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Abstract

The Ghanaian hotel industry which is categorised under the tertiary sector and
dominated by small and medium-sized enterprises (SMESs) accounts for over half of
tourist accommodation and contributes more to the Gross Domestic Product (GDP)
of Ghana than the other industries. Ghanaian SME hotels are however
acknowledged to lack professional and multidisciplinary competent staff, who are
characterised with high power distance, high uncertainty avoidance and affected by
collectivist societal factors. Scholarly debate on the mechanisms through which
leadership supports SME employee’s competence development, for effective service
delivery in the hotel industry is therefore inconclusive.

The aim of this research is to explore situational leadership support and impact on
employee’s competence development and identify contextual factors, that need to be
considered alongside employee readiness levels when deciding on a situational
leadership theory (SLT) leadership style to support employee’s competence
development in the various quadrants of situational leadership model.

Ghanaian SME hotel managers who often double as owner-leaders tend to exhibit
the use of less structured leadership styles to support their employees competence
development. Interventions within Ghanaian SME hotels are therefore likely to be
affected by their behaviour, culture, beliefs, and form of business ownership due to
their proximity to employees.

Limited research has showcased the different situational leadership styles used by
Ghanaian SME hotel leaders to support the competence development of their
employees who are characterized as being first-time employees, senior high school

(SHS) or vocational school leavers with no or limited competence and are also



placed in an industry characterised by high levels of emotional exhaustion,
occupational stress, long working hours, and mood swings.

This research is underpinned by an interpretivist philosophy using a case study
strategy to create new, deeper understanding and interpretations of social worlds
and contexts using semi-structured interviews and hotel records from ten Ghanaian
SME hotels to provide in-depth information to achieve the research aim and
objectives. The data analysis process was implemented alongside data collection.
The researcher adopted the use of thematic analysis supported by CAQDAT (NVivo)
to analyse data and adopted the Gioia approach to presenting the results.

Findings revealed on-the-job training, use of the scrum system, face-to-face
discussions, aligning staff passion to job roles, allowing staff initiative-taking, task-
assignment and social and financial support as the leadership practices Ghanaian
SME hotel managers apply to support their employees competence development,
which are align with the four situational leadership styles. On-the-job training, which
aligns with the directing and coaching styles within situational leadership model is
used as a major managerial employee competence development practice by
Ghanaian SME hotel managers. This is due to Ghanaian SME hotels liability of
smallness, their rarely receipt of job applications from qualified staff, the lack of
professionally trained key employees like receptionists, specific to the hotel industry,

its associated cost-effectiveness and being focused on employee’s training needs.

The research builds on current understanding of situational leadership support on
employee’s competence development, and develops a novel model recognising
culture, family ties and religious factors as key contextual factors in the leadership
process that need to be considered alongside employee readiness level at the

various development levels. It also aligned Ghanaian SME hotel managers



leadership practices with situational leadership directive and supportive leader
behaviours, to provide guidance on how managers or leaders can support the
development of their employee’s competence for effective service delivery to achieve

organisational objectives.
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Chapter One.
1.0 Introduction and Research Overview
1.1 Introduction

The support for the development of employee competence reflects the leadership
styles adopted by leaders or managers operational within organizations. The training
received by prospective employees from educational institutions and training
providers is assumed to be different from the skills and competences required by
employers in the job market. This has resulted in competence mismatch in most
industries, impacting not only on the individual but society as a whole (Skrinjarié,
2022). To address this mismatch which increases operational cost and employees
workload within organizations (Shury et al., 2010), the leadership styles adopted by
leaders and managers will play a key role to support and develop the practical and
cognitive (Hughes et al, 2018) competences as well as employees commitment
within organizations (Tripathi et al., 2021) to achieve stated organizational goals.
However, the difficulty in selecting the best leadership style by managers or leaders
for effective leadership (Thompson & Glaso, 2015) has overwhelmed researchers
especially Small and Medium-sized Enterprises (SMESs) who are disadvantaged by
their liability of smallness (Parida et al., 2012).

Laying the foundation for this research, this chapter presents an overview of the
research, including the research context and research justifications, which explains
the motivation of the researcher in this topic. The chapter also highlights the
research gap, research questions and objectives, the proposed contribution to

knowledge and concludes with the structure of this research.



1.2 Geographical Context of the Research

Ghana has developed a reputation as one of the more stable countries in West
Africa spanning from 1992 when it transitioned to multi-party democracy. Gold Coast
as it was formally known, Ghana gained independence from Britain in 1957,
becoming the first sub-Saharan nation to break free from colonial rule. Gold, cocoa
and more recently oil form the cornerstone of Ghana's economy have helped fuel an
economic boom (BBC Monitoring, 2020). It has a Population of 30.832 million, with
an area of 238,533 square kilometres (GSS, 2021).

The major languages used as medium of communication is English, African
languages including Akan, Ewe and Dagbani whilst the major religious practices are
Islam, Christianity, and indigenous beliefs. Life expectancy for men is around 64
years whilst that of women is 66 years with a legal tender called the Ghanaian Cedi
(BBC Monitoring, 2020).

Ghana predominantly has a collectivist culture (Akoensi, 2018) with a very high-
power distance based on exploring Hofstede cultural dimension (Danquah, 2018;
Ansah, 2015). This means that people accept a hierarchical order in which
everybody has a place, and which needs no further justification. Respect for family,
spirituality (Akoensi, 2018), position, age, wealth, and other attributes are therefore
very paramount among individuals in society and in organisations.

Consequently, the differences between cultures, particularly in terms of the values,
attitudes and behaviours of individuals, and their divergence has implications for
leadership in organisations (Hofstede & Hofstede, 2005) in Ghana. What employees
will accept as an ideal and effective leaders style, for example, in the western world

may not be the case in some cultures in Ghana (Dotse & Asumeng, 2014).



As part of the country’s restructuring aimed to deliver tailor-made governmental
support to its targeted industries, Aduhene & Osei-Assibey (2021) reiterates that the
Ghanaian economy has been sectioned into three sectors namely, primary,
secondary, and tertiary sectors. The primary sector consists of the agriculture and
allied sector such as mining, fishing, and forestry. Service industries including
industries involved in the manufacturing and production processes are categorized
under the secondary sector whilst the tertiary sector involves all service provision
industries like information technology, hotels, restaurants, education, real estate,
banking, transport, travel, and tourism industry.

The average annual growth rate of Ghana’s economy has not exceeded 6.3% for the
last two decades accounting for 5.36% for the years 2000-2009 and 6.83% for the
years 2010-2018 with the tourism and hospitality sectors which is dominated by
SMEs contributing more to the GDP of Ghana than the other sectors (World Bank,
2019a) and hence places SMEs as the backbone of the Ghanaian economy as they
make up about 92 per cent of businesses in Ghana (Asunka, 2017).

SMEs growth and sustainability is key to the economic development of every
economy (Boadu, 2016: Chit, 2018), they are the highest contributors to GDP (Igbal,
Johl & Yussof, 2015), makes up 95% of companies in OECD countries and 99% of
all businesses in the European Union (Ormazabal., Prieto-Sandoval, Puga-Leal &
Jaca, 2018), and most SMEs act as the pivot to large organizations (Thanki &
Thakkar, 2018).

The contribution of SMEs to the GDP of Ghana would have been more if government
could account for all SMEs operating in Ghana due to their informal nature as there
are an estimated 2.1 million businesses in the Ghanaian micro, small and medium

enterprises (MSME) sector creating an estimated 3.9 million jobs, employing roughly


https://www-emeraldinsight-com.apollo.worc.ac.uk/author/Thanki%2C+Shashank+J
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2.5 million people at an average of 1-2 jobs created per micro enterprise per yeatr.
The small enterprises accounts for 15% of all SMEs, with about 320,000 businesses,
accounting for 23% of all MSME jobs (1.9 million employees), thus 6 jobs created
per small enterprise per year. Medium enterprises comprise of about 85,000
enterprises, making up 4% of all SMEs and contributing about 47% of the total
MSME employment (approximately 3.9 million jobs), thus an average of about 46
jobs created per medium enterprise per year (Ministry of Trade and Industry MSME
Policy Report, 2019).

The Ministry of Trade and Industry of Ghana (MOTI), (2019) Micro, Small and
Medium Enterprises (MSMES) policy report reiterated that MSMEs are an integral
part of the Ghanaian economy, and their importance is even more magnified, as they
generate 70% of national output and employing more than 80% of the workforce.
They constitute around 92% of businesses in Ghana, account for about 85% of
manufacturing employment and contribute about 70% of Gross Domestic Product
(GDP).

The inability of Government to account for all SMEs in Ghana is due to the fact that
SMEs are grouped into two according to Kayanula & Quartey (2000), thus urban and
rural SMEs. Urban SMEs are sub-categorised into “organized” and “unorganized”.
Kayanula & Quartey (2000) further reiterated that the “organised” SMEs are those
having paid employees with registered offices and the payment of employees social
security and national insurance trust (SSNIT) whilst the “unorganised” and rural
SMEs are the ones operating in temporary wooden structures, sometimes with no
salaried employees and hence making it difficult for government agencies to

recognize their contribution to economic development at the national level.



Due to their liability of smallness (Parida et al., 2012) as compared to large
organisations, Ghanaian SMEs are characterized more as labour intensive with
lower capital costs associated with job creation, mostly registered under sole
proprietorship form of businesses, prevalence of largely informal employer-employee
relationships, and owner’s family members involvement in the activities of the
business. They are also characterized with more owner-power for decision-making
as SMEs tend to revolve around their owner-managers with a larger portion of their
workforce split between hired staff, trainees, or apprentices (MOTI MSME Policy
Report, 2019).

Given the relevance of SMEs to the health of any economic system, it is common
within the history of Ghana to support the survival and growth of SMEs and hence
the focus of a number of reports in Ghana, have called for new strategic directions if
SMEs wants to sustain their competitiveness and financial success in the future
(Ohene-Konadu, 2008). Researchers from both advanced and emerging countries,
have underscored the need for SME development, necessitated by the increasing
role that SMEs play in every economy (Abor & Quartey, 2001: Obi et al., 2018:
OECD,2017: Tehseen, 2019).

The source of this standpoint is based on the peculiar problems relating to their
limited resources and range of technological competencies: owners/managers
interference in decision-making: dependence on limited customer base and
suppliers: and focus on the efficiency of current operations (Badger et al., 2001).
Specific to Ghana, challenges and constraints inhibiting the development of MSMEs
include inadequate data on MSMEs, limited access to credit or finance, limited

access to equipment and technology, inadequate entrepreneurial and managerial



skills, Regulatory and legal constraints, and limited access to market intelligence
(MOTI MSME Policy Report, 2019).

Aryeetey and Ahene (2005) noted that old roles are being performed by older
organisations amidst emerging initiative with the Ministry of Trade and Industry still
retaining the primary responsibility for the indigenous private sector most of which
are SMEs. Aryeetey & Ahene (2005) further noted that due to the severity of
segmentation of SMEs, various other ministries have responsibility for implementing
and promoting SME matters, including the Ministry of Finance, the Ministry of Food
and Agriculture and the Ministry of Tourism. Other agencies charged with the same
responsibilities include the National Board for Small Scale Industries (NBSSI),
Ghana Investment Promotion Centre (GIPC), Ghana Free Zones Board and Ghana
Export Promotion Council.

A specific development policy relative to MSME is non-existent in Ghana as the
prevailing initiatives for enhancing the development of MSMEs in Ghana according
to MOTI (2019) are enshrined in other government policy documents. These policy
documents which include the MSME development is inherent in the Ghana Shared
Growth and Development Agenda (2014 -2018) as activities within the Private Sector
and Competitiveness Cluster. The Micro and Small Enterprise Development (MSED)
is also addressed as a sub-sector within the MOTI Private Sector Development
Strategy which is skewed towards small, medium and large enterprises, and the
MSED is integrated into the Ghana Industrial Policy (2013) as a sub-sector. Again,
the MSED initiatives are integrated within the Economic Development Term Plan
(2014-2018): and finally, the MSED initiatives are integrated within MOTI Medium

Term Plan (2014-2018) (MOTI MSME Policy Report, 2019, p.2).



This has prompted the Government of Ghana to roll out an initiative to support over
5000 SMEs and to oversee and implement a 10-year SME master plan to improve
SME competitiveness and growth, foster high growth potential, upgrade skills and
job opportunities by addressing skills mismatch, upgrading human capital and
increasing market access and exports (Adams & Appiah, 2018).

Despite these initiatives, extant research in the Ghanaian SME sector indicates that
government policies on taxation, access to finance and imports do not provide
sufficient incentives to Ghanaian SMEs (Attrams & Tshehla, 2022). Consequently,
Ghanaian SMEs are still struggling with high tax bills, limited access to finance and
the importation of inferior goods which are affecting their development (Attrams &

Tshehla, 2022: Agyapong, Mmieh & Mordi, 2018).

1.3 The Ghanaian Hotel Industry

Evidence suggests that most hotel employees are always in the front line, and hence
play a crucial role in service delivery (Terglav et al., 2016) due to their constant and
frequent interaction with customers (Standstrom & Reynolds, 2019).

The Ghanaian hotel industry (GHI) which is categorized under the tertiary sector of
Ghana (Aduhene & Osei-Assibey, 2021) and dominated by SMEs (Chung &
D’Annunzio-Green, 2018: Spio-Kwofie et al., 2017: Peacock & Ladkin, 2002). The
sector accounts for 56.5% of tourists accommodation (Ghana Tourism report, 2019),
contributes more to the Gross Domestic Product (GDP) of Ghana than the other
sectors (World Bank, 2019a: Aduhene & Osei-Assibey, 2021) hence, vital to the
economic prosperity of Ghana.

The industry is also characterised with first-time employees, SHS or vocational

school leavers with no or limited experience (Appaw-Agbola, 2016), diverse (Mircetic



et al., 2019), lack professional and multidisciplinary competent staff (Appaw-Agbola,
2016). It is also labour intensive (Marneros et al., 2021) and staff who tend to exhibit
high levels of emotional exhaustion, occupational stress, long working hours, mood
swings (Tongchaiprasit & Ariyabuddhiphongs, 2016). As a result, staff therefore
requires constant supervision (Standstrom & Reynolds, 2019) by their leaders
especially among Ghanaian SME hotels (Appaw-Agbola, 2016).

The hotel industry which is under the tourism and hospitality sector is part of the
promotion of Ghana’s Unique hospitality experience to maintain its brand identity
along the slogan “Ghana- the gate way to Africa” (Xuhua et al., 2018). This
promotion led to the influx of around 1.13 million visitors to Ghana in the 2018
‘Ghana’s Year of Return” celebration which pushed the growth of the tourism and
hospitality sector by 18% over the previous year and above the global average of 5%
(Ghana Tourism Report, 2019).

There has therefore been a continued rising trend in the contribution of the hotel
industry to Ghana’s GDP since 2014 (Sasu, 2021). The contribution of the industry to
Ghana’s GDP in 2020 stood around 3.9 billion Ghanaian cedis (around 640.9 million
U.S. dollars), a decrease from nearly 6 billion Ghana Cedis (around 985.8 million
U.S. dollars) in 2019 because of Covid-19 (Sasu, 2021).

Due to the temporary border closures, major attractions, partial lockdown and the
closure of the tourism and hospitality centres in Ghana due to the covid-19
pandemic, the tourist attraction sector of the country alone lost $171 million dollars
between 2019 and 2020 (Aduhene & Osei-Assibey, 2021). The pandemic affected
the accommodation, travel and tourism businesses more as compared to the food
and beverage (F&B) businesses with SMEs operating in the industry unable to cope

with their losses due to the lack of business insurance (Dayour et al., 2020).



Employees in the hospitality and tourism industry were faced with employment
insecurity, anxiety, work related stress, mental health issues, COVID-19-caused
layoffs, and economic hardship (Hervie et al., 2022) whilst the impact of the
pandemic on businesses included shutdowns, booking cancellations, revenue drops,
lay-offs and defaults in the payment of pension contributions and taxes (Dayour et
al., 2020).

As a result, the real per capita spending on restaurants and hotels in Ghana was
estimated at 74.13 U.S. dollars in 2022 and projected to reach 101.35 U.S. dollars
per capita by 2025 after adjusting for the expected impact of COVID-19 (Degenhard,
2021) with an overall total consumer spending on restaurants and hotels projected
to reach over 2.43 billion U.S. dollars in 2021(Sasu, 2021).

Table 1.1. Licenced Tourism Accommodation in Ghana from 2016 to 2019

Year Number of establishments (Accommodation)
2016 2,928
2017 3,246
2018 3,454
2019 4,131

Source: (Ghana Tourism Report, 2019)

Statistically there were 2,928 licenced hotels categorised into star-rated,
guesthouses and budget hotels comprising of 680 star-rated hotels (only 3 Five-Star
Hotels, 12 Four-Star Hotels and 39 Three-Stars, 170 guesthouses, and 2119 budget
hotels in Ghana (Ghana Tourism Authority, 2016). The number of registered hotels
steadily rose to 3,454 and 4,131 in 2018 and 2019 respectively (Ghana Tourism
Report, 2019) with an additional 395 registered but non-licensed enterprises of this
nature were counted in the country in 2019 (Sasu, 2022).

Statistically, the 2018 “Ghana’s Year of Return” revealed that 25 out of 29 tourists

spent between 1-7 days in hotels in the country, 165 of 257 tourists spent 8-14 days



https://www.statista.com/statistics/1164524/restaurants-and-hotels-consumer-spending-forecast-in-ghana/

while 10 in 74 tourists used a hotel accommodation for a duration of 15-21 days
(Sasu, 2022).

Table 1.2. Average occupancy rate of hotels in Ghana from 2014 to 2019

Year 5-star 4-star 3-star 2-star Average (%)
2014 62.73 60.75 62.84 62.12
2015 63.00 67.11 61.49 63.87
2016 60.00 62.00 64.00 62.00
2017 61.00 53.00 50.40 54.80
2018 66.2 51.00 53.80 57.00
2019 66.3 59.20 55.30 60.27

Six-year average hotel occupancy 60.01

Source: Author reconstructed (Ghana Tourism Report, 2019)

The 2020 occupancy rates went down by half to 31%, 38%, and 31% for 5-star, 4-
star and 3-star hotels respectively due to the effect of Covid-19 (Sasu, 2022)
implying that 2-star and others recorded an occupancy rate below 31%.

Ghanaian SME hotels under the umbrella of the hotel industry, dominated by SMEs
(Spio-Kwofie et al., 2017) primarily depend upon hotel employees who interact
directly or indirectly with customers by performing essential functions such as
greeting customers, serving customers and making customer-stay memorable for
guest (Berry, 1995). These hotels, who struggle to succeed (Xuhua et al., 2018) or
survive the second year of their inception (Oduro & Nyarku, 2018) is mostly due to
deficiencies in leadership and management skills (Hayton, 2015).

It is also due to the use of vocational and senior high school (SHS) graduates as
employees who lack the experience and possibly taking their first employment in the
hotel industry with competence such as initiative-taking very difficult to develop
(Appaw-Agbola, 2016) and also considering their employment as a job rather than a
career path (Nwosu & Ward, 2016). This mind-set bruises the passion, commitment,
and motivation of Ghanaian SME hotel staff, who are diverse in nature (Mircetic et

al., 2018), always in the front line and playing a crucial role in service delivery

10



(Terglav et al., 2016) characterized with emotional exhaustion, occupational stress,
(Tongchaiprasit & Ariyabuddhiphongs, 2016) long hours and mood swings (Mohanty
& Mohanty, 2014) due to their constant and frequent interaction with customers. This
has led to the use of less structured leadership practices by Ghanaian SME hotel
leaders and managers to support the competence development of these employees
for effective service delivery to achieve organizational outcomes (Agyapong et al.,
2016).

It is important to reiterate that Ghanaian SME hotel management and leadership are
mostly interwoven and placed mostly in the hands of the owner. Reviewing the
leadership style of Ghanaian SME hotel managers is assumed to be consistent with
reviewing the leadership style of the owner and vice versa. As a result, intervention
within Ghanaian SME hotels is likely to be affected by the behaviour, culture, and
beliefs of the SME manager (who is also mostly, the owner and leader) because of

their proximity to the employees (Peel, 2004).

1.4 Management and Leadership Within Ghanaian SME
Hotels

There are still scholarly debates on whether management and leadership overlap,
are similar or different, since some managers of organisations do not exercise
leadership, whereas other people lead without occupying any management positions
(Algahtani, 2014). Management skills are used to plan, build, and direct
organisational systems to accomplish missions and goals (Algahtani, 2014), whilst
the acquisition of resources which is an important function of leadership (Kempster
et al., 2018) utilises skills that focuses on a potential change by establishing
direction, aligning people, and motivating and inspiring (Wajdi, 2017). Some

researchers see management and leadership as being different (Nahavandi, 1997:
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Algahtani, 2014), whilst others concluded that both management and leadership are
complimentary (Wajdi, 2017) with Mladkova (2012) questioning whether managers
are or can be good leaders.

Blaha, Mateicius & Kanakova (2005) explained the three fundamental approaches to
defining and explaining effective leadership from the perspective of management
theory. This suggest that leadership is a function of management. The first approach
is based on explaining leadership in terms of personal qualities and characteristics of
the leader and other character theories. The second approach is based on analysing
how leaders support their employees, which is centred on the behaviour of the
leader and related styles of behaviour (leadership styles) and the final approach to
explaining and defining effective leadership is to analyse how leaders carry out their
function according to situations in which the leaders operate, thus the situational
approach to leadership (Gonos & Gallo, 2013).

Given that most Ghanaian SME hotels are either owner-managed or owner-led
(MOTI MSME Policy Report, 2019) due to their liability of smallness (Parida et al.,
2012) and the use of the private resources of the owner to finance the operations of
the SME hotel, the personal objectives of the owner-leader and the business
objectives of the SME hotel are interwoven. The strategic objectives and the
managerial practices to realise those objectives will therefore be carried out by the
same person. Researchers including (Wajdi, 2017) view management and
leadership to be complementary. This research holds the view that management and
leadership within SMEs in the hotel sector of the hospitality industry are interwoven.
One common thread which seems to be found in all the early leadership theories is
power (Dambe & Moorad, 2008). The next subsection will explore the concept of

power and leadership in the context of Ghanaian SME hotels.
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1.5 Power and Leadership within Ghanaian SME Hotels

Researchers including, Pfeffer (1992), Dambe & Moorad (2008), Lunenburg (2012)
and Goncalves (2013) have all acknowledged, the many definitions of power to
involve the ability to influence others to get things done or one actor to overcome the
resistance in achieving a desired result or affect the outcome of an activity.

Research also support the view that, often, the leadership of an organisation suffers
when little attention is given to how power is used (Goncalves, 2013). In their
taxonomy, Sassenach et al. (2019) concluded that one of the sources of acquiring
power is through leadership. Leadership within organizations is thus attainable when
it is combined with power (Goncalves, 2013). This acknowledges the connection of
the concepts of leadership and power as inseparable (Humphreys & Rigg, 2020;
Hersey, Blanchard, & Natemeyer,1979; Owens, 2001).

Researchers have acknowledged that, one of the most influential theories of power
comes from the work of French and Raven, who attempted to determine the sources
of power leaders use to support others (Lunenburg, 2012; Goncalves, 2013; Hersey,
Blanchard, & Natemeyer,1979).

French and Raven identified five forms of power to include legitimate, expert,
coercive, reward, and referent (Goncalves, 2013; Lunenburg, 2012; Hersey,
Blanchard, & Natemeyer,1979).

Legitimate power is based on the position held within the organisation. The
higher the position, the higher the legitimate power. A leader with high legitimate
power induces compliance or supports others because they feel that this person has
the right, by virtue of the position in the organization, to expect compliance
(Goncalves, 2013; Lunenburg, 2012; Hersey, Blanchard, & Natemeyer,1979).

Subordinates who play a major role in the exercise of legitimate, complies when they
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view the use of power as legitimate (Gibson et al.,, 2012). Consequently, as most
Ghanaian SMEs are registered under sole tradership form of business, using the
private resources of the owners to finance its operations, with limited liability (MOTI
MSME Policy Report, 2019), SME owners tend to occupy the highest position within
the SMEs, which gives them the legitimate power to induce compliance.

Expert power is based on possession of expertise, skill, and knowledge. A
leader, high in expert power is seen as possessing the expertise to facilitate the work
behaviour of others. This leads to compliance with the leader’s wishes (Goncalves,
2013; Lunenburg, 2012; Hersey, Blanchard, & Natemeyer,1979). Within the
Ghanaian context, research support the view that Ghanaian SME managers tend to
exhibit the use of less-structured approaches to achieve organizational outcomes
(Agyapong et al., 2016) due to the lack of requisite managerial skills (D’Annunzio-
Green et al., 2004). This seems to limit their expert power within the organisation.
The extent to which followers attribute knowledge and expertise to the power holder
may also affect expert power.

Coercive power is based on fear. A leader high in coercive power is seen as
inducing compliance because failure to comply will lead to punishment, such as
undesirable work assignments, reprimands, or dismissal (Goncalves, 2013;
Lunenburg, 2012; Hersey, Blanchard, & Natemeyer,1979). Ghanaian SME leaders
attain coercive power based on the legitimate power they acquire arising from
forming and owning the SME. This gives them the coercive power to induce
compliance. Instituting clearly defined policies on employee treatment, rules and
procedures that govern how coercive power is used can prevent it being used
arbitrarily and unethically. The institution of these policies however tend to be vested

into the hands of the same leader, who is also the owner and manager.
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Reward power is based on ability to provide rewards. Followers believe that
their compliance will lead to pay raises, promotions, recognition, or other rewards
(Goncalves, 2013; Lunenburg, 2012; Hersey, Blanchard, & Natemeyer,1979).
Ghanaian SME leaders attain reward power based on the legitimate power they
acquire arising from forming and owning the SME. This gives them the power to
promote, recognise and reward efforts. Reward power of the leader may however be
affected by the value or importance the employee attaches to what is offered as a
reward.

Referent power is based on personal traits. A leader, high in referent power is
liked and admired, and others wish to be identified with him or her (Goncalves, 2013;
Lunenburg, 2012; Hersey, Blanchard, & Natemeyer,1979). Referent power of
leaders within Ghanaian SMEs tend to vary, as leaders tend to exhibit different
personality traits, as the key traits of one person may be different for another
(Howell, 2012).

Lunenburg (2012) grouped these sources of power into organisational and personal.
Organizational power according to Lunenburg (2012) include legitimate, reward,
coercive powers whilst personal power includes expert and referent powers.
Generally, the personal sources of power are more strongly related to employees’
job satisfaction, organizational commitment, and performance than are the
organizational power sources (Lunenburg, 2012).

Given the integral relationship between leadership and power, and their fluid social
construction that is subject to multiple interpretations (Fiol et al., 2001), leaders must
assess not only their behaviour, but also their possession and use of power, to

understand how they support staff.
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Given that most Ghanaian SME hotels are either owner-managed or owner-led
(MOTI MSME Policy Report, 2019) due to the use of the private resources of the
owner to finance the operations of the SME hotel, power and leadership within
Ghanaian SME hotels are mostly vested into the hands of the same person. This
research holds the view that power and leadership within Ghanaian SMEs in the
hotel sector of the hospitality industry are interwoven, hence inseparable.

Research have largely supported the assumption that SMEs are more successful if
they are under a dedicated and resourceful leadership (Ng & Kee, 2017) with one of
the key constraints impacting SME performance identified to be deficiencies in
leadership and management skills (Hayton, 2015). Scholarly debate on the
mechanisms and styles through which leadership leverages SME employees
behaviour, competence, and performance, especially in the hotel industry is
therefore inconclusive (Standstrom & Reynolds, 2019).

Consequently, the situational approach to leadership has been acknowledged to be
able to accommodate behavioural and contingency variations by combining both
behavioural and contingency approaches at varying degrees of maturity and task-
readiness levels of employees (Mccleskey, 2014) to develop and leverage
employees affective and cognitive behaviour to achieve organisational objectives
(Hughes et al., 2018).

Ghanaian SME hotel employees are acknowledged to be characterized mostly as
being first-time employees, senior high school (SHS) or vocational school leavers
with varied competence levels (Apaw-agbolo, 2016). These staff, from the
perspective of SME employees will require leaders to adapt their leadership styles
(Putra & Cho, 2019) to exert their support using different human resource practices

and social-psychological means through their personality or leadership style (Chiu et
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al., 2020) to support and develop these varied competence levels. However, limited
research has explored how Ghanaian SME hotel leaders support the competence
development of their employees taking into consideration contextual factors using
different leadership styles as part of their managerial practices.

Research has however found a significant positive impact on the adoption of
strategic human resource managerial practices on employee competence
development in the Ghanaian hotel industry (Opoku, 2020). Consequently,
managerial practices in the Ghanaian hotel industry should be configured in a way
that supports and improves individual employees competencies which will enhance
organisational performance (Otoo & Mishra, 2018).

The aim of this research is to explore situational leadership support and impact on
employee’s competence development and identify contextual factors, that need to be
considered alongside employee readiness levels when deciding on a situational
leadership theory (SLT) leadership style to support employee’s competence
development in the various quadrants of situational leadership model.

This research will contribute to the situational leadership and employee’s
competence development literature by addressing the call for further research by
Opoku (2020) to examine the effect of managerial practices on employee
competence in the Ghanaian hotel industry.

The leadership practices of Ghanaian SME hotel managers and how they support
their employee’s competence development using different leadership practices will
builds on current understanding of how these practices align with situational
leadership styles used to support employee’s competence development. This will
provide guidance on how managers can support the development of their employees

competence for effective service delivery to achieve organisational objectives.
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1.6 Research Questions and Objectives

The research questions and objectives have been carefully developed from the

above context, to achieve the research aim.

1.6.1 Research questions

1. What leadership practices do Ghanaian SME hotel managers apply in the
leadership process, to support employee’s competence development to
achieve organisational objectives?

2. How do the application of the leadership practices adopted by Ghanaian SME
hotel managers in the leadership process to support employee’s competence
development, align with situational leadership styles?

3. What contextual factors need to be considered, alongside employee
readiness level when deciding on a situational leadership theory (SLT)
leadership style to support Ghanaian SME hotel employee’s competence

development in the different quadrants of the situational leadership model?

1.6.2 Research objectives

1. To identify the different leadership practices applied by Ghanaian SME hotel
managers in the leadership process to support employee’s competence
development to achieve organisational objectives.

2. To explore how the application of leadership practices adopted by Ghanaian
SME hotel managers in the leadership process, to support employee’s
competence development, align with situational leadership styles.

3. To develop a model to show the contextual factors that need to be

considered, alongside staff readiness level when deciding on a situational
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leadership theory (SLT) leadership style to support Ghanaian SME hotel
employee’s competence development in the different quadrants of the

situational leadership model?

1.7 Organization of Thesis Chapters

This thesis is structured into five chapters. Figure 1 offers a sequential overview of
the thesis structure and a summary of each of the chapters is highlighted below.

Chapter one is an introductory chapter which provides a general overview
about the research context, power and leadership and the aim of the researcher for
conducting this research.

Chapter two which is the literature review chapter is structured in a logical
manner by defining SMESs, contrasting management and leadership, reviewing
leadership within SMEs, leadership theories and their limitations, leadership
definition within Ghanaian SMEs, situational leadership theory and employee
competence. Secondly, the chapter also identified the existing gap in knowledge
based on the literature reviewed and finally concludes with studies that influenced
the research.

Chapter three is the research methodology chapter. This chapters explains
the theoretical underpinning and research methods by explaining and justifying the
research methodology by discussing and justifying the research philosophy,
research approach, methodological choice, research strategies, data collection, data
analysis methods, research rigor and ethical considerations.

Chapter four is the research findings and discussion chapter. This chapter
provides the reader with the main findings from this research, how findings extends

situational leadership literature, and suggests a new model detailing how Ghanaian
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SME hotel managers leadership practices support the competence developments of
employees and the contextual factors that need to be considered, alongside
employee readiness level when deciding on a SLT leadership style to support
employee’s competence within Ghanaian SME hotels.

The final chapter which is chapter five is the conclusion chapter. The research
findings are justified to ensure that it achieved the research objectives. The chapter
also highlights the research limitations and suggestions for further research. The
chapter also highlights the research contribution to knowledge and practice, its
transferability, and concludes with a personal reflection of the researcher’s journey at

the end of the thesis.

Figure 1.1 Structure of the thesis

Chapter one: introduction

—] =

Chapter Two: Literature Review

— =

Chapter Three: Research Methodology

I =

Chapter Four: Findings and Discussions

—]

Chapter Five: Conclusion

B =
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Chapter Two.
2.0 Literature Review

2.1 Introduction

Small and medium-size enterprises (SMEs) are conceded universally for their
distinctive impact to economic and social growth (Brahim & Nourredine, 2017) as
they (SMEs) are known to be the highest contributors to gross domestic product
(GDP) in most countries (Aamir, Johl & Yussof, 2015). SMEs play a major role in
creating employment opportunities in most economies, be it a developed, emerging,
or developing economy (Chit, 2018).

The fundamental need of SMEs in the African continent cannot be over emphasized,
as SMEs are the backbone of most African economies, accounting for approximately
more than 90% of all businesses, providing nearly 80% of the region’s employment
and contribute about 50% of Gross National Product (GDP) (Fjose et al., 2010;
Kamunge, Njeru & Tirimba, 2014).

In Nigeria for instance, SMEs accounts for 96% of the country’s businesses, 70% of
its industrial jobs and 95% of its manufacturing sector (Kauffman, 2006; LSEG,
2019).

In Kenya, SMEs contribute about 40% of their GDP, create over 50% of new jobs
and account for 80% of their workforce (Kithae et al., 2012; Mwarari & Ngugi, 2013).
Again, Zambian SMEs accounts for 97% of businesses and 18% of its workforce
(Parker, 1996).

Countries within the organisation of economic cooperation and development

(OECD), SMEs make up 95% of companies and 99% of all businesses in the
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European Union (OECD, 2019; Ormazabal et al., 2018), and most importantly, SMEs
act as the pivot to large organizations (Thanki, Govindan & Thakkar, 2016).

In Japan and the United States of America (USA), even though may have relatively
more large firms than SMEs (OECD, 2019), SMEs are over-represented in Australia
and Southern European countries (OECD, 2019).

In Malaysia, which is in the south-eastern part of Asia, SMEs account for 97.3% of
the total number of business organizations (Takiah et al., 2017), accounts for 65% of
the total employment in the labour market, contribute 32% of the GDP and 19% of
their total export value (Aamir, Johl & Yussof, 2015).

The United Arab Emirates (UAE) which is located at the north-eastern end of the
Arabian Peninsula on the Persian Gulf, the SMEs sector accounts for 95% of its
businesses, 42% of its workforce and contributes to 40% of value added (Asunka,
2017).

An important antecedent and sub-process for SMEs to achieve novel outcomes have
been identified to be through leadership (Hughes et al., 2018). Research also
supports the view that, SME managers or leaders have an extraordinary opportunity
to support their employees directly due to their closeness with their operating
personnel (Pansiri & Temtime, 2006) as well as engage their employees (Serrano &
Reichard, 2011).

The willingness of employees in an organisation plays a key role in the acceptance,
adoption, and implementation of ideas (Tamayo-Torres et al., 2016) with leaders
placed as individuals who have a differential role on the instigation, direction, and
coordination of group activities (Smith et al., 2016: Von Rueden et al., 2014).
However, leadership research have placed more emphasis on motivational

processes to the detriment of other understudied mechanisms (Hughes et al., 2018)
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which are the impact of leadership behaviour which reflects their style on situational
variables and contextual factors in the light of follower readiness (McCleskey, 2014).
To guide the development of appropriate data collection questions to address the
research gaps that will be highlighted appropriately, this chapter will provide a review
of the definition of SMESs, the theoretical and empirical literature relevant to
leadership theory, leadership within SMEs and situational leadership theory,
contextual factors including cultural dimensions, and employees competence
development. The key research gaps within the literature, how this research will
address those gaps and the studies that have influenced the research concludes the

chapter.

2.2 Definition of SMEs

SMEs growth and sustainability is key to Ghana’s economic development (Boadu,
2016) as they (SMEs) provide about 85% of employment, contribute about 70% to
Ghana’s GDP (Fosu, 2015; Lee-Ross & Lashley, 2010) and account for 92% of
businesses in Ghana (Asunka, 2017).

Husti & Mahyarni (2019) enumerated the advantages of SMEs over large firms to
include its ability to innovate and simplify technology-oriented product development,
familiar humanitarian relations in small businesses; flexibility and ability to adapt to
changing market conditions quickly and being dynamic in its managerial and
entrepreneurial role.

There is, however, no universally accepted definition of SME as they have different
features and in different geographical locations (World Bank, 2013; OECD, 2018;
Yang, 2018; Odoom, 2015). However, most SME definitions are quantitative in

nature. Thus, the number of employees and performance measures (balance sheet
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value and sales revenue) have been the consistently used variables including (the
country and industry, business size, assets and products) to define SMEs (Augustine
& Aseidu, 2017; Muriithi, 2017).

For instance, in the developed countries including Canada, United States, and
Belgium, business with less than 100 employees are classed as small enterprises.
Those businesses with up to 250 and 500 employees classed as medium
enterprises in Germany and America respectively (Levine, 2005; Katua, 2014;
Muriithi, 2017).

For developing countries including (African countries) a business with more than 100
employees is termed as large whilst a small business could have one to five
employees (Levine, 2005; Katua, 2014; Muriithi, 2017). Consequently, extant
definitions of SMEs agreed by researchers define SMEs as businesses or
organisations with less than 250 employees (OECD, 2005; Levine, 2005; Fjose et
al., 2010; Dalberg, 2011; Beck & Cull, 2014; Katia, 2014). Muriithi (2017), however
reiterates that, very small businesses may have less than 50 employees while micro-
enterprises have between 5 and 10 employees, particularly in low and lower middle-
income countries.

A range of definitions have also been promulgated and accepted by the regulators of
the SME industry in Ghana. Thus, the National Board for Small Scale Industries
(NBSSI), the Ghana Statistical Service (GSS) and the Venture Capital Trust Fund
(VCTF).

For GSS, SMEs are enterprises that employ 10 people or less whilst those that
employ 10 people, or more are classified as Medium-sized and Large-Scale
Enterprises. Alternatively, the NBSSI blends both the performance value and number

of employees’ to define SMEs. Thus, small enterprises employ between 6 and 29
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people or with fixed assets not above US$100,000 exclusive of land and building
whilst medium-sized firms employ between 30 and 100 employees (Asunka, 2017).
This research will use the definition by NBSSI as this will widen the inclusion of many
SMEs in the research scope.

The growth and sustainability of SMEs has been acknowledged to be key to Ghana’s
economic development (Boadu, 2016) as they (SMEs) provide about 85% of
employment, contribute about 70% to Ghana's GDP (Fosu, 2015: Lee-Ross and
Lashley, 2010) and account for 92% of businesses in Ghana (Asunka, 2017). SMEs
established in minor urban and rural areas in Ghana have been known to help
reduce rural-urban migration by ensuring even supply of economic activities within a
region (Ntiamoah, Li & Kwamega, 2016).

The Ghanaian hotel industry which is dominated by SMEs (Spio-Kwofie et al., 2017)
have been shown to lack professionally and multidisciplinary competent employees
(Appaw-Agbola, 2016). Consequently, Ghanaian SME hotels tend to exhibit the use
of less structured leadership practices to achieve superior organizational outcomes
(Agyapong et al., 2016) to guarantee the survival and growth of their businesses
(Dias et al., 2017).

The next section therefore reviews leadership theories, justify how they fit or
otherwise into the context of this research and how leadership is also defined in the

context of this research.

2.3 Leadership Theory

The conceptualisation of the main leadership theories has evolved over time
(Benmira & Agboola, 2021), with the earliest studies of leadership, Galton’s (1869)

Hereditary Genius emphasizing a basic concept which is still defining leadership
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today (MCcleskey, 2014) known as the great man theory (Glynn & DeJordy, 2010).
Benmira & Agboola (2021) reviewed the four main leadership evolution eras to
include the Great Man theory (1840s), Trait theories (1930s—1940s), Behavioural
era: behavioural theory (1940s—1950s), Situational era: contingent and situational
theories (1960s).

The new leadership era according to Benmira & Agboola (2021) also include:
transactional, transformational theories (1990s) and other theories from (2000s)
which includes Shared, Collaborative, Collective, Servant, Inclusive and Complexity

leadership theories.

2.3.1 Great Man theory (1840s) and trait theories (1930s-1940s)

The great Man theory is built on the premise that leaders are born and not made
(Northouse, 2017) and hence focuses on natural born leaders (Benmira & Agboola,
2021). This will suggest that only a few individuals will possess this rear quality to be
effective leaders. The traits theory however argued that leaders can be made, or
some personal features can be inherited to make one an effective leader (Northouse,
2017). This has been met with inconsistent research findings (Colbert et al., 2012).
As leadership traits are characteristics of an individual that do not change from
situation to situation, the key traits for one situation may be different for another
situation (Howell, 2012).

Germain (2019) also reiterates that the trait theory focuses exclusively on the leader
and her traits, not on the followers or the situation, or what kind of leader is needed
in a certain situation or what a leader should do given a set of circumstances. The
traits approach therefore ignores situational specificity and consequently suffers from

the difficulties of specifying the traits that constitute effective leadership.
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Behaviourally, the traits theory seemingly ignores variability of a leader’s behaviour
across situations, the psychological processes and dynamics that underlie a leaders'
behaviours and hence ignores reality (Gottfredson & Reina, 2019). Consequently,
the great Man and traits theories may not fit well in influencing the competence
development of Ghanaian SME hotel staff with a specific trait or by just concentrating
on the leader as they are characterized by limited experience (Appaw-Agbola, 2016),
diverse (Mircetic et al., 2018), lack professional and multidisciplinary competence
(Appaw-Agbola, 2016) high levels of emotional exhaustion, occupational stress, long
working hours, mood swings (Tongchaiprasit & Ariyabuddhiphongs, 2016) and

hence will require multidisciplinary leadership approaches.

2.3.2 Behavioural theory (1940s-1950s)

Behavioural theory evolved from trait theories and asserts that leaders are largely
made, rather than born and that behaviours can be learnt to ensure effective
leadership (Denison, Hooijberg & Quinn, 1995). With emphasis on the actual
behaviour of the leader and not on their traits or characteristics, it focuses on how a
leader’s relationship and task behaviours are used in organisations (Northouse,
2017). This focus tend to largely ignore the situation and the environment of the
leader. Whilst relationship behaviours concerns relationship orientation, concern for
people, or supportive leader behaviour, task behaviour is concerned with, task
orientation, concern for production, or directive leader behaviour and emphasized a
focus on task accomplishment by clarifying followers’ roles and the leader’s
expectations of followers (Howell, 2012; Amundsen & Martinsen, 2014).

Other dimensions added to leadership behaviour includes change-oriented

leadership, which comprises transformational, charismatic, and inspirational (Yukl,
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2013) and passive leadership which comprises of management by exception,
passive and Laissez-faire (DeRue et al., 2011).

However, behavioural theorists can be criticised for relying on laboratory and field
data for its prescriptions, which will suggest a departure from workplace reality and
generalisability (Ola, 2017) and reliance on abstract leadership types that were
difficult to identify (Glynn & DeJordy, 2010). This may suggest a misfit within
Ghanaian SME hotels as most hotel staff requires constant supervision by their
managers due to their frequent interaction with customers in a real-life setting which
might present varied challenges contrary to the data used. The theory and some of
its dimensions has also been criticized for the tendency of leaders to abuse their
powers to manipulate followers’ behaviour (Boddy, 2017) and its inability to consider

networking behaviours (Anderson & Sun, 2015).

2.3.3 The contingent and situational theories (1960s)

The realisation of the significant role the environment can play in the leader-follower
dynamics which were not considered by the prescriptions and dictates of the Great
Man, traits and behavioural theories dominated the situational era (Yurii, Yevgen &
Nataliia, 2018). The focus of the situational era was centred on leadership in
particular situations, rather than on the traits or behaviours of leaders. This suggests
that the assessment of the context in which the leader operates will play a key role in
selecting leadership style to be adopted to fit the situation appropriately. The impact
of internal and external environmental forces (example, behaviour of followers) may
also play a significant role in its effectiveness. This dependency is the premise for
the theory being called the contingency theory of leadership (Benmira & Agboola,

2021).
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The contingency theories of leadership articulate the need for a regulatory fit of the
leader’s behaviour and the situation, based on a rational understanding of the
situation and adopt a leadership style that is suitable for the occasion. This
conception of leadership ousts the view that there are better and worse leadership
styles and there is not a one-size-fits-all approach to leadership (Vidal et al., 2017).
The contingency theory of leadership again prides itself as being designed in a multi-
level-of-analysis framework to predict a leader’s effectiveness based on two main
factors; a leader’s attributes, referred to as task or relationship motivational
orientation and a leader’s situational control (Ayman, Chemers & Fiedler, 1995).
However, the inability of a leader to combine task oriented and relationship-oriented
behaviours limits the effectiveness of the theory (Howell, 2012).

The focus and dictates of the theory also seem to suggest that the only available
alternative for an unalterable mismatch in leader orientation as well as an
unfavourable situation is by changing the leader which may not be favourable when
it comes to its application within the Ghanaian SME hotel sector. This is because,
most Ghanaian SME hotels are either owner-managed or owner-led (MOTI MSME
Policy Report, 2019) due to their liability of smallness (Parida et al., 2012) and the

use of the private resources of the owner to finance the operations of the SME.

2.3.4 The new leadership era (1990)

2.3.4.1 Transactional leadership

Transactional leadership focuses on the exchanges that occur between leaders and
followers (Bass, 2008). Transactional leadership allows followers to fulfil their own
self-interest, minimize workplace anxiety, and concentrate on clear organizational

objectives such as increased quality, customer service, reduced costs, and
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increased production (Sadeghi & Pihie, 2012). Transactional leadership therefore
focuses on the relationship between leaders and followers as a series of exchanges
of gratification designed to maximize organizational and individual gains.

However, transactional leadership has also been criticized for its utilization of a one-
size-fits-all universal approach to leadership theory construction that seemingly
ignores situational and contextual factors related to organizational challenges (Yukl,

2011; Yukl & Mahsud, 2010).

2.3.4.2 Transformational leadership

Transformational leadership (TL) according to Grimm et al. (2015) emphasizes on
leaders who create change in deep structures, major processes, or overall culture.
Transformational leaders primary focus is on organisational objectives (Bass, 2000)
and the promotion of cognitive-based trust (Schaubroeck et al., 2011). Burns (1978,
p. 141) therefore defined a transformational leader as “one who raises the followers’
level of consciousness about the importance and value of desired outcomes and the
methods of reaching those outcomes”. Mccleskey (2014) highlights that the four
factors or components that emerged out of TL over the period include idealized
influence, inspirational motivation, intellectual stimulation, and individualized
consideration.

However, TL has been criticized for the exclusion of task performance in its
components (Andersen, 2018), lack of clear underlying mechanism of a leader’s
support as well as its lack of sufficient identification of the impact of situational and

contextual variables on leadership effectiveness (Yukl, 2011)
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2.3.5. Other emerging leadership theories (2000s)

Extant understanding of leadership featured it as a complex emergent process that is
dynamically interactive (Pearce, Conger & Locke, 2008a) and non-hierarchical (Scott
et al., 2017) between leaders and followers as opposed to being static as suggested
by traditional leadership models. The use of the terms shared leadership (e.g.,
D'Innocenzo, Mathieu & Kukenberger, 2014; Nicolaides et al., 2014; Wang et al.,
2014), distributed leadership (e.g. Spillane, 2012), and collective leadership (e.g.,
Contractor et al., 2012; Friedrich et al., 2009) have therefore been used to describe
these emerging non-hierarchical perspectives of leadership in teams.

Other new emerging leadership theories sharing similar features according to
Benmira & Agboola (2021) includes Shared, Collaborative, Servant, Inclusive and
Complexity leadership theories. A shared common feature of these emerging
leadership is that they are relational, patterned, situated within the context, and can
be formal or informal (Scott et al., 2017; Carter et al., 2015; Crawford & LePine,

2013).

2.3.5.1 Shared leadership

The criticisms of other leadership frameworks for being unbalanced and unequal in
the distribution of power in teams or groups which results in leader-follower paradigm
or a form of subordination (Pearce & Manz, 2014). Shared leadership ensues when
all group members are engaged in a process of mutual support within the group
toward the achievement of goals (Sivasubramaniam et al., 2002). Shared leadership
occurs when leadership is distributed among many or all members of the group,
instead of centred on a single member (Pearce & Manz, 2005). Ensley et al. (2006)

therefore aligned the conception of shared leadership to a process in which
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leadership is carried out by the team, not just a designated person. Shared
leadership may be criticized for having a potential but cannot necessarily and fully be
realized by all teams. There is the high likelihood of shared leadership to be affected
by internal team features, for example networking and peer perceptions (DeRue et

al., 2015).

2.3.5.2 Collaborative leadership

Researchers including (e.g., Uhl-Bien & Ospina, 2012; Van Wart, 2013) reiterate that
collaborative leadership theories fit into studies of relational or horizontal
leadership. Other researcher including (e.g., Newell, Reeher, & Ronayne, 2012; Van
Wart, 2013) also referred to it as facilitative leadership, adaptive leadership, integral
leadership, and catalytic leadership due to its focus on power sharing among groups,
units, and organizations (e.g., Newell, Reeher, & Ronayne, 2012; Van Wart, 2013)
and emphasis on enhancing relationships among individuals or organizations (Uhl-
Bien & Ospina, 2012).

Rubin (2009) explains that the key to collaborative leadership is the purposeful
implementation and exercise of behaviours, communication, and organizational
resources that affects the perspective, beliefs, and behaviours of collaborative
partners, to support the collaborative relationship. However, it may be suggested that
a false collaborative partner’s behaviour may lead to false implementation of a

collaborative behaviour which may not be in touch with reality.

2.3.5.3 Leader-Member Exchange

Leader-member exchange (LMX) theory advocates that leaders should build
differential relationships with their followers to be able to effectively use their

resources, time, and energy (Matta & Van Dyne, 2020). The theory describes the
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role-making process between the leader, the follower, and their exchange
relationship over time (Yukl, 2010). Consequently, the quality of the relationship is
likely to be affected by the context in which these relationships have been developed
(Avolio, Walumbwa & Weber, 2009).

A review by Law-Penrose, Wilson, & Taylor (2016) highlighted that the exchange
relationship with the leader (i.e., LMX) which is associated with a broad set of highly
valued resources, such as (the leader’s trust and support), lower quality LMX with
employees who cannot receive the valued resources, may lead these employees to

engage in upward social comparison with their higher-LMX co-workers.

2.3.5.4 Complexity Leadership

Uhl-Bien (2021) stated that complexity leadership draws its concepts from the
physical and natural sciences and demonstrates how they also apply to people and
organizations, based on the premise that adaptive processes of nature are not only
the laws of physics and biology, but also the laws of people. Research suggest that
complexity theorists focuses on how behaviours, processes and outcomes are
inherently challenging to predict (Maguire, 2011) due to the theory’s focus on
potentially infinite number of variables.

Consequently, the theory has been criticized for seemingly adopting a primitive,
realist view in which leadership is just ‘there’ and is produced by (relatively)
unproblematic interactions between preconfigured agents, hence, yet to develop a
comprehensible and internally consistent account of leader—follower dynamics in
organizations for which its advocates entirely subscribe to (Tourish, 2019) as with

other theoretical paradigms.
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2.3.5.5 Distributed Leadership

Distributed leadership (DL) emphasises the involvement of multiple leaders, both
formal and informal with distinct but inter-related responsibilities (Yukl, 2010). The
support in DL process will often involve peer support with occasional involvement of
upward or downward hierarchical support (Avolio, Walumbwa & Weber, 2009). DL
approach which also addresses teams, and organizational features (Goksoy, 2016)
criticizes the older leadership models, in which one person is the hero, mentor, and
accountable party, but rather distributes leadership positions among the
organization’s members (Garcia-Torres, 2019; Goksoy, 2016; Berjaoui & Karami-
Akkary, 2020; Mohd Ali & Yangaiya, 2015).

However, DL is criticized for being detached from its original underpinning in
educational leadership theories (Hatcher, 2005) and lacks a clear and concise
definition (Tian et al., 2016). DL inability to conceptualise power (Bolden et al., 2009)
has led Lumby (2019) critiquing the assertion that DL offers a means of redistributing
power, arguing that there is little evidence that this happens in any reliable way and
hence deliberately ignores this enduring and important aspect of leading

organisations.

2.3.5.6 Servant Leadership

Servant leadership prescribes that, leaders should recognise their social
responsibilities to serve and institute modalities for the growth of their followers even
if followers do not want to (Andersen, 2018). The focus of servant leadership and for
that matter, servant leaders is concern for their followers by creating conditions that
enhance followers’ well-being (Stone et al., 2004) by helping followers to become

healthy, wise, and more willing to accept their responsibilities (Yukl, 2010).

34



However, the humility, collectivism, and the sharing of power in servant leadership
are considered inappropriate or ineffective in a social environment without
democracy (McFarlane, 2011) and from being a servant to being a leader and vice

versa, may seem difficult to accept (Wong & Page, 2003).

2.3.5.7 Collective Leadership

Collective leadership view leadership as “dyadic, shared, relational, strategic, global,
and of complex social dynamics” (Avolio et al., 2009, p. 423), instead of an individual
leadership role (Conger & Pearce, 2003). It therefore incorporates the involvement of
multiple entities into the leadership process (Eva et al., 2021) and extending rather
than reconsidering the person-centred leadership perspective (Fang Nguyen &
Armstrong, 2022). The focus of this shared leadership style is therefore on the
development of interpersonal skills and capabilities, rather than individual traits and
intrapersonal capabilities, which is believed to result in increased effectiveness (Yukl,
2010).

However, collective leadership has been criticized for its effectiveness being
increasingly dependent on the level of cooperation and coordination of various
leaders belonging to a specific network and sharing a common objective (Yukl,
2010). Given that most Ghanaian SME hotels are owner-managed or owner-led, the
personal objectives of Ghanaian SME hotel leaders are the same as the objective of
the SME hotel, hence the differential personal objectives of the leaders may make it
difficult to implement collective leadership among Ghanaian SME hotels.

The application of these leadership theories in organisational management which
has some linkages with organisational competitiveness have mostly been
concentrated on large organisations to the detriment of SMEs (Beavers & Hitchings,

2005). This has left a gap in the SME perspective, with research lamenting that the
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key constraint on SME performance are deficiencies in leadership and management
skills (Hayton, 2015). Evidence suggest that the success of SMEs depends on its
leadership strategies (Gaskil, Van-Aukin & Kim, 1994) with research largely
supporting the framework that SMEs are more successful if they are under a
dedicated and resourceful leadership (Ng & Kee, 2017).

There is also evidence of a positive correlation between leadership and employee
performance (Babcock-Roberson & Srickland, 2010). As the performance and
achievement of organizational goals is largely dependent on its employees, effective
leadership can leverage employee and firm level performance (Almatrooshi, Singh &
Farouk, 2016). Leadership is thus an important driver in effectively developing
employee strength and better able to leverage their engagement, behaviour, and
organisational outcomes (Benmira & Agboola, 2021; Serrano & Reichard, 2011).
From an industry perspective, leadership have been found to improve service
quality, customer satisfaction and employee engagement in the hotel sector of the
hospitality industry (Kouncu et al., 2013).

The hotel industry is acknowledged to be dominated by SMEs (Chung & D’Annunzio-
Green, 2018: Spio-Kwofie et al., 2017: Lucas, 2004: Peacock & Ladkin, 2002). To
reduce agency conflict and cost (De Massis et al., 2018), these SMEs are inevitably
being managed, led, and controlled by their owners (Bridge et al., 2003) who mostly
lack the requisite managerial skills to manage and lead their SMEs (D’Annunzio-
Green et al., 2004). Findings from Chung & D’Annunzio-Green (2018) in a review of
talent management practices among SMEs in United Kingdom (UK) hospitality
sector however suggest that the lack of involvement by SME owners in its
management could have serious consequences. Also, De Massis et al. (2018) in a

review of owner-manager’s multiple goal and self-control agency problems among
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Italian family SMEs found that owner-manager’s decisions does not univocally
benefit nor detract SMEs performance but depends on owner’s economic and non-
economic goals.

The lack of separation between ownership and control within SME enterprises in
Ghana put responsibility for the direction and development of their businesses in the
hands of SME enterprise owners (Thompson-Agyapong, Mmieh & Mordi, 2018). This
may be due to the dominance of sole proprietorship form of businesses in the
Ghanaian economy (Cochran, 1981) and the dominance of SMEs in the hotel
industry within the Ghanaian economy (Spio-Kwofie et al., 2017).

Consequently, owners of Ghanaian SME hotels are likely to also take up both
managerial and leadership roles within their organisations to be able to take major
decisions to provide strategic direction for their businesses. Ghanaian SME hotel
managers in the Ghanaian tourism industry (hereafter, GTI) also tend to recruit low-
cost labour from university graduates, redundant experience staff, vocational and
senior high school graduates (Appaw-Agbola, 2016). The leadership style of
Ghanaian SME hotel managers and how they support their employees will provide
valuable insight into the leadership styles within SMEs in the Ghanaian hotel industry
which has been deemed as labour intensive in nature.

As a result, leadership interventions within Ghanaian SME hotels are likely to be
affected by the behaviour, culture, and beliefs of the SME manager (who is also
mostly, the owner and leader) because of their proximity to the employees (Peel,
2004). De Massis et al. (2018) therefore called for an exploration of small firm owner
power (ability and willingness) to clarify the mechanism through which the owner
power shapes the behaviour of firms and their consequences in different and key

organisational outcomes. An understanding of how SME hotel managers support
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their employees (followers) development to achieve organisational goals will open
research avenues to explore leadership styles and hotel employees competence
development among SMEs. This research will begin to address this gap to contribute
to the literature by exploring how Ghanaian SME hotel managers use different
leadership styles to support their employees (followers) competence development to
achieve organisational goals.

In conclusion, even though management and leadership have different functions,
they are interrelated within SME context as separating management from leadership
will create agency conflict, agency cost as well as misalign SME owner’s vision. As
Ghanaian SME hotels management and leadership are mostly interwoven and
placed mostly in the hands of their owners, scholars who are of the view that
management and leadership are similar with the difference being changes in
emphasis rather than principle may not be far from being right. It is pertinent to state
that an understanding of leadership within SMEs and the personal and professional
needs of employees from an SME leader’s perspective and creating a climate that
effectively recognises and supports their employees strengths are important factors
that can close the owner-manager-leader skills and knowledge gap and improve
SME performance and competitiveness.

The next section will discuss leadership within SMEs to understand their leadership
styles and how SME employees are supported to develop their competence, to

achieve organisational outcomes.

2.4 Leadership within SMEs

Researchers have largely supported the assumption that SMEs are more successful

if they are under a dedicated and resourceful leadership (Ng & Kee, 2017). Other
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researchers have also lamented that the key constraint on SME performance are
deficiencies in leadership and management skills (Hayton, 2015). Scholarly debate
on the mechanisms and styles through which leadership leverages SME employees
behaviour and performance, especially in the hotel industry is therefore inconclusive
(Standstrom & Reynolds, 2019).

This has made it difficult to universally define leadership, as most SMEs in the hotel
industry especially among Ghanaian SME hotels are characterized by sole
proprietorship form of business (Cochran, 1981). This section reviews leadership
definitions and adding insight to how leadership is defined in the context of this

research.

2.4.1 Defining Leadership Among Ghanaian SME Hotels

Leadership is a phenomenon that is an important factor of every successful
organization (UroSevi¢ et al., 2018). There has however not been any consensus
among leadership scholars on the definition of leadership (Buciuniene & Skudiene,
2008) be it in large organisations or SMEs. Northouse (2017) conceptualised
leadership as being a trait, a behaviour, a skill, an ability, a relationship or as an
influential process and therefore defined leadership as “a process whereby an
individual influence a group to achieve a common goal’ (Northouse, 2017: p.7).
Howell (2012: p.4) also defined leadership in line with these conceptualisations as
“an influence process, usually (but not always) carried out by one person”. The
leader influences a group, who view the influence as legitimate, towards the
achievement of some goal or goals. Yukl (2012: p.3) incorporated ability into the
definition of leadership by defining leadership as “the ability of an individual to
influence, motivate and enable others to contribute more towards the

accomplishment of their task leading to the achievement of organisational goals”.
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Winston & Patterson (2006: p.7) in a review of 160 articles to come out with an
integrative definition of leadership defined leadership relative to the leader as “a
leader is one or more people who selects, equips, trains and influence one or more
followers who have diverse gifts, abilities and skills and focuses the followers to the
organisation’s mission and objectives, causing the follower to willingly
enthusiastically expend spiritual, emotional and physical energy in a concerted
coordinated effort to achieve the organisational mission or objective”.

The focus of all these definitions seems to have been on the leader in the context of
organisational goals or objectives. Scholars including (Padillar & Lunsford, 2013:
Vugt, Hogan & Keiser, 2008) reiterates that leadership is much more than a person
(leader) but a process that includes the leader, their followers and their interactions
that are affected by their organisational context and environment.

It could be argued that most of the above definitions are aligned to large
organisations who are mostly characterised by separate legal entities quite different
from their owners. Hence the objectives of the organisation may be limited to
profitability and shareholder value maximisation.

Cochran (1981) reiterates that SMEs are generally characterised by sole
proprietorship form of business in the Ghanaian economy. This suggests that the
organisational objectives within these SMEs extend beyond profitability but also
include other objectives such as, the values (including, cultural, religious, social, and
economic), aspirations and dreams (including, power) of the SME owner.

These other objectives seem to have been given little or no consideration in the
above definition of leadership. Given that SME owners are mostly the leaders and
managers of their SMEs (Bauweraerts et al., 2021), then the objective of the

organisation (SME) is much as the objective of the SME owner. This reflects the
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situation (the objective of the SME being the objective of the SME owner) in the
context of Ghanaian SME hotels and in most other economies dominated by SMEs.
Secondly, even though most leadership definitions including (Winston & Patterson,
2006: Yukl, 2012: Howell, 2012: Northouse, 2017) have all acknowledged influencing
followers and enabling them to willingly commit to exerting efforts towards achieving
organisational goals, these leadership definitions have however failed to incorporate
the assessment of the willingness or task-readiness levels of employees in exerting
their efforts towards organisational goals.

Winston & Patterson (2006, p.7) integrative definition of leadership defined
leadership as ‘....one or more people who selects, equips, trains, and influences one
or more follower(s) who have diverse gifts, abilities, and skills and focuses the
follower(s) to the organization’s mission and objectives causing the follower(s) to
willingly and enthusiastically expend spiritual, emotional, and physical energy in a
concerted coordinated effort to achieve the organizational mission and objectives’.
Given that the Ghanaian hotel industry is dominated by SMEs (Xuhua et al., 2018),
they are characterized more under sole proprietorship form of business (Cochran,
1981). They also revolve around their owners who provide the requisite resources,
provide managerial and leadership direction of the business (MOTI MSME Report,
2019) without any separation between ownership and control (Thompson-Agyepong,
Mmier & Mordi, 2018) and focus their energy towards achieving the objective of the
SME. This definition reflects to a larger extent, what Ghanaian SME hotel leaders do
and have also incorporated all the elements in the leadership definitions offered by
most scholars.

However, the objective of the Ghanaian SME hotel owner which reflects the

objective of the Ghanaian SME hotel, the level of power as well as the task-
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readiness level of the employees have not been considered in the definition.
Incorporating these two elements into Winston & Patterson (2006) definition will
reflect the true picture of leadership definition among Ghanaian SME hotels.

This research therefore defines leadership in the context of Ghanaian SME hotels by
expanding on (Winston & Patterson, 2006, p.7) definition as ‘an influential process
where one or more people, usually, with more power, selects, equips, trains and
influence one or more followers who have diverse gifts, abilities and skills and
focuses the followers to the owner’s and organisation’s mission and objectives, by
assessing the readiness level of followers and causing the follower to willingly and
enthusiastically expend spiritual, emotional and physical energy in a concerted
coordinated effort to achieve both the owner and the organisational mission or
objective.

To achieve the objectives of Ghanaian SME hotels, leadership should pay particular
attention to their followers as research reiterates that followers are mostly always in
the front line and hence play a crucial role in service delivery through constant and
frequent interactions with customers (Terglav et al., 2016). Consequently, emotional
exhaustion, occupational stress, long hours, and mood swings are a constant feature
among Ghanaian SME hotel employees (Tongchaiprasit & Ariyabuddhiphongs,
2016). This warrants constant supervision from their managers (Standstrom &
Reynolds, 2019) due to the diverse nature of these employees (Mircetic et al., 2018).
Therefore, there is no best leadership style to be adopted by SME hotel managers or
leaders (Sandstrom & Reynolds, 2019) to leverage these features, as establishing
follower needs with a particular leadership style has generated controversies
(Thompson & Glaso, 2015). Research has therefore called for SME hotel managers

or leaders to improve their leadership skills to enable them to alter their leadership
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styles (Standstrom & Reynolds, 2019) and employ leadership styles that will
develop, and leverage follower affective and cognitive behaviour as called by
(Hughes et al., 2018) to achieve organisational objectives.

In conclusion, leadership have been acknowledged to be a complex phenomenon
hence there has not been scholarly consensus on the definition of leadership.
Differences between large and small organisations with respect to decision making
processes, ownership structure, organisational objectives as well as contextual and
situational variations have played a major part in this dilemma. Definitions of
leadership has failed to incorporate the task-readiness level of employees and the
objectives of business owners in the context of SMEs. This research has therefore
defined leadership in the context of Ghanaian SME hotels by adding power,
employee’s task-readiness and owner objectives as ‘an influential process where
one or more people, usually, with more power, selects, equips, trains and influence
one or more followers who have diverse gifts, abilities and skills and focuses the
followers to the owner’s and organisation’s mission and objectives, by assessing the
task-readiness level of followers and causing the follower to willingly and
enthusiastically expend spiritual, emotional and physical energy in a concerted
coordinated effort to achieve both the owner and the organisational mission or
objective’.

Ghanaian SME hotels are characterised by diverse cultural, religious, and social
differences among followers with ownership, management and leadership mostly
vested into the hands of the owner, hence the goals of the owner and that of the
Ghanaian SME hotel are mostly the same. Leadership style among Ghanaian SME

hotel should be able to accommodate these variations among different
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organisations, staff, contextual factors, and behavioural variations in order to achieve
the objective of leadership.

Among the different leadership styles, situational leadership styles has been
acknowledged to be able to accommodate these variations by combining both
behavioural and contingency approaches at varying degrees of maturity and task-
readiness levels of employees (Mccleskey, 2014) to develop and leverage
employees affective and cognitive behaviour to achieve organisational objectives. A
discussion of the constructs and application of situational leadership theory will
therefore be pertinent. The next section will discuss situational leadership theory
(hereafter, SLT) and how SLT leadership styles alongside the appropriate use of
power supports employee’s competence development among Ghanaian SME hotels

to achieve organisational outcomes.

2.4.2. Situational Leadership Theory

The situational leadership theory (SLT) opposes the trait and behavioural leadership
theories that assert the existence of “best” characteristics and behaviours of leaders
to support followers or subordinates (Gumus et al., 2016).

Scholars including Thompson & Glaso (2018) have acknowledged that SLT was first
introduced as the “life cycle of leadership” by Hersey and Blanchard, in 1969 to
introduce principles for dealing with newer employees by using more directiveness,
and then gradually substituting directiveness with supportiveness as employee
seniority increased. SLT which stresses the need to relate a leader’s style to the
maturity level of their followers, suggests that effective leadership needs a
reasonable understanding of the situation with an appropriate response (Bryman,

Grint & Collinson, 2011).
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Effective leadership is acknowledged to be important in every organization (Benmira
& Agboola, 2021) with research supporting the view that the adaption of an
appropriate leadership style to a given situation based on the readiness or
development level of followers to be an important part of effective leadership (Day &
Antonakis, 2012). Research however acknowledges that, establishing and
influencing followers and their needs with a particular leadership style has received
some criticisms (Thompson & Glaso, 2015). The diverse nature of followers (Mircetic
et al., 2018) have also created controversies with researchers questioning whether
one leadership style is better than another or whether a leader can improve
follower’s performance, commitment, and organisational outcomes by adopting a
particular leadership style (Bugitniené & Skudiené, 2008).

Cautions have also emerged, directed at SME owner-managers or leaders to mould
their leadership style towards enriching followers to obtain better work performance
(Vidal et al., 2017). How this leadership style is moulded to leverage followers to
achieve organisational goals especially among Ghanaian SME hotels who mostly
have their owners acting as leaders and managers at the same time needs to be
explored further.

This section therefore discusses SLT, how it overcomes the limitations of the other
leadership theories, and its limitations to explore scholarly debate and gaps on SLT
leadership style and how it supports employee’s competence development for the

achievement of organisational outcomes.

2.4.2.1. Overview and Journey of Situation Leadership Theory

The difficulty in selecting the best leadership style for effective leadership has
challenged researchers (Thompson & Glaso, 2015) with some scholars (for example,

Ebrahimi, Moosavi & Chirani, 2016) suggesting that it lies in selecting the most
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suitable leadership style based on the followers’ readiness level. Other scholars (see
Vecchio, Bullis, & Brazil, 2006) acknowledged that leadership style for effective
leadership is a joint function of leader behaviour and situational requirements. This
section explores scholarly work on this debate and gaps that might need further
exploration.

Thompson & Glaso (2015, 2018) reiterates that SLT has gone through a
series of changes (example the revised1977 version: Blanchard, 1988: Blanchard et
al., 1985, 1993: Blanchard, 2007, 2010) to maintain its dynamic focus and principles
in leadership studies. Thompson & Vecchio (2009) reviewed the three versions of
the leadership dynamics derived from Hersey and Blanchard's SLT as (1) the original
1972, statement of the theory: (2) the revised, 2007, theory: and (3) an alternative
statement of the theory's essential principle of differential follower response to
“autonomy afforded by the leader” in conjunction with “follower development or
readiness level” (Thompson & Vecchio, 2009, p.3). These three versions of
leadership dynamics which are aligned to the four leadership styles in situational
leadership (Blanchard, 2000) are derived from the two main leader behaviours,
directive and supportive behaviours as shown in Figure 2.1.

Figure 2.1. Situational Leadership Model
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Figure 2.2. Follower competence development or readiness levels
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2.4.2.2 Situation Leadership fit within this research.

Leadership theories and classifications are acknowledged to be based on Great Man
and trait theories, behavioural theories, contingency and situational theories, new
and emerging leadership (Benmira & Agboola, 2021; Gandolfi, Franco, & Seth-
Stone, 2021; Hai & Van, 2021). These leadership theoretical eras have all been
criticized for failing to address certain aspects of leadership.

The Great Man and traits theories have been criticized for focusing exclusively on
the leader’s traits and ignoring situational specificity (Germain, 2019) and leader’s
behavioural variability across situations (Gottfredson & Reina, 2019).

Secondly, behavioural theories have been criticized for its reliance on field data and
largely ignoring the situation and the environment of the leader (Ola, 2017;
Northouse, 2017).

Again, Contingency theories has also been criticised for its inability to combine task
oriented and relationship-oriented behaviours (Howell, 2012).

Further, new and emerging leadership theories including, transactional leadership
criticized for ignoring situational and contextual factors (Yukl, 2011; Yukl & Mahsud,
2010), transformational leadership exclusion of task performance in its components

(Andersen, 2018), Authentic leadership theory focus on the leader and not on the
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leader’s role (Einola & Alvesson, 2021) and Shared leadership affected by internal
team features (DeRue et al., 2015).

Other criticisms of emerging leadership theories includes collaborative leadership
criticized for its tendency of implementing a false collaborative behaviour, LMX yet to
develop a comprehensible and internally consistent account of leader—follower
dynamics in organizations for which its advocates entirely subscribe to (Tourish,
2019). DL is criticized for its lack of a clear and concise definition (Tian et al., 2016)
and inability to conceptualise power and redistribution of power (Bolden et al., 2009;
Lumby, 2019).

Finally, Servant leadership is also considered inappropriate or ineffective in a social
environment without democracy (Mcfarlane, 2011) and whilst Collective leadership
criticized for its dependence on the level of cooperation and coordination of various
leaders belonging to a specific network and sharing a common objective (Yukl,
2010).

The essence of situational leadership which have been described by Vecchio, Bullis,
& Brazil (2006), contend that, leader effectiveness (measured typically by
subordinate or group performance) is not merely a function of leader behaviour, but
rather, a joint function of leader behaviour and situational requirements. This
according to Hersey & Blanchard (1988) is based on an interplay of: the amount of
direction (task behaviour) a leader gives, the amount of socio-emotional support
(relationship behaviour) a leader provides as highlighted in figure 2.1, and the
“development or readiness” level as highlighted in Figure 2.2 that followers exhibit on
a specific task, function, activity or objective that the leader is attempting to

accomplish through the individual or group (follower/s).
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SLT therefore overcomes these limitations by being able to combine both
behavioural theories (focuses on leaders’ behaviours as either task or people
focused) and contingency theories (portrays effective leadership as contingent based
on follower maturity) at varying degrees of maturity levels, thus both job and
psychological maturity (Mccleskey, 2014). This reflects the reason for the theory’s
strong opposition of leadership theories that assert the existence of “best”
characteristics and behaviours of leaders to leverage subordinates (Gumus et al.,
2016).

Contextually, the characteristics of Ghanaian SME hotel highlighted in previous
section, will require multidisciplinary leadership approaches to support their
competence development. Situational leadership therefore fits in with the aim and
context of this research as it does not submit to a one-size-fit-all leadership approach
used to support employee competence development but combines both behavioural
and contingency theories at varying degrees of job and psychological maturity levels
to support staff competence development, which the other theories have failed to
consider.

However, despite the application of situational leadership in various organisational
contexts, Nicholls (1985) described three flaws with SLT dealing with its consistency,
continuity, and conformity relative to its constructs. Bass (2008) also noted the lack
of internal consistency, conceptual contradictions, and ambiguities. SLT has also
failed to consider other organisational factors such as office politics (Sinnicks, 2018)
or culture (Hartnell et al., 2016), which can leverage the relationships between
leaders and followers, and hence may force the leader to adopt a specific leadership
style. Furthermore, leaders’ individual characteristics, such as emotions, motivation

and access to information have also not been given consideration in SLT.
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These notwithstanding, this research will showcase the practices that leaders or
managers can apply in their exhibition of either directive behaviour or supportive
behaviours to support their employees competence development and will also
explore contextual factors that need to be considered, alongside staff readiness level
when deciding on a SLT leadership style to support employee’s competence
development at the various development levels within Ghanaian SME hotels which
the model has failed to address.

Research has acknowledged that SME hotel employees are mostly always in the
front line and hence play a crucial role in service delivery (Terglav et al., 2016). They
(staff) are diverse (Mictic et al., 2018) and characterised by emotional exhaustion,
occupational stress, long hours, and mood swings (Tongchaiprasit &
Ariyabuddhiphongs, 2016) due to their constant and frequent interaction with
customers and hence requires constant supervision (Standstrom & Reynolds, 2019)
by their leaders in order to meet customer demands and satisfaction.

These acknowledgements and features align with the situation among Ghanaian
SME hotels, except that, Ghanaian SME hotels are largely characterised by owner-
manager leadership. Interestingly, research by Wood (2002) found that, the right
attitude exhibited by owner-managers of SMEs with an entrepreneurial ability
contributes to SME success. Jui-chen & Silverthorne (2005) has therefore called for
the adoption of adaptable leadership style to encourage employee’s willingness or
readiness to perform, as the recognition and promotion of the unigueness of the
diverse workforce is needed to be able to manage a successful global hospitality
business (Grobelna, 2015).

In conclusion, it has been highlighted that, there is no best leadership style but rather

a matching style by selecting the appropriate leadership style based on leader
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behaviour, contingent on situational variables, contextual factors and follower
development or readiness level. SLT out of which emanated situational leadership
styles, overcomes the limitations of other leadership styles by combining behavioural
and contingency theories with follower development or readiness level being a key
factor when deciding to adopt and apply a SLT leadership style. How this is
manifested among Ghanaian SME hotel employees may have implications for
employees capacity development from contingency and behavioural perspectives.
For example, Ghanaian SME hotel managers tend to hire employees as-and-when
they need them, and employees also leave as-and-when they want as there seem to
be no binding employment contract between the two parties.

The next section will discuss the constructs of situational leadership model which
dictates the adoption of different SLT leadership styles under different situations and
the appropriate use of power, to explore its implications for leadership outcome and

effectiveness among Ghanaian SME hotels.

2.4.2.3. Constructs of situational leadership and employee development levels

It has been acknowledged that situational leadership model as highlighted in figure
2.1 does not use a one-size-fit-all approach to leadership style construction (Yukl &
Mahsud, 2010). It rather incorporates both behavioural and contingency approaches
(Mccleskey, 2014) and the impact of situational variable and contextual factors on
leadership effectiveness (Yukl, 2011) at varying degrees of maturity levels, thus both
job and psychological maturity (Mccleskey, 2014).

This section discusses the constructs of situational leadership model and the
appropriate use of power, to explore how these support employee’s competence

development for organisational outcomes.
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Ghanaian SME hotels just like in other economies primarily depend upon hotel
employees who interact directly or indirectly with customers by performing essential
functions such as greeting customers, serving customers, and making customer-stay
memorable (Berry, 1995). This may require employees (followers) of Ghanaian SME
hotels to possess certain skills to be able to discharge their duties effectively.
Appaw-Agbola (2016) in an examination of the selection issues in SME hotels in
Ghana, found that employees in the GHI must possess requisite mixture of skills,
aptitudes, and motivations to be able to carry out their role diligently and efficiently
for organisational performance. There is also research evidence by Otoo & Mishra
(2018) linking organisational performance to employee (follower) competence in the
hotel industry.

Interestingly, vocational, and senior high school graduates who lack the experience
and possibly taking their first employment in the industry represent the largest
segment of employees (followers) working within Ghanaian SME hotels, with
competence such as initiative very difficult to develop (Appaw-Agbola, 2016).
Managing and developing employee attitude and competence is therefore one of the
difficult challenges facing hotel managers (who mostly double as owners and
leaders) within Ghanaian SME hotels (Nwosu & Ward, 2016). Consequently, this
may suggest the adoption of behaviours reflected in hotel managers leadership
styles that has the tendency to leverage the behaviour and competences of their
diverse staff. SLT which does not use a one-size-fit-all approach, warrants that a
leader combines directive and supportive behaviours by employing four different
leadership styles directing (S1), coaching (S2), supporting (S3) and delegating (S4)
as highlighted in figure 2.1. These styles are matched to the development or

readiness levels (D1, D2, D3 and D4) of employees (followers) as highlighted in

52



Figure 2.2 to be able to leverage employees (followers) behavioural and improve
their competence.

Directive behaviour is the extent to which a leader engages in one-way
communication, spell out the follower's role and tell the followers what to do, where
to do it, when to do it and how to do it: and then closely supervises performance
(Blanchard, 1985: Thompson & Glaso, 2018). On the other hand, supportive
behaviour on the other hand is the extent to which a leader engages in two-way
communication, listens, provides support and encouragement, facilitates interaction,
and involves the followers in decision-making (Blanchard, 1985: Thompson & Glaso,
2018).

Doris (2002) postulates that employee behaviour among Ghanaian SME hotels are
temporal and may contextually vary due to situational variables and environmental
factors. It is therefore prudent to expect a hybrid of explanatory theorems to underlie
their individual cognitive and moral orientation, socialisation processes, gender role
differentiation and situational experiences. Consequently, as-and-when changes
occur in any of these variables, Ghanaian SME hotels leaders need to equally adapt
accordingly by adopting a behaviour with a style based on the development or
readiness level of the followers to address the situation. This will suggest combining
both directive and supportive behaviours to support employee’s competence
development.

Bastardoz & Van Vugt (2019) also reiterated that leadership and followership are
adaptive solutions to various kinds of organisational challenges associated with
group living, with the effectiveness of a leader seen in his or her ability to support his
followers to take on certain activities to achieve a common goal (MirCeti¢, 2018). It is

pertinent that the leader adopts, exhibit, and demonstrate a leadership style that can
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appropriately support employee’s competence development, taking into
consideration contextual factors alongside follower readiness or maturity levels to
achieve the desired leadership outcome.

Fernandez & Vecchio (1997: p.68) defined employee or follower readiness as “the
extent to which a follower has the ability and willingness to accomplish a given
function” and ability defined as “the knowledge, experience, and skill that an
individual brings to a particular activity”, whilst willingness is “the extent to which an
employee possesses confidence, commitment, and motivation for accomplishing a
given task”. How this readiness level is leveraged among Ghanaian SME hotel
employees remains unpromising since most Ghanaian SME hotels employees tend
to see their employment as a job, rather than a career (Nwosu & Ward, 2016). Uhl-
bien et al. (2014) in a systematic review of followership literature, concluded that
followership theory offers promise to recognize the importance of follower roles,
follower behaviours in the leadership process and equally appreciate the need for
followership development (follower competencies), not just leadership development.
Day & Antonakis (2012) advised that a leader should not apply the same leadership
style for all situations but needs to adapt his or her leadership style to the given
situation based on the readiness or development level of his/her followers. The
development level of followers in effect plays a significant role in the leadership
process, and hence one of the indicators of successful leadership is determining the
development level of the followers (Cvijanovic et al., 2018).

Followers develop a role orientation that reflects their development level. A leader’s
ability to use an appropriate behaviour reflected in his or her leadership style to
leverage follower behaviour and ability at each stage of their development is an

important construct for leadership success in situational leadership.
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The constructs of situational leadership and how it helps leverage and unlock
Ghanaian SME hotel employees potential for organisational outcomes at the various

follower development levels is discussed in the next four sub-sections.

2.4.2.3.1. Directing style (S1) under situational leadership and employee development

With scholars acknowledging that Ghanaian SME hotels mostly employ vocational
and senior high graduates (Appaw-Agbola, 2016), it is common to find employees
who have never previously been employed and hence taking their first employment
among Ghanaian SME hotels. These new and first-time-employment employees
(followers) will be unfamiliar to a team or a given task in the HI setting. They (new
and first-time-employment employees) will have no experience in relation to their
new roles, but will be very enthusiastic, excited, optimistic, and willing to learn.
Mistakes are most likely due to their lack of experience.

Their follower role orientation according to Lapierre & Carsten (2014) will align with
the historical viewpoint that followers are passive, deferent, and obedient. This
school of thought according to Carsten et al. (2010) believes that followers should be
passive recipients of a leader’s support and that the follower role is best enacted by
remaining silent and deferent to the leader’s directives. Scholars such as Cvijanovic
et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015, 2018)
portrays these type of employees as enthusiastic beginners characterized as low on
competence but high on commitment and hence likened them to D1 followers in
Figure 2.2 above. Leveraging and developing D1 followers will suggest the use of a
directing style (S1) of leadership (directing style defined as low-supportive behaviour
in combination with high-directive behaviour) as highlighted in figure 2.1.

This suggest the provision of clear goals and specific direction and additionally show

and tell how tasks are to be completed and provide feedback on the follower’s
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results. According to Blanchard (2000), directing style is composed of a high
directive and low supportive behaviour by giving detailed guidelines to followers,
what, how, when, and where to do something and additionally, monitor the follower's
effects to both receive and give feedback on the performed tasks.

To engage effectively using directing style, the leader often needs coercive power.
D1 tend to respond to penalties for not following rules. If employees are unable or
unwilling, sanctions (the perceived power to fire, transfer, or demote) may induce
compliance from them. The leader’s coercive power may motivate D1 employees to
avoid punishment by obeying the leader’s directives (Hersey, Blanchard &
Natemeyer, 1979).

However, directing style has failed to highlight the leadership practices to be adopted
by the leader under directing style to be able to show high directive behaviour and
low supportive behaviour to be able to give detailed guidelines to followers, what,
how, when, and where to do something and additionally, monitor the follower's
effects in order to both receive and give feedback on the performed tasks. An
important consideration to be made according to Hamstra et al. (2014) is the
regulatory fit between the leader and follower as different followers exhibit different
preferences and a leader’s ability to model his behaviour to accommodate these
differences and make them feel valued (Hamstra et al., 2014) plays a key role in
small firms’ growth (Andersen & Tell, 2009). The modelling of the leader’s behaviour
to accommodate the preferences of their followers will require an understanding of
the contextual factors alongside these preferences and their readiness levels. These
contextual factors have however not been highlighted and incorporated into the

application of directing style in SLT.
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2.4.2.3.2. Coaching style (S2) under situational leadership and employee development
Ghanaian SME hotels, just as in other Hotel Industries in different economies, expect
its employees to possess the requisite professional skills for guest satisfaction
(Appaw-Agbola, 2016) as an employee’s (follower) violation of ethical and
professional behaviour in the hotel industry violates guest expectation and
satisfaction (Frempong, 2019).

However, Ghanaian SME hotel leaders tend to employ low-skilled employees
(followers) due to their limited financial and resource capabilities (Nwosu & Ward,
2016). These employees spend some time with the SME, haven gained their first
employment to build their experience and professionalism to become attractive for
large hotels. These employees (followers) work and learn for some time in a group or
on a task to become more familiar with tasks and group activities. They may feel
discouraged, confused, and demotivated because their competence may still not
have been complete for them to move to the next job role that require more
competence within the organisation.

So, their role orientation according to Lapierre & Carsten (2014) will align with the
historical viewpoint that followers are passive, deferent, and obedient with the belief
according to Carsten et al. (2010) that followers should be passive recipients of a
leader’s support and that the follower role is best enacted by remaining silent and
deferent to the leader’s directives.

Scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and
Thompson & Glaso (2015, 2018) described these category of employees (followers)
as disillusioned Learners, characterized as being low on competence to having some
competence in combination with low commitment, and hence likened their behaviour

to D2 followers in Figure 2.2. It will be feasible for Ghanaian SME hotel leaders to
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guide D2 followers and make sure they know they are in a development and learning
process and that mistakes are part of the process.

Leveraging D2 followers suggest the adoption of a coaching style (S2) of leadership
(coaching style defined as high-supportive behaviour in combination with high-
directive behaviour) towards these type of followers (Blanchard, 2000) as highlighted
in figure 2.1. Control over decision-making however will remain with the leader, who
will be giving this type of followers detailed directions regarding tasks but equally
maintaining and increasing a two-way communication by listening to followers and
exchanging ideas (Blanchard, 2000).

D2 followers will appreciate this leadership style as it aligns with their focus (building
their professional competence for better job prospects) to the focus of the SME
(competent employees for guest satisfaction and organisational performance). This
is in consonance with scholars’ findings that workplace learning is highly appreciated
by SME employees as it builds their confidence and job satisfaction (Tam & Gray,
2016).

To engage effectively with D2 employees using the coaching style, their
development is often enhanced by the reward power of the leader. Since D2 staff are
willing to try new behaviours, the leader who is perceived as having access to
rewards may gain compliance and reinforce growth in the desired direction. The use
of legitimate power is also feasible at this point as a follower reaches D2 levels of
maturity, will perceive the power of the leader as legitimate, and compliance is
induced by the leader’s position in the organisational hierarchy (Hersey, Blanchard &
Natemeyer, 1979).

However, coaching style has failed to highlight the leadership practices to be

adopted by the leader under coaching style to be able to apply high directive
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behaviour and high supportive behaviour to give detailed directions regarding tasks
but equally maintaining and increasing a two-way communication by listening to
followers and exchanging ideas.

It is also important to note that any coaching style or intervention within Ghanaian
SME hotels is likely to be affected by the behaviour, culture, and beliefs of the SME
manager especially the owner-manager because of their proximity to the employees
(Peel, 2004). These may have a contextually negative impact on the support of
coaching style on employee’s competence development among Ghanaian SME
hotel employees, considering their varied cultural beliefs and religious backgrounds,
which coaching style has failed to incorporate into its application under situations

leadership.

2.4.2.3.3. Supporting style (S3) under situational leadership and employee development

The GHI values and consider employees human relations, problem-solving and
communication skills as important and due to the financially constrained nature of
Ghanaian SME hotels, they lose this type of employees to the big hotels (Appaw-
Agbola, 2016), forcing owner-managers or leaders to rely on those employees
(followers) who have built their professional capabilities in-house through directing
and coaching. They will be characterised as followers who are capable but cautious
performers.

This type of employees would have become an integral part of the SME workforce
with moderate or highly competent in relation to a given task or with full
understanding of the SME tasks and can push the organization towards a mutual
goal. Interestingly, their motivation at this point may begin to vary as they would have
been making productive contributions towards the goals of the SME. However,

unless there are continuous development opportunities for these types of

59



employees, there is a danger of them becoming bored with over-familiar tasks and
subsequently demotivated.

Scholars (such as, Cvijanovic et al., 2018: Thompson & Vecchio, 2009: Thompson &
Glaso, 2015, 2018) described these types of followers as capable but cautious
performer, who is moderate to high on competence but has variable commitment,
and hence likened them to D3 followers as highlighted in Figure 2.2, who will want to
be given an opportunity to practice their own ideas.

Their role orientation according to Lapierre & Carsten (2014) will be that of proactive
followers. That is, they will view their role as followers who are neither passive nor
ineffectual but as a role that is best performed by taking initiative, thinking
independently, and challenging the leader when needed. Followers with a proactive
role orientation according to Carsten et al. (2010) believes that it is their job to
associate with leaders by articulating ideas and opinions, taking initiative to identify
and solve problems, and seeking ways to help the work unit more effectively to
achieve its goals.

Proactive followers believe that they have something valuable to offer and contend
that leadership processes (and by extension, organizational outcomes) are improved
when followers actively engage with leaders. Bastardoz & Van Vugt (2019) findings
suggest that most employees find interactions with their direct bosses the most
stressful part of their job. But the business world of today according to Lapierre &
Carsten, (2014) requires active and engaged followers who work with leaders to
advance the mission and objectives of the organization.

Supporting D3 followers will suggest the adoption of a supporting style (S3) of
leadership (supportive style defined as high-supportive behaviour in combination

with low-directive behaviour) as highlighted in figure 2.1 by the Ghanaian SME hotel
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leader. This will require the showing of high supportive behaviour with low directing
behaviour (Blanchard, 2000), through for example, recognition, motivation and
exchanging ideas with D3 followers.

The importance of supporting style is acknowledged in the work of Galabova &
McKie (2013) who found an important relationship between well-being and human
capital among SMEs. Their findings summarised the views of SME managers
relative to well-being of employees to align with support from other staff, the SME
manager, and the overall company to help employees improve their skills, be it
directly on the job or indirectly on related tasks they join in to make better. This
suggests that supporting style adopted by the leader can provide active listening,
facilitate problems with tasks or decisions made by followers and motivating
followers which may be valuable for employees categorised under D3 within
Ghanaian SME hotel employees.

Supporting style tend to be effectively utilized to support D3 staff if the leader has
referent power. This will be based on good personal relations with employees who
are able but unwilling or insecure. Referent power can provide confidence,
encouragement, and recognition, to D3 employees as they will generally respond in
a positive way because they like, admire, or identify with the leader. The use of
legitimate power is also feasible at this point as an employee who reaches D3 level
of maturity, will perceive the power of the leader as legitimate, and compliance is
induced by the leader’s position in the organisational hierarchy (Hersey, Blanchard &
Natemeyer, 1979).

Consequently, it will be practicable for Ghanaian SME hotel managers or leaders to
enhance the working culture of their organisations by providing a motivating, friendly

and even family-like work environment to accommodate D3 employee. These
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practices that will be adopted by the leader to recognise, motivate, and exchange
ideas with D3 employees has however, not been highlighted by supporting style to
be able to apply high supportive behaviour and low directive behaviour. These
contextual factors have however not been highlighted and incorporated into the

application of supporting style in SLT.

2.4.2.3.4. Delegating style (S4) under situational leadership and employee development
Employee competence has been found to have a significant effect on organisational
performance with training and development acknowledged to equally support
employee competence in the hotel industry (Otoo & Mishra, 2018). Interestingly,
attracting suitably qualified and motivated employees is difficult among Ghanaian
SME hotels (Appaw-Agbola, 2016).

It is acknowledged that Ghanaian SME hotels find it difficult to attract professionally
gualified, and skilled employees (Appaw-Agbola, 2016). Those whose professional
competence have been improved in-house, through directing, coaching, and
supporting by the leadership of Ghanaian SME hotels tend to feel less intrinsically
and extrinsically motivated due to SME liability of smallness (Parida et al., 2012).
This is compounded by the limited financial resource capabilities and opportunities at
the disposal of Ghanaian SME hotels (Nwosu & Ward, 2016). These employees
(followers) who are deemed to be professionally competent, are familiar with their
task and the business policy of the SME.

They display behavioural independence in the activities they carry out, achieve
results, extremely competent and very committed to achieving results. Scholars
such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson &
Glaso (2015, 2018) described these type of employees (followers) as self-reliant

achievers with the highest development level within the industry characterised as
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high on both competence and commitment, and hence likened their behaviour to D4
followers as highlighted in Figure 2.2.

Since professional competence is considered important among Ghanaian SME hotel
employees (Appaw-Agbola, 2016), employees (followers) who have attained this
height in the industry according to Lapierre & Carsten (2014) are most likely to
exhibit an anti-authoritarian role orientation or a rebellious behaviour and hence feels
that they should avoid domination by a leader and combat the leader’s authority or
desire to control them. They tend to ignore directives or avoiding opportunities to
work with the leader to solve problems to avoid it being misconstrued as giving in to
the leader’s authority (Carsten et al., 2013).

The use of innovative human resource practices by SMEs (Kroon et al., 2013) may
be practicable by adopting a low directive and low supportive behaviour through a
delegating (S4) leadership style (delegating defined as low-supportive behaviour in
combination with low-directive behaviour) that displays the leader’s confidence in the
ability of the employee (follower) as highlighted in figure 2.1. This could potentially
support D4 followers (Blanchard, 2000) within Ghanaian SME hotels. The leader
discusses tasks and problems with D4 followers and when a mutual agreement is
achieved further processes are fully delegated to the follower (Blanchard, 2000).
Consequently, D4 followers will respond most readily to expert power with the use of
delegating leadership style. Thus, a leader who possesses expertise, skill, and
knowledge may influence and gain respect most readily from a follower who has
both competence and confidence (Hersey, Blanchard & Natemeyer,1979).

However, delegating style has failed to highlight the leadership practices and

approaches to be adopted by the leader under delegating style to be able reach a
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mutual understating that demonstrates the use of low directive behaviour and low
supportive behaviour with D4 followers.

Pansiri, (2008) reiterates that skilled SME manager’s or owner’s conceptual and
creative contributions will not be misplaced if routine task are delegated and used as
an avenue to train, motivate and tap into employee strength. Jennings & Beaver
(1997) also found that financial success significantly correlates with the SME owner’s
delegation of lower-level tasks to subordinates and concentrate on more critical
activities to prevent SME managers from drowning in a pool of routine activities.
Figure 2.3 which has 15 components summarises the situational leadership styles,
the power bases applied by SME managers or leaders, the category of employees,
development levels and features.

S1 to S4 represent the four situational leadership styles of directing, coaching,
supporting, and delegating which are the four situation leadership styles applied in
each quadrant of the situational leadership model.

D1 to D4 represent the competence or development levels of the four categories of
employees identified under situational leadership. Directing style is applied to
support D1 staff, coaching style applied on D2 staff, supporting style applied on D3
employees and delegating style applied on D4 employees in an ascending order as
employees competence improves as highlighted by the direction of the blue arrows,
the features of D1 to D4 explained in the next four components.

The last three components at the bottom represent the power base that may be
effectively utilised to support the leadership style at the various development levels.
The first eight components of figure 2.3, directing (S1), coaching (S2), supporting
(S3) and delegating (S4) and D1 to D4 were developed from the work of Blanchard

(1997 and 2000) relating to situational leadership model and follower development
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levels. The last three components were developed from the work of Hersey,
Blanchard & Natemeyer (1979). By extension, the researcher added the four
components at the bottom explaining the features of the various category of
employees and the blue arrows depicting the progression from one competence
development level to the next based on the research’s comprehension within the

literature.
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Figure 2.3. Application of Situational Leadership, power, and employee
competence development
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The competence and experience of employees among Ghanaian SME hotels seems
to be limiting Ghanaian SME hotel managers or leaders desire to delegate work to
subordinates and concentrate on other important issues as research by Thompson &
Glasg (2015) found that, leader directiveness was inversely associated with
experience, indicating that supervisors acting consistently with SLT recommendation

will need to provide more direction with less competent employees. Adopting human
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resource practices that support the development of employee competence among
Ghanaian SME hotels is therefore vital.

Otoo & Mishra (2018) in a review of the impact of human resource management
(HRM) practices on hotel Industry’s performance relative employee competencies in
the Ghanaian hotel industry called for more research to examine the mediating role
of human resource practices on employee competence in the Ghanaian Hotel
industry.

In conclusion, this review has highlighted that Ghanaian SME hotel managers tend
to exhibit the use of less structured approaches to achieve organizational outcomes
(Agyapong et al., 2016). This is due to the lack of professionally and multidisciplinary
competent employees among Ghanaian SME hotels (Appaw-Agbola, 2016), to
guarantee the survival and growth of their businesses (Dias et al., 2017).

The multiplicity of individuals among Ghanaian SME hotels (Frempong, 2019) are
characterised as being vocational and senior high school graduates with limited
professional skills and experience (Appaw-Agbola, 2016). These individuals will
require leaders to exert their support on employees using different human resource
practices and social-psychological means through their personality or leadership
style to develop their task readiness and competence levels that will enhance their
professional skills and experience.

Extant literature in employee competence according to Alberton et al. (2020) has
again emphasized the necessity to explore how the practical actions of managers or
leaders are carried out relative to how the individual competence of their employees
are supported within their organisations. Employee competence thus seem key to
Ghanaian SME hotel managers and leaders in the realisation of organisational

objectives, but this is seldom supported or managed.
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Research by Kuzma et al. (2017) revealed that the management of employee
competence amplifies individual potentials and converges their objectives with those
of the organisation.

The next section will discuss employee competence development and the
mechanisms through which Ghanaian SME hotel managers or leaders support the
competence development of their employees to deliver effective customer service to

achieve organisational objectives.

2.5. Employee Competence Development

Spencer & Spencer (1993) indicated that competence can objectively be applied to
human resource management activities such as recruitment, performance,
management, educational training, career development and successor plans.
Gorenak, Spindler & Brumen (2019) in an examination of the influence of
competencies of managers on job satisfaction of employees in the Slovenian hotel
industry concluded that competencies are a mixture of knowledge, abilities, skills,
experiences, and values of an individual gathered during their primary socialization,
various levels of education and work life. Competence is also understood as an
employee’s opinion of self-ability to implement assigned everyday jobs and
responsibilities based on knowledge, skills, and experience (Turnipseed &
VandeWaa, 2020).

Spencer & Spencer (1993) classified the characteristics of competence under explicit
and implicit characteristics, with explicit characteristics being visible and include
knowledge and skills whilst implicit characteristics include motivation and internal or
personality characteristics. These classifications are aligned to Suhairom et al.

(2019) who also stated that competence can be subdivided into two categories,
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namely, visible competency, which includes technical and non-technical capabilities,
and invisible competency, which includes self-concepts, personal qualities, physical
gualities, and behaviours, both of which in turn affect work performance and
contextual performance.

Culturally and linguistically diverse workforce spirituality and faith has also been
found to affect employee development and optimism in the hotel industry
(Manoharan, 2021). An understanding of the potential impact of context on
leadership is therefore vital (Muchiri, 2011).

The next section will therefore explore the theoretical constructs of culture and the
impact of contextual factors on employee competence development (ECD) in the

Ghanaian hotel industry.

2.5.1 Contextual factors and employee competence development

Understanding and being able to interpret contextual factors is an important tool in
leading and managing the internal dynamics of small teams at different levels, as it
furthers our understanding of small groups in relation to their surroundings (Heldal &
Antonsen, 2014). An understanding of the potential impact of context on leadership
is therefore vital (Muchiri, 2011).

Contextual factors in the context of this research are the socio-cultural factors, overt
or covert which defines the demographics, beliefs, attitudes, and traditions of the
inhabitants in Ghanaian societies. These tend to affect and alter leadership practices
to be accommodated, especially in Africa (Gray, Shrestha, & Nkansah, 2008).

Many African societies including Ghana emphasizes in-group collectivism based on
family ties, religious or ethnic backgrounds (Munchiri, 2011). Ghana has a
predominantly collectivist societal culture (Akoensi, 2018) with a very high-power
distance (Danquah, 2018; Ansah, 2015). Many of these societies exhibit values such

69



as selflessness, kindness, and love, and hence tend to be affected by, among other
things, family experiences, religious, and cultural norms. Respecting and upholding
family values, religious, and cultural beliefs are therefore mandatory responsibilities
in most Ghanaian societies (Akoensi, 2018). This makes family, religion, and culture
important factors to be considered in the leadership process in the Ghanaian
context, as the views of leaders and employees would be affected by these factors.
The next three sub-headings explores the impact of culture, religion, and family on

Ghanaian hotel staff competence development.

2.5.1.1 Culture and employee competence development

Culture is a complex multilevel, and multidimensional phenomenon (Aymin &
Korabik, 2010). Culture has been acknowledged by researchers including (Segundo,
2023; Ayman et al. 2012) to be interwoven with leadership processes within
organisations. The values prevalent in organisations therefore tend to be affected by
the dominant cultural values and context of those who built those organisations
(Munchiri, 2011).

It is therefore difficult to coordinate the actions of people in organisations without a
deep understanding of their values, beliefs, and expressions (Hofstede,1984). The
exercise and application of the right blend of attitudes and behaviours in a specific
cultural context by organisational leaders is therefore vital in achieving positive
organisational outcomes (Konopaske, Ivancevich & Matteson, 2018).

Sochor (2020) reiterate that, there is no one definition of culture on which scholars
subscribe to. However, researchers including (Hofstede, 2001; Schein,1992;
Trompenaars & Hampden-Turner, 1998) seem to agree on what most people

consider or understand as culture. Accordingly, most people understand culture as a
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“set of shared values, beliefs and customs within a given community” (Socho, 2020,
p. 271).

Some definitions of culture for example (Schein, 1992), defined culture in terms of its
utility as an organisational variable or the purpose it serves in helping organisational
members make sense of their social world and cope with problems of adaptation as
“the sum total of everything an organization has learned in its history in dealing with
the external problems — which would be goals, strategy, how we do things — and how
it organizes itself internally”.

Other definitions conceptualised culture contextually as “the material and spiritual
product that human beings have produced, inherited and developed, which is
manifested in a nation’s history, geography, customs, lifestyles, social norms and
values” (Yang, 2019, p.1320).

One of the most widely accepted and adopted views of culture according to Smith
(2010) is in the works of Hofstede (1980b, 1994, and 2001a) who defined culture as
“the collective programming of the human mind that distinguishes the members of
one human group from those of another. Culture in this sense is a system of
collectively held values” (Hofstede, 1991, p. 51) or “the collective programming of the
mind that distinguishes the members of one group or category of people from
another” (Hofstede, 2001, p. 9).

This research however defines culture by combining the definitional variables of
Hoftede (1999, 2001), Schein (1992) and Yang et al. 2019) as “a system of
collectively-held values that has been programmed in the human mind, to embrace
and defend, the material, spiritual, and traditional products that human beings have
produced, inherited and developed, which is manifested in a nation’s history,

geography, customs, lifestyles, social norms and values, that distinguishes the
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members of one group or category from another, to serve as a guide for its members
to know what is permitted and what is prohibited”

As culture tend to serve as a guide for its members to know what is permitted and
what is prohibited (Sutrisno, 2018), it would affect the attitudes and behaviour of all
members for example, in an organisation, including the owners, managers, and
employees. There is therefore a significant (positively) correlation between culture
and the behaviour of leaders and followers (Tsai, 2011).

Hofstede (1980b) characterised four dimensions of culture which has been widely
used and referenced in the development of other cultural frameworks to further our
understanding of diverse cultural behaviour and values. These include, power

distance, uncertainty avoidance, individualism, and masculinity.

2.5.1.1.1 Power Distance

Power distance describes the power gap that exists between individuals in society,
with the less powerful acknowledging this gap and feel comfortable with the power
inequality (Hofstede, 1980b). Power distance as a cultural factor characterizes the
attitude to leadership in national culture and determines the degree of leaders'
encouragement to use their power (Blyznyuk, 2022). Hofstede (1980b) classified
power distance as low and high.

Low power distance societies exhibit minimal inequality, redistribution of power, easy
access to superiors, and the existence of harmony between the powerful and
powerless (Segundo, 2023). On the other hand, high power distance societies
exhibit an order for inequality, inaccessible superiors who are entitled to privileges,
and conflict the existence between the powerful and the powerless (Segundo, 2023).
It is anticipated that leadership styles in high power distance cultures will seek to

demonstrate tolerance, respect for age, compromise, and consensus in working out
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rules for working together which are acceptable to all (Jogulu, 2010). On the other, in
low power distance cultures, relations between employees are formed on
emphasized social equality and partnership, whilst the leader uses his power in
exceptional cases (Jogulu, 2010).

Consequently, D1 and D2 employees without or with low competence within
Ghanaian SME hotels will tend to exhibit high power distance by accepting the
leader’'s command and asking leaders what to do without questions. On the other
hand, D3 and D4 employees who have moderate to high competence within
Ghanaian SME hotels will tend to exhibit low power distance and tend to require
involvement in decision-making and respond to empowerment (Newman & Butler,

2014).

2.5.1.1.2 Uncertainty Avoidance

Uncertainty avoidance describes a society in which members are intolerant of
uncertainty or ambiguity, attempt to control unstable situations by establishing formal
laws and rules, frowning upon deviant behaviours, providing stable career options,
belief in absolute truths, and the attainment of expertise (Hofstede, 1980b).
Uncertainty avoidance as a cultural factor characterizes the level of uncertainty,
social instability, ambiguity, which is normal and in which members of the society feel
comfortable (Blyznyuk (2022). Hofstede (1980b) classified uncertainty avoidance into
strong and weak.

In strong uncertainty avoidance societies have higher levels of anxiety and
aggressive behaviours that create an inner need in societal members to work hard,
avoid risk, and adhere to rigid laws, rules, and procedures, a strong need for
consensus, with ordinary citizens seen as incompetent compared to authorities

(Segundo, 2023). On the other hand, weak uncertainty avoidance societies have
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less-formal laws and rules, less emotion is shown, less stress, high tolerance for
deviation, aggressive behaviour is unacceptable, minimized nationalism, risk taking
behaviours, hard work is not a virtue, and authorities serve the citizens (Segundo,
2023).

Enterprises operating in a national culture, whose representatives seek to avoid
uncertainty (high uncertainty), employees prefer order when they are set specific
goals and objectives (Jogulu, 2010). Actions of the leadership to engage the
employees in the management of the company may receive the approval of
representatives of cultures with a high level of uncertainty acceptance (Jogulu,
2010).

In low uncertainty avoidance, on the other hand, it may be ineffective if leader's
behaviour is directed to the formation of relationships with subordinates. In this case,
employees may have a very strong desire to participate in management and
independently address issues related to their job responsibilities (Jogulu, 2010).
Consequently, D1 and D2 employees with low or without any competence within
Ghanaian SME hotels will tend to exhibit high uncertainty avoidance to avoid risk
and adhere to rigid laws and procedures. On the other hand, D3 and D4 employees
with moderate to high competence within Ghanaian SME hotels will tend to exhibit
low uncertainty avoidance and tend to respond to less formal rules and procedures

and intolerant of aggressive behaviour (Newman & Butler, 2014).

2.5.1.1.3 Individualism

Individualism as a cultural dimension describes the notion that people are expected
to take care of themselves and immediate families only and have a loose social
network where the concern is only for the individual’'s goals, needs, and initiative,

everyone has the right to a private life, and value standards should apply to all
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Hofstede (1980Db). Individualism versus collectivism as a cultural dimension
characterizes social orientation as an idea of the relative importance of the
individual's interests in relation to the interests of the group to which he belongs, and
which indicates the attitude and cooperation of employees in individual or collective
actions (Blyznyuk, 2022).

In individualistic cultures, leaders focus their behaviour on individual employees
rather than on the team. Leadership is thus based on the management of the
individual in the group, with considerable attention to the management structure
(Blyznyuk, 2022).

On the other hand, collectivist societies in direct contrast to individualistic societies
refer to groups that are tightly knit where individuals act in the best interest of the
group, expecting the group to look after them and commit their loyalty to the group,
or organization in return (Hofstede,1980b). Collectivist societies emphasize
belonging to a group, where individuals depend on the organisation for stability and
opinions are predetermined by leadership (Segundo, 2023). it is anticipated that
leaders in collectivist cultures will prioritise the needs of groups and view leadership
effectiveness as a long-term goal resulting from subordinate loyalty, extra effort, and
satisfaction with the leader (Jogulu, 2010). Furthermore, collectivist cultures prioritise
the needs of the group, family and overall community when engaging in leadership
actions (Jogulu, 2010).

Consequently, D1 and D2 employees with low or without any competence within
Ghanaian SME hotels will tend to exhibit a collectivist orientation, and therefore will
tend to value group welfare and depend on others in the group. On the hand, D3 and

D4 employees with moderate to high competence within Ghanaian SME hotels will
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tend to exhibit an individualists orientation, hence will tend to value, and motivated

by individual achievement (Newman & Butler, 2014).

2.5.1.1.4 Masculinity

Masculinity in societies is characterized by assertiveness, the acquisition of material
items, uncaring of others, live to work, performance and ambition are key. The show
of manliness are also valued, where men are expected to be assertive and women
nurturing (Hofstede,1980b). Feminine societies in direct contrast are characterized
by sex equality, service to others and quality of life are key, sympathizes with the
less fortunate, interdependence is ideal, and men are not expected to be assertive
but can also assume nurturing qualities (Segundo, 2023).

Consequently, in masculine cultures, the actions of the leader, tend to be focused on
obtaining results or increasing participation of employees in management (Blyznyuk,
2022) whilst in a feminist culture, the leader’s actions are focused on the values and
ability to organize conflict-free group work, reach consensus, develop a fair
motivation, and build relationships (Blyznyuk, 2022).

Consequently, D1 and D2 employees with low or without any competence within
Ghanaian SME hotels will tend to exhibit a feminine orientation, therefore tend to be
interdependent. On the other hand, D3 and D4 employees with moderate to high
competence within Ghanaian SME hotels will tend to exhibit a masculine orientation,
therefore will tend not to care for others (Newman & Butler, 2014).

Figure 2.4 which has 35 components summarises the cultural dimensions, employee
cultural orientation, the calibre of employees those orientation applies to and the
situational leadership styles applicable to those employees.

The arrow from left to right pointing to “Low” represents low cultural dimension whilst

the arrow from left to right pointing to “high” represent high cultural dimension.
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Power distance, uncertainty avoidance, collectivism versus individualism and
femininity Vs Masculinity represents the four cultural dimensions.

S1 to S4 represent the four situational leadership styles of directing, coaching,
supporting, and delegating which are the four situation leadership styles applied in
each quadrant of the situational leadership model.

D1 to D4 represent the competence or development levels of the four categories of
employees identified under situational leadership. Directing style is applied to
support D1 staff, coaching style applied on D2 staff, supporting style applied on D3
employees and delegating style applied on D4 employees. The orientation of
employees in each cultural dimension is explained under the orientation column.
The development levels D1, D2, D3, D4, and leadership styles directing (S1),
coaching (S2), supporting (S3) and delegating (S4) were developed from the work of
Blanchard (1997 and 2000) relating to situational leadership model and follower
development levels.

Cultural dimensions relating to Power distance, uncertainty avoidance, collectivism
versus individualism and femininity versus masculinity were developed from
Hofstede, Hofstede & Minkov (2010) whilst the employee orientations were
developed from Newman & Butler (2014).

The four cultural dimensions of Power distance, uncertainty avoidance, collectivism
versus individualism and femininity versus masculinity according to Hofstede are in
the middle of the figure under the heading “Cultural Dimensions”. To the left of the
figure highlights staff with low cultural dimensions (D3 & D4), their orientation and
the SLT leadership style that can support their development. To the right of the
figure also highlights staff with high cultural dimensions (D1 & D2), their orientation

and the SLT leadership style that can support their development.
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Figure 2.4. Situational leadership, cultural dimensions, and employee competence development
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The collectivist and high-power distance culture within most Ghanaian societies and
organisations reflects the value placed on family. However, the virtual absence of
family-friendly policies in government and private organisations in Ghana, makes it
difficult for employees to balance work and family (Aryee, 2005).

The next sub-section reviews family ties and how it impacts employee competence

development within Ghanaian SME hotels.

2.5.1.2 Family ties and employee competence development

Historically, the hotel sector of the hospitality industry is one of the industries where
non-traditional hours and unusual work schedules are the norm. Hence, it is
particularly difficult to achieve “work -life balance” in the industry (Mohanty &
Mohanty, 2014). The promotion of this culture is ultimately detrimental to gaining a
work-life-balance (Cullen & McLaughlin, 2006).

Research however supports the view that, the priority employees give to their
families gives them influence, recognition, enjoyment of the leisure of life, peace of
the world and independence (Schwartz, 2015). This makes family, in the working life
of every employee, an important factor to be considered in the leadership process.
Cultural principles in Ghana, which is a predominantly collectivist society, endorses
marriage and procreation as the culturally dominant family arrangement (Oheneba-
Sakyi & Takyi, 2006). The extended family system again, in most Ghanaian societies
tend to put a traditionally overbearing form of guilt and risk associated with family
feud, when family members are unable to fulfil kinship demands such as elderly
care, daily household chores, and participation in a family members’ rites of
passage. Respecting and upholding family values are therefore mandatory

responsibilities in most Ghanaian societies (Akoensi, 2018).
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Work and family conflict in Ghana tend to be unusual (Akoensi, 2018), hence the
application of SLT leadership styles to support the competence development of the
diverse staff categories in the Ghanaian hotel industry may be affected by family ties.
To obtain optimal return on employees, it will therefore be important to understand
the interplay between work and family (Mohanty & Mohanty, 2014) in the leadership
process.

The spiritual and faith values also tend to have an impact on family members in the
Ghanaian culture, as it reflects the spiritual blessing bestowed on the family and its
members (Akoensi, 2018).

The next sub-section will explore religious beliefs and how it impacts on employees

competence development within Ghanaian SME hotels.

2.5.1.3 Religious beliefs and employee competence development

Religious identity is acknowledged to be tied to a range of important workplace
outcomes (Héliot et al., 2020). Culturally and linguistically diverse workforce
spirituality and faith has also been found to affect employee development and
optimism in the hotel industry (Manoharan, 2021). Expressing one’s religious views
and seeking religious accommodations in the workplace has therefore become a
common practice (Morgan, 2004). Be it overt or covert, employees working in
religiously diverse organisations are prone to increased interpersonal conflicts and
misunderstandings because of their religious affiliation which tend to affect their
commitment and engagement (Messarra, 2014).

Héliot et al. (2020) identified three key features that appear to influence how religious
identities interact with an individual's occupation. Thus, (i) the individual's personal
preferences, (ii) the opportunities the work role provides to express that identity, and

(i) the characteristics of the worker's specific religious belief system. The various
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categories of employees (D1, D2, D3 and D4) within Ghanaian SME hotels who tend
to be identified with different religious beliefs, will display behaviours that then to
reflect these features.

Consequently, a positive connection of these features, occupational and religious
values tend to enhance employees workplace decisions and behaviours (Morrison &
Borgen, 2010). On the other hand, a negative connection between these features,
occupational and religious values tend to adversely affect employees behaviours and
outcomes (Ghumman et al., 2013).

In conclusion, this review has highlighted that, Ghana is characterized by a high-
power distance culture with a tight social framework and a strong and cohesive
societal emphasis on in-group collectivism based on family ties, and religious or
ethnic backgrounds. The understanding of the potential impact of contextual factors
including culture, family and religion on leadership is important in the leadership
process. Munchiri (2011) in a review of extant literature to build a logical framework
depicting the interrelationships between leadership and the contextual factors of
societal culture and patrimonial behaviours in sub-Saharan Africa has therefore
called for the incorporation of context into leadership research to determine the
impact of context on the relationship between leadership behaviours, followers’
responses, and organisational effectiveness.

Research has identified the hospitality sector as a case environment for
consideration of skills in services (Baum, 2002) as it indicates a rich agenda for
researchers to pursue (Otoo & Mishra, 2018). Skill-enhancing human resource
practices (for example, cultural and religious competence, selection or recruitment
and training) are the best solutions to address several issues that tourism firms are

faced with (Chang et al., 2011). For instance, low-skilled, low-paid, seasonal
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workforce (Wikhamn, 2019), low level of qualification and a high turnover rate
(Hjalager, 2002; Kattara & El-Said, 2013; Yang & Wan, 2004; Walsh et al., 2008).
Kotey & Folker (2007, p .215) stated that “training is believed to be the most
prevailing driver to improve the competencies of employees and to assist towards
the growth and increase of profitability of an organisation”. Chandler & McEvoy
(2000) further stated that organisations that empower employees through training
and development are prone to have less employee turnover, greater productivity,
and greater financial performance.

Consequently, implementing skill-enhancing human resource training practices is
significant for SMEs strategy to focus and address customers’ wants and needs
(Domi & Domi, 2020), as Ghanaian SME hotels showcase diverse employees
(Mircetic et al., 2018) with varied competence levels and the lack of multidisciplinary
competence (Appaw-Agboola, 2016).

Given the diversity within the industry, research has found strong indications of
significant differences on the usage and importance of training and development
practices in hotels (Chand & Ambardar, 2010). This recognition makes it difficult to
provide uniform training for a fragmented sector. It is argued that it is less likely for
unanimity to be achieved with respect to the use of training and development (Baum,
1997) especially among SMEs in the tourism or hospitality industry.

The next section will discuss training and development (T&D) as one of the
mechanisms use to support employee competence (EC) and how leaders can
enhance employees competence among Ghanaian SME hotels to achieve

organisational objectives using T&D.
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2.5.2 Training and Development

Extant literature has showcased the connection between training of human
resources and performance of SMEs (Sirinaga, Khatibi & Ferdous-Azam, 2020) and
SME employee’s overall satisfaction (Rahaman & Uddin, 2022). The support for
employees to improve their skills and competencies for both current and future roles
is acknowledged to be through training and development (Anwar & Abd Zebari,
2015). Training with development are acknowledged to be human resource practices
aimed at increasing an organization’s ability to produce a positive outcome (Anwar &
Balcioglu, 2016) and hence, can be offered to an employee at the same time (Anwar
& Shukur, 2015) or at different times (Anwar & Surarchith, 2015).

Training is said to offer employees a continuous improvement in their abilities, skills,
style of thinking, current processes and interaction with customers using different
learning techniques (Hameed & Anwar, 2018) to hit targeted outcomes (Anwar,
2017). It offers employees an understanding of the mechanisms of things relating to
future issues and demands, which may occur over a longer period (Anwar &
Ghafoor, 2017) to take on more responsibilities based on their levels of efficiency
(Anwar, 2017). On the other hand, development supports more organisational
growth and a change in the direction and focus of status of employees, which is a
key objective of development (Anwar & Climis, 2017).

Researchers have acknowledged the merits and significance of employee training
and development on organizational outcomes (Zhang et al., 2019; Nda & Fard, 2013;
Walters & Rodriguez, 2017). These include but not limited to the improvement of the
overall quality of work processes and service delivery (Zhang et al., 2019) and
improved performance (Danvila-del-Valle, Estévez-Mendoza & Lara, 2019) including

SMEs (Sirinaga, Khatibi & Ferdous-Azam, 2020).
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Human resource training which has been explained to align with the application of
formal processes to impart knowledge by supporting employees to acquire the skills
necessary for them to perform their assigned roles satisfactorily (Erina, Ozolina-
Ozola & Gaile-Sarkane 2015). This is suggested to be able to prepare staff for the
coming years, whilst working hard for it in the current (Anwar, 2016) as they will be
the main source of energy to their organization (Abdulla et al., 2017).

However, Ghanaian SME hotels tend to use unstructured and informal processes to
impart knowledge through training and development as the application of formal
processes are suggested to be marred by high cost of training (Young-Thelin &
Boluk, 2012; Ramendram et al., 2014), limited resources of SME hotels (Parida et
al., 2012) and context including culture and religion (Munchiri, 2011).

Generally, however, researchers including Anwar & Louis (2017) and Rahaman &
uUddin (2022) have highlighted that T&D can be categorised under two main types as
either on-the-job training or off-the-job training.

On-the-job training consists of coaching or mentoring trainees by skilled and
experienced staffs within the confines of the job environment (Anwar & Abdullah,
2021) by providing the necessary guidelines and other job-related knowledge to
enhance employee job productivity and performance (Elnaga & Imran, 2013). On the
other hand, off-the-job training is training that is conducted away from the job
environment but still providing the necessary guidelines related to the job role
(Anwar & Surarchith, 2015).

The five main types of training methods that are mostly applied by SMEs to develop
the competence of their employees according to researchers including (Dewhurst et
al., 2007; Paauwe, 2009; Lee & Bugler, 2017) includes: on-the-job training,

computer-based learning, workshops, lectures and seminars and case studies.
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The need for the application of T&D and its methods within Ghanaian SME
hotels reflects in the category of Ghanaian SME hotel employees who are
characterized as first-time employment employees with either basic or total lack of
experience and competence in their roles. These employees have been described
by scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and
Thompson & Glaso (2015, 2018) as D1 followers. Due to their liability of smallness
(Parida et al., 2012), Ghanaian SME hotels tend to use T&D methods (for example,
on-the-job training) as a first and necessary step to give these employees the basic
skills required to start work immediately, for fear of customer dissatisfaction.
Orientation and on-the-job training thus seem vital for this category to settle into their
new roles.

The need for T&D among Ghanaian SME hotel employees also reflects in the
second category of employees characterized by those employees (followers) who
have worked and learned for some time and have become a little familiar with their
roles but still classed as having low competence. These employees have been
described by scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009),
and Thompson & Glaso (2015, 2018) as D2 followers. This category of employees
strive to continue with the learning process for proper service delivery and customer
satisfaction. The application of T&D methods (for example, on-the-job training,
computer-based learning) may seem feasible. This gives managers the opportunity
to use them as temporary replacement when competent staff resign or walk out.

The third category of employees among Ghanaian SME hotel employees
whose competence is supported by T&D are those employees who take initiative,
think independently, and have the tendency to challenge the leader when needed as

they have something valuable to offer after learning the requirements of their role.
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Scholars (for example, Cvijanovic et al., 2018: Thompson & Vecchio, 2009:
Thompson & Glaso, 2015, 2018) described them as D3 followers. Further developing
these employees may seem feasible as they would have been moderately
competent and hence will need less on-the-job training and more development
methods (for example, using workshops, seminars, and lectures) to broaden their
knowledge of industry practices.

The final category of Ghanaian SME hotel employees are those characterized
to be deemed professionally and extremely competent in their roles. Scholars such
as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso
(2015, 2018) described them as D4 followers. They feel empowered in themselves
and hence will need less on-the-job training and more development methods (for
example, using workshops, seminars, and lectures) to broaden their knowledge of
industry practices.

The application of the needed training and development to support and develop the
competence and skills of employees within SMEs have been acknowledged to be
challenging, especially among hotels in the hospitality industry (Hyasat, Al-Weshah
& Kakeesh, 2022) due to their liability of smallness (Parida et al., 2012).
Consequently, the high cost of training pushes SMEs to embark on cost-cutting or
under-investing in training activities (Young-Thelin & Boluk, 2012; Ramendram et al.,
2014). This is seemingly justified by SME hotel owners and leaders who believe that
it takes time to see actual results of training, as there is no direct return on training
which they can use to justify its high cost (Kyriakidou & Maroudas, 2010; Young-
Thelin & Boluk, 2012; Ramendram et al., 2014).

The development of training programmes that can meet employee needs and

marketplace requirements has also been acknowledged to be challenging for hotel
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SMEs (Al-Weshah, 2018). The difficulty in managing workplace diversity among
SME hotel employees which brings out Issues such as religion, cultural, and
language differences among employees might have a (negative or positive) impact
on training and development (Al-Weshah, 2019a).

Hyasat, Al-Weshah & Kakeesh (2022) has suggested the need for additional efforts
to be tailored at establishing new training methods which should focus on SMEs
within the hospitality industry. Given the high employee turnover among Ghanaian
SME hotels and the prevalence of a larger portion of their workforce split between
hired staff, trainees, and apprentices (MOTI MSME Policy Report, 2019), it may be
suggested that the impact of training and development may be less felt in the long
run. Ghanaian SME hotels owners, managers or leaders are therefore assumed to
be sceptical on the investment and type of training they offer to their employees,
given their limited resources.

Figure 2.5 which has 12 components summarises the level of T&D applied by
Ghanaian SME hotels managers or leaders to the various categories of employees
at the various employees competence development levels and features. D1 to D4
represent the competence or development levels of the four categories of employees
identified under situational leadership. The features and competence levels of D1 to
D4 explained in next four components, the next two components represents the level
of T&D support to be given to the staff and the last two components at the bottom of
the figure represents which category of staff the level of T&D should be targeted at.
The first eight components of figure 2.5, D1 to D4 were developed from the work of
Blanchard (1997 and 2000) relating to situational leadership model and follower

development levels. By extension, the researcher added the last four components at
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the bottom explaining the level of T&D and the staff it should be targeted at based on

the researcher’s comprehension within the literature.

2.5 Theoretical Application of Training and Development within Ghanaian SME
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Extant literature in competence according to Alberton et al. (2020) has emphasized

the necessity to explore how the practical actions of managers or leaders are carried

out relative to how the individual competencies of their employees are supported

within their organizations. Scholars have reiterated that when employees observe

that they are being empowered they tend to be involved in active learning, exhibit

supportive behaviour, get engaged in work, and display commitment towards their
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organization by suggesting a profitable business solution (Maan et al., 2020).
Psychological empowerment (hereafter PE) is part of a leader’s or manager’s
internal mechanism, with a high potential to materialize a positive confirmation of a
link between organisational contextual factors and the engagement of employees
(Stander & Rothmann, 2010). Ghanaian SME hotel managers or leaders thus have
an extraordinary opportunity to support the competence development of their
employees directly due to their closeness with their operating personnel (Pansiri &
Temtime, 2006) since different types of leadership impact employees' psychological
empowerment differently and equally determine how empowered the organization's
employees feel (Murari & Gupta, 2012).

Psychological empowerment which is another mechanism that supports employee
competence (EC) will be discussed in the next section to explore how leaders uses
psychological empowerment to connect employees with their task and organisational

values among Ghanaian SME hotels to achieve organisational objectives.

2.5.3. Psychological Empowerment

Research has highlighted the view that psychological empowerment (PE) is able to
motivate employees and hence can have an impact on their work-related outcomes
(Nawrin, 2016). Kuo, Yin & Li (2008) hold the view that when individual employees
are empowered, they become more resilient, creative and take initiative within their
roles with a sense of commitment to the organization. PE also represents and
reflects a source of power and authority presented and opened to an employee
within an organisation to reduce negative energy and generate a positive attitude
(Seibert et al., 2011). Manoharan et al. (2021) also found psychosocial support from
work and non-work sources to play a role in maintaining employees positive
expectations of future careers in the hotel industry.
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Researchers including, (Larson & Luthans, 2006; Luthans et al., 2007; Youssef &
Luthans, 2007; Luthans et al., 2008; Avey et al., 2010; Avey et al., 2012; Shah et al.,
2019), all support the positive relationship between psychological capital and
employee attitudes (such as, employee job satisfaction, organizational commitment
and reduced turnover intention). An important consideration in PE has also been
revealed to be the personality (such as core self-evaluations and self-esteem) of the
employee (Wang et al., 2013), as this may impact on the outcome of PE.

Thomas & Velthouse (1990) extension of Conger & Kanungo (1988) work on
empowerment to develop a general approach aimed at conceptualising PE in terms
of changes in cognitive variables (called task assessments), in motivating employees
identified four dimensions of psychological empowerment namely, impact,
competence, meaningfulness and self-determination.

Task assessments according to Thomas & Velthouse (1990) are acknowledged to be
the proximal cause of intrinsic task motivation and satisfaction occur within the
person in reference to the task being carried out rather than the context of the task or
to rewards or reprimands facilitated by others.

The next four sub-sections will discuss the four dimensions of task-assessment
relative to how Ghanaian SME hotel managers or leaders promote these dimensions

to intrinsically motivate their employees for better organisational outcomes.

2.5.3.1 Impact dimension of task-assessment in Psychological Empowerment

Thomas & Velthouse (1990: p.672) defined the impact dimension of task
assessment as ‘the degree to which behaviour is seen as "making a difference" in
terms of accomplishing the purpose of the task, that is, producing intended effects in
one's task environment’. First-time employees of Ghanaian SME hotels are

characterized with vocational qualifications with no experience in relation to their new
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roles (Appaw-Agbola, 2016). They may be likened to D1 followers (Cvijanovic et al.,
2018: Thompson & Vecchio, 2009: Thompson & Glaso, 2015, 2018) in Figure 2.1
above as they are passive and deferent, but very enthusiastic, excited, optimistic and
willing to learn.
They are apologetic to hotel guests for their mistakes with explanations relative to
being new employees in the organization and in their role, viewing and
acknowledging impact to be a possible diffuser, but the competence to perform is
lacking (Thomas & Velthouse,1990). They are therefore willing to do better
subsequently to make an impact to impress both the customer and the manager to
maintain their jobs. How this behaviour is sustained will depend to a large extent how
Ghanaian SME hotel managers or leaders psychologically empower this category of
employees to induce impact.

The second category, thus those employees (followers) among Ghanaian
SME hotels are those employees who have worked and learned for some time in a
group or on a task within Ghanaian SME hotels to become more familiar with tasks
and group activities may also feel discouraged, confused, and demotivated. Scholars
such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson
&Glaso (2015, 2018) described this category of employees (followers) as
disillusioned learners and likened their behaviour to D2 followers in Figure 2.1.
How this behaviour is diffused for a continuation of the learning process for proper
service delivery and customer satisfaction will depend to a large extent on how
Ghanaian SME hotel managers or leaders psychologically empowers this category
of employees to induce impact.

The third category of employees among Ghanaian SME hotels are those

employees who view their role as followers who are proactive, neither passive nor

91



incompetent but have something valuable to offer after learning the tenets of their
role. They take initiative, thinking independently, and have the tendency to challenge
the leader when needed. Scholars such as Cvijanovic et al. (2018), Thompson &
Vecchio (2009), and Thompson & Glaso (2015, 2018) likened this type of followers to
D3 followers as highlighted in Figure 2.1, who will want to be given an opportunity to
practice their own ideas.

How this behaviour is managed, and the negative aspect diffused for a proper
service delivery and customer satisfaction will depend to a large extent on how
Ghanaian SME hotel managers or leaders psychologically empowers this category
of employees to induce impact.

The last category of employees among Ghanaian SME hotels are those type
of employees (followers) who are deemed to be professionally competent and
familiar with the business policy of the organization. They display behavioural
independence in the activities they carry out, achieves results, extremely competent
and very committed to achieving results.

Scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and
Thompson & Glaso (2015, 2018) described these type of employees (followers) as
self-reliant achievers with the highest development level within the industry and
likened their behaviour to D4 followers as highlighted in Figure 2.1.

They may exhibit a rebellious behaviour and hence feels that they should avoid
domination by a leader and combat the leader’s authority or desire to control them
(Lapierre & Carsten, 2014). Psychologically empowering this category of employees
to induce impact by maintaining and striking a balance between their authority and

the authority of the manager or leader for proper service delivery and guest
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satisfaction is among the major challenges of Ghanaian SME hotel managers or

leaders.

2.5.3.2 Competence dimension of task-assessment in Psychological
Empowerment

Competence is also understood as an employee’s opinion of self-ability to implement
assigned everyday jobs and responsibilities based on knowledge, skills, and
experience (Turnipseed & VandeWaa, 2020). This aligns with Thomas & Velthouse
(1990, p.672) explanation of competence as “the degree to which a person can
perform task activities skilfully when he or she tries”. The meaning of competencies
can also be explained relative to involving the aggregate of knowledge within an
individual skills and organizational units that can generate competitive advantage
(Fleury & Fleury, 2004).

An exhibition of competence dimension of task-assessment in PE reflects the
category of Ghanaian SME hotel employees characterized as first-time employment
employees with either basic or total lack of experience and competence in their roles
try as much as practicably possible to gain the needed competence to sustain their
employment and earn a living. Described by scholars such as Cvijanovic et al.
(2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015, 2018) as D1
followers, their level of competence is likened to what Spencer & Spencer (1993)
referred to as threshold competencies.

Due to the availability of unemployed graduates and senior High school leavers,
seeking their first employment to gain the needed experience and exposure for either
career development or self-sustenance, Ghanaian SME hotel managers take
advantage of this by dismissing employees who have not yet gotten their heads

around their roles but are ready to learn, for fear of customer dissatisfaction. Little
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attention is given to how this category of employees can be motivated by Ghanaian
SME hotel leaders or managers to bring out the best in them.

Competence dimension of task-assessment in PE also reflects in the second
category of Ghanaian SME hotel employees characterized by those employees
(followers) who have worked and learned for some time and have become a little
familiar with roles but still classed as having low competence. Described by scholars
such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson &
Glaso (2015, 2018) as D2 followers, their level of competence is likened again to
what Spencer & Spencer (1993) referred to as threshold competencies. This
category of employees also try as much as they can to gain the needed competence
by striving to continue with the learning process for proper service delivery and
customer satisfaction. A little latitude is however given to this category of employees
when they fall short in their roles as Ghanaian SME hotel leaders or managers use
them as temporary replacement for resignations and walk-outs by competent staff.

Competence dimension of task-assessment in PE also reflects in the third
category of Ghanaian SME hotel employees characterized as those employees
(followers) who engage with Ghanaian SME hotel leaders or managers, take
initiative, think independently, and have the tendency to challenge the leader when
needed as they have something valuable to offer after learning the tenets of their
role. Described by scholars (for example, Cvijanovic et al., 2018: Thompson &
Vecchio, 2009: Thompson & Glaso, 2015, 2018) as D3 followers, their level of
competence is likened to what Spencer & Spencer (1993) referred to as
differentiating competencies. This category of employees do not try as much as the

first two categories as they would have been moderately competent and hence have
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the tendency to either resign or walk out as they are more likely to secure a new job
more easily due to the experience gained.

Competence dimension of task-assessment in PE reflects in the final category
of Ghanaian SME hotel employees characterized as those employees (followers)
who exhibit a rebellious behaviour and feels that they should avoid domination by a
leader because they are deemed to be professionally and extremely competent.
Described by Scholars such as Cvijanovic et al. (2018), Thompson & Vecchio
(2009), and Thompson & Glaso (2015, 2018) as D4 followers, their level of
competence is likened to what Spencer & Spencer (1993) referred to as
differentiating competencies as well. They feel empowered in themselves and hence
display behavioural independence and are mostly spared of rebuke by Ghanaian

SME hotel leaders or managers for fear of losing them to the big organizations.

2.5.3.3. Meaningfulness dimension of Task-assessment in Psychological
Empowerment

Thomas & Velthouse (1990, p. 672) explained meaningfulness as a dimension that
“concerns the value of the task goal or purpose, judged in relation to the individual's
own ideals or standards. In other words, it involves the individual's intrinsic caring
about a given task”.

The first category of Ghanaian SME hotel employees (first-time employment
employees with no experience) synonymous to D1 followers based on scholars such
as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso
(2015, 2018) descriptions will place the value of the task goal or job role above their
own ideals as they accept whatever is thrown at them by Ghanaian SME hotel
leaders or managers in order to gain the needed competence and experience to

sustain their employment and earn a wage. Their own ideals are therefore disguised
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to achieve these with Ghanaian SME hotel leader’s or manager’s focus being
targeted at service delivery by this category of employees to the neglect of this
disguised behaviour.

The second category of Ghanaian SME hotel employees (those with low
competence and with little experience) synonymous to D2 followers based on
scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and
Thompson & Glaso (2015, 2018) descriptions will also place the value of the task
goal or job role slightly above their own ideals as they accept whatever is thrown at
them by Ghanaian SME hotel leaders or managers in order to continue the learning
process aimed at gaining the needed competence and experience to sustain their
employment. Their own ideals are also a little disguised to achieve these with
Ghanaian SME hotel leader’s or manager’s focus being targeted at service delivery
by this category of employees to the neglect of this disguised behaviour.

The third category of Ghanaian SME hotel employees (those with moderately
high competence) synonymous to D3 followers based on scholars such as
Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015,
2018) descriptions will also place the value of the task goal or job role slightly above
their own ideals as they accept whatever is thrown at them by Ghanaian SME hotel
leaders or managers in order to continue the learning process aimed at gaining the
needed competence and experience to sustain their employment. Their own ideals
are also a little disguised to achieve these with Ghanaian SME hotel leader’s or
manager’s focus being targeted at service delivery by this category of employees to
the neglect of this disguised behaviour.

The last category of Ghanaian SME hotel employees (those who are

professionally competent) synonymous to D4 followers based on scholars such as
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Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015,
2018) descriptions will also place the value of the task goal or job role slightly above
their own ideals as they accept whatever is thrown at them by Ghanaian SME hotel
leaders or managers in order to continue the learning process aimed at gaining the
needed competence and experience to sustain their employment. Their own ideals
are also a little disguised to achieve these with Ghanaian SME hotel leader’s or
manager’s focus being targeted at service delivery by this category of employees to

the neglect of this disguised behaviour.

2.5.3.4 Self-determination dimension of task-assessment in Psychological
Empowerment

Self-determination dimension is assimilated to locus of causality, explained as
involving issues relative to whether a person's behaviour is perceived as self-
determined (Thomas & Velthouse,1990). Self-determined employees are perceived
or characterized as being more flexible, creative, resilient, and self-regulated (Deci &
Ryan,1985).
Hostile hotel guests are perceived and known to emotionally exhaust hotel staffs,
with hotel employees mostly complaining of lack of appreciation (Tongchaiprasit &
Ariyabuddhiphongs, 2016) which has the tendency to negatively affect job
performance and service delivery. How these emotional exhaustion and lack of
appreciation is handled by the various categories of employees working in Ghanaian
SME hotels reflects how self-determined they are.

The first category of Ghanaian SME hotel employees (first-time employment
employees with no experience) synonymous to D1 followers based on scholars such
as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso

(2015, 2018) descriptions will demonstrate a behaviour characterized by flexibility,
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resilience and self-regulation to accommodate emotional exhaustion and lack of
appreciation from both hotel guest and Ghanaian SME hotel managers or leaders.
This behaviour reflects their readiness and determination to learn the tenets of their
job role to gain the needed competence and experience to sustain their employment
and earn a wage. Ghanaian SME hotel leader’s or manager’s places less emphasis
on how this category of hotel employees can be psychologically empowered.

The second category of Ghanaian SME hotel employees (those with low
competence and with little experience) synonymous to D2 followers based on
scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and
Thompson & Glaso (2015, 2018) descriptions will also demonstrate a behaviour
characterized by flexibility, resilience, self-regulation with a level of creativity to
accommodate emotional exhaustion and lack of appreciation from both hotel guest
and Ghanaian SME hotel managers or leaders.

This behaviour reflects their readiness and determination to further learn and
become competent in their job role to sustain their employment, earn a wage, and
develop a career. They begin to attract the attention of Ghanaian SME hotel leaders
or managers because of the little experience gained and show of commitment and
creativity in their job role and hence, steps are gradually taken on how to
psychologically empower this category of staff.

The third category of Ghanaian SME hotel employees (those with moderately
high competence) synonymous to D3 followers based on scholars such as
Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015,
2018) descriptions will demonstrate a behaviour characterized by a diminishing
flexibility, resilience, self-regulation but with a high level of creativity due to their level

of competence. Their behaviour and focus will now be channelled to finding a more
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challenging and rewarding role outside the organisation. Ghanaian SME hotel
managers or leaders begin to engage in a two-way communication with this category
of employees to retain them. Whether this is enough or not to psychologically
empower them is left to the judgement of the staff.

The last category of Ghanaian SME hotel employees (those who are
professionally competence) synonymous to D4 followers based on scholars such as
Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015,
2018) descriptions will also demonstrate a behaviour characterized by almost lack of
flexibility, resilience, self-regulation but with a high level of creativity due to their
professional level of competence. Their behaviour and focus will now be channelled
towards the service of high-profile hotel guest, diffusing staff-guest conflicts, and
giving directives. Ghanaian SME hotel managers or leaders delegate authority and
engages in a two-way communication with this category of employees to retain them.
Whether this is enough or not to psychologically empower them is left to the
judgement of the staff.

Research has found employees in the hospitality industry to mostly complain
of emotional exhaustion, low pay, and lack of appreciation (Tongchaiprasit &
Ariyabuddhiphongs, 2016) which has the tendency to negatively affect job
performance and service delivery. PE of employees according to (Namasivayam,
Guchait, & Lei, 2014) can be one of the profiled key solutions that addresses these
problems among hospitality organizations.

Doris (2002) found that employee behaviour among Ghanaian SME hotels are
temporal and may contextually vary. This is due to situational variables and
environmental factors and hence it is prudent to expect a hybrid of explanatory

theorems to underlie their individual cognitive and moral orientation, socialisation
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processes, gender role differentiation and situational experiences to motivate them
psychologically.

When employees in an organisation feels psychologically empowered by managers
or leaders, they develop a sense of identity, connect with the organization’s values,
and gets involved further at work (Joo et al., 2019) and hence are better able to
manage effectively unpredicted situations that might occur during service delivery,
which often require employees “to depart from the script” (Shimko, 1994). New
leadership strategies are therefore needed to motivate the 21st-century workforce to
increase their positive psychological capital (Deloitte, 2014).

Chiu et al. (2020) has therefore called for an examination of how managers exert
influence using social-psychological means, such as through their personality or

leadership styles to achieve their goals within the firm.

Figure 2.6 which has 12 components summarises the four dimensions of
psychological empowerment, the objective each dimension seeks to achieve when
exhibited on employees at the various development levels and features of the
various categories of employees in the constructs of situational leadership. Impact,
competence, meaningfulness and self-determined representing the four dimensions,
the four arrows under each dimension explains what each dimensions seeks to
induce from the various employees categories (D1 to D4) and the bottom four
components under each arrow representing the various categories of employees (D1
to D4), their features and empowerment needs in the constructs of situational
leadership.

The first four (4) components of figure 2.6, impact dimension, competence dimension,
meaningfulness dimension and self-determined dimension were developed from

Thomas & Velthouse (1990) extension of Conger& Kanungo (1988) work on
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empowerment and employees categories D1 to D4 from the work of Blanchard (1997
and 2000) relating to follower development levels. By extension, the researcher
added what each dimension seeks to induce within the arrows and the explanation of
the features and requirements of each category of employees (D1 to D4) in each of
the last four (4) components at the bottom based on the researcher’'s comprehension

within the literature.

Figure 2.6. Dimensions of Psychological Empowerment among Ghanaian
SME Enterprise Hotel Staff
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Source: Author construct, 2022
In conclusion, research suggests that hotel employees often face critical situational
dilemma, for example, of unable to put hotel guest on hold nor approach other
professionally competent employees or managers to seek help (Kang et al., 2020).
PE in the hotel business, enable employees to take immediate and relevant

decisions without constantly approaching higher authorities to offer appropriate
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customer service advice (Al-douri, 2018). This tend to make employees proactive
(Lee et al., 2019). Consequently, managers or leaders in Ghanaian SME hotels are
likely to prioritize the empowerment of professionally competent employees (D4
followers) and those with moderately high competence (D3 followers) as they (D4
and D3 followers) can take immediate and relevant decisions for proper service
delivery over D2 and D1 followers. This suggest that little is done to psychologically
empower those with low competence (D2 followers) or without any competence (D1
followers) as these two categories can be replaced with ease. This may have
implications for the organizational support these categories of employees may
receive to develop their competence.

Perceived organizational support (POS) is acknowledged to have the tendency of
inducing an intellect of commitment among workers or employees to repay the
organization’s care by acquiring skills, behaviour, and attitudes (Tripathi et al., 2021).
This tend to increase their desire and involvement in active learning (EL Hajjar &
Alkhanaizi, 2018; Maan et al., 2020) which can profit an organization.

The next sub-section will explore perceived organizational support among Ghanaian

SME hotel managers or leaders and how it helps in promoting learning, the

acquisition of skills and the development of employee competence.

2.5.4. Perceived Organizational Support.

Perceived organizational support (POS) is acknowledged to have the tendency of
inducing an intellect of commitment among worker or employees to repay the
organization’s care by acquiring skills, behaviour, and attitudes (Tripathi et al., 2021).
Employees therefore tend to be involved in active learning (Maan et al., 2020) which

can profit an organization.
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Researchers including Rhoades & Eisenberger (2002) have considered
organisational support theory to facilitate our understanding of POS. Employees tend
to be more emotionally connected with the establishment, extra devoted and loyal
(Gokul, Sridevi, & Srinivasan, 2012: Yuan et al., 2018) due to mutuality, when they
start perceiving their organization to be compassionate. This mutuality is the basic
premise of organizational support theory.

The influence of organisational and management support on employees attributes
such as competence have been highlighted by scholars including (Osei & Ackah,
2015; Vargas-Halabi et al., 2017; Elbaz et al., 2018; Zarefard & Jeong, 2019).
Bufquin et al. (2017) and Manoharan et al. (2021) both found that hospitality and
hotel employees supportive relationships with supervisors, employers, and co-
workers can influence career optimism among hotel staff. This section will explore
perceived organizational support among Ghanaian SME hotels and how leaders or
managers can use it to help in promoting learning, the acquisition of skills and the
development of employee competence.

POS can be explained as an employees’ belief relative to the degree at which
their contributions and the upkeep of their well-being is being acknowledged by the
organization (Eisenberger et al., 1986). POS has the tendency to induce an intellect
of commitment among personnel to repay the organization’s care by acquiring skills,
behaviour, and attitudes that can be profitable for the establishment. Shani et al.
(2014) reiterate that hotel employees are highly sensitive to the manner they are
treated by their supervisors, as they feel hurt when they perceive that they are not
being treated with fairness, kindness, and respect.

Those employees whose competence are aligned with D4 employees (professional

competence) and D3 employees (moderately high competence) tend to receive more

103



organisational support as they are perceived by Ghanaian SME hotels leaders or
managers to be the driving force of the organization and losing them will cost the
organization more than D2 (low competence) and D1 (no competence). D4
employees (professionally competent) and D3 employees (moderately high in
competence) instead of being committed and involved in further learning due to POS
(Maan et al., 2020), rather tend to display a lay back attitude due to their
competence levels as they can gain immediate employment elsewhere when
dismissed.

On the other hand, those employees whose competence are aligned with D2
employees (low competence) and D1 employees (no competence) tend to receive
less organisational support as they are perceived by Ghanaian SME hotels leaders
or managers to be contributing less to organizational success and losing them will
not affect the organization in anyway as they can be replaced with ease.

This perception is caused by the availability of unemployed vocational and senior
high graduates (Appaw-Agbola, 2016). D2 employees (low competence) and D1
employees (no competence) instead of being laidback and not get involved in further
learning due to less POS, tend to rather get involved with active learning to gain the
needed competence to sustain their employment. This seems to contradict Maan et
al. (2020) suggestion that an employee’s observation of POS tend to be involved in
active learning, exhibit supportive behaviour, get engaged in work, and display
commitment towards their organization.

With Ghanaian SME hotels acknowledged to mostly employ vocational and senior
high graduates (Appaw-Agbola, 2016), due to limited resources, level of proximity
and limited number of staff, Ghanaian SME hotel owner-managers or leaders are

usually close to their operating personnel and hence are provided with an
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extraordinary opportunity to influence employees directly (Temtime & Pansiri, 2006),
and POS can be felt more by these staff.

However, D4 employees (professionally competent) and D3 employees (moderately
high in competence) when they find better employment contracts and conditions with
the big hotels, either vacate or resign their post and leave service delivery to D2
employees (low competence) and D1 employees (no competence). Mistakes,
reduced service quality are bound, and this attitudinal cycle continues when they (D2
and D1 staff) also gain the needed competence due to the feeling of lack of POS.
How to shape this behaviour among employees and its impact on organizational
outcomes is key to the survival of Ghanaian SME hotels.

De Massis et al. (2018) therefore called for an exploration of small firm owner power
(ability and willingness) to clarify the mechanism through which the owner power
shapes the behaviour of firms and their consequences in different and key
organisational outcomes.

Figure 2.7 which has 11 components summarises the antecedents of perceived
organisational support, manager’s perception of employees contribution to the SME,
features of the various categories of employees and the level of organisational
support given to the various categories of employees based on the development
levels. The first three components, fairness, supervisor support and organisational
reward and job conditions represent the three antecedents of POS. Managers
perceptions of the various categories of employees (D1 to D4) in the next two arrows
pointing to their perceptions about the various employees and the last four
components at the bottom highlighting the level of support the various categories of

employees received.
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The first three (3) components of figure 2.7, Fairness, supervisor support and

organisational reward and job conditions were developed from Rhoades &

Eisenberger (2002) review of perceived organisational support literature and

employees categories D1 to D4 developed from the work of Blanchard (1997 and

2000) relating to follower development levels. By extension, the researcher added

managers perception of the various categories of employees and the level of support

they receive in the last four (4) components at the bottom based on the researcher’s

comprehension within the literature.

Figure 2.7. Theoretical Application of Perceived Organizational Support
Antecedent within Ghanaian SME Enterprise hotels
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In conclusion, Ghanaian SME hotel leader’s or manager’'s POS tend to be

concentrated on D4 employees (professionally competent) and D3 employees

(moderately high in competence) with D2 employees (low competence) and D1
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employees (no competence) having a feeling of lack of POS. Consequently, job
satisfaction and employee engagement seem to be absent among most Ghanaian
SME hotel staff.

POS is acknowledged to be closely connect with better job satisfaction (Caesens &
Stinglhamber, 2014) and have been underscored by scholars to positively affect
employee engagement, inducing an inherent interest in tasks allocated to them
(Chan, 2017). Such engaged employees incline to have a positive emotional work
attitude quite progressive for themselves (Murthy, 2017) which tends to have a
positive impact on organizational outcomes.

The next sub-section will explore employee engagement and how it can induce and

support the competence development of Ghanaian SME hotel employees.

2.5.5. Employee Engagement

Research support the view that employee engagement (EE) in hospitality
businesses leverages an organisation and improves job performance, as such
engaged employees are more dedicated and deliver better service quality work than
those who are less engaged at work (Rich et al., 2010). This section will explore
employee engagement and how it is used by Ghanaian SME hotel leaders or
managers to induce and influence the competence development of their staff.

Employee engagement has frequently been described as a psychological
state in a work environment in which feeling competent and safely secured,
motivates employees to physically, cognitively, and emotionally dedicate and commit
to their assigned roles (Schaufeli et al., 2002).

From the viewpoint of Schaufeli et al. (2002), engagement is conceptualized as a
three-dimensional construct, thus vigour, dedication, and absorption. Worker’s
experience of vigour is characterized by (desire and commitment to perform their
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jobs energetically and to do their very best), dedication (being devoted to and
inspired by their job), and absorption (being completely focused on and immersed in
the task).

The category of Ghanaian SME hotel employees (first-time employment
employees with no experience) synonymous to D1 followers based on scholars such
as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso
(2015, 2018) descriptions will demonstrate all the three-dimensional construct (thus
vigour, dedication, and absorption) conceptualized by Schaufeli et al. (2002)
unknowingly or disguisedly. This behaviour reflects their desire to learn the tenets of
their job role to gain the needed competence and experience to sustain their
employment and earn a wage. Ghanaian SME hotel leader’s or manager’s exploit
this behaviour be assigning most of the difficult manual tasks to them to complete
the process of service delivery whilst employees also exploit this by disguisedly
getting themselves engaged to acquire the need competence for a more lucrative
employment later.

The second category of Ghanaian SME hotel employees (those with low
competence and with little experience) synonymous to D2 followers based on
scholars such as Cvijanovic et al. (2018), Thompson & Vecchio (2009), and
Thompson & Glaso (2015, 2018) descriptions will also demonstrate all the three-
dimensional construct (thus vigour, dedication, and absorption) conceptualised by
Schaufeli et al. (2002). This behaviour reflects their desire to enhance the little
competence gained to either move up the promotional ladder or prepare themselves
for a more lucrative employment. A little latitude is given to these employees relative

to the task assigned to them, as they begin to attract the attention of Ghanaian SME
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hotel leaders or managers because of the little experience gained and hence, steps
are gradually taken on how to engage this category of staff.

The third category of Ghanaian SME hotel employees (those with moderately
high competence) synonymous to D3 followers based on scholars such as
Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015,
2018) descriptions will demonstrate a behaviour characterized by a diminishing
enthusiasm on all three-dimensional construct (thus vigour, dedication and
absorption) conceptualized by Schaufeli et al. (2002) but with a high level of
creativity due to their level of competence.

Their behaviour and focus will now be channelled to finding a more challenging and
rewarding role outside the organisation. For fear of losing them, Ghanaian SME hotel
managers or leaders begin to find ways or exhibiting behaviour that will get these
employees engaged to retain them.

The last category of Ghanaian SME hotel employees (those who are
professionally competent) synonymous to D4 followers based on scholars such as
Cvijanovic et al. (2018), Thompson & Vecchio (2009), and Thompson & Glaso (2015,
2018) descriptions will also demonstrate a behaviour characterized by almost lack of
all the three-dimensional construct (thus vigour, dedication, and absorption)
conceptualized by Schaufeli et al. (2002) due to their professional level of
competence. Their behaviour and focus will now be channelled towards the service
of high-profile hotel guest who, unfortunately are seldom found in Ghanaian SME
hotels.

Figure 2.8 which has 9 components summarises the dimensional constructs of
employee engagement and the engagement levels of the various categories of

employees relative to each dimension. The first three components, vigour,
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dedication, and absorption represent the three-dimensional constructs. The three

arrows under each construct explains the construct and the last three components at

the bottom explains the engagement levels of the various categories of employees

(D1 to D4). The first three (3) components of figure 2.8, vigour, dedication and

absorption were developed from Schaufeli et al (2002) and employees categories D1

to D4 developed from the work of Blanchard (1997 and 2000) relating to follower

development levels. By extension, the researcher added the engagement levels of

the various categories of employees in the last three (3) components at the bottom

based on the researcher’'s comprehension within the literature.

Figure 2.8. Conceptual view of Employee Engagement among Ghanaian SME

Enterprise Hotels
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Rich et al. (2010) have elucidated that, employees who put their heads, hands, and
heart in their job roles show they are fully engaged. Ghanaian SME hotel leaders
should be able to induce the variables such as job satisfaction, work culture and
fairness at work, which are considered to foster employee engagement (Singh,
2017). It is assumed common to find some of these variables impacting employee
engagement among Ghanaian SME hotel employees due to Ghanaian SME hotel
leaders’ inability to induce or promote these variables within the workplace.

An examination of how Ghanaian SME hotel leaders or managers exert their power,
personality, and leadership style to positively promote these variables will yield
positive organizational outcomes. Chiu et al. (2020) has therefore called for an
examination of how managers exert influence using social-psychological means,
such as through their personality or leadership styles to achieve their goals within the

firm.

In summary, Ghanaian SME hotel leaders or managers seem to have lost strategies
on how to engage their employees due to limited promotion of variables that induces
employee engagement. Hence, there seem to be an inverse relationship between
employee competence and employee engagement among Ghanaian SME hotel
staff.

Those who are professionally or moderately competent are seemingly characterized
with less vigour (desire and commitment to perform their jobs energetically and to do
their very best), dedication (being devoted to and inspired by their job), and
absorption (being completely focused on and immersed in the task) as they want to
use their professionalism to serve high profile guest, who seldom patronise
Ghanaian SME hotels. So, they look out for more challenging roles with the big

hotels.
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Those who are incompetent or with low competence are seemingly characterized
with more vigour (desire and commitment to perform their jobs energetically and to
do their very best), dedication (being devoted to and inspired by their job), and
absorption (being completely focused on and immersed in the task) as they want to
develop their professionalism for a possible future career or to seek better
employment prospects.

The next subsection which is the conclusion to the literature, summarises the review
on situational leadership and employees competence development among Ghanaian

SME hotels.

2.5.6 Literature Review Conclusion

Operating in a predominantly collectivist society (Akoensi, 2018) with a very high-
power distance (Danquah, 2018; Ansah, 2015), Ghanaian SME hotels are
characterised by diverse cultural, religious, and social differences among their
employees. Ownership, management, and leadership is mostly vested into the
hands of the owner, hence the goals of the owner and that of the Ghanaian SME
hotel are interrelated. Leadership style among Ghanaian SME hotels should be able
to accommodate these variations among different organisations, staff, contextual
factors, and behavioural variations to achieve the objective of leadership.

Among the different leadership styles, SLT leadership style has been acknowledged
to be able to accommodate these variations by combining both behavioural and
contingency approaches at varying degrees of maturity and task-readiness levels of
employees (McCleskey, 2014) to develop and leverage employees affective and
cognitive behaviour to achieve organisational objectives. How this is manifested
among Ghanaian SME hotels characterised by staff who are diverse with emotional
exhaustion, occupational stress, long hours, and mood swings will provide further
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insight into the constructs of follower readiness or development levels (Luo & Liu,
2019) and may have implications for leadership capacity development from a
contingency and behavioural perspectives.

The review has also acknowledged the lack of professionally and multidisciplinary
competent employees among Ghanaian SME hotels (Appaw-Agbola, 2016).
Consequently, Ghanaian SME hotel leaders tend to exhibit the use of less structured
approaches to achieve superior organizational outcomes (Agyapong et al., 2016) to
guarantee the survival and growth of their businesses (Dias et al., 2017).

This suggest that employee competence development is key to Ghanaian SME hotel
managers and leaders in the realisation of organisational objectives. This is however
seldom supported or managed. An exploration of how the practical actions of
managers or leaders are carried out (Alberton et al., 2020) to support the individual
competence potential of these employees within their organizations is vital (Kuzma
et al., 2017) as this enables hotel employees to be able to diffuse critical service
situational dilemmas (Kang et al., 2020).

PE in the hotel business which enable employees to take immediate and relevant
decisions (Al-douri, 2018) among Ghanaian SME hotels is assumed to be
concentrated on professionally competent employees (D4 followers) and those with
moderately high competence (D3 followers) as compared to those with low
competence (D2 followers) or without any competence (D1 followers). Consequently,
this may affect the amount of the organizational support these categories (D2 and
D1) of employees receive to develop their competence, resulting to disengaged staff.
The review also suggests that the lack of appropriate organisational support is likely

to reduce employees engagement and hence, can create an inverse relationship
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between employee competence and employee engagement among Ghanaian SME
hotel staff.

Consequently, those who are professionally or moderately competent are seemingly
characterized with less vigour (desire and commitment to perform their jobs
energetically and to do their very best), dedication (being devoted to and inspired by
their job), and absorption (being completely focused on and immersed in the task) as
they want to use their professionalism to serve high profile guest, who seldom
patronise Ghanaian SME hotels. So, they look out for more challenging roles with
the big hotels. Those who are incompetent or with low competence are seemingly
characterized with more vigour (desire and commitment to perform their jobs
energetically and to do their very best), dedication (being devoted to and inspired by
their job), and absorption (being completely focused on and immersed in the task) as
they want to develop their professionalism for a possible future career or to seek
better employment prospects.

The next section will provide a summary of the literature, highlight the key literature
findings, research gaps and how this research proposes to address those gaps as
well as discusses the key studies that have influenced and underpinned this

research to achieve the research aim.

2.6. Summary of literature

This section provides a summary of the literature by highlighting the key literature
findings, research gaps and how this research proposes to address those gaps. It
also discusses the key studies that have influenced and underpinned this research to

achieve the research aim.
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2.6.1 Key literature findings and research gaps

This section explores the key findings in the literature, and how this research
proposes to address those gaps identified in the context of Ghanaian SME hotels to
achieve the research aim above.

The literature has revealed that, the Ghanaian hotel industry is dominated by SMEs
(Spio-Kwofie et al., 2017) who are mostly registered under the sole tradership form
of business (Cochran, 1981). Due to the use of the private resources of SME owners
to finance its operations, there is mostly no separation of powers between
leadership, management, and control. Consequently, management and leadership
are interwoven with more power vested into the hands of SME Ghanaian hotel
owners, who mostly double as managers and leaders (Thompson-Agyapong, Mmieh
& Mordi, 2018). Leadership practices therefore tend to be synonymous with
managerial practices within Ghanaian SME hotels.

Again, organisational performance has been linked to employee development in the
Ghanaian hotel industry (Otoo & Mishra, 2018). However, due to the seldom receipt
of job applications from qualified jobseekers, vocational, and senior high school
graduates who lack multidisciplinary competence and possibly taking their first
employment in the hotel industry represent the largest segment of employees
working within Ghanaian SME hotels (Appaw-Agbola, 2016).

Leadership or managerial practices research in the Ghanaian SME sector have also
explored for example, separation of ownership and management among SME
Agribusinesses (Michaela Quaicoo, & Kwasi Bannor, 2023). Scholars including Otoo
& Mishra (2018) have therefore highlighted limited research on the possible
mediating effects of employee performance on human resource management

practices in the Ghanaian hotel. Research exploring how Ghanaian SME hotel
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managers support the competence development of their staff using different human
resource management practices for effective service delivery is therefore lacking. In
line with Otoo & Mishra’s (2018), Opoku (2020) in an examination of the effect of
strategic HR practices on the competitiveness of hotels in the Central Region of
Ghana also called for more research to examine the effect of managerial practices
on employee competence in the Ghanaian hotel industry.

Secondly, the literature has found that Ghanaian SME hotels have a liability of
smallness and hence, seldom receive job applications from qualified jobseekers.
Staff employed are therefore mostly inexperienced vocational and senior high school
graduates (Frempong, 2019: Appaw-Agbola, 2016). These staff have varying
competence levels, diverse, exposed to intensive labour, long working hours,
emotional exhaustion, mood swings and limited work-life balance. Competences
such as initiative taking are therefore very difficult to develop (Appaw-Agbola, 2016).
This presents emerging problems which requires a contingent, multidisciplinary, or
adaptable managerial or leadership approaches to address, given their uniqueness,
challenges and diversity.

This research which is underpinned by situational leadership is deemed to overcome
the limitations of other leadership theories, does not submit to a one-size-fit-all
leadership approach and able combine behavioural and contingency theories at
varying degrees of development levels to support staff competence development.
The review also found that the application of leadership theories including situational
leadership in organisational management have been mostly concentrated on large
organisations to the detriment of SMEs (Beavers & Hitchings, 2005). There is
therefore lack of a clear picture on how the application of Ghanaian SME hotel

managers leadership or managerial practices adopted to support employees
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competence at various staff development levels showcases leaders supportive and
directive behaviours and align with situational leadership styles. Liu et al. (2020) in
an examination of the influential mechanism of leader empowerment behaviour on
employee creativity has therefore called for more research to study the mechanisms
for ensuring the effectiveness of leader empowerment behaviour in particular
contexts.

Finally, the literature has found that respecting and upholding family values,
religious, and cultural beliefs are mandatory responsibilities in most Ghanaian
societies, as it is a predominantly collectivist society (Akoensi, 2018) with a very
high-power distance (Danquah, 2018; Ansah, 2015). This makes family, religion, and
culture important factors to be considered in the leadership process in the Ghanaian
context, as the views of leaders and employees would be affected by these factors.
As leadership within this research has been contextually defined, an understanding
of the potential impact of context on leadership is therefore vital to lead small groups
in relation to their surroundings.

However, situational leadership theory (SLT) has placed more significance on
employee development or readiness levels when deciding on a leadership style to
support employee competence development. This emphasis has side-lined the study
of contextual and situational variables in the leadership process (Hughes et al.,
2018), especially among SMEs due to their liability of smallness (Parida et al. 2012).
Research exploring contextual factors among hospitality and hotel employees has
also concentrated on specific elements, for example, emotional labour in Israel
(Shani et al., 2014), occupational stigma in Sub-saharan Africa (Moufakkir, 2023) or
in large hotels for example, emotional and behavioural reactions to customer

mistreatment in China (Wong & Pan, 2023), a particular group of people, example
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perceptions of hotel managers towards disability service provision in Sydney (Darcy
& Pegg, 2011).

There is therefore a gap in the literature exploring employee behaviour relative to the
contextual factors that needs to be considered, alongside staff development or
readiness level when deciding on a SLT leadership style within the Ghanaian SME
hotel context.

Consequently, leadership and management practices in African (Gray, Shrestha, &
Nkansah, 2008) and within Ghanaian SMEs have been tempered with to
accommodate contextual factors. Munchiri (2011) has therefore called for more
research to examine the impact contextual factors may have on followership
constructions and behaviour in the follower role.

How this research will begin to address these gaps to achieve the research aim is

discussed in the next sub-section.

2.6.2. How the key research gaps will be addressed.

This section highlights how this research will begin to address the key literature gaps
identified to achieve the research aim.

The literature has highlighted that limited research explore how Ghanaian
SME hotel managers support the competence development of their staff using
different human resource management practices for effective service delivery (Otoo
& Mishra, 2018). Opoku (2020) has therefore called for an examination of the effect
of managerial practices on employee competence in the Ghanaian hotel industry.
To begin to address this gap, this research proposed to solicit information from
Ghanaian SME hotel managers to identify the different leadership practices adopted
by Ghanaian SME hotel managers to support their employee’s competence
development to achieve organisational objectives.
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Secondly, the literature has highlighted lack of a clear picture on how the
application of Ghanaian SME hotel managers leadership or managerial practices
adopted to support employees competence at various staff development levels
showcases leaders supportive and directive behaviours and align with situational
leadership styles. Liu et al. (2020) has therefore called for more research to study
the mechanisms for ensuring the effectiveness of leader empowerment behaviour in
particular contexts. To begin to address this gap, this research proposed to solicit
information from hotel managers and employees to explore how the application of
the leadership practices adopted by Ghanaian SME hotel managers to support their
employees competence development showcases leader supportive and directive
behaviours and align with situational leadership styles in the various quadrants of the
situational leadership model.

Finally, the literature has highlighted that leadership and management
practices in African (Gray, Shrestha, & Nkansah, 2008) and within Ghanaian SMEs
have been tempered with to accommodate contextual factors. Munchiri (2011) has
therefore called for more research to examine the impact contextual factors may
have on followership constructions and behaviour in the follower role. To begin to
address this gap, this research proposed to solicit information from Ghanaian SME
hotel managers and employees to identify contextual factors that needs to be
considered alongside employee readiness level when deciding on a SLT leadership
style to develop employees competence.

In addressing these research gaps, key studies that have significantly influenced the
research aim and the development of the research objectives and questions are

discussed in the next section.

119



2.6.3. Key studies that have influenced this research.

This section highlights studies that have significantly influenced the research aim
and the development of the research objectives and questions.

There are some key researchers and studies that have significantly influenced the
research aim and the development of the research objectives and questions.

The first key author and underpinning research is Ken Blanchard and Paul
Hersey situational leadership theory. The publication of Hersey and Blanchard
textbook in 1969 titled “Management of Organizational Behaviour”, which was
inspired by the changing leadership style and the limitation of the Reddin’s 3-D
“‘Management style theory” inspired them to start the use the term Situational
Leadership in 1972. Ken Blanchard Situational Leadership Il was later developed by
Ken Blanchard and Paul Hersey in 1985 (Blanchard, Zigarmi and Nelson, 1993) and
subsequently to Blanchard (1997 and 2000).

The concept of supportive and directive behaviours replaced task behaviour and
relationship behaviour to align with the four styles of directing, coaching, supporting,
and delegating in situational leadership Il. Development levels also replaced
readiness or maturity levels, competence replaced ability and commitment replaced
willingness in situational leadership II.

Changes to the description of the four development levels were also made in
situational leadership Il. Development level 1 (D1) described as “able but unwilling”
was changed to “high commitment but low in competence”. Development level 2
(D2) described as “unable but willing” was changed to “low commitment and low
competence”. D3 described as “able but unwilling” to “high competence with variable
commitment” and finally D4 described as “able and willing” changed to “high

competence with high commitment”.
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These changes have remained in the situational leadership literature even after 35
years and it is still valuable and being used in current research including Cvijanovic
et al. (2018), Thompson & Vecchio (2009), Thompson & Glaso (2015, 2018),
Gyeltshen (2020), Al-Khamaiseh et al. (2020), Wuryani et al. (2020) and Putra &
Riyanto (2021) to manage and influence employees in different context. Situational
leadership is appropriate for this research because it uses adaptable leadership to
manage and influence employees with varying development levels. This is the
situation among Ghanaian SME hotels as they are acknowledged to be filled with
different employees who lack multidisciplinary competence for proper service
delivery. However, the premise of situational leadership is to be able to combine
supportive and directive behaviours appropriately to manage and support employees
at different development levels to achieve organisational outcomes. This research in
addition to exploring situational leadership impact on employee’s competence
development among Ghanaian SME hotels, will also explore contextual factors that
need to be considered alongside employee readiness level when deciding on a SLT
leadership style to support employee’s competence development at the various
development levels which the model has failed to address.

The second study underpinning this research is Thomas & Velthouse (1990)
cognitive elements of empowerment. Their model attempted to improve upon
existing models. For example, by considering job characteristics (Hackman &
Oldham, 1980), leaders' behaviour (Bennis & Nanus, 1985), and other variables
outside the individual (Conger & Kanungo, 1988) relating to empowerment and
intrinsic task motivation which were focused largely on the role of objective external
conditions or events as independent variables. Their model presented a cognitive

model of empowerment to identify key interpretive processes to introduce diversity
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into individuals' cognitions which are thought to have an additive effect upon the
individual's task assessments and, hence, on their empowerment.

They explained empowerment in relation to an increased level of intrinsic task
motivation with four cognitions (task assessments) as the basis for worker
empowerment: thus, sense of impact, competence, meaningfulness, and choice.
These changes have remained in the empowerment and intrinsic motivation
literature for over three decades and still being used in current research including
Joo & Shim (2010), Joo & Lim (2013) and Shah et al. (2019) to facilitate individuals’
psychological needs, such as autonomy, sense of competence, relatedness, and
self-efficacy (Avey et al., 2010).

Evidence within the Ghanaian hotel industry including (Apaw-Agbola, 2016) revealed
that employees in the industry are diverse and mostly lack multidisciplinary
competent staff. The identification of variables that will be able to interpret their
cognitions will facilitate the adoption of appropriate leadership styles to empower and
support the competence development of these staff. This research explores how
these cognitions are supported by SME leaders to enhance Ghanaian SME hotel
employees competence development of task readiness in the various quadrants of
the situational leadership model.

In summary, this research will draw significantly and build on the previous research
of situational leadership, follower development and task-readiness by Hersey and
Blanchard (1997 and 2000) and Thomas & Velthouse (1990). It will build on previous
research of Hersey and Blanchard (1997) by identifying contextual factors that need
to be considered alongside employee readiness level when deciding on a SLT
leadership style to support employee’s competence development in the various

guadrants of the situational leadership model.
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Finally, the research will add insight to Thomas & Velthouse (1990) by exploring how
the four cognitions are supported by SME leaders to enhance Ghanaian SME hotel
employees task readiness and development in each of the quadrants of the
situational leadership model.

The next section will discuss the research philosophy, research methodology, as well
as the justification for the most appropriate method to collect data and the data
analysis process to ensure strong links and coherence are maintained throughout

the research.
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Chapter Three.
3.0 Research Methodology

3.1 Introduction

Hallebone & Priest (2008) explained the term ‘methodology’ as a set of tactics and
supporting steps that supports the chosen science and logic of an enquiry. Other
researchers have associated the meaning and descriptions of methodology as the
research logic undertaken by a researcher as a paradigm to establish the
researcher’s philosophy, research methods and research design or strategies
(Bryman & Bell, 2015).

A researcher’'s stance, which describes and expresses the supporting reasons,
relationships, processes, and substance of generating, assembling, and analysing
data, determining, and validating study findings, and reporting a research conduct
and results is a crucial element of a comprehensive and rigorous research
(Hallebone & Priest, 2008). The stance which must be mutually consistent with the
paradigm according to Hallebone & Priest (2008) is often ignored. It is also crucial for
the researcher to envisage that a specific view of the world will affect the
advancement of the entire research (Saunders, Lewis, & Thornhill, 2011), in that it
will influence how the research ought to be conducted and interpreted.

Saunders, Lewis, & Thornhill (2019) reiterates that business and management
scholars have failed to reach a consensus on whether the multiplicity of
philosophies, paradigms and methodologies are desirable. Scholars with a
unification view see business and management to be fragmented and hence

multiplicity prevents it from becoming a true scientific discipline (Pfeffer, 1993) whilst
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scholars such as Knudsen (2003) who has a pluralist view argue that multiplicity
enriches business and management because of its dynamic nature.

To help in the outline and choice of the research philosophy, to achieve the aim of
this research, which is to explore situational leadership support and impact on
employee’s competence development and identify contextual factors, that need to be
considered alongside employee readiness levels when deciding on a SLT leadership
style to support employee’s competence development in the various quadrants of
situational leadership model, this research adopt a pluralist view in line with
Saunders, Lewis, & Thornhill (2019).

Saunders, Lewis, & Thornhill (2019) suggests that each research philosophy and
paradigm contributes something unique and valuable to business and management
research, representing a different and distinctive way of seeing organisational
realities. Consequently, to achieve the research aim above, the research philosophy
and paradigm identified within this research will help the researcher to qualitatively
explore situational leadership support and impact on employees competence
development among Ghanaian SME hotels, to explore these research questions.

1. What leadership practices do Ghanaian SME hotel managers apply in the
leadership process, to support employee’s competence development to
achieve organisational objectives?

2. How do the application of the leadership practices adopted by Ghanaian SME
hotel managers in the leadership process to support employee’s competence
development, align with situational leadership styles?

3. What contextual factors need to be considered, alongside staff readiness level

when deciding on a situational leadership theory (SLT) leadership style to

125



support Ghanaian SME hotel employee’s competence development in the

different quadrants of the situational leadership model?

This chapter discusses the next step of the research process after reviewing
literature in the previous chapter to explain and justify how the research was
conducted to achieve the research aim and the research questions set. The chapter
has been divided into two sections to guide the reader on what underpins the
research theoretically, and what methods have been adopted by the researcher in
the conduct of the research.

The theoretical underpinning section (3.2) which includes research philosophy
(section 3.2.1), research approach and methodological choice (section 3.2.2) and
research strategies (section 3.2.3), provided the theoretical foundation, basis, and
justification upon which the research methods were built upon to achieve the
research aim.

The methods section (3.3) which includes the time horizon (section 3.3.1), data
collection process (section 3.3.2), data analysis process (section 3.3.3) and research
rigour (section 3.3.4) provided an explanation and justification of the procedures
adopted in the context of Ghanaian SME hotels for each of the research questions
above to aid in accomplishing the research aim.

The chapter is therefore structured as follows: the theoretical underpinning is
discussed under section 3.2: the research methods is discussed under section 3.3

and the summary which concludes the chapter is discussed under section 3.4.
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3.2 Theoretical Underpinning
3.2.1 Research Philosophy

Research philosophy according to Saunders, Lewis & Thornhill (2019, p.130)
constitutes “a system of beliefs and assumptions about the development of
knowledge”. A well-considered assumption will constitute a credible research
philosophy, which will underpin the choice of methodology, strategy and data
collection techniques and analysis (Saunders, Lewis & Thornhill, 2019). Scholars
have reiterated that, extant empirical research requires the selection of one
consistent guiding philosophy known as a research paradigm to reflect the
philosophy and the scientific approach that is considered most suitable for the
purpose, context and focus of the research being undertaken (Hallebone & Priest,
2008).

These assumptions which includes (but may not be limited to) assumptions relating
to the realities a researcher encounters about his or her research or what a
researcher assumes can be studied (ontological assumption), connecting that to
human knowledge or what the researcher can know about it (epistemological
assumption) and the way and extent of how the researcher’s own values affects the
research (axiological assumption) and the methodological approach in the collection
of data (Easterby-Smith, Thorpe & Jackson, 2012: Saunders, Lewis & Thornhill,
2019) which are key to a successful research.

To distinguish between philosophies (Saunders, Lewis & Thornhill, 2019), many
arguments among philosophers are relative to assumptions concerning ontology,
epistemology, and axiology (Easterby-Smith et al.,, 2012: Saunders et al., 2011:
Saunders, Lewis & Thornhill, 2019: Hallebone & Priest, 2008). The reasons for

these arguments according to Mkansi & Acheampong (2012) is because of their
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share of critical assumptions but emphasizing very different implications of those
assumptions and equally adopt different methodological categorisation and
classification.

Saunders et al. (2009) and Guba & Lincoln (1994) indicate a perspective that views
philosophies (positivism, realism, interpretivism, and pragmatism) from an
ontological, epistemological, and axiological stance. This research discusses the
importance, distinctions and implications of these assumptions and stance in the
next sections to evaluate and choose an appropriate philosophy to guide this

research by breaking down the differences among these philosophies.

3.2.1.1 Ontology

This section explores the ontological perspective of this research and the way the
researcher defines the truth and realities of this research relative to the research aim
above.

Saunders, Lewis & Thornhill (2019) explained ontology as an assumption which is
about the nature of reality. Though may be abstract in nature, but it shapes how
researcher see and study their objects which may include organisations,
management, individual working lives, events, and artefacts. Ritchie & Lewis (2003)
view of ontology include realism, materialism, critical realism, idealism and
relativism.

Saunders et al. (2011) and Saunders, Lewis & Thornhill (2009) have described two
universal aspects of ontology among business and management researchers, which
are objectivism and subjectivism.

Objectivism stands for the position that assumes social entities to exist in a reality
external to and independent of social actors which can be measured and hence

embraces realism (Saunders, Lewis & Thornhill, 2019). Subjectivism on the other
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hand, asserts that social reality or phenomena are the result of the actions and
perceptions of social actors or players (Creswell, 2007: Saunders et al., 2011).
Subjectivity according to Saunders, Lewis & Thornhill (2019) ontologically embraces
nominalism or conventionalism.

Nominalism in its extreme asserts that social reality is created by social actors using
language, conceptual categories, perception, and consequent actions, hence as
people perceive reality differently, it will make sense to explore multiple realities
rather than a single reality that is supposed to accommodate everyone. Saunders,
Lewis & Thornhill (2019) further opined that a less extreme form of nominalism is
often related to social constructionism. Social constructionism asserts that reality is
created through social interaction in which social actors create partially shared
meanings and realities, which according to Saunders, Lewis & Thornhill (2009),
nominalism follows positivist philosophy.

Ontologically, positivists assume that reality is objectively given and is measurable
using properties which are independent of the researcher and instruments: thus,
knowledge is objective and quantifiable, and it is equally concerned with the
uncovering of truth and presenting it by empirical means (Henning, Van Rensburg &
Smit, 2004). On the other hand, Interpretivists ontological perspective assume that
knowledge and meaning require acts of interpretation (Gephart,1999) and hence
Meyer (2009) argues that the premise of interpretive researchers is that access to
reality (whether given or socially constructed) is only through social constructions
such as language, consciousness, and shared meanings.

Morgan (2014) however reiterates that in social research today, breaking down the
dualism between realism and idealism and contrasting its close separation between

post-positivism and constructivism, has been a central feature in applying the
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philosophy of knowledge to social research. Therefore, ontological arguments about
either the nature of the outside world or the world of our conceptions are just
discussions about two sides of the same coin.

Consequently, Saunders, Lewis & Thornhill (2009) opined that an important
determinant of the epistemology, ontology and axiology research adopts is the
research question as, one may be more appropriate than the other for answering
guestions. Hence, the need to work with variations in a researcher’s epistemology,
ontology, and axiology from the perspective of pragmatism.

Characteristically, qualitative research ontology views reality as being subjective and
multiple as seen by research participants and hence the researcher tries to use
guotes and themes to provide evidence of the different perspectives (Creswell,
2007). Consequently, interpretivists ontology will bring out the shared meaning of
leadership styles and how it supports and impacts employee’s competence
development and task-readiness in the different quadrants of the situational
leadership model among Ghanaian SME hotels.

The researcher’s ability to interpret the shared meanings about reality, narratively
accounted for from the opinion of Ghanaian SME hotel owner-managers or leaders
and their employees will depend on what can be known about the realities within the
hotel industry, and this is shrouded in epistemology. The next sub-section discusses
the epistemological underpinnings and its relevance and implications for this

research.

3.2.1.2 Epistemology

Scholars have reiterated that whereas ontology may seem abstract, the relevance of
epistemology seems obvious. Hence, epistemology is based on knowledge and what

constitute acceptable, valid, and legitimate knowledge and how that knowledge can
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be communicated to others (Saunders, Lewis & Thornhill, 2019), or what can be
known about reality and the relationship between what is known and reality
(Easterby-Smith et al., 2012). This section explores the epistemological perspective
of this research relative to what can be known about reality and the relationship

between what is known and reality to achieve the research aim above.
Saunders et al. (2011, p. 132) and Saunders, Lewis & Thornhill (2009, p. 112) both

defined epistemology as “what constitutes acceptable knowledge in a field of study”.
There are two main kinds of researchers, who are known as “resources” and
“feeling” researchers (Saunders et al., 2011, p. 134). The resources researcher
considers reality to be akin to natural sciences and represented by objects that are
‘real, such as cars, laptops, or actual employees leading to the collection and
measurement of evidence with limited bias and therefore embraces a positivist
philosophy (Saunders, Lewis & Thornhill, 2009).

On the other hand, feeling researchers believe that people’s feelings, attitudes, and
perceptions cannot be seen, modified or measured and must therefore be
interpreted by the researcher in a narrative form by embracing an interpretivist
philosophy (Saunders, Lewis & Thornhill, 2009).

Qualitative research epistemology is characterized by the researcher’s attempt to
bridge the distance between him or herself and that which is being researched and
hence tries to become an insider by collaborating and spending time in the field with
participants (Creswell, 2007). Epistemologically, the researcher basically believes
that knowledge about how leadership style supports and impact employee’s
competence development and task-readiness in the different quadrants of situational
leadership model among Ghanaian SME hotels can be known from the perspective

of the leader and the follower within the organization. Consequently, spending time
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with the leaders and their employees within Ghanaian SME hotels will be an integral
part of the research process.

How the researcher will go about finding out what she or he believes can be known
and the value-guide of the research is shrouded in the axiological stance the
researcher (the inquirer or would-be knower) adopts. Having explored the ontological
and epistemological stance, the next sub-section will discuss the axiological

underpinning and its implications for this research.

3.2.1.3 Axiology

Axiology translates ontological and epistemological principles into guidelines that
demonstrates how research is to be conducted (Sarantakos, 2005). This sub-section
discusses the axiological underpinning and implications for this research.

Axiology refers to “the role of value and ethics” (Saunders, Lewis & Thornhill 2019,
p.134). Axiology according to Saunders et al. (2011) reflects how the researcher’s
judgments with respect to value leverages the research process and results.
Saunders et al. (2011) and (Saunders, Lewis & Thornhill (2019) both argue that a
researcher’s choice of philosophical approach or data collection techniques reflects
that researcher’s values.

Qualitative research axiology is characterized by the researcher acknowledging that
the research is value-laden and that biases are present and hence tries to mitigate
this by openly discussing the role of value that shapes the narrative of the research
including juxtaposing the researcher’s interpretation with that of his or her
participants (Creswell, 2007).

Table 3.1 shows the comparison of axiology’s meaning among the five research
philosophies (positivism, critical realism, interpretivism, postmodernism and

pragmatism).

132



Table 3.1 Axiological meaning among the five philosophies

Philosophy Axiological meaning (Research’s view
of the role of value)
Positivism Value free research. Research is

detached and independent of what is
researched. Researcher maintains an
objective stance.

Critical realism Value-laden research. Research
acknowledges bias view of the world.
Cultural experience and upbringing.
Researcher tries to minimize bias and
errors and researcher is as objective as
possible.

Interpretivism/ constructivism Value bound research. Researchers are
part of what is being researched.
Subjective. Researcher interpretation is
key to contribution. Researcher reflexive

Postmodernism Value constituted research. Researcher
and research embedded in power
relations. Research narratives are
repressed and silenced at the expense of
others. Researcher radically reflexive.

Pragmatism Value-driven research. Research
initiated and sustained by researcher.
Researcher reflexive.

Source: Saunders, Lewis & Thornhill (2019, pp. 144-145)

Consequently, following interpretivism as a researcher, this current research is
value-bound, embedded in multiple realities pertaining to facts, values and in
different real-life contextual experiences (Saunders, Lewis & Thornhill, 2016). This
approach has been followed throughout the process of this research from the
formulation of research aim, questions and design, data collection through semi-
structured interviews, recording and transcription of interviews, data analysis and
results interpretation and final development of a model.

It is pragmatic to reiterate that, the choices made concerning the research
philosophy and the entire research process, were and are determined by personal
and career interest, belief, and experience, drawing on the vast scholarly reflections

of other researchers in the SMEs sector pertaining to leadership styles, follower
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readiness or development and competence in the hotel industry. The justification for

the philosophical choice of this research is discussed in the next sub-section.

3.2.1.4 Philosophical choice and Justification

To shape the research process, researchers assume a particular stance by making a
choice of a research philosophy which will guide their actions relative to their basic
belief (Creswell, 2007). To help the researcher to make sense of and outline the
philosophical basis for the chosen research paradigm and research approach, this
section explores and justifies the choice of research philosophy for this research.
Guba & Lincolm (1989) have linked positivism, post—positivist, and constructivist to
critical realism based on his classification of philosophies, whilst Saunders et al.
(2009) and Guba & Lincoln (1994) perspective views of philosophies include
(positivism, realism, interpretivism, and pragmatism) from an ontological,
epistemological, and axiological stance.

This research puts this multiplicity of complexities relating to these philosophies on
hold, but dwell on Saunders, Lewis & Thornhill (2019, p. 144) five major philosophies
(positivism, critical realism, post-modernism, pragmatism and interpretivism) relative
to business and management research in the selection and justification of the

research philosophy for this research. These are discussed below.

3.2.1.4.1 Positivism

Scholars reiterate that positivism entails working with observable social realities to
produce law-like generalization (Saunders, Lewis & Thornhill, 2019). Positivism
holds the premise that the social world exists externally and can be estimated
objectively rather than being subjectively deduced through reflection or feelings

(Easterby-Smith et al., 2012).
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Researchers with a positivist philosophy prefer to gather data about an observable
reality and explore regularities and causal relationship in the data to create law-like
generalizations (Gill & Johnson, 2010: Saunders, Lewis & Thornhill, 2019) through a
cause and outcome phenomenon (Creswell, 2009). Thus, addressing research
issues through a process of discovery by assessing a cause of action that might lead
to an outcome, which may among others be through experimentation.

Positivist researchers believe that everything is objective and exists out in the world,
thus, they can observe and measure them. Saunders et al. (2011, p. 134) and
Saunders, Lewis & Thornhill (2019, p. 146) holds that positivist researchers often
use “existing theory to develop hypotheses. These hypotheses will be tested and
confirmed, in whole or part, or refuted, leading to the further development of theory
which then may be tested by further research”. Research with a positivist philosophy
will remain neutral and detached from the research and data to avoid influencing the
findings of the research (Saunders, Lewis & Thornhill, 2019).

Since leadership style support and impact on employee’s competence development
can only be observed but not measured, using a positivist approach for this research
would result in only describing an overarching view of the relationship between the
interacting factors between leaders and followers rather than exploring leadership
behaviour which reflects their style and how it supports employee’s competence
development in the different quadrants of the situational leadership model among
Ghanaian SME hotels.

Consequently, the researcher holds reservations for the adoption of a positivist
philosophy in answering the research questions, as the results of this research
cannot be generalized due to its context-specific nature and will not help the

researcher to deeply explore and understand different contextualised support and
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experiences of both leaders and followers in the different quadrants of the situational

leadership model among Ghanaian SME hotels.

3.2.1.4.2 Critical Realism

The essence of realism which is similar to positivism according to Saunders et al.
(2011, p.136) is “what we sense is reality: that objects have an existence
independent of the human mind”. Saunders et al. (2011) identified two types of
realism, which are direct realism and critical realism. Direct realism according to
Saunders et al. (2011) assumes that a researcher can understand a phenomenon
through observation. This implies that the sense of experience of a researcher can
exactly describe the phenomenon.

In contrast, critical realism according to Saunders, Lewis & Thornhill (2019) focuses
on explaining what we see and experience in terms of the underlying structure of
reality that shapes the event being observed. This experience from the researcher’s
perspective may consists of the feelings and the images the researcher has of a
phenomenon in the real world, which may be fallible due to the influence of the social
world (Saunders et al., 2011). Critical realists interpret phenomenon through
sensations and mental processes to understand the reality of the world (Saunders,
Lewis & Thornhill, 2019).

Critical realists axiological position follows the premise that our knowledge of reality
is as a result of social conditioning and hence providing explanations for observable
organizational events through in-depth historical analysis of social structures
underpins critical realism (Saunders, Lewis & Thornhill, 2019).

Employing critical realism may therefore be inappropriate for the aim of this

research, which attempts to explore situational leadership impact on employee’s

competence development as well as develop a model to explain SLT leadership
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style impact on employee competence development, and the contextual factors that
need to be considered, alongside staff readiness level when deciding on a SLT
leadership style to support Ghanaian SME hotel employee’s competence

development.

3.2.1.4.3 Postmodernism

Saunders, Lewis & Thornhill (2019) contend that postmodernism (not to be confused
with postmodernity, which denotes a particular historical era) focuses on the role of
language and of power relations, seeking to question accepted ways of thinking and
give voice to alternative marginalised views by emphasizing on the chaotic primacy
of flux, movement, fluidity, and change.

Sim (2001) viewed postmodernism as an updated version of scepticism more
concerned with destabilizing other theories and their pretensions to truth than setting
up a positive theory of its own, hence a deployment to undermine the authoritarian
imperative in our culture and way of life.

Hassard (1999) contend that the epistemology of postmodernism concerns
knowledge of localized understandings and acceptance of a plurality of diverse
language forms, hence postmodernism sees the fragmentation of grand narratives
and the discrediting of all meta-narratives. Postmodernist researchers according to
Saunders, Lewis & Thornhill (2019) from an organisational perspective may focus on
ongoing processes of managing, organising, and ordering rather than approaching
the organisation as being constituted of things and entities such as management,
performance, and resources.

Accordingly, postmodernists researchers according to Saunders, Lewis & Thornhill
(2019) hold the view that there is no order in the social world beyond that which we

ascribe to it through language and hence will reject the modern objectivists and
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ontology of things. Fundamental also to the postmodernist researcher is the
recognition that power relationship between the researcher and the research
subjects shape the knowledge created as part of the research process.

However, this recognition of power relationship between the researcher and the
research subjects is likely to promote biases, prejudices, and interests (Sweetman,
1999), and hence, will undermine the legitimacy, objectivity, and ethics of this
research.

Postmodernism, which challenges organisational theories and concepts may be
inappropriate for this research, which is to explore situational leadership impact on
employees competence development or readiness among Ghanaian SME hotels to

bring out unbiased facts in a real-life setting.

3.2.1.4.4. Pragmatism

One of the best places to get a sense of both the broad outlines of pragmatism as a
philosophy and its orientation to problem solving according to Morgan (2014) is in
the work of John Dewy. Morgan (2014) underscored the importance of pragmatism
by reiterating that pragmatism as a philosophy goes beyond being well suited to the
analysis of problem solving as a human activity.

Patton (2002) explained pragmatism to mean judging the quality of a study by its
intended purposes, available resources, procedures followed, and results obtained,
all within a particular context and for a specific audience. Pragmatism emphasizes
on practical solutions and outcomes using multiple methods, thus multiple sources of
data (Saunders, Lewis & Thornhill, 2016: Creswell, 2003). Pragmatism aims to
contribute practical knowledge that informs future practice by striving to reconcile
both objectivism and subjectivism, facts, values, and different contextualised

experiences by considering theories, concepts, ideas, and research findings not in
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an abstract form, but in terms of their practical consequences in specific contexts
(Saunders, Lewis &Thornhill, 2016).

Scholars such as Biesta (2010), Green & Hall (2010), Patton (2002) and John &
Onwuegbuzie (2004) have all provided explanations and justification for the use of
pragmatism in qualitative research.

The importance of pragmatism is evidenced by its ability to help researchers to ask
better and more precise research questions about the philosophical implications and
justification about their research design (Biesta, 2010).

Secondly, Green & Hall (2010) see pragmatism as resulting in a problem-solving
action-oriented inquiry process, based on commitment to democratic values and
progress.

Further, pragmatism does not subscribe to a one-sided paradigm allegiance and
hence increases the concrete and practical methodological options available to
researchers (Patton, 2002).

Finally, pragmatism facilitates the elimination of doubt in the selection of
methodological mixes that can help researchers to answer many of their researched
guestions (John & Onwuegbuzie, 2004).

The concepts of pragmatism according to (Kelemen & Rumens, 2008) are only
relevant where they support action as reality matters to pragmatists as practical
effects of ideas, and knowledge is valued for enabling actions to be carried out
successfully.

Saunders, Lewis & Thornhill (2019) however, cautioned researchers not to treat
pragmatism as an escape route from the challenge of understanding other
philosophies, by striving to reconcile both objectivism and subjectivism, facts and

values, accurate and rigorous knowledge and different contextualised experiences
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as advocated by pragmatists. This reconciliation according to Saunders, Lewis &
Thornhill (2019) is achieved by considering theories, concepts, ideas, hypotheses
and research findings not in an abstract form, but in terms of the roles they play as
instruments of thought and action, and in terms of their practical consequences in
specific contexts.

Pragmatic researchers in Saunders, Lewis & Thornhill (2019) view, will therefore
normally start with a problem, and aims to contribute practical solutions that inform
future practice with their (researcher) values driven by the spontaneous process of
inquiry, triggered by doubt and a sense of sceptic mind. The most important
determinant of the research design and strategy for pragmatic researchers is the
research problem and research questions they are addressing, which most often
places emphasis on practical outcomes.

Consequently, they (pragmatic researchers) recognise that there are many ways of
interpreting the world and undertaking research, thereby permitting the use of
multiple realities. This does not mean, according to Kelemen & Rumens (2008) that
pragmatists always use multiple methods but rather they use the method or methods
that enable credible, well-founded, reliable, and relevant data to be collected to
advance their research to achieve the research aim.

Pragmatism is therefore not suitable for this research as it aligns with the evaluation
of research to contribute practical solutions to problems that informs future practice.
As this research is more conceptual by focusing on people’s views and experiences

rather practical, pragmatism falls outside the focus of this research.

3.2.1.4.5 Interpretivism
Just like critical realism, interpretivism developed as a critique of positivism but

derived from a subjectivist perspective (Saunders, Lewis & Thornhill, 2019).
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Interpretivism highlights that humans are different to objects because they create
meaning. Interpretivist researchers try to take account of this complexity by collecting
what is meaningful to their research participants (Saunders, Lewis & Thornhill,
2019). In general, interpretivists emphasise the importance of language, culture, and
history (Crotty, 1998) in the shaping of our interpretations and experiences of
organisational and social worlds.

A central feature of interpretivist researchers is that they must learn about any social
world from the social actors who inhabit in it (Blaikie, 2007), hence the interpretivist
researcher will often concentrate on particular contexts, such as the place where
people work and live, to understand it from a cultural and historical context.

With its focus on complexity, richness, multiple interpretations, and sense-making,
interpretivism is explicitly subjective (Saunders et al., 2011), hence human being and
their social construction cannot be researched by the similar method as physical
phenomena (Smith, 2009). An axiological implication of this is that interpretivists
recognise that their interpretation of research materials and data, and thus their own
values and beliefs, play an important role in the research process.

Saunders et al. (2011) opined that there is a crucial need for the researcher to adopt
a compassionate stance and accept the challenge to enter the research field to
comprehend the participants’ world from their perspectives. Polkinghorne (1988)
reiterates that unlike positivism, interpretivism does not try to test hypotheses: the
purpose of interpretivism is to create new, deeper understanding and interpretations

of social worlds and contexts.

Thus, an interpretivist approach is suitably appropriate for this research because the

research aim is to explore how leadership style supports and impacts employees
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competence development in the different quadrants of the situational leadership
model among Ghanaian SME hotels.

This is to explore leadership practices used to support employee’s competence
development and understand contextual factors that need to be considered
alongside employee readiness level when deciding to adopt a SLT leadership style
by Ghanaian SME hotel leaders to support their employees competence
development in the different quadrants of the situational leadership model to achieve
organizational objectives.

It is pertinent for the researcher to adopt an appropriate research approach and
methodology that will facilitate the achievement of the research aim above and
accept the challenge to enter the research field to comprehend the participants’
world from their perspectives. The next section discusses the research approach and
the choice of methodology appropriate to facilitate the achievement of the research

aim.

3.2.2 Research approach and methodological choice

Bryman & Bell (2015) contend that researchers may adopt a deductive, inductive, or
abductive approach as the three main approaches to research.

The deductive approach according to Saunders et al. (2007) relates to theory-testing
research, which has implications for developing a theory or hypotheses from existing
literature, then designing a strategy to test the hypothesis through the collection of
appropriate data for its analysis. Deductive approach emphasises structure,
guantification, generalisability, and testable hypotheses (Saunders, Lewis &
Thornhill, 2019) hence it is most likely to be considered related to positivist

philosophy (Saunders et al., 2011: Saunders, Lewis & Thornhill, 2019).
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Secondly, the inductive approach involves a process of developing theory from data
collection and has criticised deduction for its rigid methodological structure that does
not permit the use of alternative explanations (Saunders et al.,, 2007). Research
using inductive approach focuses on context, small sample, qualitative data and
multiple methods of data collection. Consequently, its focus is on subjective
interpretation and hence most likely to be underpinned by interpretivist philosophy
(Saunders, Lewis & Thornhill, 2019).

Finally, abductive approach formally known as retroduction (Saunders, Lewis &
Thornhill, 2019) has been described by Suddaby (2006) as mixing the deductive and
the inductive approaches. Due to its flexibility, researchers use it within several
different philosophies and a well-developed abductive approach is most likely to be
underpinned by pragmatism.

As this research is aimed at collecting data to explore a phenomenon, thus
(leadership style) to understand the perspective of research participants in a real-life
setting, research approach that will aid in exploring a phenomenon in its real-life
context will be more ideal. Further, qualitative research method which involves the
exploration of life experiences, behaviours, and different perspectives on issues to
determine their complexities (Rahman, 2017) as well as explore the experiences of
individuals to understand their meanings and interpretations will be appropriate for
this research.

Inductive approach has therefore been used to induce responses regarding the
different leadership styles used by Ghanaian SME hotel leaders to support their
employee’s competence development in the different quadrants of the situational
leadership model and how these styles are applied. Inductive approach has equally

been used to induce responses from Ghanaian SME hotel managers and employees

143



relative to what contextual factors need to be considered alongside employee
readiness level to support their competence development in each of the
development levels.

Inductive approach has also been used to align the leadership styles induced from
Ghanaian SME hotel leaders to SLT leadership styles and whether those leadership
styles are in line with the dictates of situational leadership and follower development
levels, but not to explain how Ghanaian SME hotel leaders leverages contextual
factors at the various employee development levels.

The data induced from both the leaders and their employees will be used to develop
the model explaining how leadership style supports employees competence
development or readiness at the various development levels taking into
consideration contextual factors. This helped in answering and achieving research
objectives one, two and three.

How the researcher went about using the inductive approach to answer the research
guestions to achieve the research objectives, emanated from the strategy or the
design of the research. The next section discusses the research design or strategy

to highlight the general plan as to how the researcher went about this research.

3.2.3 Research design or strategy

Saunders et al. (2007, p. 131) and Saunders, Lewis & Thornhill (2019, p.173) both
explained research design as “the general plan as to how you go about answering
your research question (s)”. Given its diversity, qualitative research strategies are
likely to cause the greatest confusion (Saunders, Lewis & Thornhill, 2019). As many
as twenty-six qualitative research designs have been identified by Tesch (2013) with
Mason (2002) suggesting an overview of the generally used before selecting the
appropriate design.
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Due to the lack of consensus on the number and terminology of available research
strategies, this research discusses eight of the most utilised research strategies
available to qualitative researchers. They are Grounded theory (Glaser & Strauss,
1967), Ethnography (LeCompte & Preissle, 1993), Action research (Lewin, 1946),
Narrative research (Lieblich, Tuval-Maschiach, & Tamar, 1998), Phenomenology
(Schutz, 1967), Qualitative survey (Nardo, 2003), Archival research and Case study
(Yin, 2013). The eight research strategies will be discussed in more detail within this

section and the research strategy adopted for this research will be justified.

3.2.3.1 Grounded Theory strategy

Developed by Glaser & Strauss, 1967 in their book “The Discovery of Grounded
Theory” as a research method used to discover the phenomenon in the real world
without preconceived hypothesis (Glaser & Strauss, 1967). It is useful for research
that seeks to predict and explain behaviour using induction and deduction to theory
building (Saunders et al., 2007). It always begins with a problem, even though the
initial ideas might not be clear, but the study is driven by data and enables the
researcher to interpret the phenomenon and from this, theory is generated as well as
tested (Saunders et al., 2007, 2011).

Consequently, grounded theory is often applied when developing theoretical
explanations of complex social interaction to make sense of it through a systematic
and emergent approach to data collection and analysis (Birks & Mills, 2011:
Saunders, Lewis & Thornhill, 2019). For purposes of data saturation in the
development of a complete theory, researchers adopting grounded theory research
design may collect between 20 to 60 interviews taking an inductive approach

(Creswell, 2007).
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Scholars including Saunders, Lewis & Thornhill (2019) however reiterate that, it may
be appropriate to think of it as an abductive approach as the researcher collects and
analyses data concurrently which is referred to as simultaneous data collection and
analysis before collecting more data.

This research however adopts an inductive approach to generate data to explore a
phenomenon, thus situational leadership support and impact on employee’s
competence development in the different quadrants of the situational leadership
model among Ghanaian SME hotels. Since the aim is not to build a theory using
systematic and simultaneous data collection and analysis, Grounded theory may not

be suitable for this research.

3.2.3.2 Ethnography research strategy

Ethnography literally means “a written account of a people or ethnic group”
(Saunders, Lewis & Thornhill, 2019, p.199). The purpose of ethnography, which is
deeply rooted in inductive approach, is to describe and explain research subjects in
their own environment or social world and tell it as if the subjects were saying it
themselves (Saunders et al., 2007). Categories of ethnographic data may fall under
interviews, observation, surveys, test and measures, content analysis, audio-visual
methods, network research, elicitation methods and spatial mapping (Schensul,
Schensul, & LeCompte, 1999).

It is important for the researcher to understand that a significant feature of the
ethnographical strategy is for the researcher to live with the subjects being studied to
observe, talk to them to produce a detailed cultural account of the shared beliefs,
behaviour, language, interactions, and rituals that shapes the lives of the subjects

(Cunliffe, 2010; Wolcott, 2010).
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This is important for the researcher to gain insight of the context and better
understand and interpret it from the perspective of those being researched. Another
important consideration the researcher needs to be wary about is the need to build
trust and become a full-time member of the social context of the subjects (Saunders
et al., 2007; Wolcott, 2010). However, differences among social groupings may have
the tendency to undermine the focus of ethnographic strategy, hence have led to
other dimensions of ethnography, thus realist, interpretive and critical ethnography
(Cunliffe, 2010).

The realist ethnographer believes in objectivity and factual (Saunders, Lewis &
Thornhill, 2019). The interpretive ethnographer adopts a more pluralistic approach
and believes in the likelihood of multiple meanings rather than being able to identify
a single (Saunders, Lewis & Thornhill, 2019) whilst the critical ethnographer who has
a radical purpose explores and explains the impact of power, privilege, and authority
on those who are subjected to these effects and marginalization (Saunders, Lewis &
Thornhill, 2019).

This research however adopts an inductive approach to generate data to explore a
phenomenon, thus situational leadership support and its impact on employee’s
competence development in the different quadrants of the situational leadership
model among Ghanaian SME hotels. Since the aim of this research is not to live with
and study research participants in their own environment and reproduce research
findings as if they were being told by the subjects but inductively narrate the
research findings in the researcher's own words, Ethnographic strategy is not

suitable for this research.
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3.2.3.3 Action research strategy

Saunders, Lewis & Thornhill (2019, p.201) defined action research as “an emergent
and iterative process of inquiry that is designed to develop solutions to real
organisational problems through a participative and collaborative approach which
uses different forms of knowledge, and which will have implications for participants
and the organization beyond the research project”. An important feature of action
researchers is often the drive to change a process in the context and equally a study
of the process at the same time.

Its purpose according to Saunders, Lewis & Thornhill (2019) is to promote
organizational learning to produce practical outcomes through the identification of
issues, planning actions to mitigate them, implementing the proposed plan of action,
and evaluating the action taken. On a broader level, Reason (2006) reiterate that
action research brings practical knowledge to improve the economic situation,
spirituality, political, and social community.

In action research processes, knowledge is shared between researcher and
participants because each of them brings different knowledge and perspectives into
the process (Saunders et al., 2011). Hence, a process in Greenwood & Levin (2007)
view, can only be called action research if it combines research, action and
participation. This makes participation a critical component of action research
(Saunders, Lewis & Thornhill, 2019).

Since the aim of this research is not to change a process through the participation of
all actors, thus research, action, and participants but to adopt an inductive approach
to generate data to explore a phenomenon, thus situational leadership support and

its impact on employee’s competence development in the different quadrants of the
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situational leadership model among Ghanaian SME hotels, Action research strategy

may not be suitable for this research.

3.2.3.4 Narrative inquiry research strategy

Narrative inquiry research strategy seeks to connect events chronologically and
sequentially as told by the narrator or participants to enrich understanding and aid
analysis, with a key feature being the collection and analysis of the experiences of
participants as complete stories rather than fragmented individual experiences and
stories (Saunders, Lewis & Thornhill, 2019).

Consequently, Czarniawska (2004, p.17) defines narrative research as “a spoken or
written text giving an account of an event or action or series of events or actions,
chronologically connected”. Other scholars, Lewis, Thornhill, & Saunders (2007)
view narrative research strategy as a research context where the researcher thinks
that the experiences of research subjects can be accessed through gathering and
analysing these as complete stories, rather than collecting them as fragmented data
gathered through interview questions to avoid errors during the data analysis
process.

Overall, narrative research tends to collect stories from participants about their lives
and experiences. Clandinin (2006) acknowledges the use of in-depth interviews as
the main method of gathering stories, of which the outcome according to Saunders,
Lewis & Thornhill (2019) is likely to produce thick descriptions of contextual details
and social relations which are often shaped by researchers into a chronology,
although they may not be told in any temporal sequence by the participants.

The aim of this research is not to connect events and produce thick descriptions of
contextual detail of the live experiences of leaders and their employees in the hotel

industry of Ghana in a narratively chronological order but to adopt an inductive

149



approach to generate data to explore a phenomenon, thus situational leadership
support and impact on employee’s competence development in the different
guadrants of the situational leadership model among Ghanaian SME hotels, hence

Narrative research strategy may not be suitable for this research.

3.2.3.5 Phenomenological research strategy

Alase (2017) reiterate that phenomenology which is a well-known and well-used
gualitative research strategy was first conceptualized and theorized by Husserl in
1931, to comprehend the context of the lived experiences of social inhabitants
(research participants) and the meaning of their experiences. Phenomenology which
focuses on the “content” of the story being told (Zikmund et al., 2013) aims to
understand the deep-rooted meaning of the lived experience of social inhabitants
through the individual’'s relationship with time, space, and personal history (Schutz,
1967), of which in-depth interviews and observations are favoured as the data
collection methods.

Phenomenology, which has been described as research of individuals’ perspective
from their experience (Sadala & Adorno, 2002) help researchers to transform and
transfer the ‘lived-experiences’ of research participants into sensitive psychological
expressions, so that these experiences can be written in a more reflective and
descriptive manner (Creswell, 2013).

The aim of both phenomenological and narrative research strategies may seem
intertwined as they both focuses on exploring participant’s experiences. Narrative
research strategy however concentrates on “how” the story was told collectively
rather than fragmented (Lieblich et al., 1998: Lewis, Thornhill & Saunders, 2007).
Again, the aim of this research is not to explore the lived experiences in order to

understand the deep-rooted meanings of the lived experiences of leaders and their
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employees in the hotel industry of Ghana but to adopt an inductive approach to
generate data to explore a phenomenon, thus situational leadership support and its
impact on employees competence development in the different quadrants of the
situational leadership model among Ghanaian SME hotels, hence phenomenological

research strategy may not be suitable for this research.

3.2.3.6 Survey strategy

Survey strategy according to Saunders et al. (2007) is associated with the deductive
approach and used to answer who, what, where, how many and how much
guestions. Survey strategy, which is often used in exploratory and descriptive studies
(Saunders, Lewis & Thornhill (2019) tend to use sample of members to analyse
population characteristics, which is often applied in quantitative research (Groves,
2004).

There is however a qualitative survey which instead of looking at frequencies, tend to
investigate variation in populations to determining the diversity of some topics within
a given population (Jansen, 2010). Similarly, survey strategy which favours
guestionnaire for quantitative analysis with a limit on the number of questions that
can be asked, qualitative survey strategy favours structured observations and
structured interviews with similar and standardized questioned asked of all
participants (Saunders, Lewis & Thornhill, 2019). Based on structured nature of
research instrument used in qualitative survey, limited number of participants (from
ten to fifty) are normally selected from the study population (Jansen, 2010).

The structured and standardized nature of surveys as its key feature, with the use of
either structured interviews or questionnaires and structured observations will limit
participants ability to freely express their views and bring out the feelings of

Ghanaian SME hotel leaders and their staff.
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Since the aim of this research is not to bring out standardized and structured
responses from respondents to answer the research questions but allow participants
to freely express themselves relative to the research questions on situational
leadership support and its impact on employees competence development or
readiness in the different quadrants of the situational leadership model among

Ghanaian SME hotels, survey strategy may not be suitable for this research.

3.2.3.7 Archival research strategy

Archival research strategy focuses on research that seeks to explore the past as well
as changes in time using administrative records and documents as principal sources
of data (Saunders et al., 2007) with the use of content and citation analysis (Das,
Jain & Mishra, 2018). Archival strategy adds “empirical depth” (Das, Jain & Mishra,
2018) as archival researchers follow pre-defined protocols to achieve their research
aims (Welch, 2000).

Compared to interview data, Archival researchers view archival sources mostly from
(communication records, email, telephone records, census data, court proceedings,
patent office records, credit histories, educational records, corporate annual reports,
personnel files and survey responses) as being more detailed, less obtrusive, and
less contingent, and often provide a very precise and immediate record of the
interfirm interactions being studied (Huber & Power, 1985).

Reservations for the use of archival research strategy according to Hughes &
Griffiths (1999) stems from its sources being constraint by the nature of the
documents and records, compromised in the quality due to missing data points and
errors as well as its high susceptibility to experimenter bias, that is, archival
researchers may be tempted to examine data and accordingly formulate convenient

hypotheses.
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Archival strategy may not be suitable for this research as the data sources and type
for this research will be generated from organisational records and research
participants (Ghanaian SME hotel leaders and their staff) which cannot be found in
archives. The use of archived data may not be able to bring out the feelings and
expressions of participants to enable the researcher to answer the research

guestions.

3.2.3.8 Case study research strategy

Case study research strategy have been defined by Robson (2002, p.178) as “a
strategy for doing research that involves an empirical investigation of a particular
contemporary phenomenon within its real-life context using multiple sources of
evidence”. Yin (2018) describes case study as an in-depth inquiry into a topic or
phenomenon within its real-life setting.

The “case” in case study according to Saunders, Lewis & Thornhill (2019) may be in
reference to an individual person, a group of persons, an organisation, an
association, a change process, or an event. Case study according to Yin (2013),
may involve the study of either a single case or multiple c