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Abstract
The aim of this study was to contribute to the grmbody of research involving the
subject of leadership, while looking at a facethod phenomenon on which there
appears to be very little data available. In tte faoving environment of the twenty
first century, there is more and more pressureeaddrs from every area of industry,
commerce, community and public service to be capabhot only performing their
basic tasks in the immediate scope of their aregasgonsibility, but also a growing
expectation that they must be capable of expottirggability into any environment or
context that the organisation rapidly finds its@élere is little time to recruit, train
and deploy new leaders when a novel situation pteseself. This research employs
a qualitative approach utilising an interpretiveltiple case study method to
investigate what followers look for and expectheit leaders in the form of traits,
values or characteristics. The investigation tloeks to see what style of leader
employs these values to best effect, suggestirighisatype of style, based on this set
of values, are the most likely to be durable acamgscontext. The study is conducted
looking at the wider culture of the individual pagpant in terms of age and era,
gender, education, and the added dynamic of pumshas a leadership tool. While
initial findings suggest that females may have #gity to transfer their leadership
style at face value, the study acknowledges thiamias involved and recommends

the way forward for future research in this area.
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CHAPTER ONE

Introduction

“If your actions inspire others to dream more, laanore, do more and become
more; you are a leader”

JOHNUQICY ADAMS

In 1948, American General Omar Bradley recordedhuosights on leadership in a
United States military training pamphlet and said,
“Leadership is the art of influencing human behawio
through ability to directly influence people andetit
them toward a specific goap.iii).

(Bradley, 1948.)

In 1993, forty five years later, one of his sucoessas Chief of Staff, United States

Army, General Gordon R. Sullivan, penned his owteroretation and said,

“Leadership is the process of influencing others
to accomplish the mission by providing purpose,
direction and motivation(p.iii).

(Sullivan, 1993)

In those intervening 45 years, no less than foarteerim United States Army
Chief's of Staff had written their own version bktdefinition of what constituted
leadership, General Sullivan twice, in two succesgears, as did General J. Lawton

Collins in the early nineteen fifties (Collins, 135



In 1983 General John A. Wickham formalised his sgdea the subject,

“The process by which a soldier influences others
to accomplish the mission(p.ii).

(Wickham, 1983)
and he rewrote it in 1986 in the “AR 600-100" (Wham, 1986), and then again in
1987, only in that particular year he amended itess than three times, once in May
for the “AR 600-100" (Wickham, 1987), and then tevim June for two different
publications, the “DM Pam 600-80” (Wickham, 198@hd then again that same

month for the “FM 22-103", which read,

“ Leadership is the art of direct and indirect inéince
and the skill of creating the conditions for sused
organisational success to achieve the desired tesul
But, above all, it is the art of taking a visionvaiat
must be done, communicating it in a way that the
intent is clearly understood, and then being toegbugh
to ensure its executior(p.iii).

(Wickham, 1987)

General Omar Bradley was one of the most distimguideaders in the 2a@entury

and during World War Two gained the reputationfeng ‘The soldiers General’

and ending the war as ‘America’s foremost battlés’. He was known to be;
distinguished, fair, honest, effective, calm, knogvhis subordinates and the needs of

his soldiers, and having care and compassion tmetlsame people. Members of the



German Army who met him in their captivity spokehas “lack of pretentiousness”
and that they found this trait being not normald@enior ranking officer of his level

(Bradley, 1951).

If the evidence above suggests anything, it is@weteral Bradley and his successors
obviously had difficulty in defining just what leaship was, ant; despite the fact
that they were clearly considered, by their rank @aputation, to be leaders of
exemplarity. It has been said that there are aymefinitions of leadership as there
are people who have tried to define it (Rost, 1981)ould be difficult enough to
work with a subject that in itself cannot be acteisadefined, without the knowledge
that leadership is a continually evolving concéatt thas been around as long as the
human race, in fact it even existed in primatefisagcchimpanzees, which

evolutionary theory suggests are the predeces$ossirospecies (de Waal, 2006).

In today’s environment, the demands on leaderséifopnance are more critical than
ever before. In the military, business, and thdipwdector, leaders are not only
expected to be able to perform in their primarg @hd environment, but in any
situation in which they find themselves. Today'ditany leader in particular must
have flexibility as one of their most essentialrelateristics. (Claburn, 2004). Kao,
Sinha and Wilpert (1999) support this when theytbay the assumption that
managers can automatically transfer their skill$ stiyles from one situation to
another is wrong and presents the greatest challenigternational managers today

(Kao, Sinha & Wilpert, 1999).



Gabarro (1987), goes on to say that there hasllitemesearch carried out on
transferability of leadership skills, at the ex@eilevel across different industries,
but suggests that the ability is limited in thisa{Gabarro, 1987). Gordon (2000)
supports this assertion about the lack of reseamdinansferability saying that results
have been ‘meagre’ and ‘obscure’, but says thaedeadership examples have been
shown to persist from early school into situationkater life, both in employment and

the community (Gordon, 2000).

Zenger and Folkman (2002) suggest that leadershiptieffectively transferable
between contexts and say that “effective leadergtaptices are specific to an
organization” (p.21), in their book, ‘The Extraandry leader’. In this book, issued to
Commanding Officers of the New Zealand Army, thiég stories of countless
leaders who are successful in one organizationsfearing to another and
immediately failing. They state that this is contipgl evidence that leaders must fit
the organization. They say that their research skaWwat each organization had
different values on leadership competencies andehdership “always occurs in a

context” (p.33) (Zenger & Folkman, 2002).

If leadership is really about followship, as Bark#992) suggests, then the
transferability is not so much about the leader taedenvironment, but more about
what characteristics the follower will followwduber (2005) says that followers want
certain values and traits in their leaders, sudhoa®sty, credibility and
supportiveness.Klenke (1996) suggests that gender plays no pdhisrequation,
but values and traits are the overriding issuess theory goes equally for age

according to Deal (2006) who says that while oldaders sometimes were better due



to experience, age generally was not significaméims of leadership ability. There
has been much research carried out on the diffelyngmics of leadership, and it is
said that one of the most important contributidreg the field of psychology has
contributed to the area of business developmestbaan the identification of
leadership traits, styles, and values of leaders dve already been acknowledged

for their skill in this area (Thornton, 1992).

While there are many traits, styles and valuesriake up an individuals leadership
dynamic (Posner, 2006), each person claimingttieat ownworks best for them in
their area of community, commerce, industry orrthiary; the question, and indeed
the debate that arises, is whether or notghate leadecan move easily from their
usual context of leading, across to a less famgimsironment with the same success.
Anecdotal evidence claims, for example, that atamyjileader would not be
successful if they tried managing a production 8ngironment or vice versa. Could a
scout leader move easily into some form of busitemgership? Some research
findings say that this is not possible (Zenger 8&Rwan, 2002), while others say that
it depends on the initial selection and / or tnagnof the leader involved ( Kouzes &

Posner, 2005).

This thesis analyses responses from a varietyaofeles from diverse occupations and
backgrounds, qualifications and experience. liaisdol on the premise that most
people have some form of leadership role in theas|, whether it is a formal
relationship in business or other management positn their local community, or
even within the family in a parenting situationn$®of these people, not necessarily

my participants, are highly successful in one candé their leadership but fail



abysmally in another, while others may be goodo#h ffor a limited time or even
perpetually (Zenger & Folkman, 2002). Whether thibased on the characteristics of
the individual or some form of leadership qualifioa and /or experience, is one of
the questions | will be attempting to answer. Olénaill be endeavouring to reveal
whether or not the styles, traits and values #gedérs have in one context are readily

transferred in part or in whole into a second esvinent.

While there is a large amount of research availahleeadership generally, there
appears to be little on the subject investigateayrthesis (Gabarro, 1987). Given the
importance of leadership in all sectors of our emvinent today (Claburn, 2004), this
may add to the area of leadership development.dreddday must be more flexible
than ever to meet the changing dynamics of thentiad market place as well as the
rapidly moving pace of modern industry (ClaburnQ£2p Organisations must not only
select the right people to lead their workforcéhia first place, but also expect from
those selected the ability to move quickly and riéssly between the different and
varied sectors that make up their area of operaifao, Sinha & Wilpert, 1999).
This research and others like it will hopefully shithe gaps in selection and /or
training and development of those chosen to letadtive first half of the Zlcentury

and beyond.



CHAPTER TWO

Literature Review

“The key to successful leadership today is inflegemot authority”.

KENNETH.BNCHARD

According to Keesing and Strathern (1998), “tribeamseldom unitéor anything,

they uniteagainst (p.149). Often a leader emerges to unite tribagmsing religious
symbols, or mystical dreams and visions, to broggther fragmented groups to fight
a collective war for liberation or conquest. Thesidghoin Indians of the eastern

plains of native America, and the Iban of Borneathlof whose leaders had visions
of such conquest, temporarily united their disjethgroups under a common cause of

victory that was revealed in dreams (Keesing & t&&m, 1998).

Leadership appears to be an essential and perpatdalf the evolution of the human
race. Boehm (1999) and Brown (1991) identifiedghenomenon of leadership as a
constant universal in the human species. Fromigwdery of human male sperm
that include suicide elements that explode wherfronting a rival sperm, to the
research showing that serotonin levels increasen\pleple are promoted in
employment suggesting genetic hard wiring of huntarkee status conscious, they
both say that leadership in some form has beerest/gince the emergence of the

homo sapiens and before (Boehm, 1999; Brown, 1991).

Dunbar (2004) reinforces this by saying that thiedvéour of both leaders and
followers has been present throughout evolutioh&tory as the product of cognitive

adaptations which assisted humans to solve adgmtdl@ems. Wilson (1975)



suggests that this behaviour originated in our atenforbears and even in behaviour
of other organisms such as the waggle dance dfdhey bee that incites members of
the hive to collect food. He also cites aerial fations of birds and swimming

patterns of schools of fish as examples of leaddower patterns.

Historical Overview

The first appearance of the word leader from tlo¢ keden which meant tivavel or
to show the waydid not appear in the English language untiltB@0’s. It was to be
some five centuries later that leadership as a worally came into use, and the
formal study of this as a science, did not begitil time turn of the twentieth century

(Rost, 1991).

Beck, Black, Kreiger, Naylor and Shabaka (1999i0# perspective into the era’s of
leadership, breaking them down into: tribal, prassical, classical, progressive and
post progressive. They support Novick, et al., winay say that tribal leadership was
based on size, strength and agility, but add deddrship at this level was based
largely on fear and was very directive and taskrddted. Pre-classical leadership
was still marked by brutality and oppression, hograhese leaders were generally a
combination of kings and church in collusion, claigispirituality or magic as a basis

for their power (Beck, Black, Krieger, Naylor & S¥eka, 1999).

While leaders in the classical era no longer usathbforce and the threat of death to
maintain obedience and production, Beck, et altlsalthey still led by command
and manipulation, demanding production at mininests and resulting in inefficient

workers. The progressive leadership era saw tihedacttion of Total Quality



Management (TMQ). Stability now meant nothing angbowermentas the
technique used to maximise the potential of evegyand the worker being involved

with organisational change (Beck, et al., 1999).

Finally, in the post-progressive leadership perledders get involved in risk models,
taking chances on their followers to do the rigim¢ under a new democratic
agenda, coping with a society immersed in constaahge and rapidly developing
technology. This new leadership had to managenmition exchange at a rate that
predecessors could never imagine and stakehol@gioreships anywhere in the
world on a twenty four hour, seven day basis. Rméaders and followers meet on

an equal basis (Beck, et al., 1999).

While leadership obviously existed in prehistohge study into this didn’t commence
until around the turn of the twentieth century. Rd991) lists theories that developed
from these early studies that went back to the E9@dd thegreat marntheory that
stated that people web®rn to lead, and that an innate quality was requiethe
1930’s the group theory emerged explaining howdestdp develops and emerges in

small groups.

In the 1940’s and 1950’s the trait theory was prent and research was centred on
precisely which universal traits were common tdedlders. This theory still has
favour in research today. In the 1950’s and 196@tsaviour theory was popular
looking into the key behavioural patterns that iteslin the best leadership models,
followed by the contingency / situational theorythe 1970’s looking to establish

which leadership behaviours succeeded in speditiations (Rost, 1991).



In the 1980’s, according to Rost, researchersocoat determine which patterns of
behaviour resulted in effective leadership andhey tried to find out which

interaction of traits, behaviours, key situationd group facilitation best allowed
people to lead organisations to excellence. Thiddehe alternative theories of the
late 1980’s, which differed from earlier modelssatially, in the discipline of the
researcher. Up until this time most studies werdexhout using a psychological
managerial focus. In the late 1980’s, however, mpiblogists, historians, political
scientists and authors took an active interedteérstibject. The important aspect of
this period is the focus moving from solely on ksader to also acknowledging and
concentrating on the follower as an essential dynamthe leadership process, where

leaders and followers develop mutual purposes (RO8X1).

Looking at leadership itself in history, we seet thiace families, social groups, then
tribes and communities are formed, leading on éddihmation of nation states,
united states and eventually to the united natithhespne constant of all this, is
effective leadership, and in support of this theddyman (1996) says that having a
head of state is a naturally occurring phenomenasgeams back to our primate
beginnings. He states that serotonin levels irbthen give us the ability to relax
when appropriate while allowing us to react quickihd decisively when a threat
presents itself. The leaders among us have theladikty to know the difference in
those situations and react in a positive way fergtotection of the group. Additional
research, says Allman, shows that in monkeys, thasmg higher levels of serotonin
will usually indicate that they are the alpha maleis has also been shown to be true
in college fraternities in the case of high rankafficers and swim team leaders.

(Allman, 1996).



Studies at the University of Leicester showed Wian animals are formed into
groups, deciding which of their number to follomdathen deciding if and when to
follow them, becomes fundamental to their existeanue survival (Ward, Sumpter,
Couzin, Hart, & Krause, 2008). Doctor Ashley Wandho led the study, said that
social conformityexerted powerful behaviour on all animal and hugraups and
this extended to non human varieties such as fidhother species, who he stated
have an inbuilt desire to follow a leader, evenis at a high cost to itself (Ward, et

al., 2008).

Kummer (1968) observed that nomadic Hamadryas bebbad a method of
leadership / followship more unusual than most'salternating pattern of leadership
selection. When the group decided to rest up femight, one individual would
wander off in a direction to choose a spot. Theaiemg band would then decide
whether it was safe to follow, and if not they wabuhove off as a group, thus making
the loner follow them until another individual wesft independently to find a
suitable night area. This process of selectionnepsated until a suitable spot was

chosen (Kummer, 1868).

The Bonobo monkey, according to de Waal (1997A4pislosely related to humans
that their genus name should be changed from Ptoe teame as ours, that is, the
genus Homo. With this in mind de Waal discusseddeship in the Bonobo tribes,
and traits and values such as altruism, compassimopathy, kindness, patience and
sensitivity, and says that these are not uncommmang individuals who are selected
to lead groups of these Pan Paniscus (de Waal)188TVaal noted that while rank

does not play a large part in Bonobo society, tagis of a male is determined by the



status of his mother, due to the matriarchal celtinven by strong female bonding.
The traits, mentioned above, in their leaders m#aitamong all the primates, the
Bonobo have very little conflict and it is usualgsolved in a non aggressive manner

by their female leaders (de Waal, 1997).

In the case of Homo sapiens; as the human racefreemtoands of families, to tribes,
to chiefdoms, and finally to nation states, thedeem leadership to co-ordinate and
make decisions grew. Many small bands were egalitaocieties, that is to say,
leaderless, and leadership only emerged in timesuoger or hardship. This hardship
usually meant alliance with other bands and thel fi@ecombined leadership

(Wilson, 2000). Wilson goes on to say that with dldeance of agriculture,

knowledge and technology, tribes combined intofdoims and finally states, with
individuals vying for control, and with it, it's asciated privileges and status (Wilson,

2000).

The selection of leader at this level was ofteredasn thegreat persortheory.
According to Novick, Morrow and Mays (2007), thisrgerally meant that only those
who had superior mental, physical or cultural &pilvere chosen to be leaders, which
suggested that leaders were born not made (Noviok,ow & Mays, 2007). This
‘nature versus nurture’ debate has dominated gdelship question up until the
1940’s and continues today in some areas of salbgjt somewhat broadened and

more flexible in its argument (Nye, 2008).

Nye goes on to say that traits today have come teelen as “consistent patterns of

personality” (p.23) rather than characteristicg tteve simply been inherited. This



new theory of traits mixes the nature and nurtieate into one, and suggests that
traits can be learned and changed over time. Nyethat we talk about leaders being
more energetic, risk taking and optimistic alonghviheir ability to persuade, and
while we can attribute this to their genetic makeug can now say that their
environment has also contributed to these traitsgdearned and developed over

time (Nye, 2008).

MacDonald, Burke and Stewart (2006) say that wherdiscuss any human attribute
the argument usually develops over whether it isyaarited or learned characteristic.
The discussion must be looked at here howeverusecae have to be cautious about
making statements about human attributes thatugmeosed to beetfor life and not

capable of alteration (MacDonald, Burke & Stew#&0@).

The purpose of raising the discussion in this #hissnot to reengage in the argument,
but to simply acknowledge, as MacDonald et al. dthed leadership consists of some
characteristics that are in our genetic makeupsanake characteristics that are learned
and developed by our environment. These includengisds such as our mental
processing ability which igbuilt and not subject to a maturational process. Teahnic
skills, social process skills and general knowledhgavever, are characteristics which

can be taught, learned and developed over theyldle (MacDonald, et al., 2006).

The Seneca Indians of Western Pennsylvania hacthawbat unique method of
leadership. While their leaders were chosen far thisdom and ability, they only
remained in the position as long as they did ais ge®ople wanted them to do. The

position of leader was open to both men or womehthey had to work like



everyone else. They did not have servants and egpéahave had a system of
selection that worked, as most were long term lead@ne of their most renowned
leaders was Queen Alliquippa who was born in 1680ramained in power all her

life (Clark, 2005).

History has shown that without strong competerdéeship, groups fragment and
split into individual factions of temporarily likevinded people who will quickly fall
apart when the next issue arises where thereagmiement, unless there is legal
authority, and even then, only when that legal autyr falls under an effective leader
or enforced authority as in a dictatorship. Theakrap of the United Soviet Socialist
Republic (USSR) and the domino effect of the dexfrantation of nation states in the
Baltic and surrounding areas on the European cemitiis a prime example of this

(Matlock, 1995).

Matlock explains that the break-up of the Sovietddractually began in 1985, and
ended in 1991, a result of successive leadersluigidas by Mikhail Gorbachev
following the death of Konstantin Chernenko. Witderbachev has been hailed as
actually being a good leader, he was not the ngktto hold the communist regime
together (Matlock, 1995). The programmes of Gorbachonsisting ofjlasnost
(political openness)yskoreniygspeed-up of economic development), pacestroika
(political and economic restructuring), while beexmirable in a western culture,
actually worked against him in a communist one s@dst actually resulted in the
Soviet press, who had been effectivghggedfor seventy years, having the freedom
to report the truth and say what it thought, refighn an environment of less control.

Soviet social scientists had the freedom to rebeand report on subjects and issues



which had previously brought them into trouble wiitleir communist masters and had
been generally forbidden to conduct research ah) as public opinion polls

(Remnick, 1994).

Thus, while Gorbachev had all the attributes argtlaum that we would normally
associate with a great leader, it was the environiraed his followers that were
wrong for him at the time, and while the outcomesiavourable for the Soviet
people, as the leader of the communist regime eldangth holding it together, he
failed abysmally. Gorbachev was the youngest Sdeaster since Stalin and only

held this office for a mere 21 months (Remnick,4)99

Age

When it comes to the age of a leader, there is ndeblate over youth versus age.
McDermott (2008) says that while it appears thdepleaders generally prove to

have more insight, experience, understanding alminess in the work environment,
they tend to suffer from the dynamics of aging, thieeit is disease or mental
degradation, and this is actually more apparert pawerful leaders. They may lack
the energy and vitality of their younger countetpaDeal (2006) suggests, however,
that it is not so much the physical age of a pethahaffects their performance,

rather the era, or culture, that they come frone &lys that older generations come
from a much authoritarian period of leadership @lytbunger people are more used to

the not so rigid style of today (Deal, 2006).

Ket de Vries (2003) has a differing opinion agamd gays that while there is much

discussion about the older manager losing theie edghey age due to imposing



retirement and the social adjustment that this medjuire, that it is more about the
lack of ‘challenge and opportunities’ as they pesgrthrough their careers that
impact on performance. He goes on to say that iker@idence that vocabulary,
knowledge and information ability does not decreasle age, and that the older
manager is equally as competent and productiveessyiounger counterparts when it
comes to performance. In terms of experience artdrihain judgement the older
leader has the advantage, as well as a historyasfdance, punctuality, reliability and

safety, which the younger managers do not havea@det de Vries, 2003).

Phillips (1998) found that there are advantagdm#t ends of the age scale when it
comes to leadership, particularly entrepreneueiatiership. She reports findings that
suggest older people find it easier to delegatédewloung managers, especially those
just commencing in a new business, struggle bedaeyegeel uncomfortable
assigning their workload to others. She says tiadd under thirty five were more
successful in starting up an enterprise due to #ility to sell people on ideas,

taking risks and acting quickly, but generally Iehificulty in the end because they
tried to do it too much on their own. The olderibass starter excelled more at team
building, achieving consensus and being more opieled. Younger leaders,

however, were more charismatic, but had less inusteir people (Phillips, 1998).

Kingsmill (2009) disagrees with Phillips to a camtextend with the findings from her
study of banking leadership, where she found teaios, older managers were unable
or unwilling to exercise authority over their yowngxecutives, contributing to the
near collapse of some Scottish banks in the Urkitegidom. She says that while

energy, innovation and action were commendabléatés of the young leader, they



lack foresight, tend to over commit themselves laank a reluctance to own up to
their own mistakes and faults, while the older nggema are happy with mediocre
results, do not accept suggestions easily, anohgelved in too much consultation
(Kingsmill, 2009). Oshagbemi (2004) found in hisearch with over 400 managers
in the United Kingdom, that the research suggéstisdlder and younger leaders had
considerable differences in their styles in terfisomsultation and participation, with
older managers consulting and participating moaa founger ones. It was found
that generally both groups used different leaderstyles overall. Of interest, and
conflicting strongly with Phillips (1998), the stydhowed that both older and
younger managers were approximately the same vitoamie to directive leadership

and delegation (Oshagbeni, 2004).

Kakabadse (1999) argues in favour of the olderdeadying that they make the most
of people, and “foster continuous, effective parfance” (p.16). He says that older
managers are more interested in long term restiiie Wheir younger colleagues are
ambitious and concentrate on immediate outcomesoHt&nds that in the flat
organisational structure of today, mangers nedxtesilient and wise and that these
characteristics are more often found in the oldadér (Kakabadse, 1999). This
research involved over 6500 managers across sex@matries, and Kakabadse found
that the older manager was more effective in dguetppositive relationships with
subordinates than younger ones. He says in timelasfge older leaders appear to be
better equipped to act positively and encouradeerahan discourage enthusiasm as

well as being able to nurture a “performance oatad culture” (Kakabadse, 1999).



Oshagbeni (2004) supports Kakabase when he sayis Was found that younger
leaders are more willing to take risks, prefer pemte in fast changing environments
and look at new ways of operating, than older p2dpl contrast, experienced older
managers use their in depth knowledge and pastiggdmom experience when
solving problems, cooperate and delegate moretafédyg, and are much more calm
in their approach. They minimise risk and show mondre empathy and concern
than their younger colleagues, along with workinglévelop and promote others,
unlike younger leaders who consistently make aoretfd develop and promote
themselves. Oshagbemi also says that younger kadefound to be more intense
and energetic and can pass this energy on to ottwrsnually look for new
opportunities and are very competitive when puskandnigher and higher levels of

results (Oshagbeni, 2004).

Kakabadse (1999) supports these findings furth@mwite reports from two studies
involving, firstly, 750 top managers from the puldiervice in Australia, and secondly
research results from the United Kingdom which usede than 500 National Health
Service Trust directors. It was found that the ngangwho out-performed were from
the older age group and had been long term empaykethe organisation and were
focussed on external dynamics. They were showmve maturity, were realistic with
tolerance, and showed a commitment to disciplirlediscussing relevant issues.
They were essentially team players who had be#mein jobs for between five to ten

years. (Kakabadse, 1999).

These people, according to Kakabase, looked welh gmd spoke of highly of, their

organisations, were very supportive of staff akddithem to express what they



thought. They were not backward in acknowledgirgwieaker points of their
companies however. This group were generally sldweact as they were more
concerned with persuading and ensuring others thiere to support them before they
implemented decisions, insisting on continual femitb Kakabase found, conversely,
that in younger managers there was much moreisrtiof their organisation,
subordinates felt anxious when they were arounch thecause of their nervous
energy and often unrealistic demands. These petgbevere found to be impatient

of those around them (Kakabase, 1999).

Gardner (2007) supports Deal’s earlier assertiahttie primary difference between
the two groups of leaders has nothing to do widirtage but the historical period in
which they emerged as leaders. Older leaders gpeand developed during and post
the Second World War and then the cold war. Thiepeof history had different
social norms in terms of responsibility and rokeswell as in terms of the work place,
family and community. In contrast says Gardner yiienger leader emerged in an
era of multi media, sexual revolution, globalisatemd such world wide issues as

AIDS and more recently, global terrorism (Gardr2€Q7).

Sessa, Kabacoff, Deal and Brown (2007) carriecsonte of the latest research to
emerge on the subject of age in leadership in gtedy of generational differences on
work processes. The study was carried out acrasginerations of managers and
the findings showed that the different age grouearty value different attributes in
their leaders, and that leaders from these diftegygsups behave quite differently.
While the press at the time over emphasised tlierdifces in age groups, the

evidenced suggests that organisations do need,tatfention to the these findings



when selecting, training and positioning their pargl involved in leadership roles

(Sessa, Kabacoff, Deal & Brown, 2007).

Gender

While there appears to be no shortage of reseamhisg that age or generational era
may have a significant impact on styles, behaviamg values of leaders, much of
that same and other research argues that thegetiger of these people is largely
irrelevant (Kakabadse, 1999). This particular resely Kakabadse asserts that there
are no differences when it comes to team dynaroiagty of vision, communication,
as well as the overall quality of management. Kakigle says that popular opinion
goes against women in leadership roles, howeveape that current findings show
this as not significant when it comes to leaderskytes, and in fact the “so-called
‘caring nineties’ provided the ideal context” (pvdhen it came to women being able
to show their *“softer skills’. It has subsequenbigen shown that these skills are

ultimately more effective in the modern workplas@akabadse, 1999).

Oshagbemi (2004) supports Kakabadse and saysdhdégis non significant when it
comes to the perspective and competence of angrgag role, whereas
organisational tenure and age have considerabileemde on these dynamics. Eagly
and Johnson (1990) found a difference in laborastuglies as opposed to field
studies. The laboratory studies showed that thaelittle difference between gender
with both being interpersonally orientated and deratic, also showing men as both
task orientated and autocratic. Field studies eaintted these findings however

revealing men as more autocratic and directing glibates performance, and women



as more demaocratic, encouraging their people ttoparmore effectively and

efficiently.

Similar research by Eagly, Karau and Makhijani @g&lso found that women were
more effective as leaders in areas which were hadgmninated by female workers,
or in contexts which were of a feminine orientati®his applied equally to men,
where it was found that men did better in lead@rgl@rformance when it was a male
dominated arena or in areas of male orientatioes&tindings led the researchers to
believe that working in an area that was alignetthhéosame gender as the leader, led

to perceived success more times than when thewells reversed.

Further findings expanded on the previous reseamndsuggested that women were
marginally expected to have a more transformatistydé of leadership than their
male counterparts, which meant that they were rikgea teacher or coach in their
style, encouraging their people to engage in ardativhen it came to solving
problems. This style, exhibited by more women thmeam, has been shown to be more
effective in modern settings with women also rewaydetter performing staff which
is one of the better dynamics of transactionaldesitip. Men on the other hand were
found to be very hands off in their approach andevadten found to be overly critical
of staff, and these styles were found to be lefex®@de in the workplace than those

used by women (Eagly, Johannesen-Schmidt & vanir3).

The authors warn, however, that generalisationaldhwt be made that neither men
nor women have any form of innate leadership gthlésed purely on their gender.

They suggest that some women may deliberately eéhantgoften’ their style for fear



of being labelled ‘the bossy woman’. Further ts tihey say that both men and
women have differing levels of feminine and maswipproaches within each
gender, feminizing some men and maculating someemqg(aagly, Johannesen-

Schmidt & van Engen, 2003).

Historically, women have always been written abow dismissive or derogatory
way which inevitably followed through into opini@m their ability in leadership.
From Plato and Aristotle through to Kant, Rossaadli [dietzche, history talks about
women and their capacity for philosophical ratigiyahowever most early writers
found them ‘inferior’ (Kennedy & Mendus, 1897). Mubas been written on the
many differences between men and women and howste®gpnd interact with the
world in differing ways. Such written material cosehe fact that women are
supposedly more intuitive, empathetic, selflessgdkbut weak, and suggest that men
are opposite to this, being judgemental, ratior&ision makers and debate more, all
based on gender specific assumptions with litdeaech to support the theories

(Gilligan, 1982).

Helgesen (1990) observes that the major areassefirch on gender and leadership
at the time still seemed to be focussed on a casgaof sex, belief systems of each
gender, stereotypes and social structure. Therevargdittle research carried out on
gender within different contexts and organisatigrakcesses. Some researchers did
however hold the view that identity was actualliated to an individuals ‘social
space’ or the context in which they lived and waokkand that the broader contexts in
which changes occur are more significant than gedifferences in affecting

leadership dynamics (Tajfel, 1982).



Valentine (2004) reports research findings thaggesgthat women preferred to use a
transformational leadership style and men used miotfgeir masculine traits when it
came to management in the physiotherapy profeskianstudy of 545 managers
where fifty eight per cent were women, it was shakat where men preferred to use
their position within the organisation and the féet they had the power to punish
poor performance and reward good performance, warhese instead to use
charisma, their personal power, or contacts thelydeaeloped, along with their
proven work record to motivate and lead thosettineyt were responsible for. They
motivated their staff by taking their individual group self interests and transforming

these into goals for the organisation (Valentirgf4).

Kakabadse (1991) however, says that research dsdgatleaders are inclined to use
a transformational style usually when they arehagipy in their work environment.

He proposes that women in a lot of workplaces asatisfied with the gender
imbalance in leadership or management roles, aadtay lead to a desire to
transform the workplace to provide greater sattgfador its female workers
(Kakabadse, 1991). In Kakabadse, Okazaki-Ward ayef$41996), the discussion
continues, and research suggests that women iniseg@mns where there were less of
them did not see that gender was a positive re@asadentifying with other women,
and neither did they see women in senior positeasle models or even to have
legitimate authority. The research goes on to Baywomen in these firms are less
likely to receive peer support and all other woméro are equal in status are seen as
fierce competition. It is further suggested thatdgr proportion has a significant
influence on job satisfaction which in turn affethie leadership style of women in

managerial positions (Kakabadse, et al., 1996).



Korac-Kakabadse and Korac-Kakabadse (2001) go eaytthat the findings of their
Cranfield study show that there are dynamics atiem gender that influence not
only behaviour and attitudes in organisations gahgrbut also the impact on

leadership styles and approaches.

Male versus female dynamics aside however, theegandeadership discussion also
extends to the gay and lesbian elements withiresgand Snyder (2006), in his book
'The G Quotient” says that ninety four per cenj@ay executives report a belief that
looking to the motivational pathways of employeethe key to successful leadership.
He says that employees respect honesty and likegavhat people say turn into what
they do , which he asserts is a natural inclinaitiogay leaders. Rush (2006) in his
military guide for non commissioned officers, howegus stoically against any form

of gay leadership, particularly in the United S¢atelitary, and says that
homosexuality in “not compatible” with military foes as he believes it affects

“morale, good order, discipline and unit cohesigm35).

In the face of this military rebuke, Snyder (20§6gs on to say his research shows
that gay executives display all the positive aspetgood leadership in any
environment, and that ninety two per cent of théso aelieve in developing their
workers potential as an essential element of geaddrship and success in business,
regardless of the setting. He says that he fouaiq diverall, gay leaders appear to
have a distinct advantage when it comes to cleduhanest communication, and
because of their belief in diversity as an orgdrosal strength, this gives them an

even greater ability to do business internation@lyyder, 2006).



Snyder states that he believes gays make bettrieaecause of their sexual
orientation, in many cases spending years of ‘igidme truth’ for fear of societal
retribution of some kind, and the fact that so mehrgy is spent ‘keeping the closet
door closed’. He says that many gay managers beawraee of the external world in
a much more focussed way once they acknowledgedérual orientation, and this
allows them to hear the subtleties and inhererafiézith so much more clearly.
These attributes make them more readily acceptgblbeeir employees (Ryder,

2006).

If success in leadership is anything to go by,dlee plenty of examples in history of
reportedly very successful gay leaders. From Kimady@nqueror, Alexander the great
to the American Labour leader Randi Weingarten,gggple have shown that they
are more than capable of leading anything from bmalinesses and community
groups to nations, in successful ventures (Aldaotd Wotherspoon, 2001). Even in
areas which do not involve direct supervision aatlership in the sciences and in the
arts, gay people have invariably ‘led’ the way. Aimm@n Ann Bancroft was the first
woman to reach the North pole, Leonard Bernstemusical conductor and
composer, musician David Bowie, and Lord Byronrégm@owned English poet, are

but a few who have shown that being gay was céytambarrier to being successful

in their chosen fields (Aldrich and WotherspoonQ20

In terms of what may be called direct leaderslhipré is still no shortage of names
from the gay community, either in antiquity or madémes; Caligula, Roman
Emperor, Edward the second King of England, Bripst&in manager of the Beatles,

Hadrian the Roman emperor and military commandg&ifred Redl, Austrian military



officer and spy who led Austria’s counter intelige effort prior to the first world
war, Ernst Rohm German military officer, and J Edgaover who led the United
States Federal Bureau of Investigation (Aldrich ¥atherspoon, 2001). Although
many of these leaders were not subject to the $arets social bigotry that gay
leaders of recent times have had to endure, theydmsaill have been gay leaders
with all the traits, values and styles that go witat, and they were arguably

successful (Miller, 1994).

More recently is the story of Harvey Bernard Milike first man to be elected to
public office in California who was openly gay. Kivas assassinated when he was
forty eight years old in 1978, but not before hd heade his mark on San Francisco
politics as a “hard working, inspirational visiogaaccording to New Mexico
University professor Karen Foss. Foss (1994) goe® gay that Harvey Milk was
known to be highly energetic, and importantly fe leadership skills was the fact
that he was charismatic, and this gained him widzgprespect and support from
both the gay and heterosexual elements in sodteiys( 1994). Honesty was
something else that aided Harvey Milk in his radeadeader, and D’Emilio (1989)
says that what Milk always wanted to be rememb&yechost was the, “imperative
to live one’s life at all times with integrity” (p1). United States of America President
Barack Obama formally recognised the contributioindarvey Milk in August 2009

with a posthumous award of the Presidential Meti&reedom.

If followship is an important factor in leadershtpen it is interesting to note a 2003
research project relating to confidence in gayéesdboth from a military and a

civilian perspective. Belkin and Bateman (2003)rfdahat out of 704 military



personnel, 65.3% were more confident with a sttdegder, 20.2% were equally
confident with a straight or gay leader but thabzser cent were more confident with
a gay leader in isolation, with 14.5% having nonagm. Conversely in the civilian
population of 903 people, 34.6 % were confidenhwiraight leaders, 49.9% were
more confident with either a straight or gay leaa® .3% were more confident with

a gay leader, and 15.2% had no opinion (Belkin &Bwan, 2003).

Of interest, the military are now more confidenthwmivomen in leadership roles than
their civilian opposites with 67.8 % being equalbnfident with either a female or
male leader over 58.7% in the civilian environmdittis reversal in preference being
quite significant compared to when women were ohiged into mainstream military
service in the 1970’s and 1980’s (Belkin & Batem2®03). One can only assume
that once gay and lesbian leadership is more pEatjapen, and given the chance to

prove itself on equal footing, that it too will imgve in preference with the follower.

Followship

Ira Chaleff (2002) said that, “Leaders rarely ussrtpower wisely or effectively over
long periods unless they are supported by followdrs have the stature to help them
do so” (p.156), and that while the success of g@amisation may rely heavily on how
well their leaders lead, there is an equal impagaplaced on how well their
followers follow. Huber (2005) says that followphs the flip side of leadership and
that followers perform the vital task of acceptmgrejecting their leader, and also in
assisting to determine just how much personal pdhsagrleader has. Drucker (1996)
says it a little more concisely when he states “Dimdy definition of a leader is

someone who has followers” (p.73).



Kellerman (2008) suggests if you do an Amazon.cookisearch on the internet that
you are likely to come up with more than forty teand books on the subject of
leadership. She goes on to say that a similar seardollowship will result in

“exactly” thirty nine. Kellerman defines followshgs “the response of those in
subordinate positions to those in superior one2)(@nd says that followers have less
power, authority and influence than their leadersashd usually just fall into line.
Chaleff (1995) supports Kellerman when he saystisaprojected guess was that

there are about 300 texts on leadership to evezyoarthe subject of followship.

What Kellerman and others in the field of leadgrstollowship found interesting is
the changes that appear to be occurring everywheyeooked. They saw that both
parties are becoming bolder and more strategicain thinking. Followers in every
sphere are taking on established leaders wheratteegonfronted with something that
they believe to be immoral or illegal, and they @&ferring to this phenomenon as a
‘global political awakening’. Kellerman states tlilaits trend first started appearing in
the 1960’s and 1970’s with the information revaduatin the following decades taking
it to a new level again, resulting in informatiamdeaccess to it the “new power

symbol” (Kellerman, 2008).

Jones (2002) says that as long as their have baders in history there have been
followers, however not until 1967 has there beendadficial mention of this dynamic
of leadership and that both leadership and follagvalne equal in importance despite
that fact that there has been little researchené¢fationship between the two.
According to Bovee and Thill (2005) the whole aoéatudy involving followship is

so new, that most researchers, academics and pimfats are spending most of their



time just trying to justify its importance and redéce along with a rationale for

continuing an interest into the area of researcthersubject (Bovee & Thill, 2005).

Hock (1999) says that leader presumes follower thatfollower presumes choice of
some kind. He asserts that someone who is ‘coetoedirry out the purposes and
objectives of someone else is not a follower batesane who is subject to
manipulation. A followerchoosego follow. In the true relationship between leader
and follower, both have the freedom to choose arqihth. Hock says that if this
freedom does not exist, then the relationshiprgbr one of superior / subordinate,
master and servant, or owner and slave, and te&genships are all inherently

different from the leader / follower one (Hock, 299

The relationship between those who lead and théwefatlow is very simple
according to Chaleff (1995), and he says that yamnot have one without the other
and they are co-dependant on each other. He satywien a company or
organisation fails, the questions that are oftd&e@dsre “what went wrong?” and,
“how come nobody said anything”? The answers atiogrto Chaleff are generally
found among the followers that, because of théati@ship with the leadership of
the organisation, did not feel that they had thétriresponsibility or courage to speak
up at the time for fear of retribution. This, hgsas not a leader/ follower

relationship (Chaleff, 1995).

Kelly (1992) found that all the research on folldwgscentred on how the follower
felt about the leader, implying that the followedhnothing interesting or pertinent to

say about themselves. He says that successfulrsmoémplies or assumes good



followship, however all the literature on the subjgnores this fact. Chaleff warns
that change has not only already occurred, butosilitinue to happen at an alarming
rate, saying that new models of leadership are gmgrHistorically strong

leadership was needed because of the tasks th&b badachieved, “building a
pyramid or laying a railroad” (p.78) says Chaléfit now with information age
organisations the role of leader / follower is em#d with people answering to people
across a wide range of interconnected resportgbkiland within a context of

knowledge based power dynamics (Chaleff, 1995).

Kelly goes on to say that what we are seeing imggations now, is a change from
the idealist leader to one of team focus, collatbmnaand where the employee is
becoming the owner. With these changes in dynartiiedjnes of communication,
power, ownership and control, are becoming incregigiblurred, along with
determining just who the leader is and who is tileter. If only one perspective is
followed, the leader or the follower, then we empdwith ‘single minded conformism’
again, not having a true leader / follower relagioip (Kelly, 1992). Chaleff goes on

to say that with the increased competitiveness glolaal scale in many organisations,
that this type of conformism holds the opinion tfediiowers are simply ‘blindly
obeying sheep’, and that this is doomed to ceftalare and cannot function in a

modern successful organisation (Chaleff, 1995).

In an earlier book, Chaleff (2002) talked aboutlgver of the leader / follower
paradigm. Traditionally, he said, the leader Athdhe power and while the follower
worked for the pay, the perks, the bonuses, pramstand the best jobs, it was the

leader who held all the power to give these thifigps relationship had developed a



system where the follower had done everything deonot to risk losing out on these
opportunities. The follower always wants the leddesee them in a positive light and
continue creating a good impression. In this typeelationship, however, Chaleff
says that the open flow of information is closesvd@nd this negates the
effectiveness of the leader. As Chaleff asks, “wiibtell the Emperor he has no

clothes” (p.34)? (Chaleff, 2002).

Kelly (1992) says that the time has come, or indeedime has passed, when
managers need to look at their own huge finanemuneration, no monetary benefits
and massive redundancy payments, and start gikiesgtto their followers. Barbara
Kellerman (2008) stresses that managers need &rstadd that it is one thing to

train the next generation of leaders, however, evhdt everyoneanbe a leader,
everyonewill be a follower at some time or other, and it i¢ asimportant to train
and adequately reward thaxtgeneration of followers, and while doing so

encourage them to speak up.

Kelly continues to say that his research showsithahy given organisation,
followers do eighty per cent of the work and leadamly contribute twenty per cent.
This Kelly says, is because even leaders haveptwrtreo someone and they spend
most of their time doing so, in fact they spend enofrtheir time as followers than as
leaders (Kelly, 1992). Chaeleff states that in althg organisation, the leader and
follower are both striving to serve a common pugpasd more importantly they both
recognise and acknowledge this, and this in tuiteats equally the organisations
success (Chaleff, 2002). Crockett (1981) stressmgniportance of developing

followship. He says that leadership is only onegief a very complicated structure



that holds our organisations together in termsumhdéin relationships, while Lundin
(1990) claims that organisations that value folloijwsas much as they do leadership
will enrichthemselves, saying that academic support forcthisn only comes from

leaders who have long experience and can valitiaadrom personal observation.

Goethals and Sorenson (2006) go a step furthéeidébate on followship when they
say that when followers refrain from exercisingitip@wer in certain ways, and this
action makes for an indispensable dynamic to tifopeance of leadership. They
say that followers have far more power than theyrtselves realise and employ, in
fact, more power than leaders themselves. Theyhsdyollowers accept their place
in the relationship but only as long as they thimkt they are benefiting from the deal.
Chaleff however, sees the relationship as slightbye equal and says that while both
leader and follower have equal power, they haviemnt roles that circle around
support and fulfilment of the organisations reafwrbeing (Chaleff, 2002). When
they are both focussed on the same goals and camuorpose, this relationship,
according to Chaleff is more open and embodiesespust, open communication,

as well as being respectful, supportive and ablyeracompassing honesty.

Honesty is very important according to Kellerma@Q@) if organisations want
followers to feel free to provide feedback in ortiemaintain the effectiveness of the
business. She says that if employees are not mddeltthat they can provide honest
feedback then they will feel that they should kgapet for fear of being labelled a
troublemaker or just being ignored. In this cagrdhs not a leader / follower
relationship, but merely a manager / subordinatk ali the pitfalls that that entails.

Kellerman says that most of us understand why vdeugrfollowing leaders, and



even why we follow appalling models of leadersHipe main reason as Kellerman
points out is purely out of self interest. Peogarfthe cost of resistance, or the
consequences of non compliance. She adds thatot isnly leaders that we follow,
but the pressure to conform also comes form out jpears, or co-followers

(Kellerman, 2008).

Maak and Pless (2005) talk about the leader /viaarelationship as “close and
enduring” and that authentic leaders establishsting relationships” with people
throughout all levels of their organisations aslwasltheir personal lives, and these
relationships have both tangible and intangiblegliasting rewards. They say that
genuine relationships are at the core of the leddikower dynamic and that both

players raise the other to higher levels of moibrat

Pounder (1998) also says that the relationshipdmtieaders and followers has
special significance and involves influence on kmtes. Both parties in this
relationship actively influence the other towanshatual purpose and both intend real
change that reflects these mutual purposes in @an apd honest way. This says Rost
(1991), is what is meant by ‘transformational leatig’, and that honesty is one of
the most important aspects of this type of relaimn. Pounder goes on to say that
this collaboration between the leader and the Walois based on parity and
reciprocity. Parity is based on equal access togp@nd resources, however
reciprocity is based, like all relationships, orntbparties believing that they are
getting equality in the allocation of privilegesdarewards based on the effort they
have put in. Without this feeling of reciprocitgys Pounder the relationship begins

to fall apart (Pounder, 1998).



Values / Traits

The common theme appearing in this relationshipraicg to Barker (1992) is the
phenomenon of dual motives and aspirations basednoatrix of shared values. It is
a “marriage of binding, interlocking, meshing andalvement, a fully sharing
relationship based on trust” (p.51). Burns (19%8kas that shared values and needs
are the central thread to which this relationshipased upon, including motives of

both leader and follower. Burns says that values ar

“enduring beliefs that a specific mode of conduct
(modal or instrumental values) or end states of
existence (end or terminal values) are personally
and socially preferable to alternative modes and
ends. Modal values may be such things as
honesty, courage, and fairplay. End values may
be such things as equality, salvation and world
peace” (p.29).

(Burns, 1978).

John Gardner (2001) says that a large part oféng fabric of followship is integrity.
He says that integrity is “identifying values aralryg true to them” (p.27).
Unfortunately says Gardner, many people treat their integrity like they do a fire
extinguisher, “ignoring them until there’s a crisaad then hoping they can
remember how to work them” (p.27). This says Gardaméhe reason many

workplaces fail and both leader and follower mustkato improve their skills in



identifying their own set of integrity linked valsi@and then making them work in the

organisation (Gardner, 2001).

If integrity, based on shared values, is integrdhe leader / follower relationship
working in any situation, what are these valuesal2006) has input into this from
her research into the top ten leadership attriboyegeneration. The population
samples were from the Silent generation, the dzallyy Boomers, late Baby boomers,
the early X generation, and finally the late X gatien. Out of forty attributes
selected more than fifty per cent of people chossdible, trusted, listens well,
farsighted, and encouraging; all of these beintpémr top five when listed.
Interestingly, credible, was the top attribute @by four out of five of the
generation groups, the “X” generation rating it to@mseven in importance and,
listens well, as their number one. Deal does npeapto explain the reason behind
this result (Deal, 2006). Deal's research alsceced the least frequently chosen
attributes and these were: global leadership, diplmnovative, has a global view,
internationally resilient, good fund raiser, physig fit, and wholesome. These
attributes were chosen in the top ten less thapéewent of the time. Deal says that
the theme here is that people do not believe ibntamt, or want their leaders to have,
any global attributes or ability to deal with pe®gind organisations outside of their

own country, in the case, the United States of AcagDeal, 2006).

Deal says that the, ability to fund raise, is pme@ with even less importance and,
being wholesome, with equal disinterest. She ays that while many in this
population sample did not believe that being phajsidit was very important at all,

there is considerable evidence to suggest thaghbeigood physical condition does



assist a leader to perform better than those whaeir physically fit, even if those
that they are leading or their peers and managers ske this attribute as being very

important in leading within an organisation (De&2006).

The Concise Oxford Dictionary (1982) states thadlae is:

“The ideals, customs, institutions, etc., of aistyc
toward which the people of the group have an
effective regard. These values may be posiéise,
cleanliness, freedom or education, or nega#ise,

cruelty, crime, or blasphemy,” (p.1186)

and, “to regard or esteem highly” (p.1186). Sarkr@907) says that personal values
may be resistant to change as they are developeddivery early age and may be
quite entrenched in our character. Values may &mse ones culture or religious
background, along with family, nation, and the gatien from which we came from.
Santrock goes on to say that these values devetoyerd lifetime contribute to the
way we think, feel and act. Further to this, hesstémat research has shown that
adolescents who are involved in group activitiescéiool or in the community such
as church groups or sports teams, show a muchgled of values aligned to social
trust inclusion of everyone into society, and adim, along with a general
commitment to the common good of the community soxlety as a whole. This
research also showed that the adolescents whatlgenhinvolved with group
activities displayed much higher levels of selemaist and valued material possessions

higher than the intangibles of belonging to the oamity (Santrock, 2007).



Barrett (1998) talks at some length on value bésadership, and he says that when
we have to deal with a situation in our lives, veedra choice on how to handle it.
We can use our beliefs, our values, or our intnitmcome to a conclusion on a
course of action. Barrett says that if we use aliefs then we are condemning
ourselves to simply using out past experiencesligeshe problem and our past
history is context based. We therefore do not lzalbasis for making decisions that
are not in the same context and experience thdtagden the past, and we cannot

confidently solve issues that are new, complexaweh

Barrett says that if we use our values to solve sikwations then our decisions
become in sync with what we would like to see al@ai future looking like. He goes
on to say that our values are above both our p@astreences and the contexts that
formed our beliefs and so can be used when wenaodved in new situations that are
more complex than those we have experienced bd?sgehologically, Barrett says,
when we use our values we are trying to createwounrideal of the future (Barrett,

1998).

True leaders, according to Hock (1999) are those nvake the shared values and
beliefs of the community to, become apparent, gaovd, be passed on from one
generation to the next. The leader’s true behav®hbrought about in many small
ways collectively by every follower who decidedatiow that leader. In this way it
could be deduced that the values that a leadelagispre the ones that the follower
will follow in any given situation, and if the leaddisplays these in any situation then
the follower will be more likely to follow in anyitsation where that leader is in place

and displaying those values.



Outcalt, Farris and McMahon (2001) disagree withr&hawhen he says that we
shouldn’t use our experience in solving situati@m] they say that we each have our
own personal philosophy thistbased on experience, but in tandem with our values
as wellas our beliefs. They do however agree with Bametbther issues including
the fact that leadership is a type of service &atlleaders are always serving
something higher than themselves and in the besests of their society. They say
that being in the service of others for the betemtof all is the true meaning of
leadership. Ensuring the facilitation of positiveanage is the key to effective
leadership according to Outcalt, et al, along i fact that the leader is in a
relationship with all stakeholders, including thigilowers and those in the

community in which they serve.

In terms of what followers actually look for in théeaders, Morgan, Harkins and
Goldsmith (2004) shed some light on their latesdiifigs. They say that the
overriding quality that people look for and admimghose they follow is personal
credibility, and these are the ones they are niladyIto follow in any given situation.
Morgan, et al break down just what credibility meampractice, or the specific form
of behaviours that this takes, and most frequeh#yresponse to the question of what
credibility is, they say, is, “practice what yolepch”, or, “do what you say you will
do” (p. 62). Morgan, et al say that when this gsaetit is broken down into the ‘say’
and the ‘do’ parts, then when leaders verbaliseay’ their beliefs then they must be
very clear about them and just what they mean. i@#gothey must act on what they
say and they must put what they have said intatigeaor act on their spoken belief.
The most important aspect, claim Morgan et ahés'tio’ part (Morgan, et al., 2004).

This is further explained when they say that whidéng what you say you will do



maintains personal credibility, however doing wivatsaywe will do demonstrates

and maintaingeadershipcredibility.

In narrowing down just what personal values petgu& for and will consistently
follow when assessing their leader, we look atrg large piece of research that looks
into this question. Participants in a study whielgdn in the early 1980’s, spanning
two decades, numbering over seventy five thousasthbss and government
executives, and covering six continents is ondefmhost comprehensive studies ever
carried out on the subject (Posner, 2006). Respuadeere asked to select their top
seven qualities that they look for in a leaderafu list of two hundred and twenty
five different values, traits and characteristitise key issue of the questions asked of
these participants was not what they would feef trae to follow but what qualities
they “most look for and admire in a leader, somewhese direction they would

willingly follow” (p.24).

Over the two decades of the research, four chaistots have again and again
received over fifty per cent of the votes, considteover time, and across all
continents (Posner, 2006). There has been a compstdarn in what people look for
and admire in their leaders and what they wouldtinbe likely to follow. These

four values are from first to fourth: honesty, fand looking, competent, and
inspiring, with honesty topping almost every sureenducted, leading the way as the

single most important factor in any leader / followelationship.

Posner (2006) says that it is patently obviousififzople are going to follow

someone regardless of the situation, context or@mwent, they will only do so



willingly if they believe that person to be “trdith, ethical and principled’ (p.27)
which combined makes up the value of honesty. Magple also use words such as
integrity and character when they are talking allmuntesty as these are synonymous.
Interestingly, in terms of transferability of leassleip, Posner says that this desire for
an honest leader is essential “no matter whatettang” (p.27). Posner say thatitis a
natural human condition that no one wants to kktheor deceived, and despite our
desire to succeed or win, we want to be told ththtas an overriding factor (Posner,
2006). Bennis (1993) also supports this when sy that character was important as

a leadership trait and it consisted of, among dthiags, honesty and integrity.

Posner goes on to say that the honesty of ourdesdedirect reflection of our own
honesty if we choose to follow them, and the messpnal attribute we look for in
our leaders is honesty. He says that this is bedaisthe one thing that is likely to
reflect our own character and that is why we pitiz® highly in those we choose to
follow. If our leader is dishonest it is likely thae will be viewed the same by those
looking at our organisation, and if we choose oo that person, we know has no
integrity when it come to honesty in their leadgrsthen we not only come to lose

our respect for them, but eventually, for oursel{gssner, 2006).

Cohan (2003) says that while hiring honest peapkni organisation has its obvious
benefits and makes the organisation generallyexr piace to work in, there are also
huge benefits to promoting honest people into mowstof leadership. Cohan names
James Parker of Southwest Airlines who was promioitecthe position of CEO and
was widely known for his “humility, honesty andedtiveness” (p.142), and in his

maiden speech talked about honesty as a keystdne teanagement style, and went



on to gain an even greater reputation for combifinopesty, fairness and toughness”
(p-142) along with his willingness to fight with &le had to protect the company and
it's employees. Southwest airlines became an etvenger company under the

leadership of Parker. (Cohan, 2003).

Cohan also says that everyone who ever describge@mraways used ‘honest’ in
their description. Danny Bruce who was the aviatioector at Dallas airport said of
Parker, that he admired him as being “straightfodMaonestand strong” (p.143).
While others always said that one of Parkers s&shgersonality traits was his
honesty, Parker himself always said that he fowad this value always worked for
him as it induced others to always trust him. Thaignan of Southwest, Herb
Kelleher, said that because Parker had such agsteputation for being honest, it
sent a very clear message through all levels obthanisation that being honest was

worthy of reward if they wanted promotion withirethirline (Cohan, 2003).

The key to honesty is not what leaders say thag\yein and what they say they will
do, and regardless of how much they claim to hategrity, followers only believe
what they see in the behaviour of those they fol{Basner, 2006). This ties in very
strongly what Morgan et al (2004) say in their egsh, that leaders must do what

they say they will do, which shows that they bedi@v what they say the believe in.

Goldsmith, Greenberg, Robertson and Hu-Chan (26@B}hat a leader, and more
particularly a global leader must be able to denrates “honest, ethical behaviour”
(p-217) and say that when collaborative leaderBhepks down, it is due to “a lack of

integrity, a lack of trust, and the presence obltipal agenda” (p.219). Goldsmith, et



al. say that leaders need to build trust, and tthdothey must integrate their own
personal value system into the dealings with bssimelleagues and their followers.
People expect leaders to ‘walk the talk’ and to etdlde behaviour that they expect
from those below them in the organisation, as thidlyalways trust a person who acts
out the values that the leader espouses. Finalyhy that integrity rests partly on
courage and on honesty, but overall it rests orefrating ones beliefs with ones

actions” (p.220).

Being forward looking came in second with over sgyger cent of the participants
saying that they looked for someone who was ablea ahead with a certain
amount of confidence in the direction they wereestimg others to follow (Posner,
2006). Basically Posner says that if leaders wtrdrs to follow them willingly, they
must demonstrate, and have confidence in the béhiaf they know where they are
going (Posner, 2006). Posner found in other surtleisthe most critical concern for
top executives was strategic planning and foremgstn that same survey when asked
to rank what they considered to be the importaatatteristics of leadership, the
same group as a whole, put forward “a leaderslylp sf honesty and integrity”(p.29)
first, and a “long-term vision and direction foetbompany” as second (p.29). Deal
(2006) found in her research using a list of féegdership attributes, and across the
five generations she had as participants, thaglirsighted was always listed in the
top four, scoring fifty two per cent overall, whishipports Posner’s findings, as do
Barker and Coy (2003) when they say that, visiompag other values and traits are
essential to anyone seeking to enter the leadeasbi@a as a career in business,

politics or even community organisations.



Posner goes on to say that people don’t expechengytmagical about forward
planning or vision, only that they can give a r&tadi picture of what the organisation
will look like six months, one year, or five yealswn the track, and that it is
delivered in such a descriptive way and with suahity and confidence that those
following will know what things will look like an¢how things will feel when they get
to that chronological destination, as well as knmaywexactly the route to take to get

there (Posner, 2006).

Of significance, Posner says, is the fact thaeai®s levels within organisations,
ninety five per cent of senior managers selecteddal planning for their most
desired characteristic of a leader, and only araixty per cent chose this value
when surveyed at middle to lower leadership levetsner interpreted this to mean
that senior leaders see the need for long terrmpigrand a secure future more than
those at lower levels who deal with the day to dayning of the organisation,
however he says that as people move up in therbigréhere needs to be some
developmental needs around changing their persgeati the importance of this

dynamic (Posner, 2006).

The third most popular choice in selection of leabg values according to Posner is
competency. This is based on the idea that toflolomeone willingly we must
believe with all confidence that they are competenéad us to success. Followers
must see in their leader a capability beyond therend someone who is effective in
what they are doing. If we doubt the competencauofieader then we are unlikely
enlist in their cause. Posner (2006) says thatlestip competence refers to “the

leaders track record and ability to get things damel doesn't refer to the leaders



abilities in the core technology of the operati¢gn’29). Bennis (1989) in an earlier
treatise on the values of leaders, says that degrability and knowledge of the
business are core attributes to successful leageesid that without these, leaders

would be sadly lacking in the area of competerdéeship.

Posner suggests something along the lines of, petthat, you don’t have to be a
pilot to run an airline. Organisations today aneté@ complex with many multi
disciplines and far too multifunctional for a leade know even some of the basic
intricacies of individual tasks. What followers wame leaders who know the
underlying principles of their industry, the markétce and the general area of the
field they are involved in, as well as the fundataénof leadership and management
expertise. Posner (2006) says that probably the mp®rtant ability that a leader
can offer his or her organisation is an innatei@giiib get along with other people and
to be able to work well with those people that thaye to themselves follow, their
peer groups and those they in turn lead, along &dthrnal stakeholders, customers
and the general public with whom they may haventeract with as part of their wider
role of representing the organisation. Posner $istae of the skills more specifically
and says that “modelling, inspiring, challengingaleling and encouraging are skills

leaders must master if they are going to be corsideompetent” (p.31).

The fourth attribute on the list from Posner (208&he value of being able to
inspire. People are looking for meaning and purposieeir lives and inspiring
leaders contribute to that says Posner. Follovedes hope from leaders who are
“upbeat, positive and optimistic about the futy®31), according to Posner’s

research. In normal day to day organisational fonstit is important to have people



in management positions who are able to communtbatevision and the vision for
the organisation with confidence and an abilitgncourage, however in times of
uncertainty it is even more essential to be showigjtive emotions and being able

to move people onward and upward.

When followers are concerned about heir own futhedast thing they need is
someone above them who is negative and full of dandchgloom. They are

frightened and discouraged in themselves, anddfative types of leader will only
feed this fear and make things worse. They expestet who lead them to be
enthusiastic as well as positive and show energyiray that people will want to
emulate them. Being positive about the future ésdherriding attribute according to
Posner (2006). Being able to dream of or see thuedus a positive attribute in a
leader says Posner, but this is not enough irf iedl the leader needs to be able to
communicate this vision in a way that gives those Wollow a great sense of purpose

“in their everyday lives” (p. 31).

Posner says that while all this enthusiasm andggreannot change the environment
of the workplace or even the type of work peopkeduoing, a positive attitude can
change the way people feel and think about thejrasha their work, and this is the
secret to being an inspiring manager. Leaders; tgauters; breathe life in the dreams
of their followers and this in turn makes them wintollow their leader and achieve
greater things (Posner, 2006). People don’t jggtni to the words of inspirational
leaders, but also closely watch them in their deraeaand actions to ensure they do
what they say they will do and belietreemselvesyhat the say they believe. In times

when the need is the greatest, leaders can ompyénsiaximum performance from



their people with positive emotions. Basically s®ysner “If a leader displays no
passion for the cause, why should anyone else32)p Daft and Lengel (2000) say
that in their research that respondents votedfpiring as a value seventy eight per
cent of the time, just behind honesty and visiorarywell ahead of being
independent and self controlled, each of which veelg selected five per cent of the

time.

Posner goes on to say in his research that thevalod traits that he found have
endured not only over two decades that his resesashconducted, but during that
time we saw expanding globalisation, the intermtoming increasingly more

prolific and important, the advent of internatiotedrorism, and rapidly changing
political dynamics. Through all this these four iEweristics have remained constant
(Posner, 2006). He says that the four values ifieditare not only significant in
themselves, but according to international commatioas experts, these four also

make up a phenomenon called “source credibility3Zp.

Posner says that research has shown that whendizligy of sources of
communication was measured, it has been foundgtwile are assessed on three
criteria, these being, “perceived trustworthindissir expertise, and their dynamism”
(p.32), and when people were rated more highlyhesd three characteristics then
they were considered to be a more reliable soutmnit came to information and
believability. Posner goes on to say that thesethialues are strikingly similar to
three out of the top four in his research; honestyapetency and inspiring, and he

says that above all in his investigation that peaphnted credible leaders in the list



of admired leadership qualities. He deduced thagdibility is the foundation of

leadership” (p.32).

Posner says that the overriding aspect in our faithur leaders is that we must
believe in them. When they say something we mugt\mewhat they say, and we
must be able to believe that when they say thatwik do something, that they will
do it, and also that they are excited in and believthe future that they talk about.
This finding by Posner has been so persuasive amsistent that is has come to be
known as the first law of leadership (Posner, 20Bé5ically says Posner, “if you

don’t believe the messenger, you won't believentiessage” (p.33).

The argument that appears to emerge when lookilegdérship values,
characteristics and qualities is around the disonssver which of these are traits,
and which are characteristics or values. As early8&11 Thomas Carlyle was
researching trait theory trying to identify the ploal characteristics of those in his
day who rose to power, along with their talents skitds (Carlyle, 1841). Trait theory
approaches tend to look at great men in societytrgrtd link significant events
across history with the advent of these men, anggrents of trait theory usually list
characteristics of certain successful leaderseptst and make the assumption that
these same characteristics in anyone will be mkeéylto develop them into leaders

(Heifetz, 1994).

The psychological viewpoint on trait theory hasrbasound what is known as the Big
Five Theory, which says that there are five braauddrs of personality and this is also

referred to as the Five Factor Model (Bass, 19B83s says that the Five Factors



Model which was first mentioned in literature in3B9 encompasses the traits of
openness, conscientiousness, extraversion, ageeesisland neuroticism. These
traits were in turn broken down into charactergssach as self discipline, planned
achievement versus spontaneous behaviour, energycempassion, along with

anger, anxiety and depression, spanning the fiaeackeristics listed. When utilised

in psychometric testing on an individual basis tiveye displayed as percentile scores
in each of these broken down characteristicsotfekample, a person scored in the
eighty percentile for conscientiousness, thenwlusld mean that this individual had

a strong sense of responsibility and was a vergrediperson. Conversely if a rating
in the fifth percentile was scored for extraversithen this supposedly would mean

that the subject had a strong need for quiet ahidide (Bass, 1989).

There has been as much criticism over the yedtfsedBig Five Theory as there has
been support. Bolman and Deal (1991) say that tsaate not born, rather, they are
made, and that anyone who has the desire and wiipoan become an effective
leader. They say that leadership isn’t an instgnacic but that it takes years of
experience imbedded in a framework of educati@mitng and never ending self
learning which takes time, effort and sheer deteation. Bass (1989) says that there
are in fact three ways for people to become leadnstly, that the individual
characteristics that make up our personality coaldirally mean that people will
become leaders, this being the trait theory ofdestulp. Secondly says Bass, under
the Great Events Theory, a major crisis could banty leadership qualities in the
average person that makes them rise to the occastbtake on the mantle of
leadership. Bass goes on to explain that the thaglthat people rise to become

leaders is called thEransformational Leadership Theorfhis comes about when



someonehooseto become a leader and tHearnsthe skills required for them to
succeed in this role. This is the most widely ategpheory of leadership in the study

of the subject today (Bass, 1989).

Blake and Mouton (1985) criticise trait theory geally because they say it's too
limiting as a description of human personality. ¥isay that the theory is ntiteory
drivenenough, and relies too heavily on data drivenstigation. They go on to
explain that they think that certain descriptorgdtéo cluster together when factor
analysis is carried out. Furthermore accordinglak&and Mouton, when dealing
with the aspects of human personality, they sdgéas not take into consideration
aspects such as religion or faith, gender biasrim$ of masculinity and femininity,
honesty, which appears thus far to be a singularriwing factor in leader ability,
effectiveness, the impact of having a sense of hwiptmw manipulating or
Machiavellian a person may be, as well as thriffsyeonservativeness, and how

motivated the individual is (Blake & Mouton, 1985)

The military however, especially the United Statetary, appear to adhere to the
trait model of leadership, and in the selectiop&bple for training as commissioned
officers in the Military Academy at West point, yheelect only those who have
shown the highest potential to lead, based on migtaomotivation to learn, and those
who are achievement driven, but such personahiystas a strong internal locus of
control, a self monitoring person, and someone istapen to experience (United
States Army Handbook, 1973). Interestingly the spmeiples appear to emerge
even in this trait driven selection process. Thmeyahandbook talks about being

professional, and breaks this down to loyalty,lesiness, personal responsibility and



integrity, which are very similar to the honestyueawhich appears to be integral to
the essential characteristics of good leadershim forevious literature looked at here.
They go on to say that their leaders must be abtedvide direction and set a good
example, motivating and mentoring which equatebéoccharacteristic of inspiring
leadership talked about by Posner (2006). The hasidhalso says that military
leaders should know their job and be proficient,and know the organisation
intimately as well as being able to coach othemshat they know. This is possibly in
line with the competency dynamic that Posner tatksut. One of the most important
aspects of military leadership that is stressethamyad again in the West Point
publication is the ability to plan, and this contpkethe quartet of values that Posner

talks about in his research (United States Armydbank, 1973).

There appears to be many arguments on just whatat and what is a value, as well
as what is simply a characteristic. The purpogdisfthesis is not to debate that
subject, but simply to look at the many possibleatyics of what constitutes
leadership, and which ones of these traits, sgyekvalues, if any, transfer readily
between environments in the opinions of those welad.| Regardless of what these
characteristics are called, collectively they fdha basis of what is known as the
leadership style (Newstrom & Davis, 1993). Newst@md Davis say that leadership
style is the “manner and approach of providingdiomn, implementing plans, and
motivating people” (p.63) they go on to say tharéhare three basic leadership styles.
These three styles are, authoritarian or autogadidicipative or democratic, and
delegative or free reign (p.147). While poor leadend to adhere to just one style,
leaders who are more successful use a mixturd tifrak styles, with one style

usually appearing as more dominant (Newstrom & Bal®93).



Styles

At this point it is well to point out that thereeain factmanyleadership styles listed in
probably just asnanypublications, and these include; charismatic asitunal,
transformational, servant, task oriented, partibyea transactional bureaucratic,
laissez-faire, coercive, command, and vision, ta@aome of them according to
Gardner (2007). To investigate all of these andywahers not yet mentioned would
be beyond the scope of this thesis and serve pitiipose. Rather this literature
review and research will concentrate on the marenefindings around which style

relates to leader effectiveness.

Hofstede (1977) goes on to say that the authanapproach is mainly the approach
when those in authority want something done, exdudivtheywant it done and they
are not interested in getting any suggestions vicadrom those thaheyexpect to

do it. This method however, only works when there tieliime, the leader has all the
facts required to carry out the task, but most irtgmdly, all of those who are
expected to follow these instructions are well weteed, such as certain military
situations, for example, combat situations. Theigpative style according to
Hofstede is where the employees or followers arelued either individually or as a
representative group in the process of makingritermediate decisions, with the
leader making the final call on how things will terried out. This style usually gains
the respect of all those involved in the proceshefleader who implements this
approach. This style is mutually beneficial andsed when all parties have part of

the knowledge individually to make the task comé&udion. This style makes it all



the more important to hire the correct mix of felkrs that are knowledgeable and

skilful (Hofstede (1977).

The third style outlined by Newstrom and Davis (3P8 the delegative or free reign
approach. In this method the leader remains uleipaiesponsible for the outcome
and all decisions that are made, however the fatsvare permitted to actually make
those decisions. This should only be utilised wthenemployees are capable of
analysing the overall situation, and competenitguaately, and confidently able to
determine what needs to be done. This should ewisen the leader has absolute
trust and confidence in those that follow and stidnd used wisely and with caution

(Newstrom & Davis, 1993).

Hofstede (1997) supports Newstrom & Davis (1993gmwhe suggests that the best of
leaders use a combination of all three of thedestgnd the selection or combination
of any of these is based on the dynamics of thatsiin or the context of when and
how the leader is leading. These dynamics incltiteegdependence on how much time
is available to complete the task, what the leadi@dfower relationship is based on,
including respect / disrespect, or on trust; whthmrelationship has the knowledge
required to complete the task, the training le¥ehose involved and to what extent
the leader is aware of the task, any conflicts betwall the players involved, what

the levels of stress are between the leader, fellewnd both combined, whether or
not the task is a structured task, and unstructiagld and whether it is complicated

or simple, and finally, but not conclusively, wikegal restrictions or established

protocols must be observed such as heath and satgtlations (Hofstede, 1997).



Johnson (2004) says that until the nineteen fonessearchers believed that it was
only those people who had specific “mental and [@aysharacteristics or traits”
(p-157) that had any chance of being an effecaaeér. This even extended to
whether or not they were good looking. The ovengdissue with this approach was
that researchers had the problem of deciding,abating, the exact traits that applied
to the ideal leader, and this idea of traits bdsadership was all but abandoned.

There are however still those who subscribe totti@sry in all or in part.

Johnson goes on to say that those who studiedhér@openon next, suggested that
leaders had to change to the dynamics of the gtuat which they found
themselves. Thus the type of task, the completeachexistics of the followers, along
with how well the relationship was between all #nasvolved became of paramount
importance over the individual traits and valueshefleader in their investigations.
Theses theories became to be known as situatioainbingent theories because, as
the name implies, they were dependant on the gtuat contingencies of the
environment in which the leader found themselvehr§don, 2004). While these
theories are still immensely popular there areassbhat make them subject to

criticism.

Johnson says that there are two important reabah$he situational and / or
contingency theories are lacking in substancetlifitlse decision around exactly
which style to use is difficult because there acernany factors to be taken into
consideration. Secondly the contingency theorygfite@o much weight to contextual

factors” (p. 158) and Johnson explains that thezevaany strategies that are



important in many environments that contravendrtiportance of the elements of the
situation (Johnson, 2004). Huber (2006) expandsidaa into the dynamics
associated with the transactional and transformatieader, an area which is of

considerable interest to this work.

Dianne Huber says that following all the reseanchihe trait, attitude and situational
leadership period of the last century, investigatmntred on the area of just how
“leaders produced quantum results” (p.19). This maxsowed down (or categorised)
into two main types of leadership styles (HubeQ&O0Huber says that these two
styles were essentially those of the transactiandlthe transformational leader.
Before these styles are looked at in depth howevisrof interest to explore the idea

of functional leadership theory.

Functional leadership according to Day, Zaccaradalpin (2004) can be described
as a set of behaviours that help the group achiieiegoal. This model does not look
at the person as the centre of leadership, butirétis collective set of behaviours.
They claim that the primary responsibility of tleadler is to cater to the needs of the
group, and when the group is successful due &ffestiveness and cohesion brought
about by the leader catering to their individual aollective functioning

requirements, then the leader has done their job.

Day, et al. say that functional leadership has lysgrerally applied to team leadership

but has worked just as well when a broader apprbastbeen used in higher



organisational levels as well. Functions that Has®en observed by researchers
investigating the functional leadership dynamicénbeen; the motivating of those
involved, mentoring and instruction of subordinatasserving what is happening in
the overall environment, organising the tasks o&éhin the team, and then

intervening in an active and appropriate way whecessary (Day, et al., 2004).

There are many different behaviours required toerthkse things happen however,
and Day, et al. say that followers have shown thhonesearch that they broadly place
their leader’s behaviour into two groups which tleail consideration, and initiating
structure. Developing, encouraging and supportffertve relationships is one way
that an effective leader could implement the carsition category according to those
subordinates involved in the research, and coulgubén place by simply showing
concern or displaying a supportive approach tovadinérs. When it comes to

initiating structure, the leader is focussing oa $ipecifics of the task at hand and the
successful accomplishment of this. Behaviours hengld include setting the stands
to which the team must reach in the carrying ouheftask, making sure that all
involved know their specific role and where theyirithe team and the task, and then
ensuring that those assigned specific respongasildre held accountable for their

achievement to the standard required (Day, e2@04).

These functions and behaviours become a basiedkimng at the transactional and
transformational leadership styles mentioned eaiMiany people have given a
definition of these styles, and Burns (1978) isdgpwhen he says that the

transactional leader is the one which has beemgilléhe power and responsibility



to lead the team or organisation to accomplishidbk. This leader has the power to
reward or punish within the team depending on ha¥ thie task is completed. The
overall relationship with transactional leaderskipne of exchange, whereby the
follower accomplishes the task in exchange for 4bing else, in modern terms,

usually a wage or similar remuneration.

Transformational leadership according to Burnsiis of much more interaction and
person orientated. Burns says that this style Hgttegjuires the leader to motivate
the team to encourage efficiency and effectiveaessis based on open and honest
communication. Transformational leadership utiligeal achievement and focuses
the team on the end state of the task or the ezkdésired result. The
transformational leader is a very high profile leadtho uses organisational structure
to achieve the tasks they are given. This leadeosnds themselves with people who
are capable of making the little things happen attiey attend the bigger picture,
while always on the lookout for ideas and innovatimat will achieve the overall

organisational vision (Burns, 1978).

Following on from this natural change in the emphas leadership styles from
transactional and transformational, with the chagglynamics of education, social
development and the computer age, there came &eheawphasis on the
transformational leader, according to McLaurin &hdmri (2008). McLaurin and
Al Amri say that over time the trait, behaviour asithiational theories have all
combined to lean more to the change oriented sfylieadership, and this in turn

comprises of two essential styles in itself. Thessecharismatic and transformational,



and while they are very much alike in many wayselae also a great many
differences. This is very much in line with thelea that leadership is a “dynamic
relationship which is based on mutual influenceneein leaders and followers” P.15).
They go on to say that this relationship will eveily evolve into a “higher level of

motivation and technical development as it promotesges” (p.15).

Charismatic leaders are those who have “high seifidence, a clear vision, engage
in unconventional behaviour, and act as a changetafp.15) according to

McLaurin and Al Amri (2008), but that this type lebder is very aware of the reality
concerning the context in which they operate aeddstrictions that this environment
will impose on their ability to achieve their leasleip goals and their overall vision.
They go on to say that the main behaviours withishreatic leadership styles include
being a role model for those they lead, creatingding and maintaining a clear
image for their followers, clearly articulating tteeam or organisational goals,
stimulating the motives of those they lead, andtgwing that they themselves have

confidence in what the say and believe in.

Transformational leaders try to get their followtysee what they are doing from
different perspectives, they endeavour to buildhgse they lead to realize and
achieve their own potential and work to the beghefr ability, and make them fully
aware of what the organisation as a whole is tryangchieve long term by
motivating both peer groups and those they lea®éobeyond what is important to
them individually as less important than what W&l good for the group as a whole

McLaurin and Al Amri (2008). Some of the key belauis of this type of leader can



be “empowerment, role modelling, creating a vis@etjng as change agents, and

making the norms and values clear to all” (p. 15).

Bass and Avolio (1994) say that while transformadicand charismatic leadership is
very different from transactional leadership, tled leader will have a little bit of all
these styles in their repertoire of styles to aghigne best results. They say that just
how much a leader uses the main characteristieadf style depends on what type of
leader they are known as. If a person uses a piiedafty transformational style they
will be known as a transformational leader, inteénggy however, if a leader is
predominantly a transactional one, they may s¢él a transformational style in some

contexts where appropriate.

McLaurin and Al Amri (2008) explain that while tleeare many similarities between
the concepts of transactional and transformatianadh as “vision, ideals, values and
charisma” (p.15), some of the major differencesude; just how much the context
and situation will impact on the style used, thar@dmatic element being de-
emphasised in transformational leadership, asignstigle charisma is seen as one of
many attributes in the leader and not the only and,also the probable negative
effects stemming from the highly likely self-cer@dness of the charismatic leaders

style.

Transferability / durability

Regardless of which single style or combinatiotheke styles is used, it has been

obvious from the research thus far that just hdective a leader is in one situation



versus another, is the context in which they aeratmng, and this is supported by
Antonakis, Cianciolo and Sternberg (2004) when geythat theirs and other
research shows quite clearly that “leadershipredation that exists between persons
in a social situation, and that persons who am@desain one situation may not
necessarily be leaders in other situations (p.IB®y go on to say that it is the
situationand not so much tretyleof leadership used that is a very important faictor

just how effective the leader is.

Antonakis et al. say that research has shown titatfdhe broad leadership styles of
autocratic, democratic, and laissez-faire, it hesnbfound that the democratic style,
which is most aligned with the transformationaldesship approach, had the most
“durable effect” (p.150). Not surprisingly, the aatatic leader had a productive result
with their team but only when the leader was presethe situation. When this style
of leader left their team to carry on in their alsehowever, the task achievement

rate quickly fell away and the style became indfec

Pounder (1998) has also said as part of her casagjon of leadership into six major
themes, that it was “dependant on the situatiorf'3@) and that of all the themes it
was “traits, behaviours and their response to diffesituations” (p.136) that
characterise leadership with leaders. Pounderthaysvhile equating leadership with
leaders has been “criticised for its narrownessl3p) that it “retains it's potentness

in our common language about leadership” (p.136).



“Behaviour is a function of person and situatiopt) according to Fairholm and
Fairholm (2008) and they say that the behaviowr lelader is contingent on the traits
and values, or characteristics of the person iraaylyn tandem with the individual
circumstances of the environment and / or situafldrey say that the “potential for
transferability and persistence of leadership”Yplépends on the variables of no less
than twenty nine traits, ranging from chronologiagé to popularity and prestige, and

that all of these “differ with the situation” (p.7)

Scarnati (1999) says that the cockroach can teaehlat about flexibility in
leadership, and that the cockroach has been arfoumndillions of years because it
can quickly change and adapt to its environmemnmhatier what the context contains.
Scarnati says that the United States Army witltglbractical experience, doesn’t
have any simple formula when it comes to leadershqeess across all contexts,
except to be constantly flexible and have all gdesnformation to hand before

committing to any single course of action.

Ken Blanchard has a different view of this durabitf leadership between contexts
when he says that the best leaders realise thattgleds never any better than
another, and they adapt the style depending ondhds of each individual situation
(Blanchard, 1991). Blanchard says that in situali¢éeadership he has identified four
styles which are based around the idea of the fisansactional and
transformational leadership styles, however he sdtmase directive and supportive,
and the leader is free to choose between each dieygeon the context and the

dynamics of the individual situation. Rather thatailing the characteristics of each



style, the description of directive relates to s@ctional leadership, and supportive

reads as the earlier description of transformatitazalership.

Blanchard goes on to say that the effective leableoses between various
combinations of the two styles. These mixes argjldirective / low supportive,
high directive / high supportive, high supportidew directive, and low supportive /
low directive” (p.23) and the successful situatideader knows the right time, place

and context to use each combination (Blanchard] 199

Despite evidence that leadership styles can traeffiectively given the correct mix

of traits, values and context (Fairholm & Fairho008), along with the flexibility
that the United States Army subscribes to (Scarh@€9), there appears to be no
shortage of evidence subscribing to the contrarg, Gabarro (1987) states that
research shows that an “executives skills acratisstnies suggests that transferability
is limited (p.162). Gabarro goes on to say thatr#search found that it was
inefficient for outsiders of an organisation torgarganisational and institutional
skills” (p.162) and took too much time before thmmcame effective. To support this,
Kao, Sinha and Wilpert (1999) who investigateddbecept of effective leadership in
Thailand, say that research and experience sh@avsnidinagers and leaders can never
assume that they can effectively transfer thenléeship practices across different
contexts. They say that “It is in the leadershipcess that the effects of culture

become most apparent” (p.269).



Zenger and Folkman (2002) say that there are raaamples of successful leaders
who do well in one organisation and fail miseravlyen they move into another
business, and they use this evidence to say tegthéve “compelling evidence that
leaders must fit the organisation” (p.20) and 8tgles do not transfer readily across
scenarios. They do go on to say that “leadershvayd occurs in a context” (p.20)
however. They also say that at lower levels orgdimsal fit is not as important as it

is at more senior levels.

In support of transferability, Gordon (2000) sdyattwhile the “knowledge of the
facts relating to transferability of leadershivéy meagre and obscure” (p.5),
evidence does appear to show that those studentshdwed leadership ability in
different situations when younger, had this abiigrsist into later life and transferred
into college situations as well as their employnmaamd even community contexts. The
main weight of evidence for transferability appetarsupport Fairholm and Fairholm
(2008) in their suggestion that it is a combinawdhe situation and the traits and
behaviours of the individual leader that determithessuccess or otherwise of the
leader in differing contexts. Combining this eviderwith what Chaleff (2002) and
others say about the importance of followship mldadership equation, and how it is
what followers find important in their leaders tinadtters most across contexts, it
would appear that there is some strong evidenddeghdership does transfer between
environments, but generally only when certain valae part of the leaders
characteristics. These values as we looked ate&idm the longitudinal study

outlined by Posner (2006) were: honesty, forwaaokilmg, competent, and inspiring.



Research question

From what the literature review has revealed, th@mears to be many variables in
the research on leadership and what impacts osutmess or otherwise of leaders
across time and around the word, as well as inndhogical age, era of personal
development, and gender. There appears to be evabld evidence suggesting that
followers have the greatest impact on the succetsgew leaders, and they appear to

be the key to whether or not a leader is followed.

They have certain expectations of their leadersitaisdsuggested that they will only
follow when they choose to do so and for leaders igad with a specific style or
range of styles, and only when these are basexhits, tvalues or characteristics that
are conducive with the followers expectations aeéds. This thesis will endeavour

to shed light on the dynamics of these issues.

The question that this research focuses on isdb@seself reports, does the average
leader have the possibility of being able to trangteir leadership style between
contexts, and how important are their particulas sé values and traits, in this
transfer? The research will also look at the demolgics associated with these

leaders, in terms of age and generational eraatidug and gender.



CHAPTER THREE
MTHODOLOGY - AIM, APPROACH
AND METHODS
This chapter details the aim of my research andré#odology that | employed to
gather and analyse the data. | shall explain nigraaifor selection of the participants
in my research and offer a selection of profiléhef individuals. The research
approach | have employed is the Case Study, andlllexplain that choice in this
chapter. | shall also go into detail on the ovepaticess | have used when analysing
the results of my data collection and the metholdas? | went about obtaining the

information.

Research aim and purpose

The aim of the research was to gain insight int@ haich a leadership style based on
the individual leader’s traits and values couldra@sferred from one context to
another with the same level of success. | haveiatdoded in my data gathering
process some additional demographics on genderaagesducation level. The
purpose behind selecting this topic for my rese&¢hat for many years as a
Territorial soldier / officer, | heard repeatedhat while the military style of
leadership workeébr the military,in a military situation, it was useless in a civilian
context. As the analysis and conclusion chaptelissuggest however, this is not
entirely true, and the transferability is based enam the contextual situation and the
individuality of the leader. In order to conduce tfesearch with as little bias as
possible, | had to acknowledge my own experiendeaafership which comes from
thirty three years in the Territorial Force Armyasinfantryman, including active

service, twenty years served in the public servitemployment, education and



training, and more than fourteen years in privatg@ employment, the military
service completed concurrently. | have seen aaraay of leadership styles during
that time and have been able to put them in a gbofevhat good leadership perhaps
shouldbe. The army prides itself on the selection ancbigpment of its leaders, and
because of this, leadership styles and individaales and traits are under constant
observation and guidance. The study of leadersinighthe teaching of leadership, is a

continual process for all those in the military.

Research approach

Marshall and Rossman (1980) say that the settimghioh human behaviour occurs,
has a significant influence on that behaviour, bacause of this dynamic we should
study that behavioun the environment in which it occurs. They go oisay that in
the past, many researchers have not been abledith true meaning of what they
were investigating in experimental research becaastextual variables such as
space and rewards, along with internalised notodmerms, traditions, and values

have not been able to be replicated in the laboraiovironment.

Merriam (1988) makes some assumptions of qualéatgearch and says that these
include the fact that the qualitative researchanterested mainly in the process of
what they are investigating, more-so than the cutcdVerriam also says that these
researchers want to know the meaning of how paoples sense of their
environment, and how they live their lives and htbey experience their activities
and personal worldly structure. Creswell (1994)saidthese assumptions and says

that qualitative research is largely based on el where the researcher physically



observes the participant in their natural setting Becords their findings in that

environment.

The fact that the researcher is granmary instrument for all the data collection, and
that all other instruments such as questionnaireteatronic /mechanical recording
devices are channellédroughthe researcher is another assumption made by
Creswell. Creswell also says that this processdadtive and the investigator
interprets all the details in their findings intebries, concepts and hypotheses. Both
Merriam (1988) and Creswell (1994) state that thalitptive research method is
descriptive, and that those using this methodraezasted in the process and meaning
behindthe data and observations and try to gain an utadetisig from the words and

or pictures collected.

Glesne and Peshkin (1992) say that the quantitativebjective’ researcher can
unintentionally destroy valuable data when theyecadd standardise their findings,
as well as inadvertently imposing the researcheodd on the participants. They say
that without involving the framework, within whigdarticipants interpret, the way
they think, how they feel, and the way they acgrguative researchers cannot begin
to understand the human behaviour elements in thikgtare investigating. Glene and
Peshkin go on to say that other assumptions ah@litative research are that they
believe that reality is a social construct andviheables involved are extremely

difficult to measure because they are complex atetwoven.

They say that the purpose behind qualitative rebearto put the research findings in

a context, interpret them and try to understanddbalts from the perspective of the



participant (Glesne Peshkin, 1992). | have chés@onduct my research using a
gualitative approach because of these facts. ledaiat understand how leaders think
about the situations in which they find themselaed see if they themselves feel that
their individual style is applicable in more thamce context. | also want to get an
idea of the background of the participant and teere is a connection between the
demographics of gender, age and education levelthentraits and values stated. |

believe that the qualitative approach allows meddahis.

Participants

In deciding on the criteria for which | would sdiéige participants for my research, |
was primarily interested in those who were curserdt had previously been, in more
than one leadership role. I initially sought instrifom my colleagues in the
Territorial Army as, particularly in the Senior N@ommissioned officer, Warrant
Officer and Commissioned Officer groups, most @seh people had some leadership
role outside the army as well as through theiriserd made application to the
military to gain permission to conduct the resedrghwas told that | would not be
able to. This precluded me working officially wiéimy personnel who would be

interviewedprimarily in their military role.

| then looked at those people | knew who had adesddp outside of the military and
conducted the research from that perspective. Alittymy army colleagues | was
interested in obtaining a wider perspective ofdcbemunity and set my criteria as
anyone who was in a leadership role as perceivetdijselves. This meant that not
only could managers, owners, and those in paidrsigory roles participate, but also

those who were involved in the community in: voketroles, sports team leaders,



parental roles, and basically anyone who belieliatithey had some form of
leadership role regardless of the position, orgdiug, and context. | initially chose
participants whom | knew, however, as people becawveaee of my research | also
had others referred to me as possible participdotgnsure that | would have
sufficient numbers for my research | initially sbtigpermission from thirty
participants and eventually concluded with twetigé from which | obtained my
final data. Of note is the fact that this reseawvels originally commenced in New
Zealand, but was finally completed in Western Aalgardue to my immigration to

Perth.

Participant profiles

The twenty three participants generally fit intoda categories of, military, both
Territorial and Regular Force service people, thodeadership roles within private
enterprise, those in leadership roles within thiglipiservice, and those from

leadership roles within the community and or family

Those in the miliary are in four areas of servikestly, two currently serving
officers, one in the army at a senior level, with tank of Major, aged in his forties,
and one in the Navy at a junior level holding tAek of Ensign, aged in his early
twenties. The Army Major has had long service idolg operational experience, is
married with a young son, and had experience asra@®dmmissioned Officer prior
to being commissioned. He has twice been recogmiseds leadership ability with
awards at a national level as well as one awatlkdercommonwealth decorations
system. His service life spans twenty two yearkigiog seven years with the

Territorial Army and the last fifteen in the Regukorces. The Naval Ensign is



unmarried and is still undergoing his officer tiagnand has had limited experience
thus far, although the majority of his exposurenittary life at present is emerged in

leadership training. Both officers have educatmdiploma level.

The second area of service is one military parictpwho is a retired senior United
States Marine Corps officer and held the rank etitenant Colonel. He is fifty six
years of age, married with three children, anddthgation at bachelor degree level.
He served for more than twenty five years in theiMaCorps as a regular force
officer. He then served a further seven yearsasilean military advisor and is
currently serving in Afghanistan as a mentor torthitary leadership currently on
operations. He has seen prior active service iviidelle East on the Golan Heights
in The Syrian Arab Republic, and in the Sinai Psula in Egypt, where he held staff
officer and United Nations Military Observer apponents. His entire leadership

training has been within the United States MarioepS.

The third category of military service consistwbtretired servicemen, one a Captain
from the Territorial Force, aged in his early sstiand one Warrant Officer Class
One from the Regular Force, aged in his late ferfidne retired Captain is currently a
primary school teacher and has a bachelor degvetdducation. He is married with
an adult family, and has had leadership roleserptist including, bank management,
Chairmanship of committee’s, rugby team coach,iaqesently in a chair position
and museum curator position in addition to contiguas a primary school teacher. He

served in the part time army for a period of tearge



The ex regular Force warrant officer served a totéventy five years, as firstly a
Territorial Force soldier and then subsequenthytfanty years in the Regular Force.
He is married with one adult son. He is currentiyanager in the public service and
has education to diploma level and is still studyiHe has deployed on operational

service several times.

The fourth and final category of military serviedne of solely Territorial service
and involves three participants. Firstly a Wari@fficer Class Two aged twenty nine,
married with no children and employed in the pubkevice in civilian life. He has
education at secondary school level as well aaimgy courses. He has served part
time in the miliary for eleven years. Secondly #icer with the rank of Major who is
in his mid forties, married with two children, hescondary school education in
addition to his army courses, and runs his owntphardware store business. He has
served in the Territorial Force for a period of byefive years and also in the
scouting movement since he was a teenager. Hedessableader in Venturers,
Rovers and sporting activities, as well as beidguen major in the local brass band.
He has extensive and varied leadership roles frgouag age. His military service
includes leadership service with the Texas Nati@ward while visiting the United

States of America.

The third and final military participant is a Majiorthe Territorial Force aged in his
early sixties with education to diploma level. Heslserved in the Territorial Force
for twenty seven years and has seen operationateeHe has been actively

involved in leadership roles from the age of tlartewith school cadets, Venturer



scouting, in civilian life as a leading tradesmaswell as progressing to union

leadership at high levels, and a company direéteris married with a family.

The next category of participant is that of comniyand family participant. The first
person is a married mother with one child who i$aemer university lecturer with a
bachelor degree education, aged in her earlyekirbhe has also worked in various
positions previously that required her to superaiseo-ordinate other people. She
has had education in training methods. The secart&ipant is a single mother of
five aged in her mid fifties. She has educatiobahelor degree level. She has been a
mother for thirty five years and is still raisintgetyoungest members of her family.
She has had various tutor and training roles thHraugversity, been involved in
several charities in a leadership role, and regdrgén involved in being a candidate
for a national election as well as being local pahairperson. She has never had any
formal leadership training. The final communityafrfily participant is a single mother
of an adolescent son and is aged in her earlyefortith diploma level education and
currently still studying. She has had leadershipsm the public service, as a mother,
and in private enterprise. She also has a promieadership role in her cultural

setting. This participant has not had any formatirship training.

The third category of those involved in my reseasctat of the public sector
leadership participant group. Firstly, is a thimige year old mother of 2 children and
has a partner, she has education to nationalicatéflevel, and is employed in an
educational environment involving the hospitalitdustry. She is also the team
manager for a local soccer team in the communh. I&as never had any formal

leadership training. She considers her parentisgipa as her primary leadership



role. The second patrticipant is a single mothdéwofadult children who has a
doctoral degree in education and is aged in herftaties. Her education also
includes two national certificates, one in fromelimanagement and one in adult
teaching, two bachelor degrees, and a master'degmprofessional education and
training. She considers her leadership experiembe tthirty two years as a parent,
much of this in a single parenting role, fifteeraggin professional leadership roles,
four years of tutoring and lecturing at universand two years as a board member.
She says that apart from her formal qualificatiathéer leadership training has been

on the job learning.

The third participant in this category is a campwanager of a community based post
compulsory education institution, in her earlyi@#t, married, with adult children. She
has had over thirty years in management and trgiofistaff at all levels. She has had
extensive training in management, training anddestdp. The final participant in this
category is a leader with many varied roles bo#ds@ntly and previously. She is a
solo mother with two adult children and is ageti@n early forties with a master’s
degree. She has held leadership and training imokk® public service, as well as
community and cultural groups. She has also haghskte leadership experience
with sports teams. This participant has had subatdraining from an early age with
youth groups and community sponsored youth leagembgrammes for which she
was identified early as a potential leader, as aglfiormal leadership courses for her

employment over the years both in and out of tHdipservice.

The final category of participants is that of lestiép in private enterprise and has

eight contributors. The first participant is inrimeid thirties and is married with no



children. Her education is a diploma course whioh is currently studying towards.
She has had no formal leadership training but hdsféurteen years in various
management / leadership roles, including, clotihetgil stores, the public service,
and seven years spanning two organisations as@& semployment consultant. The
second person is a self employed businessman wiscardebt collection agency
employing several staff. He has had no formal etlicdoeyond secondary school.
He has served in the military during the Rhodesianas a conscript and learnt
leadership from his peers and military leadersstages that apart from this he has
had no formal training in the subject and has lelayrhimself, and his philosophy on

leadership is simple: to lead “by example”.

Of interest with this participant is that his foegls include his father who was a
military officer during World War two and won theiliary cross, and his
grandfather in World War One who won the Victorie€s, the penultimate and
ultimate decorations for bravery and leadershipalde has several other significant
leaders in his family ancestry. This person is alse of the leader’s figures in an
organisation who assists his former countrymemimigrate and assimilate in their
adopted country, organises legal support, assisfishousing and education for their
families, organises community activities, and meiimg their historical and cultural

institutions on their behalf. He is married withuétcchildren and is in his early fifties.

The third participant in this category is a managenid early forties who is married
with one young daughter and has education to secgrsghool level. He has no
formal leadership training and has had six yeapeg&nce supervising teams of up to

eight people in the public service as well as marpg team of commercial cleaners



in an accommodation service environment. The foperson has had no formal
leadership training at all and his experience eftéld relates to being a father and
running groups in a professional setting for thetdje interventions for drug and
alcohol addiction. He is married with a five ye#&t daughter and has a bachelor
degree while being close to completing his mastdesis aged in his early to mid

thirties.

The next participant is a twenty seven year oldriedrfather with one young son. He
has education to national certificate level, argdléadership training has consisted to
date of workplace leadership training, and safetystipervisors and managers. He is
currently a manager in a large bulk storage opmratie has had extensive
experience in leadership in industry, includingridaader positions, operations
supervisor and team shifts supervisor. He hashadasporting leadership experience.
He attends regular training in his current positidnch includes substantial

leadership and general management content.

A widow with no children in her mid fifties is theext participant in my study. She

has education to course level following compulssafyooling. She has no formal
leadership training and has self taught herself ttomanage her own business. She
has had various leadership roles at a junior l#wrelughout her working life. She has
also been involved at a lower level in athleticsxtnang and committee membership.
The second to last participant is a fifty year sdthior manager with post graduate
qualifications but not yet to doctoral level. Heslieen in management and leadership
roles for twenty three years and is married witloang family. This participant is

currently in an operations management role andhbas in his current appointment



for four years, but has had experience at boaml kv well as leadership roles in the
community. He is currently involved with leaderskigining in his organisation in a
programme that has been running for nearly twosyediss post graduate

gualifications are in social work and social adrsiiration.

The final participant is this category and oveiat thirty three year old married
father of an infant daughter. He has educationldachelor degree level and has had
much formal training in leadership from the ageighteen when he enlisted into the
Territorial Force of the New Zealand Army. WhileWwas only in the service for a
period of four years he states that this was tlggnbéng and solid base of his future
leadership development. He was a fully trained cassimned officer in the infantry.
He is currently a business manager responsiblm€dtiple sites of an international
manufacturing company. He has held various teadelgaositions, departmental
manager, and operational manager before gainingrégent position. In these
previous roles, he has led between half a dozernogegs and up to one hundred staff
as an operational manager. Apart from his formadéeship training with the army,
he has had six months of part time education initrg and development in

leadership and management, which was sponsorets lojvilian employer.

All those that were involved in the study agreetiawe their full details described
here, but without their names being mentioned entéxt. All but one participant
agreed to have their name acknowledged in the facagnition at the beginning of
this thesis. No racial or cultural demographicsenasllected or used in the research,
although participants were a mixture of New Zealand Australian nationalities, as

well as an American citizen. Twelve respondentsobtie twenty three said that they



would like a copy either paper or electronic of timal thesis, which | will send to

them once it has been formally marked and returned.

Materials

The predominant resource material used in thegkteering process for this research
was the questionnaire (see appendix three). Th&tigneaire was constructed

initially from a wide range of questions on leadgprsand demographics that
generally hadnayimpact on this phenomenon. This initial format vaasended
following the initial literature review and narrodieown to specific questions that
related to the research question, but remaineddtgnaugh to encompass enough
evidence to enable me to get an idea of the baakgrand context that my

participants came from and existed in.

The questionnaire was designed with questionsathi@bled me to gauge the preferred
leadership style or style of the participants, all @s determining their use of traits
and values related to this style in more than aw@tson. The responses to these
guestions informed me if the participants would bsveen one and four of the
preferred characteristics that followers would barerlikely to follow in any given
situation. This had to be in their top four of v@duand or traits selected to count
towards the transferability question. The questar@and individual items were

written specifically for this research and were tad&en from any previous design.

When the questionnaire was used as an intervieadsid, it was an unstructured
interview and the purpose was predominantly tasetibpen ended questions. This

was still the intended purpose when the questioanveas used in isolation by the



participant. This was explained to all participaot®r to completing the
guestionnaire. In addition to this, all participamtho did not wish to complete the
guestions in an interview situation were given asde telephone and email contact
details, in the event that they had questionsquired further explanation of any part

of the questionnaire.

Data collection procedures

The data was collected under four separate conditierior to this collection, all
participants were emailed the research informatloeet (see appendix one) along
with the permission slips (see appendix two) witchsisted of the participant copy
and a copy for myself as the researcher. Followhegeceipt of the permission slips,
a total of seventeen questionnaires (see appemaig)twere sent to participants by
email, seven of these were within Australia, howekiese participants were at a
distance that precluded the questionnaire fromgoeand delivered or a formal
interview being conducted, with two of these regjmris residing in other states; nine

were emailed to New Zealand, and one to Afghanistan

A total of three questionnaires were hand deliveogghrticipants who preferred to
complete the questionnaire in their own time anhedt having to undergo an
interview situation. These were returned in haniter form, typed up by myself and
their accuracy confirmed by the participant. Twatipgpants preferred to be
interviewed in a face to face situation and thesm$ were completed by myself,
typed up, and once again had their accuracy coafirby the respondent. The time,
place and environment were suggested by the gaatitiand in both cases they were

interviewed in their place of residence. The firedpondent lived in New Zealand



and agreed to a telephone interview. The time easea to and the questionnaire
was successfully conducted by telephone. Once atjmesponses were typed by
myself and then emailed to the participant to aomthe accuracy of the completed
document. In all cases where the completed forne vegjuired to be confirmed by
the respondent for accuracy, they were found todbeequiring amendment and the
participant confirmed that it was a fair and acteiracord of the interview with their

intent being conveyed as they desired.

The questionnaire was constructed involving quastishich could have been open
to too much interpretation, and the following prdgees were implemented to lessen
the impact of this. The questions involving agayaadion, preferred leadership style,
and the traits and values that the individual ctaimadopt were all open to a wide
interpretation. In the case of determining the afgae participant, | was primarily
interested in this from a generational perspectwe, during the initial enquiry
explained generations in terms of, early baby basrard late baby boomers, early

and late X generation, and the Y generation.

Taspcott (2008) places approximate estimates oim y@ars for these generational
cohorts. Baby boomers were those born during Wi#al Two up until the around
nineteen sixty, the X generation came along froeneihd of the Boomer’s until the
late nineteen seventies, and the Y generation was the end of this period until
around the mid nineteen nineties. From this | $pBtgenerations into early and late
by simply dividing the numbers in half and thersked the respondents if they would
place themselves within these years. Without exaeatll respondents told me their

exact age in years. My reasoning for this split we®llow the example of Sessa,



Kabacoff, Deal and Brown (2007) in their generagioresearch on managers, and this
was shown to be a reasonable breakdown of age edaimg with attitudes, values

and behaviours.

In terms of education levels | adopted the prirespf the national Qualifications
Framework, adapting it to fit Australian institut®and education levels to
accommodate my participants from Australia (Wo#93). | was interested to know
those who had not undertaken any formal educagyoid their compulsory years. |
then grouped all polytechnic, or the Australian EAEvel course, along with

diploma qualifications, into one category termeattiairy’, but not degree level
education. | then looked at those with bacheloreesy then honours or masters
gualifications separately, and finally doctoral degs and above. This education level
was linked to questions in the data collectioremris of the importance of training
and educational qualifications in the developmeiak perceived success of

leadership.

The preferred leadership styles were taken fronouariterature sources such as
Newstrom and Davis (1993) and Gardner (2007), hese listed and described a
comprehensive list of leadership styles. From ltivas interested in getting the
participants self perceived style that they congidehat they used in various
situations. There is an inherent bias in self gefoa according to Robins and John
(1997) and they question whether or not this [sassed as a means of self
promotion. They go on to comment on whether orthete is any credibility in the
debate that psychologically healthy individuals mi@e accurate in the perceptions

of themselves. They claim that their research figdisupport this premise; however



they say that the other side of the debate isiti®more adaptive for people to have

overly positive and self enhancing illusions.

Paulhus and John (1998) went on to find that wisiali enhancement bias there was
a distinct self-enhancing tendency called the “stiobias” (p.1025) which

eventually means that there is a tendency to exaggsocial status and intellectual
ability. The second tendency that they found a ‘ahstic bias” (p.1025) was a self
deceptive tendency where there was an inclinabateny “socially deviant

impulses” (p.1032) and this resulted in “saint ldt&ibutes” (p.1032). In my research

| acknowledge these biases and am interested iimgse®ether or not the selection of
leadership styles that are chosen match the &radsstyles that the participants select
in concert with these styles and whether they amepatible. | use the same reasoning

in the selection of traits and styles.

Ethical considerations

The ethical approval for this research was sougtitgained following one rewrite of
the material over a question concerning the gatbesf cultural demographics in
terms of Maori participants. No racial / cultunafarmation was collected, and while
my participants contained several Maori respondalaisg with predominantly non
Maori, which included Australian nationals and @émeerican, | did not take these
racial / national differences into account wheresting or analysing the data that

resulted form this.

Care was taken to ensure that the questionnairealidontain any racial, culturally

sensitive, or gender specific language, howeveraticipants were given the choice



whether or not they wished to answer any or allgihxestions in the document. If, in
the event too many questions were omitted that &voabate the value of the
remaining information, then that questionnaire widag left out of the analysis. This

scenario did not eventuate.

The questionnaires, once returned and printed, eeded using a numerical system
to eliminate the possibility of inadvertently idéying the participant. While | could
personally identify each participant from the detai the response form, the identity
of the respondent was hidden from any externalcgo@nce the documents had been
assimilated into the final thesis they will haveebelestroyed along with any
electronic copies. The details of the responses baen placed in a table of
descriptive statistics to maintain a permanentneétob responses without any

possibility of identifying which respondent belortgswhich answer.

My personal involvement in the collection of datesbeen described above; however
because of my exposure to the subject matter teemijority of my life, | was

aware that | may be harbouring my own personaliopgiand biases. While
explaining to, and interviewing respondents, | mmisied any chance of introducing
opinion by only explaining concepts and clarifystgtements, scenario definitions
without adding any form of opinion what so everisiwas particularly difficult when
clarifying issues on leadership styles as | hadomg opinion on certain types of

style listed. Very little explanation was necegdavwever, even with the telephone
and face to face interviews, therefore | do notster that my involvement affected
the data collection phase at all. During the inmetggtion of data, while | will be using

an interpretive approach, the method of matchigigstwith values and traits does



not leave any chance of bias, and while | have my wiews on leadership generally,

those views can have little impact on what | aneaeshing.

Data analysis methodology

My initial analysis of the information gathered begas soon as information was
being received, and continued until all questioregwere submitted, while leaving
the formal analysis until the end of my study. Tieldows the procedure laid out by
Patton (2002) when he says that initial analysisasically the same irrelevant of
what later formal analysis is used in the resedtiehsays that tis type of analysis is
an on going procedure from the moment the firsh dabeing collected. | have used a
matrix analysis to describe the results in termsuwhbers and responses and this is

included in the results chapter.

When selecting my approach | looked at the thresgechasearch paradigms as
outlined by Gall, Borg, and Gall (2003) where tlsay these consist of the positivist
approach of quantitative, scientific research;rptetivism, or qualitative research,
and critical science or the critical approach, whexplores and critiques the social

world, empowering people to overcome their problems

Positivism according to Gall, Borg and Gall seeksdllect and analyse data from
some part of an overall phenomena and can missrtarga@aspects of the overall
dynamic, and inadvertently neglect the completemmea They go on to say that
qualitative or interpretivism says that there i$ jnst one single reality but many, and
that these can differ according to the contexelation to chronology and

environment (Gall, et al., 2003). Qualitative reasbaaccording to Strauss and Corbin



(1990) is “any kind of research that produces fugdinot arrived at by statistical
procedures” (p. 17). They go on to say that qualgaesearch should be used when a
researcher wants to know more about a new perspdotim which from something
that is already well known. It can also be usedminéormation is required about
something of which there has been little reseacortdacted in the past, or perhaps
where the data is required for in-depth study andld/be difficult to analyse
guantitatively. Finally they say that this typere$earch is used where the
investigation wants to identify variables which mater be the subject of a
guantitative or positivist study (Strauss & Corlif90). It is for these reasons that |

have selected to carry out a qualitative study.

According to Strauss and Corbin, the first stefheanalysis is to conduct an open
coding procedure where the data is put into coneggategories following
identification and initial naming. The goal of tlpeocedure is to produce multi-
faceted and highly descriptive categories from Whécformed an initial framework

to work from. Following this initial coding the regrcher conducts what is sometimes
referred to as axial coding where the data is nowgared against itself and
combined to begin to form the larger picture of penomenon. It is important at this
phase to not merely describe but gain a bettermstateling of what the research
topic is about (Strauss & Corbin, 1990). Finallg@ding to the authors, this
conceptual model, which has been arrived at thraygin coding and axial coding, is

translated into a narrative which the reader caterstand and derive meaning from.

In terms of an overall method, Stake (1995) sasgsttiere are five main types of

gualitative research, which are “the case studymged theory, phenomenology,



ethnography, and historical methods” (p. 5). The bhave decided to use in my
research is a multiple case design of a case stsittyis designed to research a
phenomenon that is contemporary and look at itiwitis real-life environment. In
addition to this, the case study method allowséisearcher to triangulate the data
collected because of its multiple analysis techesgand strengthen the findings from

the research and the subsequent conclusions.

During the analysis | conducted a cross case séaremy patterns that may have
presented themselves and compared them to othernsato see if the evidence
produced, strengthened the initial finding. Thisht@que is described in great detail
by Yin (2002) and goes on to say that by the usbede methods, the researcher is
forced to go well beyond the initial findings ofthesearch and make the chance of
accurate and reliable findings much more likelyn ¥ddditionally says that researchers
can also use quantitative data to confirm and tamate the qualitative findings. This
can be done with matrices and flow charts showhegitequency of occurrences. |
will be using a matrix in my results chapter. WHikxamined the raw data, | used
what | found in my interpretations to find conneas between the object of my
research and any outcomes presented, and alwdysefgrence to the original
guestion stated in my research, which follows dahtique used by Hamel, Dufour

and Fortin (1993).



CHAPTER FOUR

DATA COLLECTION RESULTS

This chapter outlines the results | obtained frogndata collection. | have collated all
the empirical data into a table at the end of tiegoter (see table 1.) for ease of
reading. The results for the remainder of this tdapshall describe under the same

subject headings as they are listed on the questian(see appendix three).

Participant history

In question one the participants were asked tormuthe leadership roles in their lives
and talk about their experience and any formahingi they had received to allow the
analysis to put the following responses into thetext of their life history as it

related to the topic. . This response to this goesanged from not being answered at
all to complete life histories. Those who wrote mtran one paragraph on their
history and training were six male respondentandltary and all in the
commissioned officer bracket. They spanned allgagaps and all education levels.
All but one would use punishment as a leadershof &md four of them prefer a
situational style of leadership with the remainimg preferring authoritative/ servant
and patrticipative. Four respondents chose honesiywalue they use in leadership
situations, with one also choosing competence aedatso choosing forward
thinking. One respondent did not choose any optleéerred traits. This respondent
was the youngest of the participants aged in hiy eaenties. All participants
disagreed that education was more important thpereence when it came to
leadership ability, and three of these considergeeence was more important than

training, while the remaining three thought the agite.



Those who wrote only one paragraph consisted adrsémales and six males. The
females were aged in the X generation with fivgpoeslents and the early Baby
Boomer generation with two respondents, while tladesiwere three in the early X
generation, one in the early Baby Boomer, and tithin the early Y generation.
They spanned all education levels and five didseet punishment as an effective
leadership tool while the remaining eight did. Sexespondents selected a situational
style of leadership while two chose transformatipoae chose participative, one
servant; one transactional and one said ‘all’.bAft two chose honesty as a preferred
value with competence being chosen by seven apati®nal being picked by four.
Forward looking was selected by two respondentisbiétl one respondent considered
experience more important than formal educationthisdperson had education to
post graduate level. Five participants thought tfaahing was more important than

experience and eight thought the contrary.

The remaining four participants wrote one shortesece or nothing and two were
male with two female, ranging from bachelor deghegeugh diploma, national
certificate and secondary schooling. Two thougimigiument was a legitimate tool
and two did not. Two chose task oriented leaderstyile, one chose servant and one
chose all styles. All selected honesty as a valitie one participant selecting forward
looking as well. One participant was early Y getiera one was early baby boomer
and two were late baby boomers. All disagreededatation was more important

than experience and all agreed that experiencenwas important than training.



Education level

This was generally well completed and was filledbynall respondents. Four
respondents had education to secondary schooldedeho further, four to national
certificate level, five had diploma’s, seven hadhedor degrees, one a masters degree
and two were educated to doctoral level. Of the foith secondary level education
all were male and all were late baby boomers. Tpgr@ved of punishment as a
leadership tool and two said they would not us&éhtee chose honesty as a trait and
one did not. One chose competence as well andlaszdorward looking. One
selected his leadership style as situational, djectve based and participatory, and
two chose all styles. All selected experience @grcation in importance and one
chose training as more important while the othezdlsaid that experience was more

important.

Of the four educated to national certificate letietee were female who was one early
X and two early baby boomer generation , and oreavaale who was early Y
generation. Two agreed with punishment and twogdessd with punishment as an
effective tool. The male chose all types of styl@sh one woman choosing task
oriented, another with transactional, charismatit servant, and the remaining
selecting servant. All four chose honesty as @sipld three selecting competent in
their top four. All four chose experience over eatian and three out of four saying

that experience is more important than training.

Five respondents were educated to diploma levetlzesk consisted of three males
and two females ranging in age from the Y genenatate X, three from the late baby

boomer’s. All but one would use punishment as ddeship tool and the styles they



chose were situational, servant, participatory)dagtional and servant. There chose
honesty as a value and two of these had forwarkingas a second in the top four,
while two others chose competent with one of these inspiring as their second
choice. All four considered experience to be marpartant than education and two
thought that experience was more important thanit@, with the remaining two

saying that training was more important than exqgrere.

A bachelor degree was held by seven participanes nfiales and two females. Three
of these were late X generation and four were etmymers, two early and two late.
All males agreed with punishment along with onedemThe baby boomer female
did not agree. Five chose situational leadershipeis preferred option while one
chose authoritarian / servant, and one chose tashted. All but one chose honesty
as a value, three of these also chose competemeehose forward looking and one
chose inspirational. All respondents said that agpee was more important than
formal qualification and five thought that expegerwas more important than

training with two saying the training was more impat than experience.

One forty five year old female had a master’s degumed she did not agree with
punishment as a tool in leadership. Her prefertgé svas a mixture of situational,
participative and transformational, and her valwese honesty, competent and
inspiring. She believes that experience is moreonigmt than education but that a

leader should have training to be effective.

Two participants had education to post graduatefadal level. One had her PhD and

one was still studying. The duo consisted of omedile who did not agree with using



punishment, and one male who did. The male selectatx of situational,
participative and servant leadership styles, astddiall the values of honesty
Inspiring, forward looking and competence in the value choice. They believed that
is was essential to have formal qualification all a®training to be a good leader.
The female chose authoritarian and transformatistyéts along with values of
inspiring, honesty and forward looking. She stdbed experience is more important
than tertiary qualifications in leadership, and #ngperience is also more important

than training.

Gender

In terms of gender, there were fourteen male and f@amale participants. Four
females were in their mid fifties, two in their nfakrties and three in their early,
middle and late thirties respectively. Six femalasse honesty as their number one
value in leadership and two more had it as theiosé choice. All females had at
least one of the top four values in their top foosen list, and five had two, with
four having three. Two of these women chose sitnatias their preferred style of
leadership and two chose the servant style. Oretsel transformational and one
chose transactional with the remaining three sathey liked to use task oriented,
management by objectives, and authoritarian resedgt Their educational
achievement spanned all categories except thhadlprogressed further than the
compulsory secondary schooling. All the femaleipgrants thought that experience
was more important than tertiary qualificationsdadership and all but two thought

that experience outweighed training.



Of the fourteen male participants, one was in hrbygwenties, two in their late
twenties, two in their early thirties, three inithaid forties, four in the early to mid
fifties, and two were in their early sixties. Omlyo of the males did not use
punishment as a leadership tool. Six males prefestde of leadership was
situational, two said a mix of all, and the remagsix chose one of the following:
management by objectives, servant, participatoapsactional, authoritative, and

task oriented.

Seven chose honesty as their number one valudoutlselecting it as their second.
One chose competence as their first choice andhanohose forward looking. Only
six had more than one of the preferred valuesnidteir selection with two being the
most except for one respondent who had all fowe Bnly had one in their list
however this was honesty. Two males did not haweaddrthe preferred values on
their list. One of these was in his early sixtiad ane in his late twenties. The
respondent with all four was in his early fifties,doctoral level education, believed
in punishment and was the only one that said graiaty qualifications were more
important than experience in leadership. His sthleices were firstly situational, and
then participatory and servant. Of the remainingigaants five thought that training
was more important than experience and the ren@gight said the opposite

applied.

Punishment
Fifteen of the participants said that they agred&t punishment as a leadership tool
with three of these being female and twelve malte males ranged across all

generational groups while the females were alh@irtmid to late thirties. Leadership



styles for the females were transformational, manant by objectives, and
transactional. The two males who did not use punéit had management by
objectives and situational their style choice. @rade had competency followed by
honesty as his values, while the other had jusesiyn Both believed that experience
overrode tertiary qualifications and training iadership. Of the three women who
chose punishment, all had competency as a valwed)dd honesty as their first
choice and two had inspiring as their third choiee two participants who were at
doctoral level education, and had in one case chakéour values, and in the other
case three, were opposed in their view on punishrBenh were approximately the
same age and had style choice including transfaomedtand situational. The female
opposed punishment in leadership. Both agreed hemtbat they would dismiss staff
in illegal behaviour was found, and both did ndirsit an answer when asked if

corporal punishment in children was an option.

Age

Three participants were in their twenties, bothesafive were in the thirties, three
females and two males, five in their forties, twanbles and three males, eight were
in their fifties, four females and four males, and were in their sixties, both male.
All three of the males in their twenties believagpunishment and had education
ranging from two at National certificate level amae with a diploma. Two were in
the military. One chose competence as a valueclhoge honesty and competence
and one did not include any of the preferred valBasticipatory and transactional
were chosen by the military males and the thirdigpant chose ‘all” as his
leadership style. All thought experience was morpdrtant than tertiary

qualifications and training in leadership.



The five respondents in their thirties chose situratl and task oriented from the two
males, with honesty as their value in isolatiorl.tAbse in this group, both male and
female chose punishment as a leadership tool ase tthree were the only age
bracket in the females who chose it. Both malestdzathelor degrees and one of the
females. The other two females had national ceati level education. The three
females chose transformational, management by tgscand transformational as
styles, and once chose competence and inspirihgraglues while the other two
chose honesty and competence for one, and horestypetence and inspiring for the

other. All agreed that experience was better tearaty education and any training.

The next age group were in their early to mid &stand consisted of three females
and three males. The females ranged in educatom fiational certificate, diploma
and doctoral degree. No females agreed with pureshias a leadership tool. The
females in this age group chose authoritarian asgrand situational as their style,
and honesty as a value along with forward lookargpne, inspiring and forward
looking for another, and competent and inspiringtte third. All chose experience

over qualifications and training.

From among the three males, one chose punishméntandid not, two had
secondary education and one had a diploma, andhage situational as their
preferred style while one chose objective basedagement. All chose honesty while
one chose competence in addition to this value pmedchose forward thinking as

their preferred values. All chose experience ovalifcations and training.



In the late baby boomer category, there were foalemand three females. The males
all chose punishment and the females did not. Aadatyles re concerned for the
males, two chose situational, one chose servanbaedaid all. Two chose honesty
and nothing else in the list of preferred valuesl ane chose honesty and
competency while the last one chose all four ofptederred values. This was the
doctoral level participant who thought tertiary bfigations and training was more
important than experience. The other three thotlgititexperience was more
important and had a bachelor degree, a diplomaaocohdary education

proportionately.

The females in this age group had post compulstugation but not to national
certificate level and one had a bachelor's dedbe® chose situational, one servant
and one task oriented as their styles. All thremserhonesty and two of them chose
competence as their values. All considered expegigras better than tertiary
qualifications and two chose experience over tngnwith one saying that training

was essential in leadership.

The final participants in the age category were tades in the early baby boomer
era, or in their early to mid sixties. One wasatitonal in their style and the other was
a mix of authoritarian and servant. One chose fahd@oking and honest as their
vales and the other had none of the preferred saR@th say that experience is more

important than tertiary qualification and trainimgbeing a good leader.



Styles

Eight participants chose situational as their prefitleadership style, two female and
six male. One chose transformational, two chodedaented, two chose
management by objectives, two chose transactibmalchose authoritarian, three
chose servant, two chose authoritarian, and ongecparticipatory, with two
choosing all styles. Those choosing situationdestwere six males and two females.
All those who chose this style were thirty years of older. All but one participant in
this group chose honesty except one, and this pevas in the sixty plus age group.
Other values chosen were forward looking and hgnesth one person choosing all
the preferred values. This entire group chose pumesnt as a leadership tool except
two female and one male. This entire group chopemance over tertiary

gualifications and training except one.

Of those that chose servant style one chose pueishamd two did not, and these two
were females. All selected honesty as a style aedatso chose competency and one
forward looking. Two held bachelor degrees andlmaka diploma. All considered

experience more important than tertiary qualifizas and training.

Two chose all styles and they were twenty severfiftyd/ears old. Both believed in
punishment and one had a degree while two hadnadtoertificate and diploma level
education respectively. Both chose honesty ancchase competence as well. Both

said that experience was more important than gcatibns and training.

Two participants chose task oriented styles ofdestup, one thirty four year old male

with a bachelor degree and one fifty four yearfeltiale with a national certificate



level education. Both chose honesty as their &éingt only value and the male chose
punishment while the female did not. Both chosesegpce over training and tertiary

gualifications.

Two respondents chose authoritarian, one sixty ydas old male and one forty nine
year old female with opposite views on punishmBoth chose honesty as their
second choice with the male also picking forwamklng as first and the female
selecting inspiring as first and forward lookingtlsd choice. While they both
thought that experience was more important tharmatgrqualifications the male

thought that training was more important experience

Of the two participants that chose transactionad, was female and one was male
and both agreed with punishment as a leadershipNeaher had education to degree
level, the male chose none of the values prefemtale the female selected honesty

first and then competence. Both selected experiemeequalifications and training.

The four remaining participants were one male dyffive years old, who chose
objective based management, had secondary educditilomot believe in punishment,
and chose competency and honesty a their seconithiath@hoices. The other male
was twenty two year old, chose participatory ag stgle and competence as their
only value, believed in punishment and had dipléeval education. He strongly

believed in experience over qualifications andnirag.

The two remaining participants were female in tlegirly thirties and both believed in

punishment. One had a degree and one had a natemificate. One chose



competence and honesty and the other, with theedeghose honesty, competence
and inspiring. Both agreed that experience wagb#tan qualifications, how the one

with the degree though that training was more irtgrdgrthat experience.

Values

Honesty was chosen as first value seven times &esrand six time dor females,

four times as second choice for males and twicgeasnd choice for females.

Forward looking was chosen once from a male asdirsice once as second choice
and once as third choice. It was chosen once asdatoice by a female and once as
third choice. Competency was chosen once as fiite for a male, three times as
second chose and once as fourth choice. One farnhag it as her first choice, three
chose it second and two chose it third. Inspiraiovas only chosen once by a male
as his second choice and also by one female aslfioice. Three females chose it as
their third choice. Four people only had one ofpiheferred values in their first four

choice and it was honesty each time, with threeeraatl one female.

Ten participants only selected two of the prefexraldies in their first four choices
and nine of these had included honesty in theircghavith the gender split being five
and five. Three females chose three of the valu#tshwnesty in all and competence
scoring second and inspirational third in two a6 participants and forward looking
being third choice for the third female. Only oratgipant chose all four of the
values in the order of honesty, inspirational, fardvlooking and finally inspirational.

Honesty was chosen by nineteen participants overall



Motivation

Motivation to become leaders is varied but mostigpants ‘fell’ into the role unless
they were commissioned officers in the military amn joining were placed into
officer selection and training programmes basetheir education levels. The data
from this question is anecdotal and is recordedd®/and gender and style choice.
Early thirties female, management by objective$\nibnesty, competent and
inspiring: Motivated by motherhood through love avahting the best her daughter,
and as a lecturer wanting her students to sucéseti, thirties female,
transformational with competence and inspiring: iwated by recognition, being able

to assist others to succeed and a desire to hmninot.

Late thirties female, situational leadership, htypasd competence: had leadership
roles ‘thrust’ upon her, helping out with familydaallows flexibility in employment.
Early forties female, Servant style, with honestyg éorward looking: belief in own
ability, wanting to male a difference for now amdiure generations, frustration with
existing leadership, a desire to instil fairness pustice, belief in a different style of
leadership and belief that a particular group neegli® not being met. This
participant remains in the role because of thengtinspiring leadership above her,

the new challenges and working with like mindedpeo

Mid forties female, situational style with honestpmpetence and inspiring: family
expectations because she was the youngest ancethasited and very “extroverted.
She was not afraid to ask questions and challeatuaty. Enjoy watching people
grow and develop. Late forties, authoritarian styit inspiring, honesty and forward

looking: frustrated with the limitations placed lber and no one else stepped forward.



She now remains in these roles to make a differemseciety and to have an ability
to influence. Mid fifties female, task oriented whonesty: Always been a motivated
person with a strong sense of justice and fairndgsfifties female, situational with
honesty and competency: got into leadership oats®nse of self worth, loyalty to
herself, determination and self satisfaction. Mitiefs female, servant style with
honesty and competence: a real abhorrence to ihiggusher area of society and
finds it more rewarding if she is getting involvédsually there are no others who will

do the job.

Early twenties male, participative style with haiyeslways been outgoing, confident
and happy to take charge. Enjoys having people todkm to organise and lead. Late
twenties male, adopts all styles with honesty asdpetence: wanted leadership roles
for status, better work and remuneration. Wantsreestls to be in leadership roles.
Late twenties male, transactional style with naealchosen in top four: saw that he
could do better than those above him and ‘felbitite role. Enjoys motivating and
developing people. Early thirties male, situatiostgle with honesty: took on
leadership roles for the challenge and excitenmidiat.thirties male, task oriented

style with honesty: a sense of responsibility, lamel commitment. Providing benefits

to others.

Mid forties male, objective based leadership styith competence and honesty: to
develop new skills, progress his career, and iser@aremuneration. He is eager to
justify the faith that people have in him, partemly senior management. Mid forties
male, situational style with honesty: a personallelnge and a desire to serve the

community, personal goals and wanting to “give siing back” for rewards gained.



Mid forties male, situational leadership with hatyesnd forward thinking: an
intellectual and personal challenge, and to progitbetter environment for those who

follow.

Fifty year old male, servant style with honesty:tiveted by ambition and personal
goals, to effect change, support other and haemsesof worth. Fifty year old male,
situational with honesty, influence, forward thingiand competence: motivated to
achieve high performance of targets set by otlisady fifties male, all styles with
honesty: motivated by wanting the job done right aabody else could do it right in
their opinion. Mid fifties male, situational witrohesty and competence: Love for his
children and the military organisation he belormgd share knowledge and to belong

to an organisation that rewards good leadership.

Sixty year old male, authoritarian style with forddooking and honesty: a sense of
ability to get worthwhile tasks achieved, a serfsduty and seeing things turn out
better when he is in the leadership role. Earljiessxyear male, situational with
honesty: motivated by a feeling of a need to halp get involved, and the feeling
that he can achieve results with the satisfactian @chieving brings. This participant

also likes the recognition and support of his fokos.

Scenarios

The completion of the scenarios ranged from fuladiption event by event action
descriptions in one case, through to a paragrapéngence or two, a list of values
used, and finally two respondents said they didaite time to complete those

guestions. The scenarios were taken from literatuleadership scenarios with



suggested solutions and the reported solutions assessed on this basis. Twelve
were generally well written and would have set@cpss in place for remedial action
however three of these did not list any of the foaferred values in their list of
applied values to the situation. The remaining tisted anything between one, two
three or all four of the preferred values. Two ggents used actions which skirted
around the main issue but may have achieved limésdlts. These people used three
and four values each. The remaining two responaargwered fully but their
solution would probably not have been effectiveemedying the situation. Both of
these participants had, in one case, one val@l)isnd in another case, two. Two
respondents did not really address the issue berestingly listed three out of the
four preferred values in their application to tluson. The three who did not

explain their strategy but gave a list of valuest,dne, two and three, respectively.

The second scenario had nine ‘workable’ solutiant) six of them being the same
participants as the first scenario. All these resgs listed the values preferred and
ranged from instance of one only up to three atibst. Nine participants had
responses that were unlikely to have resulted iapgmopriate outcome, however six
listed a range of the desired values while thrstedi none. The three respondents who

only listed their values all had between one améetlvalues listed.

Overall of the six whose solutions were most likielyhave been effective, all were

male and spanned all the age groups. Their oyanefiérred leadership styles were;
task orientated, situational, transactional, pgrdiory, situational and situational. In
the first scenario the styles used were: managehyeobjectives, autocratic,

authoritative, transactional, transformationalktasented. In the second scenario the



styles preferred were: transactional, servant,asgrservant, transactional, and

transactional. These styles were listed in the sanaer of participant each time.

Additional comments

Eight respondents added additional comments, fereewnale and three were female.
All except on female who was thirty nine years wiarthe upper age group and all

the males were either in the military or were ektary. Comments were, “Theory is
useless without practice”, “Responsibility is a keyeadership, leaders are
responsible to and for those who lead”, “Mentorirxposure to good/bad leadership
styles is an important aspect of leadership. Thitee to make mistakes in a safe
environment and learn from them so you do not nth&m in an unsafe

environment”, “Everyone leadership styles diffein®lare based on a strong sense of
justice, caring and empathy and treating staff ékeended family to bring the best

out in them”.

Another respondent added their own traits that theyght important such as:
humility and diligence, instead of values and &ratich as determination and
dependability. Another respondent said, “Life exgeces teach you to be a good
leader. Generalised situations can place you imdleeof a leader even if you are
unaware of the placement yourself. | was an actadié&gader whereby | was part of
an organisation that was losing its leaders anghtiséion was thrust upon me. |
didn’t know what to do and while | was initiallyrtéied | learnt as | went along”

(Participant number nineteen).



One participant said that “Whilst leadership igradividual thing, some leadership
styles come from those from whom we serve. Thestilat we observe can be
relevant in being able to see what works and whasadhot, and for us to
consequently change our style appropriately. litsege important to understand that
my style is being looked at in the same way byé¢hdsad” (Participant, number

four).

The comments from the last participant (Numbereaiwere the longest, and came
from the retired United States Marine Corps (USNi@utenant Colonel currently
serving as a military advisor (civilian) in Afghatan. His comments covered one and
a half pages and listed, with explanations, tthiés the USMC valued not only in

their leaders, but also in their lowest ranked MeriThese included “integrity,
dependability, bearing, courage decisiveness, amndeat enthusiasm, initiative,
judgement, justice, knowledge, tact, unselfishregtsloyalty”. He added principles

by which their leaders live and conduct themseltlesse include: “Know yourself

and seek self improvement, be technically anddaltyi proficient, develop a sense of
responsibility among your subordinates, set an @@nknow your Marines and look
out for their welfare, keep your Marines informedek responsibility and take
responsibility for your actions, ensure tasks ar@enstood, supervised and
accomplished, and, train your Marines as a team&s& comments and advice from a
highly trained, formally recognised, professionadl successful leader conclude my

results chapter.



Serial | Age and | Education Values and traits selected in top four in| Punishment as a | Education is | Experience is | Preferred Leadership Style
gender | Level priority if they contained: Honesty (H), | leadership tool more more
Forward looking (F), Inspirational (1), Y/N important important
Competent (C) than than training
T Vo g 4th experience | A/ID
A/D
1 33 M Bachelor Deg. H Y D D Situational (all)
2 40+ M | Secondary C H N D D Management by objestive
3 40+ M | Diploma H F Y D D Situational
4 40+ M | Secondary H N D A Situational
5 50+ M | Diploma H Y D A Servant
6 22 M Diploma C Y D D Participatory
7 27T M National cert. H C Y D A All
8 50 M Secondary H Y D A All
9 29 M Secondary Y D A Transactional
10 60+ M | Bachelor Deg. H Y D A Situational
11 56 M Bachelor deg. H C Y D A Situational
12 60+ M | Bachelor deg. F H Y D D Authoritarian anel@&nt
13 34 M Bachelor Deg. H Y D A Task oriented
14 50+ M | Post Graduate H I Y A D Situational / ServaParticipatory
15 56 F Bachelor Deg. H C N D A Servant / Autocrat®ituational
16 50+ F National cert. H N D A Task orientated
17 30+ F Diploma C I Y D A Transactional / Situatén
18 30+ F Bachelor deg. H C I Y D A Management by obyjes/ Situational
19 39F National cert. H C Y D A Transactional/Cbaratic/Servant
20 50 F PhD. I H F N D D Authoritarian / Transfornuatal
21 40 F Diploma H F N D A Servant
22 50+ F National cert. H C N D D Situational
23 45 F Masters Deg. H C I N D A Sit//Transactionaltitipatory

Table 1. Matrix of raw data.




CHAPTER FIVE

ANALYSIS AND DISCUSSION

The analysis follows the same order of the questionthe questionnaire

Participant history

It would appear that those who have not had ampdbtraining in leadership are still
aware of the values that followers prefer in the@ders. All but one of these people
had situational styles of leadership among theifgired style, and included honesty,
competency, inspiring and forward looking throughitneir choices of values and
traits used. Those nine respondents who had coedpiletensive training all had
selected situational or transactional as theirguretl style and all included the
preferred values in their list except the transeai leader. These results would tend
to suggest that regardless of background and nigitinose with leadership
experience generally, find that followers only éoll if the leader adopts the preferred
values listed by Posner (2006), and eventually athmse values and traits if they

wish to be successful leaders.

This result appeared to be constant regardlesgeodad gender. Oshagbemi (2004)
and (Kakabadse, 1999) both say that gender iguaelt in the leadership dynamic
and this appears to be equally so in the backgro@itite individual leader.
Oshagbemi (2004) also said that age had an imp&sadership style while Deal
(2006) stated that it was more dependant on ththatdhe leader was raised in. The

results here do not show any difference in ageaimepacting on style or values and



traits. This may be due to the specific group afip@ants that took part in the

research and could not be generalised to a laayariation.

Overall in terms of life history, the results tetlodsuggest that there is little difference
between those who were involved in leadership feoyoung age, chose it as a career,
and were subject to intensive training, versusdhwiso encountered leadership
responsibility later in life, or had it ‘thrust’ op them without any training at all. This
finding would seem to support Pounder (1998) whesdys that both parties in the
leader /follower relationship influence each othed when mark and Pless (2005 say
that both raise the others performance and motinafihis evidence seems to support

the theory that the follower changes the leader.

All those who had not been formally trained hadreefull time leadership roles or
part time for many years before completing the tjoesaire. While there is no
evidence to support this, it would certainly haeet enough time for the leader /
follower relationship to have developed to a stabere the leader could have been
‘shaped’ by the follower. This follows Goethals éorenson (2006) assertions that
followers have a lot of power which if utilised chave an effect on the way that the

leader performs their role.

Preferred style

The preferred style of the participants does npeapto reflect the age, gender,
history or education dynamic in any of the par@eifs. Given the wide range of

participant profiles one might expect some poongxas of leadership, however

based purely on the written material this doesappiear to be the case. If, as Bass and



Avolio (1994) and McLaurin and Al Amri (2008) amonthers say, that the leaders
who get the best out of their followers, and whpear to have the values that
followers want in their leaders, are those whoais@ansactional, transformational
and or charismatic style of leadership, or usexdure of all styles depending on the

situation, then there is no apparent differencaniy of those involved in this research.

All of the participants had more than one stylaj ganerally changed their style
depending on the situation, in most cases, usingaure of styles as the situation
demanded. All of the participants appear to be esvgre of the needs of those that
follow them and adapt their style to accommodaite thhis according to Day,
Zaccarro and Halpin (2004) is essential to gooddeship and is in line with the

functional leadership model that they discuss.

The participants were given a list of styles toad®from and descriptions of each of
these which may have led to the dynamics of egosstmoralistic bias that Robins
and John (1997) and Paulhus and John (1998) talktaBome may have selected the
leadership style that they would like to be knownbut don’t necessarily use. This is
not supported by the background history, seleaioralues and the general
comments however which suggests that one of thess anatches the other and

would be difficult to construct if the biases dissad were in play.

It was interesting to note that given that all plaeticipants were either young but
intensively trained in leadership, or older witther training and or extensive
experience, that eighteen of them had a style resspof either “all” styles or

situational, or listed more than two or three syMnich suggested “all” or



“situational”, all of which are very much the satheng according to Hofstede (1997)
supports Newstrom & Davis (1993). This style hashed traits and values associated
with what followers want in their leader and wilbne readily follow which suggests
transferability across contexts according to AnkimeCianciolo and Sternberg
(2004). The other three respondents who put tidesas servant, task oriented or
transactional, when addressing the scenarios angubstions on their two or more
life leadership roles, used other styles dependmthe situation including situational.
These responses suggest that they use differdes stgpending on the context, and
as they used some of the preferred traits and sdhie suggests a situational style
which in turn, if is used in conjunction with thppaopriate vales and traits suggests

transferability.

Preferred traits and values

While most people would like to think that they &mnest, or amend their answers to
reflect this as Robins and John (1997) and Pawhdslohn (1998) suggest, it is
interesting to see that nineteen out of twentyethparticipants listed it as one of their
preferred values and or traits, and even the dtherespondents, in their scenario
responses and their general comments, suggestdakihg truthful, having integrity
or having a reciprocal relationship, intimated thahesty was important in their
relationship with their followers, suggests thagytiinad this as an underlying value,
not only in their leadership dynamic but in genénalelationships in their life. This
suggests, as Cohan (2003), and particularly Pq2066) says that followers not only
prefer this trait/value in their leaders, but tthety are more likely to follow this

person in any given environment than any othert Airaalue and that this group of



participants in particular would have less troublign most in moving between

contexts with their leadership styles.

Posner (2006) also said that the next preferregeyiahit that followers prefer is
forward looking and five participants chose thias of their top four preferred
values. It is of interest to note that this valueswnly chosen by those who were forty
plus, or, more specifically in the early ‘X’ genBoa and complete baby boomer era.
Owram (1997) says that baby boomers were aversekog at the future generally,
and it has only been in recent yeas that this g¢ioerhas looked forward to what lies
ahead, both personally and professionally. Owrays #zat boomers and the early X
generation felt that they were ‘different’ from etlgenerations and that that has
affected how they relate to the older and youngeegations, as they were born in an
era of huge social change. This in turn affects tieey feel about their followers as

generally they are in the X and Y generation.

Generally, in terms of transferability, despite timelings of Owram (1997), most
participants displayed an interest in looking toivéire future, and as Posner (2006)
suggests, this is a trait that followers look fotheir leaders. This suggests one again,

transferability of leadership style.

Competence was chosen eleven times by respondehtsas equally spread between
first, second and third choices. This was an istérg choice as most participants
thought in their descriptive narratives that it wagortant for leaders to know about
their business and what they were doing, not ankgims of their general nature of

their industry or profession, but in the area afership in particular. Interestingly



Bennis (1989) says that cognitive ability is impottand yet very few participants
listed intelligence as a value they treated with iamportance. Posner (2006) says
however that organisations today are too compleaieader to know all the ‘ins and
outs’ of the individuals tasks of those they lead followers want people who know

their industry and the dynamics of leadership.

Competence was chose by all age groups and gdndbe narratives by respondents
this was a strong theme even when it was not ligtddt of participants entered
leadership roles generally because they were fisdtiwith those that they had as
leaders at the time. This dissatisfaction arosegdly because they though they were
incompetent. Most respondents spoke of the altditiget on with people” and talked
of the importance of “relationships” and their inmf@amce, and this is reinforced by
Posner (2006). Respondents generally found thigiwgsortant and this again
suggests transferability if this trait is utilisadross all contexts in which the leader

finds themselves.

The final value that Posner (2006) mentions isinrgg, and this is listed only four
times by respondents. This has been listed by amymale and three females and
two of these female believe in punishment as aglesduip tool. There appears to be no
similarities between the respondents other thaptimshment dynamic. This is
interesting that there is such a low rate of respdrom participants as Daft and
Lengel (2000) say that their research shows thew#iue / trait is preferred seventy
eight per cent of the time closely in third plaehind honesty and visionary. If the
leader is not inspiring according to Posner (2a@@éh there is little likelihood that the

follower will back them even if the other traitscavalues are in existence. While this



trait comes in third it is nevertheless a very img@ot one when it comes to

transferability.

Overall it is the traits and values that make wpléadership styles that are important
in transferability as it is these that the followatues the most and will follow

regardless of the context or environment accortbrigounder (1998).

Scenario one and two

Those with a workable solution in scenario number suggests that when it comes
to the actual working nature of a leadership prohldose with a combination of the
most experience and the most training have the maskable solutions and these
participants all selected one or more of the vatuest desired in leaders by their
followers. While this could mean that these leadhenge the ability to transfer their
style between contexts it is really in isolatiorlass they can be successful in more
than one situation. This negative finding suppQ#barro (1987) as well as Kao,
Sinha and Wilpert (1999) and Zenger and FolkmaZ2@ho all say that leadership
ability is not endurable across all contexts. Hoavdhe fact that six of the
participants did effectively utilise the same sdivalues and appropriate leadership
styles in both scenarios while being completeljedént problems, and had workable
solutions, supports Fairholm (2008) who says thatsss is based purely on the
traits, values and characteristics of the individeader and the circumstances of the

particular environment at the time.

Given that only six of the same respondents hadaide solutions in scenario

number two, suggests that the other six particgpanscenario number one and the



other three participants in scenario number, widimmg successful leaders in specific
scenarios, were not able to successfully trankfar ability between contexts, and
this supports Zenger and Folkman (2002) who saytthasferability in not able to be
conducted easily and depends on the dynamics afrtjaisation and how well the

leader has become immersed in its individual caltur

Motivation

While a selection of participants had no ambitiofé¢ a leader, there were those who
had the desire from an early age. From the dataatet it would suggest that those
who wanted to lead from an early age certainly inade of the values associated with
the leadership style that the follower would pretefollow. Those with the most
motivation appeared to be among those of militagkigrounds, although one civilian
had the ambition to be in leadership positions feomearly age. Some participants
said that their motivation stemmed from the faet they did not have faith in the
early leaders and thought that they could do hditeci and Ryan (1985) say that
intrinsic motivation comes from rewards that orggm for the task that is being
performed, and they say that this form of motivai® usually associated with those
who have higher educational levels. Extrinsic mation come from externa; sources,
in the case of leadership this would be the renatimer that some participants ay they
enjoy. Unfortunately as Bandura (1997) says, §pe of motivation usually ends in
satiation and the individual loses interest inttek that brought the reward. Basically
the explanation simply means that people are eithhemally motivated or externally

motivated.



The internal motivation of some participants waslebvious in the study than those
who were externally motivated. They listed theirtivetion in such things as power,
money, status, wanted to be admired and have daveo others. These people
appeared to have less of the desired values atslttran those who chose more
internal motives such as wanting to help people tsem develop, wanting to make a
better society. This finding would suggest thatsthaho were intrinsically motivated
were more likely to have transferable leadershifestthat those who were
extrinsically motivated. There are many other theon motivation; however the
responses from these particular participants leathselves to the intrinsic / extrinsic

model for the purposes of this analysis.

Education and training versus experience

Cutler (2002) says that in the past it was usuakybetter educated that became the
leaders and followers generally just followed théta.says that today the follower is
often more educated than those that lead them ecalise of this they expect more
from their leader than just demands, commandspeshets. Followers need
motivation and want to know the reason for theirkydf it is not forthcoming then
they will be de-motivated. Cutler says that thibégause both leader and followers
need to have a mutual level of understanding thgt @mes about through the same
levels of education, unlike the past where one eighed the other and the leader had
a sense of moral superiority. The participantdis study had a range of education
levels, and there appeared to be little differandée styles, traits and values that

they selected.



The participants ranged from the youngest age afiloma education and had the
values that suggest transferability, through toghy baby boomer generation with
the same attribute. This was constant through geaslevell. Overall educational

appeared to have no impact on transferability yiésdcross contexts.

Age

Age according to Gardner (2007) has nothing to db @hronological time in years
when it comes to leadership, but more about thénesdnich the leader was raised.
While there was difference in the styles used betwbe generational cohort sin this
study it was minimal and the overall selectionraits appeared to be more relevant.
Deal (2006) said that leaders from the earlier dadxymer generation usually had a

much more authoritarian style and the later germratvere less rigid in their style.

According to the results of this data there wasmnlittle difference in the styles
between the generations, and while it was a sno@iljation sample, it was across a
wide generational gap and type of leadership tolgould appear that those who
selected the most preferred values were femaleaméhmale and all but one of these
people were forty five years plus. The other renmgriemale was in her early
thirties. This supports Kakabadse (1999) who sagsthe 1990’s were a much more
caring decade as far as personnel management wesrned, and allowed women to
show their softer side and use values aligned Ishgestyles which were more
acceptable to followers. While this may go some veagxplaining the younger
female, it does not explain the older ones, urtlesg were not too indoctrinated in

earlier styles and changed one the situation aticivem to.



Alternatively Eagly, Karau and Makhijani (1995) gagt that women have these
styles when they are working in an environment whbere are more female workers
than male and there may be some basis for thisgohemon in this theory. The
females who scored two of the preferred valuesadmg age from mid thirties
through to mid fifties. When it comes to the maleup there appears to be little
evidence of age influencing values as apart fraafitty year old who scored all four
preferred values the other males who scored at i@aswvere spread from twenty
seven years through to early sixties in age. Towdlicts with what Oshagbemi

(2004) found, when he said that his research shiomisnales vary considerably in

the selection of leadership styles based on thenpeel values of the follower.

The data from this study suggests that age ieiregilt in the transferability of
leadership styes between different contexts whastflicts with both Oshagbeni
(2004) and Phillips (1998) who says that theredsstnct differences between the age
or generation groups, and puts the average cun affe at round thirty five. However
the findings tend o support Oshagbeni (2004) tertam extent as he also found that
the generational groups were similar in the aredirettive and delegatory type

leadership.

Gender

Both Oshagbemi (2004) and (Kakabadse (1999) sagédmaler is irrelevant | any
dynamic associated with leadership. This study datinat females tended to select the
values that followers prefer more often than thesle counterparts. Thirty three per

cent chose three or more of these preferred vahagsthe males who only had one



participant select four, which is approximatelyyo6l6 per cent. Five out of nine
females selected two of the preferred values whahates to 55.5 per cent, versus
five males out of fourteen at 35.7 per cent. Femal®se only one preferred value
once, which is 11.1 per cent versus males who cbiolyeone were five out of
fourteen which is 35.7 per cent, and while no fessahose none of the preferred

values, one male did out of fourteen, which equiésl per cent.

This supports Eagly, Johannesen-Schmidt and vaerE(g903) who said that
women were found to use a transformational stylleadership more than their male
counterparts. These values are more aligned toahsformational style of leadership
than those styles traditionally used by men. Thilesised by females has also

according, to Eagly, et al., been more effectivenodern times than other styles.

The other phenomenon that was found in the datasrthesis was the self reported
leadership styles. Females reported that they as#ttiational, transformational or
charismatic style of leadership more than the rpaléicipants. Seven out of nine
females said that they utilised these styles atgavsn situation which equals 77.7 per
cent, while eight out of fourteen men reportedsame which is 57.14 per cent of

these participants.

The main difference between these self reportshanever, the related values
chosen to correspond with these styles. In the cbfee females, all those who chose
the styles listed above had values that corresgbwité these styles, however with
the male respondents, four of the eight or fifty gent did not have values relating to

their chosen style. This would mean that in fady @8.57 males reporting using the



correct mix of style and value versus 77.7 per oéfémales. When assessing this |
used an equation of two or more correct valueségéamthat there would be some
weighting towards the style matching the valuebesE findings while inconclusive
with a small population sample and the methods,ustédsuggest that females may

be more inclined to use the values and leadersyigsshat followers generally

prefer, and there are more likely to be able tonta@ success as a leader across more

contexts than the male leader.

Transferability

As mentioned in the literature review, Antonakigri€iolo and Sternberg (2004) say
that theirs and other research shows quite clélaaly‘leadership is a relation that
exists between persons in a social situation, laadpgersons who are leaders in one
situation may not necessarily be leaders in otieatsons (p.150). They also say that
the democratic style of leadership shows the niksiihood of durable effect when
compared to other styles. Pounder (1998) sayffatything it is “traits, behaviours

and their response to different situations” (p.1tB&} make the best leader.

The data suggests that, if this is so, then fenadle#l ages, educational levels and
experience, tend to have a better chance of tnaimgjeheir leadership skills from
one context into other areas of leadership. Famhaoid Fairholm (2008) say that
durability in leadership depends on no less thantwnine traits and these range in
importance but include gender, age and educatidnlévihe age of participants in
this study was complete in all the generationsesuly in the workforce generally,
there were no females in the under thirty yearboltket and this may have

influenced the findings. Similarly, the lowest edtion in the male bracket was



secondary education were four out of fourteen, evail females in the study had post

compulsory education of some kind, with almost baihg university educated.

From the context of background, despite very swgfaesareers of many of the
respondents there were no military participants ajyoeared to have the correct mix
of values and leadership styles. This raises tlestqn, if the theory on followship of
Chaleff (2002) and other researchers holds trutg adether soldiers follow their
leaders because they ‘want’ to, or whether itngpdy a result of their ‘indoctrination’
or the discipline system that they have been subpeicom the very first day of their,

in some cases, very long career.

Of interest, out of the females that did appedrawee the most durable leadership
ability, five of the nine said that they did notibee in punishment of any kind as a
leadership tool, and preferred to use the issuirrgrmoval of reinforcement. When
the males are added to this equation, only fow@fen thought that punishment was
a wrong tool to use. Two thirds of the female ggpants generally were against
punishment. Out of the four participants who hagtiost transferability overall, the
split between punishment or not was fifty perc@imis suggests that the application

of punishment as a tool has no influence on thaldlity of leadership ability.

It would appear that durability or transferabildlleadership as Antonakis et al.
(2004) and Pounder 1998) say, is dependant on nemables, some of those | have
investigated in this study. While the evidence tsrggests that females generally
tend to have the more values and leadership dtyéedollowers want, look for, and

follow generally, it cannot be said that femalemnal have this ability. The data



suggests that this ability can be achieved regssdlé age, generational era, gender,
education, training and experience, and may eveode the leadership style

selected.



CHAPTER SIX

Conclusion

“The final test of a leader, is that he leaves beéliiim in other men, the conviction
and the will to carry on”.

WALTER LIPPMAN

The primary aim of this research was to ascertdiatier or not the leadership styles
and ability someone has in one environment or cbntas readily transferable into a
completely different area of leadership or contaekgituation. The group of
participants | recruited were from a pool of people were already successful in
their individual areas to all or some degree. Wjaate depth to the study were the
people who in themselves did not even consider siebras to be in leadership
positions. Many of these people showed genuine litymihen asked to participate as
they did not think that they were leaders or hagtteing to contribute, not only to the

subject matter, but to scientific research gengrall

From the tribes that Keesing and Strathern (198Bgn they talk about tribes never
uniting for but usually unitingagainst to the Assiniboin Indians and their specific
leadership culture; from the suicidal sperm of Bogh999) and Brown (1991),
through to the Bonobo monkey of de Waal (1997) @mo Soviet leaders of the
twentieth century described by Matlock (995), leal@® has been one of the most
researched, talked about, argued over, and resultgdand or horrific consequences,

than any other phenomena (Allman, 1996).



Like all ability, whether it be of a practical na#usuch as carpentry or mechanics; or
of professional nature such as medicine or lawatigeament is never so much

whether or not the individual is proficient, bundiey achieve they same results once
they are ‘out of the office’. Anyone can get réswn the perfect day, with the perfect
tools, and in the perfect situation for what thesrevtrained for. The professional and
competent perpetrator of any skill is the one wao perform their task in any

environment, and such is the nature of leadershipedl.

If we listen to Clark (2005) and his research an$eneca Indians, then we would
sack our leaders as soon as they did not meexpectations or failed to do what we
wanted them to do. If we adhered to the theoryaDermott (2008) we would get
rid of any leader over the age of thirty five asytlare subject to mental illness and
every other malady that makes them ineffectudloizever we took cognisance of
Ket de Vries (2003), we would not let anyone leadiatil they were well into their

forties.

Kakabadse (1999) advises us to ignore gender dlosvfanyone regardless of
whether they are male, female or gay, while Eaglrau and Makhijani (1995)
suggest that perhaps women are the ones to fdtlotxgnly if we ourselves are of that
gender, because if we are male then we shouldlistéy to Kennedy & Mendus,
(1897) whose research of Plato, Aristotle and stsay women are inferior. Korac-
Kakabadse and Korac-Kakabadse (2001) suggeshibas all irrelevant and that
their other issues we should be concerned abodtSagder (2006) states strongly
that gay leadership including both homosexuallasdian leaders are the ones we

should be looking at to set the example and shytethe twenty first century.



Ira Chaleff (2002) sends us off in another direttichen he says that we should
partially ignore the dynamics of the leader anklolmsely at the follower, or more
importantly, the relationship that exists betweethlparties. Drucker says it even
more strongly when he states that “The only de@inibf a leader is someone who has
followers” (p.73). According to Bovee and Thill @), however this area of interest
in followship is so new that the scientific commiyrhas first to acknowledge it's
existence and importance before any positive advaan be made. This study on
transferability focuses on the importance of foltwp in the equation, and data

suggests that without it there wouddd no leaders.

All the evidence investigated here suggests thivers are the important dynamic
in leadership research, and without acknowleddneg needs and expectations, the
current generation of leaders will fail abysmalljrese needs and expectations
revolve around the traits, values and charactesishiat followers require and look for
in their leaders if they will follow them willinglyn any situation. As suggested in the
research, these values are: honesty, forward Igpkmmpetence , and the ability to
be inspiring. To follow on from this, the leadersistyles that tend to embody these

values more than others are, situational, charismaid transformational.

As discussed in the analysis of the thesis, it dagpear that the research data
suggests that females are more likely to possese thbilities, which in turn gives
strength to the possibility of durability of leadkip, and the ability to move across
contexts with success. The weakness in the reseaacknowledged however and

there are many variables that need to be takeractount, and much more research



on this subject carried out before any firm conidas can be made and generalised to

the wider population.

Implications on future research

The purpose of this research is to encourage firwestigation into the subject of
transferability and its wider implications for leadhip selection and training. As
Strauss and Corbin (1990) suggest, qualitativearebecan be used when the
investigator wants to identify variables abouttéeliknown subject so that

quantitative research has a starting point.

Further research may focus on the actual measuteshiadership ability outside of
the participant’s personal opinion of their ownwess. A longitudinal approach may
prove to be the most effective method of findinglernce to support the theory that
properly selected, well trained, and widely experexl leaders can in fact move

between contexts regardless of the follower, tbk gand the environment.

Further research might need to involve a much tgogeulation group and possibly
the introduction of psychometric instruments teefively measure leadership ability
and the biases that Paulhus and John (1998) and$atd John (1997) discuss in
their research on egoistic and moralistic biasés. fEsearch conducted by Sessa,
Kabacoff, Deal and Brown (2007) on generationalligtsiand the research by Posner
(2006) over two decades and beyond could be a fradisture investigation in the

durability of leadership.
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Appendix One

Information Sheet for Thesis

Transferability of Leadership Styles, Traits anduéa across Contexts

Thank you for considering to be a part of this mastthesis study into the transferability of
leadership styles, traits and values across cangsxd environments. The aim of the study is to
explore whether the traits that make up leadersng, the style and values of leadership used

in one context, are transferred either wholly opant to another context.

| am interested in hearing about your leadershipegagnces and opinions about leadership
generally. | would like to gain a better understagf your experience of leading people in
the various positions you occupy in either yourfgssional and / or personal life. This may

also be in the form of parenting.

If you agree to be part of the study there willdme interview that will take approximately 60
to 90 minutes. The interview will be recorded. eTihterviews will later be typed out and you
will be given a copy to check for accuracy andnitéf you do not wish to be interviewed then

you can be given the questionnaire which will takeroximately one hour to complete.

Very careful measures will be taken to protect ypiivacy and confidentiality. If you do not
wish to be identified in the final thesis documenice the interviews have been written up, any
identifying information such as addresses and nawiéisbe replaced with a confidential
coding system that will be safely stored. Whenr#sailts of the interview are published, | will
also be very careful to ensure you will not be ablbe identified. If however you do wish your
contribution to this research to be acknowledged,ta be identified by name in the participant
profile and in the acknowledgements, there is gmodpnity in the permission slip to do this.
Your individual responses will not be linked to yauame.

If you agree to take part in this research, yolehthe right to:
1 Refuse to answer any particular question, and tbdraw from the study at
any time throughout the process.
2 Ask any further questions about the study that wagur to you during your

participation.



3 Be given access to a summary of the findings frtwa study when it is

concluded.

The study is being carried out by myself, (Jonatbak) as part of my master’'s degree, and |
will be supervised by Doctor Cate Curtis and Predeslane Ritchie, both of whom are part of
the Faculty of Arts and Social Sciences (Psychglagyhe University of Waikato. Please feel
free to contact either myself or my supervisorsualamy issues, questions, or concerns you
have about the study or the way it is being caroigtd Contact details are as follows:

John Dick

278 Hamilton Road
Spearwood

PERTH 6163

WEST AUSTRALIA

Phone No. 08 94941087
Mobile No. 04 38996 343
Email: dickoO09@hotmail.com

Doctor Cate Curtis

University of Waikato

Private Bag

HAMILTON

NEW ZEALND

Telephone: (+64 0) 7 856 2889 ext 8669
Email: ccurtis@waikato.ac.nz

Web: http://www.waikato.ac.nz/wfass/staff/psyc/asur

Professor Jane Ritchie
University of Waikato

Private Bag

HAMILTON

NEW ZEALAND

Ph 0800 9245286

Email: psyc0123@waikato.ac.nz



Appendix Two

University of Waikato
Psychology Department

CONSENT FORM

PARTICIPANT'S COPY |

Research Project: Transferability of Leadershipu€al Styles and Traits Across
Contexts

Name of Researcher: John Dick

Name of Supervisor: Doctor Cate CurtBrbfessor J. Ritchie.

| have received an information sheet about thisaesh project or the researcher has
explained the study to me. | have had the chaneskany questions and discuss my
participation with other people. Any questions hheen answered to my satisfaction.

| agree to provide information to the researchetenrthe conditions of confidentiality
set out on the information sheet.

| wish to participate in this study under the cdiotis set out on the Information
Sheet.

| agree to participate in this research project badderstand that | may withdraw at
any time up until the 31 of August 2009, and decline to answer any pasdicul
questions in the study. If | have any concerns allms project, | may contact the
convenor of the Research and Ethics Committee (@beR Isler, phone: 838 4466
ext. 8401, e-mail r.isler@waikato.ac.nz)

| want my name to be mentioned in the participaofile YES / NO

I want my name to be listed in the formal thesisnmevledgement YES / NO

Participant’s Name:

Signature:

Date:
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University of Waikato
Psychology Department

CONSENT FORM

RESEARCHER'S COPY |

Research Project: Transferability of LeadershipeStand Traits Across Contexts

Name of Researcher: John Dick

Name of Supervisor: Doctor Cate CurtBrbfessor J. Ritchie.

| have received an information sheet about thisaesh project or the researcher has
explained the study to me. | have had the chaneskany questions and discuss my
participation with other people. Any questions haeen answered to my satisfaction.

| agree to provide information to the researchetenrthe conditions of confidentiality
set out on the information sheet.

| wish to participate in this study under the cdiotis set out on the Information
Sheet.

| agree to participate in this research project badderstand that | may withdraw at
any time up until the 31of August 2009, and to decline to answer any Qaler
questions in the study. If | have any concerns allms project, | may contact the
convenor of the Research and Ethics Committee.

| want my name to be mentioned in the participaofile YES /NO

I want my name to be listed in the formal thesisnaevledgement YES / NO

Participant’s Name:

Signature:

Date:




Appendix Three

INTERVIEW SHEET

Question 1.
Tell me about your history of leadership roles auylife, including your length of
experience.

Question 2.
What formal training have you had in leadershipalepment?

Question 3.
What qualifications do you have in general? (Freeosdary school forward.)

Question 4.
Do you think you generally use a democratic, aatiocrfree reign or laisse-faire style
of leadership? (Explain each).

Question 5.
Tell me about your primary leadership role?

Question 6.
Tell me about your secondary and subsequent ldagdedes?

Question 7.
What style of leadership do you think you use ioheaf these roles?

Question 8.
What individual traits do you think you use in eadhhese situations?

Question 9.
What values do you apply in each of these roles?

Question 9.
Why do you use different styles, traits and valuethe different situations?

Question 10.
Would you use the same styles, traits and valubstim situations if you could?

Question 11.

Out of this list of leadership styles, traits aradines (show list), how would you rate
them in order of importance for a leader in gerie(blse numbering system to
identify the three areas to use later)

Question 12.
| am going to read you a short story involving adership problem. What would you
do in this situation? (Read story).



Question 13.
What style, traits and values do you think you usex, and why?
Question 14.

| am going to read you a second short story inngha leadership problem. What
would you do in this situation? (Read story).

Question 15
What style, traits and values do you think you usex, and why?

Question 16
Can you please tell me if you agree or disagrek thi¢ following statements?

a. It is essential to have formal tertiary quadifions to be a good leader.

Agree / Disagree

b. It is essential to have formal training of sokiral to be a good leader.

Agree / Disagree

c. Experience is more important than tertiary dicaliions to be a good leader.

Agree / Disagree

d. Experience is more important than training t@algmod leader.
Agree / Disagree
Question 17

Do you have any additional comments that you tiokild be relevant to this study,
including your thoughts on the transferability @iuys or other leadership styles?



Sense of Justice
Honesty

Inspiring
Straightforwardness

Honesty
Ambitious
Creativity
Collaboration
Supportive

TRAITS

Dependability
Forward-looking
Intelligent

Determination

VALUES

Courage
Self control
Justice
Competency

Loyalty
Competent
Maturity

Fairness
Broad minded
Love
Autonomy

STYLES (See overleaf for definitions)

Charismatic leadership
Situational leadership
Transformational leadership
Autocratic leadership
Task-oriented leadership
Management by objectives

Participative leadgrshi
Transaaldeadership
Servant leadership
Laissez-fagadership
Authoritative leatgrs


http://www.changingminds.org/disciplines/leadership/styles/charismatic_leadership.htm
http://www.changingminds.org/disciplines/leadership/styles/participative_leadership.htm
http://www.changingminds.org/disciplines/leadership/styles/situational_leadership.htm
http://www.changingminds.org/disciplines/leadership/styles/transactional_leadership.htm
http://www.changingminds.org/disciplines/leadership/styles/transformational_leadership.htm
http://www.changingminds.org/disciplines/leadership/styles/servant_leadership.htm

Transactional leadershithe idea that effective leadership is based mwc@rocal exchange between
leaders and followers. Transactional leadershiplires giving employees something in return forrthei
compliance and acceptance of authority, usualtiénform of incentives such as pay raises or arease in
status.

Transformational leadershireates voluble and positive change in the fais. A transformational leader
focuses on "transforming" others to help each otfodiook out for each other, be encouraging, hawious,
and look out for the organization as a whole. Ia khadership, the leader enhances the motivatianal and
performance of his follower group.

Charismatic leadershipCharismatic leadership is leadership based etetder's ability to communicate
and behave in ways that reach followers on a basiotional way, to inspire and motivate. We oftpaak
of some sports and political leaders as charisnfatinot).

Situational leadershipThis is a term that can be applied genericallg style of leadership, but that also
refers to a recognised, and useful, leadership mddesimple terms, a situational leader is one@whn
adopt different leadership styles depending orsituation.

Autocratic leadership This style is used when leaders tell their erygés what they want done and how
they want it accomplished, without getting the adwof their followers. Some of the appropriate ¢bos
to use it is when you have all the informationatve the problem, you are short on time, and your
employees are well motivated.

Task-oriented leadershipl he task-oriented leader focuses on the job,candentrates on the specific tasks
assigned to each employee to reach goal accommishm

Management by ObjectivedMlanagement by objectives is a systematic androzgd approach that allows
management to focus on achievable goals and to &t best possible results from available resesirtt
aims to increase organizational performance byalmggoals and subordinate objectives throughaait th
organization. Ideally, employees get strong inputéentify their objectives, time lines for compdet, etc.
This style includes ongoing tracking and feedbacthe process to reach objectives.

Participative LeadershipConsultative management method that encourappessoto participate. Leadership
decisions are achieved as the end result of gratipation. Participative management is the pseas
consultative management.

Servant LeadershipServant leadership is one of the most popukaddeship models around today. The
servant leader serves the people he/she leads wpties that they are an end in themselves rdttaar a
means to an organizational purpose or bottom Tihey devote themselves to serving the needs of
organization members, focus on meeting the neettoesé they lead, develop employees to bring aut th
best in them, coach others and encourage theiespitession, facilitate personal growth in all winark
with them, and listen and build a sense of comnyunit

Laissez-faire leadershipalso known as the “hands-off" style. It is onavhich the manager provides little
or no direction and gives employees as much freeapossible. All authority or power is given te th
employees and they must determine goals, makeiolesjsand resolve problems on their own.

Authoritative leadership the ability to mobilize people towards a visiohhis style is most effective when a
new vision is needed or when the path to that migmot always clear. One of the interesting etspef this



http://www.1000ventures.com/business_guide/crosscuttings/feedback.html
http://www.changingminds.org/disciplines/leadership/styles/participative_leadership.htm
http://www.changingminds.org/disciplines/leadership/styles/servant_leadership.htm

style is that even though the leader is considareduthority, they allow the followers to figuret doe best
way to accomplish their goals.

LEADERSHIP SCENARIO 1

You are a senior management executive answeringtothe General manager / owner in
a large production company. Six months ago yourleyep appoints Bruno, her boyfriend,
as your new sales department manager, Bruno isfka@mpoyant, loud and outgoing.
Bruno was put in charge of your seven sales peapllef whom are young, aggressive and
impressionable. Bruno was appointed because ha tradk record of “getting the sales”.
After six months of having him on the job, salesénacreased about five percent, which is
not as much as you and the management team had.idpanwhile the disturbing trend is
that sales staff are now dressing less conserlgtiane becoming loud, have started using
coarse language and have begun to tell potent&tiysive jokes. Furthermore their
expense reports seem to be getting larger andrleégee they are representing you in the
field, what actions, if any, will you take?

LEADERSHIP SCENARIO 2

In your spare time from dealing with Bruno, you argcout leader with your local scout
troop. You enjoy time away with your mix of impressable young boys and girls. Your
troop has worked well at the yearly jamboree otteimg more than their share of work
around the camp, to the extent that your troofbateming a little disheartened that they
are often working while others are having leisumeet Your efforts have not gone
unnoticed however and your fellow leaders tell goafidentially that you are being
nominated by your immediate superior for a prestiginational award which would assure
wide media recognition and promotion in the scoavement, something you have always
aspired to. This would mean leaving your currembprbehind. The next day is a planned
activity that your troop has been looking forwascand everyone is extremely excited
about.

Your superior comes to you the next morning andrmg you at the last moment as you
are about to leave, that your troop have drawrighert straw” again and must do
unpleasant kitchen and camp duties whilst the dtbeps go swimming and play sports all
day. You only have 10 minutes to do something aldnat you consider a huge injustice to
your troop before everyone else, including youresiqu, leaves for the activities some
miles away.



