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ABSTRACT

In today’s world, people are living and working in a complex society. We work in a multiplex system of several departments comprising people of different cultures, religions, generations, ethnic backgrounds, genders, with different learning and communication styles, different psychological states, who work to specification on time within budget attributing a lift-up to overall efficiency and productivity. To be successful or to achieve something in this world, one really needs something else beside a high IQ. It is now being recognized that those with higher EQ are more successful. Emotional intelligence, also known as EQ (and EI) is not a new concept. In this study, we focus on the role of emotional intelligence in the hospitality management.  It employs a theoretical framework relating to the model of transformational- transactional leadership within 5-star hotels to generate a number of hypotheses linking leadership behaviors to emotional intelligence of first-line managers. The hypotheses are tested in the hospitality context. Among the results are significant relations between transformational leadership behaviors and emotional intelligence. The findings support suggestion in the literature that managers who are capable of recognizing emotions in themselves and in subordinates and who can successfully manipulate those emotions are capable of the type of behaviors characteristic of a transformational leader that stimulates job satisfaction and commitment in the hospitality industry. 
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INTRODUCTION
As increasing pressure are made on all hospitality organizations to improve their performance, to anticipate change and develop new structures, effective leadership performance may be essential to ensure that change leads to increased effectiveness, efficiency and profitability (Pittaway et al., 1998; Zhao and Merna, 1992; Slattery and Olsen, 1984). Although researchers cannot necessarily assume that ‘better’ leadership leads to ‘better’ business performance, some understanding of the relationship between leadership and business performance is required. Leadership as a subject has been somewhat neglected within hospitality research and as a result, few studies exist which investigate leadership in the specific context of the industry (Pittaway et al., 1998; Mullins, 1992).
The hospitality industry tends to be labor intensive and has increasingly harsh environmental demands imposed upon it, suggesting that leadership skills may help organizations to utilize the available human resources more effectively. As a result understanding and promoting effective ‘leadership’ may be of considerable importance in coping and dealing successfully with environmental pressures. Those organizations that actively consider leadership approaches and use them as to help educate managers on the complexities of leading people may benefit.

Leadership can be defined as a social influence process. It involves determining the group or organization’s objectives, encouraging behavior in pursuit of these objectives, and influencing group maintenance and culture (Yukl, 1994). It is a group phenomenon; there are no leaders without followers. 

Managers use different leadership behaviors in work settings. Their behaviors will have direct effects on employee outcomes. Adequate use of their behaviors may result in higher employee satisfaction, commitment, and productivity. Therefore, effective use of leader behavior will increase the effectiveness of both the leader and the organization. 

The realization that knowledge, skills and experience of people are fundamental to the success of the organization, has resulted in the expectation that leaders of the future will need to pay more attention on developing the people aspect of the organization.  Leadership considers the emotional attributes as well as the rational aspects of the individual (Steers, Porter & Bigley, 1996). In this regard, management is beginning to realize the importance of emotional intelligence to improve organizational   effectiveness (Bliss, 2000).  An emotionally intelligent leader will focus on the shared values, training and development of the follower and will be able to install vision and purpose (Colvin et al. 1999).  In the conclusion of his study on emotional intelligence and a leader’s ability to make effective decisions, Bliss (2000) stated that a leader has to have emotional intelligence in order to motivate his followers to achieve company outcomes.  

This study investigates the relationship between leadership behaviors of first-line managers and their emotional intelligence at 5-star hotels in Turkey.

Although 5-star hotels are very popular in the hospitality industry, there is no study concerning the influence of leadership behaviors on emotional intelligence at such hotels. That is why 5-star hotels were the focus of this study. It is expected that the results of this study might be a starting point for researchers and practitioners who are interested in effective leadership styles in these types of hotels.
First, the construct of transformational and transactional leadership behaviors introduced by Bass (1985) is explained. Second, emotional intelligence that is the dependent variable of this study is discussed. Third, predictions about work-related individual outcomes are derived such as the relationship between first-line managers’ leadership styles and their emotional intelligence at 5-star hotels.
CONCEPTUAL BACKGROUND AND HYPOTHESES

A Model of Transformational and Transactional Leadership

The model of transformational and transactional leadership incorporates nine different components. These nine components can be divided into three parts: transformational factors, transactional factors and nonleadership/ nontransactional factor (Bass, 1985, 1990; Bass and Avolio, 1993, 1994).

Transformational Leadership Behaviors
The major transformational leadership behaviors are idealized influence, inspirational motivation, intellectual stimulation, and individualized consideration (Bass and Avolio, 1994; Conger et al., 2000; Judge and Bono, 2000). Idealized influence is seen in leaders who act as strong role models for followers; followers identify with these leaders and want very much to emulate them. These leaders are deeply respected by followers, who usually place a great deal of trust in them. They provide followers with a vision and a sense of mission. This quality takes two forms: idealized influence (attributed) and idealized influence (behavior). Idealized influence (attributed) measures the subordinates' perceptions of how much the leader makes personal sacrifices, deals with crises and obstacles, and exhibits self-confidence; idealized influence (behavior) assesses the degree to which the supervisor is perceived as espousing important values, beliefs, and a sense of mission (Bass and Avolio, 1995; Pounder, 2001). Inspirational motivation describes leaders who communicate high expectations to followers, inspiring them through motivation to become committed to and a part of the shared vision of the organization. Leaders articulate an appealing vision of the future, challenge followers with high standards, talk optimistically and with enthusiasm, and provide encouragement and meaning for what needs to be done (Avolio et al., 1999; Sosik et al., 1998). Intellectual stimulation describes leadership that stimulates followers to be creative and innovative, and to challenge their own beliefs and values as well as those of the leader and the organization. This type of leadership supports followers as they try new approaches and develop innovative ways of dealing with organizational issues. Leaders question old assumptions, traditions, and beliefs; they stimulate in others new perspectives and ways of doing things; and they encourage the expression of ideas and reasons (Bass et al., 1987; Bass and Avolio, 1995). Individualized consideration is representative of leaders who provide a supportive climate in which they listen carefully to the individual needs of followers. Leaders deal with others as individuals; consider their individual needs, abilities and aspirations; they listen attentively; they further their development; they advice; and coach (Bass, 1999).
Transactional Leadership Behaviors
Transactional leadership occurs when the leader rewards or disciplines a follower based on the adequacy of a follower's performance. The main transactional leadership behaviors are contingent reward and management by exception (Northouse, 2001). Contingent reward refers to an exchange process between leaders and followers in which effort by followers is exchanged for specific rewards. This constructive transaction has been found to be reasonably effective in motivating others to achieve higher levels of development and performance.  In this method, the leader assigns or gets consensual agreement on what needs to be done; he or she promises rewards or actually rewards others in exchange for the satisfactory carrying out of the assignment (Gibson et al., 1997; Bass, 1985). Management by Exception of leadership involves corrective criticism, negative feedback, and negative reinforcement. It takes two forms: active and passive. A leader using the active form of management by exception watches followers closely for mistakes or rule violations and then takes corrective action. A leader using the passive form intervenes only after standards have not been met or problems have arisen (Bass, 1985).

Nonleadership Behavior
In the model, nonleadership behavior is a laissez-faire approach. Laissez-Faire is the absence of leadership. As the French phrase implies, the laissez-faire leader takes a “hands-off- let-things-ride” approach. Leaders avoid accepting their responsibilities, are absent when needed, fail to follow up requests for assistance, and resist expressing their views on important issues (Bass, 1998; Bass and Avolio, 1994; Podsakoff and Schriesheim, 1985). 

EMOTIONAL INTELLIGENCE

The focus on the leader’s ability to manage complex social and personal dynamics, centered in the concept of emotional intelligence, has made the role of emotions in organizations prominent in the leadership literature (e.g., Cann, 2004; Mayer, DiPaolo, & Salovey, 1990; Weisinger, 1998). Efforts to apply emotional intelligence to leadership have started to emerge in the literature (e.g., Caruso, Mayer, & Salovey, 2002; Cooper & Sawaf, 1997; Goleman, McKee, & Boyatzis, 2002; Ryback, 1998) and have coincided with findings that emotional intelligence is a strong requisite for effective leadership (e.g., Higgs & Aitken, 2003; Sosik & Megerian, 1999). 
Emotional intelligence (EI) is a term that refers to a field of theories relating to the understanding and use of emotions. Debate currently rages as to what, exactly, emotional intelligence is. There are two widely recognized schools of thought at present. One views emotional intelligence as a precisely defined form of intelligence, encompassing only emotion related abilities. The recognized model based upon this view is referred to as an ability model. The second school of thought takes a broader view of emotional intelligence, conceptualizing it as expressed via a wider range of skills and traits related to emotions. Models of emotional intelligence created from this viewpoint are often referred to as mixed models. Alternately they have been labeled personality models or trait models, due to their significant relationships with personality traits.   

Emotional Intelligence: Ability models 

Of the two schools of thought on emotional intelligence, the position with the greatest construct clarity is that which focuses on EI as an ability. This school of thought views emotional intelligence as a set of abilities directly related to emotions. These abilities are a natural part of every individual’s daily functioning. However, as is the case with other cognitive abilities, individuals with greater ability in the area of emotional intelligence should have enhanced functioning compared to those with lesser ability. The model encompassing this school of thought, generally referred to as an ability model, is most often conceptualized as having four subcomponents. The component labels used by Mayer, Caruso and Salovey (2000) to describe these subcomponents are: emotional perception, emotional facilitation of thought, emotional understanding and emotional management.  

The first component, emotional perception, involves the ability to recognize emotion in the self and in external targets. Examples of external targets include other people, visual art and music. The second component, emotional facilitation of thought, encompasses the abilities to link emotions to other objects and to use emotions to enhance reasoning and problem solving. An example of this would be an individual who, upon perceiving anger in himself, is capable of analyzing the cause of that anger and thereby addressing that cause and resolving the anger. The ability to understand how emotions relate to each other and what emotions mean is subsumed under the third component, emotional understanding. The fourth and final component, emotional management, refers to an ability to understand and manipulate emotions in the self and in others. An example of this would be an individual who is able to invoke a positive mood in himself when he is depressed, and thereby be able to function and interact with other people in a positive manner.  
Emotional Intelligence: Mixed models 

The second school of thought on emotional intelligence is considerably broader than the pure ability school. It begins with measures that attempt to capture components of the ability model of EI through self reports of typical behavior. It also encompasses models and associated measures that include not just emotional abilities, but also abilities that emotions and management of emotions can facilitate. An example of this would be leadership skills, which can be facilitated though skilled understanding and use of emotions.  
The facets composing mixed models and the measures used to capture them vary greatly by theorist, but the work of Bar-On has been particularly influential in the field, and much research has been done on the usefulness and validity of his model. Bar-On himself describes his model as an extension of an ability model by Salovey and Mayer (Bar-On, et al., 2000). Moreover, his model typifies the mixed or personality approach to EI. Bar-On’s emotional and social intelligence framework encompasses the following five factors: Intrapersonal capacity, interpersonal skills, adaptability, stress management, and motivation and general mood factors (Bar-On, et al., 2000). The first factor, intrapersonal capacity, involves the ability to understand the self and emotions in the self, and to coherently express one’s emotions and ideas. Interpersonal skill, which is the second factor, refers to an ability to recognize other’s emotions and to maintain mutually satisfying relationships with those others. The third factor, adaptability, encompasses the ability to use emotions in the self, as well as external cues, in various ways. Those ways include interpreting a situation, altering cognitions and emotions as situations change and solving problems. The ability to cope with strong emotions and with stress is the fourth factor of stress management. Finally, the fifth factor, motivation and general mood, refers to an ability to manifest positive moods, enjoy those positive moods and to experience and express positive emotions.  

In this study the Schutte Self-Report Inventory (SSRI) (Schutte, et al, 1998) was used to measure emotional intelligence. It is based on the theoretical construct of ability model of emotional intelligence.  

Emotional Intelligence and Leadership 

One of the most applied constructs which emotional intelligence has been associated with is that of leadership (Mandell & Pherwani, 2003). Researchers investigating the effects of transformational and transactional leadership have found that transformational leadership predict higher ratings of effectiveness and satisfaction (Hater & Bass, 1988), higher group performance (Keller, 1995), and higher amount of effort on the part of subordinates (Seltzer & Bass, 1990) compared to transactional leadership. Researchers in the area of leadership have likewise proposed that effective transformational leaders must possess social and emotional intelligence. These elements are considered critical to inspire employees and to build strong relationships. Research comparing emotional intelligence and transformational leadership has consistently found positive correlations between the two constructs. In a study examining transformational leadership and emotional intelligence in 32 individuals in management positions, Mandell and Pherwani (2003) found that level of emotional intelligence (as measured by the Bar-On Emotion Quotient Inventory) was significantly related to transformational leadership style (R = .50). 

The foremost contributor to the area of emotional intelligence and leadership is Daniel Goleman, who has written several books on implementing emotional intelligence in an organization, including Working with Emotional Intelligence (1998) and The Emotionally Intelligence Workplace (2001). Goleman posits that leaders high in emotional intelligence are key to organizational success; leaders must have the capacity to sense employees' feelings about their work environments, to intervene when problems arise, to manage their own emotions in order to gain the trust of the employees, and to understand the political and social conventions within an organization (Goleman, 2001).
Transformational Leadership Style and Emotional Intelligence

Emotional intelligence of managers in organizations has been found to be related to the leadership behaviors (Atwater and Yammarino, 1993; Gibbons, 1986; Howell and Avolio, 1993; Ross and Offerman, 1997; Southwick, 1998; Brown and Moshavi, 2005; Barbuto and Burbach, 2006; Sosik and Megerian, 1999; Leban and Zulauf, 2004; Duckett and Macfarlane, 2003; Sivanathan and Fekken, 2002). Gardner and Stough (2002) investigated whether emotional intelligence predicted transformational, transactional and laissez-faire leadership styles measured by the multifactor leadership questionnaire in 110 senior level managers. Effective leaders were identified as those who reported transformational rather than transactional behaviors. Emotional intelligence correlated highly with all components of transformational leadership.    

It was expected to find that emotional intelligence is positively related to transformational leadership behaviors used by hotel managers. 

Hypothesis 1. There is a significant relationship between transformational leadership behaviors and emotional intelligence.
 Transactional Leadership Style and Emotional Intelligence

In a study of 49 managers using Bar-On’s (1997) self-report Emotional Quotient Inventory and subordinates ratings on Bass and Avolio’s (1995) Multifactor Leadership Questionnaire, Barling, Slater and Kelloway (2000) found three aspects of transformational leadership (idealized influence, inspirational motivation, and individualized consideration) and constructive transactions associated with emotional intelligence. In contrast, no association emerged between transactional leadership and emotional intelligence. Barling, Slater and Kelloway (2000) investigated whether emotional intelligence (EQ) is associated with the use of transformational leadership in 49 managers. Managers completed questionnaires assessing their own emotional intelligence and attributional style; their subordinates (n = 187) provided ratings of their transformational leadership. Controlling for attributional style, multivariate analyses of covariance showed that three aspects of transformational leadership (i.e. idealized influence, inspirational motivation, and individualized consideration) and constructive transactions differed according to level of emotional intelligence. In contrast, no multivariate effects emerged for transactional leadership. 
Moreover, studies by Burns (1978), Gardner and Stough (2002) indicated that transactional leadership behaviors are not related to emotional intelligence.
It was expected to find that transactional leadership behaviors are not correlated with emotional intelligence. 

Hypothesis 2. There is not a significant relationship between transactional leadership behaviors and emotional intelligence.
Laissez-Faire Leadership Style and Emotional Intelligence

Research on the effects of leadership behaviors and emotional intelligence commitment has shown that laissez-faire leadership style is not correlated with emotional intelligence (Gardner and Stough, 2002; Bass, 1997; Hayashi, 2005; Burbach and Barbuto, 2004; Gardner, 2002; Barling, Slater and Kelloway, 2000). The third hypothesis:

It was therefore expected that laissez-faire leadership approach would not be found to have a significant effect on emotional intelligence.  

Hypothesis 3: There is no relationship between laissez-faire leadership style and emotional intelligence of leaders.

METHODS

Sample

The sample for this study was drawn from 16 five-star hotels in Turkey. These were randomly selected from the list of 160 five-star hotels in the country in 2006. (Turkish Bureau of Statistics, 2006). Eight of them were foreign-owned, 6 were locally owned, and 2 were joint ventures. They ranged in size from 210 to 480 employees and 100 to 323 guest rooms. 

Participants were told that the study was designed to collect information on the leadership styles used by first-line managers and their emotional intelligence the hospitality workforce. They were given confidentially assurances and told that participation was voluntary. The questionnaires were collected immediately. 

   A total of 80 samples (16 managers and 64 non-managerial employees) participated in this study. Incomplete questionnaires reduced the sample size to 63 subjects (16 managers and 47 non-managerial employees).

The majority of sample members were male (90% for non-managerial employees and 72% for managers) and the average position tenure was 1.90 years for non-managerial employees and 2.89 years for the managers. Most (86% of non-managerial employees and 100% of the managers) held undergraduate degrees. 

Measures: Independent Variables
Leadership styles 

Transformational, transactional and laissez-faire leadership styles were measured by using Bass and Avolio's (1995) Multifactor Leadership Questionnaire (MLQ form 5X). It was distributed to the 5-star hotels’ non-managerial employees to be completed. It represents one of the few measures available that attempts to assess the full range of leadership behavior using a multifactorial model. The MLQ 5X identifies three types of leadership behavior: transformational, transactional, and laissez-faire. 

The original MLQ has been examined in numerous research studies and on a broad range of sample populations (Lowe et al., 1996). Form 5X, introduced in 1991 incorporated a variety of refinements (Avolio et al., 1999). Reliability coefficients for the MLQ 5X leadership scales range from 0.74 to 0.91 (Bass and Avolio, 1995, Howell and Hall-Marenda, 1999). While the depth of research conducted on the MLQ 5X is not as extensive as that conducted on the original questionnaire, there is sufficient validation data to suggest that it is likely to replicate or improve upon the research record of its predecessor (Fornell and Larker, 1981, Den Hartog et al., 1997, Lowe et al., 1996).
The MLQ Form 5X is self-scoring (the managers scored themselves for their leadership styles) and uses 36 items to measure nine subscales. These items are rated using a five-point scale with anchors labeled as 0 = not at all, 1 = once in a while, 2 = sometimes, 3 = fairly often, 4 = frequently, if not always.  

Examples of items from the MLQ-Form 5X questionnaire include: (a) transformational -talks optimistically about the future; (b) transactional – directs my attention towards failures to meet standards, (c) contingent reward - provides me with assistance in exchange for my efforts, and (c) laissez-faire - avoids making decisions.
A factor analysis for the MLQ 5X in this study was conducted. The principal components analysis method was used to extract a set of independent factors. The varimax rotation method was then applied to clarify the underlying factors. 

Three factors were identified, accounting for 84.5 percent of the total variance for leadership scores. Factor 1 explained 63.9 percent of the variance; factor 2 explained 12.8 percent of the variance and factor 3 explained 7.8 percent of the variance. These factors were identified as transformational leadership, transactional leadership, and laissez-faire leadership, respectively. 

Measures: Dependent Variable

Emotional Intelligence. A measure of emotional intelligence developed by Schutte et al. (1998) was employed in the this study. It was distributed to the 5-star hotels’ first-line managers to be completed. Development of the scale was based on the model of emotional intelligence proposed by Salovey and Mayer (1990). The scale is a 33-item self-report measure that includes items such as “By looking at their facial expression, I recognize the emotions people are experiencing” and “I easily recognize my emotions as I experience them.” Respondents use a 5-point scale, on which a 1 represents strongly disagree and a 5 represents strongly agree, to indicate to what extent each item describes them. Schutte et al. (1998) provide extensive validation and reliability evidence and report coefficient alphas in the range of 0.90. The coefficient alpha for this study was 0.83.
Measures: Control Variables

It is important to control for factors that have been shown or hypothesized to influence either the independent or dependent variables of interest in organizational behavior investigations. Based on a review of the relevant literature several individual factors were identified as potential correlates of the study variables of interest. The control variables of education, age and job tenure were included, as these have been found to be significant predictors of employee satisfaction and commitment.  

RESULTS

All the components of transformational leadership were significantly and positively correlated to emotional intelligence variable (p < .01). On the other hand, there were no significant correlation between those of transactional and laissez-faire approaches and emotional intelligence.     

A hierarchical regression analysis was conducted. The variables were entered into the regression equation in two steps, the control variables in the first step and the independent variables in the second. 

Hypothesis 1, which states that there is a significant relationship between the transformational leadership factors and subordinate satisfaction with supervision, received strong support. The R2 result of .93indicates that 93% of the observed variability in the dependent variable emotional intelligence is explained by the independent variables, the components of the transformational leadership. Evaluation of the Beta coefficients indicated that all transformational leadership factors (idealized influence, inspirational motivation, intellectual stimulation, and individualized consideration) were significant predictors of emotional intelligence and positively correlated with it. The predicted value of the dependent variable, emotional intelligence, increased 11%, 7%, 18%, 3% and 39% when the values of idealized influence (attributed), idealized influence (behavior), inspirational motivation, intellectual stimulation, and individualized consideration increased by 1 (p < .05). A partial correlation analysis indicated that the positive relationship between the independent variables and emotional intelligence was strongest for “individual consideration” (r = .34, p < .001) 

Hypothesis 2, which states that there is not a significant relationship between the transactional leadership factors and emotional intelligence, received support. The R2 result of .60 indicates that 60% of the observed variability in the dependent variable emotional intelligence is explained by the independent variables, the components of the transactional leadership. Evaluation of the Beta coefficients indicated that none of the transactional leadership factors was significant predictor of emotional intelligence and only management by exception (passive) leadership style was negatively correlated with it. A partial correlation analysis indicated that the negative relationship between the independent variables and emotional intelligence was strongest for management by exception (passive) (r = -.61, p < .001). 

Hypothesis 3, which states that there is no significant relationship between the laissez-faire leadership approach and emotional intelligence, was also supported. Laissez-faire leadership style was not a significant predictor of emotional intelligence and explained a non-significant amount of variance (3%).  

DISCUSSION

In this study, the relationship between leadership behaviors and emotional intelligence was focused. It was found that transformational leadership behaviors used by the first-line managers at 5-star hotels were closely related to their emotional intelligence. All the components of transformational leadership namely idealized influence (attributed), idealized influence (behavior), inspirational motivation, intellectual stimulation, and individualized consideration are related positively to emotional intelligence. On the other hand, no significant relationship between emotional intelligence and both transactional and laissez-faire leadership styles was found. These findings are consistent with previous research suggesting that transformational leadership is positively correlated with emotional intelligence, while transactional and laissez-faire leaderships resulted in no relationships with emotional intelligence (Atwater and Yammarino, 1993; Gibbons, 1986; Howell and Avolio, 1993; Ross and Offerman, 1997; Southwick, 1998; Brown and Moshavi, 2005; Barbuto and Burbach, 2006; Sosik and Megerian, 1999; Leban and Zulauf, 2004; Duckett and Macfarlane, 2003; Sivanathan and Fekken, 2002; Barling, Slater and Kelloway, 2000; Burns, 1978; Gardner and Stough, 2002; Bass, 1997; Hayashi, 2005; Burbach and Barbuto, 2004). 

In this study, ‘individual consideration’ has the highest positive correlation with the dependent variable: emotional intelligence. Leaders skilled at individualized consideration are capable of assessing individual follower’s needs and assigning tasks appropriate to those needs. In order to do this, the leader must truly understand the follower’s needs, both emotional and developmental. This would require emotional perception on the part of the leader, and thus would be related to emotional intelligence. When leaders practice individualized consideration, they pay attention to their followers’ needs, show empathy and encourage personal development and expression. When leaders show understanding and support, followers are likely to be interested in and focus on their tasks instead of on extraneous worries; they are likely to take risks and explore new approaches (Amabile, 1996; Deci and Ryan, 1985; Shamir, House, and Arthur, 1993). Followers’ feelings of enhanced competence, and their perceptions of personal discretion and responsibility, are likely to boost their intrinsic motivation (Deci and Ryan, 1985; Zhou and Oldham, 2001; this in turn results in heightened satisfaction and commitment (Amabile, 1996). If subordinates perceive their managers as change agent who are good role models, who can create and articulate a clear vision for an organization, who empower subordinates to achieve at higher standards, who act in ways that make others want to trust them, and who give meaning to organizational life, it may increase their own satisfaction and commitment. This, in return, may lead to higher managerial and organizational effectiveness. 

Transactional leadership may not provide desired results in organizations for a number of reasons. Some of these are: unreliable performance appraisal systems, subjectively administered rewards and poor managerial skills in showing employees the pay for performance link. In addition, managers provide rewards that are not perceived by the followers to be meaningful or important. A small pay increase, a personal letter from the boss, or a job transfer may not be what the employee wants in the form of contingent reward. Until managers understand the employees’ desires, administer rewards in a timely manner, and emphasize the pay-performance link, there is likely to be confusion, uncertainty and minimal transactional impact in leader-follower relationships.

An interesting result of this study was that the foreign-owned 5-star hotels used a more transformational approach to leadership, focusing on the needs and motives of employees whereas the local-owned 5-star hotels used a more transactional approach, focusing on specific rules, procedures and policies for handling predictable matters and taking corrective action only where there has been a deviation from the rules or procedures. The reason might be the 5-star hotel managers’ perception about the hospitality industry in Turkey. To illustrate, during the informal meetings with the managers of the 5-star hotels with foreign investment, majority of them informed that the hospitality industry in Turkey is unpredictable and dynamic. Because environmental uncertainty threatens an organization’s effectiveness, managers will try to minimize it. One way to reduce environmental uncertainty is through adjustment in the organization’s structure. The greater the uncertainty, the more an organization needs the flexibility offered by an organic design (Robbins and Coulter, 2005). An organic organization is a highly adaptive and flexible structure in which employees are highly trained and empowered to handle diverse job activities and problems, require minimal formal rules and little direct supervision.  On the other hand, managers of the local 5-star hotels perceived that the hospitality industry in Turkey as stable and predictable. Therefore, mechanic organizations that are rigid and tightly controlled structures tend to be most effective. These findings are consistent with the previous research stating that transactional leadership is more likely to appear in mechanistic organizations than in organic organizations and transactional leadership approach can be effective where the organizational environment is stable and predictable but a more transformational approach is advocated where the problems faced are not routine (Bass, 1985; Valle, 1999).

In summary, leaders using transformational leadership behaviors have higher emotional intelligence than leaders using transactional and laissez-faire styles. If an organization wants to succeed in a rapidly changing business environment, it is better for managers to use transformational leadership behaviors rather than transactional and laissez-faire leadership approaches. 

Study Limitations and Recommendations for Future Research

The study has several limitations that could be future research topics. First, some characteristics of the hotels may have affected the findings, such as their source of funding.  Whether they had foreign or local funding may have affected their organizational culture, which in turn could influence their leadership styles.  Second, the surveys were completed in March-April months, a very busy season for tourism in Turkey, with high stress levels for managers and high workloads for subordinates.  Third, demographic factors might have affected the results. Most of the participants were young with a job tenure under 3 years (32 months). Finally, there may have been a self-selection bias among the subordinates who participated in this study since participation was voluntary.
The findings of this study highlight the impact of leadership behaviors on emotional intelligence in 5-star hotels; there is a question about the generalizability of these findings to other hospitality organizations such as three or four-star hotels or 5-star hotels. Would a 5-star hotel with a history of business difficulties produce similar results?  Probably, an organization’s environmental and historical contexts play a role in the relationship between leadership behaviors and effectiveness (Burke and Litwin, 1992). Future field studies could address this question.

CONCLUSION

It is concluded that emotional intelligence significantly influences transformational leadership style. Firstly, the level of emotional awareness and the management of emotions in oneself and others, influence the level of commitment and involvement of a leader with the individual follower.  This involvement enables the leader to influence the behavior of the individual follower in order to develop the person to transcend to higher levels of performance.  Such a leader is able to instill trust and commitment, as he understands the underlying emotions associated with individual behavior.  Secondly, such a leader is able to inspire the follower to exert extra effort, which in turn results in a higher level of satisfaction for the follower.

Argued from the Non-Transactional or Laissez-faire point of view, the results suggest that a leader with less emotional intelligence feels more comfortable with this style of leadership.   The Laissez-faire leader distances himself from the individual.  An emotionally unaware or unintelligent leader finds it difficult to identify, use or manage the emotions associated with individual and group sessions.  This includes emotions associated with conflict situations as well as positive emotions, which support individual commitment and inspiration.  It can be argued that such a leader will find it difficult to install vision, motivate and inspire, transform people to higher levels of performance, communicate trust and emotional support and influence behavior, as he finds it difficult to get involved with the individual.   The transactional leadership factor namely passive management by exception, displayed a similar pattern of a high negative relationship with the level of emotional intelligence.  Such a leader only gets involved with the performance of individuals once set targets are not met and there is an absolute need for action to be taken.    

The findings of this study have several practical implications. First, the results suggest the need for more transformational leaders in hospitality organizations.  Since transformational leadership has been shown to be positively related with emotional intelligence, managers using it will increase their organization's performance. Second, if transformational leadership can be taught to individuals at all levels within an organization, it can positively affect a firm’s performance (Bass and Avolio, 1990; Pounder, 2003). Finally, it can be used in recruitment, selection, promotion, training, and development.  Transformational leadership can also be used in improving team development, in decision-making groups, and in guiding quality initiatives and reorganization.  (Bass and Avolio, 1994). 

Several major conclusions emerging from this study can be stated. Managers in a hospitality organization should try to:

· Use transformational leadership behaviors rather than transactional leadership behaviors and avoid laissez-faire approach. 

· Become strong role models for their followers by developing set of moral values and expressing strong ideals.

· Provide a supportive climate in which they listen carefully to the individual needs of followers and act as coaches and advisers while trying to assist individuals in becoming fully actualized.

Leadership is at the heart of effective management. Whether intentional or unintentional, the actions and attitudes of those in positions of authority affect the actions and attitudes of employees. This study has provided compelling evidence for the importance of continuing the efforts to understand the nature of the leadership behaviors-effectiveness connection. If we are to succeed in our efforts to build healthy, sustainable organizations, we must continue to invest in the development of transformational leaders who understand and respect the people that are at the heart of their success.   

In conclusion, managers in organizations should be conscious of their leadership styles. In addition, to search which leadership behavior is effective in which managerial level and in which job, to see how efforts to modify leadership styles affect leadership and organizational effectiveness, and to take some corrective measures when leadership behavior does not match organizational requirements will lead to organizational success in changing business environment.
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