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Sammanfattning 

Dagens företagsklimat ställer krav på hög flexibilitet och snabba omställningar från leveran-
törer. I och med detta har det blivit viktigare för företag att ha effektiva ledare, inom alla 
hierarkiska nivåer, som förstår och kan arbeta under sådana omständigheter. Samtidigt som 
marknadskraven ändrats, har ett nytt paradigm inom ledarskap vuxit fram (Bryman, 1992). 
Detta nya paradigm fokuserar mer på karisma och hur anställda kan motiveras, som är 
huvuddelar av transformellt ledarskap. Enligt Burns (1978) är transformellt ledarskap mer 
av en process mellan ledare och anställda än utbyten. Detta kan i sin tur leda till tanken om 
vad effektivt ledarskap är och om det på något sätt kan mätas. En metod för att göra detta 
är att använda Multifactor leadership questionaire, ett MLQ-test som är framtaget utifrån 
the Full Range Model, av Bass 1985.  

Undersökningen som ligger till grund för den här rapporten är utfört på PaperPak Sweden 
AB som är en tillverkare av inkontinensprodukter i Aneby, Småland.   

Syftet med den här rapporten är att undersöka om det finns några likheter och/eller skill-
nader mellan ledarskapsstilarna inom och mellan olika nivåer i en organisation. Syftet är 
också undersöka av vilket slag dessa varianser är och om de är positiva eller negativa för en 
organisation.  

För att möjliggöra syftet, har ett teoretiskt ramverk med fokus på ledarskap samlats ihop. 
De teoretiska studierna fungerar som stöd för analysen av den kvantitativa undersökningen, 
vilken är baserad på MLQ-testet. Från denna analys har författarna dragit ett antal slutsatser 
och gjort rekommendationer. Det som har mäts för de tre ledarskapsnivåerna topp, mellan 
och lägre chefer är graden av transformellt, transaktionellt och laissez-faire ledarskap. 
Toppcheferna kan antas visa den högsta nivån av transformellt ledarskap, medan lägre che-
fer bör visa lägre nivåer. Analysen av testresultatet stödde detta i stor utsträckning, dock så 
visade lägre chefer en högre nivå av transformellt ledarskap jämfört med mellanchefer. En 
förklaring för detta kan vara att mellanchefer har en mer stressfull situation på grund av att 
de arbetar mellan topp och lägre chefer, vilket stöds av Grout (1994). 

Då delar av det teoretiska ramverket visar att ledarskap kan läras och utvecklas, anser för-
fattarna att organisationer på regelbunden basis bör följa upp och vidareutveckla ledare och 
chefer till en högre nivå av transformellt ledarskap. Som avrundning rekommenderar för-
fattarna att MLQ-testet bör kompletteras med mått som kan undersöka den mer tekniska 
sidan av ledarskap. Målet med framtida studier bör vara att vidareutveckla testet i den rikt-
ningen då nuvarande test inte tar hänsyn till sådana faktorer. 
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Abstract 

The business climate of today demands high flexibility and quick responsiveness from sup-
pliers. It has become essential for organizations to have effective leaders in all hierarchal 
levels, which understand and are able to work under these conditions. As the market re-
quirements have changed, a new paradigm of leadership has evolved (Bryman, 1992). This 
paradigm puts more focus on charisma and how to motivate followers, which is the essen-
tial part of transformational leadership. According to Burns (1978), transformational lead-
ership is a process between leader and follower rather than exchanges. This leads to the 
question of what effective leadership is and if it can be measured in some way. One 
method is the use of the Multifactor leadership questionnaire, the MLQ-test, developed by 
Bass 1985 from the full range model. 

The conducted research for this thesis is done at PaperPak Sweden AB, a manufacturer of 
disposable incontinence products located in Aneby, Småland.  

The purpose of this thesis is to evaluate if any differences and/or similarities in leadership 
can be found between or within the hierarchical levels. The intent with the report is also to 
investigate those variances and if they are positive or negative for an organization. 

A theoretical framework focusing on leadership has been collected, to enable the fulfill-
ment of the thesis purpose. This framework will act as support for the analysis of the quan-
titative investigation, based on the MLQ-test. From this analysis, the authors have made 
conclusions and recommendations. The degree of transformational, transactional and lais-
sez-faire leadership has been measured for the three leadership levels top, middle and low 
management. It could be argued that the top management should show the highest degree 
of transformational leadership, and low management the least, due to their positions and 
work tasks. The result of the analysis supported that theory to a large extent. However, 
lower management showed a significantly higher degree of transformational leadership 
than middle management. One explanation could be that middle management lives in a 
more stressful situation, working between top and low management, compared to the other 
two, which is supported by Grout (1994).  

Since the theoretical findings mean that leadership can be learnt and developed, the authors 
suggest that organizations always have to follow up and try to develop their leaders and 
managers towards higher degrees of transformational leadership. Finally the authors sug-
gest that further studies of the MLQ-test should investigate the possibilities to include me-
asurements of the technical side of leadership, since the test currently does not take those 
factors into consideration. 
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1 Introduction 

This chapter aims at giving the reader an idea about the subject of the report. First, a short background is 
given followed by a company presentation. After that a problem discussion will follow and then the purpose 
for writing the thesis. Finally the delimitations for the thesis are given followed by some vital definitions and 
a disposition of the thesis. 

1.1 Background 

The demands on responsiveness towards customers, within an organization, have increased 
noticeably within the last decade. Many organizations has moved from large, strict struc-
tures with high stock levels to lean, slim structures with minimum or non existing stock 
levels. It is essential to be able to meet the requirements from customers quickly, efficiently 
and within time, in order to be competitive and be able to stay in business. Alongside these 
changes in the market a new leadership paradigm (Bryman, 1992) is evolving. In this new 
paradigm more attention is directed towards charisma and motivation of followers. This 
change is not just affecting top leaders, but entire organizations. Traditionally organizations 
have been hierarchal and the leader at the lowest levels that are closest to the locations 
where problems may arise has had little actual power. However the new demands from 
customers and the fast changing environment of today puts new demand on the leaders 
that are closest to the actual problems as well as the top-management. This gives an idea 
about how vital the leadership is in order to create a successful organization.  

“To navigate the turbulent seas of change every organization needs leaders at all 
levels – team, operational and strategic. The golden key to sustained success is 
to have great people working for you – and great leader’s at all three levels.” 
(Adair, 2006 p. 3) 

This implies that it’s important to have great leaders within all different levels of the com-
pany. Stogdill (1974) mentions that there are almost as many definitions of leadership as 
there are persons who have tried to define leadership. It is very difficult to give one defini-
tion of leadership since it involves so many aspects. For example Northouse (2004 p. 11) 
define leadership as “…a process whereby an individual influences a group of individuals to achieve a 
common goal“. This definition is a very common description and the one adopted for this 
thesis. How a leader influences and motivates its subordinates is a part of the transforma-
tional leadership style. Transformational leadership is a new way of observing leadership in-
stead of using a transactional leadership, which is a more traditional view of leadership. The 
main differences between transactional leadership and transformational leadership is ac-
cording to Burns (1978) that while transactional leadership focus on the exchanges between 
leader and follower, e.g. a soccer coach gives a player credit and perhaps a bonus when that 
player present good result, transformational leadership is more about the process between 
leader and follower. A leader is engaged and raises the motivation of followers, both as a 
group and as individuals, to a higher level than expected. Transformational leadership 
arouses a deeper view of leadership why it has been the theory chosen and selected for this 
thesis. The research conducted for this report was done at PaperPak Sweden AB located in 
Aneby. This company was selected mainly out of two reasons, it is a fairly large company 
that can provide the sample needed for the research, and their openness to new ideas and 
way of thinking. 
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1.1.1 Company Presentation of PaperPak Sweden AB. 

PaperPak is a world leading manufacturer of disposable incontinence products. It is origi-
nally an American company that entered the European market in 1999 when it bought At-
tends, which is one of the largest brands within the area in the market. The company is to 
be found in 18 countries and aim to be the number one provider of disposable inconti-
nence products for adults. The company now has more than 600 employees in the Euro-
pean division.  

Their vision is; 

“To be the preferred provider of incontinence solutions for our customers, caregivers and consumers consistent 
with financial performance supporting continuous growth, re-investment and employee development.” 

PaperPak have sales and marketing offices all over Europe and their head office is located 
in Newcastle upon Tyne in England. Their main production facility is located in Aneby, 
Sweden. The main brand for most of the manufactured products within PaperPak is their 
own brand Attends, but a large part of their production of disposable body products is also 
private label manufacturing, which means that PaperPak manufacturer products with the 
customers name on it. These products are distributed to more than 30 000 retailers all over 
Europe. Further more PaperPak also produce products for wound care and other special 
products under the department of Sterilization Services. The main production is focused in 
body worn incontinence products that stretch to more than 40 different products. 

For this year PaperPaks facility in Aneby has set as a goal to be best employer in Smålands 
“high land” region. Therefore the company put a lot of effort in environmental, safety and 
working condition issues. Also the company actively is working with communicating values 
and moral principles that are to be shared trough out the organization. It can for example 
be; Say as it is, Be a team player, Live as you learn and so forth. 

1.2 Problem Discussion 

But then, what is leadership and can it be measured in order to find out if the leadership is 
effective or not? One way of measuring leadership is by using the full range leadership 
(FRL) model developed by Bass & Avolio (1994). The FRL model is one of the most vali-
dated methods used today when measuring leadership. Full range leadership is as the name 
indicates a range of different leadership styles, from non leadership to transformational 
leadership (Kirkbride, 2006). The FRL model is closely related to the multifactor leadership 
questionnaire (MLQ) test. The MLQ test measures which levels of transformational-, 
transactional and non-leadership styles a leader make use of (www.mindgarden.com). The 
leader can thereby identify which of the leadership styles that he or she performs well in 
and which parts he or she needs to change or evolve. 

The three-skill approach developed by Katz (cited in Northouse, 2007) focus on the leaders 
skills, what leaders can do, rather than the traits, who leaders are. Depending on the level 
that the leaders are found in, different skills are more important then others. The skills 
identified are technical, human, and conceptual skills and the different levels are top, mid-
dle and supervisory management (Northouse, 2004). Then how do leaders at different lev-
els of the organization interpret their own leadership style? The three-skill approach indi-
cates that there are differences between the leadership levels of an organization. Which 
arouse the question if it is possible to find any natural differences or similarities by using a 
MLQ-test, which is a tool for measuring transformational leadership. 
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1.3 Purpose 

The purpose of this thesis is to evaluate if any differences and/or similarities in leadership 
can be found between or within the hierarchical levels. Further more the report also intend 
to investigate those possible differences, of which kind they are and if they are positive or 
negative for an organization. 

1.3.1 Research Questions  

Can any differences or similarities of the leadership styles used by leaders at different levels 
of an organization be identified? 

Are the leaders within the same hierarchic level of the organization a homogenous group or 
can variations and diversity being recognized within the group? 

1.4 Delimitations 

The leadership style used by the leaders will only be evaluated using the MLQ-test. The 
study will just investigate the leaders’ comprehension of themselves. It will not study the 
followers’ opinions of their leader. The aim is to understand which leadership and leader-
ship-style that exists in the different executive levels of the company. Therefore the result 
will be achieved through surveys with the managers not the followers. Although the fol-
lowers will be somewhat considered since the low- and middle managers are followers of 
the top managers. 

The paper will also be limited by that no consideration will be taken to the respondent’s 
personal background, such as free time, education, social status, or family situation. 

The management at the company mainly consists of men, only three out of 22 respondents 
were female. No conclusions of differences between the genders can be drawn for that rea-
son. It can be argued however that most comparable companies has a similar structure and 
imbalance between the sexes, why this investigation is still representative and applicable to 
other organizations. 

1.5 Definitions 

Under this section some of the most used and important conceptions in this thesis will be 
explained shortly. 

Full Range Model (FRL) – The generic word including transformational, transactional 
and laissez-faire leadership style. 

Multifactor Leadership Questionnaire (MLQ) – The questionnaire used in order to 
measure what kind of leadership style the respondent uses. 

Transformational leadership – This leadership style concerns emotions and feelings and 
how the leader can inspire his/hers subordinates to perform better. The transformational 
leadership style is divided into four categories: idealized influence, inspirational motivation, 
intellectual stimulation and individual consideration.  

• Idealized influence – This factor describes the leaders that act as strong role 
models for their followers. 
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• Inspirational motivation – The leader has high expectations on subordinates and 
motivates them by feeling committed to the group and the task rather then to their 
self-interest. 

• Intellectual Stimulation – Intellectual stimulation refers to leaders who encourage 
and stimulates followers to be creative and innovative. 

• Individualized Consideration – This factor brings up leaders who provide a cli-
mate in which they act supportive towards followers. The leader listen carefully to 
followers personal and individual needs and act more like coaches or advisers. 

Transactional leadership – Transactional leadership represent the classic perspective of 
leadership, where goals are set in advance and followers are rewarded by the leader depend-
ing on how well they manage to achieve those goals. The two leadership styles included in 
the transactional leadership is contingent reward and management by exception. 

• Contingent reward – A leader who uses contingent reward assign or reaches an 
agreement of what needs to be done. The leaders also clarify which rewards that 
will be obtained when the task is done. 

• Management by exception – Management by exception mean that the leader fo-
cuses on negative factors, such as criticism and negative feedback. 

Laissez-faire leadership – The laissez-faire leadership is the absence of leadership. It 
means that the leader does not take any responsibility, make any demands, help or take part 
in any other exchange with their followers. Laissez-Faire leadership is the most passive 
form of leadership presented in the full range model. 

1.6 Disposition 

Chapter 1.  

Introduction 

 

This chapter aims at giving the reader an idea about the sub-
ject of the report. First, a short background is given followed 
by a company presentation. After that a problem discussion 
will follow and then the purpose for writing the thesis. Finally 
the delimitations for the thesis are given followed by some vi-
tal definitions and a disposition of the thesis. 

 

Chapter 2.  

Theoretical Framework 

 

This chapter gives the reader deeper knowledge about the 
subject discussed within this thesis. It intends to present and 
describe theories linked to the purpose of this thesis. 

 

Chapter 3.  

Method 

 

This chapter aims to describe how the information was col-
lected and analyzed in order to fulfill the purpose. 
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Chapter 4.  

Empirical Findings 

 

This chapter presents and illustrates the answers and data re-
ceived from the respondents. First a compilation of the three 
leadership levels are given. This is followed by a presentation 
where the answers for each leadership level, top management, 
middle management and lower management, is given. 

 

Chapter 5. 

 Analysis 

 

This chapter aims at analyze and compare relevant theories 
with the empirical framework. First an analysis between the 
three leadership levels is conducted followed by a deeper 
analysis within the leadership levels. Finally a connection to 
the three skill approach is made. 

 

Chapter 6.  

Conclusion 

 

This chapter summarizes the analyzed findings and examines 
weather the purpose of the thesis is fulfilled. Finally recom-
mendations and concluding remarks are suggested. 
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2 Frame of Reference 

This chapter gives the reader deeper knowledge about the subject discussed within this thesis. It intends to 
present and describe theories linked to the purpose of this thesis. 

2.1 Leadership 

Leadership is essential for a company’s performance. DuBrin (2004) means that the convic-
tion that leaders influence organizational performance, is common knowledge. Studies in 
this area are therefore quite uncommon in the same way that studies confirming that sleep 
reduces fatigue exist. The fact that leadership does make a difference on organizational per-
formance is so evident that research has been concentrated around what it is that makes a 
good leader or how effective leadership can be achieved.  

The knowledge of how important leadership is can be traced back to the ancient Rome. 
The Roman army understood that a bunch of undisciplined warriors were much less effec-
tive than soldiers divided into subunits, whit a clear chain of command. They also knew 
that strong, individual leaders could make a huge difference. When the army was outnum-
bered or poorly organized in a battle, the leader could inspire the soldiers to show bravery 
and make sacrifices, resulting in victory against the odds. The Romans identified these 
characteristics, evoked by the leaders, as moral, pride or courage (Taffinder, 2006). 

The conditions for corporations today are the same, structure, organization and the value 
of leadership influence are important for success. Leaders all over the world makes a dif-
ference by, persuading individuals or different divisions to cooperate and together pursue a 
common goal, inspiring subordinates to overcome seemingly impossible obstacles, sum-
mon commitment and sacrifices from individual subordinates to benefit the whole team or 
organization and make subordinates perform at a higher level by creating excitement and 
ambition (Taffinder, 2006). 

2.1.1 Management vs. Leadership  

Management and leadership is not the same thing. There is a need for both managers and 
leaders however (Taffinder, 2006). Management is about planning, organizing, directing 
and controlling. Leadership is a big part of a manager’s job but the manager must also con-
trol the other tasks. Leadership is about the interpersonal aspects of a manager’s work, 
such as change, inspiration, motivation and influence,  while management is about the ad-
ministrative parts (DuBrin, 2004).  

“The world is full of managers and desperately short of leaders – real leaders.”  
(Taffinder, 2006, pp.1-2) 
 
While management is important to a company, in order to keep work on track and make 
things happen, leadership is essential to inspire and motivate the company’s employees to 
adapt to an increasingly changing and globalized world. Technology is adopted and inte-
grated in all parts of society, everyday-life, schools and industries. The new technologies 
enable faster adoption and development, which makes it harder for a company to protect 
its uniqueness. The globalization enables companies in development and low wage coun-
tries to produce the same goods to a lower cost. A company must constantly change and 
improve in order not to be surpassed by its competitors. Great leaders will challenge, in-
spire and motivate their followers to make the, many times though but necessary, adjust-



 Error! Style not defined. 

 7 

ments and decisions that will create economic advantages for their company (Taffinder, 
2006).   

2.1.2 Different Leadership Theories 

Which leadership traits a person possesses was the focus when researchers first started to 
study leadership, in the early 20th century. The belief was that people were born with cer-
tain qualities and characteristics which made them suitable for leadership. By studying great 
leaders such as Mohandas Ghandi, Abraham Lincoln and Napoleon, researchers tried to 
determine which specific traits that separated leaders from their followers. The method has 
therefore become known as the trait approach (Bass, 1990). 

In the middle of the 20th century researchers started to focus more on the skills and abili-
ties of a leader, rather than personal qualities and characteristics. The skill approach differ-
entiate from the trait approach since skills and abilities can be learned, while a person are 
born with traits, they cannot be learned. Later on the research evolved into also including 
the behavior of the leader. The style approach centre on what the leaders do and how they 
act, including the leaders actions towards their followers in different contexts (Northouse, 
2004). 

The next trend in leadership research was focused around how different situations may re-
quire different leadership styles. The situational approach, the contingency theory and the 
path-goal theory focus on different ways of achieving appropriate leadership for different 
followers and the tasks they are to perform. The leader-member exchange theory evolve 
this further by claiming that followers will perform better when they feel as a part of the 
team, while so called out-groups are less likely to experience good teamwork (DuBrin, 
2004). 

Leadership can also be viewed from other angels such as how different demographic 
groups acts and interact as leaders. Examples of this are woman and leadership or other 
minorities in leadership positions. Leadership ethic theories focus around how leaders 
should act and make decisions to be a morally good person, and thereby a good role model 
for their followers (Northouse, 2004). 

The focus around leadership traits has regained popularity in recent years as studies on 
charismatic leadership have shown the importance of the approach. Charisma is a special 
quality of a leader who makes other people wants to be led by her or him. Charismatic 
leaders inspire and motivate their subordinates to perform, achieve higher goals and be sat-
isfied with their work. Charismatic leadership can be closely linked to the theories around 
transformational leadership. A great difference between early and present research around 
leadership traits and qualities is that current studies suggest that those characteristics can be 
learned, leaders are no longer born (DuBrin, 2004).  

2.2 Full Range Leadership 

The full range leadership-model, by Bass and Avolio, summarizes, measures and consider 
several different factors of leadership. Those factors can be both transactional and trans-
formational, there is also a third factor of non-leadership so called laissez-faire leadership. 
Transactional leadership can be further categorized into contingent reward and manage-
ment by exception. Management by exception can be both active and passive. Transac-
tional leadership focuses on the exchange that occurs between the leader and the followers. 
It represents the traditional view on leadership, where goals are set in advance of a task and 
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the follower is rewarded depending on the extent to which the goal is met. Transforma-
tional leadership may be divided into idealized influence, inspirational motivation, intellec-
tual stimulation and individualized consideration. The transformational leader tries to en-
gage in its followers and thereby motivate them to perform, unlike transactional leadership 
where rewards are given in exchange for performances. The transformational leader enacts 
with its followers and sees the followers as whole persons, not just employees. The leader 
communicates and involves the followers as well as delegate tasks in order to make the fol-
lowers develop and reach their full potential (Avolio & Bass 2002).  

Kakabadse & Kakabadse (1999) describes the essence of the transactional leadership ele-
ments as management, while they define the essence of the transformational leadership 
elements as leadership. The transactional leadership style concerns handling the day-to-day 
business like handling budgets, keeping meeting within their time limits, following up on 
projects, pay attention to the personal and their co-operation to ensure that they keep on 
track, share responsibilities etc. The transformational leader creates a vision for the future 
and invests a great effort into sharing that vision with its subordinates. Through the vision 
the transformational leader can clarify the present, demonstrate how the present has been 
affected by the past, paint a view of and show the way into the future. 

Kirkbridge (2006) explains that all leaders posses and display every one of the different 
leadership factors. The ideal is to make use of the transformational leadership factors, fre-
quently and consistently, while minimizing the use of transactional leadership factors. A 
leader should try to move from transactional leadership behavior towards transformational 
leadership behavior.  

 
Figure 1 Sub-optimal profile 

(Avolio &  Bass, 2002, p.4) 

Figure A shows a suboptimal profile of leadership factors. This leader show large amount 
of transactional leadership styles but a very small amount of transformational leadership, 
and is therefore an ineffective and inefficient leader. Figure B show an optimal profile of 
leadership factors. A leader displays the different factors in the full range leadership model 
this way is a very effective leader. Such a leader makes use of transformational leadership to 
a great extent and shows little of the transactional leadership styles. 

A. Sub-optimal profile 

A lot 

LF 

MBE-P 

MBE-A 

CR 

4 I´s A little 

Transformational 4 I’s  
Idealized influence  
Inspirational Motivation  
Intellectual Stimulation  
Individualized Consideration 

Transactional Leadership   
MBE-P  Management-by-Exception, Passive  
MBE-A  Management-by-Exception, Active  
CR         Contingent reward 

Non leadership   
LF         Laissez-Faire 
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Figure 2 Optimal profile 

(Avolio &  Bass, 2002, p.4) 

Avolio & Bass (2002) mean that transformational leadership is a good and effective com-
plement to transactional leadership, it does not replace transactional leadership however. 
There are elements of transactional leadership that are reasonably efficient. Transactional 
leadership provides a basis for effective leadership. Contingent reward has been found to 
be the most effective and satisfying out of the four elements of transactional leadership, ac-
tively managing by exception somewhat less so. Passively managing by exception, which 
mean waiting for problems to arise, has proven to be ineffective, while the most ineffective 
and unsatisfying style is laissez-faire leadership which means not acting as a leader at all. 
Every one of the four transformational leadership elements has been found more effective 
and satisfying than any of the transactional, the idealized influence and inspirational leader-
ship most so while individualized consideration a bit less.  

Transactions may have little effect on followers unless they are accompanied by one or 
more elements of transformational leadership. A reward for reaching predestined goals are 
not enough, the followers needs to find a meaning in their actions and they need to feel 
valued by the leader in order to perform as effective as they can. Extensive research has 
been conducted within the field of transactional and transformational leadership. The stud-
ies have shown that transformational leaders are more effective and satisfying than transac-
tional leaders. The best leaders use both methods but utilize transactional leadership to a 
limited extent and frequently make use of transformational leadership. Although transac-
tional leadership provides the base for effective leadership, a greater amount of effort, in-
novation, risk taking and satisfaction can be achieved by the followers if it is combined 
with transformational leadership(Avolio & Bass 2002).  

The full range leadership questionnaire is closely related and linked to the multifactor lead-
ership questionnaire.  

A lot 

Frequency 

Ineffective 

Effective 

Active Passive 

B. Optimal profile 

LF 

MBE-P 

MBE-A 

CR 

4 I´s 

A little 
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2.3 Multifactor Leadership Questionnaire 

The MLQ is dealing with the new way of looking at leadership, the transforming leader-
ship. This kind of leadership is characterized by the efforts to motivate the subordinates to 
perform better then expected. The previous leadership style, which still is quite common, is 
the transitive leadership. When using transactive leadership the goals are set in advance and 
the reward given when the task is accomplished is also fixed when the conditions are 
reached. The reward can be higher salary, commission or other benefits, it can also have 
negative effects if the goals are not reached. This kind of leadership is only useful when 
there is a very stable and predictable enterprise (Müllern and Elofsson, 2006).  

Today this is not always the case. The enterprises world is constantly changing and there-
fore a transforming leadership style can be more useful. The transforming leader tries to 
observe what the subordinates are expecting and tries to give rewards along the way instead 
of waiting until the result can be seen. This way of acting has a lot in common with the 
path-goal theory by House & Mitchell (1974). There need to be a reciprocal attitude in the 
relationship between the leader and the subordinates.  

The MLQ is used to measure transformational, transactional and non leadership (Hartog, 
Van Muije & Koopman, 1997). According to Chemers and Ayman (1993) the three meas-
ured areas can be divided into seven different factors. The transformational leadership is 
divided into (1) idealized influence (charisma), (2) inspirational motivation, (3) intellectual stimulation 
and (4) individualized consideration. The transactional leadership is divided into (5) contingent re-
ward and (6) management-by-exception. The last one, non leadership consists of the (7) laissez-
faire factor. 

The founding fathers of the Full Range of Leadership (FRL) are Bass and Avolio. The 
MLQ approach is a part of the FRL, which is the part focused on in this thesis. The MLQ 
test has been broadly investigated and has shown to be excellent internal consistency, test-
retest reliability and construct validity (Corrigan, P., Lickey, S., Campion, J., & Rashid, F, 
2000) 

The MLQ test used for this thesis is the multirater training form 5X. The questionnaire 
consists of 45 questions where the respondent should answer by grading him or herself 
from 0 to 4 (0 = not at all and 4 = usually, if not always) depending on how well the state-
ment fit. The questionnaire can be decoded by using a template, which will end up with a 
score for the respondent. The score is then equivalent to one of the seven leadership styles. 

2.3.1 Optimal Span for the Leadership Styles. 

The most effective leaders show a combination of all leadership styles. They make use of 
the transformational leadership styles the most and the non-leadership styles the least. The 
optimal figure the different leadership styles are (unpublished material from Mind Garden): 

Transformational leadership styles  
Idealized Influence    3.0 - 3.75  
Inspirational Motivation   3.0 - 3.75  
Intellectual Stimulation   3.0 - 3.75  
Individual Consideration   3.0 - 3.75  

Transactional leadership styles  
Contingent Reward:    2.0 - 3.0  
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Management-by-Exception  Active  1.0 - 2.0  
Management-by-Exception  Passive  0.0 - 1.0 

Non-leadership style  
Laissez-Faire     0.0 - 1.0 

Outcomes of leadership  
Extra Effort     3.5 – 4.0  
Effectiveness     3.5 – 4.0  
Satisfaction     3.5 – 4.0  

The optimal figure for the four different transformational leadership styles is hence the 
same. They should range between 3.0-3.75, which shows that each of the factors are equally 
important and should be displayed to the same degree by an effective leader. The validated 
benchmark for the transactional leadership styles are different for each one, since contin-
gent reward is considered to be effective in some situations whereas management-by-
exception is regarded as less effective. Laissez-fair is considered to be the most ineffective. 

If a leader scores higher than the validated benchmark numbers for any of the factors, it is 
an indication that the leader puts unnecessary much effort into that specific aspect. If the 
numbers are lower than the validated benchmark figures, the leaders put to little effort in, 
resulting in less affective leadership.  

 

The optimal Span for the different leadership styles 

 

Figure 3 Optimal span 

2.4 Transformational Leadership 

The world is shrinking and people are closer to each other than ever before. This has had a 
great impact on organizations and companies all over the world. Consumers demand is 
rapidly changing and this puts the demand that companies have to change with them in or-

Idealized Infl.  
Inspir. Mot.  
Intellect. Stim.  
Individ. Consid. 

Contingent Rew. 
M-b-E. Active  
M-b-E. Passive 

Laissez-Faire 

Extra Effort  
Effectiveness  
Satisfaction 
 

0 1 2 3 4 
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der to keep up a competitive advantage. In its turn this puts a responsibility on leaders that 
quickly has to adapt to the new situations and realities. This calls for a different way of 
thinking when it comes to leadership. The old thinking with clear hierarchical structures is 
changing to a demand for leaders that is closer their followers in order to have a greater in-
fluence on them.  

Then what does transformational leadership mean? 

First, transformational leadership is an expansion of transactional leadership and according 
to Northouse (2004) transformational leadership is a process that changes and transforms 
individuals. It deals with emotions, values, ethics, standards and long term goals. It also 
concerns motivating and satisfying followers. The core with this leadership style is to prac-
tice influence that moves followers to do and accomplish more than what is expected from 
them. The purpose for the leader is to help the followers to reach their full potential. Bass 
(1985) argues that a transformational leader can motivate their followers by; 

• Raising followers’ levels of consciousness about the importance and value of speci-
fied and idealized goals. 

• Getting followers to focus on the team and organization instead of their own self-
interest. 

• Moving followers to address higher level needs. 
 

Further on Bass has designed a model that goes deeper and illustrates the differences be-
tween transformational, transactional and laissez-faire leadership. In this model we can find 
seven factors that help explaining the model. Four of these factors concern the transforma-
tional leadership. 

 

Figure 4  Leadership continuum 

(Northouse, 2004, p174) 

 

These factors are; 

Idealized Influence  

Usually called charisma or idealized influence. This factor describes the leaders that act as 
strong role models for their followers. This type of leaders usually has a strong set of moral 
values and ethical conducts. The followers have a deep respect for these leaders and put a 
great deal of trust in them. The leader shares the risks with followers and avoids using the 
power for his or her self interests. 

Transformational 

Leadership 

Transactional 

Leadership 

Laissez-faire 

Leadership 
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Inspirational Motivation  

This factor describes leaders that communicates high expectations to followers and inspires 
them with motivation to be more committed to the group and the task at hand rather than 
to their self-interest. It is the leader’s task to provide a meaning and challenge to followers 
work. The core is to arouse team spirit. 

Intellectual Stimulation 

 Intellectual stimulation refers to leaders who encourage and stimulates followers to be cre-
ative and innovative. The followers are also encouraged to challenge their own and the 
leaders believe and values. The leadership is about to support new ways of thinking and 
help followers to try different approaches when facing issues and problems. 

Individualized Consideration 

This factor brings up leaders who provide a climate in which they act supportive against 
followers. The leader listen carefully to followers personal and individual needs and act 
more like coaches or advisers. It is important to create a climate that stimulates two way 
communication. One way for leaders to act like this is to use e.g. delegating as a way to get 
followers to grow and challenge themselves. 

2.5 Transactional Leadership 

Transactional leadership represent the classic perspective of leadership, where goals are set 
in advance and followers are rewarded by the leader depending on how well they manage 
to achieve those goals. Transactional leadership is represented in all the old leadership 
models. It may be displayed through means such as salary, bonus or other benefits. Trans-
actional leadership functions well in a stabile organization were goals can be outlined in ad-
vance. It is likely to function less well if the organization interacts in an unpredictable envi-
ronment, or if the process itself is about change or development, were it is hard to predict 
final demands. Consequently transactional leadership is said to be about identifying the fol-
lower’s expectations, and clarifying the link between achievement and rewards, for the fol-
lower (Müllern & Elofsson, 2006).  

Avolio and Bass (2002) have identified two ways of displaying transactional leadership. 

Contingent Reward  

Contingent reward represents an exchange between the leader and the subordinate. A 
leader who uses contingent reward assign or reaches an agreement of what needs to be 
done. The leaders also clarify which rewards that will be obtained when the task is done. 
The leader then fulfill those promises of the rewards when the assignment is carried out in 
a satisfactorily way. The method has been found reasonably effective, although not to the 
same extent as the methods used by transformational leaders to motivate others to achieve 
higher levels of development and performance. 

Management by Exception (Active and Passive)  

Management by exception means that the leader focuses on negative factors, such as criti-
cism and negative feedback. Management by exception can be displayed in two forms; ac-
tive or passive. Active management of exception means that the leader closely and actively 
monitors the followers and looks for deviances from standards, mistakes and errors, and 
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responds to those when they occur. Passive management by exception means that the 
leader waits for deviances, mistakes and errors to occur, before they respond to them. Both 
types of management by exception tend to be ineffective but may be necessary in some 
situations. 

2.6 Non Leadership 

Laissez-Faire Leadership 

This method represents the absence of leadership. It means that the leader does not take 
any responsibility, make any demands, help or take part in any other exchange with their 
followers. Laissez-Faire leadership is the most ineffective form of leadership during which 
nothing is transacted. 

Avolio and Bass (2002) means that it is essential to display elements of both transactional 
and transformational leadership. They state that while transactional leadership is still effec-
tive in many situations it must be accompanied by well developed transformational leader-
ship skills. 

2.6.1 The Outcome of Leadership 

The MLQ test also measures the outcome of leadership, in addition to the three leadership 
styles. Meaning that the MLQ tries to identify which effects the different leadership styles 
measured within the test has on the group the leader is responsible for. The outcome of 
leadership is measured in terms of extra effort, effectiveness and satisfaction.  The term extra ef-
fort measures how well the leader is managing to get their followers to perform more than 
they expected to do, try harder, enhance their desire succeed and put in extra effort. Effec-
tiveness assess how well the leader meet the job-related needs of their subordinates, how 
successful they are in meeting the requirements of the organization and how effective they 
are leading their group. Satisfaction determines how well the leader uses satisfying methods 
of leadership and if the leader work with others in a satisfying way (www.mindgarden.com).  

Those three factors is an outcome of a balanced use of the transactional, transformational 
and non-leadership styles. The results for those terms will be presented but not evaluated 
in depth in this thesis.  The reasons for this are further motivated in the method section. 

2.7 Transformational Leadership and Charisma 

Charismatic leadership is often described to be similar to transformational leadership, since 
it focus on an individual that posses the charisma to get others to do and perform expecta-
tions. House (1976) means that charismatic leaders act in certain ways that have a charis-
matic impact on their followers. Some of the personal features that he mentions is that a 
charismatic leader posses is being dominant, having the desire to influence others, is self 
confident and having strong personal moral values. Further Northouse (2004 say that a 
typical charismatic leader shows some personal characteristics. 

1. They are strong role models for the benefits and values they want to communicate 
to their followers. 

2. The charismatic leader appears well competent for the task to their followers. 
3. They express ideological goals with moral overtones. 
4. A charismatic leader show high expectations and confidence for followers. 
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5. They rouse task-relevant motives in followers. This may include affiliation or power 
of esteem. 

 

In the table below these characteristics are listed together with effects on followers. 

Personality Characteris-
tics 

Behaviors Effects on Followers 

Dominant Sets strong role model Trust in leaders ideology 

Desire to influence Shows competence Belief similarity between 
leader and follower 

Confident Articulates goals Unquestioning acceptance 

Strong values Communicates high expecta-
tions 

Affection toward leader 

 Express confidence Obedience 

 Arouses motives Identification with leader 

  Emotional involvement 

  Heightened goals 

  Increased confidence 

Figure 5  Charismatic leadership 

(Northouse, 2004, p172) 

In The leader as a catalyst of change, Warren Bennis discuss how managers can and have to 
move from being “bosses” to instead become leaders. According to Bennis there are a few 
steps a leader has to take in order to break the managerial pattern. A leader can not just fol-
low the pattern, but have to constantly challenge it if any change is to be possible. In the 
text Bennis describes a few characteristics that a leader should posses. These characteristics 
are not to different from the characteristics described by Bass and Avolio. 

1. A Guiding Vision; A leader has a clear idea of what he or she wants to do and the 
strength to persist. 

2. Passion; the leader who communicates passion gives hope and inspiration to others. 

3. Integrity; Candor about your own strengths and weaknesses is the key to self-
knowledge and then to “inventing yourself”. Integrity is the basis of trust. This however 
can not be acquired, it must be earned. 

4. Curiosity and Daring; the leader must wonder about everything, be willing to take risks 
and embrace error as a basis for learning. 

Another area that Bennis has dealt with in his research about leadership is how to get peo-
ple on your side. He argues that a leader’s performance in gathering his followers comes 
from both his understanding of himself and his understanding of his followers’ needs and 
wants. This goes along with his overall understanding of their mission. Bennis continues 
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with that competence, vision and virtue have to exist in a perfect balance with each other. 
Competence or knowledge without vision and virtue breeds’ technocrats, virtue without vi-
sion or knowledge breeds ideologies and vision without virtue and knowledge breeds de-
magogues. 

According to Bennis the most important thing to have when getting followers to aim at the 
same goal as you is trust. In order to keep up the trust a leader has to follow four rules he 
have to follow. Constancy, they keep the selected course. Congruity, the leader does as he 
or she says. Reliability, the leader is always ready to support the follower. Integrity, the lea-
der keeps his/ her promises. 

The main deal with transformational leadership compared to transactional leadership is ac-
cording to Northouse (2004) that while transactional leadership put most of the effort and 
resources in meeting and fulfilling the demands to achieve the expected outcome, trans-
formational leadership goes one step further. Instead of just fulfilling the expected out-
come, transformational leadership often generates performance way beyond the expecta-
tions. In a study made by Bass (1990) this shows that the greater outcome of transforma-
tional leadership is a product of being able to move the followers’ self-interest for the good 
of the group and the organization. 

2.8 Three-Skill Approach 

The three-skill approach thinking differs some from the way transformational and transac-
tional leadership is viewed. It is concerned with the skills and abilities that a leader posses 
and that these skills and abilities can be developed and learned. It means that even if per-
sonality has an important role for a leader, the most important thing is the knowledge skills 
and abilities to perform effective leadership (Northouse, 2004). For effective administration 
and improvement in an organization Katz (cited in Northouse, 2007) suggested that effec-
tive leadership should be based on three basic skills. He made a difference between these 
skills and the personal characteristics or traits a leader could posses. According to Katz the 
skills showed what you can do, while traits show who you are. The skills that he came up 
with as the most important were; 

Technical Skill 

Technical skill is concerned with the “hands on” within an organization. It is e.g. the skill 
that plays an important role when producing the products in a company or processing a 
service. It involves more specialization within a certain area and the knowledge to use the 
tools needed or techniques. Technical skill is not that important in the higher level of man-
agement in an organization, but is more important for people in low or middle manage-
ment. But the function of an organization is dependent on that the lower and middle man-
agement have a required level of technical skill.  

Human Skill 

Human skill is necessary for all levels in an organization from top management to low 
management. To have human skill is to have the knowledge about and being able to work 
with people. A leader who has the human skills is sensitive to the needs of others and can 
make others feel comfortable in their role. It is important to posses human skill in order to 
create an atmosphere where people feel safe and to make followers to work together in or-
der to reach a common goal.   
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Conceptual Skill 

Conceptual skill is crucial when doing the mental work of an organization, such as under-
standing what the organization stands for and where it is going. This skill is most important 
for the top managers, since they need it in order to be able to create a vision and a strategic 
plan for the organization. If they do not have conceptual skill the entire organization will 
be at risk. 

  Skills Needed 

    

      

      

Top Management   Human Conceptual 

 Technical     

    

       

       

Middle Management Technical Human Conceptual 

       

    

      

      

Supervisory Management Technical Human   

     Conceptual 

Figure 6 Three skills      

(Northouse, 2007, pp. 41) 

When working with the three-skill approach it is important to take in consideration at what 
level in organizations that leaders work and what skill is most important for them to be 
fully able to function in their role. According to Katz (cited in Northouse, 2007) all skills 
are not necessary in every level of an organization, some are more important than others. 
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3 Method 

This chapter aims to describe how the information was collected and analyzed in order to fulfill the purpose.. 

3.1 Method used 

According to Patel and Davidson (2003) there are different techniques that can be used 
when collecting information. Use of existing documents, tests, observations, interviews and 
questioners are all examples of different tools. Some of the most used and well-known are 
qualitative and quantitative. A qualitative approach is usually used when a deeper under-
standing of a human behavior or the context of a text or other artifacts is searched for 
(Allwood, 2004).  

The approach that will be used in order to fulfill the purpose of the report is a question-
naire, named Multifactor Leadership Questionnaire (MLQ). The MLQ is a test that has been de-
veloped by Bass and Avolio and is one of the most validated methods used world wide to-
day (Kirkbride, 2006). Using a questionnaire is an example of a quantitative method. A 
quantitative method is better to use when the research can be transformed into numbers 
and a questionnaire is very common to use when choosing to work with a quantitative 
method. It is very important to clarify what it is that should be measured since a number 
can represent different things. It is also important to evaluate if it is suitable to measure in 
numbers. Usually a quantitative method requires less time and effort then a qualitative 
method (Eliasson, 2006). It is important to create a questionnaire that is easy to understand 
and that can’t be misinterpreted. To this day a large number of MLQ questionnaires have 
been executed, which has proven that the questionnaire is easy to understand and seldom is 
misunderstood. The questionnaire can consist of both open questions and with questions 
with fixed answers. In this case the survey will only consists of closed ended questions 
where the respondents are to pin point a number on a scale depending on how well the 
statement fits.  The quality of the questionnaire is hard to evaluate before sending them 
out. It isn’t until they are sent back it is possible to evaluate if the respondent have an-
swered and understood the questionnaires right (Patel & Davidson, 2003). 

The MLQ-test will be conducted as a case study at one company, PaperPak Sweden AB, 
which is a medium sized company nearby Jönköping. The choice of investigating one 
company instead of several has been deliberate. The aim is to examine the structure and hi-
erarchies of one company thoroughly rather than a shallow study of several organizations. 
In order to make this study as general and as relevant for other organizations, despite of 
this limitation, a company that can be seen as a role model when it comes to awareness of 
leadership and their employees has been chosen. 

Unpublished Material 

The MLQ-test was developed by Bass & Avolio but is today owned by an American Cor-
poration called Mind Garden. Mind Garden is an independent publishing company who 
offers a broad variety of assessment tools and development materials from many research-
ers and authors within the field of leadership, coping and anxiety (www.mindgarden.com). 
The MLQ-test is a very common leadership test and it has been conducted on several ten 
thousands of leaders. The answers of all of those leaders has been collected and evaluated 
by Mind Garden which has resulted in a huge archive with results from those tests. This ar-
chive has allowed Mind Garden to identify a general profile for an efficient and effective 
leader. A span that the leader should score within for each of the leadership styles meas-
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ured within the MLQ-test has been developed. This so called validated benchmark scores 
are not published. When someone takes the MLQ-test and sends it to Mind Garden for 
evaluation this “optimal profile” is returned with the results to enable the person taking the 
test to determine which combination of leadership styles he or she is using and which styles 
the person should emphasize/deemphasize in order to become more effective. This opti-
mal profile has been used in this thesis as one element to evaluate the leaders investigated. 
When material in this thesis is retrieved from the information provided by Mind Garden it 
is referred to as “unpublished material from Mind Garden”. 

The Outcome of Leadership 

The MLQ measures three factors called extra effort, effectiveness and satisfaction, besides meas-
uring different leadership styles. Those tree factors are an outcome of combining the use of 
transactional, transformational and non-leadership in a balanced way. The findings of those 
factors will be presented in this thesis but they will not be evaluated in depth. Partly this is 
because the aim of this thesis is to determine and analyzing different leadership styles, at 
and within different levels of an organization. Another reason for such exclusion is that it is 
difficult to find valid references of those terms, since they are an implication of leadership 
rather than leadership itself, and it would therefore be academically incorrect to draw con-
clusions from something that is not theoretically supported. 

3.1.1 Alternative Method 

An alternative method to the chosen one would be a qualitative method. This would be 
done through interviews with the respondents. The advantages with doing that would be 
that a deeper understanding of the leadership phenomena would be obtained (Patel & 
Davidson, 2003). As mentioned in the section further studies there is a possibility to exam-
ine how previous experiences and life situation of the leaders affect the way leaders act. 
When doing such a research a qualitative method would be more appropriate. On other 
hand a smaller number of respondents are possible to interview and the broad perspective 
is lost, since not all the leaders at a company can be interviewed. It is also hard to schedule 
an appointment with managers, since their agenda is often booked up. Interviews in general 
occupy hours, while questionnaires can be done when the respondents have time. This 
makes it more likely to get feedback from more respondents. 

3.2 Selection 

According to Patel and Davidson (2003) there are different techniques to choose a group 
of respondents. One technique is to give all the individuals in a larger group a unique num-
ber and then pick a random number until the quote of people needed is filled. A second 
one is to make sure that the ratio between two dimensions is the same for the test group as 
the larger group from where the selection is made e.g. if there are 40% males in the large 
group there should be 40% males in the test group. This kind of selection is a stratified se-
lection. The third and last one is systematic selection. With this method the large group is 
typed down in a list and the test group is chosen with a predetermined interval e.g. every 
fifth or tenth. 

The survey was sent out to selected leaders at PaperPak Sweden AB in top-, middle- and 
lower management. The selection of the leaders was made in understanding with Michael 
Johansson at PaperPaks human resource department. There are approximately 35 persons 
at the company that holds a leadership positioning and therefore the authors wanted as 
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many of them as possible to take part in the questionnaire. Totally 30 questionnaires was 
sent to the company and handed out to the selected persons by Michael Johansson. This 
procedure was chosen mainly dependent on that he was present at the company all the 
time and could collect the questionnaires easily when filled in. The authors had one request 
how the questionnaires should be handed out among the leaders. It was to try to spread the 
papers as even as possible between low, middle and top management. This was based on 
that it would be easier to compare the outcome of the test if the number of leaders answer-
ing was evenly divided in the hierarchy of the company. 

How to Keep the Respondent Anonymous 

According to Jacobsen (2002) a reason for not participating in a survey can be the fear of 
that their answers can be connected to them as individuals. For this reason the survey will 
be strict confidence, assured in order to make all participants to feel comfortable and an-
swer trustworthy. This is also important in order to get a correct image of the situation as 
possible. On the survey all the participants are to write their names and what kind of posi-
tion he or she is in. When the answers from the respondent is typed into the decoding 
form the page with name and position is taken away in order to make the respondent an-
onymous. The reason for asking about name and position is to know in what leadership 
level the respondent is working at and who have replayed the questionnaire. It is vital to 
know who have answered the questionnaire since a reminder will be sent to those who ha-
ven’t replayed until the first deadline. According to Christensen et al (2001) this is a 
method that is all right to use when keeping the respondent anonymous. To ensure that all 
of the respondents are kept anonymous, the sex, age or exact position will not be presented 
in the thesis. 

Unanswered Questionnaires and Number of Respondents. 

It is important to retrieve as many of the sent questionnaire as possible. The reason for this 
is to ensure that the once that answers, really are representing the selected group. Generally 
speaking the rule of thumb that goes for how many of the questionnaires that should be 
sent back is (Jacobsen, 2002, p 362): 

Above 50% = Satisfying, Above 60% = Good, Above 70% = Excellent 

The equation to calculate the percentage of the respondent is: 

Percent of respondent = Number of collected surveys/ total number of surveys sent * 100 

As mentioned, a total number of 30 questionnaires were sent to the leaders at PaperPak. 
The questionnaires were delivered through PaperPaks internal mail system and a contact 
person (Michael Johansson) was chosen at the company who was to collect the surveys. In 
order to get a high frequency of replays it is important to make it easy for the respondent 
to return the questionnaire (Anderson, Christensen, Engdahl & Haglund, 2001).Until the 
first deadline 14 out of the 30 surveys was retrieved. In order to increase the number of re-
trieved questionnaires a reminder was sent to the respondent who hadn’t replayed. Until 
the second deadline another seven surveys was retrieved, which made a total number of 22 
surveys. This gives the following answering frequency: 

22/30*100 = 73% 

According to the statement above an answering frequency of 73 % is said to be excellent. 
Some of the most common reasons for not answering the survey were that the respondent 
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felt an insecurity of the anonymous and lack of time. The respondents who haven’t an-
swered have been proportionally equal between the three hierarchy leadership levels. 

3.3 Decoding the Statistics 

The MLQ is the foundation when doing the analysis. There is a tool, a scoring key to use 
that is especially developed in order to evaluate the result of the MLQ-test. In each of the 
45 questions a person can score between 0 and 4. The questions are divided into 12 leader-
ship categories, and the total score for each category is an average score for the questions 
in the scale. The score is calculated by summarizing the items and then dividing by the 
number of questions for each category.  

Leadership category score = total score/ number of questions 

I.e.  Idealized influence (Attributed) = total score/4 

All of the leadership categories consist of four questions, extra effort consist of three ques-
tions, effectiveness of four and satisfaction of two questions. In appendix three, a full ver-
sion of the MLQ scoring key can be found. For this thesis the authors have decided to 
cluster the respondents score for each category after calculating their average score. The 
different clusters are Top, Middle and Low management. The top management is the ex-
ecutive group. The middle management consists partly of administrative personnel and 
partly of managers in charge of different departments. The lower management is persons 
working in production in charge of a team of co workers. The lower management report to 
middle management and middle management report to top management. The clustering  of 
the respondents into those groups is done to make it clearer and easier to understand the 
reasoning and analysis of the outcome of the conducted test. 

The results for each management level and leadership style are presented in diagrams like 
the one below. This example is showing idealized influence which could be seen by reading 
the heading in the diagram. The average score for each respondent within the specific man-
agement level is represented by the numbers in the diagram. The black field is the optimal 
span where the leaders are as effective and efficient as possible.   
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Figure 7 Illustration of result presentation 

3.4 Validity and Reliability 

The validity of a report or survey, aim at making sure that the chosen method really meas-
ures what was the intention from the beginning. It is important to have the right equipment 
in order to make sure that the best possible results are received when collecting data. An 
example of this could be to have a stop watch when measuring time instead of a ruler (Eli-
asson, 2006). The method used for this thesis, the MLQ-questionnaire, has been changed 
and developed in several versions. Earlier criticisms of the MLQ-test have mainly con-
cerned the difficulties in separating and distinguishing the scales within transformational 
leadership and also between the mixing of behaviors in the test. (Bass & Avolio, 1993) For 
this thesis the latest version, MLQ 5X, has been used. It was changed and developed from 
earlier criticisms and has been successfully validated the resent decade. Based on this the 
authors believe that the validity of this report will be high. 

The reliability of the method deal with how reliable or trust worthy the method used really 
is. A basic question to ask is if the same result will appear if the test is done a second time? 
If yes, the method can be classified as reliable and if the answer is no, the reliability de-
pends on the reasons why the result differ. Therefore it is important that the surveys are 
done in the same way every time they are executed. The higher the reliability is, the better 
the conditions are for a high reliability of the method (Eliasson, 2006). As mentioned pre-
viously Kirkbridge (2006) states that the MLQ test has a high validity. This is also sup-
ported by numerous of criticisms for each scale in earlier versions that has been corrected 
in the MLQ 5X version (www.midgarden.com), which is used for this thesis. The test has 
been evaluated several times to investigate the reliability. Each leadership factor has then 
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been found to vary within an acceptable span, 0.3 on the scale of the test which range be-
tween 0 to 4.0 (unpublished material by Mind Garden). The optimal score for each leader-
ship style, suggested by Mind Garden, consist of an accepted span to counteract such pos-
sible variations. 
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4 Empirical Findings 

This chapter presents and illustrates the answers and data received from the respondents. First a compila-
tion of the three leadership levels are given. This is followed by a presentation where the answers for each 
leadership level, top management, middle management and lower management, is given. 

4.1 Findings of MLQ-test 

The tables in this section will not present each persons answers from the survey. What will 
be presented is the average score for the examined leadership styles for each respondent. 
The reason for this is to ensure the respondent anonymity. The first section contains a 
compilation of the average score for each of the three levels of leaders investigated. There-
after sections containing the detailed profile for each management level is presented. 

In order to understand the charts there is an example of a chart in the methodology sec-
tion. All the different numbers and figures that are used in these charts are explained in that 
example. In general it is possible to say that the top management is pretty close to the op-
timal span in the examined leadership styles. The only two times when the top management 
is not in line with the optimal span are in contingent reward, where they score to high and 
management-by-exception (active), where they score to low. There are also very small dif-
ferences between the respondents concerning their score. 

4.1.1 Compilation Section 

The Compilation section shows the average score, within each leadership level, for each of 
the different leadership styles. It also shows the total average score for each leadership 
level, in which all answers are considered.  

 Top Middle Low Average 

Idealized Influence 3,28 2,81 2,65 2,91 

Inspirational Motivation 3,20 2,95 3,13 3,09 

Intellectual Stimulation 3,30 2,77 3,13 3,07 

Individualized Consideration 3,35 3,09 3,29 3,24 

Contingent Reward 3,35 2,84 2,92 3,04 

Management-by-Exception (Active) 0,60 1,30 0,92 0,94 

Management-by-Exception (Passive) 0,50 0,82 0,67 0,66 

Laissez-faire Leadership 0,30 0,95 0,71 0,65 

Extra Effort 3,07 2,67 2,94 2,89 

Effectiveness 3,30 2,98 3,33 3,20 

Satisfaction 3,20 2,95 3,17 3,11 

Table 1 Compilation 

The numbers and figures shows that the top management demonstrate the highest scores , 
among the three leadership levels investigated, for the 4I:s of transformational leadership. 
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The top management also shows a significantly higher amount of contingent reward than 
the other two categories of leaders. Further on the top management make use of consider-
able lower amount of the two most negative transactional leadership styles, passive and ac-
tive management-by-exception and very little of non-leadership, laisseiz-faire.  

The middle management show a slightly higher amount of idealized influence, but other-
wise score lower that the other categories of leaders in making use of the other three styles 
of transformational leadership, inspirational motivation, intellectual stimulation, individual 
consideration. The middle management shows nearly the same amount of contingent re-
ward as the lower management but significantly less than the top management. The middle 
management also display the greatest amount of passive and active management-by excep-
tion and laissez-faire leadership, considerably higher than the other two categories of lead-
ers investigated.  

The lower management demonstrates a lower amount of idealized influence than the other 
two leadership categories. Otherwise they show a profile that is nearly identical with the av-
erage result, where all three leadership categories answers are considered. The lower man-
agement makes use of a lower amount of inspirational motivation, intellectual stimulation, 
individual consideration and continent reward than the top management but a higher 
amount than the middle management. The lower management also position themselves be-
tween the top management and middle management concerning passive and active man-
agement-by-exception and laissez-faire leadership, where the top management score lowest 
and the middle management show that they make use of those leadership styles to the 
greatest amount. 

Average for the three leadership-levels
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Table 2 Average score for all three leadership levels 
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The answers of the MLQ-questionnaires show that the top management level show the 
greatest result when it comes to extra effort, effectiveness and satisfaction, but the lower 
managements answer shows that they make use of those to nearly the same degree. The 
middle management display a significantly lower degree than the other two leadership lev-
els concerning the three factors of the outcome of leadership. 

4.1.2 Top Management Section 

In general it is possible to say that the top management is pretty close to the optimal span 
in the examined leadership styles. The only two times when the top management is not in 
line with the optimal span are in contingent reward, where they score to high and manage-
ment-by-exception (active), where they score to low. There are also very small differences 
between the respondents concerning their score. 

 

The average score for inspirational 
motivation at top management level 
is 3,28, which is within the span. 
The respondents’ score are very 
similar to each other. There is only 
one answer that is out of the opti-
mal span, and that is the 2,75, just 
0,25 points away from the lower 
boarder 

Table 3 Inspirational motivation - top management 

 

The average score for idealized in-
fluence at top management level is 
3,20, which is within the span. Even 
in this leadership style the respon-
dent had similar results. The top 
score was 4,0 and the lowest was 
2,25 and they are the only results 
out of the span. 

Table 4 Idealized influence - top management 
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The average score for intellectual 
stimulation at top management 
level is 3,30, which is within the op-
timal span. The result is similar to 
the once previously presented. Two 
respondents are out of the span, 
and it is the same respondents as 
previously. 

Table 5 Intellectual stimulation - top management 

 

The average score for individualized 
consideration at top management 
level is 3,35 which is within the op-
timal span. At this leadership level 
all the respondents are within the 
optimal span, except one that have 
a higher score. 

Table 6 Individualized consideration - top management 

 

The average score for contingent 
reward at top management level is 
3,35 which is over the optimal span. 
The highest score was 4,0 and the 
lowest 2,25. Most of the answers 
are quite close to each other, except 
for the lowest one which is a little 
bit of. 

Table 7 Contingent reward – top management 



 Error! Style not defined. 

 28 

 

The average score for management-
by-exception (active) at top man-
agement level is 0,60 which is below 
the optimal span. One of the re-
spondent is in the optimal span at a 
score of 1,25 which is the highest 
score. The other four respondents 
are below and the lowest score is 
zero. 

Table 8 Management-by-exception (active) - top management 

 

The average score for management-
by-exception (passive) at top man-
agement level is 0,5 which is within 
the optimal span. One of the re-
spondent was out of the optimal 
score by scoring 1,25 which is 0,25 
from the higher border. 

Table 9 Management-by-exception (passive) - top management 

 

The average score for laissez-faire 
leadership at top management level 
is 0,30 which is within the optimal 
span. One of the respondent was 
out of the optimal score by scoring 
1,25 which is 0,25 from the higher 
border. 

Table 10 Laissez-faire - top management 
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4.1.3 Middle Management Section 

The middle managers average scores for the 4 I’s are below what is considered to be the 
most effective score span. The only exception from this is the individualized consideration 
where their average score is 3, 09 which is 0, 09 points above the limit. When it comes to 
the four last leadership styles the average score is within the optimal span. Basically for all 
the examined leadership styles there are some varieties for the average score for each indi-
vidual respondent.  

 

The average score for inspirational 
motivation at middle management 
level is 2,81 which is below the 
span. Also there are some dispari-
ties between the respondent. There 
are four respondents who scored 
2,5 and one that scored 3,75. 

Table 11 Inspirational motivation – middle management 

 

 

The average score for idealized influ-
ence at middle management level is 
2,81 which is also below the optimal 
span. The answers are quite consis-
tent, even though some differences 
could be found. 

Table 12 Idealized influence – middle management 
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The average score for intellectual 
stimulation at middle management 
level is 2,77 which is below the op-
timal span. The lowest result is 2,0 
and the highest is 3,5. Two clusters 
can be fond, the first between 2,0 – 
2,5 and the second one between 3,25 
– 3,5. 

Table 13 Intellectual stimulation – middle management 

 

 

The average score for individualized 
consideration at middle management 
level is 3,09 which is just within the 
optimal span. A dividing that is pos-
sible to see is that there is a group 
scoring 3 and less. The other group 
is the once scoring higher. 

Table 14 Individualized consideration – middle management 

 

 

The average score for contingent re-
ward at middle management level is 
2,84 which is within the optimal 
leadership span. The respondent’s 
score are spread out over the chart, 
going from 1,25 to 3,75. 

Table 15 Contingent reward – middle management 
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The average score for management-
by-exception (active) at middle man-
agement level is 1,3 which is within 
the optimal span. Two clusters that 
can be spotted is between 0,5 – 1,25 
and 1,75 – 2,25. 

Table 16 Management-by-exception – middle management 

 

 

The average score for management-
by-exception (passive) at middle 
management level is 0,82 which is 
within the optimal span. Two clus-
ters that can be spotted is between 
0,0 – 0,25 and 1,0 – 1,5. 

Table 17 Management-by-exception (passive) – middle management 

 



 Error! Style not defined. 

 32 

 

The average score for laissez-faire 
leadership at middle management 
level is 0,95 which is within the op-
timal span. Also here two clusters 
could be found. The first between 
0,0 – 0,5 and the second between 
1,25 – 1,75. 

Table 18 Laissez-faire – middle management 

 

4.1.4 Lower Management Section 

The lower management’s respondents are just like the top management, very similar in 
their score. In most cases four of the respondents have similar results, while the other two 
are placing one above and the other one below the others. The only leadership style where 
this is not the case is in individual consideration were two clear clusters can be found. In 
most cases the lower management is within the optimal leadership level, but for the ideal-
ized influence the average score is 2,65, which is 0,35 points from the lower level. The 
middle management also misses the management-by-exception (active) by only 0,08 points. 

 

The average score for inspirational 
motivation at lower management 
level is 3,13 which is within the span. 
The lowest score is 2,25 and the 
highest 3,75. Except for those the 
answering score are almost the same. 

Table 19 Inspirational motivation – lower management 
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The average score for idealized influ-
ence at lower management level is 
2,65 which is below the span. This is 
the leadership style that the middle 
management is lacking most of. 

Table 20 Idealized influence – lower management 

 

 

The average score for intellectual 
stimulation at lower management 
level is 3,13 which is within the op-
timal span. 

Table 21 Intellectual stimulation – lower management 

 

 

The average score for individualized 
consideration at lower management 
level is 3,29 which is within the op-
timal span. This is the only leader-
ship style in lower management 
where two clusters could be found. 
First the one between 2,75 – 3 and 
the second one between 3,5 – 3,75. 

Table 22 Individualized consideration – lower management 
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The average score for contingent re-
ward at lower management level is 
2,92 which is within the optimal 
span. 

Table 23 Contingent reward – lower management 

 

 

The average score for management-
by-exception (active) at lower man-
agement level is 0,92 which is below 
the optimal span. The optimal span 
is missed by 0,08 points. There are 
two respondents who differ from the 
others. 

Table 24 Management-by-exception (active) – lower management 

 

 

The average score for management-
by-exception (passive) at lower man-
agement level is 0,67 which is within 
the optimal span. One of the re-
spondent was out of the optimal 
score by scoring 1,75 which is 0,75 
from the higher border. 
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Table 25 Management-by-exception (passive) – lower management 

 

 

The average score for laissez-faire 
leadership at lower management 
level is 0,30 which is within the op-
timal span. 

Table 26 Laissez-faire – lower management 
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5 Analysis 

This chapter aims at analyze and compare relevant theories with the empirical framework. First an analysis 
between the three leadership levels is conducted followed by a deeper analysis within the leadership levels. Fi-
nally a connection to the three skill approach is made.   

5.1 Analysis Between the Three Leadership Levels.  

The findings of the MLQ-test show that there are significant differences in which leader-
ship styles leaders within the three levels make use of. The top management displays a sig-
nificantly higher degree of transformational leadership than the other two levels of leaders 
investigated. They also make use of management by exception and non-leadership to a 
much lesser extent than the other two groups. Avolio and Bass (2002) means that it is es-
sential to make use of all leadership styles, both the transformational and transactional. The 
transactional leadership styles are a good complement to the transformational leadership 
styles, which has been proven most effective. Kakabadse & Kakabadse (1999) mean that 
the transactional leadership styles are seen as management and that the transformational 
leadership styles are viewed as leadership.  

A leader should make use of all the leadership styles, both the transactional and the trans-
formational. The leader should make use of the transformational leadership styles to a high 
degree. All four transformational leadership styles are equally important and should be used 
frequently and to the same degree. The contingency reward are the most effective of the 
transactional leadership styles and can therefore be used to a higher extent that manage-
ment-by-exception, but all transformational leadership styles should be used less frequently 
and to a lesser extent that the transformational leadership styles. The non-leadership style is 
the most ineffective, and the use of it should be minimized.  

It is very likely that the top management have advanced to their present position by making 
use of effective and efficient leadership. This can be related to Kirkbridge (2006) who 
mean that a leader should try to move from the transactional leadership styles toward the 
transformational leadership styles. The middle management has advanced higher in the or-
ganization than the lower management, and the top management has advanced to a higher 
level than the other two. Logically the top management should therefore display the great-
est amount of transformational leadership, which is viewed as effective leadership, and the 
smallest amount of transactional leadership which is seen as ineffective leadership. Using 
the same reasoning the middle management should make use of transformational leader-
ship to a lesser degree than the top management and transactional leadership to a greater 
extent. The lower management would demonstrate transformational leadership to the 
smallest degree of the three leadership levels and transactional leadership to the greatest ex-
tent. 

The findings show, entirely in line with the assumption above, that the top management 
makes use of the transformational leadership styles to a greater extent than the other two 
leadership levels investigated. The top management also makes use of the ineffective trans-
actional leadership styles to the smallest degree. The findings of the middle and low man-
agement are quite the opposite of the hypothesis above. The middle management utilizes 
the idealized influence to a greater extent than the lower management but to a lesser degree 
than the top management. The proportion between the lower management and the top 
management alter thereafter however. The findings show that the lower management pass 
the middle management and demonstrate inspirational motivation, intellectual stimulation, 
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individual consideration to a greater extant than the middle management. The lower man-
agement also makes use of the negative transactional leadership styles, passive and active 
management-by-exception, and non-leadership to a lesser degree than the middle manage-
ment level.  

The findings show that there are considerable and measurable differences between leaders 
at different levels within the company. The differences are not what could bee expected 
though. The top management displays most of the transformational and least of the trans-
actional leadership styles. The graphs for the other two groups are reversed however. The 
lower middle management shows a more optimal leadership curve than the middle man-
agement, quite the opposite of what could be expected.  

The top management group are the only group of the three measured that make use of ide-
alized influence to a sufficient degree. The use of all of the four transformational leadership 
styles should be between 3 – 3.75 to be effective. Though all three tested groups of leader 
perform within this span for the other three transformational leadership styles, the top and 
middle management show substantially lesser idealized influence than optimal. Those two 
groups therefore need to increase their use of idealized influence, which include affecting 
through moral and ethical values and acting as a role model (Bass, 1990), to be fully effec-
tive as leaders. The findings also show that all three measured groups of leaders display 
quite high amounts of contingent reward. The optimal span for contingent reward is 2-3. 
The top management average of contingent reward is 3,35 which shows that they put un-
necessarily much effort into this leadership style in comparison to what the effects of that 
kind of leadership gives. The low- and middle management make use of contingent reward 
to a lesser extent but they are very close to the upper limit. The findings show that all three 
groups demonstrate the transactional leadership styles to a lesser extent than the transfor-
mational. The ideal use of active management-by exception is 1-2. Both the top- and low 
management perform below this span while the middle management performs within the 
span. This shows that the top- and middle management actually could make use of active 
management-by-exception to a greater extent to be fully effective and efficient. Finally the 
findings show that all three groups display low amounts of passive management-by-
exception and non-leadership which are within the optimal span.  

Even though it is not the purpose to investigate the outcome of leadership within this pa-
per, some notifications can be commented upon based on the findings. The outcome of 
leadership measures the effect the different leadership styles have on the subordinate group 
of the leader (www.mindgarden.com). The optimal span for all three terms lies within the 
term of 3-3.5. All three measured leadership levels, within this paper, show lower amount 
of all of those factors than what is considered sufficient. Top- and lower management 
score higher than the middle management, but all three groups score to low. This indicates 
that all three groups are not coordinating their use of the combination of the seven leader-
ship styles in an optimal way. A more favorable use of the leadership styles would have re-
sulted in a greater outcome measured of the extra effort, effectiveness and satisfaction 
measured. The findings show that the use of idealized influence could be enhanced and 
that contingent reward is sometimes displayed to greatly. By adjusting the utilization of 
those in a different way the leaders could enhance their group’s performance. 
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5.2 Analysis Within the Leadership Levels 

5.2.1 Top Management 

The top management is a very homogeny group with very small differences among the re-
spondents. In general all respondents from the top management have the same score for 
the different leadership styles. In some cases one of the respondents has a different score 
then the other respondents, but the difference is never more then 1,75 points, between the 
lowest and the highest score measured. In 6 out of 8 leadership styles, it is respondent 
number 3 who is differing in one direction and number 4 in the other direction concerning 
the other respondents. So obviously that deviation is more connected to respondent’s 
number three and four, rather then to the group. This fact makes it easy to draw conclu-
sions that will respond for the whole top management. The top management positions 
within the optimal span in all the examined leadership styles, except for the contingent re-
ward and the management by exception (active) (table 5 and 6). In the contingent reward 
chart (table 6) the top managers are too high and in the management by exception (active) 
it is the other way around.  

As mentioned before the contingent reward concerns clarifying what is expected from the 
subordinates and what the return will be when it is fulfilled (Bass & Avolio, 2002). When 
using management-by-exception the leader are looking for mistakes or errors made by the 
subordinates, and the response to those, either directly or afterwards depending on if they 
are active or passive (Bass & Avolio, 2002). The analysis drawn out of this is that the top 
management are good at elucidate what they are expecting from their subordinates. But 
they lack trust in their subordinates and therefore the top management are supervising to 
make sure that what is expected is actually done by the subordinates. When the top man-
agement feels that the subordinates aren’t doing what was expected from the beginning 
they will use management-by-exception. But the overall conclusion of the top management 
is that they are very effective since they are within the optimal span, or just above or below 
in the two above mentioned leadership styles. 

5.2.2 Middle Management 

The middle management is different from the top and lower management since the re-
spondents score are spread over a wider span. It is possible to see some clusters in the dif-
ferent leadership styles which implies that this leadership level is not as homogeny as the 
top and lower management level.  

 

Respondents between 2,5 – 2,75 are: 

2, 6, 7, 9 & 11 

Inspirational motivation 

 

Respondents between 3,25 – 3,75 are: 

1, 4, 5 & 10 

Table 27 Clusters in inspirational motivation – middle management 
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Respondents between 2,25 – 2,5 are: 

6, 7, 9 & 11 

Idealized influence 

 

Respondents between 3,13 – 3,5 are: 

3, 4 & 10 

Table 28 Clusters in idealized influence – middle management 

 

 

Respondents between 2,0 – 2,5 are: 

3, 6, 7 & 9 

Intellectual stimulation 

 

Respondents between 3,25 – 3,5 are: 

2 & 4 

Table 29 Clusters in intellectual stimulation – middle management 

 

 

Respondents between 2,25 – 3,0 are: 

5, 6, 7, 9 & 11 

Individualized consideration 

 

Respondents between 3,25 – 3,5 are: 

1, 2, 3, 4, 8 & 10 

Table 30 Clusters in individualized consideration – middle management 

 

 

Respondents between 1,25 – 2,75 are: 

2, 7, 9 & 11 

Contingent reward 

 

Respondents between 3,25 – 3,75 are: 

3, 4, 5 & 10 

Table 31 Clusters in contingent reward – middle management 
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Respondents between 0,5 – 1,25 are: 

1, 2, 3, 4, 5, 10 & 11 

Management-by-exception (active) 

 

Respondents between 1,75 – 2,25 are: 

6, 7, 8 & 9 

Table 32 Clusters in management-by-exception (active) – middle management 

 

 

Respondents between 0 – 0,25 are: 

3, 5, 6 & 7 

Management-by-exception (passive) 

 

Respondents between 1,0 – 1,5 are: 

1, 2, 4, 9 & 11 

Table 33 Clusters in management-by-exception (passive) – middle management 

 

 

Respondents between 0 – 0,5 are: 

1, 2, 5, 8 & 10 

Laissez-faire 

 

Respondents between 1,25 – 1,75 are: 

3, 4, 6, 7 & 9 

Table 34 Clusters in laissez-faire – middle management 

When comparing the clusters from inspirational motivation, idealized influence, intellectual 
stimulation and individual consideration (table 27, 28, 29 & 30) it is possible to see a pat-
tern. Respondent number 6, 7, 9 and 11 are frequently tied together into clusters in these 
four different leadership styles and therefore it is possible to make them a group. The same 
pattern can be seen in the other clusters, where 1, 2, 3, 4 and 10 are represented very often 
and therefore another group is made out of them. When comparing age and gender be-
tween the two groups no differences or similarities can be found. Neither can any specific 
patterns regarding sex or age be found when analyzing the answers of the contingent re-
ward and laissez-faire leadership. 

In contrast a more interesting finding was made within management-by-exception (ac-
tive/passive) (table 32 & 33). When comparing the two clusters from management-by-
exception (active) it was found that age matters whether the respondent score high or low. 
The youngest respondents could be found in the lower cluster and vice versa. For man-
agement-by-exception (passive) the same kind of pattern was discovered but the other way 
around. In this leadership style the younger respondents was found in the higher cluster, 
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while the older was found in the lower cluster. However clusters combining the older re-
spondents are in line with the optimal profile, opposed to the younger cluster who are just 
on the border or outside of the optimal span. This indicates that leaders of a higher age use 
management-by-exception in more effective way then younger leaders. 

5.2.3 Lower Management 

The lower management is just like the top management, there are very small differences be-
tween the respondents. The lower management is in most cases within the optimal per-
formance span, except for idealized influence and management-by-exception (active). In 
terms of the management-by-exception (active) most of the respondents are within the op-
timal span, but in the lover section. On the other hand everyone except one of the respon-
dent is scoring too low in order to reach the optimal span in idealized influence. Since 
lower managers are the leaders that to the highest extension work as a part of a group with 
their followers, it is according to Northouse (2004) important for them to posses charis-

matic leadership attributes such as 
acting as role models and setting a 
good example. 

Concerning individualized considera-
tion two clusters can be found. The 
first cluster is between 2,75 – 3,0 and 
the second on is between 3,5 -  3,75. 
When comparing the two clusters no 
connection can be found within the 
clusters that would differ one from 
another. There are mixed age be-
tween the different groups. 

 

Table 35 Clusters in individual consideration – lower management 

5.3 Connection to Three Skill Approach 

In the findings, both from the theory and also from the empirical chapter, similarities and 
differences between the Three Skill approach and Transformational leadership can be iden-
tified. Perhaps the most important similarity is that both Katz (cited in Northouse, 2007) 
and Bass (1990) build these models on the idea of that leadership can be learned/trained 
and developed. However it is important to consider that all skills or scales are not always as 
important as the others, depending on which level of an organization the leader is operat-
ing within (Katz cited in Northouse, 2007). Based on this one could argue that a leader 
does not have to be perfectly suited for all situations, but only to what his or her work re-
quire of them. When shifting to a different level of leadership new skills that are needed 
can be learned. But the MLQ-test, develop by Bass & Avolio does not take in to considera-
tion if the employee are active within low, middle or top management, but generalize to a 
high extent. 

The three different levels of the Three Skills Approach, which are technical, human and 
conceptual, can be partly connected to the styles of the MLQ-test.  Transformational lead-
ership is closely connected to the Human skill and also to some extent Conceptual skill. 
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Technical skills, which is dealing with the practical side of leadership, is however hard to 
connect to the transformational side of leadership. This is a great disadvantage of the 
MLQ-test, since it does not measure the hands on capabilities of leaders.  

Top management should be the group that posses the highest degree of transformational 
leadership, since this is connected to the conceptual skills. In findings from the test at Pa-
perPak, top management scores within the optimal span of transformational leadership. 
This can be interpreted as that the top management both have high conceptual and human 
skills. 

On the other hand one could argue that middle managers are highly dependent on utilizing 
transformational leadership, since they deal with both top and low management and there-
fore have to adapt to the different working environments. According to the Three Skill 
thinking this leadership group should posses all three skills, conceptual, human and techni-
cal, since they interact in both ways in a hierarchy. Here however a disturbance in the result 
from PaperPaks middle managers and the theory can be identified. Middle management is 
the group that performs the least degree of transformational leadership. While the investi-
gation conducted show that they display transactional leadership to a greater amount. 
Which in turn indicates that middle management is the group that posses the least degree 
of conceptual and human skills. This contradicts Katz (cited in Northouse, 2007) opinions 
of middle management behavior stated above.  

Low management positions closely to top management within the optimal scale of trans-
formational leadership. That low managers at PaperPak generally uses a high level of trans-
formational leadership mean that they also have high skills within conceptual and human 
skills. According to Northouse (2007), there is no actual need for low management to have 
such high conceptual skills. Then again it may be an advantage for an organization to have 
low managers who is concerned and aware of the goals and values of the organization.  
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6 Conclusions and Discussion 

This chapter summarizes the analyzed findings and examines weather the purpose of the thesis is fulfilled. 
Finally recommendations and concluding remarks are suggested. 

The objective of this thesis has been to identify and evaluate variances and resemblances of 
leadership styles between and within the different levels (low, middle and top management)  
of an organization. Similarities and differences between the levels have been found. Over 
all the three levels have presented fairly good result. They lie in between the range sug-
gested as the optimal leadership span almost in all of the categories.  

The major finding that has been found is that generally top management has the best pro-
file compared to the optimal profile suggested. Middle and lower management also places 
in the optimal span, however not to the same extent as top management. The area where 
top management lacked sufficient levels of behavior were in management-by-exception (ac-
tive) and they scored to high in contingent reward. A possible explanation for this score 
was that top management might lack trust towards their subordinates and therefore super-
vise them to make sure that the work tasks are actually conducted. Leaders utilizing such 
behavior should be made aware of their actions in order to be able to improve. 

The greatest difference between low and middle management is that low management dis-
play a better profile compared to middle management who showed the least optimal profile 
of the three levels investigated. The authors suggest that a possible explanation for this 
could be that the lower management is acting closer to their subordinates. They are more a 
part of the “group” rather than a leader. Middle management however has a greater dis-
tance towards their followers. Another explanation could be that middle management is 
working in between two leadership levels, which can create confusion about how to act. 
On one hand they are working with the top management that acts in a totally different way 
compared to lower management. On the other hand they are working with low manage-
ment that uses a very different framework compared to top management. According to 
Grout (1994) being a leader is stressful, but being a middle manager is one of the most 
stressful positions. The reason for this is that middle managers have high expectations 
from top management and also from their followers. This could be a reason that middle 
managers score lower than others. It is likely to think that a person who is working under 
high pressure emphasize their leadership less and is more likely to use a more negative 
leadership style, such as transactional leadership. According to Harrington & Williams 
(2004) middle managers today feels that their position is becoming less and less important 
due to downscaling of companies. Further Harrington & Williams (2004) states that it is 
important to have committed middle managers since they are the key when implementing 
something at a company. These are some arguments to why it is important to make sure 
that middle managers become as effective and efficient as top managers. 

Generally all three leadership levels use contingent reward to a higher extent than recom-
mended. Contingent reward can be useful in some situations, but when it is used in a high 
extent it can generate negative effects to the organization. If rewards are always received in 
exchange for tasks performed, the rewards become necessary and expected instead of 
viewed as a bonus. Using transformational behavior like arousing commitment to the 
group and the desire to help your coworkers is often a more effective and efficient way of 
building followers will to perform.  
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Findings from the three skill approach and the conducted MLQ-test at PaperPak Sweden 
AB indicates that the top management practices high levels of conceptual and human skills 
as Katz (cited in Northouse, 2007) suggests. Katz also argues that middle management 
should posses these skills to the same extent as top management. Here however the test re-
sult indicates that middle management at PaperPak do not have the level of conceptual and 
human skills needed to conduct their work in an efficient way. One conclusion that can be 
drawn from this is that theses leaders can train or develop their skills to a level that is suited 
for their position. Low management positions almost as high as top management on con-
ceptual and human skills. This indicates that low management has higher conceptual skills 
than needed for their position, it is however not a bad thing for the organization if they 
have it. The conducted test has one large flaw from the three skill point of view however. 
There is no support in the MLQ-test to measure the more practical side of leadership, 
technical skills. For middle and low management this can be an important side of their 
leadership, since they work closer to their followers and often have more practical tasks 
than top management do. 

Recommendations and Further Studies. 

The analysis shows that leaders generally, within all of the three levels investigated, display 
a profile that lies within the validated benchmark profile concerning the different leader-
ship styles. However the middle management displays the least optimal profile, even infe-
rior to the lower management general profile. From these findings one could argue that it is 
especially important for an organization to continually emphasize the development of the 
middle management. The middle management should be made aware of the effectiveness 
of displaying the transformational leadership styles which include acting as role models, 
make use of charisma and emphasizing each subordinates specific needs and coaching 
those acting as a mentor. They should also get the opportunity to decrease their transac-
tional leadership behavior which include factors such as offering rewards and draw atten-
tion to mistakes. It is also crucial that middle managers, as well as top and lower managers, 
are aware of to which audience they are conveying a message. There is a difference in the 
“language” that is used in top, middle and low management and it is therefore important to 
adapt to the group that is addressed. This is perhaps most important for middle manage-
ment since they are working towards both top and low management. 

The analysis also highlight the fact that contingent reward is utilized in a to great extent by 
all three levels of leaders while the middle- and low management display idealized influence 
to a lower degree than what is considered effective. If an organization work under such 
conditions, leaders at all levels should be made aware of those tendencies in order to be 
able to improve their leadership and act as role models to a greater extent while utilizing 
reward systems to a lesser degree. To educate and develop the leaders at all levels, is some-
thing that organizations should work continuously with in order to stay or become more 
effective. 

Finally it can also be concluded that the MLQ-test does not consider which actual technical 
skills or background that might be appropriate to possess for leaders in different hierarchi-
cal positions of an organization. It is not only interesting to view the theoretical leadership 
styles required, but take it to the next level and look at the more practical side of leadership. 
It is therefore not only interesting to examine the leadership styles mentioned in the MLQ-
test. It is important to consider the actual “know-how” and knowledge necessary for spe-
cific situations in order to better understand how leaders can improve in their leadership 
performance. Neither does the MLQ-test consider the background, education, social status 
or experience of the leaders. Therefore it could be useful to develop a complementary 
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questionnaire to the MLQ-test in order to get a better understanding of which factors that 
makes leaders act in certain ways. Further studies that would investigate, evaluate and take 
those factors into consideration, could enable a deeper understanding of effective and effi-
cient leadership. Such a leadership-test would consider all the characteristics that are neces-
sary to evaluate leadership behavior and the effects of leadership actions in an actual en-
acted environment, not only in theory and therefore useful and applicable in real-life situa-
tions to a great extent.  
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Appendix 1  Answers Retrieved from Questionnaire 

High Management Section 

Person 1 2 3 4 5 Average 

Idelized Influence 3,25 4,00 2,75 3,13 3,25 3,28 

Inspirational Motivation 3,25 3,50 2,75 3,00 3,50 3,20 

Intelectual Stimulation 3,25 4,00 2,50 3,50 3,25 3,30 

Individualized Consideration 3,50 3,75 3,00 3,25 3,25 3,35 

Contingent Reward 4,00 3,75 2,25 3,25 3,50 3,35 

Management-by-Exception (Active) 0,50 0,00 0,75 1,25 0,50 0,60 

Management-by-Exception (Passive) 0,50 0,00 1,25 0,75 0,00 0,50 

Laissez-faire Leadership 0,00 0,00 0,25 1,25 0,00 0,30 

Extra Effort 3,67 3,67 2,00 3,00 3,00 3,07 

Effectivness 3,25 3,50 2,50 3,50 3,75 3,30 

Satisfaction 3,50 3,00 3,00 3,50 3,00 3,20 

 

Middle Management Section 

Person 6 7 8 9 10 11 12 

Idelized Influence 2,75 2,88 3,50 3,25 2,88 2,38 2,50 

Inspirational Motivation 3,75 2,75 3,00 3,25 3,25 2,50 2,50 

Intelectual Stimulation 2,75 3,50 2,50 3,25 3,00 2,00 2,25 

Individualized Consideration 3,25 3,25 3,50 3,50 2,75 2,25 3,00 

Contingent Reward 3,00 2,75 3,25 3,25 3,25 3,00 1,25 

Management-by-Exception (Active) 1,00 1,25 1,00 0,50 0,75 1,75 2,25 

Management-by-Exception (Passive) 1,25 1,00 0,25 1,50 0,00 0,25 0,25 

Laissez-faire Leadership 0,50 0,00 1,50 1,75 0,25 1,50 1,25 

Extra Effort 3,00 2,33 3,00 3,00 3,00 1,67 2,33 

Effectivness 3,75 3,50 3,25 2,75 2,75 2,50 3,00 

Satisfaction 3,00 3,00 3,00 3,50 4,00 2,50 2,50 
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Person 13 14 15 16 Average 

Idelized Influence 2,88 2,50 3,13 2,25 2,81 

Inspirational Motivation 3,00 2,50 3,50 2,50 2,95 

Intelectual Stimulation 3,00 2,50 3,00 2,75 2,77 

Individualized Consideration 3,50 2,75 3,25 3,00 3,09 

Contingent Reward 3,00 2,25 3,75 2,50 2,84 

Management-by-Exception (Active) 1,75 1,75 1,25 1,00 1,30 

Management-by-Exception (Passive) 0,75 1,50 0,75 1,50 0,82 

Laissez-faire Leadership 0,50 1,75 0,50 1,00 0,95 

Extra Effort 2,67 2,67 3,33 2,33 2,67 

Effectivness 3,00 2,50 3,00 2,75 2,98 

Satisfaction 2,50 3,00 3,00 2,50 2,95 

 

Lower Management Section 

Person 17 18 19 20 21 22 Average 

Idelized Influence  2,63 2,88 2,25 3,00 2,63 2,50 2,65 

Inspirational Motivation 2,75 3,25 3,25 3,75 2,25 3,50 3,13 

Intelectual Stimulation 3,25 3,25 3,00 3,25 2,75 3,25 3,13 

Individualized Consideration 3,00 3,75 2,75 3,50 3,00 3,75 3,29 

Contingent Reward 2,50 3,25 3,50 2,75 2,50 3,00 2,92 

Management-by-Exception (Active) 1,00 1,00 0,00 0,75 1,75 1,00 0,92 

Management-by-Exception (Passive) 0,50 1,00 0,25 0,00 0,50 1,75 0,67 

Laissez-faire Leadership 0,25 1,25 0,75 0,75 0,50 0,75 0,71 

Extra Effort 3,00 3,00 3,33 3,00 2,33 3,00 2,94 

Effectivness 2,75 3,00 3,50 3,75 3,25 3,75 3,33 

Satisfaction 3,00 3,50 2,00 3,50 3,50 3,50 3,17 
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Appendix 2  MLQ-test in Swedish 
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Appendix 3  MLQ-test in English 
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Appendix 4  MLQ Scoring Key 
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