most important? 

14. What do you believe control the employee’s motivation for work? What are the 

decisive factors?   

15. Do you perceive that the staff motivates each other? How does this play out? 

16. How could you get the staff to perform more then what they do today? 

17. Do you feel that you have a good relationship with your staff?  

18. Describe a situation where you have to motivate the staff, how do you go about? 

19. Do you hand out tasks to the employees that they perceive as fun, do you adapt what 

you hand out and to whom? 

20. Do you try do evolve your employees personality’s? Describe how.  

21. Are there limitations in your leadership towards the staff’s development in the work-

place?  

22. In your leadership, do you want control and insight in the employees work, or do you 

hand out tasks and wait for the results? To what extent do your employees have the 

ability to work freely?  

23. How do you try to engage the employees in the work?  

24. If an employee fails in the line of duty, how do you act then? How do you go about the 

employee? Do you perceive that your staff are worried about failing? What types of 

consequences are there for failure?  

25. How do you show appreciation on the work-place for example a job well done?  

26. How are goals implemented by you? What type of follow-up are there and are your 

followers up to date on the company goals? 

27. What type of individual goals does your followers have that they should achieve?  

28. To what extent can the employees effect these individual goals and their design?  

29. Does their individual goals correspond with the company goals and in what way? 

30. How do you view power? Do you feel that you have any power and in what manner? 
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31. Can your employees effect any changes in the company through their influence and in 

what manner? 

32. Is it important to you that your staff can make advances in the company? 

33. Do your staff feel safe in the company? Do you feel safe in the company? 

34. Describe a situation where you want so solve a problem? How do you go about? 

35. As a leader, do you focus on finding errors in your followers way of conducting their 

tasks, and if yes, why? 

36. As a leader, do you focus on that all employees should follow the same 

pattern/standard in the line of duty? 

37. What strengths and weaknesses do you have in your motivational-work towards the 

employees?  

38. Do you hand out tasks that are demanding to make the staff feel motivated? 

39. De you believe that the job can be perceived as to demanding for the staff and that this 

can effect their motivation? 

40. Are there possibilities for education and further development in the company? Are the 

staff aware of this?  

41. Do you believe that the staff feel appreciated and respected for their effort? How can 

you tell, please describe in a scenario. 

42. Do you think that the staff feel that their jobs are linked to their goals in life? 

43. What three factors do you believe are the most important for the staff here in the 

company? 
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Questionnaire in English, followers.  

1. Name, age, years in the company? 

2. Background, academic and work-background? 

3. How did you end up in your current position? 

4. How would you describe your manager in three words? 

5. What strengths and weaknesses do you see in your manager? 

6. What expectations do you have on your manager? Are these fulfilled?  

7. What is work-motivation according to you, and how are you motivated to work?  

8. Describe a situation when your manager needs to motivate the staff, how does he/she 

approach this? 

9. How strongly do you value your salary for your motivation? If one would compare it 

with other things in the work-place, e.g. co-workers, good management, a strong 

company-culture, chances for advancements?  

10. What types of rewards and incentives does your manager, and how is this designed? 

(Systematic or not, bonuses, prophylaxis. Personal or group-rewards).  

11. How does your manager utilize feedback in the work-place? To what extent do you 

get confirmation/feedback by your manager and how important is this to you? 

Positive, negative. Could you give an example of a situation when positive/negative 

feedback is given by your manager?  

12. Do you experience your work as a challenge and what is your attitude towards this? 

Could you describe in what manner/a situation when your work has been a challenge? 

13. What could make you perform more in your current job? 

14. Do feel that you have a good relationship with your manager and co-workers, and how 

would you value that? 

15. Do you approach your assignments because you find them a pleasure or because they 

simply have to be done, do you divide do you do between them? 

16. How have you evolved as a person in this job? 

17. Are there limitations in your manager’s way of leading that inhibits your progress in 

the work-place? 

18. Do you perceive that your manager wants insight and control over your labour, or do 

you get to work freely with your tasks, and in that case to what extent do you get to 

work freely? Are you questioned in your job?  

19. To what extent do you feel committed in the work here at the company and how does 

your manager work with involving you in the work?  

20. To what extent are you worried of a failure at work? What types of consequences are 

there for failures here?    

21. How is appreciation displayed here on the work-place e.g. a job well done?  

22.  How are goal implemented by your manager and how are they monitored? Are you 

familiar with the goals?  

23. What types of individual goals do you have? 

24. To what extent can you influence these goals?  

25. Do any of your goals correspond with the company goals and in what manner?  

26. How do you view power? Do you feel that you have any power/influence in the 

company and in what manner? 

27. How important is it for you to be able to advance inside the company? 

28. Do you feel safe in the company? 

29. Describe a situation when management want to solve a problem on the work-place, 

how could this be played out?  

30. Do you feel that your manager focuses on finding errors in irregularity? Describe how 

you manager handles irregularity’s in the work-context.  
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31. Do you feel that your manager focuses on finding errors in the way employees 

conduct their work?  

32. Do you feel that your manager focuses on that everybody should follow the same 

standard/pattern on the job and in what manner? 

33. What strengths and weaknesses do you see in your manager’s motivational-work to 

the employees? 

34. Do you ever feel like the work demands to much of you, and if so, how does this 

effect your motivation?  

35. Are you aware if there are any chances in the company to get any education or any 

further development? Is this something you strive for, please elaborate.  

36. Do the employees get attention and respect in the company for their effort and in what 

manner? 

37. Do you feel that this job are linked to your goals in life? Do you have set goals and 

any creeds that you live your life after, what do you desire?  

38. Do you perceive that the staff in the company motivates each other and in what 

manner? 

39. What three factors are the most important for you in your work-life?  

40. What do you feel is the most important things to get motivated on a daily basis here on 

the job? 

41. Could you describe a situation when it has been extra fun to get to the job, and vice 

versa? 

42. To what extent does your job give you freedom, variation and creativity?  
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Operationalization scheme 

Themes  Description  Sources  Question No. 

General questions    L1, L2, L3 

F1, F2, F3 

Transactional 

leadership behaviour  

 Bass & Avolio, 

(1994); Bass & 

Avolio, (1994); 

Breevaart et al. 

(2014); Bryant 

(2003); Burns 

(1985); Yukl (1998)  

 

 

Contingent reward Rewards and/or 

punishments after 

performed tasks 

Barbuto, (2005); 

Bass, (1998); 

Breevaart et al. 

(2014); Bryant 

(2003); Burns 

(1985); Camps & 

Torres (2011); Harris 

& Russell (2013); 

Laohavichien et al. 

(2009); Waldman 

(1994); Walumbwa 

et al. (2008); Yukl 

(1998) 

 

L4, L5, L6, L7, L8, 

L9, L10, L11, L12, 

L13, L14, L16, L18, 

L24, L25, L27, L29, 

L30, L37, L43 

 

Management-by-

exception Active 

Actively supervision 

when discrepancies 

from standards 

occur. Proactive   

Barbuto (2005); 

Bass & Avolio 

(1994); Breevaart et 

al. (2014); Harris & 

Russell (2013) 

 

L4, L5, L6, L7, L8, 

L9, L12, L13, L14, 

L16, L18, L22, L24, 

L30, L34, L35, L36, 

L37, L43 

 

Management-by-

exception Passive 

Reactive actions  

when discrepancies 

from standards occur 

Barbuto (2005); 

Bass & Avolio 

(1994); Breevaart et 

al. (2014); Chaudhry 

et al. (2012); Harris 

& Russell (2013) 

 

L4, L5, L6, L7, L8, 

L9. L12, L13, L14, 

L16, L18, L24, L36, 

L37 
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Laissez Fair Absence of 

leadership  

Barbuto (2005); 

Bass & Avolio 

(1994) 

 

L5, L6, L7, L13 

 

Transformational 

leadership behaviour  

 Bass, (1985); Bass & 

Avolio, (1994); 

McCleskey, (2014); 

Yukl, (1998) 

 

 

Charismatic 

Leadership 

Strong connections 

with followers 

emotions 

Barbuto, (1997); 

Barbuto, (2005); 

Bass, (1985); Bass & 

Avolio, (1994); 

Conger et al., 

(2000); Khatri et al., 

(2011); McCleskey, 

(2014); Yukl, (1998) 

 

L4, L5, L6, L7, L8, 

L9, L12, L13, L14, 

L16, L18, L22, L24, 

L28, L30, L31, L33, 

L37, L39, L41, L42, 

L43 

 

Inspirational 

motivation 

Displays signs of 

shared clear visions 

through 

communication 

Bass, (1985); Bass & 

Avolio, (1994); 

Conger, (1991); 

Densten, (2002); 

McCleskey, (2014); 

Yukl, (1998) 

 

L4, L5, L6, L7, L8, 

L9, L12, L13, L14, 

L16, L18, L20, L21, 

L23, L24, L26, L28, 

L34, L37, L38, L43 

 

Intellectual 

stimulation 

Providing tools for 

problems solutions, 

based on earlier 

knowledge  

Bass & Avolio, 

(1994); (Hobman et 

al., (2011); 

McCleskey, (2014); 

Yukl, (1998) 

 

L4, L5, L6, L7, L12, 

L13, L14, L16, L18, 

L19, L20, L21, L23, 

L24, L26, L28 L,34, 

L37, L40, L43 

 

Individualized 

consideration 

Treats all followers 

as individuals, pay 

special attention to 

their needs  

Bass, (1985); Bass & 

Avolio, (1994); 

House, (1981); 

McCleskey, (2014); 

Rafferty & Griffin, 

(2006); Yukl, 

(1998); Yammarino 

& Dansereau, (2002) 

 

L4, L5, L6, L7, L8, 

L9, L12, L13, L14, 

L16, L18, L19, L20, 

L21, L23, L24, L26, 

L28, L31, L32, L34, 

L37, L38, L39, L40, 

L41, L42, L43 

 

Intrinsic motivation Preforming an 

activity for inherent 

Amabile et al. 

(1994); Amabile 

(1997); Bénabou & 

F4, F5, F6, F7, F8, 

F9, F12, F13, F15, 

F16, F17, F18, F19, 
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satisfaction of the 

work it-self 

Tirole (2003); Cho 

& Perry (2012); Deci 

et al. (1996); Dysvik 

& Kuvaas (2012); 

Pascual-Ezama et al. 

(2013); Ryan & Deci 

(2000); 

Vansteenkiste et al. 

(2006); Vroom 

(1995) 

 

F23, F26, F28, F29, 

F30, F31, F32, F33, 

F34, F37, F39, F40, 

F41, F42 

Extrinsic motivation Preforming an 

activity to achieve an 

outcome of the 

completed task  

Amabile et al. 

(1994); Amabile 

(1997); Amabile 

(1993); Calder & 

Staw (1975); Deci et 

al.(1996); Gagné & 

Deci (2005); Kreps 

(1997); Locke & 

Latham (2004); 

Mitchell & Mickel 

(1999); Ryan & Deci 

(2000); 

Vansteenkiste et al. 

(2006) 

 

F4, F5, F6, F7, F8, 

F9, F10, F11, F13, 

F14, F15, F19, F20, 

F21, F22, F24, F25, 

F26, F27, F29, F30, 

F31, F32, F33, F34, 

F36, F38, F39, F40, 

F41 
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