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Chapter 1- Introduction

1.1. Introduction and Background
Decentralised organisations operate without a traditional top‑down hierarchy, meaning leadership influence relies more on interpersonal behaviour than on formal authority. In such systems, individuals often lead through persuasion, shared goals, and personal credibility rather than positional power. Amway, a global direct‑selling organisation, represents this decentralised structure clearly. Its Independent Business Owners (IBOs) are not employees but self‑directed entrepreneurs who build teams through voluntary participation. This creates a distinctive leadership environment where influence is based on motivation, communication, and personal example rather than organisational control (Biggart, 1989; Coughlan and Grayson, 1998).
Transformational leadership is frequently associated with inspiring followers, encouraging personal development, and fostering commitment to shared goals. These behaviours appear particularly relevant in decentralised contexts, where leaders cannot rely on formal authority and must instead motivate individuals to engage and remain active (Bass and Avolio, 1994; Bass, 1999). Within Amway, leadership often emerges informally through mentoring, role‑modelling, and supportive relationships. This study therefore aims to explore how transformational leadership behaviours are demonstrated by Amway IBOs and how these behaviours shape the experiences and engagement of their teams.

1.2. Research Aim
To examine how transformational leadership behaviours are demonstrated and experienced within a decentralised organisational context, using Amway Independent Business Owners as a qualitative case study

1.3. Research Objectives
    1. To explore how Amway Independent Business Owners understand and interpret transformational leadership behaviours within their business activities.
     2. To examine how leadership influence is enacted and sustained in a decentralised organisational structure where authority is informal and participation is voluntary.
   3.  To identify the challenges and opportunities associated with leading teams without formal organisational authority in the Amway context.
   4. To analyse how transformational leadership behaviours shape motivation, engagement, and team experiences among Amway IBOs.

1.4. Research Questions
1.  How do Amway Independent Business Owners demonstrate and interpret transformational leadership behaviours in their everyday business activities?
2. Which leadership behaviours are perceived as most influential within a decentralised organisational environment where authority is informal?
3.  How do team members experience and respond to transformational leadership in the absence of a formal hierarchical structure?
4. What factors enable or constrain leadership effectiveness among Amway IBOs operating within a decentralised system?





Chapter 2 
Literature Review
 2.1. Introduction 
Transformational leadership theory identifies four core behaviours—idealised influence, inspirational motivation, intellectual stimulation, and individualised consideration—which together enable leaders to inspire followers and build a shared sense of purpose (Bass, 1999). Research consistently links these behaviours to higher motivation, stronger commitment, and improved performance across a range of organisational settings. These characteristics appear particularly relevant in environments where leaders cannot rely on formal authority and must instead motivate individuals through personal example and relational influence.
Decentralised organisations operate with minimal hierarchical control, meaning leadership tends to emerge informally through communication, trust, and shared goals. In such contexts, influence is based on interpersonal relationships rather than positional power (Mintzberg, 1983; Daft, 2016). Studies of direct‑selling organisations, including Amway, suggest that leaders often act as mentors and motivators rather than traditional managers, guiding others through encouragement, role‑modelling, and supportive relationships (Biggart, 1989). This creates a distinctive leadership environment where transformational behaviours may play a central role in sustaining engagement and voluntary participation.
2.2. Transformational Leadership Theory
This study is guided by two key theoretical perspectives that help explain how leadership operates in decentralised organisational settings: Transformational Leadership Theory and Decentralisation Theory. Together, these frameworks provide a foundation for understanding how influence is enacted when leaders do not hold formal authority.
2.2.1. Bass and Avolio’s Transformational Leadership Theory
Transformational leadership theory, developed by Bass and Avolio (1994), identifies four core components—idealised influence, inspirational motivation, intellectual stimulation, and individualised consideration. These behaviours describe how leaders inspire followers, encourage personal development, and foster commitment to shared goals. The theory is widely used in leadership research because it explains how leaders can motivate others through vision, support, and role‑modelling rather than through positional power. This makes it particularly relevant to the Amway context, where IBOs rely on interpersonal influence rather than formal organisational authority.
2.1. Decentralisation Theory
Decentralisation theory focuses on organisational structures where decision‑making is distributed rather than concentrated at the top (Mintzberg, 1983). In decentralised systems, leadership tends to emerge informally through communication, trust, and shared purpose. Without hierarchical control, influence becomes more relational and dependent on personal credibility. This theoretical perspective helps explain why leadership in Amway is shaped by mentoring, peer support, and voluntary participation rather than managerial oversight.

2.2.  Leadership in Direct‑Selling Organisations (Amway Context)
Leadership in direct selling organisations such as Amway is fundamentally shaped by the absence of formal managerial authority. Instead, influence is built through interpersonal relationships, mentoring, and role modelling. Biggart’s (1989) sociological study of direct selling remains one of the most influential academic analyses of this sector, demonstrating that leadership is enacted through persuasion, emotional encouragement, and personal example rather than hierarchical control. In this context, experienced Independent Business Owners (IBOs) guide others by demonstrating successful behaviours, offering practical support, and fostering a sense of belonging within the network.
Because participation in direct selling is voluntary and performance is self‑regulated, leaders must cultivate trust, motivation, and shared purpose to sustain engagement. This creates a leadership environment that aligns closely with transformational leadership behaviours, as influence depends on vision, credibility, and supportive relationships rather than positional authority (Daft, 2016). As a result, the Amway context provides a distinctive setting in which to explore how transformational leadership emerges informally and shapes the experiences of IBOs operating within a decentralised organisational structure.

2.3. Cultural Barriers in Leadership
As a global organisation, Amway operates across diverse cultural contexts, and cultural differences can shape how leadership behaviours are interpreted and enacted. Variations in power distance, communication preferences, and expectations of authority may influence how IBOs understand and respond to transformational leadership (Daft, 2016). These cultural factors are important to consider, as they may either support or constrain the effectiveness of leadership within decentralised structures.

2.6 Theoretical Framework

Proposed Framework

This study combines transformational leadership theory with decentralisation theory to explore how leadership behaviours operate in environments where leaders have no formal authority. By integrating these perspectives, the research examines how transformational behaviours are demonstrated, interpreted, and experienced within Amway’s decentralised structure. This combined framework supports a deeper understanding of how influence is created and sustained among Independent Business Owners.




Chapter 3 – Methodology
3. Research Methodology
This chapter outlines the methodological choices that guide the study and explains the philosophical, methodological, and practical decisions underpinning the research design.
3.1. Research Philosophy
This study adopts an interpretivist philosophy, which is appropriate for research that seeks to understand how individuals make sense of their experiences. Interpretivism assumes that reality is socially constructed and best understood through the meanings people attach to their actions (Saunders et al., 2019). Because this research explores how Amway Independent Business Owners perceive and enact transformational leadership, an interpretivist stance supports an in‑depth exploration of personal perspectives and lived experiences.
3.2.  Research Approach
An inductive research approach will be used. Induction allows themes and insights to emerge from the data rather than testing a predetermined hypothesis (Creswell, 2014). This approach aligns with the exploratory nature of the study, as little existing research examines transformational leadership within decentralised direct‑selling organisations such as Amway. An inductive approach also supports the development of new conceptual insights grounded in participants’ experiences.
3.3. Research Design
A qualitative research design is appropriate because the study aims to explore subjective experiences, leadership behaviours, and interpersonal dynamics. Qualitative methods enable rich, detailed accounts of how leadership is demonstrated and interpreted within a decentralised environment, which cannot be captured through quantitative measures alone. This design aligns with the study’s aim of understanding how transformational leadership is enacted informally among Independent Business Owners.
3.4. Population and Sampling
The population for this study consists of Amway Independent Business Owners (IBOs) in the UK. A purposive sampling strategy will be used to select participants who have experience in leading or mentoring others within the Amway structure. This ensures that the sample includes individuals who can provide relevant insights into transformational leadership behaviours and decentralised leadership practices. Purposive sampling is appropriate because it prioritises depth and relevance over representativeness, which is consistent with qualitative research objectives.
3.5. Data Collection
Data will be collected through semi‑structured interviews, which allow participants to describe their experiences in their own words while ensuring that key topics are covered (Bryman, 2016). This method provides flexibility to explore emerging ideas and follow up on important points raised by participants. Interviews will focus on leadership behaviours, team interactions, motivation, and experiences within the decentralised structure. Semi‑structured interviews are particularly suitable for exploring complex social processes such as influence, trust, and informal leadership.
3.6.  Data Analysis
The data will be analysed using thematic analysis, following the six‑step framework outlined by Braun and Clarke (2006). This method involves familiarisation with the data, generating initial codes, identifying themes, reviewing themes, defining and naming themes, and producing the final analysis. Thematic analysis is suitable for identifying patterns in participants’ accounts and linking them to the study’s theoretical framework. It also supports an inductive approach by allowing themes to emerge naturally from the data.
3.7 Ethical Considerations
Ethical considerations are essential to ensure that the research is conducted responsibly and respects the rights and wellbeing of participants. This study will follow the ethical guidelines set out by the university and adhere to established principles of informed consent, confidentiality, and voluntary participation (Saunders et al., 2019). Prior to taking part, participants will receive an information sheet outlining the purpose of the study, what their involvement entails, and how the data will be used. They will also be informed that participation is entirely voluntary and that they may withdraw at any stage without providing a reason.
Confidentiality will be maintained by removing any identifying information from interview transcripts and replacing names with pseudonyms. All data will be stored securely on password‑protected devices and will only be accessible to the researcher. Audio recordings will be deleted once transcription is complete, and anonymised data will be retained in accordance with university data‑management policies. The study will also ensure that participants are not exposed to harm or discomfort, and interview questions will be designed to avoid sensitive or intrusive topics. Ethical approval will be obtained from the university’s ethics committee before data collection begins.
3.8 Methodological Limitations
Although the chosen methodology is appropriate for the aims of this study, several limitations should be acknowledged. First, the use of a qualitative design and a small purposive sample means that the findings cannot be generalised to all Amway Independent Business Owners. Qualitative research prioritises depth over breadth, and while this allows for rich insights, it limits the extent to which conclusions can be applied to wider populations (Creswell, 2014).
Second, the reliance on self‑reported data introduces the possibility of participant bias. Individuals may present their leadership behaviours in a more favourable light or may unintentionally omit aspects of their experience. This is a common limitation in interview‑based research, where responses are shaped by personal reflection and social desirability (Bryman, 2016).
Third, the interpretivist stance of the researcher means that data analysis is influenced by subjective interpretation. Although thematic analysis provides a systematic framework, the identification and interpretation of themes are shaped by the researcher’s perspective and prior understanding of the topic (Braun & Clarke, 2006). To mitigate this, the analysis will follow a transparent and rigorous coding process.
Finally, the study focuses specifically on the UK Amway context, which may differ from other cultural or organisational settings. As a result, the findings may not fully reflect the experiences of IBOs operating in different countries or under different leadership structures. Despite these limitations, the methodology remains suitable for exploring the nuanced and context‑dependent nature of transformational leadership within a decentralised direct‑selling organisation.
Despite these limitations, the chosen methodology provides a robust foundation for exploring the lived experiences of transformational leadership within a decentralised direct‑selling context.














CHAPTER 4 – Expected Contribution
4.1. Expected Contribution
a) Theoretical Contribution
Transformational leadership is widely recognised as one of the most influential leadership models, with strong empirical support across organisational outcomes. Meta‑analytic evidence shows that transformational leadership is consistently associated with higher motivation, stronger commitment, and improved performance across diverse contexts (Judge and Piccolo, 2004). However, most existing studies focus on environments where leaders hold formal authority, leaving limited understanding of how transformational behaviours operate when leadership emerges informally. Research on shared and decentralised leadership suggests that distributed decision‑making can enable emergent influence, but its effectiveness depends on how leaders guide, support, and empower others (Pearce and Conger, 2003). By examining Amway Independent Business Owners, this study may extend theoretical understanding by illustrating how transformational leadership adapts to informal, relationship‑based environments where influence is built through credibility, trust, and interpersonal connection rather than positional authority.
b) Practical Contribution
The findings may offer practical value for Amway leaders and other decentralised organisations seeking to strengthen leadership development. Evidence shows that transformational leadership is positively associated with improved attitudes, motivation, and performance among salespeople (MacKenzie, Podsakoff and Rich, 2001), suggesting that similar behaviours may enhance engagement and team cohesion within direct‑selling networks. By examining how IBOs motivate, guide, and support their teams, the study may inform the design of more effective training programmes, mentoring structures, and communication strategies. Research on shared leadership also highlights the importance of clarity, empowerment, and relational support in decentralised environments (Pearce and Conger, 2003), indicating that leaders must cultivate trust and shared purpose to sustain performance.

c) Policy Contribution
The study may also contribute to policy development within direct‑selling organisations. Transformational leadership has been shown to strengthen organisational identification and positive employee outcomes across cultural contexts (Bass, 1999), suggesting that organisations may benefit from policies that promote relational, value‑aligned leadership practices. Insights into how leadership is enacted without formal authority can support the creation of leadership competency frameworks and ethical guidelines that reflect the realities of decentralised structures. The findings may therefore inform policies related to mentoring expectations, communication standards, and leader accountability, helping organisations ensure consistent and culturally sensitive leadership across diverse markets.















5.  Proposed Timeframe
The table below outlines the planned activities and timeline for completing the research project over a 10‑week period. The schedule follows a logical progression from proposal development to data collection, analysis, and final writing.

Table 1: Gantt Chart – Research Activities and Timeline (12‑Week Plan)
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6.  Conclusion
This proposal has outlined a qualitative study examining how transformational leadership is demonstrated and experienced within a decentralised organisational context, using Amway Independent Business Owners as the focal case. By exploring leadership behaviours in an environment where authority is informal and participation is voluntary, the study aims to generate deeper insight into how influence is created and sustained without hierarchical power. The proposed research is expected to contribute to academic understanding by extending transformational leadership theory into non‑traditional organisational structures, where leadership emerges through interpersonal relationships rather than positional authority. In addition, the study may offer practical implications for leadership development within direct‑selling and other decentralised organisations, supporting the design of more effective training, mentoring, and support systems.
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