
LCBB6014- BA (Hons) Business Management
DISSERTATION
The Impact of Transformational Leadership on Employee Motivation in the UK Clothing Retail Sector



Abstract 
Employee motivation has been a major issue in the UK clothing retail industry despite the high rate of employee turnover, the unfavourable working conditions, and the mounting pressures on organisations. Therefore, this study has looked at the effect of transformational leadership on employees' motivation in the clothing retail industry in the UK. Specifically, it has examined transformational leadership, discussed its link with employee motivation and assessed its effects on employee behaviour and engagement.
The study has adopted an interpretivist research philosophy, an inductive research approach, and a qualitative secondary research design. 
The findings have revealed that transformational leadership has positively influenced employee motivation by strengthening intrinsic motivation, job satisfaction, organisational commitment, and employee engagement through recognition, empowerment, and meaningful communication. Furthermore, transformational leadership has enhanced employee behaviour by encouraging creativity, collaboration, organisational citizenship behaviour, and discretionary performance. The results, however, have shown that supportive organisational conditions such as a fair reward system, career development opportunities, good working conditions and effective human resource practices continue to be key determinants of effective leadership.
Keywords: transformational leadership, UK clothing retail industry, employee working conditions, rewards, motivation. 
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[bookmark: __RefHeading___Toc232362528][bookmark: _Toc236068158]Chapter 1: Introduction
[bookmark: _Toc236068159]1.1 Introduction
Despite its significance, the Clothing Retail Industry in the UK is grappling with various difficulties, including high employee turnover and employment-related challenges (Selvarajah et al., 2024). Leadership is important in affecting the performance and motivation of the workers. However, Transformational Leadership has been identified as an effective method for ensuring employee engagement.
1.2 Background of the Study
1.2.1 Leadership in Organisations
Leadership is defined as the process of influencing individuals towards the achievement of organisational objectives (Chandra, Ghosh and Sinha, 2023). It is very important in influencing employee attitude, motivation and performance. Modern organisations have moved from a transactional model of leadership that is based on reward and compliance to a model of transformational leadership that is based on inspiration, empowerment, and intrinsic motivation. This shift reflects the need for more adaptive leadership approaches in dynamic industries such as retail.
1.2.2 Evolution of Leadership Theories
Leadership has evolved from trait theories, behavioural theories, to contingency and finally transformational theories. The transformational theory was initially introduced by Burns in 1978, while Bass improved the theory in 1985(Eaton, Bridgman and Cummings, 2024). Transformational leadership theory is among the best theories still being applied in contemporary organisational studies.
1.2.3 Importance of Leadership in Retail Sector
The need for leadership in the retail industry emerges from the high level of employee turnover in retail organisations as well as the volatility of the workforce within the industry. Data shows that retail turnover is estimated to be around 34% in the UK, which is significantly higher compared to other industries. Besides, according to research findings, above 43% of workers in the retail industry have considered leaving their job due to engagement issues within the sector (CIPD, 2024).
1.2.4 UK Clothing Retail Industry Overview
In the UK retail sector, about 2.9 million individuals find employment opportunities. There exist high levels of instability in the UK retail sector, as indicated by the loss of about 170,000 jobs in 2024 due to store closures and restructuring (Ward, 2024). Among the most popular companies in this industry are H&M, Zara, and Primark. The UK retail clothing industry is highly competitive and is associated with cost pressure and inflation.
1.2.5 Employee Motivation in Retail Organisations
Motivation of workers in retail organisations involves various factors that affect both internal and external motivation. While salary and job security remain as motivational factors for workers in retail organisations, low salaries and monotonous tasks become demotivators for workers. Autonomy, Competency, and Relatedness are the three key motivators based on Self-Determination Theory. 
[bookmark: _Toc236068160]1.3 Research Problem
There are various problems faced by the UK clothing retail industry at any point in time, and all of these problems can be linked back to the problems related to instability of labour and lack of motivation among the staff members in the highly competitive environment of today’s market conditions (Cooper and Claxton, 2022). The issue related to high employee turnover and the overall dissatisfaction of the employees remains and is affecting the performance of the organisation, as well as the quality of services delivered by them. Literature on this topic has been focusing on the traditional styles of leadership for some time now but has paid little attention to the transformational leadership style.
[bookmark: _Toc236068161]1.4 Research Aim
This study aims to examine the impact of transformational leadership on employee motivation in the UK clothing retail sector.
[bookmark: _Toc236068162]1.5 Research Objectives
1. To examine the concept of transformational leadership in organisational settings.
2. To analyse the relationship between transformational leadership and employee motivation.
3. To evaluate how transformational leadership influences employee behaviour and engagement.
[bookmark: _Toc236068163]1.6 Research Questions
· To what extent does transformational leadership influence employee motivation?
· What is the relationship between transformational leadership and employee behaviour?
· How does transformational leadership affect motivation in retail environments?
[bookmark: _Toc236068164]1.7 Research Rationale
[bookmark: _Toc236068165]1.7.1 Academic Rationale
As can be noted, at the moment, there is a lack of literature regarding leadership as well as the impact of such leadership on employee motivation in certain sectors like health care and education. There is a clear gap in the literature as far as analysing the relationship between transformational leadership and employee motivation in the specific context of certain industries.
[bookmark: _Toc236068166]1.7.2 Industry Rationale
The high rate of employee turnover as well as poor engagement on the part of employees in the retail clothing industry of the UK may negatively affect overall organisational performance and customer satisfaction rates. Thus, effective leadership models aimed at improving the level of employee motivation are needed.
[bookmark: _Toc236068167]1.7.3 Personal Rationale
In addition to that, personal interest in leadership and organisational behaviour, particularly in relation to employee motivation, serves as another motivation to write this study. It is important for me in light of my future career goals in the business sphere.
[bookmark: _Toc236068168]1.8 Significance of the Study
[bookmark: _Toc236068169]1.8.1 For Retail Managers
This research has been beneficial to retail managers, enabling them to apply theories relating to transformational leadership to motivate their employees. By learning about inspirational behaviour, communication, and individual consideration, among others, managers will be able to come up with better ways to motivate employees (Khan, Amin and Saif, 2022).
[bookmark: _Toc236068170]1.8.2 For Organisations
UK Clothing retail companies should appreciate the need for proper leadership to minimise high levels of turnover and instil workforce stability within their firms. Proper management approaches may lead to improved productivity, job satisfaction, and customer service delivery, hence enhancing organisational performance(Lepistö, Saunila and Ukko, 2022).
[bookmark: _Toc236068171]1.8.3 For Researchers
Researchers may benefit from the current study by bridging the gap created in UK clothing retail leadership. The study is specific to the sector and has therefore provided valuable information that will assist future research efforts.
[bookmark: _Toc236068172]1.9 Scope of the Study
In this scenario, the field under investigation is going to be the UK clothing retail sector (Schiuma et al., 2024). As a means of carrying out systematic research, the scope of the work will be limited to exploring the relationship between transformational leadership and motivation. There is no involvement of any other field in this research.
[bookmark: _Toc236068173]1.10 Structure of the Dissertation
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[bookmark: _Toc238126101]Figure 1: Structure of the Dissertation

[bookmark: _Toc236068174]Chapter 2: Literature Review
[bookmark: _Toc236068175]2.1 Introduction
The purpose of this review of literature is to undertake a critical analysis of the existing scholarly knowledge on transformational leadership and employee motivation in the workplace context. The focus of this study will particularly be on the influence of leadership on employee motivation in the UK retail sector. From such an analysis, the areas that need more research can easily be identified.
[bookmark: _Toc236068176]2.2 Concept of Leadership
[bookmark: _Toc236068177]2.2.1 Definition of Leadership
The most widely accepted definition of leadership considers it as an ability to exert influence upon individuals or a group of people to ensure the achievement of organisational goals. As stated by Wilson (2022), the characteristic feature of leadership is influence rather than power or authority. There are certain drawbacks of the definition, which include a lack of recognition of structural and decision-making aspects of leadership. 
[bookmark: _Toc236068178]2.2.2 Leadership Styles in Organisations
Some specific leadership styles exert great influence on the behaviour of employees and their performance in organisational settings. Transactional leadership, as defined by Swan (2022), is based on rewards and punishments aimed at gaining compliance. This particular leadership style has been heavily criticised for its negative impact on employees' creativity and motivation. On the other hand, transformational leadership, as stated by Bakker et al. (2023), focuses on motivating employees by stimulating them intellectually and treating them as individuals. In addition, laissez-faire leadership style has been considered ineffective due to its passive approach. It should be said that transformational leadership is especially suitable for retail companies (Robert and Vandenberghe, 2020).
[bookmark: _Toc236068179]2.2.3 Leadership in Retail Organisations
Leadership is a critical component of the retail sector because of the nature of interactions between retailers and their customers. According to Pahi et al. (2022), quality leadership improves the performance of employees and makes the services offered to customers more satisfactory. However, poor leadership results in higher turnover and lower productivity. It should be noted that in many cases, retail employees have to deal with mundane activities and a heavy workload.
[bookmark: _Toc236068180]2.3 Transformational Leadership
[bookmark: _Toc236068181]2.3.1 Transformational Leadership
According to Agazu, Kero and Debela (2025), the term transformational leadership means leadership that enables leaders to transform their followers so that they perform better than what would be normally expected from them, by use of vision, meaning, and emotional commitment. As pointed out by Greimel, Kanbach and Chelaru (2023), transformational leaders can inspire their followers to improve through the alignment of their personal interests and organisational goals. However, the term transformational leadership can be viewed as overly idealistic in that its applicability is universal (Notarnicola et al., 2024). Despite the criticisms, this leadership remains quite popular because of its effects on motivation and employee performance.
[bookmark: _Toc236068182]2.3.2 Development of Transformational Leadership Theory
The concept of transformational leadership emerged from the work of Lawrason et al. (2023), but it was Deng et al. (2022) who worked further and differentiated between transformational and transactional leadership. Transformational leadership theory by Burns focused more on transformation around morals and ethics, but that by Bass was developed based on the characteristics of leaders (Reza, 2019). Transformational leadership theory also emerged after adding the component of the “Full Range Leadership Model”, which comprised transformational, transactional, and laissez-faire leadership. However, some scholars such as Martinez and Leija (2023) have found this theory to be rigid in certain areas like the retail sector.
[bookmark: _Toc236068183]2.3.3 Advantages of Transformational Leadership
Transformational leaders are often known to motivate employees, increase their commitment, and ensure high organisational commitment. Transformational leadership is said to have a significant correlation with job satisfaction and employee performance, according to Hsu, Newman and Badura (2022). Furthermore, it also improves teamwork and minimises turnover intentions, making it highly relevant for retail organisations. However, its success relies on the leadership capabilities and organisational culture in place.
[bookmark: _Toc236068184]2.3.4 Criticisms of Transformational Leadership
Among the several advantages of the transformational approach, it has also been criticised as too much leader-oriented and objective to analyse. For instance, Mehraein, Visintin and Pittino (2023) note that the approach requires subjectivity in assessing the nature of leadership actions. In addition, some have argued that the strategy may not consider areas like workload pressure and organisational policies rendering it ineffective in some situations.
[bookmark: _Toc236068185]2.4 Concept of Employee Motivation
[bookmark: _Toc236068186]2.4.1 Definition of Employee Motivation
Employee motivation can be seen as both internal and external factors that drive, guide, and maintain behaviour in a manner that results to organisational objectives. Following the statement provided by Pincus (2022), motivation can be defined as processes that account for effort intensity, direction, and persistence. However, this notion has been criticised due to a lack of recognition of the complexity of motivation both from psychological and sociological perspectives (Schneider, Kern and Lorenz, 2025). Namely, contemporary theorists state that the motivational process depends on leadership style, organisational culture, and job design.
[bookmark: _Toc236068187]2.4.2 Intrinsic Motivation
In turn, intrinsic motivation refers to engagement in an activity based on one's internal need for personal development, success, or independence. Based on the Self-Determination Theory, formulated by Fishbach and Woolley (2021), intrinsic motivation is supported under conditions of autonomy, competence, and relatedness. Thus, transformational leadership style is believed to promote intrinsic motivation as it promotes empowerment and personal development. Some theorists, however, raised concerns about potential barriers to intrinsic motivation in the case of repetitive work like in the retail industry.
[bookmark: _Toc236068188]2.4.3 Extrinsic Motivation
Extrinsic motivation arises out of external factors such as financial rewards, salary and bonus schemes, job security, and promotion opportunities (Pandya, 2024). It is not guaranteed that the use of an external type of motivation is effective in enhancing the productivity of employees, according to the Two-factor Theory, because it does not mean that the employees will always be satisfied with their jobs through extrinsic motivators. Moreover, as suggested by Ridwan et al. (2024), the excessive use of extrinsic motivators can result in decreased intrinsic motivation among the employees.
[bookmark: _Toc236068189]2.4.4 Importance of Motivation in Retail Organisations
The significance of employee motivation in the retail industry rests on various factors, such as high staff turnover rate, customer-oriented nature of the job, and pressures in the workplace (Machova et al., 2022). In essence, motivated employees are characterised by high quality of service delivery, organisational commitment, and infrequent absenteeism at work compared to unmotivated employees. According to Machova et al. (2022), lack of employee engagement results in reduced productivity in the UK retail sector. However, it is not easy to motivate employees in the retail industry because of low wages and a monotonous work environment.
[bookmark: _Toc236068190]2.5 Relationship Between Transformational Leadership and Employee Motivation
[bookmark: _Toc236068191]2.5.1 Leadership and Employee Engagement
The Impact of Transformational Leadership on Employee Engagement in the UK Clothing Retail Sector may appear evident as this type of leadership encourages employees to be involved and emotionally engaged with organisational goals. As mentioned by Boussaidi and Korbi (2025), employees' engagement can be viewed in terms of vigour, dedication, and absorption, which are provided by inspiring and encouraging leadership practices. However, while most research outcomes prove the positive effect of transformational leadership on engagement, some scholars believe that such a relationship depends on the environment. Thus, in environments characterised by standardisation, for instance, the retail industry, employee engagement cannot be increased by leadership irrespective of work repetitiveness.
[bookmark: _Toc236068192]2.5.2 Leadership and Job Satisfaction
The connection between transformational leadership and job satisfaction has been observed and noted. Leaders who offer recognition, inspire employees with their vision, and give individual attention tend to be able to foster a more conducive working environment. Research conducted by Vinh, Hien and Do (2022) demonstrated the presence of a notable positive correlation between transformational leadership and job satisfaction across different industries. On the other hand, it can be pointed out that job satisfaction depends on numerous factors external to leadership, including wages, workload, and even organisational structure.
[bookmark: _Toc236068193]2.5.3 Leadership and Organisational Commitment
Commitment implies an employee's emotional connection and loyalty towards an organisation. Transformational leaders create such a feeling by ensuring their individual beliefs conform to the organisational objectives, thus giving them a sense of meaning. This makes it likely for an individual to stay within the organisation. Nonetheless, Hermanto, Srimulyani and Pitoyo (2024) assert that other than the affective component, continuance and normative components influence commitment, which cannot be determined by one's leadership style. This implies that while transformational leadership increases affective commitment, it will not fully resolve retention problems in the retail industry where alternative jobs are numerous.
[bookmark: _Toc236068194]2.5.4 Leadership and Employee Performance
The positive correlation between transformational leadership and performance is often attributed to the fact that transformational leaders motivate, empower and ensure goal congruence among others. According to Kahfi, Wibowo and Widodo (2022), transformational leaders increase performance by challenging employees to surpass the set standards. On the other hand, performance is claimed by certain scholars to depend on the presence of certain organisational characteristics, training, among others. It means that performance depends on various aspects other than leadership. Thus, the effect of leadership on performance will vary in a retail setting.
[bookmark: _Toc236068195]2.6 Transformational Leadership and Employee Behaviour
[bookmark: _Toc236068196]2.6.1 Employee Engagement
Transformational leadership is always linked with higher engagement because it enables leaders to motivate employees by offering visions and empowerment. Furthermore, engaged employees have shown high vigour and dedication when leaders offered them meaning and recognition. Besides, according to Kwarteng et al. (2023), the type of leadership increases employee engagement as it raises motivation levels. However, there is conflicting evidence stating that employee engagement does not benefit from transformational leadership, especially in industries characterised by structures such as retail.
[bookmark: _Toc236068197]2.6.2 Organisational Citizenship Behaviour (OCB)
It entails voluntary behaviour of employees beyond their job description. According to Widarko and Anwarodin (2022), transformational leadership plays a role in motivating employees through OCB, as it promotes fairness and trust among employees. The research carried out in service industries shows that OCB results when leaders have transformational characteristics. However, some authors argue that organisational culture has a higher effect than leadership styles.
[bookmark: _Toc236068198]2.6.3 Employee Commitment
There is considerable evidence for the influence of transformational leadership on employee commitment, especially affective commitment, as the leaders make the employees identify themselves emotionally with organisational goals. The works of Gašić et al. (2024) point out the importance of leadership in building loyalty. On the contrary, however, there are contradictory findings that reveal the influence of some external factors like job security and other work options in making workers committed. Such findings are evident in the retailing sector where employee turnover rates are high.
[bookmark: _Toc236068199]2.6.4 Employee Retention
Retaining employees is easier under transformational leadership since job satisfaction and commitment improve under such leadership. In addition, the chances of attrition are lower if the workers feel appreciated and supported. But on the contrary, findings are showing continuous turnover among employees despite good management practices. This is especially true in the retail sector owing to certain structural issues such as wages and workload.
[bookmark: _Toc236068200]2.7 Transformational Leadership Within the UK Clothing Retail Sector
[bookmark: _Toc236068201]2.7.1 Characteristics of the UK Clothing Retail Industry
There is no doubt that the clothing retail sector of the UK market is a rather competitive and price-sensitive sector. The key players such as Primark, H&M, and Zara operate in a very dynamic environment defined by the fluctuations in consumer preferences and logistics at a global level. According to Okeyo and Osoro (2024), the retail industry belongs to the sectors of employment in the UK. Yet, the fact of the matter is that the retail industry not only attracts many employees but also experiences rather high employee turnover. It also tends to employ part-time and temporary workers.
[bookmark: _Toc236068202]2.7.2 Employee Motivation Challenges in UK Clothing Retail
Motivating UK clothing retailers' staff members has become quite problematic due to such factors as low pay, monotonous tasks, and lack of career opportunities. According to Kearney, Coughlan and Kennedy (2023), retail employees are characterised by one of the highest engagement rates in relation to leaving their positions among those of other industries. Also, while the role of intrinsic motivation has been recognised as crucial, most jobs in the retail environment focus on providing extrinsic motivation, which might not encourage people for more extended periods. However, some studies confirm the motivational effect of flexible scheduling and collaboration.
[bookmark: _Toc236068203]2.7.3 Leadership Challenges in Retail Organisations
Transformational leadership in retail organisations is limited by several limitations, including big work force, decentralisation of outlets, and non-independent management. It is, therefore, difficult to implement transformational leadership at all organisational levels. Transformational leadership is commonly favoured in retail organisations for its ability to ensure positive outcomes for employees, but it is regarded critically because management does not have control over salary structure and workload distribution in this case. High levels of personnel turnover limit the ability to develop relations in the long term.
[bookmark: _Toc236068204]2.8 Theoretical Framework
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[bookmark: _Toc238126102]Figure 2: Theoretical Framework
Source: By Author
The theoretical framework integrates Social Exchange Theory (SET) and Work-Life Balance (WLB) Theory to explain how flexible work arrangements (FWAs) impact employee motivation and organisational results. According to SET, the employment relationship involves reciprocation, as when the organisation provides certain resources, valued by its members (flexibility in particular), the employees demonstrate higher commitment, motivation, and discretionary effort. 
In turn, the WLB Theory suggests that FWAs reduce the conflicts between work and life spheres, as they help employees deal with the pressure at the workplace better. Thus, combining these theories allows explaining both the relational and the well-being factors involved in the process of influence of FWAs on employees' attitudes. Increased levels of motivation will also lead to increased engagement, productivity and reduced turnover rates within the organisation. The theoretical framework above provides the basis through which one can analyse the various articles and understand the impact that flexibility has on the individual and organisational levels.
[bookmark: _Toc236068205]2.9 Conceptual Framework
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[bookmark: _Toc238126103]Figure 3: Conceptual Framework
Source: By Author
The conceptual framework represents the association between transformational leadership and the motivation of the employees in the British clothing retail industry. Transformational leadership forms the independent variable and has four dimensions, which include idealised influence, inspirational motivation, intellectual stimulation, and individualised consideration. These leadership behaviours influence employees' attitudes and experiences of work. The dependent variables were the employees' motivational state, measured in terms of their intrinsic and extrinsic motivation, job satisfaction, engagement with the organisation, and organisational commitment. The framework states that transformational leadership has a positive impact on employee motivation, which will lead to better performance, employee retention, and organisational effectiveness. It also implies that there has been a mediational relationship between leadership and organisational outcomes for the variable of motivation.
[bookmark: _Toc236068206]2.10 Literature Gap



The literature reveals that clear gap on context and methodology had existed with past research on transformational leadership and employee motivation. Most of their research was in areas like healthcare and education and not much research was done in the industry of the UK clothing retail. In addition, there has been limited qualitative and thematic research that seeks to examine employee lived experiences and motivation perceptions in a retail setting. To address these gaps, this study constructs its research questions to explore how transformational leadership contributes to employee motivation, its effects on employee behaviour and the influence of transformational leadership on employee engagement within UK clothing retail organisations. The coming together of both aspects increases the relevance and significance of the study.
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[bookmark: _Toc236068207]Chapter 3: Research Methodology
[bookmark: __RefHeading__3063_1217683849][bookmark: _Toc236068208]3.1 Introduction
Research Methodology – Saunders' Research Onion


This study adopts Saunders’ Research Onion as a framework for structuring and guiding the research methodology. The Research Onion provides a systematic approach to the research process, beginning with research philosophy and progressing through research approach, strategy, methodological choice, time horizon, and data collection and analysis techniques (Assadpour, Ghalehnoee and Bahramian, 2022). This framework supports coherence, transparency, and consistency between the methodological decisions and the research aim (Musundire, 2025).
The study examines the impact of transformational leadership on employee motivation in the UK clothing retail sector and applies the Research Onion to guide the methodological choices (Abbasi and Masoumeh, 2025). An interpretivist philosophy is adopted to support an understanding of employees’ perceptions and experiences of transformational leadership. The research follows a qualitative approach and uses secondary data obtained from academic literature, previous research studies, and other relevant scholarly sources. These methodological choices enable the study to develop a comprehensive understanding of transformational leadership and its relationship with employee motivation while maintaining alignment with the research objectives and ensuring an academically structured research process.
[image: ]

[bookmark: _Toc238126104]
Figure 4: Saunders Research Onion
[bookmark: _Toc236068209]3.2 Research Philosophy
Research philosophy is the set of beliefs about how knowledge is generated and the manner in which reality is considered in a study (Mauthner, 2020). Interpretivism was the philosophy of this study, where emphasis has been laid on meanings, experiences and social realities instead of objective measurements (Junjie and Yingxin, 2022). Interpretivism is the research method used in the study due to the importance of looking at the questioning and reasoning behind human behaviour instead of merely looking at raw numerical data as used in a laboratory experiment.
[bookmark: _Toc236068210]3.3 Research Approach

The research approach refers to the logical process through which knowledge is developed and conclusions are established. The two principal approaches are deductive and inductive. A deductive approach begins with an existing theory and develops hypotheses that are subsequently tested, whereas an inductive approach begins with observations and evidence to identify patterns, themes, and potential insights (Ghanad, 2023). This study adopts an inductive approach, as its purpose is exploratory rather than focused on testing predetermined hypotheses. The inductive approach is appropriate because it enables the researcher to identify recurring themes and develop a deeper understanding of the research topic from existing evidence (Kumar, 2024). The study examines qualitative secondary data, including academic journal articles, previous research, and relevant industry reports, to explore the relationship between transformational leadership and employee motivation in the UK clothing retail sector. The available evidence is reviewed and analysed thematically to identify recurring patterns relating to leadership behaviours, employee experiences, motivation, and engagement. Therefore, the inductive approach supports a flexible and interpretive examination of the research topic without relying on statistical hypothesis testing.
[bookmark: _Toc236068211]3.4 Research Choice
Research choice is the decision about the method that has been used to collect and analyse data in a study (Hong, 2025). The qualitative research methodology involves investigating social processes and meanings through non-numeric data, including literary pieces and other texts and studies, thereby offering room for an intensive investigation of issues (Chandrasekara, 2020). Qualitative research is suitable for this study as emotion and psychology are some of the factors that affect employee motivation and cannot be measured numerically. Trust, service interaction and communication from the customers' perspective are focal points of the research target.
[bookmark: _Toc236068212]3.5 Research Design
Research design is defined as a framework of methods and techniques chosen by a researcher to combine various components of research in a reasonably logical manner so that the research problem is efficiently handled (Khanday and Khanam, 2023). The study has adopted secondary qualitative methods to study the impact of transformational leadership on employee motivation in the UK clothing retail sector. Qualitative secondary analysis (QSA) is the use of qualitative data collected by someone else to answer a different research question (Jordan et al., 2024). Secondary analysis of qualitative data provides an opportunity to maximise data utility, particularly with difficult-to-reach patient populations. QSA has been adopted for this research as it provides a contextual depth to the analysis and its findings while eliminating the logistical difficulties of collecting primary data.
[bookmark: _Toc236068213]3.6 Time Horizon
The time horizon refers to the period over which research activities, including data collection and analysis, are conducted. This study adopts a cross-sectional time horizon, as it examines existing academic literature and industry information at a specific point in time. This approach is appropriate for the study because the research aims to develop an understanding of the current relationship between transformational leadership and employee motivation in the UK clothing retail sector, rather than examining changes in this relationship over an extended period. A cross-sectional design enables the researcher to capture and analyse existing knowledge, perspectives, and evidence without requiring longitudinal observation or repeated data collection (Wang and Cheng, 2020). Furthermore, the use of secondary qualitative data allows relevant academic studies and industry sources to be reviewed systematically within the selected timeframe. Therefore, the cross-sectional approach provides an appropriate and practical framework for addressing the research objectives while maintaining consistency with the qualitative and interpretivist nature of the study.
[bookmark: _Toc236068214]3.7 Data Collection
Secondary qualitative data from credible academic and industrial sources have been used in the current study (Ajayi, 2025). The secondary data was used so that the researcher can get a proper overview of what is already known about transformational leadership and motivation of employees and thereby overcome the ethical as well as practical problems associated with primary data collection (Cheong et al., 2023; Phillips, Tichavakunda, and Sedaghat, 2023). Secondary data was collected from reputed academic databases, such as Scopus, Web of Science, Emerald Insight, Science Direct, and Google Scholar because they provided reliable and relevant scholarly sources.
A systematic approach was followed in searching data through keywords such as “transformational leadership,” “employee motivation,” “employee engagement,” “retail employees,” and “UK clothing retail.” Boolean logic, especially AND/OR, has been used to refine the search and find literature consistent with the research objectives (Carcassi and Sbardolini, 2022). Literature was chosen based on the following criteria:
[bookmark: _Toc238132759][bookmark: _Toc238132822]Table 1: Inclusion and Exclusion Criteria
	Inclusion Criteria
	Exclusion Criteria

	Peer-reviewed journal articles
	Non-peer-reviewed sources

	Published in English between 2022 and 2026
	Studies published before 2022

	Studies related to transformational leadership, employee motivation, engagement or employee behaviour
	Studies unrelated to leadership and motivation

	Research focused on retail or comparable service-sector contexts
	Studies focused on unrelated industries without contextual relevance

	Full-text articles available for analysis
	Duplicate publications or inaccessible articles



The data collection involved four steps performed sequentially to ensure that the process was transparent and that secondary sources were systematically chosen. To begin with, 250 sources were identified from searches using databases with defined keywords and Boolean operators. Elimination of duplications after going through the titles resulted in 120 sources left for the next step. Screening of the abstracts of those studies left only 45 sources to be read in full. Eight studies were finally chosen after careful evaluation of their contents and relevance to the research topic. Relevant data was extracted and has been presented in the Appendix.
The detailed assessment of relevance and methodological quality, as well as the research objectives, resulted in a larger evidence base as approximately 20-30 academic studies were selected related to the topic, while only selecting a small number of academic studies was not done. This analysis of the thematic process involved the collection of these studies and related paragraphs, providing several evidence extracts. This approach enabled the themes to be determined by a pattern and repeated themes in the literature rather than by one or a few papers.
The evidence extraction process was completed by analysing around 30-50 relevant evidence segments of the selected literature. The extracts were coded systematically using the basic concepts that emerged from the analysis of the concept of transformational leadership, employee motivation, engagement, employee behaviour and the contextual organisational factors. A larger set of evidence was retrieved, and the thematic analysis was enhanced, increasing the reliability, transparency and credibility of the analysis.
[bookmark: _Toc236068215]3.8 Data Analysis
A thematic analysis approach was applied in the data analysis since it was considered appropriate for the interpretation of secondary qualitative evidence as well as the identification of recurrent patterns, meanings and relationships in the existing literature (Christou, 2024). The thematic analysis helped to examine systematically the extracted evidence on transformational leadership, employee motivation, engagement and behavioural outcomes in the UK clothing retail industry (Braun & Clarke, 2021). The six stages of analysis recommended by Braun and Clarke (2024) included familiarisation with the gathered evidence, creation of initial codes, identification of potential themes, reviewing and refining of themes, defining of final themes and reporting of the results (Brod, Pohlman, and Waldman, 2023).
The data used for the analysis comprised the extracted paragraphs, findings and other textual evidence in selected articles. The evidence was examined systematically, and the initial codes were created according to the concepts related to transformational leadership behaviour, employee empowerment, recognition, motivation, engagement, commitment and other issues. The similar codes were then grouped to create the themes that explain the connection between the transformational leadership and employees' outcomes. The coding and extracted evidence were presented in the data extraction table (Appendix A) to show the systematic approach and analysis.
The identified themes were compared with existing empirical literature to see if the evidence supports, contradicts or contributes to the existing theoretical and research-based understanding. The content analysis technique was not chosen since it is mainly focused on categorisation based on frequency of appearance of some textual information, and not on its interpretation. Thus, thematic analysis was more appropriate in this case because it helps to interpret and synthesise secondary qualitative evidence. The themes formed the basis for findings and discussion chapter.
[bookmark: _Toc236068216]3.9 Ethical considerations
This study follows appropriate ethical principles to ensure the authenticity, credibility, and integrity of the research process. As the research uses secondary qualitative data, relevant academic literature, case studies, and industry reports are analysed accurately without manipulation or misrepresentation (Taherdoost, 2021). No direct interaction with human participants takes place; therefore, issues concerning informed consent, confidentiality, privacy, and psychological harm are minimised (Sibbald, Asif Jiwani and Martin, 2022). Nevertheless, ethical standards are maintained by using credible sources, presenting information objectively, and avoiding plagiarism or misrepresentation. All sources are appropriately acknowledged using the Harvard referencing style.

1. [bookmark: _Toc234846398][bookmark: _Toc236068217]Chapter 4: Data Analysis and Discussions
0. [bookmark: _Toc234846399][bookmark: _Toc236068218]4.1 Introduction
This chapter includes the results and discussion of the study, which aims to investigate the relationship between transformational leadership and employee motivation in the UK clothing retail industry. Secondary qualitative data were analysed using thematic analysis to reveal patterns and relationships between the leadership practices, employee motivation, engagement and behaviour. This analysis led to the development of four themes: motivational outcomes, engagement of employees, influence of behaviours, and contextual factors impacting leadership effectiveness. The results are critically discussed based on the existing literature and theoretical stance presented in Chapter 2. This way, the impact of transformational leadership on employees' experiences in retail companies can be better understood.
0. [bookmark: _Toc236068219]4.2 Data Coding and Theme Development Process
The selected academic studies were qualitatively analysed to find the common concepts, patterns and relationship between the transformational leadership and the impact of transformational leadership on employees. No specific number of studies was selected for the coding process; instead, the coding was developed from a greater number of literature sources and segments of evidence that were collected throughout the coding process. Selected studies were analysed systemically to obtain preliminary codes to the various concepts of empowerment, recognition, psychological support, employee engagement, organisational commitment, performance and contextual organisational conditions.
The extracted evidence was coded as follows: Familiarisation with the collected evidence, initial codes identification, finding similarities and differences of the findings and clustering of related codes into higher order categories. These codes were then grouped and clustered together to find common themes throughout the evidence base.
For example, codes were grouped under motivational outcomes and codes under employee engagement were grouped under trust, commitment, participation and belonging.
Following the refinement of these patterns, four main themes arose to reflect the relationship between transformational leadership and employee motivation, engagement and behaviour. Themes were not developed from one or a few quotes but rather were developed from a series of evidence that were collected from several articles and paragraphs that were pulled out. The themes identified were then critically analysed against the backdrop of the existing literature, and areas of consensus, conflict and theory-building were explored.
The systematic coding process involved the following: studies selected, findings extracted, initial coding and final themes identified, and a data extraction table (refers to the Appendix A) was used to capture the process. This method increased the transparency, reliability and credibility of the thematic analysis by allowing the process of creating themes from the larger body of evidence to be demonstrated.
0. [bookmark: _Toc234846400][bookmark: _Toc236068220]4.3 Thematic Table

[bookmark: _Toc238132760][bookmark: _Toc238132823]Table 2: Thematic Table
	Themes
	Codes
	Sub-codes
	Description
	References

	Theme 1: Transformational leadership improves employee motivation
	Employee motivation, empowerment, recognition, intrinsic motivation
	Psychological support, meaningful work, personal development, reward systems, job satisfaction
	This theme provides insights into how transformational leadership positively affects employee motivation using psychological factors like recognition, empowerment, meaningful work and personal development. Transformational leaders can play a role in enhancing intrinsic motivation by creating opportunities for workers to engage in greater autonomy, competence and value in the organization. However, there is also some evidence that external rewards (for example reward structures), workload and job security and working conditions all have an impact on the motivational experiences of employees and that leadership alone is not sufficient to motivate employees. Thus, transformational leadership is a motivational tool that is enhanced by suitable organisational practices.
	Chi et al. (2023); Karimi et al. (2023)

	Theme 2: Transformational leadership enhances employee engagement
	Engagement, commitment, trust, involvement
	Emotional attachment, organisational belonging, knowledge sharing, employee participation
	Transformational leadership to engage employees in trust and emotional attachment to employee values and organisational objectives will be the theme. The evidence shows how transformational leaders inspire and communicate effectively to engage people, share knowledge and foster increased organisational commitment. Leadership behaviours are not the only factors that influence outcomes of engagement, however, as retail workers may find their work challenging, their autonomy at work may be restricted, work with customers can be demanding and they can feel insecure about their job. Hence, transformational leadership helps to engage employees, by fostering their relationship with the organisation, while supportive employment is needed to engage employees in a sustainable way.
	Shao et al. (2022); Żywiołek et al. (2022)

	Theme 3: Transformational leadership influences employee behaviour
	Performance, creativity, organisational citizenship behaviour
	Innovation, discretionary effort, collaboration, proactive behaviour
	This theme demonstrates the transformational leadership's effect on employee behaviour through boosting creativity, collaboration, proactive behaviours and performance enhancement. Transformational leaders never directly influence behaviour, but rather indirectly by influencing employee attitudes, motivation and commitment, and then the actual behaviour of the employees, which is beyond the core of what is expected from them. The evidence indicates that positive behaviours in the workplace are found when the behaviour is recognized, encouraged and intellectually stimulated. But the organization's resources, job design, workload and workplace culture also play a role in shaping employee behavior, and transformational leadership is just one of the factors that influences employees' behavior.
	Bakker et al. (2023); Bader, Gielnik and Bledow (2022)

	Theme 4: Contextual factors affect leadership effectiveness in retail
	Organisational conditions, job insecurity, workplace environment
	Reward structures, workload, career opportunities, HR practices
	In this theme, it is acknowledged that the influences of transformational leadership can be greatly dependent upon the broader organisational context. Whilst there are ways in which transformational leaders can positively impact areas of motivation, engagement and employee behaviour by supporting and empowering employees, they do not necessarily have the power to change structural factors such as low salaries, workload, insecure employment contracts and career stagnation. The evidence shows that transformational leadership has a greater impact when it is supported by HR practices such as supporting policies, fair compensation, career advancement opportunities, and policies in the organisation. Transformational leadership should thus be seen as a situational leadership style, which needs support from the organisation and not as an isolated technique for addressing employee motivation issues in retail.
	Jiatong et al. (2022); Chen and Wu (2022)



[bookmark: _Toc236068221]4.4 Thematic Analysis
[bookmark: _Toc236068222]4.4.1 Theme 1: Transformational leadership improves employee motivation
The analysis shows the positive relationship between transformational leadership and employee motivation, as it relates to the psychological state of employees and their personal development and their feeling of being valued by their organisation. Chi et al. (2023) indicate that transformational leadership has a positive correlation with job satisfaction and performance, particularly with the correct use of both financial and nonfinancial rewards. This means that transformational leaders demonstrate inspirational behaviours and are also sensitive to employees' additional motivational needs (Chukwuma and Zondo, 2024). In the clothing retail industry, which often demands repetitive work, customer service, and limited decision-making power, transformational management can offer workers a sense of purpose and value, helping to enhance their intrinsic motivation in the workplace.
Furthermore, Karimi et al. (2023) propose that the relationship between transformational leadership and innovative work behaviours is mediated by employees' psychological capital. The leaders who inspire confidence, resilience, and creativity in their people make them feel like they can be contributors, not employees (Clark, Shaw and Somoray, 2026). This is particularly true of retail organisations, where employee motivation is increasingly linked to involvement, learning and opportunities for personal development. 
Transformational leadership, then, can inspire employees to go beyond compliance, and to show greater proactivity. However, not all transformational leadership is positively related to motivation. Although transformational leaders can motivate employees, external factors around work can also influence employees' motivation in the retail sector. For instance, because of low salaries, precarious contracts, and restricted career opportunities, inspirational leadership can have less motivating effect. Rewards moderate the relationship between transformational leadership and employee outcomes, as indicated by Chi et al. (2023), which means that leadership effectiveness needs to be supported by appropriate organisational systems. 
The findings of the latest research also support the connection between transformational leadership and employee motivation and the influence of psychological empowerment and organisational culture. Helalat et al. (2023) prove their adherence to the transformational leadership model that can boost the psychological empowerment of employees, as the outcome of positive organisational culture. Similarly, Huang et al., (2025) point to psychological empowerment as a key intervening construct between transformational leadership, and work engagement, as well as to the consequences of work engagement – namely work performance. The findings of this study complement the ongoing analysis as they indicate that motivation is not only produced through recognition/rewards; it is also an employee's feeling of autonomy, competence and contribution in the organization.
Thus, transformational leadership is a psychological motivator but does not necessarily solve structural issues in clothing retailing companies in the UK. Recognition and empowerment can be offered to employees by leaders, but if the working conditions remain poor and employees do not receive adequate financial compensation, improvements in their motivation might be minimal (Collins, 2021). This means that along with effective reward systems, career development and supportive human resources, transformational leadership must be implemented. In general, the theme of the study indicates that transformational leadership is a strong motivational tool, but its effectiveness will be influenced by the organisational environment in which the employees work.
[bookmark: _Toc236068223]4.4.3 Theme 2: Transformational leadership enhances employee engagement
The second theme recognises that transformational leadership increases employee engagement by creating feelings of emotional connection, commitment and active participation among the members of the workforce. Shao et al. (2022) prove that transformational leadership positively relates to employee outcomes via affective commitment, suggesting that the affective commitment of employees is higher when they feel that they belong to their organisations. Transformational leaders do this through a vision that makes a difference, respect for people, and an atmosphere of trust and support. Likewise, Żywiołek et al. (2022) emphasise that transformational leadership has a positive effect on the adaptiveness of employees and knowledge sharing behaviour. This indicates that involved staff members do not just content themselves with their positions, but also bring concepts to the table, work together with peers, and assist the organisation in improving. 
In the UK clothing retail industry, which is greatly reliant on the interaction between employees and customers, better employee engagement offers significant benefits to the organisation. However, it is important to consider the relationship between transformational leadership and engagement, which is positive. Many factors impact employee engagement other than leadership behaviours (Feriandy, 2025). For retail staff, these issues often include a heavy workload, work pressures, and restricted decision-making. So even though leaders are very inspirational, if structures limit employees' autonomy, engagement may be difficult to maintain. There are, however, some drawbacks of transformational leadership theory, which can be due to paying too much attention to the power of the leader and not enough to the broader environment. Moreover, engagement achieved via transformational leadership can differ among workers. Although inspirational communication and empowerment may act as motivation factors for some people, others may have materialistic motivations such as job security and financial stability. Therefore, transformational leadership as an approach to engagement enhancement is not a silver bullet.
However, other research also suggests emotional and psychological routes to enhancing employee engagement through transformational leadership. The study by Bao and Jolly (2023) revealed that emotional energy acts as a mediating factor in the link between transformational leadership and employee engagement, indicating that inspirational leadership behaviours foster employees’ emotional engagement with their work. Similarly, Roxane, Hossain and Mostafizur (2025) report that transformational leadership promotes engagement via communication, trust and employees' commitment to the organisation's objectives. The findings confirm the idea that engagement is developed through meaningful and important relationships with leaders and employees. However, Hadi (2026), sustainable engagement is to be achieved, organisational conditions are needed, otherwise pressures and employment issues in the workplace will not be solved by the leadership.
Overall, the results suggest that transformational leadership has a significant relationship with employee engagement, which is manifested in strengthening emotional attachment and motivation to participate. It comes into its own, however, when combined with the right organisational policies, fair employment practices and career development opportunities. Transformational leadership is one of the elements that can be used to increase engagement in the UK clothing retail sector; however, sustainable engagement depends on the provision of good working conditions as well as good leadership.
[bookmark: _Toc236068224]4.4.4 Theme 3: Transformational leadership influences employee behaviour
The third theme is the impact of transformational leadership on employee behaviour, primarily by enhancing performance, creativity and discretionary effort. Bakker et al. (2023) consider daily transformational leadership as one of the inspiring sources that has a positive impact on follower performance (Khalis et al., 2025). Their study indicates that transformational leadership is not just a process that is carried out at the organisational level; it is also a process that is ongoing between leaders and followers. Attitude and behaviour of the employees can be positively affected by regular encouragement, feedback and recognition. Likewise, Bader, Gielnik and Bledow (2022) showed that transformational leadership can change the emotions of followers and their work engagement. This means that employees' emotional experiences are shaped by leadership behaviours and, in turn, influence their behaviour in the workplace. 
Transformational leadership can help to motivate employees to act with increased commitment, cooperation, and service-oriented actions in retail environments, where employee conduct can significantly impact customer service (Monje Amor, Abeal Vázquez and Faíña, 2020). The effect of transformational leadership on behaviour should be taken with a pinch of salt, however. Whilst transformational leaders can influence positive employee behaviours, job design, resource availability, and organisational culture also influence behaviours. On one hand, staff might be willing to perform positive behaviours, but the pressure of the work or lack of staff may limit the opportunity to do this (Orkamo et al., 2025). So, leadership is not the sole determinant of the actions of employees. In addition, transformational leadership can set up expectations that employees are expected to go beyond their standard performance. This will enable innovation and hard work; however, an emphasis on additional effort will cause stress to the employees. 
The argument that the transformational leadership positively affects employee behaviour through empowerment, creativity and organisational citizenship behaviours can be further supported by recent studies. Ibrahim et al. (2024) strongly suggest that psychological empowerment is a mediator between transformational leadership and organisational citizenship behaviour of employees. Moreover, Nasir et al., (2022) state that transformational leadership, in addition to organisational innovation and creativity support, has a positive impact on employee performance. Further, Shang (2023) concluded that transformational leadership positively affects performance via employee attitudes and proactive behaviours. These findings indicate that leadership has a positive impact on behaviour as a motivational, empowering and commitment of employees but not as a determinant of performance.
This highlights the need for achieving a balance between empowerment of the employees and realistic goals (Putra, 2024). Overall, this theme shows that transformational leadership has a positive influence on the behaviour of the employees in terms of motivating the employees to achieve improved performance and engagement. Nevertheless, such behaviour will be sustainable in case there is a fit between the leadership style and organisational resources.
[bookmark: _Toc236068225]4.4.4 Theme 4: Contextual factors affect leadership effectiveness in retail
The fourth theme revolves around the contextual determinants that affect the efficiency of transformational leadership in organisations and industries. According to Jiatong et al. (2022), in their research, the researchers emphasise the significance of employee engagement as an intermediary that exists between transformational leadership, organisational commitment, and performance. This implies that the leadership influence is indirect and is mediated by psychological and organisational determinants that affect employees’ reactions. Similarly, in their study, Chen and Wu (2022) highlight that supporting organisational practices have a significant influence on the effectiveness of transformational leadership. In other words, leadership behaviour is not something independent but rather complementary to other management strategies (Rashwan and Ghaly, 2022). This is relevant to the UK clothing retailing industry where employees work under competitive and challenging conditions.
Transformational leadership has the possibility of being an effective means of enhancing motivation and engagement, but certain things need to be taken into consideration as they can act as constraints. If employees lack job security, are working on a contract basis, do not have many promotion possibilities, and work long hours, all this makes it difficult for them to feel positive about leadership initiatives (Shafi et al., 2020). Hence, if the organisational structures and systems lack efficiency in catering for basic needs of the employees, then transformational leadership can become ineffective. Furthermore, the retail manager might lack power in making some strategic decisions related to salary differences, number of employees, and organisational policies, etc. There is a gap between the intention of the leader and the experience of the employee (Suliati et al., 2025). Encouragement and recognition can be provided by a manager, but dissatisfaction can be caused due to other organisational issues. Transformational leadership hence should be considered as a situational approach and not an overall solution.
Other findings show that the organizational context and factors associated with employee wellbeing have a significant influence on the effects of transformational leadership. Transformational leadership over time has a positive impact on psychological wellbeing of employees, which implies that when work conditions in the organisation are positive, supportive leadership can enhance employee experience (Lindert et al., 2022). Likewise, Suryadi, Trisnawati and Al-Amin (2024) state that transformational management can boost the performance of the organization and employee motivation when combined with other management practices. The results here support the notion that the effectiveness of a leader is related to congruence of the leader's behaviours, organisational culture, HR systems, and employee needs. Thus, transformational leadership must be considered as a “contextual” leadership, that needs support from the organization, and not as an all-encompassing solution.
There is room for transformational leadership to play an important role in determining the effects that will be experienced by employees in the UK clothing retail industry, where there is a requirement for a wider focus on working conditions for positive effects to be experienced. The above theme brings about an important perspective in demonstrating how leadership is contextualised.
0. [bookmark: _Toc234846401][bookmark: _Toc236068226]4.5 Discussion
This study aims to give an in-depth look at the transformational leadership and its effect on employees' motivation, engagement and behavior in the clothing retail sector in the United Kingdom. The outcomes of the results have identified the transformational leadership's positive impact on employees' outcome through empowerment, recognition, meaningful communication, trust, and discretionary effort (Tongkachok et al., 2022). The results are in line with previous studies which have shown that one of the most important areas that influence employee attitudes and work performance is transformational leadership (Bakker et al., 2023; Hsu, Newman and Badura, 2022). The results also highlight the need to consider other organizational factors when examining the impact of transformational leadership, such as organizational rewards, job security, career development opportunities, and practices. Hence, it is important to consider transformational leadership not as a standalone solution to solve the problem of employee motivation but as a solution that gives superior results in the presence of the appropriate systems in the organisation.
Based on the Transformational Leadership Theory, the results showed that the leaders have an influence in the employees as they create a shared vision for the organization and they help their employees grow personally and push them beyond their own self-interest. The four elements of transformational leadership idealised influence, inspirational motivation, intellectual stimulation and individual consideration can help explain the actions of transformational leaders and their effect on employees (Yusup and Maulani, 2023). The results suggest that transformational leadership can boost employees' motivation by acknowledging employees' contributions, inviting involvement, offering development opportunities, and meeting employees' needs. The results confirm the results of Bakker et al. (2023), who suggested that transformational leadership behaviours in daily work, such as encouraging employees and providing feedback, have an impact on employee attitudes and performance. Similarly, Hsu, Newman, and Badura (2022) have suggested that transformational leadership aids in enhancing employee outcomes by fostering an emotionally supportive workplace. The findings are also in line with the literature, but part of this research reveals the failures of the theory. Transformational leaders can inspire and motivate employees, but they can't solve structural problems like low pay, workload pressures and job insecurity. From this, the results show that transformational leadership is effective when it is combined with supporting organization practices.
The results also help to understand the correlation between transformational leadership and employee motivation in terms of Social Exchange Theory (SET). SET thinks that a positive attitude and behaviours is encouraged by staff when they believe their organisation provides them with resources, support and recognition. A result, the findings reveal that transformational leaders develop reciprocity through trust, empowerment, recognition and developmental opportunities which results in discretionary efforts, engagement and commitment. This relation is supported by Jiatong et al. (2022) who found employee engagement as an important relationship between transformational leadership and organisational outcomes. Shao et al. (2022) also suggest that transformational leadership positively affects affective commitment which shows a high level of emotional commitment of employees towards the organisation. However, the results do show that reciprocal relationships can turn into a problem when there is an imbalance between the organisation's expectations and appropriate working conditions. Employees, for example, are less likely to provide the organisation with the support it requires, as a result of poor career development opportunities, contract insecurity, and overwork. Therefore, transformational leadership can develop employee relationships, but organisations must satisfy broader expectations of employment to motivate their employees long-term.
The findings also indicate that the transformational leadership is significantly related to employee engagement by enhancing employee's emotional attachment, organisational commitment and employee involvement. It is consistent with previous research which identified trust and meaningful work experiences and shared organisational goals as important factors in increasing engagement in an organisation for transformational leaders. The effective leadership in knowledge sharing contributes to the strong commitment of employees, while the relationship between the leadership and employees in the workplace contributes to the high commitment level of the employees (Pahi et al., 2022); and Vinh, Hien and Do (2022) found that there was a positive relationship between transformational leadership, employee motivation and employee satisfaction. The present findings, however, provide a more nuanced interpretation, as engagement with clothing retail in the UK is presented in a more contextual way with consideration to leadership behaviours. Retail workers can feel stressed and have less opportunity for leadership behaviours to lead to ongoing engagement due to the pressure of customers, repetitive tasks, workload and lack of decision-making power. Therefore, it can be inferred that transformational leadership contributes to employee engagement, but supportive HRM practices are nonetheless needed to maintain employee involvement in the long run.
The findings also revealed that transformational leadership is positively related to employees' behaviour through their creativity and collaboration, as well as organizational citizenship behaviour (OCB) and performance. This is in line with the theoretical background in which the transformational leader inspires and encourages members to perform beyond their expected level of performance in their roles. Transformational leadership behaviours are a source of inspiration which positively relates to follower performance (Bakker et al., 2023) and leadership behaviours are found to have an impact on the emotions and work engagement of employees (Bader, Gielnik and Bledow, 2022). Moreover, motivated employees have more opportunities to demonstrate OCB, which is beyond their job scope, as mentioned by Widarko and Anwarodin (2022). The results reveal however, that organizational factors have several influences on the employees' behaviour. Retailers in the UK may be more inclined to go the extra mile, but lack of staff/pressure/resources may make it more difficult for them to show proactive behaviours. Thus, transformational leadership has an indirect impact on employee behaviour by affecting employee attitudes, motivation and commitment, but not necessarily employee behaviour itself.
Another one of the contributions of this research is that contextual factors that have an impact on the effectiveness of transformational leadership in retail organisations were identified. Previous research about transformational leadership has proposed that it might overlook the structures and contexts of organizations and have been criticized for focusing too much on the leader's qualities. The results confirm this criticism by showing that effectiveness of leadership is related to the broader organizational context. The results of this study are in line with the work of Mehraein, Visintin and Pittino (2023) which suggests that organisational context is a factor that influences leadership outcomes. In the UK, the clothing retailing industry, managers have some opportunities to provide recognition, encouragement and support, but have less power in relation to the other organisational policies and practices which impact on wages, staffing and employment contracts. But when employees are encountering structural challenges that are not going to be addressed through interpersonal leadership, their effectiveness can be compromised and that could be a symptom of poor leadership. There could then be structural barriers that, if there is not interpersonal leadership behaviours to address that structural barrier, may be due to ineffective leadership, which is likely to compromise employee effectiveness.
All evidence points to the fact that transformational leadership is a vital influence on improving staff motivation, engagement and behaviour in the UK clothing retail industry. These results, however, give a more complex picture, illustrating that there is a need for congruence between transformational leadership behaviours and organizational support systems for effectiveness. The study contributes to the knowledge by showing that motivational leadership is not a motivator, but rather it is created in the interaction between motivational leadership and other aspects of employment. So, there should be an intermingling of the use of transformational leadership development and the implementation of fair reward, career development, supportive HR practices and enhanced working conditions in organisations. The integrated approach recognizes that effective leadership practices and employee response to the leader is a mix of positive leader behaviours and organizational environments.
0. [bookmark: _Toc234846402][bookmark: _Toc236068227]4.6 Summary
The purpose of this chapter was to examine the role transformational leadership has on employee motivation, engagement and behaviour in the clothing retail sector in the UK. The results suggest that transformational leadership practices have a positive effect on employee motivation through empowerment, recognition, and development activities; it also improves employee engagement and positive behaviours. Yet the study reveals that contextual factors, such as organisational practices, rewards, workload and employment conditions, have an impact on the effectiveness of leadership. The discussion illustrated that Transformational leadership could impact employees' outcomes but that it alone does not address structural issues in retail organisations. Thus, its effectiveness is reliant on supportive organisational policies and effective human resource management practices.


[bookmark: _Toc236068228]Chapter 5. Conclusion and Recommendation
[bookmark: _Toc236068229]5.1 Introduction to the Chapter
The chapter has integrated the general studies done on transformational leadership and employee motivation within the UK clothing retail industry and does not present new evidence. It has summarised major findings, offered general conclusions, given practical recommendations, recognised study limitations, and given future research directions without diminishing the overall contribution of the study.
[bookmark: _Toc236068230]5.2 Summary of the Findings
The first research goal was to investigate the concept of transformational leadership in the organizational setting by examining how transformational leadership behaviours relate to employee attitudes via inspirational motivation, individualized consideration, intellectual stimulation and idealized influence. The findings revealed that transformational leaders have a positive impact on employee experiences by establishing alignment between employee growth and organisation goals, fostering teamwork, and building trust. However, the analysis also highlighted the importance of supportive conditions within organisations that equip them to become effective in enabling transformational leadership behaviours to result in sustainable outputs in the UK clothing retail environment.
The second research objective was to examine the relationship between transformational leadership and employee motivation. The results indicated that the Intrinsic motivation, Job satisfaction, Organizational commitment, and Employee engagement are created by transformational leadership through recognition, empowerment, opportunity to communicate and personal growth. But the evidence revealed that leadership can't sustain the motivation of employees for a long time. Organisational factors, including fair reward systems, employment security, career opportunities, workload management and supportive human resource practices, should be in place to help ensure that employees are motivated in retail.
The third research objective discussed the impact of transformational leadership on employees' behaviour and involvement. The results indicated that transformational leadership fosters positive behaviour in the workplace such as enhanced performance, organizational citizenship behaviour, creativity, collaboration and discretionary effort. Furthermore, the analysis indicated that the challenges found in the clothing retail organisations in the UK were structural challenges which could not be solved by transformational leadership. Workload stress, lack of career growth, job security and inadequate compensation are important factors for employee motivation and engagement. Thus, transformational leadership is one important factor influencing employee outcomes and not all of them.
[bookmark: _Toc236068231]5.3 Conclusion
An attempt was made to see how transformational leadership affects the motivation of employees in the Clothing Industry in the United Kingdom. Secondary qualitative evidence has been used to answer the research questions on the challenges of the relationship between transformational leadership, employee motivation, employee engagement and workplace behaviour. The overall findings of the study indicate that transformational leadership is still applicable in the context of positive relationship between the employees and the organisation, employee motivation and workplace outcome.
The synthesis of evidence shows that transformational leadership influences employee motivation by empowerment, recognition, meaningful communication and individual development. Additionally, the results show that transformational leadership positively affects employee behaviors through increasing employee engagement, organizational commitment, creativity, collaboration and discretionary performance. The study also illustrates, however, that the retail industry does not have a magic cure-all for the issues with motivation. Sustainable motivation of employees needs to be provided through the combination of HR practice and behavior of the employees' leader, appropriate reward systems, improved working conditions and employee development opportunities.
The study is also a confirmation of the applicability of the Transformational Leadership Theory because it is found that the three components of the theory namely, Inspirational Motivation, Idealised Influence, Intellectual Stimulation and Individualised Consideration are related to positive employee attitudes and behaviours. The results also support the SDT approach, showing that an intervention that is of transformational leadership style can have a positive effect on employees' intrinsic motivation when they experience the psychological needs of autonomy, competence, and relatedness. However, the results indicate that organizational factors like workload, job insecurity and the lack of resources may restrict the effect of transformational leadership in retail organizations.
From this dissertation, it can be concluded that if used alongside appropriate practices in the organizational structure, transformational leadership can be a successful motivational tool in the clothing retail industry in the UK. The research has offered a context-specific perspective on leadership and motivation, revealing that leading in the context of sustainable employee performances, effective human resource management, fair employment practices, and organisational support are interwoven. Transformational leadership is not simply another tool in the employee motivation toolbox; it is a useful component of a total employee motivation program.
[bookmark: _Toc236068232]5.4 Practical Recommendation
Leadership Development
Retail organisations require structured transformational leadership development programmes, which involve coaching, mentoring and other regular feedback. These programmes should focus on how managers can be more inspirational, considerate, communitive and supportive towards them. Leadership capability will have a positive impact on employee motivation, engagement, commitment and performance; but leadership development should be working within a wider package of organisational development to be effective.
Recognition Systems
The organizations should have a proper recognition program for the employees which recognizes their work and achievements. Practices of recognition should involve regular feedback, appreciative and fair recognition and reward systems to enhance employee's sense of organisational support. The combination of transformational leadership behaviours and equitable recognition can lead to higher levels of job satisfaction, discretionary effort and retention.
Career Development
Retail companies should seek to provide improved career prospects through training, development and promotion. Career development can help to increase employees' sense of competence, commitment and organisational belonging and decrease turnover intentions. They should be integrated with transformational leadership practice which allows staffs to have a continuous improvement of their personal and professional growth.
Employee Empowerment
Managers should delegate more power to employees in the form of decision making and problem solving and give them more autonomy at work. The development of intrinsic motivation is promoted by empowerment practices when levels of employees' sense of competence, trust and responsibility increase. However, there must be sufficient resources and realistic workloads available to enable workers to take advantage of their new responsibilities if empowerment is to be supported.
Working Conditions
Retail businesses should work towards improving the working environment for their staff, including workload pressures, staffing levels, flexible working and employee wellbeing. The sustainable motivational outcomes are more strongly correlated with working conditions that are supportive when people are led by transformational leadership. Organisations have to collaborate to enhance employment practices, and adopt good leadership practices to boost motivation, retention, productivity, and long-term organisational resilience.
[bookmark: _Toc236068233]5.5 Limitation of the Study
This research has faced several limitations which ought to be taken into account when interpreting its results. The use of secondary qualitative evidence has restricted the first-hand examination of the lived experience of employees and managers, thus limiting the richness of context. Moreover, due to the paucity of UK clothing retail research, the sector comparisons and wider contextual interpretation have been limited. Reliance on published scholarly literature has also created the risk of publication bias due to the exclusion of unpublished information. Lastly, the results have been subject to less generalisation since the review has been based on one sector in limited databases and time limitations, even though systematic evidence synthesis has sustained the credibility of the study overall.
[bookmark: _Toc236068234]5.6 Suggestions for Future Research
Future studies combining primary qualitative interviews with retail workers and supervisors would help produce more contextual data on transformational leadership activities. Mixed-method and longitudinal studies are needed to investigate the change of motivation over time and reinforce causation. Generalisability of results should be improved by comparative studies within the various retail sectors and international settings. Moreover, subsequent research needs to compare transformational leadership with other leadership approaches, such as servant and authentic leadership, to form a comprehensive view of leadership effectiveness in changing retail contexts.
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	Author(s) and Year
	Research Context
	Methodology / Source Type
	Key Findings
	Extracted Initial Codes
	Final Theme

	Chi et al. (2023)
	Transformational leadership, rewards, job satisfaction and performance
	Quantitative empirical study
	Transformational leadership positively influenced job satisfaction and performance. Financial and non-financial rewards strengthened leadership outcomes by increasing employee recognition and organisational support.
	Recognition; rewards; job satisfaction; performance; organisational support
	Theme 1: Transformational leadership improves employee motivation

	Karimi et al. (2023)
	Transformational leadership and innovative work behaviour
	Empirical research study
	Transformational leadership improved psychological capital, creativity and confidence, increasing motivation and innovative behaviour.
	Psychological capital; empowerment; creativity; intrinsic motivation; personal development
	Theme 1: Transformational leadership improves employee motivation

	Helalat et al. (2023)
	Transformational leadership and employee psychological empowerment
	Empirical research study
	Organisational culture strengthened the relationship between transformational leadership and psychological empowerment.
	Empowerment; organisational culture; autonomy; competence; support
	Theme 1: Transformational leadership improves employee motivation

	Huang et al. (2025)
	Transformational leadership, psychological empowerment and work engagement
	Quantitative empirical study
	Psychological empowerment mediated the relationship between transformational leadership and employee engagement and performance.
	Psychological empowerment; autonomy; competence; engagement; performance
	Theme 1: Transformational leadership improves employee motivation

	Putra (2024)
	Transformational leadership and job satisfaction
	Systematic literature review
	Transformational leadership was consistently associated with higher employee satisfaction through inspiration, support and meaningful work.
	Job satisfaction; leadership support; meaningful work; employee attitudes
	Theme 1: Transformational leadership improves employee motivation

	Yusup and Maulani (2023)
	Transformational leadership and employee motivation
	Empirical research study
	Transformational leadership positively influenced employee motivation through communication, encouragement and leader support.
	Motivation; communication; encouragement; leader support
	Theme 1: Transformational leadership improves employee motivation

	Tongkachok et al. (2022)
	Transformational leadership, employee motivation and organisational performance
	Empirical research study
	Employee motivation mediated the relationship between transformational leadership and organisational performance.
	Motivation; performance; mediation; organisational outcomes
	Theme 1: Transformational leadership improves employee motivation

	Shao et al. (2022)
	Transformational leadership, commitment and employee outcomes
	Empirical research study
	Transformational leadership increased affective commitment and performance through employee engagement.
	Trust; commitment; belonging; involvement; engagement
	Theme 2: Transformational leadership enhances employee engagement

	Żywiołek et al. (2022)
	Transformational leadership, adaptability, knowledge sharing and creativity
	Empirical research study
	Transformational leadership promoted knowledge sharing, creativity and employee participation through supportive relationships.
	Knowledge sharing; collaboration; adaptability; creativity; participation
	Theme 2: Transformational leadership enhances employee engagement

	Bao and Jolly (2023)
	Transformational leadership and employee engagement
	Empirical research study
	Emotional energy mediated the relationship between transformational leadership and engagement by strengthening emotional attachment to work.
	Emotional energy; inspiration; engagement; commitment
	Theme 2: Transformational leadership enhances employee engagement

	Roxane et al. (2025)
	Transformational leadership and employee engagement
	Empirical research study
	Transformational leadership improved engagement through trust, communication and alignment with organisational goals.
	Communication; trust; shared goals; engagement
	Theme 2: Transformational leadership enhances employee engagement

	Feriandy (2025)
	Transformational leadership and employee engagement in hybrid work environments
	Empirical research study
	Transformational leadership supported employee engagement by improving communication, trust and connection in flexible working environments.
	Engagement; communication; trust; leader support; flexibility
	Theme 2: Transformational leadership enhances employee engagement

	Clark et al. (2026)
	Leadership and work engagement in hybrid and remote work
	Meta-analysis
	Leadership behaviours were significant predictors of employee engagement across hybrid and remote working contexts.
	Engagement; leadership behaviour; employee connection; remote work
	Theme 2: Transformational leadership enhances employee engagement

	Monje Amor et al. (2020)
	Transformational leadership, work engagement and structural empowerment
	Empirical research study
	Structural empowerment mediated the relationship between transformational leadership and employee engagement.
	Empowerment; engagement; autonomy; leader behaviour
	Theme 2: Transformational leadership enhances employee engagement

	Bakker et al. (2023)
	Daily transformational leadership and follower performance
	Empirical research study
	Daily leadership behaviours such as feedback, encouragement and recognition improved follower motivation and performance.
	Feedback; encouragement; recognition; performance; discretionary effort
	Theme 3: Transformational leadership influences employee behaviour

	Bader, Gielnik and Bledow (2022)
	Transformational leadership, emotions and work engagement
	Empirical research study
	Transformational leadership influenced employee emotions and workplace behaviour through inspiration and meaningful experiences.
	Emotional attachment; inspiration; positive behaviour; engagement
	Theme 3: Transformational leadership influences employee behaviour

	Ibrahim et al. (2024)
	Transformational leadership, psychological empowerment and organisational citizenship behaviour
	Mediation study
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