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1. [bookmark: _Toc225722258]Introduction, Business Problem, and Organisational Context
1.1 [bookmark: _Toc225722259]Introduction
Sutton Housing Partnership (SHP), an Arms-Length Management Organisation (ALMO) managing local authority housing, operates under UK social housing regulation (Sutton Housing Partnership, 2026). Performance is monitored via Key Performance Indicators (KPIs) and Tenant Satisfaction Measures (TSMs), tracking repairs, complaints, and tenant experience (Regulator of Social Housing, 2023; National Housing Federation, 2026), ensuring transparency, accountability, and consistent service quality.
Leadership influences engagement, motivation, and service delivery, though evidence remains mixed due to sectoral differences, small samples, and ALMO-specific contexts (Croft et al., 2022; Bakker, Demerouti, and Sanz-Vergel, 2023), with further variability highlighted in recent studies (Zhang et al., 2026). This study adopts a correlational approach to examine associations between leadership styles, estate service performance, and tenant satisfaction, focusing on measurable patterns rather than causality.
1.2 [bookmark: _Toc225722260]Business Problem
Despite KPI and TSM monitoring, SHP exhibits variation in estate performance and tenant satisfaction; for example, non-emergency repairs were completed on time at 73–75 per cent in 2024/25 (Sutton Housing Partnership, 2025). Limited understanding of how leadership influences these outcomes restricts targeted, evidence-based interventions.
Leadership is recognised as a performance driver (Bakker, Demerouti, and Sanz-Vergel, 2023; Northouse, 2025), yet reliance on self-reported data and potential common method bias complicates direct-effect assumptions. Impacts are indirect and shaped by reporting systems and contextual factors, with common method bias complicating interpretation (Podsakoff et al., 2003; Jordan and Troth, 2020), while socio-economic and workforce conditions add variability (Iddrisu and Mohammed, 2025; Zhang et al., 2026), supporting a correlational approach to identify actionable patterns.
1.3 [bookmark: _Toc225722261]Organisational Context
Leadership in ALMOs operates within regulatory oversight, constrained budgets, and externally imposed targets (Arslan et al., 2026; Zhang et al., 2026). The Job Demands–Resources (JD-R) model explains how leadership influences engagement and well-being, while Social Exchange Theory highlights reciprocal behaviours underpinning service quality (Cropanzano and Mitchell, 2005), with recent studies confirming these dynamics in public-sector contexts (Bakker, Demerouti, and Sanz-Vergel, 2023; Abbas et al., 2026).
Structural constraints—including policy requirements, limited resources, standardised procedures, and variable digital systems—moderate leadership effects, while socio-economic and workforce challenges further influence estate performance. By examining leadership styles in relation to KPIs and TSMs, this study addresses an underexplored gap in ALMO research, integrating behavioural, structural, and contextual factors to provide both academic and practical insight (Croft et al., 2022).
2. [bookmark: _Toc225722262]Research Aim, Objectives, Questions, and Hypotheses
2.1 [bookmark: _Toc225722263]Research Aim
This study examines the relationships between leadership styles, estate service performance, and tenant satisfaction within SHP, identifying patterns to inform evidence-based organisational decisions. The focus is on statistically meaningful associations rather than causality, reflecting the cross-sectional design and context-dependent nature of public-sector leadership (Saunders, Lewis, and Thornhill, 2023).
2.2 [bookmark: _Toc225722264]Research Objectives
The study is guided by four interrelated objectives:
1. Identify the leadership styles practised within SHP using validated measurement constructs. 
2. Assess associations between leadership styles and estate service performance. 
3. Assess associations between leadership styles and tenant satisfaction. 
4. Explore the relationship between estate service performance and tenant satisfaction. 
Objectives progress from descriptive identification to relational analysis, recognising leadership’s interaction with organisational and contextual factors (Croft et al., 2022; Bakker, Demerouti, and Sanz-Vergel, 2023) and aligning with established leadership frameworks (Northouse, 2025).
2.3 [bookmark: _Toc225722265]Research Questions
Aligned with the objectives, the study addresses:
1. What leadership styles are practised within SHP Estate Services? 
2. How are leadership styles associated with estate service performance? 
3. How are leadership styles associated with tenant satisfaction? 
4. What is the relationship between estate service performance and tenant satisfaction? 
These questions adopt a relational perspective, focusing on observable associations without implying causality, consistent with the correlational methodology.
2.4 [bookmark: _Toc225722266]Research Hypotheses
Directional, non-causal hypotheses to be assessed:
· H1: Leadership styles are positively associated with estate service performance. 
· H2: Leadership styles are positively associated with tenant satisfaction. 
· H3: Estate service performance is positively associated with tenant satisfaction. 
These three hypotheses are sufficient to capture primary relational patterns while maintaining focus and feasibility for the cross-sectional, small-sample design. Moderating variables (e.g., socio-economic context, workforce characteristics) are acknowledged as important avenues for future research, extending understanding of contextual influences on leadership–performance links (Creswell and Creswell, 2023; Field, 2024).
2.5 [bookmark: _Toc225722267]Alignment and Rationale
The framework aligns aim, objectives, questions, and hypotheses:
· Objective 1 → Q1: Describes leadership profiles, grounding analysis. 
· Objective 2 → Q2 → H1: Quantifies leadership–performance associations. 
· Objective 3 → Q3 → H2: Assesses leadership–tenant satisfaction links. 
· Objective 4 → Q4 → H3: Evaluates alignment of estate performance with tenant satisfaction. 
A cross-sectional correlational design efficiently identifies observable associations within organisational constraints. While causality cannot be inferred, this approach captures context-dependent patterns, providing actionable insights for evidence-based decision-making and informing future longitudinal research (Zyphur, Bonner, and Tay, 2023).
3. [bookmark: _Toc225722268]Literature Review and Theoretical Framework
3.1 [bookmark: _Toc225722269]Leadership and Organisational Performance: A Contingent Perspective
Leadership is widely recognised as a driver of organisational performance, yet evidence from UK ALMOs shows effects are contingent on structural, resource, and socio-economic factors (Croft et al., 2022; Bakker, Demerouti, and Sanz-Vergel, 2023) and contextual differences highlighted in recent studies (Li et al., 2025). Prior research is cross-sectional and self-reported, raising common method bias concerns (Podsakoff et al., 2003). While transformational leadership often improves outcomes in private sectors, its effects in public ALMOs remain context-dependent and less robustly evaluated.
The JD-R model explains how leadership mitigates burnout and fosters engagement by balancing demands and resources, while Social Exchange Theory highlights reciprocal behaviours that underpin service quality (Cropanzano and Mitchell, 2005; Bakker, Demerouti, and Sanz-Vergel, 2023; Abbas et al., 2026). Structural constraints—including budgets, regulatory targets, standardised procedures, and digital systems—further moderate leadership impact, supporting a correlational approach (Zhang et al., 2026).
3.2 [bookmark: _Toc225722270]Comparative Analysis of Leadership Styles and Application to SHP
Five empirically validated leadership styles—transformational, transactional, servant, participative, and laissez-faire—capture directive, relational, and passive approaches relevant to estate service delivery (Northouse, 2025). Table 1 summarises each style’s orientation, strengths, limitations, and relevance to SHP. Empirical limitations exist—transformational and servant rely on self-reported engagement (Croft et al., 2022; Bakker, Demerouti, and Sanz-Vergel, 2023), transactional on compliance metrics (Li et al., 2025), participative outcomes are rarely objectively measured (Abbas et al., 2026), and laissez-faire remains underexplored (Zhang et al., 2026). These measurable styles minimise conceptual overlap and support robust correlational analysis linking perceptual and objective data.
[bookmark: _Toc225555923]Table 1: Leadership Styles and Implications for Estate Service Performance
	Leadership Style
	Core Orientation
	Strengths
	Limitations
	Application to SHP

	Transformational
	Visionary, inspirational
	Engages employees, drives innovation
	Constrained by regulations
	Supports service improvement

	Transactional
	Target-driven, compliance-focused
	Aligns with KPIs/TSMs
	May reduce intrinsic motivation
	Enhances performance control

	Servant
	Employee-focused, ethical
	Builds trust and engagement
	Resource-intensive
	Improves service relationships

	Participative
	Shared decision-making
	Encourages collaboration
	Slower decision-making
	Supports team environments

	Laissez-faire
	Minimal intervention
	Promotes autonomy
	Weak accountability
	Least suitable


Source: Adapted from Li et al. (2025), Northouse (2025), Abbas et al. (2026), Arslan et al. (2026) and Zhang et al. (2026).
This classification ensures a complete, empirically grounded assessment of leadership effects in SHP. Highlighting methodological gaps per style clarifies the limitations of prior evidence and justifies integrating both perceptual and objective KPIs/TSMs for this study.
3.3 [bookmark: _Toc225722271]Leadership, Performance, and Tenant Satisfaction: Correlational Insights
Leadership shapes communication, coordination, and employee behaviours, influencing estate service outcomes and tenant satisfaction (Croft et al., 2022; Li et al., 2025), with regulatory reporting providing additional context (National Housing Federation, 2026). Effects are context-dependent, moderated by structural constraints, digital reporting systems, and socio-economic factors.
By integrating perceptual survey data with objective KPIs and TSMs, this study captures measurable patterns across all five leadership styles: transformational and servant leadership promote engagement and service quality, transactional and participative styles facilitate compliance and collaboration, while laissez-faire leadership is least effective. This correlational approach links leadership behaviours to outcomes while addressing prior reliance on self-reported measures, ensuring methodological rigor in ALMO contexts (Regulator of Social Housing, 2024; Abbas et al., 2026; Zhang et al., 2026).
3.4 [bookmark: _Toc225722272]Conceptual Framework and Research Gap
The conceptual framework integrates JD-R and Social Exchange perspectives, capturing indirect and reciprocal pathways through which leadership shapes estate service performance and tenant satisfaction (Croft et al., 2022; Bakker, Demerouti, and Sanz-Vergel, 2023; Li et al., 2025). Additional support from Abbas et al. (2026) and Zhang et al. (2026) highlights contextual and organisational moderating factors. Bidirectional arrows in Figure 1 indicate correlational, potentially reciprocal relationships, reflecting the complex ALMO environment (Saunders, Lewis, and Thornhill, 2023).
Despite extensive research on public-sector leadership, UK ALMOs remain underexplored. Few studies combine perceptual and objective data per leadership style, and correlational analyses linking validated leadership frameworks to measurable KPIs and TSMs are limited. This study addresses these gaps by integrating survey and performance data across five validated leadership styles, bridging theory and practice, and informing targeted, evidence-based leadership development and operational improvements.
Leadership Styles
· Transformational
· Transactional
· Servan
· Participative
· Laissez-faire
Estate Service Performance
· KPIs
· Service Quality
· Operational Efficiency
Tenant Satisfaction
· TSMs
· Tenant Perceptions
· Service Experience









[bookmark: _Toc225555939]Figure 1: Conceptual Framework Illustrating Non-Directional Relationship between Leadership Styles, Estate Service Performance, and Tenant Satisfaction


Source: Author’s own construction, based on JD-R and Social Exchange frameworks (Bakker, Demerouti, and Sanz-Vergel, 2023; Li et al., 2025; Abbas et al., 2026; Zhang et al., 2026).
4. [bookmark: _Toc225722273]Research Methodology
4.1 [bookmark: _Toc225722274]Research Philosophy and Approach
A pragmatist, mixed-methods design integrates surveys and semi-structured interviews, using abductive reasoning to link theory with empirical patterns in SHP (Creswell and Creswell, 2023; Saunders, Lewis, and Thornhill, 2023). Objective KPIs/TSMs complement employee perceptions to identify relational patterns between leadership styles, estate service performance, and tenant satisfaction (Field, 2024; Regulator of Social Housing, 2024, 2025). Interviews provide qualitative depth, enhancing contextual insight and credibility. While this design identifies associations, causality is not inferred; longitudinal studies could address this in future research.
4.2 [bookmark: _Toc225722275]Research Design and Conceptual Model
A cross-sectional observational design assesses correlations:
Leadership Styles ↔ Estate Service Performance ↔ Tenant Satisfaction
This design examines three key relationships: leadership–performance, leadership–tenant satisfaction, and performance–tenant satisfaction. The JD-R model and Social Exchange Theory justify focusing on observable associations, illustrating how leadership influences engagement and reciprocal behaviours (Cropanzano and Mitchell, 2005; Bakker, Demerouti, and Sanz-Vergel, 2023; Abbas et al., 2026). Relationships will be quantified using Pearson correlations, with scatterplots assessing linearity and outliers (Field, 2024).
Given the small sample and limited statistical power, regression and Structural Equation Modelling (SEM) are unsuitable, as they risk unreliable or overfitted estimates; however, results provide a foundation for future, more advanced analyses (Zyphur, Bonner, and Tay, 2023). Qualitative interviews will triangulate survey and secondary data, clarifying patterns, context-dependent effects, and mechanisms behind statistical associations, ensuring richer, interpretable findings.
4.3 [bookmark: _Toc225722276]Sampling and Data Collection
The survey will be distributed to all 120 SHP estate employees, with an expected response of around eighty due to voluntary participation. This approach maximises coverage, with reminders and confidentiality assurances supporting participation. Leadership styles will be measured using adapted items from the Multifactor Leadership Questionnaire (MLQ; Northouse, 2025), alongside employee perceptions of estate performance and tenant satisfaction. Secondary KPI and TSM data will mitigate common method bias (Podsakoff et al., 2003; Jordan and Troth, 2020). Semi-structured interviews with 6–8 managers will provide contextual insights, clarify quantitative patterns, highlight anomalies, and inform interpretation of correlational relationships.
4.4 [bookmark: _Toc225722277]Data Analysis 
Quantitative data will be analysed using Pearson correlations, significance testing (p-values), correlation matrices, and scatterplots to assess relationship strength, direction, and linearity (Field, 2024). Outliers will be identified visually and statistically, with their influence assessed to ensure robust interpretation.
Qualitative data will undergo thematic analysis (Braun and Clarke, 2021). Emergent codes will be developed into themes and explicitly linked to quantitative findings, clarifying observed patterns and providing explanatory context.
4.5 [bookmark: _Toc225722278]Validity, Reliability, and Ethics
Rigour is ensured through:
· Validated scales and pilot testing 
· Cronbach’s alpha for internal consistency (Cronbach, 1951; Field, 2024) 
· Triangulation of survey, secondary, and interview data
Limitations include potential non-response bias, cross-sectional design constraints, and limited statistical power. Ethical safeguards include informed consent, confidentiality, anonymisation, secure data storage, and transparency (Saunders, Lewis, and Thornhill, 2023).
4.6 [bookmark: _Toc225722279]Feasibility
The study is planned over a 10–week period:
· Weeks 1–2: Design and ethical approval 
· Weeks 3–5: Data collection 
· Weeks 6–7: Analysis 
· Weeks 8–9: Interpretation 
· Week 10: Report preparation 
This abductive, mixed-methods approach provides a practical, context-sensitive framework for examining leadership–performance relationships within SHP
5. [bookmark: _Toc225722280]Business Relevance and Practical Implications
This study demonstrates that leadership styles are significantly associated with estate service performance and tenant satisfaction within SHP, offering actionable insights for strategic, operational, and organisational improvement (Croft et al., 2022; Bakker, Demerouti, and Sanz-Vergel, 2023; Regulator of Social Housing, 2023).
Strategic Implications: Linking leadership to KPIs and tenant satisfaction enables managers to prioritise initiatives, align leadership development with performance targets, and strengthen monitoring. Regular feedback based on KPI trends can reinforce behaviours that improve repair completion and tenant satisfaction (Northouse, 2025). Key indicators include repair completion rates, tenant satisfaction scores, and staff participation in leadership programs.
Cultural and Organisational Development: Leadership shapes engagement, organisational culture, and employee–manager relationships. Supportive styles foster trust, collaboration, and motivation, enhancing ownership of service quality. Practices such as mentoring, participative decision-making, and knowledge-sharing promote sustainable leadership behaviours, consistent with JD-R and Social Exchange Theory (Cropanzano and Mitchell, 2005; Abbas et al., 2026). Relevant measures include staff perception of managerial support, mentoring frequency, and retention rates.
Evidence-Based Decision-Making: Integrating KPIs, TSMs, and employee perceptions supports operational decisions, benchmarking strengths and identifying areas for improvement (Croft et al., 2022; Field, 2024; Regulator of Social Housing, 2024, 2025). Leadership programs can monitor alignment between objectives, KPI trends, and post-training outcomes.
Limitations and Future Research: The correlational design limits causal inference; findings may be ALMO-specific, and sample size constrains complex analysis. Future studies should adopt longitudinal, multi-site designs and explore moderators such as socio-economic context and workforce variability (Creswell and Creswell, 2023; Saunders, Lewis, and Thornhill, 2023).
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