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[bookmark: _Toc979244672]Rationale for the study:
Exploring the relationship between transactional and transformational leadership styles and employee motivation and job satisfaction in retail has a fundamentally crucial role to play in the current work setting, particularly in the face of ongoing engagement and turnover issues. Globally, recent data revealed that individuals are only engaged in the workplace between 21-25%, and that engagement has been on the decline at a cost to the world economy of an estimated $438 billion in lost productivity in 2024 (Gallup, 2025). Manager effectiveness has a significant impact on engagement, but not 27% of managers identify themselves as engaged, which is a leadership development gap with far-reaching organisational implications (Smith, 2025). The rate of turnover within the retail environment also supports the urgency because the industry has always recorded some of the highest turnover rates, with approximately 60 to 63% turnover, which costs organisations thousands to replace employees (Fuller et al., 2022).
Despite these facts in the workplace, the academic research on the topic of leadership styles in beauty retail is short. Transformational leadership has been correlated with a better performance rate and lower burnout in more general workplaces, but the processes that it implies in retailers, particularly experienced by frontline employees, and are not well-researched (Khan et al., 2020). Similarly, Aljumah (2023) studied the direct relationship between transactional leadership and job satisfaction in Saudi Arabian organisations and the mediation of extrinsic and intrinsic motivation. It is found that transactional leadership enhances the positive influence of extrinsic motivation on job satisfaction but suppresses the influence of intrinsic motivation, which was very strategic in motivational performance management.
The current trends in engagement and HR also signify the move toward the direction of continuous feedback, training managers, and employee recognition as the driving factors of motivation and retention, which, in turn, refer to the problem of leadership style effectiveness (Smith, 2024). However, in the literature, little is known about how these leadership behaviours are practised on a day-to-day basis or how they are perceived by workers in beauty retail. Frontline retail roles involve emotional labour, customer‑related stress, and limited career progression, making this gap especially significant. These are settings where leadership has a strong impact on employee motivation and satisfaction, yet that influence is poorly understood.  Thus, the proposed study will address these gaps and attempt to study leadership exacution and perception using qualitative interviews to contribute to the literature and practise of leadership in retail.



[bookmark: _Toc519221238]Aim, Objectives, and Research Questions
Aim
The study will investigate how managers at Sephora Cardiff apply transactional and transformational leadership styles and assess how employees and managers perceive the impact of these styles on motivation and job satisfaction through qualitative interviews with managers and employees.
Research Objectives
· To find out how managers practice the use of the transactional and transformational leadership styles in their day-to-day management.
· To examine the experience of such forms of leadership among their employees and its impact on their motivation and job satisfaction.
· To determine discrepancies that exist between leadership practices as intended by the managers and how the employees perceive the practices.
Research questions 
· How do managers apply transactional and transformational leadership styles in their day-to-day management? 
· How do employees experience these leadership styles, and how do they affect their motivation and job satisfaction?
· What differences exist between managers’ intended leadership practices and employees’ perceptions of those practices?



[bookmark: _Toc93426044]Literature Relevant to the Research Question 
Based on the recent sources, it is obvious that transformational leadership is always related to positive employee outcomes, and transactional leadership has more specific or situation-related effects. Such differences in leadership are especially significant to the retail or service-oriented organisations, where motivation and job satisfaction influence the customer experience and turnover. 
The conceptual review by Rahim et al., (2025) was particularly applied to the retail industry and discovered that the transformational leadership behaviours, namely role-modelling, high expectations, and personalised support, are likely to promote job satisfaction and engagement throughout the retail business. These behaviours facilitate the intrinsic motivation since they encourage the workers more than complying with the tasks. The findings of a recent study with full-range on leadership by Garzon-Lasso et al., (2024) are empirical results that show that both transformational and transactional styles have strong relationships with employee outcomes such as extra effort, effectiveness, and satisfaction yet, transformational always influenced satisfaction more than transactional. This is in line with the ongoing research interest since it brings out the fact that employees are more driven by inspiring and supportive leaders than by leaders who focus considerably on rewards or corrective measures. Transactional will still be applicable in formal operational positions. In a Malaysian retail sector study conducted by Selvarajah et al., (2024), transactional positively and significantly affected the motivation and performance of employees if there were clear expectation, reward, and contingent feedback. This means that specific motivation can be assisted by transactional practises to be performed, even though it may not necessarily result in greater job satisfaction. 
These dynamics can be better explained by the role of motivation theories. The Two-Factor Theory by Herzberg separates hygiene factors (e.g., pay, work conditions) that assist in avoiding dissatisfaction and motivators (e.g., recognition, growth) that contribute to satisfaction (Abdulkhamidova, 2021). Recently, research based on the Herzberg motivational model revealed that both intrinsic and extrinsic motivational variables moderate the connection between leadership style and employee engagement. In settings such as the retail sector, intrinsic motivation enhanced the beneficial implications of both transactional and transformational on engagement, but the impact of extrinsic motivation largely affected the association with transactional (Hossan, 2021). This implies that the personal preferences of employee on intrinsic motivators or extrinsic motivators influence the way they perceive leadership in their everyday operations. In a wider organisational context, studies other than the retail environment support these trends. Jiatong et al., (2022) discovered that transformational is a predictor of greater intrinsic motivation and engagement in all situations, and, in most situations, indirectly predicts job performance through greater engagement. Overall, the literature justifies the proposed focus that transformational will produce better employee motivation and job satisfaction, yet transactional also comes into play, particularly in the case of task-oriented motivation and performance, which qualitative interviews at Sephora can help develop in detail.
[bookmark: _Toc1893049371]Proposed Methodology and Sampling Technique 
Research Method  
This research follows a qualitative approach to research. Qualitative research is interested in the experiences, perceptions, and sense of people based on open and exploratory questions like how and why leadership behaviours are implemented and experienced (Muzari, Shava and Shonhiwa, 2022). This approach would be suitable for the present research since it will allow the investigation of the practise of transactional and transformational leadership in detail and evaluate how it is perceived to influence employee motivation and job satisfaction within a retail setting. 
Data Collection Method 
Semi-structured face-to-face interview will be used to collect data, which will be audio-recorded (only after participants’ consent) and later transcribed, to be used for thematic analysis. Semi-structured interviews entail the use of pre-determined questions, but they are flexible in that the respondents are free to discuss their experiences, perceptions, and interpretations of leadership behaviours (Karatsareas, 2022). The approach is appropriate to the study as it provides detailed and rich information, and at the same time provides uniformity in interviews among retail managers and employees with diverse schedules. 
Sampling Technique 
The research will be based on purposive sampling. Purposive sampling is a non-probability method in which the subjects are selected intentionally and based on their relevance and experience concerning the subject of the research (Nyimbili and Nyimbili, 2024). The rationale of using this approach is that it guarantees the involvement of managers who implement leadership styles and employees who directly encounter them, which facilitates gathering of valuable and context-related information, which is in line with the research objectives.
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The study will adhere to all the ethical standards of conducting research to guarantee the welfare of participants, integrity in research, and trustworthy results. All participants will be informed about the purpose of the study, procedures and rights of the study participants and will provide informed consent in a clear manner before data collection. The participation in the study will be voluntary, and the participant will be allowed to quit the process anytime without any penalty. The anonymity and confidentiality will be assured by removing the identifiable information and ensuring the data is stored safely adhering to the data protection standards. 
To achieve reliability, a similar semi-structured interview guide will be applied to all participants to make them comparable but remain flexible. Purposive sampling will provide validity since participants will be directly involved with leadership practises, and multiple views will be provided by both managers and employees. Verbatim transcripts and meticulous thematic analysis will also help to make the work credible. Ethical practise and academic integrity are critical factors in delivering credible, clear, and accountable research findings.
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[bookmark: _Toc1205391071]Interview Questions for Managers
1. Can you describe your approach to managing your team daily?
2. How do you provide feedback to employees? (transactional question)
3. How do you inspire or develop your team members? (transformational question)
4. How do you adapt your leadership style depending on the situation or employee?
5. How do you think your leadership style affects your team's motivation and satisfaction?
6. Do you face any challenges in applying these styles effectively?
7. How do you think employees perceive your leadership style?
8. Can you describe instances where your leadership style influenced team engagement or satisfaction?
9. How do you maintain team motivation and moral?
10. How do employees receive support in their personal or career development?

[bookmark: _Toc959710626]Interview Questions for Employees
1.  How would you describe your managers leadership style?
2. Can you provide examples of how your manager motivates or guides the team?
3. How does your managers leadership style affect your motivation at work?
4. How does it impact your job satisfaction?
5. Can you give an example of a time when your managers style positively or negatively affected your work?
6. How does your managers leadership style influence overall team engagement and workplace satisfaction?
7. Can you give an example of when your experience differed from what you think your manager intended?
8. Do you feel your manager provides the right support for your personal or career development?
9. How does your manager maintain team motivation and moral?








