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Do Leadership and Effective Internal
Communication Strategies Really Matters? Insights
from MNCs in the Malaysian Hospitality Industry
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Abstract--- Studies on communication within MNCs and the effect on the global marketplace began as early as
the 1970s. Leadership competencies have a profound impact on the type of communication strategies deployed
within an organization. The purpose of this qualitative phenomenological study is to explore effective internal
communication strategies used by leaders of MNCs in the hospitality industry in Malaysia. This conceptual study
depicts the effect of leadership style on communication that occurs between leaders and subordinates via the leader-
manager exchange (LMX) and the effect on the quality of communication. The aim of this research is to examine the
relationship between the LMX and leadership strategy and the relevant linkage to communication within the
multinational hospitality organizations in Malaysia. The research design has been selected for this study is the
interview of purposefully selected hospitality industry professionals in a leadership role. During the interview
process, the study will use open-ended questions to allow participants to control responses and respond to follow up
questions. The interview sessions will be one-on-one closed sessions with industry leaders. The goal is to achieve a
minimum sample size of 10 participants for the study. Research for this study will take place in a neutral setting
away from daily business operations with the leaders from MNCs in Malaysian hospitality industry. The qualitative
software tool, Nvivo 11, will be the primary source for collecting and analyzing the data. It is expected that the
participants will express their views that effective communication strategies between leaders and subordinates in the

LMX influence productivity either positively or negatively.
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I. INTRODUCTION
Multicultural communication issues, specific barriers to effective internal communication that exist in

multinational organizations can affect strategic planning for initiatives, project management, project
implementation, and work accomplishment (Manduca, 2012). Organization leadership’s ability to overcome barriers
by implementing effective practices that enable communication and motivate employees towards goal achievement
via effective leadership strategies help ensure sustainability for the organization (Dibble & Gibson, 2013;
McCleskey, 2014; Quintana et al., 2015). This study seeks to add to the existing body of knowledge in leadership.
The purpose of this envisioned study is to explore using a qualitative phenomenological study of effective internal

communications strategies used by leaders of MNCs in the hospitality industry.
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An exploration of leadership competencies within MNCs related to leadership theory (Antonakis & House, 2014;
Chaurasia& Shukla, 2014; Mishra, Boynton, & Mishra, 2014; Salas & Gelfand, 2013), and elements of engagement
(Smith & Macko, 2014; Townsend, Wilkinson, & Burgess, 2014) reveal foundational information necessary to
explore effective strategies for communication. Prior studies show that an environment of collaboration in
multinational organizations improved communications and facilitated the success of attaining organizational goals
and objectives (Salas & Gelfand, 2013). Studies on communication within MNCs and the effect on the global
marketplace began as early as the 1970s (Calvano, 2008; Dawidziuk, Boboryko-Hocazade, & Mazur, 2012). The
1990s showed an increase in economic globalization that forced more attention to the management of MNCs that
still exist today. The recent emergence of high turnover rates in MNCs force Hospitality managers to implement
leadership practices that incorporate effective internal communication strategies (Smith & Macko, 2014).
Leadership competencies have a profound impact on the type of communication strategies deployed within an
organization (Testa & Sipe, 2012). Challenges exist that hinder the implementation of effective communication
strategies in multinational corporations (Gatlin-Watts et al., 2013). These challenges can be addressed and overcome

with leadership competency development (Gatlin-Watts et al., 2013).

The purpose of this envisioned qualitative phenomenological study is to explore effective internal
communication strategies used by leaders of MNCs in the hospitality industry in Malaysia. The primary focus of this
study is to provide a greater understanding of effective leadership strategies that affect communication strategies and
provide insight that will increase awareness and knowledge of effective communication strategies employed by

leaders in MNCs specifically in the Malaysian hospitality industry.

Il. CONCEPTUAL FRAMEWORK
The leader-subordinate dynamics of the Leader-Member Exchange (LMX) is the framework of this study.

Researchers focus on discovering the key drivers of organizational performance that result from interactions within
the LMX (Lindsey Hall, Baker, Andrews, Hunt, & Rapp, 2016; Michael, 2014). In the early to mid-1970s, a group
of scholars in the field of leadership researched to gain a better understanding of the leader-subordinate relationship
(Garg & Dhar, 2014; Jain, Srivastava, & Owens, 2014). Graen and his colleagues, Dansereau and Haga originally
advanced the concept of Leader-member exchange (LMX) as a means to explain the status of a dyadic (one to one
connection) between subordinates and managers (Dansereau, Graen, & Haga, 1975). The foundational tenet of LMX
is that leaders form varying degrees of relationships with subordinate members of the organizations (Jain et al.,
2014). Employees that are deemed to be part of the “in-group” are given preferential treatment and benefit from a
more quality relationship with leaders (Graen&UhI-Bien, 1995; Jain et al., 2014). The relationship quality
experienced between leaders and subordinates via LMX, if positive, can lead to increased levels of communication

resulting in higher job performance (Quintana et al., 2015).

Figure 1 illustrates the proposed conceptual framework for the effect of the Leader-Member Exchange (LMX)
on the quality of communication between leaders and subordinates. This conceptual framework is a variation of
information obtained from Garg & Dhar (2014).
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Figure 1: Proposed Conceptual Framework

Figure 1 indicates a visual depiction of the LMX theory/conceptual model by providing a framework or flow
depicting how communication between leaders and subordinates occurs and ultimately affect internal
communication in MNCs in the Malaysian hospitality industry. The conceptual framework is a variation of the
works of Garg & Dhar (2014). The model depicts the effect of leadership style on communication that occurs

between leaders and subordinates via the LMX and the effect on the quality of communication.

Since its formulation as a theory in 1975, the LMX has provided a theoretical foundation of how leadership’s
interaction with subordinates, as it relates to communication, has influenced productivity within the organization
(Garg & Dhar, 2014; Graen&Uhl-Bien, 1995; Jain et al., 2014). The nature of this envisioned study is to explore
using a qualitative phenomenological study of effective communication strategies used by leaders of MNCs in the
Malaysian hospitality industry. The conceptual framework shown in Figure 1 addressed concepts from prior
research as it relates to communication via the leader-member exchange and the leadership theories that influence
communication in MNCs. Prior research was informative in that researchers provide foundational tenets of the LMX
that examine how communicative interchanges between leaders and subordinates influence the performance of
subordinate work tasks (Garg & Dhar, 2014; Lindsey Hall et al., 2016; Michael, 2014). Figure 1 was a guide for the
conduct of research interviews from the qualitative, phenomenological perspective with the intent of gaining the

lived experiences of leaders within the multinational hospitality industry in Malaysia.

I1l. LITERATURE REVIEW
Transformational leadership, tenets of transactional leadership, and contingency models collectively possess

similar frameworks for aiding leadership effectiveness (Parris & Peachey, 2012). Each theory provides insight into
how leaders direct employees within the organization (Garg & Dhar, 2014; Jain, Srivastava, & Owens, 2014).
Leaders within organizations utilize transformational and transactional leadership strategies to communicate with
subordinates and enhance both performance and leader-subordinate exchanges (Garg & Dhar, 2014; Jain et al.,
2014). Various leadership theories and models provide strategic roadmaps for leaders and leadership practices have
evolved from being singular in their approach to communication (transactional) to more collaborative
(transformational) (Antonakis& House, 2014; Jaiswal & Dhar, 2015; Manduca, 2012). The fluidity of leadership
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styles, be it transactional, transformational, or other, refers to the ability of leaders to alter leadership practices based

on experience or the attainment of additional knowledge (Parris & Peachey, 2012).

Garg and Dhar (2014) conducted a quantitative study to examine the factors affecting the obligation level of
hospitality industry workforces and the following influence on offered services to customers. The results of the
quantitative study conducted by Garg and Dhar (2014) revealed that hotel employees show less organizational
commitment due to elevated levels of job stress. Employees regularly interact with customers, providing service,
while at the same time concealing elevated stress levels with the job (Karatepe & Douri, 2012). Additionally, Garg
and Dhar (2014) found that LMX and Perceived Organizational Support (POS) both completely influenced the job
promise while job pressure had an adverse effect. Management reliance of employee commitment to the quality of
LMX provides support for leaders within the hotel industry to focus more efforts on improving supervisor-
subordinate interactions with staff (Garg & Dhar, 2014; Jain et al., 2014).

Documented employee turnover is a phenomenon in the hospitality industry (Dusek, Ruppel, Yurova, & Clarke,
2014). Documented turnover rates in the sector range from 43% (CHA International, 2013) to over 58% (Dusek et
al., 2014). Research conducted on the turnover in the hospitality industry suggested that poor employee engagement
(Smith & Macko, 2014); poor communication between leaders and subordinates (Mishra et al., 2014); and

ineffective leadership styles (Quintana et al., 2015) all influence turnovers in the hospitality industry.

A similar study examined the relationship between turnover and employee engagement. Smith & Macko (2014)
conducted a quantitative, single-case study utilizing participants from a large retailer in the United Kingdom (UK).
The organization selected for the case study had experienced high levels of turnover. The unit selected experienced a
turnover rate of 32 %, exceeding the company’s rate of 21%. The retail industry in the UK experienced a turnover
rate of 28% as recently as 2011; however, the accuracy of the percentage is hard to validate (Department for Work
and Pension, 2011). Researchers issued a twenty-question, Likert questionnaire to eighty-five employees. Of the 85
questionnaires distributed, 64 were returned resulting in a 75% response rate from 24% of the employee population.
Limitations of the study included limited access to participants, increasing retention issues during the period of
study; and the small respondent pool of this single case study (Smith & Macko, 2014).

Leaders express varying leadership styles that influence communication and ultimately organizational
performance (Choudhary et al., 2013). Based on the study of Dinh et al. (2014), several leadership styles were
identified: authentic, autocratic, bureaucratic, charismatic, laissez-faire, servant, transactional and transformational.
The authentic style of leadership shares similarities with the transformational, servant, and charismatic styles of
leadership (Murphy & Johnson, 2011; Wong & Laschinger, 2013). Leaders, who possessed a keen awareness of self
and promoted the tenets of transparency, high ethical behavior and self-awareness in others, are considered authentic
(Laschinger & Fida, 2014). Authentic leaders are more expected to create leader-member exchanges that empower
the subordinate members of the organization. Conversely, authentic leaders can implement bias in the leader-
member exchange as they set their values and beliefs over the values of others (Ford & Harding, 2011, Stander,
DeBeer, & Stander, 2015).
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Leadership styles are developed based on circumstances surrounding job roles and responsibilities. From this
perspective, leadership practices influence not only the organizational environment and leader-member exchanges
but also the nature of job performance by employees (Manduca, 2012). The fluidity of leadership styles, be it
transactional, transformational, or other, refers to the ability of leaders to change their leadership styles over time
based upon experiences and the attainment of additional knowledge that influences their perspective. When applied

efficiently, leadership styles can positively influence production outcomes within any industry.

Conceptualized in this literature review constructs the leader-member exchange (LMX) and applies leadership
theories; in the form of effective leadership practices, as determinants of effective communication within the
hospitality industry. This study aims to examine the relationship between the LMX and leadership strategy and the

relevant linkage to communication within the multinational hospitality organizations in Malaysia.

The study seeks to build upon the studies conducted to examine the constructs of internal communication
(Mishra et al., 2014); and leadership styles that influence communication (Mohammed, 2016; Quintana et al., 2015).
The review of the literature from these practitioners will be an attempt to provide clear and convincing evidence to
proceed with the study. Recommendations for additional research prompted the following two research questions for

this study:

1) What are the lived experiences of leaders of MNCs in the hospitality industry regarding effective

communication strategies?

2) What are the informed perceptions of leaders of MNCs in the hospitality industry regarding effective

communication strategies?

The purpose of this envisioned study is to explore effective communication strategies used by leaders of MNCs
in the Malaysian hospitality industry and provide a greater understanding of leadership strategies that promote

successful internal communication.

V. RESEARCH METHODOLOGY
4.1 Design and Methodology

To explore the lived experiences, views, and perceptions of hospitality industry leaders, a qualitative research
methodology using a phenomenological design will be employed. This approach will aid the interviewer in gaining
an in-depth view of the lived experiences of the participant’s daily work life and communication practices
(Gallagher &Zahavi, 2012; Moustakas, 1994; Rubin & Babbie, 1993). Qualitative research is a methodology based
on the assignment of meaning to individual experiences for the development of a theory or pattern based on research
design (Cooper and Schindler, 2014; Yin, 2014). The conduct of qualitative research allows the research practitioner
the opportunity to both observe and experience the phenomena that form the foundation of the study (Arbnor&
Bjerke, 2009; Yin, 2014).

The design has been selected for this study is the interview of purposefully selected hospitality industry
professionals in a leadership role. The research questions and subsequent interview questions will utilize for the

interview. Leaders of MNCs are expected to share their informed perceptions of communication practices within the
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hospitality industry. During the interview process, the study will use open-ended questions to allow participants to
control responses and respond to follow up questions. Open-ended questions limited the perceptions of the resulting

collected data.
4.2 Participants

The sampling frame for the study consisted of hospitality employees in leadership positions. Participants will be
selected based on a concept of Yin (2014) termed analytic generalization, which asserts that participants are
purposefully selected to shed light on theoretical principles and concepts. The study’s population will be
purposefully selected to consist of employees at the leadership level of hospitality organizations located in Kuala
Lumpur in Malaysia. Inclusion in the sampling pool for participation in the study required a minimum of six months
of employment within the hospitality industry. The ideal sample size for the phenomenological interview approach
is no less than five and no more than 25 participants (Dukes, 1984; Moustakas, 1994; Polkinghorne, 1998; Riemen,

1986). The goal is to achieve a minimum sample size of 10 participants for the study.

The recruitment strategy is to contact potential study participants in the hospitality industry with hotel leadership
experience. Participants will receive initial contact via telephone or email to arrange face-to-face interviews at a
public location of the participant’s choosing. Selected participants will also invite to identify additional potential
participants that may meet the research criteria. This snowballing technique has the potential of expanding the
participant pool of qualified individuals (Cooper & Schindler, 2014). For this study, the objective is to obtain a
quota sample of ten leaders from within the multinational hospitality organizations in Malaysia. Participants will

take part in a minimum of a 30-minute interview session.
4.3 Setting

The study will take place within businesses in the hospitality industry, mainly hotels in the Kuala Lumpur. Based
on the Malaysian Demographics Profile in 2018, population approximations for Kuala Lumpuris 6.837 million
people. From 2007 till 2017, hotel numbers have increased steadily n Kuala Lumpur, Malaysia. Data from the
National Property Information Centre (Napic) showed that the number of total hotels as at end-2017 was a total of
3,126 hotels (246,564 rooms). It means that 247 hotels were built last year or 8.58% growth from 2,879 hotels
(212,437 rooms) in the previous year. Of the over 3000 hotels in Kuala Lumpur area, approximately 69 are a part of
the Multinational hotel and hospitality industry (Shawn, 2018). Research for this study will take place in a neutral

setting away from daily business operations.
4.4 Analysis of Research Questions

The interview protocol will be prepared to guide the interview process in the discovery of lived and perceived
experiences of leaders in the hospitality industry. The interview sessions will be one-on-one closed sessions with
industry leaders. Open-ended interview questions in the interview sessions will allow for maximum discovery of
participant experiences regarding the phenomenon of study. The interview sessions will continue until data
saturation occurred. Data saturation will occur at the point at which no new information will furnish any result from

subsequent study participants.
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Transcribed data arising from the study will be coded to categorize similar data elements into organized and
cohesive units. Coding should in no way minimize or alter the uniqueness of the data but enhance it by forming
logical pockets of similar data points for further analysis of the data (Saldana, 2016; Yin, 2014). Implementation of
an early coding process, before the collection of data, will aid in tying together the research questions to the data
collection process. Initial codes will develop for this study based on the primary research questions and a review of

the literature. The initial codes are representative of themes discovered during the review of the literature.
4.5 Credibility and Dependability

Participants for this study will be chosen based on the leadership experience required to provide an expert
assessment of the phenomenon under study. The selection of participants from varying area hotels will expand the
study by providing different viewpoints. The participants will be encouraged to speak openly and honestly about

their perceptions and experiences.

Dependability measurement for a study follows a specific outline of procedures to complete the study. Data

collection procedures for this qualitative study will be:
1. Initial contact with potential participants
2. Schedule face to face interview sessions

3. Before commencement of interview session, review research parameters and address ethical concerns. Review

and sign consent forms and review interview questions

4. Conduct and record interview session

5. Transcribe data

6. Conduct follow-up meetings to review transcribed data
4.6 Data Collection

The data collection process for this study will be the structured interview. In this process, a researcher will first
formally adopt the role of interviewer; second, follow a scripted set of interview questions and auto-record the

interview session; and finally transcribe and analyze the data obtained during the structured interview sessions.
4.7 Data Analysis

The data analysis process includes data preparation and organization, reduction, and interpretation. To achieve
this goal, the interviewer, the primary source for collecting and analyzing the data, will utilize the qualitative
software tool, Nvivo 11. The Livescribe Echo Smartpen, which offers transcription software that allows for the
saving of audio files in both digital and pdf format, will assist in organizing and sorting the research results. The

transcribed and the recorded interview sessions, in word format, will allow for in-depth data analysis.

V. CONCLUSION
The purpose of this qualitative phenomenological study is to explore the lived experiences and informed

perceptions of leaders of MNCs in the Malaysian hospitality industry regarding the effective communication
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strategies. Based on the literature, an environment of collaboration in MNCs will improve communications and will
facilitate the success of attaining organizational goals and objectives (Salas & Gelfand, 2013). This research will
explore the effective communication strategies of leaders of MNCs, specifically, the lived experiences and the

informed perceptions of those strategies on productivity within the organization.

This study expects to fulfill the research purpose by contributing knowledge towards an understanding of the
business problem. Through the sharing of lived experiences and informed perceptions, the research participants will
contribute data that will provide insight into the effective communication strategies leaders employ to increase
productivity in the organization. Participants need to highlight the best practices used in support of the themes that
will contribute to the organization’s operational effectiveness. The themes that will emerge from the interviews with
the 10 participants represent their specific lived experiences and informed perceptions and will contribute to the
findings based on significant experience in the Malaysian hospitality industry.

The results of the study will provide insight into specific strategies for effective internal communication that
leaders will utilize to promote productivity in the hospitality industry. This study will show an understanding of the
impact poor communication strategies had on productivity and how effective communication was instrumental in
business practices that promoted sustained productivity. The findings will outline the literature stating that the
promotion of effective communication strategies between leaders and subordinates’ influences productivity in the
organization either positively or negatively. Effective leadership strategies provide the tools by which leaders can
communicate in a manner that garners success for the organization (Antonakis & House, 2014). At the same time,
the findings of this study may reflect the relationships established between leaders, subordinates, and peers

contributed to the effective communication strategies that influence knowledge sharing and increase productivity.

In conclusion, it is expected that the participants will express their views that effective communication strategies
between leaders and subordinates in the leader-member exchange influence productivity either positively or
negatively.
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