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[bookmark: _Toc1479110321]Abstract 
This study investigates the impact of transformational and transactional leadership styles on employee motivation and job satisfaction through a case study of Sephora Cardiff. The research aimed to examine how managers apply transformational and transactional leadership styles in their day-to-day management, explore how these leadership behaviours are experienced by employees, and identify any differences between managers' intended leadership practices and employees' perceptions. 
For this study an inductive qualitative research approach was used to explore the understanding of participants' experiences. Primary data was collected using semi-structured face-to-face interviews with ten participants, comprising five managers and five employees at Sephora Cardiff. Purposive sampling was applied to identify participants with direct experience of leadership practices within the organisation. The interview data was then transcribed verbatim and analysed through thematic analysis, which enabled key themes from participants answers.
The findings revealed that managers combined transformational and transactional leadership behaviours rather than relying on a single leadership style. Transformational leadership behaviours, including effective communication, recognition, emotional support and employee development, were identified as a positive factor in influencing employee motivation and job satisfaction. Transactional leadership behaviours, such as performance monitoring, incentives and accountability, contributed to improved organisational performance but were perceived as less motivating when excessive emphasis was placed on sales targets and performance outcomes. The study also identified differences between managers' intended leadership behaviours and employees' perceptions, particularly regarding communication, recognition and performance expectations. 
The study concludes that effective leadership within Sephora Cardiff depends on balancing transformational and transactional leadership behaviours according to organisational demands and employee needs. These findings contribute to the limited qualitative research on leadership within the beauty retail sector and provide practical recommendations for improving leadership practices, employee motivation and job satisfaction. 
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[bookmark: _Toc582575657]Chapter 1: Introduction 
Leadership is a key driver of organisational success, of employee behaviours, and of outcomes at work (Aljumah, 2023). Although there are many other leadership theories to exist, which include servant and situational leadership, this study specifically explores transformational and transactional as they are the most widely researched styles within retail organisations. Transformational and Transactional leadership are two of the most studied leadership styles in the field of organisational behaviour. Intellectual and individual development through inspiration and motivation are some of the aims of transformational leadership (Reyaz, 2024). In contrast, transactional leadership style focuses on the establishment of exchanges through which performance is governed by rewards, targets, and feedback (Pineda, 2022). As a leading global retailer, Sephora provides a strong example of how different leadership styles can be seen in everyday work. 
The retail industry is characterised by high customer expectations, intense competition and a strong dependence on frontline employees to deliver high-quality customer service. Employee motivation and job satisfaction are therefore essential to organisational success, as they influence productivity, service quality and customer experience (Aljumah, 2023). Employee satisfaction and motivation directly affect the organisations profitability. Yet many retailers struggle with low engagement, dissatisfaction, and high staff turnover knowing that employees play a crucial role in daily business operations. These challenges lead to higher operational costs and encourage inconsistent services (Karim, 2024). Leadership plays a key role in tackling these challenges by shaping employees' workplace experiences through communication, recognition, support and performance management. While transformational leadership is often linked to stronger employee engagement, commitment and satisfaction, transactional leadership provides structure through accountability, performance monitoring and reward systems (Pineda, 2022; Reyaz, 2024). Understanding how these leadership styles operate within a retail environment is therefore important for improving both employee and organisational outcomes. 
Even though leadership is acknowledged to be a critical element in these issues, little is known about how employees, in the real world, construct and clarify leadership styles (Reyaz, 2024). Most of the research that is available is highly focused on the quantitative links between leadership styles and employee constructs (Xuefeng, 2023). Very little research explores the real, day to day experiences of retail employees or the perceptions that shape how people understand leadership at work. This gap is especially important at places like Sephora, where staff behaviour, product knowledge, and customer interactions directly influence the overall shopping experience. When employees feel unsupported, these perceptions can shape employees motivation and performance, which results in negatives experiences for the customers. 




 
[bookmark: _Toc15019537]Aims, Objectives and Research Questions: 

AIM 
The aim of this study is to determine the impact of transactional and transformational leadership styles as applied by managers at Sephora Cardiff. It will also evaluate the perceived effects of the management styles on employee motivation and job satisfaction through qualitative interviews with managers and employees. 

RESEARCH OBJECTIVES 
· To critically review existing literature on transactional and transformational leadership styles and how these styles affect employee motivation and job satisfaction in retail settings
· To identify how managers practice the use of transactional and transformational leadership styles in their day-to-day management. 
· To explore how these leadership styles are experienced by employees and they influence 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. 
· To provide recommendations for future research and Sephora Cardiff to support leadership 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? 



 
 
Exploring the relationship between transactional and transformational leadership, employee motivation and job satisfaction is very important in today's retail environment, where issues of engagement and turnover remain widespread. Recent global data shows that only 21-25% of employees are engaged at work, and declining engagement has resulted in an estimated $438 billion in lost productivity in 2024 (Gallup, 2025). Manager effectiveness has a big impact employee engagement, yet only 27% of managers' report feeling engaged themselves, revealing a significant leadership development gap with serious organisational consequences (Smith, 2025). High turnover in retail further supports the urgency of this problem, with rates of approximately 60-63%, costing organisations a substantial amount to replace staff (Fuller et al., 2022). 
Despite these challenges, academic research on leadership styles within beauty retail remains limited. While transformational has been linked to better performance and lower burnout in general workplace settings, there is little research on how these leadership process's function specifically in retail environments or how frontline employees experience them (Khan et al., 2020). Current trends in engagement and HR show a strong shift towards continuous feedback, better management training, and consistent employee recognition, factors that directly impact motivation and retention and support the importance of effective leadership styles (Smith, 2024). Yet, the literature provides very little insight into how these leadership behaviours are carried out day-to-day or how they are perceived by frontline workers at beauty retail such as Sephora. At Sephora, employees must deal with emotional labour, which means managing their emotions and delivering great customer service at the same time (Dzreke and Dzreke, 2025). Jadon, Halder and Gupta (2026) state that emotional labour is commonly associated with customer-facing roles. However, it also extends to interactions between employees, managers and colleagues within the workplace. The regulation of emotions during internal communication, performance discussions and collaborative working can influence employee wellbeing, perceptions of managerial support and overall job satisfaction. Consequently, leadership behaviours play an important role in shaping employees' experiences of emotional labour within retail organisations. These roles involve emotional labour, customer pressure, and limited career progression, making this gap especially important. These environments rely heavily on leadership to support employee motivation, satisfaction, and stability, but the actual influence of leadership in these contexts remain poorly understood. 
The purpose of this study is to provide both theoretical and practical benefits. Theoretically, it adds new evidence to what is already known about transformational and transactional leadership. Practically, it will help Sephora and other retail organisations to understand how these leadership styles can influence employee motivation and job satisfaction. Many of the existing studies are quantitative and this study provides a qualitative perspective to study the transformational and transactional leadership styles in the context of beauty retail.  

[bookmark: _Toc480910835]Chapter 2: Literature Review 
This chapter provides a critical review of existing literature on transformational and transactional leadership, employee motivation and job satisfaction which is the first research objective. 
Leadership has been recognised as an important factor in employee behaviour, organisational performance and workplace outcomes. While transformational leadership seeks to inspire employees through motivation, individual support and shared organisational vision, transactional leadership focuses on performance management through clear expectations, rewards and corrective feedback (Garzon-Lasso et al., 2024; Aljumah, 2023). 
Rahim et al. (2025) empathise that transactional is important to ensure operational consistency, for example, to meet sales targets or comply with store procedures. While Selvarajah et al. (2024) argue that while transactional can positively impact motivation and performance in the retail environment, it must be implemented with clear expectations and equitable rewards. Together, these points show that transactional leadership works best when it is structured, transparent and equitable, especially in retail settings.

[bookmark: _Toc1802597653]2.1 Theoretical Framework 
This study is underpinned by Full Range Leadership Theory which explains leadership as a continuum of transformational and transactional behaviours rather than two separate approaches. Originally developed from the work of Burns (1978) and later expanded by Bass (1985), the theory suggests that effective leaders combine different leadership behaviours depending on organisational circumstances and employee needs (Garzón-Lasso et al., 2024). The model places leadership practices along a spectrum of transformational to transactional leadership. The model is also important because it shows that leadership behaviours and employees’ perceptions and performance are linked. This framework is particularly relevant to the present study because it provides a basis for examining how managers at Sephora apply both transformational and transactional leadership in their day-to-day management. 
Burns (1978) introduced the distinction between transformational and transactional leadership, proposing that transformational leaders inspire followers to achieve higher levels of motivation and commitment, while transactional leaders focus on exchanges between leaders and employees based on rewards and performance (Roberts, 1985). Bass (1985) later developed this work by explaining the psychological processes through which transformational leadership influences employee motivation and performance. His work also demonstrated that transformational and transactional leadership are complementary rather than mutually exclusive approaches (Roberts, 1985). 
According to Full Range Leadership Theory, transformational leadership consists of four key behaviours: idealised influence, inspirational motivation, intellectual stimulation and individualised consideration (Garzón-Lasso et al., 2024). These behaviours encourage leaders to act as role models, communicate a clear vision, support employees individually and encourage innovative thinking. In contrast, transactional leadership is characterised by contingent reward and management-by-exception, whereby leaders establish clear expectations, monitor performance and provide rewards or corrective feedback based on employee performance (Pineda, 2022; Oktaysoy et al., 2025). 
Full Range Leadership Theory is useful because it recognises that both transformational and transactional behaviours can exist within an organisation. In retail settings, managers rarely follow just one style, instead, they combine both approaches depending on the situation. 
Herzberg's two-factor theory also provides a perspective for understanding employee motivation and job satisfaction. Hygiene factors like pay and working conditions prevents dissatisfaction, while motivators like recognition and growth increase satisfaction (Abdulkhamidova, 2021). Hossan (2021) applied Herzberg’s model in a study to show that intrinsic and extrinsic motivation change how leadership affects employee engagement. Intrinsic motivation strengthens employees' responses to transformational leadership, while extrinsic motivation is more closely associated with transactional leadership. This suggests that employees’ preferences for intrinsic or extrinsic forms of motivation shape how they interpret and respond to leadership in their daily work. Evidence from broader organisational contexts beyond retail further supports these claims.

[bookmark: _Toc1865466513]2.2 Transformational and Transactional Leadership Practices in Day-to-Day Management 
The first research objective is to explore managers' use of Transformational and Transactional leadership in their daily management. Effective leadership is more than telling employees what to do, it requires balancing support with performance. Research shows that managers often blend transformational and transactional behaviours, adjusting their approach to fit workplace needs and employee expectations (Rahim et al., 2025).  
In a retail environment, Rahim et al. (2025) found that transformational behaviours such as setting high expectations and offering personalised support contribute to job satisfaction by making employees feel valued for more than just their sales figures. 
Khan et al. (2020) found that managers who regularly coach employees, acknowledge good performance and encourage participation in problem-solving improve employee performance while reducing burnout. Similarly, Rahim et al. (2025) argue that personalised support and regular encouragement contribute to higher job satisfaction because employees perceive themselves as valued members of the organisation rather than simply contributors to sales targets. These findings suggest that transformational leadership promotes long-term employee development by fostering trust, confidence and organisational commitment. 
According to Selvarajah et al. (2024), transactional leadership is particularly effective within retail environments because contingent rewards and performance feedback provide employees with clear goals while maintaining operational consistency. Similarly, Aljumah (2023) argues that transactional leadership strengthens the relationship between external motivation and job satisfaction by providing employees with measurable rewards for achieving organisational objectives. 
Despite these benefits, research also highlights limitations associated with excessive reliance on transactional leadership. Selvarajah et al. (2024) suggest that employees who become primarily motivated by rewards may demonstrate lower levels of initiative and intrinsic motivation. Likewise, Aljumah (2023) found that Transactional leadership can boost short‑term performance, but relying too much on external rewards can weaken employees’ internal motivation and long‑term commitment. This shows that transactional leadership helps performance but is less effective on its own.
Transformational and transactional leadership is the focus of this study, however there are other theories that show the importance of changing leadership behaviours to different workplace situations. Situational leadership theory, which was originally created by Hersey and Blanchard (1969), argue that situational leadership is all about matching the leadership style to what the team needs. Giving instructions and orders when the task requires it and listens and support when employees need help or encouragement (Aslam et al., 2022). This supports the Full Range Theory by agreeing that leadership behaviours exist along a continuum comprising transformational, transactional, and passive leadership style (Kanat-Maymon, Elimelech and Roth, 2020).
Overall, the literature shows that transformational and transactional leadership can be used effectively together rather than being seen as conflicting styles. Instead, managers frequently combine supportive leadership behaviours with performance management practices to balance employee wellbeing and organisational objectives.

[bookmark: _Toc464971184]2.3 Employee Experiences of Transformational and Transactional Leadership  
The second objective of the research is to explore employee experiences of leadership styles and its impact on motivation and job satisfaction. Transformational leadership consistently leads to better employee experiences. When leaders offer personal support, recognise achievements, and involve employees in decisions, they boost intrinsic motivation and strengthen employees’ emotional commitment to the organisation. It is found to indirectly enhance job performance by fostering higher intrinsic motivation and affective organisational commitment as reported by Jiatong et al. (2022). Garzon-Lasso et al. (2024) reported that transformational, as compared to transactional, had a greater impact on employee satisfaction in the retail sector. Yet, Selvarajah et al. (2024) present an interesting alternative that employees performing highly routine tasks, may prefer transactional leadership because clearly defined expectations reduce role ambiguity and provide predictable rewards for good performance. This suggests that transactional leadership remains effective in environments where accountability and consistency are organisational priorities. 
However, research also indicates that transactional leadership may be less effective when applied excessively. Hossan (2021) found that while extrinsic rewards can increase employee engagement, they are less successful in promoting long-term job satisfaction than intrinsically motivating leadership behaviours. Similarly, Aljumah (2023) argues that an overreliance on rewards and performance monitoring may encourage employees to focus primarily on achieving targets rather than developing professionally or building stronger organisational commitment. Therefore, transactional leadership appears most effective when used alongside supportive leadership behaviours rather than as a standalone management approach. 
Another important consideration within the literature is the difference between managers' intended leadership behaviours and employees' perceptions of those behaviours. When employees recognise that the transformational behaviours are conditional or impersonal, managers might be seen as applying transformational, but employees might perceive them as transactional (Smith, 2024). 

[bookmark: _Toc2128252566]2.4 The Influence of Transformational and Transactional Leadership on Employee Motivation and Job Satisfaction 
Within the study of behaviours in an organisation, the primary focus has been on transformational and transactional leadership styles (Shin and Kwon, 2022). Transformational leadership focuses on inspiring and empowering employees, not just directing tasks. It improves motivation and satisfaction by offering a clear vision and supporting employees’ personal growth. On the other hand, transactional leadership creates an environment of give-and-take transactions that focus on the establishment of expected performance, followed by rewards and corrective actions (Zhao and Sun, 2023). It means that how well each style works depends on the situation, such as the organisation’s context and what employees expect. 
Motivation is what drives people to act, and it can come from inside or from outside influences. Satisfaction is simply how employees feel about their job. Leadership strongly shapes both. Suhartini and Sary (2025) establish that the positive effect of transformational leadership on employee engagement and organisational commitment primarily stems from the increase of the employees’ intrinsic motivation and the improvement of their emotional attachment to the organisation. Similarly, Jiatong et al. (2022) reported that transformational leadership consistently predicts higher intrinsic motivation and engagement, and in most cases indirectly improves job performance through increased engagement.  
These findings indicate that employees feel more satisfied when managers support them and help them grow. In retail jobs, where staff deal with constant customer pressure, leadership that builds trust, recognition and personal support is especially important for keeping motivation high and stress low. 
In contrast transactional leadership focuses mainly on boosting extrinsic motivation through reward-based systems. Employees motivation to meet organisational goals increases when their performance leads to rewards, recognition, or the avoidance of corrective action. Selvarajah et al. (2024) conducted a study in the retail sector and concluded that transactional leadership, through setting clear goals and a reward system, increased employee motivation and performance. This style works well in operational environments where clear standards, measurable results, and accountability are essential. 
Rahim et al. (2025) state that the style of leadership adopted by retail organisations positively impacts job satisfaction because of the elevated environment of trust, empowerment, and purposeful communication. On the other hand, where employees value structure, rationality, and order, satisfaction may be enhanced through transactional leadership. However, relying too much on transactional leadership can reduce job satisfaction because employees start to see management support as just an economic exchange. 
The existing literature therefore suggests that neither leadership style should be viewed as superior. Instead, leadership effectiveness appears to depend on organisational context and employee expectations. Within retail organisations, where managers must balance customer service, employee wellbeing and commercial performance, combining transformational and transactional leadership behaviours may provide the most effective approach to managing employees. 
 
[bookmark: _Toc682096033]2.5 Differences Between Intended Leadership Practices and Employee Perceptions 
While leadership is often evaluated based on managers' behaviours, increasing evidence suggests that leadership effectiveness depends largely on how those behaviours are interpreted by employees rather than on managers' intentions alone (Quadri, Anjum and Bangash, 2024). 
It is likely that management assume that practices such as providing feedback, or engaging in coaching or performance discussions, constitute transformational leadership (Dewi et al., 2025). These actions will likely be interpreted differently by employees based on factors including their past experiences, the culture of the organization, the relationships that exist within the organization, and more (Quadri, Anjum and Bangash, 2024). This is especially relevant in retail settings, where the expectations and pressures from both management and customers shape employees' daily experiences. Leadership practices that managers view as supportive may, when communication is unclear or inconsistent, be interpreted by employees as controlling or focused mainly on performance. 
The issue can be understood through social perception theory, which explains that people interpret meaning based on their subjective experiences rather than objective reality (Dewi et al., 2025). It has been shown in studies that the perceived leadership practices have a more significant impact on the motivation and satisfaction of employees than the actual practices of management. Employees will respond to the image of leadership that they perceive, not the image that management intends to present. Oktaysoy et al. (2025) argue that perceived leadership behaviours often have a greater influence on employee motivation and job satisfaction than managers' intended behaviours, highlighting the importance of understanding employee perspectives alongside managerial actions. 
Transactional leadership may be more vulnerable to perceptions gaps. For example, managers may see monitoring performance and providing feedback as constructive and a necessary step in the process of achieving goals (Karim, 2024). Employees, on the other hand, may see these behaviours as evidence of the manager's lack of trust and an example of micromanagement. Likewise, practices associated with transformational leadership, such as providing intellectual stimulation, may be seen by some employees as a positive leadership behaviour, while others may be overwhelmed and perceive it as the creation of more work and more uncertainty (Oktaysoy et al., 2025). The differences show that how effective a leadership style is may depend largely on how the employees perceive the styles and not just on how the role is performed. 
The differences are even more critical to understand in retail organisations. This is because front-line employees are the ones who have the most interactions with customers as well as with the internal workings of the retail business (Karim, 2024). A gap between what management intends and what employees perceive can reduce employee's motivation, satisfaction, and commitment. To fully understand how effective a leadership style is, it is important to consider both managers and employees perceptions and attitudes, rather than focusing only on management actions. 

[bookmark: _Toc1248983214]2.6 Research Gap 
Majority of the literature has focused on transformational and transactional leadership in different organisations. However, significant gaps remain in current literature. Much of the existing research relies on quantitative methods that identify statistical relationships between leadership styles and employee outcomes but provide limited insight into employees lived experiences or how leadership is applied in everyday practice (Pineda, 2022). Although such studies have identified relationships, they have not captured the perceptions and experiences of employees that form their responses to various leadership styles (Oktaysoy et al., 2025; Quadri, Anjum and Bangash, 2024). 
Second, most studies focus on leadership in healthcare, education, manufacturing, and business. Very few studies have focused on the beauty retail sector even though it has unique features like direct contact with customers, emotional labour, pressure to perform, and a high turnover of employees. Because of this, leadership in the beauty retail sector is still largely unexplored. 
Finally, most studies focus on employees and tend to ignore the management side. This has led to a lack of knowledge of whether employees understand the leadership styles and practice the way management intends. There is a critical gap in understanding leadership where managerial and employee perceptions do not correlate. Addressing this gap is particularly important because employees' perceptions of leadership often determine its effectiveness in influencing motivation and job satisfaction. 
This study explores these gaps by using a qualitative case study approach within Sephora Cardiff. By interviewing both managers and employees, the research provides a deeper understanding of how transformational and transactional leadership are practised, experienced and interpreted within the context of beauty retail. 
 
[bookmark: _Toc1545137656]2.7 Chapter Summary 
This chapter presents a critical review of the current literature on the transformational and transactional leadership styles, and their impact on employee motivation and satisfaction. The review revealed that transformational leadership results in the highest levels of intrinsic motivation and satisfaction among employees and engagement, while transactional leadership results in satisfaction that is mainly derived from rewards and the control of performance. However, the literature highlighted that these styles often work together, with effective leaders using both depending on context. The literature also identified important gaps, particularly the limited qualitative research within the beauty retail sector and the lack of studies comparing managers intended leadership practices with employee's perceptions.



[bookmark: _Toc390574329]Chapter 3: Research Methodology 
This chapter explains the research methodology used to analyse the two types of leadership styles in Sephora and how these leadership styles affect motivation and job satisfaction of the employees. It explains the research approach, design, data collection methods, sampling strategy, data analysis and ethical considerations, while justifying the suitability of these methods for achieving the study's aim and research objectives. 

[bookmark: _Toc524582406]3.1 Research Approach 
The approach used for this research is inductive because it allows developing concepts and interpretations based on the experience of the participants without testing any existing theory (Janiszewski and Van Osselaer, 2022). It is sated by Saunders and Darabi (2024) that an inductive reasoning approach is appropriate for explorative studies. Similarly, Yip and Zeng (2025) argue that inductive research provides rich information derived from qualitative data. Inductive approach is commonly applied in qualitative research, in which meaning emerges out of data through the process of analysis. It aligns with the studies objectives since it requires exploring the perception and experience of the managers and workers at Sephora regarding the transformational and transactional leadership styles, as well as job satisfaction and motivation. 

[bookmark: _Toc25008167]3.2 Research Design 
The study uses qualitative research design since it enables a structured but flexible approach to investigating the experiences, views and understanding of employees and managers concerning the types of leadership that is practised at Sephora. Unlike quantitative research, which focuses on measuring relationships between variables, qualitative research seeks to understand social phenomena within their natural settings (Muzari, Shava and Shonhiwa 2022).  The qualitative design enabled a more thorough investigation of social and behavioural processes such as motivation and job satisfaction within the retail context of Sephora. Lim (2025) suggests that qualitative research is particularly valuable when investigating workplace experiences and behaviours, as it allows participants to explain their experiences in their own words. 

[bookmark: _Toc866661430]3.3 Data Collection 
Data was obtained by completing semi-structured face-to-face interviews with managers and employees at Sephora Cardiff. Before each interview, participants were informed about the purpose of the research and provided informed consent for the interviews to be audio recorded. The recordings were subsequently transcribed verbatim to support data analysis. Semi-structured interviews were selected because they combine predetermined questions with the flexibility to explore participants' responses in greater depth (Osborne and Grant-Smith, 2021). According to Karatsareas (2022), Semi-structured interviews are particularly suitable for qualitative research as they provide consistent information but also rich data for analysis. Each interview lasted between 30 and 45 minutes and was conducted in a quiet environment to minimise distractions and encourage open discussion. 

[bookmark: _Toc2053033419]3.4 Sampling Techniques and Sample Size 
This study employed purposive sampling, a non-probability sampling technique that involves selecting participants based on their relevance to the research objectives (Zumitzavan, 2026). Participants were deliberately chosen because they had firsthand experience of leadership practices within Sephora Cardiff. Both managers, who implemented leadership strategies, and employees, who had experienced these strategies first-hand, were included to enhance relevance and depth of collected data. As pointed out by Nyimbili and Nyimbili (2024), purposive sampling is especially effective in qualitative research when the purpose is to derive insights relevant for the case under discussion, not to conduct a statistical generalisation of population. 
The sample size comprised a total of 10 respondents including 5 managers and 5 employees. Despite the relatively small sample size, it was suitable for qualitative research because it provided rich data while remaining manageable for detailed thematic analysis. 

[bookmark: _Toc901613594]3.5 Data Analysis 
To analyse the interview data, Braun and Clarke’s (2006) six-phase thematic analysis framework was applied as this framework is structured yet flexible and enables researchers to identify, organise and interpret patterns within qualitative data (Ahmed et al., 2025). Qualitative research uses several approaches, with thematic analysis recognised as a flexible and accessible method for analysing data. It offers a clear process to identify themes and patterns (Braun and Clarke, 2006). Following transcription, the interviews were read repeatedly before similar codes were then grouped together to develop broader themes that reflected recurring patterns across the interviews. Thematic analysis proved effective in this research since it helped the researcher to go beyond describing but also provided more profound understanding of how certain behaviours of leaders affected the motivation and satisfaction at work of the employees in Sephora.

[bookmark: _Toc1058792813]3.6 Reliability and Validity 
Reliability refers to the consistency and repeatability of a measure, showing whether it produces stable results under the same conditions while validity concerns the accuracy of a measure, indicating whether it genuinely captures what it is intended to assess (McLeod, 2024). A semi‑structured interview guide was used for everyone, ensuring the same core questions were asked while still allowing deeper discussion. All interviews were audio‑recorded and transcribed word‑for‑word, and a thematic analysis was used to code patterns and themes consistently. 
Validity was strengthened by purposive sampling, selecting people with real experience of leadership at Sephora Cardiff. Including both managers and employees provided different viewpoints, giving a fuller picture of transformational and transactional leadership. Semi‑structured interviews gave the participants the freedom to share their experiences in detail, making the data more authentic and richer.
 
[bookmark: _Toc1918192705]3.7 Ethical Considerations 
Ethics principles were strictly observed to protect participants and ensure the credibility of the study. Before participating, individuals were informed of the purpose of the research, the interview process, and their right to withdraw from the study at any time without consequence (BERA, 2024). Consent was obtained from the participants after which their participation was purely voluntary. Participants' anonymity and confidentiality were upheld through removal of personal information from the transcripts and securely storing all collected data in accordance with relevant data protection guidelines. Throughout the research process, participants were treated respectfully, and every effort was made to ensure they felt comfortable discussing their experiences openly and honestly (Saunders and Darabi, 2024).

[bookmark: _Toc2061689278]3.8 Chapter Summary 
This chapter justified the use of an inductive qualitative research methodology. Semi‑structured interviews and purposive sampling allowed for rich in-depth data to emerge. Braun and Clarke’s (2006) thematic analysis helped identify patterns within the data, and measure to enhance reliability, validity and ethical integrity strengthened the trustworthiness of the findings. Together these methods ensured the study was suitable to address the research aims and objectives.


[bookmark: _Toc1188686507]Chapter 4: Data Analysis 
This chapter presents the findings obtained from the qualitative data collected through ten semi-structured interviews conducted with employees and managers at Sephora Cardiff. The participant sample comprised five managers and five employees, providing perspectives from both those responsible for implementing leadership practices and those directly experiencing them in the workplace. As outlined in Chapter Three, an inductive thematic analysis was used which allowed themes to emerge from participants' experiences instead of imposed by leadership frameworks.
The findings address the study's research questions by exploring how managers apply transformational and transactional leadership styles in their daily management, how employees experience these leadership approaches, and how these leadership behaviours influence employee motivation and job satisfaction. Furthermore, the analysis examined whether discrepancies existed between managers' intended leadership practices and employees' perceptions of those practices. 
Following the coding process, four extensive themes emerged from the interview data: 
Managers combine transformational and transactional leadership in their daily practice.  
Transformational leadership behaviours positively influence employee motivation and job satisfaction.  
Transactional leadership behaviours improve performance but can reduce motivation when overemphasised.  
Differences exist between managers' intended leadership practices and employees' perceptions of those practices.  
These themes show that leadership within Sephora Cardiff cannot be explained through a single leadership approach. Instead, managers demonstrated behaviours associated with both transformational and transactional leadership, adapting their approach according to operational demands, employee needs, and organisational objectives. While employees generally viewed these leadership practices positively, several participants also identified situations where leadership behaviours affected motivation and job satisfaction differently than managers had intended. The next sections explore each theme thoroughly, supported by direct quotations from participants and interpreted in relation to the study's research objectives. 
 
[bookmark: _Toc1071442428]4.1 Theme One: Managers Combine Transformational and Transactional Leadership in Their Daily Practice 
The first theme explores how managers described their leadership practices. Across all five manager interviews, participants consistently explained that they did not rely on a single leadership style. Instead, they combined supportive behaviours associated with transformational leadership alongside performance-focused behaviours characteristic of transactional leadership. Managers viewed this combination as necessary to meet organisational objectives while maintaining employee engagement and development. 
A key finding was managers' emphasis on creating a positive working environment. Rather than focusing solely on sales performance, managers believed that establishing a supportive atmosphere encouraged employees to remain motivated and engaged throughout the working day. 
P1 (Manager) explained: 
‘I try to keep a friendly environment... a very collaborative environment, but also a very fair and democratic environment for the team members to feel seen and valued’ 
Similarly, P3 (Manager) stated: 
‘I always like to keep that upbeat feeling to the team... your team is just a reflection of you’ 
These responses suggest that managers believe their own behaviour directly influences team morale and workplace culture. Creating a positive atmosphere was viewed as an important leadership responsibility that encouraged employees to perform effectively. 
Managers also highlighted communication as an essential aspect of their daily leadership. Regular briefings, constructive feedback, and one-to-one discussions were used to ensure employees understood daily priorities while providing opportunities for continuous development. 
P3 (Manager) explained that feedback should be provided ‘on the spot’ because it allows employees to learn immediately and improve their performance. P1 (Manager) similarly described using daily briefings to ensure employees understood expectations and organisational priorities before beginning work.  
Another consistent finding was managers' willingness to adapt their leadership approach according to individual employees. Participants recognised that employees responded differently to feedback, communication, and motivation, requiring managers to remain flexible. 
P2 (Manager) explained: 
‘It's not really a one-size-fits-all kind of thing... some people prefer me to be direct, some people prefer empathy’
Likewise, P3 (Manager) explained that leadership depended on understanding employees personally so that feedback and support could be adapted to individual needs.  
Employee interviews supported these findings. Several employees described their managers as approachable and supportive while recognising that managers adjusted their leadership according to different situations. P10 (Employee) commented that their manager was ‘strict but supportive’, explaining that expectations were clear while support was always available when needed.  
Although managers placed considerable emphasis on support and development, they also described using transactional leadership practices to maintain organisational performance. Incentives, recognition, and performance monitoring were commonly used to encourage employees to achieve sales targets and departmental objectives. 
P1 (Manager) explained: 
‘When we do incentives... the team definitely steps up more to achieve that goal’
Employees generally agreed that rewards and recognition increased motivation, particularly when they felt achievable and meaningful. However, some participants also suggested that excessive focus on targets could create pressure. 
Overall, the findings indicate that leadership within Sephora Cardiff is characterised by a combination of transformational and transactional behaviours. Managers consistently described supporting employees through communication, encouragement, and individual development while simultaneously using performance management, incentives, and accountability to achieve organisational goals. Employee interviews largely confirmed this blended approach, suggesting that effective leadership within Sephora depends on balancing employee support with organisational performance expectations. 
 
[bookmark: _Toc1221914546]4.2 Theme Two: Transformational Leadership Behaviours Positively Influence Employee Motivation and Job Satisfaction 
The second theme explores how transformational leadership behaviours influenced employee motivation and job satisfaction. Across both manager and employee interviews, participants consistently associated supportive leadership, recognition, open communication and employee development with higher levels of motivation and workplace satisfaction. These findings suggest that managers who prioritised positive relationships and individual support created an environment where employees felt valued, confident, and engaged. 
A noticeable finding was the importance of emotional support and approachability. Managers described building trusting relationships with employees by maintaining open communication and being available to provide support when required. Rather than focusing solely on performance, managers believed that understanding employees' individual circumstances encouraged greater commitment and wellbeing. 
P4 (Manager) explained: 
‘I'm always open to chat 24/7 whether text, in person... I'm always there’
Similarly, P2 (Manager) highlighted the importance of remaining approachable, stating: 
‘You have to be approachable if you want that kind of open communication with your team’ 
Employees strongly reinforce these views. P8 (Employee) explained: 
‘They are just really good at helping me feel comfortable... if I'm having a down day, they'll really be there to help me and motivate me’
P9 (Employee) commented: 
‘Feeling supported, valued and comfortable approaching my manager when I need help or guidance makes coming into the job a lot better’
These responses demonstrate that employees valued managers who created supportive working relationships. Feeling comfortable approaching managers not only increased confidence but also contributed to a more positive working environment, enhancing overall job satisfaction. 
Recognition was another significant factor influencing employee motivation. Managers consistently described acknowledging employee achievements through praise, encouragement, and positive feedback, believing that recognition encouraged employees to maintain high levels of performance. 
P1 (Manager) explained: 
‘If there's any good feedback that needs to be given, I make sure everybody knows they've done a good job’
Similarly, P3 (Manager) stated: 
‘Telling your team they're doing well... you want people to feel recognised, you want them to feel worthy’
Employee interviews confirmed the motivational impact of recognition. P8 (Employee) explained: 
‘She's very supportive and if we do really well on sales, she would praise us and make us feel good about ourselves’
P10 (Employee) added: 
‘She always messages us saying, 'You're amazing... I'm so proud of what you've done’
These findings indicate that employees valued regular praise and appreciation from managers. Recognition contributed to employees feeling respected and acknowledged for their contributions, encouraging them to remain motivated and committed to their roles. 
Employee development also emerged as an important transformational leadership behaviour. Managers described coaching employees, providing opportunities to develop new skills, and encouraging greater responsibility within the workplace. 
P4 (Manager) explained: 
‘I don't want them to come in and feel like they've got no purpose’
Similarly, P5 (Manager) described discussing employees' future aspirations and supporting them in achieving their career goals.  
Employees also viewed development opportunities positively. P8 (Employee) explained that managers regularly provided product training before encouraging employees to apply their knowledge to customers. P9 (Employee) described their manager as a mentor who actively supported both personal and professional development.  
These responses suggest that employees appreciate managers who invested time in developing their skills rather than simply monitoring their performance. Opportunities to learn, receive coaching and discuss future career aspirations increased confidence and encouraged employees to perform more effectively. 
Although the findings were overwhelmingly positive, some employees recognised that operational pressures occasionally limited managers' ability to provide consistent support. P7 (Employee) explained that managers were sometimes occupied with administrative responsibilities, reducing their availability on the shop floor. Despite this, employees generally acknowledged that these limitations resulted from operational demands rather than a lack of managerial commitment. 
Overall, the findings demonstrate that transformational leadership behaviours positively influenced employee motivation and job satisfaction within Sephora Cardiff. Emotional support, recognition, approachability, and employee development were consistently identified as characteristics of effective leadership by both managers and employees. These behaviours encouraged employees to feel valued, supported and confident in their roles, contributing to a positive working environment and higher levels of engagement. While operational demands occasionally affected managers' ability to demonstrate these behaviours consistently, participants overwhelmingly viewed supportive leadership as a key factor influencing their motivation and satisfaction at work. 
 
[bookmark: _Toc193377758]4.3 Theme Three: Transactional Leadership Behaviours Improve Performance but Can Reduce Motivation When Overemphasised 
The third theme explores how transactional leadership behaviours influenced employee performance, motivation and job satisfaction within Sephora Cardiff. Both managers and employees recognised that transactional leadership practices, including performance monitoring, sales targets, incentives and accountability, played an important role in achieving organisational objectives. While these practices were often viewed as effective in encouraging performance, employees also described situations where excessive pressure and unrealistic expectations reduced motivation and negatively affected job satisfaction. 
Managers consistently described performance management as a necessary aspect of leadership within a retail environment. Participants explained that monitoring sales performance, setting daily objectives, and rewarding achievements encouraged employees to remain focused while contributing to departmental targets. 
 P5 (Manager) explained: 
‘by creating incentives for people, whether that be for product or whether that be just so they feel like they can beat their best of what they've done previously. People tend to respond really positively to that’
Similarly, P4 (Manager) described using rewards to reinforce positive behaviours, explaining that employees who achieved targets were recognised through incentives, public praise, and departmental rewards.  
These responses suggest that managers viewed transactional leadership as an effective method of encouraging employee performance while maintaining organisational productivity. Incentives were considered an important motivational tool that encouraged employees to achieve both personal and organisational goals. 
Employee interviews generally support this perspective. Several participants acknowledged that incentives and performance targets motivated them to improve their sales performance and contributed positively to their engagement. 
P7 (Employee) explained that rewards such as additional breaks, free products, and recognition encouraged employees to work harder and achieve departmental objectives. P9 (Employee) similarly stated that praise linked to good performance made them feel appreciated and encouraged them to continue performing well.  
Although employees recognised the motivational benefits of incentives, many participants also explained that transactional leadership became less effective when there was excessive emphasis on achieving targets. Several employees described feeling pressured during quieter trading periods when customer numbers were low, and sales opportunities were limited. 
P6 (Employee) explained: 
[bookmark: _Int_Elp33P9q]‘When it's quiet and there aren't many customers, the pressure to hit targets can actually make you feel less motivated because there's nothing more you can do’ 
P9 (Employee) described how continuous pressure affected both motivation and wellbeing, stating that persistent focus on sales targets sometimes made employees feel exhausted and less enthusiastic about coming to work.  
These findings suggest that employees generally accepted accountability for their performance but believed that expectations should reflect operational circumstances. When targets were perceived as unrealistic or beyond employees' control, transactional leadership was experienced as a source of pressure rather than motivation. 
A further finding concerned the way recognition was linked to performance outcomes. While managers frequently described recognising employees for achieving sales targets, some employees believed that greater emphasis should be placed on recognising effort rather than results alone. 
P7 (Employee) explained: 
‘Sometimes it feels like recognition only comes when you've hit the sales target, but people should also be recognised for the effort they put in’
P6 (Employee) described feeling like ‘a piece in a puzzle’, explaining that excessive focus on performance targets reduced their sense of value as an individual.  
These responses demonstrate that employees value recognition that acknowledged commitment, teamwork and effort rather than solely measurable performance outcomes. This finding highlights that transactional leadership practices may become less effective when employees perceive organisational goals as taking priority over individual contributions. 
Communication surrounding performance expectations also influenced how transactional leadership was experienced. While managers viewed feedback as constructive and developmental, several employees described occasions where team meetings were perceived as overly critical or focused primarily on performance shortcomings. 
P6 (Employee) recalled: 
‘It felt more like being told off than being supported’
Similarly, P9 (Employee) explained that overly critical communication following organisational changes negatively affected team morale and reduced motivation.  
These findings indicate that transactional leadership practices were influenced not only by organisational policies but also by how managers communicated performance expectations. Employees responded more positively when accountability was combined with encouragement and constructive feedback rather than criticism alone. 
Despite these challenges, participants did not reject transactional leadership entirely. Instead, employees generally recognised that targets, incentives, and accountability were necessary within a retail environment. However, they believed these practices should be balanced with empathy, flexibility, and recognition of individual circumstances. 
The findings therefore suggest that transactional leadership contributes positively to employee performance when balanced with supportive leadership behaviours but may reduce motivation and job satisfaction when overemphasised. 

[bookmark: _Toc816061143]4.4 Theme Four: Differences Between Managers' Intended Leadership Practices and Employees' Perceptions 
The final theme explores the differences between managers' intended leadership practices and employees' experiences of those practices. While the findings demonstrate considerable agreement between managers and employees regarding supportive leadership, several differences emerged relating to communication, recognition, and performance management. These differences did not suggest that managers lacked effective leadership skills but instead highlighted how leadership behaviours were sometimes interpreted differently by employees depending on the workplace context. 
Managers consistently described their leadership as supportive, approachable, and centred on employee wellbeing. Throughout the interviews, managers explained that maintaining positive relationships, providing regular feedback, and supporting employee development were key aspects of their leadership approach. Many believed that these behaviours created a positive working environment and encouraged employees to remain motivated. 
P3 (Manager) explained: 
‘I always like to keep that upbeat feeling to the team... your team is just a reflection of you.’
Similarly, P1 (Manager) described creating a ‘a collaborative’ and ‘fair’ working environment where employees felt valued and supported.  
Employee interviews generally support these views. Several participants described their managers as approachable, encouraging, and willing to provide guidance whenever needed. P9 (Employee) explained that feeling supported and comfortable approaching their manager made their working experience significantly more enjoyable. P8 (Employee) stated that supportive managers helped build confidence and created a positive team atmosphere.  
However, despite this broad agreement, employees identified situations where managerial intentions did not always match their experiences. One area where this difference emerged was communication. Managers consistently described feedback as constructive and intended to support employee development. Immediate feedback was viewed as an opportunity to encourage learning while addressing issues before they became more significant. 
Employees generally appreciated constructive feedback but explained that communication style influenced how messages were received. Some participants recalled occasions where team meetings focused heavily on performance expectations, resulting in employees feeling criticised rather than supported. 
P9 (Employee) reflected: 
‘but the team meeting was mostly a little bit negative. There was so much negativity in it. There wasn't anything positive on that meeting. It wasn't constructive criticism. It was just mainly criticism’
P8 (Employee) described a team meeting that negatively affected morale because employees felt their efforts were not fully recognised despite working hard under challenging circumstances.  
These findings suggest that although managers intended feedback to improve performance, employees' interpretations depended largely on the way feedback was communicated. Positive communication strengthened motivation, whereas overly critical communication reduced confidence and workplace morale. 
Differences also emerged regarding recognition. Managers frequently explained that incentives and praise were designed to reward good performance and encourage employees to achieve organisational objectives. Recognition was viewed as an important motivational strategy that reinforced positive behaviours. 
However, several employees suggested that recognition was too closely associated with sales performance. While participants appreciated praise for achieving targets, they also wanted managers to recognise effort, teamwork, and commitment, particularly during quieter trading periods when achieving targets was more difficult. 
P6 (Employee) explained: 
‘For example, she might be trying to motivate us with gift of purchases and saying, oh, if you do this many services, I'll get you gift of purchases. But she's not seeing the reality of it, which sometimes it's just hard to get those services in’
This finding highlights a difference between managerial intentions and employee expectations. Managers believed that performance-based recognition motivated employees, whereas some employees felt recognition should reflect broader contributions beyond measurable sales outcomes. This suggests that employees valued personal appreciation alongside formal performance recognition. 
A further difference related to performance expectations within the retail environment. Managers acknowledged that sales targets and performance monitoring were necessary to achieve business objectives and maintain organisational standards. Employees generally accepted these expectations but explained that operational circumstances sometimes made targets difficult to achieve. 
P7 (Employee) explained that during quieter periods there were fewer customers available, making it impossible to make sales regardless of effort. As a result, continued pressure to achieve targets reduced motivation rather than improving performance.  
Similarly, P10 (Employee) described feeling that leadership occasionally prioritised organisational performance over employee wellbeing, creating unnecessary pressure during periods when external factors limited opportunities for success.  
These responses indicate that while managers intended performance monitoring to encourage productivity, employees sometimes experienced these practices as unrealistic when operational conditions were beyond their control. Consequently, leadership behaviours designed to improve performance occasionally had the opposite effect on employee motivation. 
Career development also revealed slight differences in perception. Managers consistently described providing opportunities for coaching, mentoring and career progression, believing that employees were supported in achieving their professional goals. 
 P2 (Manager) says: 
‘Personal development plans are all about what you want... what do you want from this job... and how do I help you achieve that?’
While P3 (Manager) explains: 
Some people here are looking for career development and some people... it's just a job... if you want something out of this, then we'll put everything we can behind you to get you there. 
Employees generally agreed that managers encouraged learning and development through regular training and mentoring. However, some participants felt that career progression lacked clear structure and that development opportunities depended on employees actively requesting support rather than following an established pathway.  
P8 (Employee) says:  
‘My manager asked about my career goals, but it wasn't really followed up afterwards’
And P10 (Employee) follows on: 
‘Managers are willing to help if you ask, but there could be more opportunities for career progression’
Despite these differences, the findings demonstrate that managers' intentions and employees' experiences were more closely aligned than different. Employees consistently recognised managers' commitment to creating supportive working relationships, encouraging development, and maintaining positive workplace environments. The differences that emerged primarily reflected how leadership behaviours were experienced under operational pressures rather than fundamental disagreement regarding leadership practices. 
Overall, this theme demonstrates that leadership effectiveness within Sephora depends not only on the behaviours managers intend to demonstrate but also on how those behaviours are interpreted by employees. While supportive leadership behaviours were consistently associated with positive employee experiences, communication style, recognition practices and performance expectations influenced whether employees perceived leadership as motivating or demotivating. These findings emphasise the importance of ensuring that leadership intentions are consistently reflected in employees' day-to-day workplace experiences. 
 
[bookmark: _Toc287435003]4.5 Chapter Summary 
This chapter presented the findings from the ten semi-structured interviews conducted with managers and employees at Sephora Cardiff. Using an inductive thematic analysis, four key themes emerged that addressed the study's research objectives and questions. The findings demonstrated that managers combined both transformational and transactional leadership behaviours in their daily management practices. While transactional leadership behaviours such as performance targets, incentives and accountability encouraged employee performance, excessive emphasis on these practices occasionally reduced motivation and increased workplace pressure. Transformational leadership behaviours, including emotional support, recognition, open communication and employee development, were consistently associated with higher levels of employee motivation and job satisfaction. Finally, the findings identified some differences between managers' intended leadership practices and employees' perceptions, particularly regarding communication, recognition, and performance expectations.



[bookmark: _Toc1711870819]Chapter 5: Discussion, Conclusion and Recommendations 
The chapter summarises the study’s key findings and links them to the literature from Chapter Two. It explains how transformational and transactional leadership shape motivation and job satisfaction at Sephora Cardiff, then outlines the study’s strengths and limitations and offers recommendations for practice and future research. It also addresses the fifth research objective by providing recommendations.
 
[bookmark: _Toc1955188881]5.1 Discussion and Conclusion 
The study aimed to explore how transformational and transactional leadership affect motivation and job satisfaction at Sephora Cardiff. The findings show that managers used both styles, switching between them based on the situation, employee needs, and organisational goals. This supports Full Range Leadership Theory, which argues that effective leaders combine transformational and transactional behaviours rather than treating them as separate approaches. Managers moved between supportive behaviours (coaching, communication and development) and transactional practices (monitoring performance, using incentives and ensuring accountability). These results align with Garzón‑Lasso et al. (2024), who note that leaders adapt their style to organisational conditions. They also reflect Selvarajah et al. (2024), who highlight the importance of transactional leadership in retail settings where targets and measurable outcomes dominate. At the same time, the findings support Rahim et al. (2025), who emphasise that transformational behaviours such as encouragement and individual support are essential for sustaining engagement in customer-facing roles. 
The study shows that transformational leadership had the strongest positive impact on motivation and job satisfaction. Employees consistently linked supportive managers, open communication, recognition and development opportunities with feeling motivated and satisfied. This aligns with Herzberg’s Two‑Factor Theory, which highlights recognition, achievement and growth as key drivers of satisfaction (Abdulkhamidova, 2021). Likewise, Garzón‑Lasso et al. (2024) and Rahim et al. (2025) argue that transformational leadership boosts engagement by building trust, empowerment, and positive relationships. Participants often said they felt valued and supported when managers recognised their efforts, reinforcing the importance of transformational leadership in retail organisations. 
Transactional leadership helped by giving employees clear expectations, accountability and rewards, but too much focus on sales targets and monitoring sometimes reduced motivation. This supports Selvarajah et al. (2024), who note that transactional leadership improves short‑term performance but can weaken intrinsic motivation when overused. Employees recognised the need for targets in retail but felt more satisfied when performance management was balanced with encouragement, constructive feedback, and emotional support. Overall, the findings suggest that effective leadership depends on balancing employee wellbeing with organisational performance, rather than relying on one leadership style alone. 
The findings show a clear gap between managers’ intended behaviours and employees’ perceptions. Although managers believed they were creating supportive, motivating environments, employees sometimes interpreted communication, recognition and performance monitoring differently. Some viewed performance‑related feedback as criticism, while others felt recognition focused too heavily on sales outcomes. This supports Quadri, Anjum, and Bangash (2024), who argue that leadership effectiveness depends on employees’ perceptions, and aligns with Dewi et al. (2025), who highlight the role of communication in shaping interpretation. It also reflects Oktaysoy et al. (2025), who found that mismatches between intentions and experiences can reduce commitment and satisfaction. Overall, leadership is most effective when behaviours are clearly communicated and positively understood by employees. 
Overall, the study concludes that effective leadership at Sephora Cardiff depends on combining transformational and transactional behaviours based on organisational needs. Transactional leadership provides the structure required to meet objectives, while transformational leadership has a stronger impact on motivation, job satisfaction, and workplace relationships. The findings also show that leadership effectiveness relies not only on managers’ intentions but on how employees experience those behaviours. Therefore, maintaining a balance between performance expectations and employee support is essential for both organisational performance and employee wellbeing. 
 
[bookmark: _Toc175642398]5.2 Strengths and Limitations 
The qualitative design is a key strength, enabling in‑depth exploration of leadership from both managers’ and employees’ perspectives. Including both groups offered a more complete view of leadership practices and helped address a gap in existing research. Focusing on Sephora Cardiff also added valuable evidence from the beauty retail sector, where research is limited. 
However, the study has limitations. It was carried out in a single store with only ten participants, which restricts its transferability. The findings are based solely on interview data, meaning they reflect participants’ perceptions rather than observed behaviours. The study offers valuable insights into leadership within the beauty retail industry despite these limitations.
 
[bookmark: _Toc1965516734]5.3 Recommendations 
Based on the findings, Sephora Cardiff should continue encouraging managers to combine transformational and transactional leadership behaviours according to individual employee needs and operational requirements. Greater emphasis should be placed on recognising employee effort alongside sales performance to maintain motivation during quieter trading periods. Managers should also continue supporting employee development through regular coaching, constructive feedback, and structured career development discussions. Finally, leadership training should focus on improving communication skills to ensure managerial intentions are consistently understood and positively perceived by employees. 
 
[bookmark: _Toc1093324327]5.4 Recommendations for Future Research 
Future research should investigate transformational and transactional leadership across multiple Sephora stores or other beauty retail organisations to determine whether similar findings emerge in different organisational contexts. Studies involving larger samples would improve the transferability of the findings, while mixed-methods research combining interviews with quantitative surveys could offer a wider insight into understanding the relationship between leadership styles, employee motivation and job satisfaction. 
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