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Preface

After more than five decades of research and theories on the qualities and behaviours 
of an effective leader it has since been acknowledged that leadership and followership 
are two intricately intertwined concepts in effective leadership and organizational 
success (Collinson, 2009). Additionally, most of the previous leadership research 
was leader-centric, that highlighted followers as recipients of leadership outcomes 
(Uhl-Bien et al., 2014). Currently, followership is an emerging field of study 
explaining the behavioural (Kelley, 2008), relational (Meindl, 1995), cognitive (Sy, 
2010) and constructionist (DeRue & Ashford, 2010) perspectives of followers. On 
the other hand, nearly no organizational phenomenon has altered as much attention 
as organizational change. It appears as one of the fascinating and nearly eroticizing 
inducements for business organizations, and it has been highly acknowledging as 
a response. Highlighting the importance, this phenomenon holds in the current 
environment, there is a huge and still growing body of research concentrating on 
organizational change (Schwarz, 2012; Wetzel & Van Gorp, 2014). Change is a 
basic, notable and recurring part of life. As a result, it has become one of the big 
comforts in organization theory (Wetzel & Van Gorp, 2014).

It has been said that without leadership there is no change and improvement 
(Atkinson & Mackenzie, 1999). Supported by Senior and Fleming (2006) a leader is 
a change agent who takes initiative and brings successful change for organizations. 
From organizational change perspectives, there have been numerous practitioner-
oriented debates focusing on the leadership role and followers’ resistance but on 
the other hand, the number of empirical studies that examine the relationship 
between leader behaviour and employees’ reactions towards change is very limited 
(Herold et al., 2008; Holten & Brenner 2015; Oreg & Berson, 2011). Past research 
has indicated that if leadership is change-oriented, participative, informative and 
fair, it produces positive reactions towards change (Holten & Brenner 2015; Oreg 
et al., 2011). During organizational change, leaders perform an important role both 
as a role model and driver of change, and their behaviour influence the interests of 
followers (Skakon et al., 2010).

xiv



Preface

ORGANIZATION OF THE BOOK

The book is organized into 11 chapters. A brief description of each of the chapters 
follows:

Chapter 1 is dedicated to the review of leadership literature explaining that 
leadership is the backbone of organizational success, and it is evident from the fact 
that leadership is being researched for more than fifty years. The relevant literature 
suggests that leadership has been discussed based on different schools of thought. 
This chapter is devoted to articulating different leadership approaches to understand 
leadership development with time clearly. It describes the trait approach, behavioral 
approach, and contingency approach to leadership. Furthermore, it also explains 
the full range of leadership models and some emerging leadership styles in an 
organizational context.

Chapter 2 elucidates Keith Grint’s model of leadership as a viable dynamic 
option in our complex world. By locating the model within a social constructionist 
frame, this chapter demonstrates how far we have come in the evolving stream of 
leadership research. Seven main characteristics of the Grint’s model of leadership 
are discussed to demonstrate how the model can help us to understand wicked 
problems, such as the COVID-19 pandemic in Malaysia. The author also identifies 
two weaknesses of the Grint’s model: (1) organizational culture, and (2) followership. 
Lastly, to address the two weaknesses, the author proposes an integrated model of 
leadership that combines the understanding of an adhocracy culture based on the 
competing value framework and Kelly’s effective followership model. In conclusion, 
the integrative framework of leadership offers leadership researchers a model with 
more explanatory power in understanding the leadership phenomenon within the 
social constructionist supposition.

Chapter 3 highlights the leadership style that promotes succession planning through 
the existence of leadership development practices within organizations. The middle 
and top leaders are very important to identify and develop new leaders within the 
organization. We reach three main conclusions: 1) The laissez-faire leadership style 
is related to the succession planning. Succession planning is positively influenced 
by leaders that adopt a passive leadership style; 2) There are some practices of 
leadership development that are related to the existence of succession planning in 
organizations; 3) The 360º Feedback and Coaching/Executive Coaching are related 
to the Succession planning. These practices promote the human capital development, 
so it is assumed that succession planning may be related to the leader development. 
Theoretically we concluded that organizations should have a leadership pipeline in 
order to prepare leaders to assume leadership positions.

Chapter 4 highlights that higher education today consists of a complex myriad of 
varying levels with individuals tasked to perform multiple roles and responsibilities. 
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Faculty and staff no longer perform a single set of responsibilities; instead, they 
find themselves tasked with multiple responsibilities and fewer resources (Morris 
& Laipple, 2015). Many who embark on the journey of becoming academic 
administrators and leaders in higher education often do so based on their technical 
expertise and successes as a faculty member within the institution. Few organizations 
prepare faculty to step into leadership roles with the appropriate training. One such 
area, which often lacks training, is in the area of individual leadership capabilities 
and connecting with individuals to accomplish a common goal.

Chapter 5 discusses about Ratan Tata, an Indian industrialist and philanthropist. 
He is a visionary leader and managing change is second nature to him. His leadership 
exudes confidence in others and has inspired many to become leaders in his own 
company, and through his service oriented nature, influenced several others outside 
of his organizational space. Tata’s leadership commands respect throughout the 
world, which is highlighted by the numerous prestigious awards bestowed upon him. 
This book chapter aims to present and explain his leadership practices through case 
scenarios. These lessons on leadership are transferable and may guide future leaders 
of tomorrow to lead our world with wisdom, dignity, humility and authenticity.

Chapter 6 discusses how trade union leadership and followership are complimentary 
and symbiotic. Pragmatic followership serves to engender effective trade union 
leadership. Union leaders are expected to work with and stand by their members in 
order to attain union mandates. Union ethos demands that leaders must place the 
interest and welfare of workers as their most paramount goal and work assiduously 
towards satisfying them. Union members must consider the antecedents and pedigree 
of aspirants and ensure that only unionists with track records of tenaciously and 
selflessly championing the union’s cause should be elected as leaders. Through 
leadership by example, trust, integrity and candor, union leaders can bring about 
positive changes to both workers and their union. Finally, the authors called on union 
leaders to be alive to their responsibilities and demonstrate ethical and servant forms 
of leadership in order to cope with the challenges of giving vent to the aspirations 
of their members

Chapter 7 highlighted the theoretical Model of positive leadership. Organizations 
are increasingly investing in human resource development. The positive psychology 
approach warns to the importance of strengthening the forces. Leveraging the 
strengths is a way to achieve better results and even minimize the weaknesses 
of the leader. It is this assumption that positive psychology adds to the human 
resource development, which includes the leadership development. This research 
aims to propose a theoretical model about positive leader development supported 
by the positive psychology approach. This model comes from the literature to the 
evolution of leadership and organizational theories and the positive psychology. 
Positive Leader Development Model seeks to enhance leadership development 
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within an organization with a positive psychology approach. The literature shows the 
advantages of strengthening forces in the organizational context. So, it is necessary 
to systematize a theoretical model that facilitates the positive leader development 
in organizations. The proposed model is based on the study by Malinga, Stander, 
and Nell (2019).

Chapter 8 highlights the review of the literature on organizational change and 
emphasized that nearly no organizational phenomenon has altered as much attention 
as organizational change. It appears as one of the fascinating and nearly eroticizing 
inducements for business organizations, and it has been highly acknowledging as 
a response. Highlighting the importance, this phenomenon holds in the current 
environment, there is a huge and still growing body of research concentrating 
on organizational change This chapter briefly explains the overview of the three 
major organizational change approaches (teleological approaches and evolutionary 
approaches and psychological approaches), which highlight organizational change 
through different models and theories.

Chapter 9 shows how innovation is one of the most likely factors to boost 
effectiveness, efficiency and sustainability of an organization, regardless of its sector 
of activity, as for instance, the armed forces. The absence of innovation can affect 
the organizations in different ways, from suboptimal operational effectiveness and 
improvement of organization processes (administrative, operational, or logistics), 
bringing with it negative impacts on human resources motivation - the main 
keepers of knowledge, institutional culture, and organizational values. Innovative 
organizations also generate a stronger sense of belonging across their ranks and 
structures and fosters effectiveness in fulfilling organizations’ missions. Hence, 
fostering innovation across any typology of organization is crucial, and requires 
a proper approach to promote the desirable involvement of the entire workforce. 
This text, based on a review of some relevant literature, exposes critical enabling 
factors. Based on a cause-and-effect analysis it proposes some recommendations 
for the practitioner as well as the academic.

Chapter 10 highlights the role of followers in an organizational change culture. 
Followers are underrepresented in the organizational change literature despite 
their considerable influence on change success. Politics, culture, motivation, 
communication, and readiness have a large impact on change success, and these 
influences are examined in the change context. Each of these, influenced by leaders 
and followers. The role of authentic followers in enabling positive change through 
their organizational engagement is explored in depth. This Chapter demonstrates that 
while the influential role of leaders in change is established, the authentic follower 
represents a large body of potential change agents with the capacity to positively 
influence the success of change. Many behaviors of the authentic follower make them 
an ideal candidate for this role, including moral potency, high levels of engagement 

xvii



Preface

in organizational structure, and flexibility. Further research highlighting the value 
of the authentic follower is warranted.

Chapter 11 discusses about the organizational culture, emphasizing that culture of 
fear, control, and meaninglessness can effectively kill the entrepreneurial spirit within 
an organization. This chapter will explore why such a culture typically takes root and 
how it is deadly for the organization’s entrepreneurial orientation. The paper is based 
on an interdisciplinary reflective analysis done by exploring disciplines including 
depth psychology, neuroscience, positive psychology, and organizational behavior. 
The chapter argues from the perspectives of these disciplines that it is perhaps the factor 
of safety, risk-taking, collaboration, and meaningfulness if present in organizational 
culture, will eventually cultivate the spirit of entrepreneurship in an organization. 
While discussing these factors, the chapter also explains how seemingly irrational 
forces of the unconscious mind keep the leadership from adopting a behavior which 
is fundamentally important in fostering a culture where entrepreneurial behavior 
takes root. The paper also explains how these psychic forces can be turned around 
to cultivate an entrepreneurial culture in an organization.
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ABSTRACT

Leadership is the backbone of organizational success, and it is evident from the 
fact that leadership has been researched for more than 50 years. In literature, 
leadership has been discussed based on different schools of thoughts. This chapter 
articulates different leadership approaches in order to provide a clear understanding 
of leadership development with the passage of time. It describes trait approach, 
behavioral approach, and contingency approach to leadership. Furthermore, it 
also explains full range leadership model and some emerging leadership styles in 
the organizational context.
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INTRODUCTION

According to Northouse (2010), there are many ways to complete the sentence, 
“leadership is…” Similarly, Stogdill (1974, p.259) claimed that “[There are] almost as 
many definitions of leadership as there are persons who have attempted to define the 
concept.” According to Burns (1978: p. 2), “Leadership is one of the most observed 
and least understood phenomena on earth. In spite of the number of ways which 
conceptualized leadership, the following five components can be identified as critical 
to the phenomenon: a) leadership requires influence, b) leadership requires common 
goals, c) leadership is a process, and d) leadership occurs in groups (Northouse, 2010). 
Based on these components, Northouse (2010, p.3) defined leadership as “a process 
whereby an individual influences a group of individuals to achieve a common goal.” 
In this definition, leadership as a process means that it is not the characteristics or 
trait that makes a leader but implies that it is the interactive event between a leader 
and his/her followers. Leadership involves influence; without influence, there is no 
leadership. Leadership exhibits in groups; the group ranges from a small task group 
to individuals encompassing a whole organization. Finally, leadership works towards 
a common goal. The word common means that leaders and their followers pursue a 
common purpose to achieve any desired goals (Northouse, 2010).

BACKGROUND

Is leadership necessary for organizational change? In answering this question, 
Burke (2008, pp. 227-228) noted that “what has not been clear from the literature 
is the impact of leadership on organizational change, and there is little evidence that 
scientifically demonstrates the leader’s impact” (Ford et al., 2008). Many leadership 
theories have been developed, and each theory explains leadership with a different 
point of view, like early theories focusing on the trait or inner qualities of a leader. 
Other approaches are concerned with the skills and abilities, followed by the leader in 
a particular situation. Later, contemporary theories include the full range leadership 
model, including the debate about followers and the leader-followers’ relation 
(Sloan, 2009). This chapter discusses leadership development by explaining three 
main approaches (trait approach, behavioral approach, and contingency approach). 
Furthermore, it also highlights the emerging perspective of leadership.

Trait Approach

The trait approach is the earliest and the most popular leadership approach in research, 
which tries to classify a set of common traits in leaders. These theories [approaches] 
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explain “what” an effective leader is, not “how” to effectively lead, so these are also 
called content theories. The trait approach undertakes that specific social, physical, 
and personal attributes are inherent in leaders (Allen, 1998). Traits are comparatively 
stable and enduring characteristics of an individual that may consist of psychological 
and physical factors (Penney et al., 2015). According to Northouse (2015), among 
all the traits that different researchers have identified, some traits are central and 
commonly found in all identified traits, like intelligence, self-confidence, integrity, 
determination, and sociability.

Intellectual ability or intelligence is positively related to leadership. Zaccaro et 
al. (2004) found that leaders have higher intelligence than followers. For a leader to 
acquire problem-solving and social judgment skills, intelligence played a significant 
role in developing such skills (Northouse, 2015). According to Penney et al. (2015), 
intelligence seems reasonable as leadership is challenging and performs complex 
tasks like problem-solving, managing change, and monitoring others. However, 
leaders who portray above-average intelligence against non-leaders would be 
disadvantaged if the leader exhibits more intelligence than followers (Bass, 1981; 
Kirkpatrick & Locke, 1991).

Self-confidence is another common leadership trait that explains the ability 
to be aware of one’s skills and competencies. It is considered a general term that 
encircles similar constructs like self-esteem and self-efficacy (Northouse, 2013; 
Yukl, 2013). In his reviews, Stogdill (1948; 1974, as cited in Penney et al., 2015) 
confirmed that approximately all studies examined in the reviews reported a positive 
relationship between leadership and self-confidence and showed that leaders exhibit 
higher self-esteem and self-confidence than followers. Leadership has been proven 
in influencing others, and self-confident, which allows the leaders to control others 
to avoid inappropriately and steer them in the right direction (Northouse, 2015).

Integrity is the third common trait found in all reviews, which explains the quality 
of trustworthiness and honesty. Individuals who possess a robust set of principles 
and assume responsibility for their actions are referred to have integrity (Northouse, 
2015). Academicians have identified that integrity is essential in stimulating 
follower’s favorable attitudes towards their leader and towards their work (such as 
trust, commitment, work engagement, job satisfaction), and in encouraging follower 
performances (in-role and extra-role) (Northouse, 2010; Simons et al., 2015).

Determination is the fourth trait of leadership that the researchers commonly find. 
Determinations refer to characteristics such as persistence, dominance, initiation, 
and drive. Individuals with determination are proactive and can accept obstacles 
as a challenge. Determination shows power in times of crises and change where 
followers need guidance and support (Northouse, 2015). A meta-analysis conducted 
by Judge et al. (2002) confirmed a strong association between determination and 
leadership (both effectiveness and emergence).
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The final trait of leadership is sociability. It explains the leader’s inclination to find 
pleasant social situations and relationships (Northouse, 2013; Penney et al., 2015). 
Stogdill’s reviews of many studies found that 49 studies demonstrated a positive 
relationship between sociability and leadership (Penney et al., 2015). Therefore, 
people high in sociability seem to be more friendly, outgoing, tactful, and concerned 
for others’ well-being and may be perceived as more effective leaders than people 
with lower sociability (Penney et al., 2015).

In the context of organizational change, leadership traits play a critical role in 
implementing successful change programs. Researchers identified many leadership 
traits in shaping employees’ reactions towards organizational change; like self-
efficacy (Paglis & Green, 2002), emotional intelligence (George, 2000; Nordin, 
2011), integrity (Veríssimo & Lacerda, 2015), motivation (Bass, 1998) and vision 
(Warrick, 2011). Likewise, Nordin (2011) identified that emotional intelligence 
contributes to explaining organizational change readiness.

According to Bass (2008) and Warrick (2011), motivation and vision articulation 
have contributed to shaping employees’ attitudes towards organizational change. 
Therefore, leaders’ traits contributed mainly to differentiate leaders from non-leaders 
in the organizational change context. Managers possessing above mentioned traits 
would be considered influential leaders in a rapidly changing business environment.

The list of these five traits is not all-inclusive, while other traits shown in Table 
2.1 are also related to effective leadership. Studies found mixed results regarding 
the relationship between leadership and characteristics. Some researchers claimed 
a few universal traits of the administration and differentiated leaders from non-
leaders (Mann, 1959; Stogdill, 1974). Conversely, others have proved that there are 
consistencies among features linked to leadership effectiveness or emergence (Judge 
et al., 2002; Zaccaro et al., 2004). Table (2.1) combined different traits identified 
by other researchers. The most common features identified by various researchers 
are highlighted in bold in the table (2.1).

The trait approach is not free from criticism; the major criticism from scholars is 
that trait research has ignored the situational and environmental factors that play an 
essential role in leader effectiveness (Horner, 1997; Northouse, 2015). Individuals 
with certain traits that make them leaders in one situation may not be a leader in a 
changed situation. It is challenging to work with specific characteristics as a leader 
in isolation because situational factors affect the leader’s characteristics. Another 
criticism is related to the failure of a definitive list of leadership traits. Many studies 
have been conducted in the last 100 years, and many of the studies produced the list 
of traits that have appeared endless. The reason is that the trait approach is based on 
the subjective determination of the essential characteristics (Northouse, 2015, 2013).
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Behavioral Approach

The behavioral approach is distinguished from the trait approach as the trait approach 
focused on the physical and psychological characteristics that differentiate leaders 
from non-leaders. In contrast, the behavioral approach emphasized how leaders act 
and what they do. The behavioral approach diverts the researchers’ attention towards 
the action leaders take in different situations (Northouse, 2015). The behavioral 
approach deals with leaders’ actions in their position and how they relate to leadership 
effectiveness. The predisposition of the theory and the majority of the research of 
behavioral approach identified two main aspects of leaders’ behavior: leaders must 
accomplish the task, and they know how to get work done by others (Gibson et al., 
2003). Behavioral theorists believed that leaders could be trained, while the trait 
approach believed that leaders are born (Gibson et al., 2003; Northouse, 2013; 
Robbins, 2001). Many modern behavioral theories are the two theories developed 
from the early 1950s until the late 1960s, the Ohio State studies (1942) and the 
Michigan studies (1950).

Yukl (2002) suggests that from the last 40 years’ leadership behavioral approaches 
have been deeply influenced by the famous Ohio State and University of Michigan 
research. Ohio State research program suggested that leader behavior was based on 
the two critical latent dimensions: consideration and initiating structure. Consideration 
consists of behaviors representing mutual trust, respect, and particular affinity 
between a group and a supervisor. Consideration appeared to highlight a more 
profound concern for the needs of members of the group and add behaviors like 

Table 1.
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allowing participation in decision making and encourage followers for more two-
way communication (Northouse, 2015; Robbins, 2006). Initiating structure includes 
the supervisor’s behavior to organize and explain group activities and his relation 
to the group. Thus, the leader assigns tasks, formulate ways of doing things, plans 
for the future, and pushes members for production. This dimension emphasizes 
blatant attempts to achieve organizational goals (Northouse, 2010; Robbins, 2001). 
A majority of research confirmed that consideration is commonly contemplated to be 
correlated with lower turnover and job satisfaction while initiating structure linked 
with effectiveness and efficiency in task performance (Robbins, 2001). According 
to Northouse (2010, 2015), these two behaviors are independent and distinct; they 
were thought of as not two points on one continuum but as two separate continua. 
The leader may exhibit both behaviors differently, like a leader can be high in 
consideration and high or low in initiating structure.

In the meantime, another study developed by the University of Michigan 
concentrated on the identification of leaders’ behavior in the direction of small 
groups and measures of performance of the groups which recommend two forms 
of leadership: employee-oriented (employee needs and interpersonal relations), 
production-oriented (technical and production feature of a job) (Cartwright & 
Zaner, 1960; Katz & kahn, 1951, as cited in Northouse, 2015). Employee-oriented 
leadership behavior was more supportive, thoughtful, and appreciative followers 
for contribution and idea generation that look pretty similar to the many behaviors 
recognized as a consideration in Ohio State studies (Northouse, 2013). On the other 
hand, the production-oriented behavior described leader behavior mainly concern 
with planning and coordinating followers’ goals, and “did not occur at the expense 
of concern for human relations” (Yukl, 2002: p. 53). Workers are considered a means 
for getting work done; production-oriented behavior looks similar to the initiating 
structure cluster of Ohio State studies.

To summarize, behavioral theories identified that leadership is comprised of 
two general types of behavior: relationship behaviour and task behavior. The main 
concern of the behaviour approach is to explain how these two types of behaviors 
help leaders influence others to accomplish a goal (Northouse, 2013). But research 
reviews have underlined several shortcomings compared to the trait theories. The first 
is that behavioral approaches failed to find generally accepted behaviors that work 
in all situations (Northouse 2013; Yukl, 2002). According to Hersey, Blanchard, and 
Johnson (2001: pp. 94-95), “no dominant style appears. Instead, various combinations 
are evident” prolonged research practices to locate best leadership attitude, behavior, 
or style proved to be inclusive (Chemers, 1995; Hersey et al., 2001; Northouse, 2010). 
The second latent limitation of broadly defined behavior categories like initiating 
structure and consideration is that they can mask subtle differences in leaders’ 
behaviors essential for leaders’ effectiveness. Without sufficiently exploring the 
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variance specified by particular leader behaviors, it is not easy to precisely pinpoint 
which behaviors explain variance in leadership effectiveness in a specific scenario 
like organizational change (Bryman, 1992; Northouse, 2015).

Contingency Approach

According to Chemers (1995), to distinguish leadership research, the third historical 
period is called the contingency approach. During the 1960s to the early 1980s, 
this approach was developed as the most effective leadership approach. Situational 
favourability to define leader effectiveness is one example of the contingency 
approach that considers two variables: first is the degree to which leaders’ situation 
is encouraging to influence, and second is leadership style (Fiedler, 1971). The 
concept of Fiedler situational favourability, or the ease of influence on followers, was 
explained as the combination of task structure, position power, and leader-member 
relations. Contingency suggests that a leader’s effectiveness depends on how well 
the leader’s style fits the context or situation. To understand leader effectiveness, it is 
necessary to understand the situation in which a leader operates (Northouse, 2015).

Task structure is the situational variable that explains the leader’s ability to 
demonstrate task requirements to followers because clear and complete tasks give 
full control to the leader. At the same time, vague and unclear missions hinder the 
leader’s ability to control and influence (Northouse, 2015). The second situational 
variable is position power which highlighted the amount of authority a leader exhibits 
in reward and punishment. Strong position power enables leaders to make things 
right and take corrective actions against followers if any misconduct or deviation 
from the standards (Northouse, 2013, 2010). Leader-member relation, which is 
the third situational variable, described the degree of loyalty, trust, and confidence 
that followers feel in the group for their leader. Therefore, if the group atmosphere 
is positive and obtained followers’ faith, like and confident with their leader, the 
leader-member relations are defined as positive and good (Northouse, 2015).

The basic assumption of the behavioral approach is that the leadership style and 
effectiveness are highly dependent on situational or contingency variables (Gibson 
et al., 2003; Robbins, 2006). In conclusion contingency approach has provided new 
ways of considering the impact of the situation on leaders. It does not need people 
to be effective in all situations. Organizations should try to put leaders in optimal 
positions, in positions that are ideal for their style of leadership (Northouse, 2013).

Despite its popularity among researchers, the behavioral approach has also been 
a subject of considerable criticism due to lack of clarity and inconsistency validation 
(Northouse, 2010; Robbins, 2006; Yukl & Van Fleet, 1992). Another criticism is that 
there is no good way to explain what an organization should do in case of a mismatch 
between the working environment and the leadership style because contingency 



8

Overview of Leadership Approaches

theory fails to explain how leaders should adopt different types to different situational 
contingencies to improve leadership effectiveness. Conversely, it focuses on changing 
the situation to fit the leader’s styles (Northouse, 2013; Yulk, 2012).

Full Range Leadership Model

The full range leadership model (FRLM) is part of the “New Leadership” paradigm 
(Bryman, 1992). Bass (1985) full-range leadership theory diverts the focus of 
leadership researches from trait, behavioral and contingency approaches to the 
more inspirational and emotional effects of leaders on followers (Antonakis & 
House, 2013). The full range leadership model (FRLM) contains nine factors that 
comprise three significant categories of leaders’ behavior (styles), ranging from 
transformational to transactional to completely inactive (laissez-faire) behavior 
(Barbuto, 2005; Bass & Avolio, 1995, 1997). The following section explained each 
of these styles in detail (Figure 2.2).

Transformational Leadership Style

Transformational leaders are proactive and act as change agents by stimulating and 
transforming followers’ motives, beliefs, and attitudes from a lower to a higher level of 
arousal. By transcending collective interest, transformational leaders raise followers’ 
awareness that helps them to achieve extraordinary goals. Transformational leaders 
transfer vision, strengthen emotional association with followers and make them aware 
of and believe in attaining high-order goals (Antonakis & House, 2013; Antonakis 
et al., 2003). Transformational leadership comprises of the following five factors.

Idealized Influence

Antonakis et al. (2003) have explained idealized influence as an attribute and 
as behavior. Idealized influence as an attribute refers to that a leader influences 
followers by social charisma, and followers perceive a leader as a role model and 
assertive, confident, and ethics-focused. Idealized influence attribute is the emotional 
component of transformational leadership, which theoretically shifts the self-interests 
of followers towards the combined interest of the greater good (Antonakis & House, 
2013). Idealized influence as a behavior pointed out the charismatic proactive actions 
of the leader based on the sense of mission, beliefs, and values. Simply idealized 
influence concern with the leaders’ standards, principles, and power. The leader 
helps followers to build their vision and inspire them to align their values with 
the interests of group purposes (Antonakis & House, 2013; Northouse, 2015). In 
examining leadership styles, Trottier et al. (2008) claimed that idealized influence is 
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the strongest predictor of satisfaction among other components. In essence, idealized 
influence or charisma described exceptional individuals who make followers follow 
the vision put forward by them (Northouse, 2013).

Inspirational Motivation

Inspirational motivation explained the leader’s characteristics to inspire and motivate 
subordinates to fulfill goals and objectives that may have previously appeared 
unattainable. Leaders, through emotional motivation, arouse followers’ expectations 
to achieve tasks and combine them with higher performance, thus creating a self-
fulfilling prophecy (Antonakis & House, 2013; Humphreys & Einstein, 2003). The 
core of inspirational motivation is a vision, follower encouragement, autonomy, and 
working with followers. Practically, leaders use emotional appeals and symbols to 
focus on group efforts to enhance team spirit to achieve more than they may succeed 
with their self-interest (Bass et al., 2003; Diaz-Saenz, 2011; Northouse, 2015). The 
combination of idealized influence and inspirational motivation is called charismatic-
inspirational leadership (Bass, 1998).

Intellectual Stimulation

According to Diaz-Saenz (2011), leaders with intellectual stimulation encourage 
followers to be creative and innovative in dealing with old problems in new ways. 
A leader with intellectual stimulation does not criticize followers publically, but 
creativity is encouraged to motivate and encourage followers for better performance. 
Intellectual stimulation is characterized by encouraging creativity, problem-solving, 
decision-making capability, support, and follower participation (Avolio & Bass, 
2002). Intellectual stimulation further involves challenging frameworks, basic 
assumptions, and followers’ ideas to get them to think in new different ways and find 
various alternatives (Dumdum et al., 2013). In summary, intellectual stimulation 
means encouraging followers to think out of the box and give them opportunities 
to make their own decisions in difficult situations.

Individualize Consideration

Leader exhibit individualizes consideration to deal with each follower as an 
individual and consider their individual needs, aspirations, and abilities. Leaders 
with individualized consideration will help followers develop their strengths and 
spend time guiding and coaching followers (Diaz-Saenz, 2011). Leaders, who 
demonstrate individualized consideration, provide followers with a learning 
environment for developing and furnishing skills and confidence with recognition 
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and diversified values (Bass & Riggio, 2006)—individualized consideration deals as 
a basic transformational leadership approach to providing socio-emotional support 
and viewing and accepting followers as essential contributors to the organizational 
success (Antonakis & House, 2013; Sarros & Santora, 2001). The core characteristics 
of the individualized consideration are adapting and responding to the follower’s 
individual needs in a supportive and helpful manner (Avolio & Bass, 2002; Dumdum 
et al., 2013).

Transactional Leadership Style

Transactional leadership is based on the exchange of reward against the achievement 
of goals, and necessary actions will be taken for inadequate performance. It mainly 
concerns the objective setting, monitoring, and controlling outcomes (Antonakis et 
al., 2003, 2013; Avolio & Bass, 2002). Burns (1978, p.9) summarized transactional 
leadership as:

“Transactional leadership occurs “when one person takes the initiative in 
making contact with others for an exchange of valued things. The exchange could 
be economic or political, or psychological. Each person recognizes the other as a 
person.....” Following are the components of transactional leadership based on Burns 
(1978) and Bass (1985, 1998).

Contingent Reward

Contingent reward refers to emotional and economic exchanges by clarifying 
role requirements and praising and rewarding needed outcomes. The contingent 
reward is relatively effective in motivating followers because it is considered a 
constructive transaction (Antonakis & House, 2013). In this approach, leaders view 
their relationship with followers based on exchange and expect to guide followers 
to the directions of goals achievement (Bass, 2008; Sarros & Santora, 2001). In 
this approach, it is the leader’s responsibility to clarify roles and responsibilities for 
achieving targets. Ryan and Tipu (2013) examined FRLM and identified a two-factor 
structure of FRM, which was active leadership and passive-avoidant leadership. 
Operational leadership comprises transformational leadership, contingent reward, and 
active management by exception. At the same time, passive-avoidant administration 
contained management by exception passive and laissez- fair elements.

Management by Exception

Management by exception refers to the behavior by which leaders continually monitor 
their followers’ performance and take corrective actions when needed (Bass, 2008; 
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Dumdum et al., 2013; Howell & Avolio, 1993). Management by exception can be 
active or passive. Passive management by exception, leaders actively monitor follower 
performance, notice errors, and take action before error causes serious problems. 
Active management by exception is a proactive approach adopted by the transactional 
leader. In contrast, passive management by exception approach is reactive. The leader 
only takes action after the problem had been identified or deviation occurs before 
intervening (Antonakis & House 2013; Avolio & Bass, 2002); the leader does not 
monitor followers actively and waits until the results.

Laissez-Fair Leadership Style

Finally, laissez fair leadership approach is referred to as non-leadership or the most 
passive and ineffective leadership approach. Within this approach, the leader is not 
interested in any cooperation or participation and stays away from followers hence; 
it shows the leader’s inability to do so. In this approach, leaders are considered 
“inactive rather than reactive or proactive” (Bass, 1990 p. 550). Bass (1990, p. 545) 
differentiated laissez fair leadership from other types of leadership as:

“Laissez-faire leadership should not be confused with democratic, relations oriented, 
participative, or considerate leadership behavior. Nor should it be confused with 
delegation or management by exception.”

Criticism of Full Range Leadership Model (FRLM)

Despite its importance in leadership research, FRLM also gets criticism in the 
research community. One of the weaknesses most commonly highlighted is the 
propensity among researchers to idealize transformational leadership up to the extent 
that too much credit is assigned to the leader. In contrast, other constructs that lead 
to organizational, group, or individual development are ignored (Diaz-Saenz, 2011). 
Ryan and Tipu (2013) analyzed FRLM and identified that contingent reward and 
management by exception active were correlated with transformational leadership 
factors. It showed that FRLM constructs are not unique to each leadership style 
(Tejada et al., 2001). FRLM is considered the leader-centric approach, which focuses 
on one person being the most crucial part of the leadership process, and followers 
are the passive participants inspired and motivated by leaders (Northouse, 2010; 
Uhl-bien et al., 2014).
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Emerging Leadership Styles

Servant Leadership

Servant Leadership is a school of thought based on the idea that a servant leader’s 
main priority is to cater to the employee first to induce a high-performing and 
developed workforce. The founder of this philosophy, Robert K. Greenleaf, described 
Servant Leadership as an opportunity for the Leader and the employee to grow 
simultaneously. The increased personal growth of both parties would eventually 
result in the betterment of the organization. Servant Leadership sets their priorities 
accordingly; Employees first, organization second, themselves last. (Eva, Robin, 
Sendjaya, Dierendonck, & Liden, 2019).

Servant Leadership can most probably invite an organizational change since 
the Leadership is based on serving the employees first; if the Leader can create a 
connection between the followers and the organization, it will allow the employees to 
own the organization and, most importantly, be more accepting of an organizational 
change.

Servant leaders are developing people, sharing Leadership, displaying authenticity, 
valuing people, providing Leadership, and building community (Laub 1999). 
Similarly, Wong and Page (2003) mentioned that SL is visionary Leadership, 
servanthood, responsible Leadership, Courageous Leadership, and emphasizing 
honesty, authenticity, power, and pride (vulnerability and humidity) and developing 
and empowering others. To lead a team effectively, SL provides accountability, gives 
support, emphasizes accurate self-evaluation, fosters collaboration, provides clear 
information, and values the people (Irving and Longbotham 2007). Furthermore, 
Greenleaf placed “going beyond one’s self-interest” as a core characteristic of servant 
Leadership. Although mentioned in other leadership theories, it has never been 
given the central position it has in servant leadership theory. The servant-leader is 
governed by creating opportunities to help followers grow (Luthans & Avolio, 2003). 
Compared to other leadership styles where the goal is the organization’s well-being, a 
servant leader is genuinely concerned with serving followers (Greenleaf, 1977), as is 
also indicated by Stone, Russell, and Patterson (2004). This person-oriented attitude 
makes way for safe and strong relationships within the organization. Furthermore, as 
Greenleaf (1998) puts it, servants chosen to be leaders are greatly supported by their 
employees because they have committed themselves and are reliable. In this way, an 
atmosphere is created that encourages followers to become the very best they can.
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Authentic Leadership

As the name suggests, Authentic Leadership is a theory that focuses on the authenticity 
of a leader, which is built through a direct relationship between the follower and 
the leader. This leadership philosophy is based on moral grounds, and the leader 
can improve the quality of the performance through trust and support. The positive 
encouragement from the leader evolves into the growth of the employees hence 
resulting in better performance. Authentic leadership’s transparency can also help 
revive an organization or even bring about organizational change by showing the 
employees how the organization is declining or how their good performance has 
benefited it; this will give a well-understood nudge. When considering the qualities 
of an authentic leader, we observe four main components of authentic leadership: 
self-awareness, relation transparency between the leader and the follower, balanced 
approach, and a moral perspective. (Banks, Mccauley, Gardner, & Guler, 2016).

Authentic leadership refers to the leader personally treating each employee and 
affecting each employee with authenticity to engage in the organization. Authentic 
leadership is understood as a pattern of behavior role to reflect the effects on working 
employees (Fu & Deshpande 2012). The original administration maintains the 
relation between their followers based on sincerity and positive behaviors (Norman, 
Avolio & Luthans, 2010). An authentic leader is to be passionately smart to develop 
behavior (Avolio & Gardner, 2005). Authentic leadership has a positive influence 
on their employees when they share knowledge between them for organization 
productivity. Leader behavior involves communicative actions that are observable 
and understandable words (Walumbwa et al., 2008). Authentic leader’s mission is 
to serve collective interests (Caldwell & Hayes, 2010); they will foster and shape 
their collaborators’ behaviors, such as knowledge-sharing behaviors that help the 
organization for productivity. According to Caldwell and Hayes (2010), the willingness 
of leaders to share knowledge is a critical factor in building positive behavior among 
employees. An authentic leader’s behavior can influence other employees to create 
such positive behavior as a standard accepted by the people (De Vries, Bakker-Pieper 
& Oostenveld 2010). The authentic leader could also impact employee’s behavior, 
such as knowledge sharing behavior.

Distribute Leadership

Distribute Leadership is a type of Leadership shared amongst a group of people 
working in an organization, primarily used in educational institutions. It has also 
made its way to corporate organizations and the tourism industry. This brings 
immediate attention to the leadership activity rather than individual Leadership 
and its features. It allows the distribution of Leadership throughout the employees, 
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empowering them and promoting growth amongst them. Distribute Leadership is 
more procedural rather than relying upon individual action. However, the emergence 
of Distributed Leadership can be seen through mutual trust, which will inevitably 
result in a ‘shared role space.’ (Harris & Deflaminis, 2016).

Distribute Leadership, and its unique nature opens many opportunities in terms 
of growth and improvement as it involves a border horizon of perspectives from 
different mindsets during the improvement process to better understand the sources 
of critical challenges, to involve more people in planning strategies for overcoming 
these challenges and this attention to distributed leadership principles will increase the 
chances of meaningful and sustainable change. (Hurwitz, 2017) This unconventional 
way of Leadership can influence organizational change through its involvement of a 
group of people; when each person feels equally involved, they will most probably 
work better, move forward, and adapt to the changes.

Distributed Leadership has emerged as a leadership approach that produces 
successful performance in challenging contexts (Harris, 2002). As organization 
faces the challenge of reformation, distributed Leadership might provide a valuable 
focus for developing effective Leadership in organizations. Distributed Leadership 
is where responsibility and leadership action is shared amongst several personnel. 
It requires interaction among leaders, followers, and situations (Spillane, 2006) and 
focuses on the interrelations of people and their situations by considering individual’s 
expertise, knowledge, and skills. The aim of distributed Leadership in organizations 
is to enhance productivity and innovation by building employee’s capacity to lead 
learning. Duignan (2006) posits that distributed Leadership has a clear purpose of 
whole organizations improvement by improving quality of work and education. 
Organization leaders try to build a culture that engages every manager and employee 
in the workplace in learning to make their organization successful.

Change Leadership

This type of leadership is based upon having the ability to promote change within the 
organization. According to Higgs and Rowland, Change Leadership is defined as a 
leader who can influence followers and motivate them through personal advocacy, 
vision, and drive (By, Hughes, & Ford, 2016). Similarly, we see that Change 
leadership’s primary focus is to bring about large-scale change in an organization 
and the need for empowered employees to participate in that change actively. What 
drives the change leaders is their motivation, enthusiasm, and vision that allows 
them to see beyond, and through these traits, they transform their visions into reality.

While the terms are often used interchangeably, many researchers, including 
Kotter (2008), consider change management and change leadership quite different 
concepts. Change management is “a set of basic tools or structures intended to 
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keep any change effort under control” (Kotter, 2008). Kotter argues that the goal 
of change management is to minimize the distractions and impacts of the change: 
to get the project completed on time, on-target, and on budget. There is no space 
for unanticipated outcomes in this type of approach: what is needed is control and 
restriction. Meyer et al. (2007) assert that change initiatives often have a time-bound 
urgency component. Furthermore, they acknowledge that leadership behaviors 
that minimize follower resistance to change, such as building trust and regular 
communication, are challenging when leaders perceive that there is insufficient time 
to dedicate to these strategies that require a more extended period to be impactful. 
Many leaders perceive time to be a luxury they do not have in planning change.

FUTURE RESEARCH DIRECTIONS

Future research could expand beyond the leadership styles to include other factors 
which make leaders visionaries and innovative. Most of the study was focused on 
leader centric perspective and ignored other factors such as traits of leaders and 
followers. Five decades, Personality is the part of leadership success, and it has 
gained the attention of industries to explore more visionaries, the unexplored side of 
leadership. Further research explores the differential characteristics of a leadership 
development program’s content and structural attributes for those with low initial 
levels of leader’s self-efficacy compared to one for those with high initial levels of 
leader’s self-efficacy. The research would extend the current study and the applicability 
of a leadership development program beyond emerging leaders. In today’s rapidly 
changing environment, organizational structures are flatter, and the concepts of 
leadership are also changing like shared leadership, distributed leadership, and team 
leadership. Given that different levels of LSE respond differently to challenges, 
further enhancing the understanding as to what constitutes an appropriate level 
of challenge and how this can be effectively managed for different levels of LSE 
would provide helpful information for those implementing development programs.

CONCLUSION

This chapter reviewed and discussed the leadership literature. The intent was to 
understand what work or job content and structural elements affected the development 
of Leaders and why other attributes were important. While initial levels of leaders 
predicted the gains, active engagement of employees with job content with repeated 
opportunities to practice leadership skills at appropriate levels of the challenge was 
a definitive factor in leaders’ development. Part of the rationale for the study was 
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to provide some evidence that leadership development programs are a worthwhile 
undertaking, particularly when they enhance leadership styles. While the research 
has contributed to our overall understanding of trait approach, behavioral approach, 
contingency approach, and leadership styles such as transformational, transactional, 
authentic, servant, distributive, and change, only additional research will address 
the myriad of new questions the study.
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KEY TERMS AND DEFINITIONS

Constructionist Approaches: These views explain followership as a relational 
interaction between individuals to co-construct leadership and followership.

Followership: Followership is the study of the follower roles and the following 
behavior during leadership.

Implicit Followership Theories: Implicit followership theories (IFTs) argued 
what leaders think about their followers (i.e., how followers’ behaviors and 
characteristics shaped leader-follower relationships).

Implicit Leadership Theories: Implicit leadership theories (ILTs) explain 
what followers think about their leaders (i.e., how followers’ cognitive categories 
or schema affect followers’ perceptions about their leaders).

Role-Based Approaches: These approaches explain followership as a role played 
by the individual under a structured organizational hierarchy.
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ABSTRACT

This chapter elucidates Keith Grint’s model of leadership as a viable dynamic 
option in our complex world. By locating the model within a social constructionist 
frame, this chapter demonstrates how far we have come in the evolving stream of 
leadership research. Seven main characteristics of the Grint’s model of leadership 
are discussed to demonstrate how the model can help us to understand wicked 
problems, such as the COVID-19 pandemic in Malaysia. The author also identifies 
two weaknesses of Grint’s model: (1) organisational culture and (2) followership. 
Lastly, to address the two weaknesses, the author proposes an integrated model of 
leadership that combines the understanding of an adhocracy culture based on the 
competing value framework and Kelly’s effective followership model. In conclusion, 
the integrative framework of leadership offers leadership researchers a model with 
more explanatory power in understanding the leadership phenomenon within the 
social constructionist supposition.

INTRODUCTION

When it comes to leadership, if things go badly, people tend to judge that leader’s 
behaviours and other factors in very negative ways, regardless of what the leader 
has achieved in the past. In other words, leaders are blamed for the negative results, 
whether causes can be traced back to the leader or whether it was caused by an 
external factor outside the leader’s influence. This means the outcomes “make” the 
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leader. In fact, we attribute leadership as accounting for up to 40% of the changes 
in performance of an organization (Day, 2014). This considerable effect indicates 
that a better understanding of the concept of leadership can be an effective lever to 
move the organization (to borrow a phrase from Archimedes). The ancient Chinese 
literature understands the value of naming correctly to facilitate successful outcomes.

Tzu-lu said, “If the Lord of Wei left the administration of his state to you, what 
would you put first?”

Confucius said, “If something has to be put first, it is, perhaps, the rectification of 
names.”

Tzu-lu said, “Is that so? What a roundabout way you take! Why bring rectification 
in at all?”

Confucius said, “When names are not correct, what is said will not sound reasonable; 
when what is said does not sound reasonable, affairs will not culminate in success…” 
(Adair, 2013, p. 9-10)

When a crisis arises, the good leader must be decisive, demonstrating an intense 
desire to concentrate on the challenge while ignoring detractors. This hinges on 
correctly identifying (naming) the problem as a crisis. However, the correct naming 
of a problem is not a matter of just the correct identification of the nature of the 
problem. Indeed, Grint (2005) suggests that whether or not naming a problem as a 
crisis is in actuality the right response seems to rely less on whether the situation 
supposedly “is” a crisis, rather than on how best the situation should be better 
addressed. This is not to neglect that there is an “is” to the problem, but to recognise 
that there is manoeuvre room for those in leadership roles when it comes to persuading 
others as to the advantage of naming a problem a crisis or as something else. This 
chapter aims to provide a robust model of leadership (i.e., Keith Grint’s model) that 
acknowledges this factor in understanding leadership.

To build up to that stage, first, the author reviewed the evolution of leadership 
research to gain an appreciation and understanding as to how we arrived at where we 
are situated now in the stream of leadership research. A broad survey will provide a 
bird’s eye view on the state-of-the art trends in leadership research. About a century 
of leadership science has resulted in many paradigm changes and a great deal of 
ambiguity. Scholars in leadership have been disappointed by the vast number of false 
starts, modest scientific developments, and inconsistent results, on many occasions. 
Nevertheless, it was a three-steps-forward-two-steps-back situation, a slow, uneven 
progress. Second, we moved on then to develop a better understanding of leadership 
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building from a conceptual differentiation of leadership and management referring 
to two models, and then turned to a more complex model developed by Keith Grint 
(2005, 2007, 2008, 2010, 2020). The details of the unique features of the model 
are discussed, concluding with a case study based on the nature of leadership 
related to the COVID-19 pandemic in Malaysia. Finally, an integrated model of 
leadership is proposed to strengthen the Grint’s model by integrating it with the 
competing-value framework of organisational culture (Quinn & Rohrbaugh, 1983) 
and the followership model (Kelly, 1988). This integrative model is more robust in 
offering leadership flexibility in coping with the complexity of the organisational 
context by addressing the two weaknesses identified in the Grint’s model, namely, 
organisational culture and followership.

AN OVERVIEW OF RESEARCH IN LEADERSHIP

This section offers a broad survey of the leadership research1. The “great man” 
viewpoint, which observed history as a result of the influence of extraordinary 
personalities, ushered in the systematic enquiry into the concept of leadership at 
the beginning of the twentieth century (Bass, 1990). Specific dispositional features 
(i.e., stable characteristics or traits) were thought to distinguish leaders from non-
leaders, according to the “great man” school of thought. The theory proposes that 
some people have a unique hereditary that distinguishes them as leaders, and that 
these characteristics or inborn traits or attributes are what separates the leaders from 
the non-leaders. Trait research, however, was effectively shut down as a result of 
scholars’ critical assessments of the limits of the findings, which caused researchers 
to shift their focus to leaders’ behaviours. Nevertheless, in recent years, there has 
been a revival of research based on the trait approach to leadership2.

The behavioural theories of leadership centred on the attitudes that leaders enacted 
in their behaviour towards followers, and how they viewed their followers, analogous 
to Lewin and Lippitt’s (1938) research on democratic versus autocratic leaders. The 
behavioural strategy is primarily concerned about the actions and behaviours of 
leaders. The behavioural approach expanded the study of leadership to encompass 
the activities of leaders with followers in different ways by refocusing the study of 
leadership specifically to leaders’ behaviours. Famous examples among others of 
this approach are the Michigan and Ohio studies that identify two broad behaviours 
of leaders (consideration/employee-orientation, and initiating structure/production-
orientation). However, conflicting results propelled this leadership research project 
into disarray once more. It became clear that the success of an adopted leadership 
style was conditional on the situation. The ultimate objective was the discovery of 
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a common set of leadership practises that reliably resulted in positive results. This 
objective, however, was never achieved due to contradictions in the study results.

The focus then shifted to the leadership situation as the contingency factor 
confounding the findings from the behavioural approach. The contingency approach, 
as its name suggests, places the emphasis on leadership in different circumstances. 
The theory’s assumption is that unique circumstances necessitate different types 
of leadership behaviours. Based on this viewpoint, becoming a successful leader 
necessitates a person’s ability to adapt his or her leadership style to the requirements 
of various circumstances. Two main figures of the contingency approach are House 
(1971) and Fiedler (1981). House (1971) developed a well-known contingency 
strategy, focusing on the role of the leader in clarifying the pathways that will lead to 
effective leadership. Fiedler claimed that leader-member relationship, the structure 
of tasks, and the leader’s power position were linked to the effectiveness of leaders’ 
behaviours. Fiedler claimed that leader-member interactions, mission structure, and 
the leader’s power would decide the efficacy of the style of leadership practised; 
Fiedler is credited with the contingency theory movement of leadership.

House focused research efforts on the role of the leader in clarifying the pathways 
leading to followers’ goals. Clearly, different situations do pose different demand on 
leadership, but because situations are diverse, complex, and distinct, the contingency 
approach failed to provide sufficient generic guideline for leaders on how to use the 
approach. The inability to usefully generalise the findings renders the model less 
effective in practise. Furthermore, contingency models tend to be very complicated 
to be useful. More recent development of the contingency approach to leadership 
focuses on a person-situation fit perspective (Ayman & Lauritsen, 2018). This 
condition of “fit” is analogous to Csikszentmihalyi’s (2000) principle of “flow,” 
which refers to when an individual’s ability and experience perfectly match the 
needs of the situation. Leaders are at the peak of their ability in this state, voicing 
hope and feeling successful.

At about the same time, another approach shifted the focus to the relationships 
between leaders and followers. In essence, the relationships between leaders and 
their followers are represented by the leader-member exchange (LMX) theory (Graen 
& Uhl-Bien, 1995). Prior to the LMX theory, researchers thought of leadership as 
something that leaders did to their followers. This presumption meant that leaders 
viewed their followers together, as a whole, and with a common leadership style. 
The LMX theory questioned this premise and drew attention to possible differences 
between how the leader treated each follower. High-quality relationships between 
a leader and his or her followers are founded on loyalty and mutual respect (i.e., in 
relation to the in-group followers), while low-quality relationships are built on the 
enforcement of contractual commitments (i.e., in relation to the out-group followers). 
The out-group seems to be discriminated against, since the LMX theory divides the 
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work unit into two groups, each of which receives different preferential treatments 
(Dansereau, 1995). For another weakness of the theory, researchers haven’t looked 
at the effect of other factors on LMX dyads as the hypothesis is mostly tested in 
isolation. Workplace expectations and other corporate culture factors, for example, 
are likely to affect leader-member interaction (Schyns & Day, 2010).

Finally, the shift to a stronger emphasis on the followers in the leadership research 
began as a result of doubts about the methodology of using questionnaires in leadership 
studies. The legitimacy of leadership questionnaires has been criticized due to the 
implicit leadership theories of followers doing the questionnaire ratings. Researchers 
argued that scores could be corrupted by the implicit leadership theories of those doing 
the scoring in surveys, which has disputed the validity of questionnaire ratings (For 
example, Rush et al., 1977). Consequently, scepticism grew due to the recognition 
that followers’ attribution plays a key role in leader evaluation. This viewpoint implies 
that what leaders do is primarily due to performance consequences, as attributed 
by their followers, influenced by the followers’ implicit leadership theories. As a 
result, what leaders do could be entirely insignificant, given that positive outcomes 
influence how leaders are rated by their followers; and vice versa.

Meindl et al.’s (1985) notion of the romance of leadership backed up a paradigm 
based on followers’ attribution wherein leadership. The romance of leadership is 
regarded as a descriptive phenomenon that makes followers perceive institutions as 
causal systems where leaders tend to be viewed as the most important factors for the 
performance of the organizations (Meindl et al., 1985). A recent shift in leadership 
towards a more follower-centric approach advocates that leadership effectiveness and 
follower commitment to a leader is dependent upon the attributes and perception of 
the followers. This shift in focus sees followers as co-constructors of leadership rather 
than as passive recipients of leadership. The follower-centric approach falls into the 
broad category of critical leadership theory labelled as the social construction of 
leadership. The increasing cynicism with many mainstream leadership theories has 
prompted scholars to seek new approaches to explain, interpret, and understand the 
dynamic processes and behaviours in leadership studies (Fairhurst & Grant, 2010).

Two interrelated features are typical in the social constructionist leadership 
approach. First, the theories reject a leader-centric approach in which the leader’s 
attitude, style, or behaviours are seen as the main influencing forces on the thoughts 
and behaviours of followers. Many constructionist leadership methods, on the other 
hand, put an emphasis on followers’ abilities to make sense of their workplace 
experiences (Meindl, 1995). Second, leadership is emphasised as a co-constructed 
fact, specifically the mechanisms and outcomes of engagement between and within 
leaders, followers, and other constituencies. As a result, there is a reluctance to accept 
approaches that construe leadership as contained in a leader’s personal traits (e.g., 
personality theories), situational characteristics, or both. Social constructionists 
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are most inclined to support an attributional, subjective interpretation of leadership 
(Meindl, 1993, 1995). In the following sections, the constructionist approach to 
leadership by Keith Grint is considered as a model that emerged from the consideration 
of two competing models of leadership (the bidimensional model and overlapping 
model).

UNDERSTANDING LEADERSHIP

In this section, two approaches are explored to understand the phenomenon of 
leadership. One way to understand leadership is to distinguish it from that which 
constitutes management. In many ways, leadership and management are related 
processes. Leadership, like management, entails power, which can be defined as 
the capacity to influence others. Acting “with” people is a requirement in both 
leadership and management. Management and leadership are also concerned with 
achieving effective goals. However, management and leadership are not the same 
thing. Although the study of leadership can be traced back to the Greek tradition, 
or even further back to ancient Chinese literature, management originated with the 
dawn of modern civilization at the turn of the twentieth century, especially during 
the industrialisation age (Wren & Bedeian, 2020). Management was developed as 
a discipline or a practise to make organisations (factories) run more smoothly and 
effectively by reducing complexity.

According to the famed Harvard professor, John Kotter (2001), complexity is 
something that management needs to contend with, whereas grappling with change 
is more related to the leadership role. Leadership has become more relevant as the 
corporate environment has become more competitive and volatile in recent years. 
More leaders are needed, in this sense, according to Kotter, because organisations 
are already over-managed and under led. Leaders help followers, key stakeholders, 
and others navigate the highly competitive and ever-changing business environment. 
According to this view, management’s primary role is to add structure and maintain 
consistency within organisations, while leadership’s primary function is to generate 
transformation and harness movement towards a grand vision. This understanding of 
the concepts of leadership and management seems to suggest that they are divergent 
concepts. Moderate doses of such a view perceive leadership and management 
as distinct, but complementary processes (For example, Northouse, 2021). This 
relationship can be considered bidimensional in the sense illustrated by Figure 1. 
Taken to the extreme, this view may suggest that leaders and managers are different 
types of individuals. For example, according to Zaleznik (1977), leaders are similar 
to artists who use imagination to work through confusion, whereas managers are 
problem-solvers who depend on rationality and control to set things in order. In 
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essence, leaders and managers are different types of people. In a sense, it is very 
difficult to ask an artist do a manager’s job properly. Managers, according to 
Zaleznik (1997), are reactive and like to work with others to solve challenges, but 
they do so without passion. The task of a manager is to limit options or choices for 
organisation members. Leaders, on the other hand, are said to be socially engaged 
and involved, according to Zaleznik. They try to mould solutions rather than react 
to them, and they act to broaden the range of choices available to address long-
standing problems. The task of the leader is to expand and try new options. These 
are two different types of people.

Recent research suggests that there is another way to conceptualise leadership and 
management. Simonet and Tett (2013) used 43 experts to describe the overlaps and 
gaps between leadership and management in relation to 63 distinct competencies. 
They observed that unique competencies associated with management included 
rule orientation, short-term planning, motivating extrinsically, orderliness, safety 
concern, and timeliness, whereas unique competency descriptors associated with 
leadership included motivating intrinsically, creative thinking, strategic planning, 
tolerance of ambiguity, and people reading. However, they further discovered that 
there was considerable overlapping where competencies are common to both leaders 
and managers, such as productivity, customer focus, professionalism, goal setting, 
financial concern, urgency, and so on. Figure 2 illustrates this relationship in an 
overlapping model. The model suggests that one cannot talk about leadership without 
also talking about management, and vice versa. This is an improved approach to 

Figure 1. Bidimensional model
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understanding the concepts of leadership and management. The degree to which a 
manager exercises leadership over management depends on the level of the manager 
in their respective organisational hierarchy. For instance, a manager who holds a 
position higher up in the corporate hierarchy will need to exhibit a higher degree 
of competencies associated with leadership (For example, creative and strategic 
thinking). Conversely, a frontline manager at the lower end of the corporate hierarchy 
may need to be proficient in those competencies related to managing, such as 
orderliness and timeliness (For example, scheduling work for staff reporting to him 
or her). While management and leadership have their distinct characteristics, the two 
concepts are intertwined. Managers are interested in influencing others to achieve 
objectives. On the other hand, leaders are interested in administration, as they are 
involved in arranging, coordinating activities and tasks, staffing, and managing 
processes and systems. Recent research has sought to establish a generalizable model 
of leadership competency that brings together important competencies in various 
leadership domains (For examples, Çitaku and Ramadani (2020) and Seemiller and 
Whitney (2020)).

Figure 2. Competency model of leadership and management
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A BETTER WAY TO UNDERSTAND LEADERSHIP

In this section the author expounds on the Grint’s model of leadership as a better way 
to understand the leadership phenomenon. This approach takes into consideration 
the situational context upon which leadership is exercised from a constructionist 
perspective. What counts as a “situation” and what counts as the best way to lead 
in that situation are subjective and debatable issues, not an objective “given” that 
it can be determined by some objective standards (Grint, 2005). This is a dynamic 
approach based on the original framework developed by Rittel and Webber (1973) 
and revitalised by Keith Grint (2005, 2007, 2008, 2010, 2020) to investigate how 
decision-makers persuade their followers that a specific course of action is required 
by construing the types of problem confronting them. This lesser-known model 
adopts a constructionist approach in problem identification, which offers uniquely 
robust explanatory power in making sense of how leadership works. It offers a 
view of leadership that is flexible and adaptable to complex challenges in the work 
context. Past situational theories presupposed the situational context as an objective 
given fact. For example, Fiedler’s (1981) contingency theory of leadership indicates 
that leadership effectiveness depends on the right fit between the leader’s preferred 
leadership style and a given situational context. The situation is a given, fixed, 
undisputed fact. However, a social constructionist approach observes the variability 
and inconsistencies of decision makers’ accounts of the situations, examines the 
circumstances of how those accounts are developed, and attempts to comprehend 
how contradictory statements regarding leadership emerge and coexist. As such, 
Grint (2005, 2007, 2008, 2010, 2020) suggests that the situation is not a fixed entity, 
but is socially constructed by the leader and followers. Basically, Grint’s model of 
leadership integrates Rittel and Webber’s (1973) framework of tame, critical, and 
wicked problems with Etzioni’s (1964) typology of compliance to understand how 
problems are socially constructed.

Rittel and Webber’s (1973) framework structures problems as tame, wicked, and 
critical. A tame problem can be challenging and complicated but are not unique or 
novel. It is likely to have arisen before, and solutions to a tame problem exist, as 
there is a point at which the tamed problem is resolved. Therefore, a specific course 
of actions is known (from past experience) and the way to resolve a tame problem 
is by applying a specific course of action or setting up a process to ensure that the 
necessary steps are taken. Tame problems are associated with management whereby 
the role of the manager is to put into place appropriate processes to resolve the 
problems. An example of a tame problem is to build a nuclear power plant. While 
building a nuclear plant can be complicated, it has been done before, successfully. 
There are standards and guidelines available, people experienced in building nuclear 
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plants can help, and there is an endpoint to such a problem. Building a nuclear plant 
as such is not unique, it is a tame problem.

A wicked problem is more than just a complicated problem. It is complex and 
often intractable, such that a course of action does not provide sufficient solution to 
resolve it. Wicked problems are novel and there is no “stopping” point, because every 
obvious “solution” often produces new (often unanticipated) problems. Furthermore, 
there is no “right” or “wrong” approach, but only better or worse alternatives to 
resolve a wicked problem. In another words, every solution involves trade-offs 
and compromises. Wicked problems are associated with leadership, because it 
requires harnessing capabilities of diverse stakeholders to take responsibility in a 
collaborative effort to address an intractable issue. An example of a wicked problem 
is the national transportation system. This is owing to the uniqueness of each case, 
the complicated and intractable nature of the problem, and its unresolved status 
(Noto & Bianchi, 2015).

A critical problem refers to a crisis case where the course of action is self-
evident, but constrained by limited time for decision-making and action. A critical 
problem is associated with command, because of the need for authoritative, decisive 
decision-making. An example of a critical problem is a fire outbreak in an apartment 
building. The effective response to a fire outbreak is to instruct everyone to get out 
of the building immediately. Those aware of the fire will feel compelled to shout 
instructions and warnings to those unaware and to demand an immediate response.

Figure 3. A typology of problems, power, and authority
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For the sake of clarity, visualise the relationships of the various factors in this 
model that two axes in a diagram. The two axes are the degree of uncertainty of 
solution to a problem and the degree of collaboration required for problem resolution. 
Figure 3 illustrates where the three authorities of leadership, management, and 
command are located.

Figure 3 illustrates that when the decision-maker successfully persuades followers 
that the problem they are confronted with is a wicked, tame, or a critical problem, 
the effective authority to be exercised that fits the situation is respectively leadership, 
management, or command authority. Accordingly, the role of the decision maker is 
to ask questions when he or she applies leadership authority, to organise processes 
when applying management authority, or to provide answers when applying command 
authority. Following Etzioni’s (1964) typology of compliance (the horizontal axis), 
Grint suggests that the exercise of command authority when confronting critical 
problems involves the application of coercion compliance, which usually exists 
in totalitarian institutions, such as a prison or army camp. Similarly, calculation 
compliance is found in rational institutions such as business organisations where 
transactional exchange normally takes place. Finally, leadership authority inspires 
normative compliance in institutions where shared values thrive, such as in clubs 
and institutions.

This model, which is founded on a social construction of leadership, has a 
few advantages over the competency model of Simonet and Tett (2013). First, the 
competency model (Figure 2) assumes the situation is fixed. Second, the competency 
model assumes the followers perceive the leaders along the same dimensions of 
competencies. However, in this new model, whether the decision maker is a manager 
or leader depends on the situation. Furthermore, the situation is not an objective 
given fact, or a fixed element, as assumed in the competency model. The Grint’s 
(2005, 2007, 2008, 2010, 2020) model considers the co-construction of the problem 
between the leader and the followers. In addition, the Grint’s model considers other 
contextual factors, such as national culture, organisational culture, the media, and 
so on. In the next few sections, seven unique features of the model are discussed to 
bring out the model’s strengths and weaknesses.

1. Decision Maker

This model accepts the active role of the decision-maker in shaping the followers’ 
understanding of the situation they confront. According to Grint (2005), whether 
or not calling an issue a crisis is the appropriate solution depends less on whether 
the situation supposedly “is” a crisis and more on how the decision maker can best 
handle the situation. As suggested earlier, this is not to deny that the problem exists, 
but to acknowledge that those in positions of authority have room to manoeuvre in 
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considering the benefits of persuading others with regard to referring to a problem 
as a crisis or something else. The decision maker matters in influencing others 
about the nature of the problem in a social constructionist view. Although the social 
construction of a problem can be disputed and challenged by the followers, depending 
on the power position of the decision marker, the view of the decision maker usually 
prevails. This was observed in the 2003 invasion of Iraq. The justification provided 
by the then president of the United States of America, George W. Bush, was that 
Iraq posed a critical problem because the president of Iraq, Saddam Hussein, was 
developing weapons of mass destruction (WMD), which posed an existential threat 
to the world. When evidence surfaced that there were no WMD, the narrative shifted 
to a concern for Saddam’s poor human rights record instead. However, because 
America was the dominant superpower of the world, Bush’s portrayal of the threat 
of Iraq as a critical problem convinced leaders from 40 countries, including the then 
prime minister of United Kingdom, Tony Blair, to support the invasion. Blair later 
regretted this decision (Mason et al., 2016).

2. Individual Differences of Decision Makers

Second, although Grint’s (2005, 2007, 2008, 2010, 2020) model moves beyond 
the Zaleznikian view of management and leadership, it does not deny that such 
individual differences may influence the actions of decision makers. That is to say 
that individual differences can play a role in constituting the situation such that 
individuals tend to favour one approach over others. For instance, a decision maker 
can by nature favourably inclined towards orderly planning and organising of activities 
more attuned towards what a manager would do. As such, the decision maker would 
tend to be inclined to perceive most problems as tame and consequently set in place 
policies and procedures to solve the problems. Similarly, a decision maker who likes 
to give command and make unilateral decisions tends to see problems as critical 
and react accordingly. For example, in the author’s experience, there was a CEO of 
a firm who normally remained out of sight (an absentee CEO), allowing his second 
in charge assume responsibilities for daily operations, but emerged not infrequently 
to handle “crisis” situations. Naturally, the CEO was inclined to perceive issues he 
confronted as critical, thus requiring decisive action. He addressed problems by 
giving instructions, and problems not personally addressed by the CEO were typically 
not labelled as critical. The CEO wore “crisis glasses.” This suggests that decision 
makers are influenced by their preferences in how they legitimize their actions.

This claim is supported in the empirical leadership research. Intelligence 
(Antonakis et al., 2012) and personality (De Vries, 2012) are considered stable aspects 
of individual differences, and they are associated with different types of leadership 
styles. Chan and Drasgow’s (2001) theory of individual differences and leadership 
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demonstrates how both cognitive and non-cognitive differences affect leadership 
capabilities. People in authority have style preferences in handling problems. A 
full discussion on the relationships between individual differences and leadership 
styles goes beyond the scope of this work. It is sufficient to conclude that in the 
context of this study, this suggests that individual differences do make a difference 
in dispositional preference for the mode of problem solving, whether command, 
management, or leadership.

3. The Followers

Third, this model does not neglect the role of the followers in attributing leadership 
and in the construction of the problem. Certainly, Grint (2010) insists that power-
hungry commanders are not the only ones addicted to command; anxiety-prone 
and responsibility-averse followers are also affected (Grint, 2010). Here Grint was 
concerned about why we, in general, are addicted to crisis and command and how 
our proclivity for crisis and command hinders our efforts to properly solve wicked 
problems. This thesis of anxiety-prone followers can be extended further with Popper’s 
(2012) argument based on the psychoanalytical perspective that followers have a 
dominant need for security. Especially in time of uncertainties, the dormant construct 
of security in normal times becomes awakened in the followers. In weak psychological 
situations, according to Popper (2012), the followers search for a parental figure 
that acts like a protector. Collective regression occurs erasing differences among 
followers (For example, personality, education, social standing, etc.) and resulting in 
a quest for a primal father who can protect them. Popper suggested the generalizable 
principle that “unconscious collective attachment to leaders tends to occur in weak 
psychological situations when the reaction to the basic need for security is sharp, 
pervasive, and reaches large groups” (Popper, 2012, p. 37). Drawing from Walter 
Mischel, an Austrian-born American psychologist who specialized in personality 
theory and social psychology, Popper described a weak psychological situation 
(Cortina et al., 2020), wherein there is significant insecurity and uncertainty. Popper 
argued that people unconsciously desire autocratic leaders (i.e., commanders). 
This unconscious process is a Freudian psychoanalytical mechanism of projection 
and transference. Projection is the unconscious attribution of our ideals, wishes, 
desires, and fantasies to another person (E.g., We see our faults in others.). Carl 
Jung extended individual projection to the group-level (Weisstub & Galili-Weisstub, 
2004), suggesting a level of collective unconscious attraction to a father figure; a 
commander, in Grint’s term. Similarly, transference is represented in a person’s 
response to another person as if that other person were a parent or other significant 
figure from his or her early childhood (a father figure). In Popper’s nomenclature, 
common descriptions of leaders express close similarity with parental descriptions, 
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for example, “my spiritual father,” and “founding father.” Popper explained that the 
common description of the Hitler phenomenon is that the German people were yearning 
for a strong man who provided protection, a safeguard, and a sense of security; it was 
basically a longing for a primal father. Such is the psychoanalytical perspective on 
the unconscious attraction of anxiety-prone followers to the commanding fatherly 
figure to offer a sense of security. This helps explain why we have an addiction to 
crisis and command.

Followers comprehend the universe through the lens of autocratic leadership 
because it achieves an overriding goal, such as reducing undesirable emotional states. 
Beyond a psychoanalytical perspective, the idea of follower attribution of leadership 
is grounded in empirical research (Junker & Van Dick, 2014). However, followers 
may not just act as a passive factor to be used by leaders; they can take charge of 
their own destiny in self-direction. Although it is true that followers often choose 
to be passive observers, neither engaging in nor objecting to their leaders’ decisions 
and orders, it is also true that they may be strong supporters who are intensely loyal 
to or even hostile to their leaders and their causes. Followers can be constructive 
sense-makers, and their perceptions of leadership are crucial to our comprehension 
of leadership. This suggests that a reciprocal influencing process is the construction 
of the problem, the legitimizing of leadership. Nonetheless, the evidence seems to 
suggest that leaders and followers both tend to favour authoritarianism (Harms et 
al., 2018), thus supporting Grint’s view of an addiction to command (Grint, 2010).

4. The Problem Itself

Fourth, this model recognises the problem itself as a contributing factor to its effective 
resolution. How the problem is construed is limited by various factors. In a social 
constructionist approach, a decision maker who is in a powerful position has greater 
influence on others regarding how a problem is defined. However, this does not mean 
that a problem can be construed in a haphazard or careless manner. All things being 
equal, a problem such as the construction of a building is clearly a tame problem and 
to construe it otherwise will depend on relevant contingency factors to convince the 
various constituencies of the decision maker. For example, during war time, building 
a nuclear bunker as shelter may be recognised as a critical problem due to the time 
constrain. The point is, what is convincing cannot be easily defined beforehand. A 
frontline manager may decide to close the bank earlier than normal because of an 
escalating riot outbreak two blocks down the road, by representing this as a critical 
problem in view of the safety of the staff and customers inside the bank. Such a 
unilateral decision (without consultation with higher authorities in the corporate 
hierarchy as a normal process in solving a tame problem) can later be defended as 
appropriate due to the nature of the problem that required immediate compliance 
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to instructions. This example demonstrates how the skills of the frontline manager 
in discerning the action from the details of the problem that would persuade other 
constituents as to its appropriateness. By constituting the problem as critical, the 
frontline manager, who normally does not have the authority to pull the shuttle down 
on the bank earlier than the expected closing time, would convince others (even 
his/her superior) that such an action is warranted. These examples demonstrate that 
the problem in its context constrains how the problem can be best construed and, 
consequently, the efficacy of its resolution.

5. National Culture

Fifth, this model considers the national culture in influencing the depiction of 
problem types. In Malaysia’s case, where power distance is one of the highest, if not 
the highest, in the world, followers respect leaders who exhibit symbolic prominence 
associated with a high-power status. Power distance is conceptualised (Hofstede, 2001; 
House et al., 2004) as the degree to which less powerful individuals in institutions 
and organisations within a country anticipate and recognise unequal power sharing. 
It concerns whether the followers as well as the leaders accept a society’s injustice 
or discrimination of power. Malaysians are familiar with various power symbols, 
such as the King bestowing awards on individuals with prestigious titles such as 
“Tan Sri,” and luxury cars as status symbols. Offices of very important people are 
usually on higher floors of a building and elaborate displays of pomp and music are 
often expect during the entrance of very important people during official functions.

Followers in such high-power-distance country tend to prefer autocratic leaders 
to provide instructions and commands. In societies with a high-power distance, the 
lower ranked individual will invariably yield to the higher ranked person, which they 
will accept as the normal social order. The higher-level individual acknowledges 
this fact as well and often imposes penalties for non-compliance. In contrast, in 
low-power-distance societies all want their views to be heard, regardless of rank or 
context. They will oppose or disagree with leaders they consider to be autocratic or 
patronising. What makes power distance unique in Asian context is that it is embedded 
in firmly ingrained beliefs in the broader society, making it far more difficult to 
change. This suggests an inclination for the leader in a high-power-distance society 
to construe problems as critical, which, in turn, followers willingly comply with 
execution directives. In such cases, subordinates in high-power-distance countries are 
more hesitant to criticise their bosses than workers in low-power-distance countries.

Although Malaysia is an extreme example in the region, it is far from alone. A 
brief look at other countries in the region’s power distance index shows similarly 
high levels: The Philippines (Rodriguez, 2008), Indonesia (Irawanto, 2009), and 
Japan (Chew & Putti, 1995) are also high-power-distance societies. Similarly, 
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autocratic decision-making in these societies is likely to be embraced and expected. 
Decision makers in high-power-distance countries use more rules and restrictions 
and depend less on subordinates’ expertise in coping with daily activities than do 
decision makers in more egalitarian countries (Smith et al., 2002). This indicates 
that in a society with a high-power distance, such as Malaysia, the propensity to 
conceptualise issues as critical is amplified by the national culture.

6. Organisational Culture

Sixth, beside the national culture, the organisational culture also plays a role in 
influencing how problems are conceptualised. The claim here is that organisational 
cultures tend to shun or disincline decision makers to construe wicked problems. 
The way to understand the relationship between the new leadership model and 
organisational culture is to follow Keith Grint’s application of Mary Douglas’ 
conceptualisation of culture on two dimensions. Mary Douglas (2003) concluded 
that most organisational cultures could be captured using only two distinct criteria: 
grid and group. The concept of grid describes how important responsibilities and 
policies are in organisational culture; others are very strict, such as in a government 
bureaucracy, while some are very lax or liberal, such as in a casual club. The 
concept of group refers to how important a group is in a culture; certain societies 

Figure 4. Four cultural types
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are entirely centred on the group, such as an online gaming team, while others are 
more independently focused, such as a meeting of individual academicians. This 
can be illustrated in a matrix using the two dimensions as shown in Figure 4.

As shown in Figure 4, the military is a type of organisation that embodies both 
a High Grid and a High Group hierarchy cultural configuration. In the military 
context, obedience to commands is expected. Hierarchists see the universe through 
a clear chain of command, and conflicts are seen as examples of a lack of proper 
order or their implementation of strictures. Therefore, for organisations with this 
type of culture, problems tend to be of the critical type, because critical problems 
required quick decision actions. An egalitarian culture exists in an ethos that has a 
high group focused, but deficiencies with respect to rules, regulations, and control, 
as reflect in the low grid. This is exemplified by such organisations where the group 
meeting is important and the quest for unity and harmony is crucial. Egalitarians are 
excellent at starting dialogues and meetings, but not very good at making decisions, 
and such decisions are often susceptible to herd instinct and groupthink. However, 
for the individualist culture, where the grid-score is low, and this is balanced by 
an equivalent low group orientation, individual ideas and freedom of expression 
have free reign. Rules and regulations are perceived as unnecessary constrains to 
such autonomy as free expression of ideas and opinions is preferred in this culture. 
Finally, the fatalist culture is where group orientation is absent, but the individuals 
consist of alienated individuals who feel that the forces at work are undermining 
them. Grint (2008) asserts that the fatalists have given up hope and remain subjugated 
to their fate. They tend to follow the leading of others and be subservient to their 
influence by being passive.

According to Grint (2008), although individualism and hierarchy cultures are 
suitable for addressing tame and critical problems, none of the four cultural types are 
suitable for addressing wicked problems. The reason is obvious for the individualism 
culture because, for example, when confronted with a tame or critical problem where 
the solutions to the problem are known, because the same problem has occurred and 
been resolved in a previous time. A manager, then, needs only to put the necessary 
processes and procedures in place to rationally resolve the problems; or a commander 
needs only to issue a firm directive for a critical problem. Similarly, in a hierarchy 
culture, for example, a critical problem needs only more rules and directives from 
a commander to sufficiently address it; or a tame problem needs the right process 
or standard operating procedures.

However, for wicked problems, none of the four cultural types are appropriate 
to offer a sufficient fit. The answers cannot come from the fatalism culture because 
decision makers do not see themselves capable of overcoming the constraints of 
their limitations. Whether imaginary or otherwise, cynicism of the fatalistic decision 
maker paralyses the organisation. Furthermore, the solutions for wicked problems 
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cannot come from the egalitarian culture, because as Grint (2008) suggests, the 
egalitarian culture does not offer diversified enough solutions to resolve wicked 
problems due to its susceptibility to group conformance. Where group orientation 
is high, decision makers are unwilling to challenge group norms or offer contrarian 
perspectives. Novel and intractable problems also cannot be resolved by directives 
in a hierarchy culture. The novelty of the wicked problem denies the commander 
of the confidence to persuasively make a firm decision to convince constituents. 
Furthermore, the individualists cannot solve wicked problems alone. Therefore, the 
organisational culture types will tend to favour either a tame or critical problem 
construction, but not wicked problem construction. Similar to the disinclination 
towards wicked problems in our discussion of national culture, the influence of 
organisational cultures on the construction of problem also disinclines the depiction 
of problems away from wicked problems towards critical problem construction as 
depicted in Figure 5.

7. Media Influence

Lastly, the media plays a role in further disinclining wicked problem depiction. It is 
always in the media’s best interests to portray issues as disasters in order to sell more 
copy and thereby increase advertising prices. For example, the H1N1 flu virus was 
depicted by the news media in a manner, which sounded an alarm of an emergency. 

Figure 5. Influence of organisational culture
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Research indicates that the media closely scrutinised any development connected with 
the H1N1 flu virus and emphasized the dangers over precautionary steps that could 
be taken to mitigate threats (Klemm et al., 2016). The sheer quantity of coverage, 
and a biased focused on the existential threat of H1N1, unwittingly misrepresented 
to the public a heightened risk perception. For instance, at one point, the Daily 
Express predicted (exaggeratedly) that the British National Health Service would be 
brought to a halt by the flu, overwhelming health service providers (Grint, 2010). 
Despite the fact that less people seemed to have died from the H1N1 flu than the 
other types of seasonal flu (which did not receive any media coverage), the paper 
predicted widespread infection and death, which did not happen. Details on the 
nature of and vulnerability to H1N1, such as references to the risk of hospitalisation 
or death, the transmission of the flu virus, and death statistics, were to great extent 
the most common themes of H1N1 news reports across countries and studies. 
Klemm et al.’s (2016) findings are consistent with previous studies that showed 
that a disproportionate volume of media coverage along such themes contributed 
to risk overestimation and public anxiety.

A similar phenomenon can be observed in the media’s depiction of climate 
change (Mazur & Lee, 1993). The point is, such doomsday tales boost media sales 
and inadvertently promote a widespread expectation by the population to search for 
a leader as a saviour to resolve the depicted crisis (as was explained about followers’ 
unconscious attraction for autocratic leaders). The media, to sell more, predisposed 
people to the construction of critical problems thus reinforcing the same trend as 
illustrated in Figure 5. Furthermore, there is a link between the media and society; 
what sells in the media is precisely due to what society demands. This means that 
people in the society are drawn to, consumed by, and demand crises (Grint, 2010), 
and media capitalises on this. This brings us back full circle to the unconscious 
attraction of followers (people in society) to a protective father figure (a commander) 
to resolve crises.

A CASE STUDY: COVID-19 AS A WICKED 
PROBLEM IN MALAYSIA

This case study focuses on the recent global Coronavirus of the 2019 (COVID-19) 
pandemic and how the government of Malaysia approached the problem. The purpose 
of this case study is to demonstrate how the social construction of the problem 
of COVID-19 in Malaysia influenced how the problem was tackled. By situating 
the pandemic within the Grint’s (2020) model of leadership, a better perspective 
is gained on leadership. This is to demonstrate the applicability of the model to 
a specific current issue in the author’s own home country. The purpose is not so 
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much to establish generalisability of the Grint’s model (although it contributes 
toward this) since the social construction of wicked problem has been generalised 
to different fields and contexts. For instances, it has recently been applied in the 
analysis of problems related to corporate social responsibility (Reinecke & Ansari, 
2016), sweatshops conditions (Khan & Teicher, 2020), agriculture and pollution 
(Lintern et al., 2020), and sustainability (Teicher & Khan, 2020).

The pandemic first emerged in China during December 2019, which was confirmed 
by the World Health Organisation (WHO) a month later. The pandemic challenges 
not just both countries and their governments, but also leadership theory. In a world 
turned upside down, where many conventions have been abandoned, business as 
usual is unlikely to be restored anytime soon. The abrupt outbreak of the virus in 
213 countries (Shah et al., 2020) devastated the global economy. This virus caused a 
wide array of respiratory and non-respiratory symptoms (Rothan & Byrareddy, 2020). 
Infection symptoms, such as fever, exhaustion, dry cough, myalgia, and dyspnoea are 
the most frequent symptoms observed within the first 2–14 days of being infected 
(Wang et al., 2020). Around 80% of patients experience and recover from mild 
infections. The remaining patients have extreme dyspnoea and low blood oxygen 
saturation infections, or they may be in a critical state of cardiac or multiple organ 
failures (Shah et al., 2020). Its severe global proliferation rate prompted the WHO 
to announce an urgent call for public health emergencies (Wu & McGoogan, 2020).

In Malaysia, the COVID-19 pandemic (Elengoe, 2020) began with two confirmed 
cases daily and accelerated rapidly to new record of more than 5,700 confirmed 
cases on January 29, 2021, which brought the cumulative number of cases since the 
pandemic hit the country to more than 203,000 cases and 733 deaths (Zainul, 2021). 
(The number of confirmed cases peaked at 9,020 on May 29, 2021 at the time of 
this publication.) After two rounds of restrictive movement control orders (MCOs) 
nationwide, the resurgence of the virus has prompted actions by the Malaysian 
government to enforce a third round of movement control order (MCO3.0) (Zack, 
2021). Between the first and the third MCO, a cacophonic range of restrictions, 
standard operating procedures (SOP), and strategies were planned and announced 
to the public, amidst much confusion and complaints from the public (Wong, 2020). 
However, by reconsidering how governments and their representatives react to the 
outbreak of the epidemic, it is possible to achieve a greater understanding of how 
the pandemic can be handled, using the Grint’s (2020) model.

The government’s initial response was to consider the COVID-19 pandemic 
as a critical problem. Critical problems are emergencies that need a commander 
to coerce followers into line to avert an impending disaster—thus forcing schools 
and businesses to close for the near future, and banning travel are examples of such 
decision-making (Hassan, 2020). Ordering businesses to close without considering 
the greater economic impact exhibits decisiveness of the command type. Being 
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decisive can also mean being decisively mistaken, because professional advice was 
not sought on the consequences of such actions. Given the novelty of the issue, 
even professional advice is not sufficient or offer limited help. However, over time, 
attempts to curtail the spread of the virus has resulted in new problems such as 
economic devastation, especially among those in small and medium enterprises 
(Foo et al, 2020), psychological distresses among the population (Sundarasen et al., 
2020; Wong & Alias 2021) panic buying, and fluctuations in food prices (Arafat et 
al., 2020; Yau et al., 2020), and political turmoil (Case, 2021).

Consequentially, a shift in government focus is observed where competing factors 
and contributions from various stakeholders were considered in the decision-making. 
This suggests that in the later reactions to the pandemic, the government considered 
the pandemic as a wicked problem. Wicked problems are novel and complicated, 
may not be resolved easily, but may be ameliorated by a multi-stakeholder concerted 
approach. The role of those in leadership is to unite the people (followers), mostly 
to discuss challenges they would rather not confront, and make difficult trade-offs. 
As a collective effort, this could be seen in the attempts to persuade groups to stay 
at home, follow SOP, and to self-isolate (The Straits Times, 2020), as well as the 
“relaxed” nature of SOP to consider “livelihood” of the citizens (Tan, 2021). The 
roles of the authorities as leaders is to bring diverse groups on board to support 
one another whenever possible, and to allow them to confront the restrictions, take 
responsibilities for actions such as social distancing and self-quarantining, while 
ensuring that these choices are made equitably and without blaming others. The reality 
may be that Malaysians will have to live with the pandemic for the long term, and 
Malaysians will have to face this reality collectively finding trade-offs in collective 
decision-making and in responsibility-taking. This form of distributed leadership 
will serve the people better in tackling the COVID-19 pandemic.

The arrival of COVID-19 has no doubt turned the world upside down. Until the 
situation stabilises, the way in which problems are solved will not be the same. The 
pandemic has shown the drawbacks of how humanity tends to address problems as 
critical when what confronts us are, in fact, wicked problems. And it seems that in 
times of chaos, followers tend to seek out charismatic leaders or authoritarian leaders 
who, supposedly, will defuse the crisis either by being optimistic or simply denying 
the facts, regardless of how perplexing the problem might be. However, the author has 
indicated in preceding sections that the tendency is disproportionately predisposed 
towards construing the problem as a critical one, no doubt contributed by our media 
depiction of the issue and our national culture that favours an autocratic response.

In the next section, two weaknesses of the Grint’s (2020) model are addressed, 
which includes a lack of supporting organisational culture for solving wicked 
problems, and the need for followers as co-constructors in leadership in solving 
wicked problems. By having an organisational culture and followers who are attuned 
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towards solving wicked problems, it is the hope that the trend toward critical problem 
can at least be attenuated.

AN INTEGRATIVE FRAMEWORK OF LEADERSHIP

In the preceding sections, it was demonstrated how Grint (2007) revitalised the 
original framework established by Rittel and Webber in 1973 that locates and defines 
problems as wicked, tame, or critical, and the three modes of decision-making as 
leadership, management, and command, respectively. It has also been demonstrated 
that there is no good fit between the model of organisational culture and wicked 
problems. Furthermore, it is demonstrated that there is a tendency in society and 
among followers to prefer critical problem depictions. In this section, an integrated 
framework of leadership is proposed to address that these two weaknesses. First, two 
models are introduced as viable options for integration into Grint’s (2007) model, and 
then the integration of the two models with the Grint’s (2007) model is presented.

Firstly, the author proposes that the model of organisational culture that best 
addresses the goodness of fit with the Rittel and Webber (1973) framework is the 
competing values framework. Robert Quinn and John Rohrbaugh (1983) developed 
the competing values framework (CVF) in 1983. It examines leadership behaviour 
and how those behaviour leads to competences, as well as how such competencies 
contribute to organisational performance. Quinn and Rohrbaugh discovered that 
successful businesses could balance two competing factors: focus and stability. 
Some companies were successful when they concentrated on internal operations, 
while others were successful when they retained a favourable external positioning. 
Some organisations were successful because of their versatility and adaptability, 
while others were successful because of their continuity and stability. Along these 
two factors, four cultural types can be discerned.

The market culture shows organisations attempting to respond to emerging 
market demands. Adapting to the market mechanisms is one way to create successful 
organisations. Externally based, these organisations search for ways to compete, 
influence, and achieve a strategic edge over competitors. Market cultures are always 
aggressive, have an external focus, and are motivated by performance. In market 
cultures, leaders are always hard-driving rivals who are constantly looking for ideas 
and innovation to capture more market share.

Hierarchy culture is internally focused and guided by authority and order. It has 
a regimented and formalised work environment. The organization’s leadership has 
a long-term view of the organisation as a predictable, cohesive system with clear 
guidelines and structured policies. As in Max Weber’s original view of bureaucracy 
(Waters & Waters, 2015), the hierarchy culture has an approach to order and regulation 
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of the organisation that flows from a strict chain of command. Position and authority 
are respected in hierarchies. Policies, methods, and protocols are often well defined.

Clans, in comparison to hierarchies, often have flatter organisations, with 
individuals and teams acting more independently. This is a people-oriented culture 
where workers are encouraged to share about themselves, executives are often viewed 
as peers, and professional growth and fulfilment are prioritised. Risk taking is rarer; 
the lack of stability and adaptability of this form of organisation is a disadvantage. 
They have an inner outlook and a sense of family, and members work well together, 
motivated by a deep sense of commitment to one another and a common goal. Rules 
exist, even though they are often unwritten, and they are often shared and instilled 
socially. Leaders in clan culture serve as facilitators and supporters, and they can 
even adopt a parental role.

Finally, adhocracy culture thrives in wicked problems. According to Grint, 
Douglas’s (2003) cultural framework does not offer a good fit for handling wicked 
problems. In contrast, the adhocracy culture based on CVF offers the right fit. 
Adhocracy is externally orientated, intensely creative, and adaptable. Firms with this 
kind of culture enjoy taking risk-taking. The firm’s growth is fuelled by innovative 
thinking and diversity. This form of organisational culture is adaptable; it has the 
internal resources to rebuild itself in times of instability. Adhocracy culture has much 
more autonomy and versatility than clan culture, which is important in today’s fast-
paced market environment. Whereas commercial growth favours those who can adapt 
quickly, an adhocracy will quickly shape teams to meet new obstacles. Visionary, 
creative capitalists who take reasonable risks to make major gains are the leaders 
of an adhocracy. These businesses are connected by their need to innovate, develop, 
and create quickly. As a result, they are impulsive, entrepreneurial, and driven to 
come up with fresh ideas and find new ways to succeed. While these organisations 
will grow quickly, they will have little control of their activities and will face more 
volatile situations than organisations with other cultural forms. Figure 6 provides a 
representation of the CVF model.

Secondly, the model of followership that avoids the dispositional tendency 
favouring a command mode of decision-making is Kelly’s (1988) effective follower 
model. Many leaders, at various stages in their careers and often at all hours of 
the working day, play both leadership and follower roles, but not equally well. 
Leadership role is glamorous and draws a lot of interest. However, most of us are 
more often followers than leaders. As a result, followership is very much a part of 
our lives in organisations, but does not figure large in our thoughts. Consequently, 
our overemphasis on leadership prevents us from understanding the essence and 
significance of the roles of the follower. Kelly (1988) offers a useful guide to 
understand followership. Kelly’s model has two dimensions. One dimension assesses 
autonomous, critical, and logical thinking as practised by followers. The other 
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dimension is based on how passive or aggressive they are. Five types of followership 
are identified in the resulting model by Kelly, shown in Figure 7.

The sheep followers lack initiative and sense of duty and are passive and uncritical. 
According to Kelly, sheep complete the tasks assigned to them and then stop. Yes 
people followers are livelier, but they are also less enterprising. They can be fiercely 
deferential, even servile, when they are reliant on a leader for motivation. Leaders with 
poor judgement and self-confidence like yes people and tend to form partnerships 
with them, which can suffocate the organisation. Alienated followers are logical and 
independent thinkers who are passive in their task execution. Everything shuts them 
off at some point. They are often pessimistic and eventually fall into disgruntled 
acquiescence, and they seldom directly criticise a leader’s initiatives. Survivors are 
in the middle. They are still sampling the wind and living by the motto “better safe 
than sorry.” They have a knack for adapting to change. Like the Chinese bamboo, 
they bend with the wind, and resist taking risks and being too critical or active.

Finally, there are the effective followers, shown in the upper right-hand corner 
of the model in Figure 7, who think for themselves and carry out their roles and 
responsibilities with enthusiasm and confidence. Grint (2007, 2008) concludes that 
followers are addicted to and have proclivity for crisis and command, which hinders 
efforts to properly solve wicked problems. However, the effective followers in Kelly’s 
model avoid such addictive tendencies because they are risk takers, self-starters, and 
independent problem solvers. Effective followers are independent, critical thinkers 

Figure 6. Competing value framework
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who temper their allegiances towards leaders and the firm to meet the demands of the 
organisation—or they find new ones. Effective followers understand how to harness 
the energy of deep engagement in ways that meet both organisational goals and the 
personal desires of their leaders. Effective followers address wicked problems well.

The CVF model and effective follower model can be integrated into the Rittel and 
Webber (1973) paradigm to offer a robust combination. In terms of CVF, the hierarchy 
culture is obviously a natural match for critical problems and the command approach 
to problem solving. The market and clan tradition are well suited to dealing with tamed 
challenges and management decision-making. In the market culture, managing the 
needs and demands of consumers provide a clear focus for what the managers must 
do. Similarly, in a clan culture, the needs of the organisational members are the main 
motivation of the managers. While the previous cultural paradigm by Mary Douglas 
(2003) does not gel well with the leadership mode in solving wicked problems, the 
adhocracy culture does. Adhocracy culture has the capacity to untangle uncertainty 
and is comfortable handling insecurity. Since adaptability and versatility are its core 
strengths, it has better capacity to make sense of uncertainty and volatility. Success 
in an adhocracy culture is defined by the ability to invent and adapt to extraordinary 
circumstances. This fits well with solving wicked problems that require concerted 
collaborative efforts from diverse stakeholders.

Figure 7. Model of effective follower
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To address the second weakness, Kelly’s (1988) model is adopted. Followers need 
to move beyond a passive acceptance of leadership influence or what Popper (2012) 
suggests, an “unconscious attraction” for autocratic leaders. In contrast, the effective 
followers as described by Kelly (1988) are trustworthy, truthful, and courageous, 
and do not blindly submit to authority. They develop themselves as critical thinkers 
who can be trusted with their experience and judgement. They offer credit where 
credit is due, acknowledging their errors and celebrating their own and their leader’s 
successes. They shape their own opinions and ethical values, and are willing to 
stand up for what they believe in. This depiction of the followers again fits well 
with Grint’s (2007, 2008) constructionist approach that distinguishes the followers 
as co-constructors of leadership, rather than passive receivers. The integrated model 
proposed here demonstrates how leadership, effective followers, and the adhocracy 
culture in which their relationship thrives, will come into mutual interaction to offer 
greater flexibility in addressing wicked problems both within the organisations and in 
society in general. As the problems confront the organisations and the world become 
more complex, there will be more problems that lend themselves more towards the 
wicked type. This implies a need for a more comprehensive model of leadership 
that integrates the aspect of followership, organisational culture, and leadership for 
solving wicked problems. This is what the author has attempted in this chapter. A 
representation of the integrated framework is shown in Figure 8.

Figure 8. Integrative framework of leadership
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FUTURE RESARCH DIRECTIONS

The integrative framework addresses two areas of weaknesses in relation to Grint’s 
model. Future studies should apply appropriate case study research in theory building 
and theory testing while considering boundary conditions of the framework. For 
theory building, case study research is appropriate to address the what and how 
questions. For examples: How exactly do effective followers aid leaders in handling 
wicked problems within an adhocracy organizational culture? What are the boundary 
conditions? For theory testing, case study research is appropriate to address the 
predictive bearing of the theory. Antecedences of the integrative framework such as 
psychological states and behaviors of leaders, followers, and other constituents, and 
events can be considered in forecasting short-term and long-term casual relationships.

CONCLUSION

In this chapter the author has elucidated Grint’s (2007, 2008) model of leadership 
as a viable option in this complex world. By locating the model within a social 
constructionist frame, the author demonstrated how far humanity has come in the 
evolving stream of leadership research. Seven main characteristics of Grint’s model 
of leadership were fleshed out to demonstrate how the model helps humanity to 
understand wicked problems like the COVID-19 pandemic in Malaysia. Along the 
way, two weaknesses of Grint’s model were identified: (1) organisational culture, and 
(2) followership. To address the two weaknesses, the author proposed an integrated 
model of leadership that combined the understanding of an adhocracy culture based 
on the competing value framework and Kelly’s (1988) effective followership model. 
In conclusion, this research into the integrative framework of leadership offers future 
leadership researchers a model with more explanatory power in understanding the 
leadership phenomenon as a social construction.
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Competing-Value Framework: This is an organisational culture framework 
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external focus.

Critical Problem: A critical problem is a time-constrained problem that requires 
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Social Construction of Leadership: This is the view that leadership is a social 
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ENDNOTES

1  For good overviews of the trends in leadership research, see Antonakis et al. 
(2018), Day (2014), and Lord et al. (2017).

2  For a good overview of this resurgence of interests, see a dedicated issue 
on individual differences in leadership research, The Leadership Quarterly, 
Volume 24, Issue 1, February 2013.
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ABSTRACT

The main aim of the chapter is to identify the leadership style that promotes 
succession planning through the existence of leadership development practices within 
organizations. The middle and top leaders are very important to identify and develop 
new leaders within the organization. The authors reach three main conclusions: 1) 
The laissez-faire leadership style is related to the succession planning. Succession 
planning is positively influenced by leaders that adopt a passive leadership style. 2) 
There are some practices of leadership development that are related to the existence 
of succession planning in organizations. 3) The 360º feedback and coaching/executive 
coaching are related to the succession planning. These practices promote the human 
capital development, so it is assumed that succession planning may be related to the 
leader development. Theoretically they concluded that organizations should have 
a leadership pipeline in order to prepare leaders to assume leadership positions.

INTRODUCTION

Succession planning has been the focus of research since the 70s of the last century. 
This theme falls into two areas of knowledge - Human resources management and, 
increasingly, the business strategy. Succession planning promotes the human capital 
development and ensures continuity of the organization’s strategy. Succession 
planning arises from the concern of several authors in finding ways to address the 
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shortage of leaders and the quality of leadership because that could jeopardize the 
organization’s future (Erickson, 2010; Henderson & Provo, 2006; Ingraham, 2006; 
Manderscheid, 2008; Intagliata, Ulrich, & Smallwood, 2000). Succession planning 
is assumed as the identification of potential to assume greater responsibility in the 
organization, providing critical development experiences (Kowalewski, Moretti, 
& McGee, 2011). It is essential that leaders become involved in supporting the 
development of other leaders with high potential. Organizations need to create a 
database that can be used to make better staffing decisions for key jobs. At first sight, 
succession planning is associated with the selection of leaders, career development, 
talent management and leadership development. We intend to make an approach 
between the succession planning with leadership styles and leadership development. 
We believe that there are some styles that are concerned to promote succession 
planning within the organization by implementing leadership development practices. 
Therefore, the research question is: Is there any relationship between the leadership 
styles and succession planning within the organization?

Whereas the leadership development requires the implementation of some 
practices in the organization, it is also important to check whether there is a 
relationship between these practices and succession planning. Thus, the paper’s 
aims are to identify the leadership style that promotes the succession planning 
and which practices of leadership development are used in a group of Portuguese 
companies in the service industry. The paper is structured into 6 parts and they are: i) 
Background; ii) Methodology; iii) Analysis and discussion of results; iv) Conclusions 
and Limitations; v) Implications; and, vi) Recommendations and Future researches.

BACKGROUND

Organizations have increasingly complex and demanding environments. Gareth 
Morgan, in his book Images of organization, seeks to better understand this 
environment, using metaphors. These reflect the daily life of organizations. This 
paper has underlying the metaphor of organizations as brains, where “organizations 
are information-processing systems capable of learning to learn” (Morgan, 1986, 
80). In 1991, Peter Senge emerges with the approach of Learning Organizations. This 
gave rise to the proliferation of scientific studies, contributing to greater prominence 
of human resource development (HRD) in economic terms and organizational 
(Tomé, 2011). In organizational context, the HRD function is very important for 
the leadership development because it allows connection between corporate and 
business-unit strategies. Without this connection, high potentials can leave the 
organization for lack of opportunities. On the other hand, it is essential integrate the 
human resource systems with leadership development, as shown in Figure 1. There 
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is no development without strategic planning, succession planning, recruitment, and 
selection according to the organization’s needs, a process of performance assessment, 
a plan for training and development of customized career.

The leader’s role and leadership in organizations have been topics of several 
scientific studies. According to the leadership theories, several approaches have 
been made throughout time. Some researchers focused on the leader’s role, seeking 
to answer the question: “How can I be in effective leader?” (Day, 2001, 605). The 
focus is on the leader’s role in organizations and how it can make it more effective. 
Other researchers have a relational approach that is centered in the leadership 
process, seeking to answer the question: “How can I participate productively in 
the leadership process?” (Day, 2001, 605). The author did a literature review about 

Figure 1. Integrated Leadership Development Systems



60

Leadership Style and Succession Planning

leadership development, identifying differences between leadership development 
and leader development. For him, both approaches are incomplete (Day, 2001, 605).

Over recent years, the leadership development has proliferated in organizations, 
because several authors have been concerned with the impact of the reform and the 
departure of the leaders from the baby boomer generation, not only in North America 
but in Europe too. According to Ludwick, “the impact on organization is going to 
be dramatic and leadership is going to increasingly important role in the success 
or failure of organizations of all types” (Ludwick, 2007, 23). Corroborating the 
same ideas, Field states that “a major demographic change is on the horizon, and 
if portends a leadership crisis for many organizations” (Field, 2007, 3). According 
to the author, 50% of executives in the U.S. are being reformed in the next 5years. 
Therefore, the author is concerned with training and development of new leaders. 
According to many surveys, the CEO (Chief Executive Officer) succession is a 
matter of business continuity to Top20 Companies because “95% have a CEO 
succession plan” (Brant, Dooley, & Iman, 2008) and, “59% of companies did not have 
succession planning processes sufficient to prepare internal candidates for critical 
appointments” (Brant, Dooley, & Iman, 2008, 18). The importance of succession 
is not proportionate to the preparation of succession because “48% say that they 
haven´t seen a copy of the succession plan within the last year” (Pellet, 2008, 62). 
In this regard, there are two pressing issues. One is the leaders’ succession, because 
organizations are still very connected to the leaders of the previous generation, in 
some cases, the founders themselves (O’Leary, 2009, 4). There are few organizations 
that have bothered to prepare the succession process. The other issue relates to the 
need to develop leadership within organizations, not only by the succession process, 
but also due to the emerging competitive environment. It is necessary to prepare 
leaders, developing their leadership skills so that they are better able to meet future 
challenges. Succession planning refers not only CEO’ succession, but it must cover 
the team of leaders too - top and middle leaders. Throughout the evolution of this 
issue, there has been a shift in focus - from CEO to Team Leadership. In order to 
clarify the issue of succession planning, in the theoretical part is made an investigation 
and analysis of the concepts found in the literature.

Succession Planning

During the 70s to mid-90s of last century, the growth of globalization led to an 
increased focus by the top teams on differentiation strategy and the need for sustainable 
core competencies (Ready, 2002, 63). The development of new leaders was not a 
priority because it was a task of HR professionals and, in some organizations, it was 
the responsibility of specialized organizations. This approach was clearly inadequate 
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and resulted in severe lack of effective leadership. Drotter says that is necessary to 
improve the leadership pipeline (Drotter, 2010, 11).

Throughout the evolution of succession planning, there has been a concentration 
“on upper level management and today, companies are utilizing this planning for all 
levels of their organization” (Kowalewski, Moretti, & McGee, 2011, 99). Further 
important issue that is found in the literature, it is the origin of the leaders. Goldsmith 
tells us that it depends on the organizations and the context. If the leader from the 
outside presents a high risk, then one should whenever possible develop the leader/
successor internally (Goldsmith, 2009, 5). Through interviews with some CEOs of 
major global companies, it seems that most of them prefer an internal successor 
due to the importance of knowledge, history, and culture of the organization. They 
also emphasize that the development of leaders is an obligation of the CEO (Behan, 
Kirschner, & Snyder, 2009, 32). According to Brant et al. (2008, 17), leadership 
is the most critical factor in the success of any organization. In the several studies 
cited by the authors (Hewitt, 2005; Ritter, 2003, 2005; Rothwell, 2005) more than 
50% of participating companies (some of them in the Top 20 USA Companies), state 
that: - succession planning is important for success and, companies prefer to train 
internally leaders, although not always have enough candidates. Another finding is 
that only 1% of HR executives considered “excellent” the succession process and 
66% consider it “bad”. More than 50% of HR executives believe that succession 
planning is important, but in practice, they identify some difficulties in the process. 
By them, CEOs and senior executives do not take responsibility for the succession 
process. They have to identify and prepare successors, aligning business strategy 
and succession planning (Brant et al., 2008, 17).

Within the field of research, it is possible to find many papers on succession 
planning because there are several authors who care about this issue. Garman and 
Glawe claim that there is no solid study on succession planning case, there is a set of 
individual opinions based on experience. Regarding the state of art, it appears that the 
first literature review was published in 1994 and developed by Kesner and Sebora. 
The paper explores three stages of investigation: i) 1950s to 1960s - the emergence 
of the field; ii) 1970s - the development of theory and empirical investigation; and, 
iii) 1980s to 1994 - Explosive growth (Kesner & Sebora, 1994, 327). Thus, the paper 
reflects the foundations of succession literature, using the expressions ‘Executive 
Succession’ and ‘CEO transition/succession’. The CEO succession planning is 
important; however, organizations have other leaders who need to be trained and 
prepared for the future. This is one of the criticisms of the early approaches about 
this theme. The latest streams of thought show that the capacity of the leadership is 
in the team (David Day, Gronn, & Salas, 2004), then the leadership must be focused 
on the team (Morgeson, DeRue, & Karam, 2010), because leadership influences 
the team performance (Zaccaro, Rittman, & Marks, 2001). Therefore, the team 
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dynamics contribute to the concept of team leadership. For House and Aditya, team 
leadership refers to a distributed leadership - delegated leadership, co-leadership 
and peer leadership (House & Aditya, 1997, 440). Within the field of training and 
leadership development, the focus remains in team effectiveness (Santos, Caetano, 
& Tavares, 2015).

Giambatista, Rowe and Riaz made   a critical review of the leader succession from 
1994 to 2005 and they consider “the use of existing organizational theory as well as 
the development of new unique theory to succession” (Giambatista, Rowe, & Riaz, 
2005, 980). According to them, the state of the art is fragmented and variable. Research 
has grown in the several areas of knowledge such as organizational theory, strategy, 
organizational behavior, and finance. This fragmentation leads to the need to read 
the documents of the several theories and researchers can get more comprehensive 
theoretical explanations (Giambatista, Rowe, & Riaz, 2005, 981).

Overall, the concept of succession planning has been used to describe “a wide 
variety of activities involving the planning for key transitions in leadership within 
organizations” (Garman & Glawe, 2004, 119). Recently, succession planning has 
been practiced routinely and systematically in several larger organizations and not 
just the top leaders. Succession planning is done on the levels below. Succession 
planning is not just finding a successor but having someone to develop skills and 
be available to rise to the level of top management. Organizations need to develop 
a superior leadership training; “when succession planning is treated as a regular 
and structured process that’s part of the board’s agenda, it becomes a strategic 
process that’s intimately related to performance and encompasses all mission-critical 
positions” (Ludwick, 2007, 25). In Table 1, we show several concepts.

Table 1. Definitions of Succession Planning
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The succession should be planned. The best practices of an organization not always 
result in good results in other organizations. The organization’s context influences 
the succession process. Succession is an easier way to attract and retain talent and 
to enable the implementation of the strategy and the discovery of the weaknesses 
of the organization (Dutra & Griesedieck, 2010, 14). According to Goldsmith, 
there are ways to make more efficient succession. Succession Planning should be 
called Succession Development because the plan does not develop anyone and the 
focus should be on development and, the results should be measured instead of the 
process. This should have simple and realistic procedures (Goldsmith, 2009, 15). 
Succession planning has evolved in order to integrate talent management in many 
organizations (Garman & Glawe, 2004, 126). Similarly, Groves presents a paper 
that seeks to integrate the best practices in leadership development and succession 
planning (Groves, 2007, 241). The author establishes a model that shows how an 
integrated leadership development and succession planning process requires active 
participation manager. This model is based on the leadership development practices 
found in the literature review about leadership development, conducted by Day (2001).

Leadership Styles

In the past 50 years, researchers have focused on identifying the leadership styles, 
the characteristics or personality traits of great leaders (George, Sims, McLean, & 
Mayer, 2007, 1). Other authors have focused on the idea that it is possible to make a 
leader, through the development of competences (Goleman, 1998, 82). The concepts 
of leadership and leader have evolved over time with the emergence of new research 
and theories. Research is aimed at contributing to development of effective leadership. 
To better understand the generations’ perceptions of what makes a leader effective 
Deal concluded that perceptions are very similar over time. All generations want 
their leaders to be considerate of others. “All generations said effective leaders are 
participative, team-oriented, charismatic and humane oriented, and they are less sure 
that being hierarchical and autonomous makes a leader effective (Deal, 2014, 66).

The researchers began by looking for the most effective leadership style to the 
stable environment of organizations. With the complexity and the constant need for 
change, the researchers begin to identify several leadership styles. Leaders begin to 
adapt their leadership style to situations and contexts. This perspective comes up with 
the situational theories and it is enhanced with the emotional element introduced 
by Boyatzis and Goleman (2000). Bass and Avolio include previous theories on 
components of Transactional Leadership while the charisma, social awareness and 
concern for others are part of the Transformational Leadership style (Avolio, Bass, & 
Jung, 1999; Bass, 1990, 1997; Bass & Avolio, 1993). The paradigm of transactional 
and transformational leadership is considered by Bass as universal because the same 
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conception of the phenomenon can be observed in several organizations and cultures. 
In line with the Bass’ theory, transformational and transactional leadership are 
distinct and complementary processes that can be used simultaneously in different 
situations by leader. Transformational leadership is mostly used at the beginning 
of the organization’s activity and change’s times and transactional leadership is 
used during times of slow evolution and stable environments (Cunha et al. 2006, 
372). The model has evolved over time specifying in more detail the dimensions 
of leadership from transformational leadership to the laissez-faire or passive. The 
model defines the components that characterize each dimension and which items 
allow assessing the leadership style.

Transformational leadership refers to the process where leaders promote the 
commitment of followers and encourage them to overcome their personal interests on 
behalf of the organization’s goals, thus producing great changes and high performance 
(Cunha et al., 2006, 371). According to Sosik and Jung, “transformational leadership 
is all about creating a larger leadership capacity for the whole organization through 
active mentoring and developmental opportunities” (Sosik & Jung, 2010, 344). 
This leadership style has four components inter-correlated (5 I’s) and they are: 
i) Idealized Influence (by Attributes - IIA and the behaviors. IIB); ii) Motivation 
Inspirational – IM; iii) Stimulation Intellectual – IS; iv) Individual consideration - IC 
(Bass, 1997, 133). The transactional leadership focuses on achieving the goals. The 
leader bases its action on power and formal authority conferred upon it (Gomes and 
Cruz, 2007, 152). This leadership style has two distinct components, and they are: 
i) Contingent Reward - CR, and ii) Management by Exception - Active - MBEA. 
The laissez-faire or passive leadership is considered by the authors as a component 
of non-leadership (Bass, 1997, 134). This style consists of two components, and 
they are: i) Laissez-Faire – LF; and ii) Management by Exception - Passive - MBEP. 
Each component is defined in Table 2.

According to the model of Bass and Avolio, the optimal leadership profile 
is characterized by low frequencies of Laissez-Faire, followed by greater use of 
transactional style, including increased Contingent Reward and Management by 
Exception - Active and finally, a greatest demonstration of the components of 
transformational leadership style (Avolio & Bass, 1988 cited by Gomes & Cruz, 
2007; B. Avolio et al., 1999). Over the years, the research findings have shown that 
the components of transformational leadership have a high correlation (between 0.5 
and 0.8) between each of them, but a lower correlation with Transactional Leadership 
specifically with the contingent reward component (between 0.30 and 0.5). Also 
is found in some studies, the correlation with the Management by Exception is 
practically null and moderately negative with the Laissez-Faire Leadership or 
Passive. (Bass, 1997, 134).
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There are some authors who criticize the model of Bass and Avolio noting that there 
is ambiguity concerning the differentiation of the subdimensions of transformational 
leadership (Bryman, 1992; Yukl, 1999 cited by Rafferty & Griffin, 2004). Empirically, 
this issue has been reflected in a lack of support for the hypothesized factor structure 
of the transformational model and for the discriminant validity of the components 
of the model with each other (B. Avolio et al., 1999; Rafferty & Griffin, 2004). 
The higher-order factors of transformational leadership and transactional leadership 
should be examined rather than the individual components of the model (Carless, 
1998; Tepper and Percy, 1994 cited by Rafferty & Griffin, 2004). To address these 
issues, Rafferty & Griffin identify a set of more focused and theoretically distinct 
subdimensions of transformational leadership. The empirical properties of measures 
selected to assess these subdimensions are examined, relating the leadership factors 
with theoretically selected outcomes, is developed and tested (Rafferty & Griffin, 
2004).

Table 2. Dimensions of Transformational Leadership Model – Adapted from Bass 
and Avolio, 1997
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Other studies have been conducted on transformational leadership, not only 
at the individual level, but also at the team performance level. It can be seen that 
transformational leadership is positively related to job satisfaction of followers 
and team performance (Braun, Peus, Weisweiler, & Frey, 2013). In this study, 
the relationship between supervisors’ individual perceptions of transformational 
leadership and job satisfaction was mediated by trust in the supervisor and the team. 
However, trust in the team did not mediate the relationship between supervisors’ 
perceptions of transformational leadership and team performance. Other studies 
of transformational leadership that analyze organizational performance, emotional 
intelligence, organizational learning, and innovation demonstrate the positive 
relationship with this style of leadership (García-Morales, Jiménez-Barrionuevo, 
& Gutiérrez-Gutiérrez, 2012; Harms & Credé, 2010; McCleskey, 2014; Pieterse, 
Knippenberg, Schippers, & Stam, 2010; Wang, Oh, Courtright, & Colbert, 2011).

Among other theories, we are witnessing a greater concern for the human being 
and the social issues. In this context, there are some leadership styles that arise 
from theories - Relational Leadership, Authentic Leadership, Servant Leadership, 
Humane Leadership and Ethical Leadership.

Following the Hollander’s framework (1978) and other researchers, it is necessary 
to combine the different domains of leadership - Leader, Follower and Relationship. 
The traits and behaviors approaches are focused in the leader’s domain. When we 
analyze the perspective of the Followers in the leadership process, we have the 
contingency approaches. According to the Leader-Member Exchange Theory, the 
concept of leadership changes in three domains: i) Leader-based Leadership – 
Appropriate behavior of the person; ii) Follower-based Leadership – Ability and 
motivation to manage one’s own performance; and, iii) Relationship-based Leadership 
- Trust, respect, and mutual obligation that generates influence between parties 
(Graen & Uhl-Bien, 1995, 224). This approach yields a new term in the leadership 
literature - Relational Leadership. The concept is still unclear, however, relational 
leadership is “a social influence process through which emergent coordination 
(evolving social order) and change (new values, attitudes, approaches, behaviors, 
and ideologies) are constructed and produced” (Uhl-Bien, 2006, 655). More recently, 
Relational Leadership is associated with ethical issues (Nicholson & Kurucz, 2019) 
and Ethical Leadership (Brown & Treviño, 2006; Jensen, Cole, & Rubin, 2019).

Regarding authenticity, it is largely defined by what people see in the leader. There 
are consistent steps that help others to perceive the leader as authentic - to gain a better 
understanding of themselves, others, and to better connect with the organizational 
context (Goffee & Jones, 2005). George et al. report that over the past 50 years, 
various leadership studies have focused on determining the styles, characteristics, 
or personality traits of great leaders. According to the authors, being authentic is 
not trying to imitate others. It is possible to learn from the experiences of others, 
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but success is not achieved by being equal to others. “People trust you when you 
are genuine and authentic, not a replica of someone else” (George, Sims, McLean, 
& Mayer, 2007, 1). One of the skills to be developed by leaders was recommended 
by 75 members of the Stanford Graduate School of Business’s Advisory Council as 
self-awareness, which is the emotional competence associated with the emotional 
intelligence competency model. These and other researchers believe that authentic 
leadership emerges from leaders’ life stories. “The life-story provides followers 
with a major source of information on which to base their judgments about the 
leader’s authenticity” (Shamir & Eilam, 2005). In this approach, studies are found 
from the perspective of the attributes and characteristics of the leader (Goffee & 
Jones, 2005; Harvey, Martinko, & Gardner, 2006), however, there is a fundamental 
role of followers, particularly in its development. (Gardner, Avolio, Luthans, May, 
& Walumbwa, 2005). The antecedents of the concepts ‘authentic leadership’ and 
‘followership’ are the personal stories of leaders and followers. However, life 
experiences are not expected to develop authenticity, so the distinction between the 
terms ‘Authentic Leader Development’ and ‘Authentic Leadership Development’ is 
found in the literature. This approach to authentic leadership continues to be studied 
along with the ethical issues associated with leadership (Crawford, Dawkins, Martin, 
& Lewis, 2019).

A servant leader is one who is a servant first. This leader has the natural feeling 
that one wants to serve first. Most of the servant leadership literature is philosophical. 
This approach has a theoretical framework that advocates a leader’s primary motivation 
and role as service to others. However, it is not possible find enough scientific 
evidence (Russell & Stone, 2002, 145). These authors reviewed the literature on 
servant leadership. Agreeing with these authors, Avolio, Walumbwa and Weber 
(2009, 437) refer that it is necessary to examine how the personal values of servant 
differ from those of other leadership styles, such as transformational. According to 
Dingman & Stone (2007), one business process which holds potential to reflect the 
impact of servant leadership is succession planning. The case study conducted by 
these authors showed a positive relationship between servant leadership principles 
and the succession process.

More recently, Dimitrov (2015) realized the first empirical case study about 
Humane Leadership. The author explored how leadership influences an organization 
to become humane through its features and behaviors. One of the conclusions of 
the case study is that traits and behaviors of some modern leadership theories such 
as authentic leadership, transformational leadership and charismatic leadership 
were combined under the concept – humane leadership; certain types of leadership 
features and behaviors are similar. This study sums all these leadership styles in 
humane leadership.
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In the most recent studies, two themes emerge linked to leadership styles. These 
studies address the ethical issues of leadership, more specifically the impact of ethical 
and moral behavior of the leader (Jensen et al., 2019; Nicholson & Kurucz, 2019).

Leadership Development

Leadership development occurs in a complex and dynamic context due to issues 
related to globalization, change in organizational structure, knowledge-based economy 
and diversity (Carbery & Garavan, 2014, 390). Moreover, leadership is “a composite 
of multiple aspects and experiences” (McGuire, 2014, 197). Consequently, a single 
theory is not enough to understand the leadership phenomenon. Leader development 
is “a complex process and remains something of an art” (McGuire, 2014, 197). All 
these issues make sense only if leadership development was considered a serious 
process. Only in this context leaders “recognize that building their organization’s 
leadership potential is going to be a major differentiator for future success” (Kets 
de Vries & Korotov, 2010).

In Tables 3 and 4, we present some concepts and the main differences between 
leadership development and leader development.

Leadership development is a wider process that includes the development of 
leader. All authors believe that leadership development is a collective process that 
covers the organization and leader development (focused on the individual). It is 
also common concern that leader development must be in keeping with the needs 
and strategies of the organization. On the other hand, leadership development 
must consider the development needs of the leader and the organization’s needs. 
Also note that in the last decade, leader development has piqued the interest by the 
authors. Leader development is focusing on the human capital development and 
leadership development is oriented towards the social capital development. Human 
capital corresponds to individual behaviors, such as self-awareness, self-regulation, 
and self-motivation (intrapersonal competence). The social capital emphasizes the 
development of reciprocal obligations and commitments on a foundation of trust and 
mutual respect (interpersonal competence). Leadership development is a relational 
leadership perspective.

It is necessary to identify and develop flexibility, results orientation, feedback, 
motives, values, attitudes and behaviors of the futures leaders, in order to analyze 
the technical and cognitive skills, and also what the author calls “the ability to learn 
from experience” (Christensen, 2006, 12). The lifelong learning process is only 
possible when organizations promote leadership development practices. Although 
Day considers that many practices have been developed and implemented for other 
purposes, he examined the practices used in the organizational context. The practices 
are described in Table 5.
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Table 3. Definitions of Leadership Development and Leader Development

Table 4. Leader Development and Leadership Development - Adapted from Day, 2001
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Training is the first formal way to ‘train’ leaders. However, it is complemented 
with other activities - 360º Feedback, Coaching/Executive Coaching, Mentoring, 
Networks, Job Assignments and Action Learning. Most practices have their focus 
on human capital, except Networks. It is possible but the focus is on social capital 
and only Action Learning has focused on both (human and social capital). Coaching 
involves customized learning ways focused on the goals leading to behavioral change 
(Hall et al., cited by Hernez-Broome & Hughes, 2012, 25). Mentoring allows the 
development of new leaders, through the influence of the older leaders (mentor) 
of the organization due to their own personal and professional experiences. Today, 
mentoring and coaching are the most simple and inexpensive investments in people 
and that provide higher returns and faster (Chiavenato, 2002, 183). According to 
Hamlin, Ellinger, & Beattie (2008, 288), the growth of an emergent coaching industry 
in various countries appears to be expanding rapidly and becoming an extensive 
new field of practice. Within the context of business and organizations, coaching 
could have much in common with the intent and purpose of contemporary HRD.

Human capital is what differentiates organizations, hence the importance in 
developing it. Action Learning is a set of development practices in which important 
organizational issues are addressed in real time (Hernez-Broome & Hughes, 2012, 
25), for the following purposes: i) to find measurable results; ii) to develop targeted 
communications to specific contexts; and, iii) to develop skills and leadership 
abilities in general. Job Assignments is a systematic program of the job rotation. 
The assignment of challenging tasks is a powerful way of leadership development 
because it offers development opportunities for organizations; it produces benefits 
in labor and competitive advantage. The level of involvement and participation of 

Table 5. Practices in Leadership Development - Adapted from Day, 2001
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the organization in this practice depends on the leadership development process; 
it depends on the amount of information provided in relation to development 
opportunities in your current role for a systematic program of job rotation. Finally, 
360º Feedback has been the most widely used method to evaluate skills development 
of the leader. The purpose of this practice is to evaluate the different perceptions 
- supervisor, peers, suppliers, and internal customers - to obtain a more complete 
picture of individual performance.

The study of Broome and Hughes shows that individual development is not the main 
focus, although it is a critical issue in the development of leaders (Hernez-Broome 
& Hughes, 2012, 27). The purpose of leadership development involves action and 
not just knowledge, because it can support the performance and application of skills 
in organizations, through methods such as “(…) training programmes, coaching, 
mentoring, action learning and developmental assignments” (Hernez-Broome & 
Hughes, 2012, 27).

According to Dugan and O’Shea (2014, 1), organizations spend a lot of money 
on leader development. It is critical to know the return on investment. Kincaid and 
Gordick tried to know the Return on Investment (ROI) and concluded that leadership 
development is correlated with profitability and “(…) can influence bottom line 
profit margins by as much as 47%” (Kincaid & Gordick, 2003, 50). When coaching 
is used as leadership development practice, the programs focused on leadership 
development increase productivity, sales and reduce turnover. Accordingly, to the 
Goleman’ research, only one third of ROI is due to the technical skills, because most 
of the variation is due to interpersonal and emotional competences. This variation 
goes to 80% when considering the senior leaders (Goleman, 1998 cited by Kincaid 
& Gordick, 2003, 50).

From the literature review we conclude that succession planning is effective 
only if it is beyond the identification of potential future leaders. According Day, 
succession planning and leadership development “are inherently intertwined in the 
identification and development of leadership talent” (Day, 2011, 45). In summary, 
the Figure 2 outlines the theoretical model.

The research objective is to identify the leadership style that promotes succession 
planning by implementing leadership development practices. In Figueiredo’ research, 
it was found that the transformational leadership style promotes Coaching/Executive 
Coaching and the laissez-faire leadership style promotes Networks and Action 
Learning (Figueiredo, 2013, 44).
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METHODOLOGY

The research methodology is quantitative, and the dependent variable is the existence/
nonexistence of succession planning. The independent variables are: i) Leadership 
styles - Transformational, Transactional and Laissez-Faire; and ii) The existence/
nonexistence of leadership development practices defined by Day - 360º Feedback, 
Coaching/Executive Coaching, Mentoring, Networks, Job Assignments and Action 
Learning. Most of the variables are dichotomous because the target population is 
composed of the leaders of several organizations and there is no advance information 
if organizations do some succession planning or implementing leadership development 
practices. It was the way found to check their existence within organizations.

The choice of research strategy was difficult for the resources available. The 
choice was to delimit the economic industry and get the first conclusions on the theme 
neglecting their possible generalization because the sample used is not representative. 
The services industry is the main economic industry, and it was the industry with the 
highest growth in turnover and employment created. The idea of this research was 
to conduct a pilot study to examine the perception of the leaders about succession 
planning in Portugal, because we do not find other scientific studies. The Portuguese 
business structure consists of 98% of small and medium-sized companies (up to 250 
employees). In this sense, it was hard to get a pilot study in a large company. The 
choice was to use a database of service industry companies to get a bigger number 
of participants in the study. The selection of companies considered the following 
activities: i) Banking; ii) Insurance; iii) Consulting and Management Support; iv) 
Distribution; v) Media/Telecommunication; and vi) Construction. The research 
strategy adopted is questionnaire (Yin, 2002), using a database of 243 leaders from 
the services industry. Corroborating with the approach of Quivy and Campenhoudt 
(2008, 158), the field of analysis is limited to three groups: i) CEO/Director/Managing 

Figure 2. Theoretical Model
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Director/Manager; ii) HR Directors; and iii) Other Department Directors. The middle 
and top leaders are important in the identification and development of new leaders 
within the organization.

The survey was the technique of data collection chosen. The survey was developed 
in 3 parts: i) Characterization of the Organization ii) Characterization of the Leader; 
and iii) The Leadership style self-perceived. The last part of the survey is composed 
by the Multifactor Leadership Questionnaire1 (MLQ - Form 5X-Short) developed 
by Bass and Avolio. The choice of MLQ was because according to Sosik and Jung, 
“human resources staff can administer the MLQ on a yearly basis to facilitate the 
development of aspiring transformational leaders. By providing feedback from the 
MLQ report to these managers, the quality of mentoring and coaching typically 
increases, and you can accelerate your associates’ leadership development” (Sosik 
& Jung, 2010, 344). The questionnaire was presented in Portuguese. The obtained 
data were statistically analyzed by SPSS version 18.

ANALYSIS OF RESULTS

The survey was available on the platform Zoomerang. The survey recorded 145 
visits which resulted in 65 completed surveys and 18 partially filled. Only 61 were 
considered valid because four surveys were not filled out properly. The number of 
participants is low. It is believed that participants do not conclude the survey due 
to it being too long.

Before starting the analysis and discussion of the results, we present a frequency 
analysis to characterize organizations, the profile of leaders and the leadership style 
perceived by the leaders. (Table 6).

Analyzing the components of transformational leadership model, it appears that 
follow the same trend presented by the authors. The most effective leader is the one 
that gets the highest score in the categories of transformational leadership (3,15) 
then the components of Contingent Reward (3,06) and Management by Exception - 
Active (2,13) and then Passive (1,34). Finally, the component with the lowest score 
is Laissez Faire (0,62). (Table 7)

As the variables related to the model components are quantitative, we can analyze 
correlations between them (Appendix 1). As the number of observations is greater 
than 30, we used the Pearson correlation coefficient (r) and the significance level 
(ρ-value). Across them it appears that the components of transformational leadership 
(IIA, IIB, IM, IS and IC) show a positive correlation between them. This correlation 
is moderate in most cases. The IIA and IM components are those that have the highest 
correlation (0.67). The LTRANSF variable also presents a positive linear correlation 
with the components of Results (EE, EEF and SAT) and negative with the LF variable 
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(Laissez-Faire). The LF variable stands out for having a negative linear correlation 
with all the variables of Transformational Leadership, Transactional Leadership 
and Results (RL). The RL variable has a strong positive linear correlation with its 
components (0.91, 0.88 and 0.86, respectively), as well as with all categories of 
Transformational Leadership. It also highlights the correlation coefficient of 0.77 
with the CR variable belonging to Transactional Leadership and a negative linear 
correlation with the LF variable belonging to Laissez-faire leadership.

According to the Bass’ assumptions, the Transformational Leadership components 
have a high correlation between them (0,5 - 0,8), except for the IIB variable. According 
to the author, the CR variable presents a moderate correlation (0,3 - 0,5) with the 
Transformational Leadership. It also notes that the MBEA / P variables have almost 
no correlation and moderately negative with the Laissez-Faire Leadership.

Research Question: Is there any relationship between the leadership styles and 
succession planning within the organization?

Table 6. Characterization of organizations, Leader Profile Leadership Style and 
self-perceived - Frequency Analysis
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We choose Binary Logistic Regression model to identify the leadership style 
perceived by leaders who promote succession planning in organizations. This model 
is used when the dependent variable is dichotomous and the independent variables 
are continuous and/or dichotomous (Osborn, 2008, 569).

There were obtained the results shown in the following tables using SPSS:
In Table 8, it is possible to evaluate of the quality of the model by the percentage 

correct answers that is 78,7%. By adding the variables, we can predict with 78,7% 
accuracy. The model seems to be good, but we need to evaluate the model fit and 
the significance level as well.

Table 7. Result of survey according to the scoring scale Model Bass and Avolio

Table 8. Classification Tablea
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The ‘-2 Log likelihood’ ratio varies between zero and infinity and measures 
the inability of the model to explain the dependent variable (Table 9). The ratio is 
58,262. Additionally, the output shows the reduction of ‘-2 Log likelihood’ when 
entering the independent variables: 23,510 (Table 10). This reduction is calculated 
using the reference model with only one constant. This model shows the ratio of 
58,262 + 23,510 and the model with the independent variables translates into a 
reduction of 23,510. The ratio has a chi-square distribution and p-value (0,015) 
indicates that all the independent variables have explanatory power for any higher 
significance than 0,015.

The ‘Cox & Snell R Square’ and ‘Nagelkerke R Square’ coefficients are indicators 
of logistic regression like R Square (the linear model). The first evaluates the overall 
fit of the model and the other refers to the explanatory power of the model. The 
results indicate that the degree of fit is hardly satisfactory (0,320) and the results 
show a moderate explanatory power (0,433).

Finally, in Table 11, there are the estimates of the coefficients (βs) and the 
significance of the corresponding parameters. The Transformational Leadership 
was automatically removed. The Wald statistic has a chi-square distribution, and it 
is equal to the t ratio in the linear model. The results indicate the rejection of the 
hypothesis H0, i.e., the significance of the Laissez-faire leadership style variable (LL) 
and its components - Laissez-faire (LF) and Management by Exception - Passive 

Table 9. Omnibus Tests of Model Coefficients

Table 10. Model Summary
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(MBEP) -, contribute significantly for the explanation of the dependent variable, 
i.e., Succession Planning.

To understand the relationship between succession planning and leadership 
development practices, it is necessary to analyze the results of contingency tables 
because the variables are dichotomous (qualitative). In Table 12, it appears that the 
distance between the observed and expected values are large. There is evidence of 
association between them. With the results of the chi-square test, it appears that 
the p-value equals 0,05, so we reject the hypothesis H0 - with a confidence level of 
95%, the variables are associated (χ2=3,86; df=1; ρ-value=0,05). The V. Cramer 
coefficient tells us that the intensity of association is weak (0,35), but acceptable.

Table 11. Variables in the Equation

Table 12. Crosstab – Succession Planning vs Leadership Development Practices
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Doing the same analysis for each practice, it appears that only 360º feedback and 
Coaching / Executive Coaching are associated with succession planning. (Tables 13 
and 14) The V. Cramer coefficient shows that the intensity of association is weak, 
but acceptable (0,27 and 0,30, respectively).

CONCLUSIONS AND IMPLICATIONS

Throughout time, leadership development has become increasingly important to HRD. 
There are many reasons that induce a greater concern for leadership development. 
Theoretically, many authors reported several reasons - the complexity, the strong 

Table 13. Crosstab – Succession Planning vs 360º Feedback

Table 14. Crosstab – Succession Planning vs Coaching/Executive Coaching
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commitment to innovation that is reflected in the need for greater adaptation to 
new contexts and the need for constant knowledge updating. These authors have a 
wider view because the focus is not only the leader but throughout the organization 
and team of leaders. Other authors focus on the leader, including the competence 
of leaders. A main concern is the existence of leaders who can quickly ascend to 
the leadership roles. For them, organizations must have the leadership pipeline and 
succession planning. This study was performed to middle leaders and not merely the 
CEO, because we believe that succession planning is transversal to the organization.

The research findings are outlined in Figure 3, and are the following:

1.  The laissez-faire leadership style is related to the existence of succession 
planning; when leader adopts a passive leadership style, not involved in the 
processes, the succession planning is positively influenced by the leadership 
style;

2.  The existence of leadership development practices in the organization is related 
to the existence of succession planning;

3.  The 360º Feedback and Coaching/Executive Coaching separately are related 
to the succession planning; Coaching is a practice that promotes the human 
capital development, so it is assumed that succession planning may be related 
to leader development.

In Figure No 3, we seek to schematize the findings of this study with the 
research undertaken by Figueiredo (2013), about the relation between leadership 
styles and leadership development practices. Thus, the leadership styles that seem 
to have a relation to the leadership development practices are the Transformational 
Leadership and Laissez-faire Leadership. The transformational leadership style 

Figure 3. Research Results
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tends to promote Coaching/Executive Coaching and the laissez-faire leadership style 
tends to promote Networks and Action Learning (Figueiredo, 2013). Regarding the 
succession planning, the findings indicate a positive relationship with the Laissez-
faire leadership style, as well as the following leadership development practices: 
360 ° Feedback and Coaching / Executive Coaching.

One reason for these results can be found in theory. The transformational leadership 
style can be used in the context of organizational change and unstable environments 
and the transactional leadership style it turns the reverse. Although the sample 
was not representative and cannot be generalized without doing further research, 
the findings of this study point to two important ideas: i) the concern to promote 
succession planning occur when leader perceives that is not focused on defining 
objectives and action plans, delegating and not taking responsibility. Organizations 
should always have a leadership pipeline in order to have leaders available and 
prepared to assume leadership positions: and ii) the leader takes a passive style 
within the organization he cares about the promotion of succession planning. In the 
organizational context, this leader behavior jeopardizes the continuity and survival 
of the organization, because this concern should be ongoing.

These ideas are interesting, but we need to promote their validity particularly 
in the context of an organization. Even considering other more recent leadership 
styles found on literature review.

Within the field of leadership, this study adds to a greater awareness of the 
leaders on the impact of leadership style on the organization’s daily life. In addition, 
the concern for developing leadership within the organization is not enough. It is 
necessary to understand the perceptions and expectations of several generations of 
leaders. The new theories of leadership emphasize leadership styles which focus 
more on the human element, even considering the human organizations. Increasingly, 
the leadership must be an ‘interactive’ process between the leader, the followers, 
and the relationship between them.

Leadership development and succession planning need to be integrated and work 
together since they are arguably essential to the future of organizations. The leadership 
development practices do not produce outcomes without a specific development 
plan and appropriate to the leader needs. Organizations that promote leadership 
development practices and do not have a succession planning are wasting resources, 
as well as organizations that have a succession planning and do not promote the 
most appropriate leadership development practices.

A greater awareness of leaders for these issues is required because leadership 
development and succession planning must be integrated into the strategy and 
organizational culture.
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This study has a great interest for the HRD. First, it concerns to perception of the 
leaders on the need to develop human capital within organizations. On the other hand, 
the study raises awareness of the urgent need to promote leadership development 
in organizations. This development requires the development of leaders not only 
from the top of the pyramid but also at middle levels. Thus, the main implication 
for HRD can be summarized in the following sentence: Leaders who cares about 
the development of his followers are organizations with active measures of HRD 
and competitive and sustainable organizations.

RECOMMENDATIONS AND FUTURE RESEARCH

Without the chance of generalize, we believe that these findings are close to reality 
because organizations studied are like the Portuguese entrepreneurial structure. It 
is important in the next research reproduce the analysis in a single organization 
and considers the followers’ perception too. The study considers only the leaders’ 
perception. Increasingly, the followers’ perception and the comparison with the leaders 
are essential for the social sciences. If the followers’ perception is important, then 
the context and the environment in which research occurs is another of limitations.

We see that it is necessary to deepen the idea that succession planning is related 
to the leader development (human capital) instead of leadership development (social 
capital) due to the association found with the Coaching/Executive Coaching. Thus, 
we see the need to continue to conduct research in this field.

Finally, it is necessary to assess the level of satisfaction with the succession 
planning and leadership development practices used in the organization. It is important 
to realize the displeasures and the difficulties experienced with the process.

Only in this way it is possible to think about possible solutions to help organizations 
in promoting leadership development and, in turn, the succession planning. This is 
the road that organizations must go through to maintain effective leadership.
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KEY TERMS AND DEFINITIONS

Leader: Is someone who has the ability to influence, share, and inspire their 
vision on others; others live and feel this vision as their own.

Leader Development: Refers to the development of individual skills of the leader.
Leadership: Is a process of reciprocal influence between the leader and the 

follower.
Leadership Development: Refers to the development of leadership processes 

within the organization, involving the development of its human and social capital.
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Leadership Style: Refers to the characteristic behaviors of a leader in directing, 
influencing, guiding, and managing a group of people.

Succession Planning: Is a process of identifying and developing people with 
characteristics to assume strategic positions within the organization.

Transformational Leadership: Is a leadership style based on the leader’s 
charisma, in its concern to inspire and motivate others and in their willingness to 
encourage personal and professional development of its followers.

ENDNOTE

1  Available at www.mindgarden.com and permission on 03-07-2011
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APPENDIX

Table 15. Correlation analysis between the MLQ variables
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ABSTRACT

Higher education today consists of a complex myriad of varying levels with 
individuals tasked to perform multiple roles and responsibilities. Faculty and staff 
find themselves tasked with multiple responsibilities and fewer resources. Many 
who embark on the journey of becoming academic administrators and leaders in 
higher education often do so based on their technical expertise and successes as a 
faculty member within the institution. Few organizations prepare faculty to step into 
leadership roles with the appropriate training. One area which often lacks training 
is in the area of individual leadership capabilities and connecting with others within 
the organization to accomplish a common goal. This chapter will provide insight 
into five critical domains necessary for individuals to focus on developing before 
entering into a leadership role within a higher education institution. Within each 
domain are central and core competencies which help to determine effectiveness in 
higher education leadership.
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INTRODUCTION

Higher education today consists of a complex myriad of varying levels with individuals 
tasked to perform multiple roles and responsibilities. Faculty and staff no longer 
perform a single set of responsibilities; instead, they find themselves tasked with 
multiple responsibilities and fewer resources (Morris & Laipple, 2015). Many 
who embark on the journey of becoming academic administrators and leaders in 
higher education often do so based on their technical expertise and successes as 
a faculty member within the institution. Few organizations prepare faculty to step 
into leadership roles with the appropriate training (Leaming, 1998). One such area, 
which often lacks training, is in the area of individual leadership capabilities and 
connecting with individuals to accomplish a common goal.

The job of any leader requires an incredible amount of stamina, often feels 
taxing, and might take an emotional and physical toll if one fails to look after their 
individual health and well-being. Bolman and Gallos (2011) stress the importance 
of this in their book Reframing Academic Leadership, when discussing the five 
steps to healthy academic leadership and healthy academic leaders. They point out 
that healthy leaders look for opportunities to create strategies which will “sustain 
confidence and leadership resolve during the darkest hours” (Bolman & Gallos, 
2011, p. 191), and that one should work toward achieving this accomplishment by 
paying close attention to the five key areas: boundaries, biology, balance, beauty, 
and bounce.

This chapter will provide insight into five critical domains necessary for individuals 
to focus on developing before entering into a leadership role within a higher education 
institution. These critical domains include: 1) Personal and Ethical Leadership, 
2) Academic Leadership, 3) Strategic and Organizational Leadership, 4) Policy 
and Political Leadership, and 5) Evidence-Based Leadership. Within each domain 
are central and core competencies that help to determine effectiveness in higher 
education leadership. This book chapter will examine each of these domains and 
competencies. The goal of this chapter is to provide evidence related to best practices 
and recommendations associated with these five critical domains of leadership as 
well as the core competencies in each of the domain areas.

Personal and Ethical Leadership

As a leader in higher education administration, the ability to act with integrity, take 
responsibility for ones actions, and be portrayed as honest, provides a strong base 
for those in the organization (Gmelch & Miskin, 2011). Understanding what this 
means as a leader will guide individuals looking to advance within higher education. 
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Without this type of leadership, many organizations may struggle with fulfilling 
the institution’s mission and vision.

Leadership involves the ability to influence, to work with people, and looks 
for ways to facilitate effective goal accomplishments with the primary function of 
focusing on producing change and movement within the organization (Northouse, 
2010). Tapping into these traits in order to lead an organization with honesty, 
integrity, and responsibility shows the importance of communicating and acting. 
Through open communication and actions, leaders create an organization on which 
to build trust. Beatty and Page (2007) noted, “Trust requires their appreciation of a 
long-term investment in their personal interest and agendas” (p. 201). This statement 
reflects that building trust takes time, and remains a critical component for those 
interested in a role within higher education administration as a leader.

As a leader, possessing self-awareness and understanding one’s own strengths 
and weaknesses allows for opportunities of growth. As leaders in higher education, 
many consider themselves to be lifelong learners. Laal, and Salamati (2012) defined 
lifelong learning as “a whole range of learning that includes: formal, informal, and 
non-formal learning” (p. 399). In addition, this type of learning includes the skills, 
knowledge, attitudes, and behaviors acquired by individuals throughout their day-
to-day experiences (Dunn, 2003). Many individuals may struggle to understand 
the value of lifelong learning or realize that even though it may be unintentional, 
they are indeed in situations that make them lifelong learners. Whether formally or 
informally, any time individuals take on a task to learn a new skill, tool, or way of 
doing things, they are expanding their abilities and learning (DeMeuse, et al, 2012). 
As a leader, individuals often find themselves relying on their own strengths, such as 
the ability to connect with people to gain trust and a common understanding. This 
ability allows individuals to work with others to accomplish goals. This strength 
could be utilized as a leader to advance the mission of the school, while also helping 
those within the organization to achieve success in their own roles.

One major weakness for some individuals seeking to enter into a leadership 
role may be in the ability to bring their own voice to the table. As a rising or new 
leader, one may be fearful of speaking up in group settings or providing thoughts 
and opinions around what they believed was an appropriate action to take in a 
situation. Oftentimes leaders lack the ability to speak openly and freely regarding 
problems without feeling as though someone might judge their ability. Barwick 
(2007) expressed this best when he referred to leaders as people who “give up the 
prerogative of acting and reacting like everyone else” (p. 160).

In 2011, Brian Yoder published a report titled Engineering by the Numbers for the 
American Society of Engineering Educators (ASEE), which laid out the challenges 
facing engineering schools today. Some of the statistics included issues associated 
with a diverse population studying engineering disciplines. During the 2010-2011 
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academic year, approximately 4% of students graduating with an engineering degree 
identified as African American, and 8.5% as Hispanic, with women making up a total 
of 18.2% of all engineering bachelor’s degrees awarded. In addition, Yoder pointed 
out that only 13.8% of women held tenured and tenure-track faculty appointments 
as of fall 2011, and the total percentage for African Americans, (men and women), 
was even worse, at just 2.5% (Yoder, 2012). With so much focus on increasing 
diversity and equity in higher education, as well as in the engineering discipline, 
the percentages associated with women and all populations of underrepresented 
minorities in the engineering disciplines poses a frightening reality related to a lack 
of participation in this area.

As an academic leader, identifying the reasons underrepresented minority and 
women students choose not to study engineering persists. For those who enroll in 
an engineering discipline, leaders should work to engage these populations early 
to identify ways to retain them in the field. Understanding the reasons why these 
students fail to study, or leave engineering to study another discipline, remains an 
important factor to helping understand and address the low retention and persistence 
rates within this discipline (Mara, Bogue, Shen, & Rodgers, 2007).

Today, more than ever, institutions are focusing on diversity issues within their 
organizations. One metric, which some institutions are utilizing, focuses on the 
concept of Cultural Intelligence. The idea behind Culture Intelligence focuses on 
the ability for one to suspend judgment of another until all information becomes 
available beyond just the ethnicity of an individual, so that one accounts for varying 
personality attributes (Triandis, 2006). This concept works to allow individuals to 
“meet people where they are” and learn from their individual experiences to gain a 
better understanding of differences and backgrounds (Livermore, 2011). The role 
for those in higher education leadership is to work toward this common ground and 
understanding.

Gender and racial parity continues to be a top priority for many higher education 
institutions; however, this attainment of gender and racial parity also comes with 
challenges and, often times, many institutions fall short of this accomplishment for 
a variety of reasons. Academic leaders should focus on working with the school as a 
whole to create a safe and inclusive environment so that all faculty, staff, and students 
feel comfortable and welcome. Through training, conversation, trust, and willingness 
to understand all sides, leaders can become a resource and a knowledgeable expert 
(over time) to provide feedback and support for this important initiative (Gmelch 
& Miskin, 1993).

Understanding that most people operate with the best of intentions when working 
through problems or issues will help leaders to stop and think about how they can 
collectively work together to find solutions. Knowing that issues and concerns that 
may come to light arise from individual passion, and not individual personal attacks 
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on one another, will help leaders understand the situation and realize the importance 
of their role. Possessing the ability to listen to a situation as an impartial observer 
and provide fair treatment to all parties involved helps leaders and those within the 
organization realize there is a strong desire to work toward solving problems and 
finding solutions without judgment. Critical listening skills and the ability to render 
impartial decisions provide leaders with insight and the ability for others to view 
them as a valuable resource within their organization (Lawrence, 2009).

Many people think the minute they receive a leadership position those around 
them will automatically consider them a leader that they will willingly follow. 
Unfortunately, leaders who feel this way often fail to find support in their institutions. 
As Peter Shapiro (2005) pointed out, “Leadership is an action, not a title, and the 
ability to lead can be found in every person. Each of us needs to claim our authority 
to lead at the right time and in the right place” (p. 1). This statement should resonate 
with those seeking to become leaders within their organizations. Current and future 
leaders should understand that their actions would speak louder than their words 
or their title when attempting to gain the trust of those within the organization. As 
a leader, the individual serves as a role model for others, acting with character, 
integrity, and honesty (Northouse, 2010). In addition, leaders should create and 
adhere to a personal code of conduct which will help guide them through the many 
challenges, obstacles, and temptations that they will encounter at different stages 
of their career (Plinio, 2009).

A major challenge for some may be in the ability to separate from those who 
used to be seen as peers. Good leaders take advantage of social opportunities for a 
variety of very good reasons; however, they also know the importance of keeping 
some distance between themselves and those in their organizations (Barwick, 2007).

Academic Leadership

As an extremely complex organization, higher education today needs strong leaders. 
With so many demands from students, faculty, staff, parents, government agencies, 
and even donors, academic leaders need to understand the role they play within 
the institution. Leadership definitions vary greatly by experts in the field. Over the 
years, what defines a leader seems to change again and again. Understanding that 
everyone can possess leadership skills and traits will help guide individuals through 
their careers. Following Peter Northouse’s theory, the ensuing components will 
help define individual leadership: 1) Leadership involves a process, 2) Leadership 
influences others, 3) Leadership occurs in groups, and 4) Leadership involves a 
common goal (Northouse, 2010).

Attaining the necessary skills and traits to operate as a leader who successfully 
works through the components identified by Northouse will allow individuals, 
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as academic leaders, opportunities to understand the vast differences within their 
respective organizations. It will also provide each with the ability and skills needed 
to adjust their leadership styles based on the group dynamics and those working on 
the project or problem (i.e., faculty, staff, students, donors).

Field, or technical, expertise will no longer suffice to bring a campus together to 
advance an institution’s mission and goals. For individuals choosing to participate in 
academic leadership, there is a need to understand individual mindsets, preferences, 
and even biases. As a leader, one must learn about varying areas previously unfamiliar 
in order to provide all parties with valuable resources within their units.

Understanding that today’s student body needs much more than a strong technical 
skillset in their field of study in order to achieve success once they graduate, will 
help educational leaders identify resources to support these students throughout 
their academic careers at the institution. Simply providing students with curricular 
expertise (developing subject matter knowledge and academic literacy) will not 
give them the leg up they need when entering what many describe as an extremely 
competitive job market (Deming, 2017). Students today can set themselves apart 
from others by participating in co-curricular opportunities (activities that tend to fall 
outside of the academic degree—sports, societies, part-time work, entrepreneurial 
activities, or volunteering). Encouraging students to recognize the value of this co-
curricular activity as part of their development (Andrews, 2013) is a critical role 
for educational leaders.

When serving in a leadership role, individuals need to recognize situations in which 
others around them may not receive what some consider fair treatment. Historically 
in academia, this lack of fairness often surrounded women and underrepresented 
minorities. The history of higher education consists of a predominately white male 
profession which seems challenged to shift the tides which would allow anyone 
interested in pursuing a career in academia to easily break into the ranks (Thelin, 
2011). As an educational leader it becomes imperative to recognize and acknowledge 
the injustices of the past and work to ensure that all parties receive the same 
opportunities regardless of their individual differences or attributes.

In the 2007, ASHE Higher Education Report, Are the Walls Really Down, the 
authors identify ten organizational barriers which affect the workplace. These barriers 
include; hiring, promotion and advancement, lack of support, failure to empower and 
include in decision making, differing expectations, stereotyping and organizational 
fit, lack of mentoring and access to formal and informal networks, isolation and 
soloing, tokenism, and the revolving door (Evans & Chun, 2007).

Faculty searches are often areas where these types of barriers present issues. 
With each faculty search organizational leaders and search committees should work 
to ensure that a broader range of potential candidates can be attracted to help create 
a more diverse and inclusive environment, without falling into the trap of hiring 
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minority faculty to reflect a sense of tokenism, as discuss in the 2007 ASHE report. 
Tokenism refers to the assumption that the goal of diversity reaches satisfactory 
levels simply by hiring a few minorities into faculty positions just to check a box 
(Wijaya, 2020). The goal of every faculty search should be to find more effective 
ways to affect specific change in how minority populations are recruited to better 
represent a diverse and inclusive faculty body.

One way to change this lack of representation in underrepresented populations 
focuses on collaborative efforts. Leaders should look to identify unintentional biases 
within job postings, ad placements, and resume screening processes, which may be 
limiting for some underrepresented populations. For example, if hiring committees 
are reviewing applications and have an allegiance to specific institutions, they may 
not consider candidates from other institutions that they consider a lesser institution. 
Leaders could work toward preventing this unintended bias toward applications by 
requiring that all applicants’ personal information (i.e. names, school attended, etc.) 
be de-identified during the screening process to select candidates for the first round 
of interviews. Working with faculty and central diversity offices, leaders can change 
the way ads are written, as well as identify areas for posting jobs that will draw a 
more diverse candidate pool as a way to aid in this change. This type of change and 
transformation could take many years before institutions see a shift toward a more 
diverse faculty population; however, these are critical to the success of creating a 
more diverse population within every organization.

A good leader can help others grow and expand their skillset, so they in turn gain 
leadership skills. Every organization is faced with good leaders and poor leaders, 
which can influence individual growth and mindset related to how organizations 
should operate. Some of the best leaders are those that believe in the ability of others, 
as they choose to serve as mentors and provided individuals with opportunities to 
grow and advance in their own careers. For educational leaders, the ability to serve 
in this role, as an inspiration and guide for others, remains paramount. Education, 
after all, according to Miller and Miller (1997) persists as, “the acquisition of 
knowledge and skills by the learner” (p. 3). If the role of the educator then focuses 
on ensuring that the learner receive the knowledge and skills necessary, why then 
would leaders not transfer this ability to educate those individuals working in higher 
education in order to better prepare them for positions to more effectively transfer 
leadership knowledge?

One way in which leaders can be successful in the shift to educate others in the 
organization is through what can be referred to as employee empowerment. The 
AMA Dictionary of Business and Management refers to employee empowerment as 
a way to provide motivational strategy to channel more responsibilities to employees 
(Kurian, 2013). What this means is as leaders, and in an organization, individuals 
are provided with an opportunity to advance and grow in their own careers. While 
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many might say the path of least resistance would result in a swift solution, and that 
by giving people the answers all you accomplished was solving the current problem 
at hand. Leaders should work with individuals to teach them the tools and skills 
needed to arrive at answers or solutions to problems—this increased knowledge 
will provide for individual growth.

Serving as a mentor to others will also support individual growth and should be 
part of every leader’s role within their organization. The first step in any mentoring 
plan requires meeting with the individual to be mentored as a way to discover what 
areas they want help in developing in their current role, or to understand what type 
of role they hope to grow into as they look to advance their careers. Once goals are 
identified, the leader (mentor) should work with the individual (mentee) to come 
up with a plan to realize those goals. This will require staff to understand whether 
the leader is willing and available to teach new skills or is just interested in serving 
as a sounding board.

Other challenges that many academic leaders face are related to facilities and 
resource allocations. This challenge remains one of the most critical components 
for just about any leader working toward attaining adequate space to support their 
organization. Today, in higher education, academic leaders often receive fewer 
and fewer resources—less money, less staff, less space—while at the same time, 
institutions ask these same individuals to perform greater tasks and to stretch the 
resources provided even further (Morris & Laipple, 2015). Understanding these 
pressure points and ways to work within the organization’s constraints requires leaders 
to have a strong balance and understanding of the critical nature their institution 
is under at a particular point in time. Assessing status within the organization and 
planning for future growth, changes, or even reductions, will help determine the 
direction a leader needs to focus efforts related to facilities and resources.

Physical facilities and space allocations within a unit often appear extremely 
limited and scarce based on available land within the university and funds available 
to expand. Understanding the complexity and scarcity of physical assets in higher 
education, at times proves cost intensive or even prohibitive, (Musa & Ahmad, 
2012) adding additional barriers to units looking to grow and expand. Many times, 
as a leader, individuals face challenges to identify additional facility resources and 
make expansion requests on behalf of the organization. As such, the institution may 
require unit leaders to make a case for why their unit should receive these scarce 
resources over another unit on campus. In addition, as a leader, the institution may 
require you to show that if given the facility or space, your unit possesses ample 
resources (funding and staff) to move quickly to renovate and maintain that space.

Personnel and staffing resource, at times, can seem even more contentious. With 
so much emphasis today being placed on cost cutting and limiting the number of staff 
within a unit, academic leaders need to work together to determine the best use of 
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these limited resources. In depth analysis across all units can become problematic for 
some leaders, as staff within the organization may worry about the risk of losing their 
jobs as a result of these efforts. Leaders are faced with asking some hard questions. 
Some of these questions may include: “Should current roles and responsibilities 
change?” “Are there duties that are repetitive in the unit?” “Should tasks currently 
handled by unit staff occur in a central processing office instead?” Understanding 
staff job responsibilities will help determine if resource shifts should happen or if 
additional personnel needs exist in order to accomplish the goals of the unit.

Strategic and Organizational Leadership

From the early formation of higher education, institutions were run by faculty members 
who not only educated the students but also lived with them and served as mentors 
and guides through the maturation of the student as a whole person. As demand for 
education grew and more and more regulations saddled institutions, faculty simply 
lacked the bandwidth and possible administrative skillset to handle all the activities 
required (Thelin, 2011). Increased student population and new regulations brought 
about the role of support staff and administrators in higher education institutions. 
These individuals became experts in the administrative activities associated with the 
institution, freeing up faculty to focus on the classroom education of the students.

With the expansion of federal and state regulations came the need for these 
newly appointed administrators to fine tune their skillsets and become experts in 
specific areas, (much like a faculty member serving as an expert in their academic 
discipline). Today, administrators handle issues related to Title IX, business and 
finance, student affairs, residential life, and other areas related to the administrative 
functions of the institution. These individuals are tasked with not only overseeing 
activities within their own organizations but also staying on top of both federal 
and state regulations. For academic leaders to achieve success in higher education, 
one important factor relies on the ability to understand the complexities and inner 
workings of the institution (Thelin, 2011). One area leaders may struggle with is in 
the area of staff performance and evaluations.

Performance issues associated with staff resources often can limit organizations 
and cause issues with the ability to move the organization forward. Individuals 
preparing or aspiring to enter into a leadership role should gain the skills necessary 
to deal with personnel and performance management. There are many training 
opportunities and resources available for leaders to utilize in order to build this 
skillset along with volumes of books and articles on building leadership skill and 
capacity, thus reiterating the need for leaders to be life-long learners. In order to 
stay on top of human resources issues one should participate in refresher training 
every few years to stay abreast of the changing dynamics associated with personnel 
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issues as a way to continually improve and serve the institution. Without continued 
training, a leader may fail to understand changes to labor laws and current trends in 
the workforce that could affect how they manage and supervise others.

In looking at the various concepts associated with organization leadership, three 
particular theories appear to resonate with many researchers. These theories include, 
1) the trait theory—a theory of leadership which focuses on personal qualities and 
characteristics, 2) behavioral theory—leadership capabilities (behavior) learned 
over time, and 3) contingency theory—the belief that leadership styles may change 
given a particular situation (Robbins & Judge, 2012). As a leader in higher education 
great importance falls on these individuals to understand varying theories related 
to organizational leadership in order to determine the best method to use when 
addressing a particular situation. Understanding that leadership comes easy for some 
and more difficult for others who need to work at learning this skill—developing 
relationships that work for all parties involved, benefits the institution. Adaptability, 
the willingness to adjust one’s methods depending on the situation or the individual, 
creates a valuable asset for any leader in higher education and a skill that everyone 
should continually work to improve in order to achieve effectiveness in their role 
(Calarco, 2020).

As leaders develop in their own roles and skillsets, it is important to manage 
their own expectations. Oftentimes, the most effective leaders are those that do not 
have to have their hands in every activity or every decision. Balancing the variety of 
responsibilities thrust upon leaders in higher education can, at times, be a daunting 
task. Leaders should be able to rely on the staff members within their organization 
to own more of the processes and day-to-day activities. This is a concept reflected as 
a managing up method of organizational leadership (Palmer, 1998). By empowering 
those within the organization, each individual has the opportunity to learn their 
own behavioral organizational skills, which will serve to help them advance in their 
careers just as current leaders have done throughout their careers.

A critical piece of working toward a clear focus for any organization hinges on 
a strong strategic plan and planning process. The leadership within an organization 
should not take this process lightly and needs adequate preparation to invest a 
significant amount of time and resources into the planning process should they wish 
to create a successful plan for others within the organization to follow.

A 2013 study performed by the Hanover Research Group identified two interrelated 
steps considered keys for a successful strategic planning effort. These steps consisted 
of: 1) the ability to formulate goals, objectives, and action steps based on institutional 
values and mission, and 2) the ability to monitor implementation, track progress, 
and revise the plan as necessary (Hanover Research, 2013).

A shared vision gives organizations strength when looking to move forward 
and advance their mission (Northouse, 2010). If the members of the organization 
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fail to agree on a vision and mission, success will not come easily. For educational 
leaders to obtain success in their roles, they should work to ensure that everyone in 
the organization understands the institutional vision and mission while remaining 
transparent throughout the process in order to gain buy-in and support from everyone 
within the organization.

Building a vision takes time, patience, and persistence. Leaders will need to 
work together to determine the current culture of the organization when constructing 
their new vision. A clear vision with a strong mission and shared values provides 
organizations with the opportunity to achieve high levels of success. Many people 
think that a vision statement and a mission statement are the same. While both of 
these statements may possess similar components, each provides institutions and those 
interested in the institution with good insight into the purpose and driving factors of 
the organization. A leader’s vision helps create a clear organizational picture related 
to whom the organization aspires or hopes to represent. The vision statement also 
creates a clear picture to let people know what the leadership within the organization 
cares about and how they will work to achieve the vision set forth—who/what the 
organization will look like when their vision is achieved.

Developing and growing an organization requires a considerable amount of time as 
well as an inordinate level of responsibility from the leaders within the organization 
(Leaming, 1998). Identifying ways to improve services, such as improving the ways in 
which students receive information in the classroom, or improving the tenure process 
for faculty on campus can all help advance the institution. Process improvement 
happens through collaborative work within a unit as well as across campus. The 
more resources and buy-in gained for any type of change in process or service, the 
more likely the change will succeed and persist (Cohen, 2005).

Educational leaders are often tasked with finding new opportunities to expand 
programming and funding for their institutions. If schools remain static with their 
program offerings, then eventually enrollments will start to decline and students 
will select other institutions that offer cutting-edge programs or a wider variety of 
programs. Funding also plays a key role in advancing an institution. Another area 
affecting leaders focuses on donor relations and interactions. Potential donors play 
an important role within the institutions and leaders should understand this dynamic 
in order to find ways to connect donors to initiatives within their school (Leaming, 
1998). This type of interaction and connection often leads to the introduction of new 
ideas, which happen due to the donor’s willingness to fund the opportunity. Given 
all of these critical components to advancing the institution and ensuring future 
success, the ability of leaders to possess the skills necessary to balance the demands 
of their roles, as well as the demands of the institution, creates an incredible need 
at the leadership level.



101

Five Critical Domains of Effective Leadership in Higher Education Administration

Policy and Political Leadership

With a strong lack of public confidence in higher education today, academic leaders 
face many challenges and an immeasurable amount of work in order to restore this 
public confidence. Resources continue to shrink, tuition increases persist, student 
loan debt is out of control, retention and completion issues remain at the forefront, 
and the federal and state governmental agencies continue to put more and more 
pressure on higher education to improve (Brown, Kurzweil, & Pritchett, 2017). 
With the cards seemingly stacked against institutions, the change agents, known as 
academic leaders, need to find solutions collectively, in order to make significant 
and lasting changes in how the public, as well as government agencies, view higher 
education. Mettler (2014) discussed why this matters and pointed out the role of 
higher education to be “more necessary than ever to foster economic progress and 
growth, as well as innovations that benefit society as a whole” (p. 192).

Each student comes to their institution from different backgrounds and with 
different skills. While the number of international students across the US remains 
relatively small—5.5% of all students enrolled in US institutions as of 2015—(Digest 
of Educational Statistics, 2016), their needs on campus continue to grow. Adjustments 
to the US culture, at times, challenge and overwhelm these students, with many of 
them living far away from their families and homes for the first time. Because of 
these stresses, student affairs professionals and academic leaders need to understand 
the cultural differences of their students and work to find ways to help them adjust 
to their new academic and social setting (Conway, 2016). Recent challenges within 
the political landscape of the US have proven problematic for many institutions as 
it relates to international student enrollment.

The impact policies pose to institutions can determine not only funding levels, 
but also student enrollment and institutional growth. The success of any educational 
leader depends on understanding policies that affect their own higher education 
institution and the industry as a whole. Understanding implications associated with 
new policies and policy changes will allow leaders to prepare for these changes and 
prepare their institutions for the best way to handle these policies.

Continuing to focus on international students, one recent policy which reflects 
a major impact on student enrollment known as Executive Order 13780, which 
instituted a temporary travel ban on six countries: Iran, Libya, Somalia, Sudan, 
Syria, and Yemen. Initially executed in January 2017, and revised in March 2017 
(removing Iraq from the original ban), it was in place for a 90-day period. The 2017 
Executive Order 13780 restricted all travelers from these countries from entering the 
United States. In March 2020, the global COVID-19 pandemic issued a shockwave 
through the entire country. Higher education was not immune. With lockdowns 
across the nation and travel bans implemented to prevent travel not only within the 
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US but also from other regions of the world, higher education was immediately 
affected. Institutions pivoted to virtual learning platforms and saw large drops in 
enrollment from international students beginning in the fall of 2021. While the 
long-term impact to higher education institutions remains unclear at present time, 
a report by Inside Higher E, found that nearly 4 in 10 universities reported drops in 
overall international student applications (Redden, 2017). This statistic should send 
up red flags and alarm educational leaders as they work to increase enrollments, 
specifically with international student populations.

Understanding current policies associated with higher education at both the state 
and federal level will provide leaders with the necessary insight to gain success in 
their roles and provide their institutions with a valuable resource. In addition, should 
a policy implementation take place that could adversely affect higher education 
(i.e., Executive Order 13780), administrators should garner the necessary skills to 
analyze this policy and make recommendations to those above them as a way to 
take proactive action toward the policy and any issues which may arise as a result 
of the policy.

Well-trained, seasoned professionals in policy analysis start to anticipate policy 
directions before agencies implement them, and these professionals work to better 
prepare their institutions for changes in the event new policies take effect. One 
example related to this type of proactive action focuses on a campus-carry gun policy 
in the State of Texas. For several years, politicians attempted to pass this policy, 
which would allow individuals with gun permits to legally carry weapons on college 
campuses. During the 2015 legislative session, the bill passed and campus-carry 
went into effect on August 1, 2015 (Senate bill 11, 2015).

Once campus leaders saw the bill would likely pass during the session, institutions 
across the state came together to discuss how they would handle this new policy 
once the bill was in place. Policy analysts and lobbyists came together and fought 
hard against the bill. However, when the bill obtained enough support to pass, state 
institutions started looking for ways to mitigate the impact on their campuses. Private 
institutions achieved greater success in ensuring protections from the campus-
carry bill and, in fact, lobbied for the bill to include an opt-out clause for private 
institutions. Section 411.2031.e outlines the rights of private institutions to opt-out 
of this policy, by stating:

A private or independent institution of higher education in this state, after consulting 
with students, staff, and faculty of the institution, may establish rules, regulations, 
or other provisions prohibiting license holders from carrying handguns on premises 
that are owned or leased and operated by the institution and located on the campus 
of the institution (Senate bill 11, 2015).
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Without this proactive stance and ability to analyze the recommended policy, 
private institutions may not understand the implications or what they may need in 
order to fully prepare for the impending bill passage and requirements to adhere to 
the new regulations.

Every year, thousands of parents entrust their children to higher education 
institutions across the country. As a leader in higher education, understanding the 
relationship between student and institution helps to guide individuals through their 
roles and responsibilities. Until the 1961 court case, Dixon v. Alabama State Board 
of Education, higher education institutions served students in a capacity known as 
In Loco Parentis—in place of the parents. In 1999, Bickel and Lake noted:

With the fall of in loco parentis, the American College was no longer insular: it 
entered a new era of accountability in the courts. The fall of in loco parentis and 
the new role of the legal system on campus facilitated important developments in 
legal relations between students and administrators (and others) on campus (p. 8).

With the demand today for due process and the focus on constitutionality, the 
academic leader should possess a clear understanding of the landscape associated 
with the current student (and parent) relationships at their institution. Educating 
oneself on how students and parents view the role of higher education will help 
guide academic leaders in how to interact with students, how to deal with issues 
which may arise, and what to expect from the students and parents related to the 
laws and regulations in place for student protections.

Understanding students’ mindsets today allows leaders in higher education 
to prepare for any incident that may occur—incidents such as the Virginia Tech 
shootings in 2007, the murder and rape of Jeanne Clery in 1986, and many other 
incidents, which changed and continue to shape the landscape of higher education. 
While incidents have occurred on college campuses throughout history, the way in 
which society addresses these issues and the magnitude of some of the incidents 
over time worked to change the public’s perception of higher education as well as 
the institutional responses. Possessing the ability to prepare for a more litigious 
population through education and awareness will help leaders move forward within 
their institutions.

Another type of legal incident involved not a student issue, but an employment 
issue. Many times employee complaints trickle down and become more of a he said/
she said situation in which academic leaders will need to make a best judgment 
call to resolve the issue. A multitude of reasons exist as to why employees may 
file complaints, or even lawsuits against their employers. In higher education, the 
institution and its leaders may also deal with the public image associated with any 
sort of bad press that may arise as a result of employee or student complaints.
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Employee complaints often come with many challenges. When an employee 
files a complaint against an individual or the institution, a leader’s responsibility 
rests on the fact that they need to protect the institution. Administrative leaders 
work to identify potential problems that may interfere with institutional goals or the 
accomplishment of the mission, or that create threats to the health and safety of the 
campus community. They work to identify the causes of problems, any contributing 
factors, and levels of risk associated with the problems created (Kaplin & Lee, 2007).

Legal issues within higher education, whether student, faculty, or staff-related, 
takes an enormous amount of knowledge, time, energy, and patience. Kaplin and 
Lee (2007) indicated that, “despite the attempts of institutions and their national 
associations to limit the impact of federal regulations and federal funding conditions 
on postsecondary education, the federal presence on campus continues to expand” (p. 
614). With this growing federal presence on campus, leaders need to understand how 
this will affect not only students, but also faculty and staff. Will federal government 
mandates exist that go against the institution’s mission? If so, how will the leaders 
of the institution handle this situation? Many concerns and issues face leaders today 
related to federal regulations that require strong knowledge and expertise in this area.

With any new regulation, policy of mandate, leaders need to understand the 
impact and implications for their schools and institutions as a whole. Commanding 
a strong understanding of the rules handed down by not only the federal government, 
but also the state government, will help to ensure an institution is able to adhere 
to all regulations. This expertise and knowledge will protect students, faculty, and 
staff from improper actions and potential legal actions because of failure to comply 
with such regulations. In order to grow in this area a leader will need to review and 
analyze current regulations and policy, both at the federal and state levels, so that as 
these regulations or policies change, or as new policies and regulations get enacted, 
there is a clear understanding of how the changes may impact the institution (Kaplin 
& Lee, 2007). This gained knowledge in the area of federal and state policy will 
help provide the leaders with a level of expertise needed to prepare their institution 
for policy changes in the future.

Evidence-Based Leadership

Student learning outcomes continue to bubble to the top of current events and topics 
in higher education today. The demand for quality education seems higher than ever 
before (Brown, Kurzweil & Pritchett, 2017). Many institutions feel the pressure to 
improve the quality of teaching and overall student learning. With these increased 
demands comes a strong need for an assessment plan to ensure institutions achieve 
strong student learning outcomes.
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Regarding Student Learning Objectives (SLOs), Carriveau (2016) noted that 
“an integral part of developing SLO statements is to determine the most important 
(key) topics that need to be covered and map them on a timeline of when they would 
be addressed during the course” (p. 3). This statement appears to describe a course 
syllabus—mapping out the topics based on specific times throughout the semester. 
Carriveau’s developmental strategy goes on to lay out a three-level model—goals, 
topics, and clarifying statements—to help guide individuals through the process 
of setting up learning outcomes (Carriveau, 2016). Using a syllabus to outline the 
expectations of the course will help new faculty make sure they meet the expectations 
for institutional learning outcomes.

Using available case studies to understand SLO processes will help guide 
faculty and academic leaders through the process of SLO creation, assessment, and 
working through any necessary adjustments or modifications to current content. 
Galle and Galle (2010) provided a journal article focused on three different cases 
of institutions integrating SLO assessment into their general education curriculum. 
Each institution performed an in-depth analysis of the current situation associated 
with SLOs on their respective campuses, followed by a sustainable development 
plan on how to implement the SLOs, and finally the institutions worked to align 
upper-level courses and program outcomes to ensure consistency across all courses 
and programs. After analyzing the experiences from these three institutions, Galle 
and Galle described a three-stage process for designing and integrated SLOs into 
the general education curriculum through:

1.  Establishing initial discussions that lead to alignment of key university SLOs 
with key general education SLOs.

2.  Training and workshoping with faculty groups and administrators whose 
first task usually focuses on key general education outcomes and select the 
appropriate measures for them.

3.  Training and workshoping with faculty groups who teach the junior and senior 
courses that most majors take to develop and establish course-embedded 
assessment in the assessment plans of the degree programs (Galle & Galle, 
2010).

In order to develop this skillset, leaders will need to attend seminars and 
workshops that focus specifically on student learning outcomes and ways to assess 
these outcomes. Building off of the importance of developing strong student learning 
outcomes (SLOs) in coursework, institutional leaders should also create program 
evaluation plans to ensure SLOs developed will garner the best possible outcomes 
for students in the school’s academic program. Program evaluations take place 
either informally or formally to provide leadership with information to support the 
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methods used or help provide insight into changes to implement for improvement. 
Buller (2012) pointed out that a solid program evaluation includes data collected from 
not only evaluation and assessment standards, but also other sources that will help 
determine the quality of instruction. One way to create solid program evaluations 
includes aggregating scores on student course evaluations or external peer reviews.

According to Dunsworth and Billings (2012), a straightforward program evaluation 
process consists of five steps. These steps include:

1.  Creating and completing a blueprint to define the purpose and scope of the 
evaluation.

2.  Data gathering needed to assess the program’s effectiveness.
3.  Analysis of the data in order to identify strengths and weaknesses.
4.  Using the results to plan for next steps.
5.  Communicating results to stakeholders in order to build support and buy-in.

Having this clearly defined process will help leaders develop an understanding 
of how to work on creating a structured program evaluation for future work.

Educational leaders need the ability to scrutinize literature in order to determine 
whether the information presented provides a valid representation of the situation. 
There are often claims that data manipulation occurs and that some researchers work 
with data to tell whatever story they feel needs to fit the conclusion drawn (Ioannidis, 
2005). Well-trained and educated leaders should have the ability to analyze literature 
and the findings within the literature to determine validity and usefulness for their 
specific needs. This ability to analyze the literature takes practice and training—a 
skill learned and developed over time.

Today’s academic leaders often possess four major functions related to their 
role in higher education: decision making, problem solving, conflict resolution, 
and consensus building (Fincher, 2003). Each component takes an extraordinary 
amount of time, energy, and resources. As a leader in higher education, the ability to 
consider specific details and analyze the entire situation in order to make an informed 
decision may make or break a leader’s ability within the organization. For example, 
if a leader makes poor decisions, support for the leader quickly diminishes and those 
around the leader lose trust in their ability to guide the team toward success (Wergin, 
2007). Looking at each of these four functions, leaders might select varying ways 
to approach decisions and resolutions based on the situation occurring at the time.

Looking specifically at the financial aspects and responsibilities of leaders 
in higher education may require a cost-benefit analysis to determine whether the 
decision appears sound for the school or institution. As Buller (2012) pointed out, 
“traditional cost-benefit analysis consists of weighing the negative implications of 
a decision (the cost) against the positive implications (the benefits)” (p. 115). Many 
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times the analysis completed consists of a simple calculation and instinct, while other 
times, spreadsheets and an in-depth review of historical information to determine 
outcomes may take more time and require other parties’ involvement. A majority of 
the time, financial decisions contain highly confidential information and, most of the 
time, provide little opportunity to share with those outside of the leadership team.

FUTURE RESEARCH

Higher Education today is faced with a myriad of challenges—from increasing costs 
to higher demands from society for a more equitable solution—– institutions and 
institutional leaders require the skills to navigate so many demands. Understanding 
how strong leadership skills specific to each of the domains outlined in this chapter 
can enhance an individual’s ability to lead and organization, regardless of current 
issues or trends, can ensure leaders have the skillset needed for success. While 
this chapter focused broadly on each of these domains, researchers can utilize this 
information to dig deeper into the specific needs for various entities; such as, Higher 
Education Centers, and two and four year colleges and universities.

Higher Education Centers

In looking at the five critical domains for effective leadership in higher education—
personal and ethical, academic, strategic and organizational, policy and political, 
and evidence based leadership—future research on how each of these domains 
influences those interested in becoming leaders at a Higher Education Center can 
provide valuable insight into the values and skills needed for success. Utilizing 
qualitative methods to understand roles and responsibilities of those currently serving 
as leaders within Higher Education Centers will guide researchers toward specific 
skills needed for this type of organization. Grounding research on each of these five 
critical domains will provide researchers with a deeper understanding of leadership 
skill alignment for this type of center as organizations look to hire future leaders.

Two-Year Colleges

Two-year colleges— sometimes referred to as community colleges or junior 
colleges—have transitioned dramatically over the past few decades. Initially these 
institutions were focused on preparing students for trades and skills that would 
provide them with better jobs. Associate degrees and certificates were awarded to 
provide students with new skills to prepare for the workforce. Two-year institutions 
served individuals within the community or nearby communities. Today two-year 
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colleges not only enroll students from areas outside of the community but they also 
enroll large populations of international students. In addition, many two-year colleges 
are now offering 4 year degrees and dual credit courses for high school students. 
Understanding the needs of the current student population within two-year colleges 
is important for any academic leader’s success. Future research on those currently in 
leadership roles at two-year colleges utilizing the five critical domains of effective 
leadership identified in this chapter will help guide and influence organizations on 
the skills needed for this type of institution.

Four-Year Colleges and Universities

With the rising costs of four-year institutions, the current demands from society 
and government for more access, and the pressures on institutions related to new 
policies and regulations, institutional leaders must be well attuned to the needs of 
their students, faculty, staff and community. Future research on individuals currently 
serving in a leadership capacity within a four-year college or university will help 
guide these institutions. Utilizing qualitative methods, researchers can ground their 
research on the five critical domains outlined in this chapter to guide their research 
toward a stronger understanding of the skills needed for effective leadership within 
their organizations.

CONCLUSION

Diving into one’s background and experiences associated with leadership skills 
makes individuals realize that while they may possess an incredible amount of 
knowledge on how to handle tasks and work with people, there remains a large 
amount of information and skills to learn in order to be effective as a leader. This 
chapter looked at five critical domains that higher education administrators should 
build capacity around in order to be effective leaders within their roles. Expertise 
in each of these domains requires dedication and commitment. In order to continue 
to grow as a leader and show an ability to handle the many challenges higher 
education institutions face, it becomes critical for leaders to continue to seek out 
training and education related to growth and best practices. Through formal training 
and working with others leaders, leaders can continue to grow and develop their 
personal skillset while lifting others up to grow as well. All administrators and 
academic leaders need to find a balance—they should understand and experience 
the classroom or experience working directly with students in another capacity to 
better understand the true operational activities of higher education. Without this 
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knowledge and skill, academic leaders simply focus on one side of the equation and 
fail to see the full picture.
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KEY TERMS AND DEFINITIONS

Academic Administrator: An individual who serves an institution in an 
administrative capacity to support the institution and further the mission and vision 
of the organization.

Academic Leadership: An individual who serves as a leader to create and 
support the vision and mission of the organization, providing direction and oversight 
for units within the institution.

Core Competencies: Basic skillset and foundation of knowledge related to a 
specific area of expertise.

Cultural Intelligence: The skill or ability to relate to and work with groups of 
individuals from diverse backgrounds and experiences.

Evidence-Based Leadership: The utilization of a leader to use evidence/data 
to guide their decision-making and management practices.
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Personal and Ethical Leadership: The ability to model moral behavior within 
an organization and to lead by promoting and exuding appropriate ethical conduct.

Policy and Political Leadership: The ability to understand policy implications 
within the organization and provide support to those within the institution as it 
relates to the current policy and political climates.

Strategic and Organizational Leadership: The ability to think strategically to 
develop a clear mission and vision for the organization while seeing the “big picture.”

Tokenism: The idea or assumption that the goal of diversity is reached simply 
by hiring a few individuals to check a box or satisfy a requirement.
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ABSTRACT

Ratan Tata is an Indian industrialist and philanthropist. He is a visionary leader 
and managing change is second nature to him. His leadership exudes confidence in 
others and has inspired many to become leaders in his own company, and through his 
service-oriented nature, influenced several others outside of his organizational space. 
Tata’s leadership commands respect throughout the world, which is highlighted by 
the numerous prestigious awards bestowed upon him. This chapter aims to present 
and explain his leadership practices through case scenarios. These lessons on 
leadership are transferable and may guide future leaders of tomorrow to lead our 
world with wisdom, dignity, humility, and authenticity.

INTRODUCTION

Leadership is the elevation of human condition. Peter F. Drucker, also known as 
the father of modern management, defined Leadership as lifting an individual’s 
vision to higher sights, raising of performance to an advanced standard and 
building an individual’s personality beyond their normal limitations. He argued that 
leadership is about knowing when to give an order and when to treat someone like 
a partner (Drucker, 2002). For Drucker (1992), a leader should view leadership as 
a responsibility rather than a rank and privilege. He further stated that leaders of 
tomorrow would have a complex job. They would not be able to lead by charisma 

Leadership Lessons 
From Ratan N. Tata

Sriya Chakravarti
 https://orcid.org/0000-0002-5396-0318
Higher Colleges of Technology, UAE

https://orcid.org/0000-0002-5396-0318


Copyright © 2022, IGI Global. Copying or distributing in print or electronic forms without written permission of IGI Global is prohibited. 115

Leadership Lessons From Ratan N. Tata

alone but will need to think through the fundamentals so that other people can work 
effectively under their guidance.

Adding to the above, according to the article, Understanding Leadership in Harvard 
Business Review (2004), leadership is “the accomplishment of a goal through the 
direction of human assistants.” Any individual who successfully organizes human 
collaborators to achieve a particular end is a leader. Therefore, a great leader is 
someone who can do the above on a consistent basis, day after day, year after year, 
in a wide variety of circumstances. An influential leader is one who understands his 
or her fellow workers and the relationship of their individual goals to group goals.

Therefore, this book chapter intends to present leadership lessons of a seasoned 
business leader from India. Through examination of mini organizational case 
studies, his leadership approaches will be put forth in this research. Tata group is 
the organization chosen for this study. The aim of the research is to present lessons 
from Mr. Ratan Tata’s (Emeritus Chairman, Tata group) esteemed leadership. This 
knowledge may support contemporary managers in improving their leadership 
practices and better navigate the VUCA (Volatile, Uncertain, Complex, and 
Ambiguous) world of business.

The purpose of this research is to educate managers and inform their practices on 
how to lead with an impact, wisdom, dignity, humanity, efficiency and effectiveness. 
Ultimately, ideal leadership is an individual’s ability to take a group and drive them 
towards a common shared purpose. Such leaders raise and develop other under their 
tutelage to become future leaders of tomorrow. This research suggests approaches to 
exemplary leadership, so that managers can lead suitably in challenging circumstances.

To understand the environment and context of Mr. Ratan Tata’s leadership, the 
following section of this research presents a brief overview on contemporary India 
and the organization background of the Tata group.

OVERVIEW OF CONTEMPORARY INDIA

India is a country in South Asia. It covers the seventh-largest area by land. Being 
a peninsula, the Indian Ocean, the Arabian Sea, and the Bay of Bengal surround 
it. Andaman and Nicobar Islands of India share a maritime border with Thailand, 
Myanmar and Indonesia. Additionally, India shares land borders with Pakistan, 
China, Nepal, Bhutan, Bangladesh and Myanmar.

This sophisticated land, self-contained its political and cultural arena since the 
Indus valley civilization. Its present day capital is New Delhi, and the government is 
a constitutional republic representing a diverse population. One-sixth of the world’s 
total population resides in India and it is the second most populous country in the 
world after China. While India suffers from various external (security threats) and 
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internal challenges (poverty, unemployment, population explosion, pending justice, 
poor policing and economic inequality) it continues to shine its light to the rest of 
the world (Calkins, 2021).

Modern India is a vibrant society with an increasing influence in the world. It is 
the beacon of hope for democracies around the world. The nation continues to prosper 
through a diversified industrial base, scientific knowledge, cultural dynamism and 
agricultural expansion. The information on present-day India gives a glimpse on 
its journey to development. Tata group of companies has been a partner of modern 
India before independence from the British in 1947. After the 1991 Indian economic 
reform of liberalization, privatization and globalization, through its services and 
products Tata group has been able to put India on the global map.

Traditionally a conservative business conglomerate, the Tata’s embraced the 
change after the launch of economic reforms in 1991. They acquired global brands 
and strived to perform better with every victory. The Tata group grew from USD 5 
billion to USD 100 billion in size when Ratan Tata took over the reins in 1992 as 
chairman of Tata Sons. The company is a true pioneer of India with a strong global 
footprint and a wide interest that ranges from salt to software. Being a futuristic 
organization with sustainable development, philanthropy and innovation as its key 
goals indicate it as a robust company, which is governed by a wise leadership team.

ORGANIZATION BACKGROUND

Tata group is an Indian company making global waves today. It comprises of 30 
companies in ten business verticals and this conglomerate operates in six continents 
around the world. In 2018, the Tata group had 28 publicly listed companies with a 
market capitalization of $145.3billion. Collectively, Tata group employs roughly 
700,000 people. Tata Sons is the principal investment holding company and promoter 
of Tata companies. Each Tata company operates independently under the guidance 
of its Board of Directors. “66% of the equity share capital of Tata Sons is held by 
philanthropic trusts, which support education, health, livelihood generation, and art 
and culture.” (TATA, 2021) This is indicative of the Tata group’s benevolent mindset.

The governance philosophy of the Tata group stems from the speech of JRD 
Tata, where he said (TATA, 2021):

The Tata philosophy of management has always been, and is today more than 
ever, that corporate enterprises must be managed not merely in the interests of their 
owners, but equally in those of their employees, of the consumers of their products, 
of the local community and finally of the country as a whole.

The above indicates that Tata group is not merely interested in making money 
for its shareholders but also want to do holistic contributions towards sustainable 
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development and wellbeing of the communities. Tata group has always been a 
values-driven organization. The five core Tata values are integrity, responsibility, 
excellence, pioneering and unity.

Tata aims to be a sustainable and resilient enterprise. It strives to “ensure fair, 
transparent, accountable and ethical management in order to protect the interests of 
all stakeholders, including shareholders, employees, customers, vendors, regulators 
and society. As a responsible corporate citizen, Tata Sons follows the laws of the 
land in letter and spirit. Tata Sons also goes beyond mere compliance to highlight 
certain behaviors and norms to Tata group operating companies.” (TATA, 2021)

Leadership with Trust is the success mantra for the Tata group. The Tata Code 
of Conduct is another way by which the Tata brand ensures that it keeps building 
trust within the community. The Tata Code of Conduct provides an ethical road 
map for Tata employees and companies. All Tata group representatives are obliged 
to follow the tenets of the code of conduct. Following are the key pillars on which 
the Tata Code of Conduct is placed: (TATA, 2021)

• the highest moral and ethical standards;
• highest standards of corporate governance;
• respect for human rights and dignity;
• professionalism, honesty, fairness and integrity
• the economic development of communities;
• highest standards of safety;
• maintaining a balance in the interest of stakeholders and treating them fairly 

to avoid discrimination;
• not engaging in unfair or restrictive trade practices, and compliance with 

applicable laws, rules and regulations;
• creating an environment free of the fear of retribution; thereby allowing all 

stakeholders to raise ethics-related queries or concerns

Applying these practices has made the Tata group grow stronger year after year 
and has brought it the recognition it truly deserves. It has also helped the organization 
attract and retain talent long term and has built loyalty among employees. Tata 
group’s code of conduct and governing philosophy are a recipe for business success. 
All organizations and affiliations that aspire to reach the top in India adopt Tata’s 
framework of code of conduct to remain sustainable, innovative and involved in the 
community. Due to the above philosophy, Tata Consultancy Services (TCS), Tata 
Motors, Tata Steel, Tata Chemicals, Tata Global Beverages, Titan, Tata Capital, 
Tata Power, Tata Advanced Systems, Indian Hotels Company Limited (IHCL) and 
Tata Communication are some very well recognized brands in India and around 
the world (TATA, 2021).
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Tata thrives on innovation. The group’s involvement of stakeholders for better 
communication, recognition of innovative ideas, learning from other companies, 
and support for collaborative research and partnerships with academia confirm their 
approaches to advanced and sustainable systems. Moreover, Tata group invest in 
building research facilities and partnerships with academic and research organizations 
to promote creativity and innovation. Tata Chemicals Innovation Center, Tata Steel 
Europe Research, Development and Technology, Tata Consultancy Services (TCS) 
Innovation Labs, Tata Motors European Technical Center are some examples of 
research facilities that work on thinking creatively and finding innovative solutions 
for a better quality of life (TATA, 2021).

The above information clearly points out that the Tata group is innovative; 
community oriented, sustainable, and philanthropic in nature. The next section of 
this book chapter introduces the pioneer, trailblazer, entrepreneur and leader, Mr. 
Ratan Tata (Emeritus Chairman), of the Tata group.

LEADER’S INTRODUCTION

Ratan Naval Tata was born on December 28, 1937, Bombay (now Mumbai, India). 
A member of a prominent family of Indian industrialists and philanthropists, he 
was educated at Cornell University, Ithaca, New York. Mr. Tata earned a B.S. in 
architecture (1962) before returning to work in India. He gained experience in a 
number of Tata Group businesses. In 1971, he was named director in charge of the 
National Radio and Electronics Co. He became the chairperson of Tata Industries a 
decade later and in 1991 succeeded his uncle, J.R.D. Tata, as chair of the Tata Group.

Upon assuming leadership, Mr. Tata aggressively focused on globalizing the 
businesses. In 2000, the Tata group acquired London-based Tetley Tea for $431.3 
million. In 2004, it purchased the truck-manufacturing operations of South Korea’s 
Daewoo Motors for $102 million. In 2007, Tata Steel completed the biggest 
corporate takeover by an Indian company when it acquired the giant Anglo-Dutch 
steel manufacturer Corus Group for $11.3 billion (Encyclopedia Britannica, 2021).

Mr. Ratan Tata has outstanding business acumen and a strong ability to sense 
business opportunities. He is not only an Indian industrialist but also a philanthropist 
and praised for business ethics. He is India’s brand ambassador and has an interest 
in almost everything from tea to steel. He was the Chairman of Tata Sons, the 
holding company of the Tata Group until retirement. Since 2012, Mr. Tata has been 
conferred the honorary title of Chairman Emeritus of Tata Sons, Tata Industries, Tata 
Motors, Tata Steel and Tata Chemicals. During his tenure, Tata group’s revenues 
grew manifold, totaling over $ 100 billion in 2011-12 (TATA, 2021).
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Mr. Tata serves on the international advisory boards of multinational companies 
like JP Morgan Chase and Mitsubishi Corporation. He is the Chairman of the Tata 
Trusts, which are amongst India’s oldest, non-sectarian philanthropic organizations 
that work in several areas of community development. In addition, he chairs Allied 
Trusts, and the Sir Dorabji Tata Trust. Furthermore, he is the Chairman of the Council 
of Management of the Tata Institute of Fundamental Research and serves on the 
board of trustees of Cornell University and the University of Southern California 
(TATA, 2021).

From the above information, it can be established that Mr. Tata’s leadership 
commands respect throughout the world. For his exemplary work in business and 
development of societies, he has been decorated with numerous positions, titles and 
prestigious awards. In 2014, he was awarded the Honorary Knight Grand Cross of 
the Most Excellent Order of the British Empire by the United Kingdom. He was also 
presented with the Padma Bhushan in 2000 and Padma Vibhushan in 2008 (highest 
civilian honors) awarded by the Government of India. The Rockefeller Foundation 
has conferred him with the Lifetime Achievement Award. Moreover, Mr. Tata is also 
an honorary fellow of the Institution of Mechanical Engineers, Royal Academy of 
Engineering and a foreign associate of National Academy of Engineering. He has 
received honorary doctorates from several universities in India and overseas. These 
awards are in recognition of his ability to foresee economic trends, manage change, 
take bold initiatives, and sustain values and for his contributions to business, industry 
and society (TATA, 2021). Some of his notable achievements include acquisition 
of Tetley by Tata Tea, Jaguar Land Rover by Tata Motors and Corus by Tata Steel 
in an attempt to turn Tata group into a global business enterprise.

Mr. Tata’s legacy has the power to inspire great leadership and motivate anyone 
beyond words. He practices authentic leadership and is a transformational leader of 
India. He turned Tata Group into a global brand, while maintaining high standards on 
corporate social responsibility. He is a visionary and managing change is second nature 
to him. His leadership exudes confidence in others. It has inspired many to become 
leaders in his own company. Through his service-oriented nature, he has influenced 
a couple of Indian generations to serve others outside of his organizational space.

Mr. Tata’s response to the COVID 19 pandemic on business operations was 
to be sensitive towards employees who have served their organizations. He stated 
further that companies have a moral responsibility towards their employees. Mr. 
Tata emphasized that it is impossible to survive as a corporation if one is not 
sensitive to the stakeholders of the society (Express Healthcare, 2020). Mr. Ratan 
Tata’s response to the pandemic outbreak teaches business communities lessons on 
maintaining ethical conduct and building relationships in challenging times of the 
VUCA (Volatile, Uncertain, Complex and Ambiguous) world through authentic 
leadership.
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Per Authentic Leadership Theory, Authentic Leaders are leaders who know who 
they are and who are true to themselves. Authentic leadership is a pattern of leader 
behavior that promotes positive psychological capacities and an ethical climate in 
the work place, to foster greater self‐awareness, an internalized moral perspective, 
balanced processing of information, and relational transparency on the part of leaders 
working with followers, fostering positive self‐development (Walumba & Lawler, 
2003). Generally, authentic leaders are positive people with truthful self-concepts 
who promote openness. Authentic leaders need to be true to their leadership position, 
with a strong ethical dose of moral courage for the greater good of all (Wulfers, 
2017). The above qualities of an authentic leader showcased in Mr. Tata’s response 
to the pandemic business handling. Therefore, it can be concluded that Mr. Ratan 
Tata is an authentic business leader of India.

The lesson for contemporary leaders and managers in these times is to practice 
authentic leadership. They should be agile and resilient to respond appropriately to 
catastrophic and extraordinary events. They need to become the change they wish to 
see by developing self-awareness and what is meaningful to them. Furthermore, to be 
successful they need to be inclusive and genuinely care and relate to all stakeholders.

The next section of this research sets the stage to explain leadership practices of 
Mr. Ratan Tata through selective organization cases in India and abroad.

SETTING THE STAGE

This book chapter aims to present and explain leadership practices of Mr. Ratan 
Tata through application of leadership theories on Tata group of companies’ case 
scenarios. These lessons on leadership are transferable and may guide future leaders 
of tomorrow to lead our VUCA (Volatile, Uncertain, Complex, and Ambiguous) 
world with wisdom, dignity, humility and authenticity. The following sections of this 
book chapter will present case scenarios of Mr. Ratan Tata’s leadership. Through 
this chapter on Mr. Ratan Tata’s leadership, the modern day managers can inform 
and improve their own practices in their respective organizational context.

CASE 1: Tata Nano

Tata Motors was founded in 1945 as a manufacturer of locomotives, but soon moved 
on to the automotive industry based on several international cooperation agreements. 
In 2003, Mr. Ratan Tata announced the development of a small four-wheel vehicle 
that would be affordable for the growing middle class in India. His vision was to 
provide a safe alternative for a single scooter carrying an entire family. The car 
was touted as the dream of a million Indians. The cheapest car prior to the launch 



121

Leadership Lessons From Ratan N. Tata

of the Tata Nano was Maruti Alto sold at approximately INR 2,50,000 (Agrawal 
& Wadia 2008).

Tata Nano made automotive history when it was launched in 2008. It created 
a global excitement putting India on the world map of being able to produce a 
$2,500. The company had received orders for about 300,000 cars and a waiting list 
of close to two years. It was the world’s cheapest auto, called “The People’s Car”. 
The environmentalists called it an eco-disaster. However, after Nano’s debut, three 
Tata competitors started working on Nano copycats.

Internationally, Tata Nano was an innovative and transformational consumer 
product of the century. It started the trend of frugal and value based innovation strategy 
for emerging markets across the globe (Breuer & Upadrasta, 2017). Tata Nano was an 
ambitious project that had attention from potential customers, stakeholders, industry 
managers and academics. It was radical, economic and a disruptive innovation for 
the scooter markets (Tiwari & Herstatt 2012). The Tata Nano Development started 
without many fixed assumptions or benchmarks (Breuer & Upadrasta, 2017). The 
developers succeeded to create this low cost frugal innovation at a price less than 
50 percent of a standard car in the current car segment (Agrawal & Wadia 2008). 
The peak volumes clocked by Tata Nano were in the year 2012 at 74,524 units. 
Over the years, small cars went out of vogue and style. Since then it has been a 
downhill journey for Tata Nano. While the Nano seems to have lost the edge, even 
after reinventing itself in 2015, it did not boost sales. Therefore, the car may be 
phased out in the coming years.

The Nano is still a controversially discussed case within the Tata Group as 
well as for managers and the academic community because it created significant 
financial loss. On the opposite side, the company gained reputation of developing 
frugal innovation in one of the world largest emerging economies. Mr. Ratan Tata’s 
vision to make the company an international player, building advanced competencies 
and capabilities in technology and marketing and engaging in new ventures and 
relationships were key takeaways for the company (Chacko, 2010).

The frameworks and case studies on Nano pay little attention to the values and 
the vision that directed the development and marketing of the world’s cheapest car. 
Hence, individuals and organizations have limited understanding on the unique 
development and marketing of the Nano (Breuer & Upadrasta, 2017).

Tata Motors continuously adapts to the new car trends. It is in this context that 
the company is no more trying to keep Nano alive by making upgrades to it. While 
some cars produced by Tata have not lasted the test of time, its latest models such 
as Tiago, Tigor, Nexon, and Hexa are doing quite well. The company recorded a 
61% growth in sales of its passenger vehicles at 17,489 units in May compared with 
the same month last year (Arora, 2018).
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Mr. Ratan Tata in the case of Nano emerges as a charismatic, innovative, ahead 
of his time, visionary kind of a transformational leader. Moreover, Mr. Tata can be 
categorized under charismatic leadership also because he was able to articulate an 
inspirational vision of a desirable future that motivates followers to sacrifice their 
self‐interests and devote exceptional effort to the causes advocated by the leader 
(Anderson & Sun, 2017). According to Transformational Leadership Theory, 
Transformational Leadership is a process that changes and transforms individuals 
(Northouse, 2001). In Transformational Leadership the leader enhances the 
motivation, morale, and performance of followers through a variety of mechanisms 
(Dhingra, Gupta & Gupta, 2013).

After examining the above case, it is clear that Mr. Tata envisaged a low cost 
car that would be a safer option for future middle class. Through the development 
of this frugal innovation priced at USD 2,000, owning a car became an affordable 
option for the growing middle class of India. Hence, the car was publicized as the 
dream of a million Indians. Internationally, the Tata Nano was an innovative and 
transformational consumer product of the century. It started the trend of frugal and 
value based innovation strategy for emerging markets across the globe (Breuer & 
Upadrasta, 2017). As a result, it can be concluded from the above case that Mr. Ratan 
Tata has Transformational Leadership abilities because he was able to motivate his 
to team to think differently, pioneer technology, develop a growth mindset and at 
the same time address the needs of the society.

The next section of the research study discusses Tata Trusts, a nonsectarian, 
philanthropic organization overseen by Mr. Ratan Tata.

CASE 2: Tata Trusts (Philanthropy, Generosity and Humanity)

India is a pluralistic, multilingual and multi-ethnic society and a home to the world’s 
second-largest population. While witnessing tremendous growth, India has been able 
to lift 133 million people out of poverty. However, the United Nation estimates that 
28% of India is still poor. The government is committed to eradication of poverty 
and calls it the greatest unfinished business of the 20th century (UN India). Aiding 
the government’s vision of poverty free India, the Tata group works to support 
communities through Tata Trusts.

Tata Trusts is the oldest philanthropic minded organization that is a symbol of 
hope and sustainable future for many deprived communities of India. The Tata group 
stand for humanitarian efforts and personifies the phenomenal force that advances 
new frontiers of social and economic development. The organization is not only 
charitable, benevolent but also non-sectarian. They work throughout the country in 
several areas of community development. Mr. Ratan Tata presides over Tata Trusts 
and areas of work include digital transformation, environmental and energy, sports, 
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skill development, migration and urban habitat, social justice and inclusion, arts and 
culture, disaster relief and rehabilitation, institutions, individual grants, healthcare, 
nutrition, water, sanitation and hygiene, livelihood and education. Tata Trusts is 
ruled by the mantra, “Infinite progress – infinite happiness” (TATA TRUSTS, 2021).

At (Stanford Social Innovation Review (SSIR)) Mr. Ratan Tata said:

Working on the shop floor as a young man, I saw close up the misery and hardship 
of the less fortunate and thought about how one makes a difference to improve lives. 
As I moved up through departments and divisions, I continued to see hardship and 
had more opportunity to do something about it. Now I am trying to take the Tata 
Trusts to a different level of relevance in the 21st century to maximize the benefits 
the trusts seek to bring to disadvantaged communities.

In early charity, the Tata group was involved in alleviating individual hardships 
and supporting NGOs. Under Mr. Ratan Tata’s leadership, philanthropy for Tata Trust 
has found a new meaning. The projects are large scale with maximum impact and 
the interventions are sustainable for better serving humankind. The Saathi Internet 
program is an example where Tata Trust teamed up with a corporation like Google 
to help rural women understand the Internet and give them a means of securing a 
livelihood. It was a new model of philanthropy and not the kind of project the trust 
invested in prior to Mr. Ratan Tata’s leadership (Stanford Social Innovation Review 
(SSIR)). Following are few case in point examples chosen by the researcher on the 
philanthropic, humanitarian and benevolent acts that Tata Trust has worked on in 
the local and global setting under the leadership of Mr. Ratan Tata:

Example 1: Assistance and Relief for COVID 19

Tata Trusts and the Tata group’s companies have in the past risen to the needs of 
the nation. Tata Trusts pledged to protect and empower all affected communities, 
and committed INR 500 crores to cope with the needs of fighting the COVID 19 
crisis, which is one of the toughest challenges the human race is currently facing 
(Express Healthcare, 2020). The Tata group joined local, global partners and the 
government’s fight on a united public health collaboration platform. It reached out 
to various sections of underprivileged and deprived communities.

Example 2: Funding Research and Knowledge 
Transfer for Growth and Sustainability

Clemson University’s International Center for Automotive Research (ICAR) 
benefitted financially from India’s Tata business empire. Tata Trusts, a collection 
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of charitable trusts that Ratan Tata chairs, provided fellowships for five students 
from India to study automotive engineering at (ICAR). Each scholarship was worth 
$26500 per year. The fellowships covered tuition, fees, housing, books and other 
expenses associated with attending (ICAR). The chair of the automotive engineering 
department called the fellowships a golden ticket for the Indian students that need 
support to finish their graduate education. The university hopes the fellowships 
will further establish the university and ICAR as world leaders in automotive 
engineering. Furthermore, the university hoped that Tata Motors would establish 
their office and fund research or sponsor programs in engineering where students 
develop a car based on their education. In addition, the universities spoke about a 
broader collaboration for faculty exchange for technical knowhow and knowledge 
transfer (Bell & Coyne, 2016).

Example 3: Support and Encouragement for Digital India

Tata Trusts and Prodea Systems reported that 75 million residents will benefit 
through their partnership on DRUV – the North Star. The project combines the 
philanthropic vision of Tata’s and technological expertise of Prodea to promote the 
Digital India initiative. The aim is to bring deprived communities of the state of 
Rajasthan online and provide access to important information and services in the 
areas of health, finances, agriculture, farming, education and entrepreneurship. The 
Government of Rajasthan and other Non-Government Organizations (NGOs) fully 
supported the above initiative (Entertainment Close-up, 2015).

Example 4: Scholarship for Indian Students

The Tata Trust collaborated with the University of Edinburgh to offer a joint 
scholarship to students wishing to pursue a Master’s programme at the University in 
the field of developmental economics, public health and science-technology-society 
studies. Eligible Indian nationals, domiciled in India, with an excellent academic 
record, some evidence of extra-curricular achievement and work experience in 
the selected field of study were preferred for these scholarships. The value of the 
scholarship was £20,000 per year and covered tuition fees and living expenses (The 
Hindustan Times, 2011).

From the above illustrations, it can be noted that the Tata group believes in making 
a difference in the communities they serve. Another way is through sponsoring events 
that promote sports, art, culture, wellness and education. Tata Mumbai Marathon, 
Tata Steel Chess Tournament, TCS New York City Marathon, Invictus Games, Tata 
Crucible, Tata Literature Live, First Book, Tata Ultra Marathon and Tata Better 
Soles are some examples of events that are sponsored by the Tata group.
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The above examples of humanitarian work highlight Mr. Ratan Tata’s servant 
leadership towards his Indian community in various capacities. While terms like 
servant and leaders are common and have over 700 definitions (Thompson, 2015). 
For the purpose of this academic research, servant leadership theory posits that 
the leader is a servant, focused on the development of others (Greenleaf, 1977). 
He is the “one who influences others toward the accomplishment of group goals 
primarily by making sure their highest-priority needs are met” (Greenleaf, 2008, 
p. 7). Furthermore, Chu (2011) explains that a servant leader in context of an 
organization is a style of leadership that places the good of the organization above 
the self-interest of the leader.

Servant leadership is an altruistic calling within a leader to make a positive 
difference in the lives of others (Barbuto and Wheeler, 2006). Servant leadership theory 
is different from transformational leadership. In servant leadership the leader has the 
desire to serve and prepare others to serve as well. In transformational leadership the 
leader has the desire to inspire the followers to perform well. (van Dierendonck et 
al., 2014). As mentioned previously, Mr. Ratan Tata through his work with his group 
of companies exhibits servant and transformational leadership styles. Moreover, Mr. 
Tata as a servant leader displays characteristics like Listening, Empathy, Healing, 
Awareness, Persuasion, Conceptualization, Foresight, Stewardship, Commitment 
to the growth of people and Building community in his leadership, which are mark 
the character of servant leader (Heyler & Martin, 2018).

Greenleaf (1997) states that the best test of whether a person is a servant leader 
is, if the people he or she serves grow as individuals. Do these followers, while 
being served, become healthier, wiser? Are they more likely themselves to become 
servants? (Heyler & Martin, 2018). Analyzing Mr. Tata’s through the above lens 
and test his true servant leadership, it is evident that he is servant leader because 
he inspires many of whom he serves to become servants of others. Moreover, the 
Guiding Principles of Tata Trusts, “what advances a nation or community is not so 
much to prop up its weakest and most helpless members, but to lift up the best and 
the most gifted, so as to make them of the greatest service to the country” indicates 
a service oriented and servant leadership focus (TATA TRUSTS, 2021).

The following section of the research presents the case of acquisition of global 
brands and putting Tata on the global map.

Case 3: Tata Acquisition of Global Marquee 
Brands (Jaguar and Land Rover)

Tata Motors acquired the iconic Jaguar and Land Rover (JLR) businesses from Ford 
Motor Co. at a price of US$2.3bn in the year 2007. Initially these brands struggled 
but soon under the ownership and leadership of Tata these two globally recognized 
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marquee brands started doing exceedingly well. The revenues for JLR jumped to 
GBP 21.8bn in 2014-2015 from a mere GBP 4.9 billion in 2008-2009.

Tata Motors rationale for the acquisition was to enter the luxury cars and 
premium sports utility vehicles (SUV) segments to complete its product portfolio. 
Moreover, the Tata brand was largely limited to the Indian market. Acquisition of 
JLR gave global recognition and additional benefits included JLR’s strong product 
pipeline, manufacturing expertise, design capabilities, and an extremely loyal global 
dealership network.

At first, the acquisition seemed like a mistake because of the global financial crisis 
and its effect on sales of luxury vehicles worldwide. JLR was strapped for cash and 
the first 18 months under Tata were difficult. JLR was for the first time responsible 
for its own money -- and the new company needed plenty of it. Unfortunately, JLR’s 
prospects looked bleak when it could not negotiate a suitable access to credit (Truett, 
2018). However, Tata Motors was patient. With the help of consultants it focused 
on cost control and improving profitability and liquidity. Moreover, it kept investing 
in product development initiatives (Pathak, 2016).

JLR posted a loss of about $540 million in its 2008-09 and Tata had to inject $1.2 
billion into JLR to keep the company on course. JLR CEO Ralf Speth stated that the 
2008 recession was a really a tough time and one of the most difficult recession in 
human memory (Truett, 2018). However, Ratan Tata stood by his word, kept faith 
and gave resources to JLR for improving the health of the company. With a warm 
personality and a patient ear, Mr. Ratan Tata won over quickly the anxious hearts 
of two orphaned luxury brands (Chappell, 2008).

Tata understood that the JLR vehicles succeeded worldwide because of their 
high quality design, engineering and manufacturing. Therefore, JLR’s operations 
were allowed to remain in UK. It invested in two plants and UK employee numbers 
doubled in four years. In addition, Tata did not impose its culture on JLR and very 
few high-level management changes were made. This worked hugely in favor of the 
acquirers. Tata kept the two businesses apart and only shared knowledge on selected 
aspects. Mr. Tata’s decision relating to JLR operations, and culture management 
indicate that he knew how to tackle or avoid obvious organizational icebergs and 
hidden organizational blackbergs (Wilde,2012).

The JLR acquisition has been a great success for Tata Motors. JLR has helped 
the company improve financial results when the Tata Motors commercial vehicles 
segment was underperforming in the Indian market. The Tata Motors’ acquisition 
of Jaguar and Land Rover (JLR) is an excellent example of a difficult cross-border 
acquisition by an emerging market based company. While the acquisition was 
cumbersome, it has yielded excellent dividends to the parent company over the 
long term. Success of the acquisition depend on both internal (under the control of 
the company) and external factors (political, economic, social, technological, legal, 
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environment) are under the control of the acquirer’s management. Patience and luck 
are required ingredients for success in such contexts (Pathak, 2016).

No business is without flaws and risks but what is achieved in the fields of 
engineering, brands, design capabilities in the Tata JLR acquisition is remarkable. 
JLR continues to remain an independent business under the Tata ownership. They 
keep moving quicker than their competitors. They are seen as a very credible car 
manufacturer, and will get to 1 million units a year in some foreseeable future. That 
is a good enough size to be strong around the world and to fight the challenges of 
markets and products changing, from diesel to petrol to electric (Truett, 2018).

The success for this acquisition goes to Mr. Ratan Tata because not only is he 
humble but a fully engaged entrepreneur and these global brands had not been run 
by an entrepreneur since the beginning of time. (Chappell, 2008). Mr.Tata can be 
categorized as a visionary leader because he was able to spot the opportunity to make 
his company global expand during the worst world recession. He was able to see 
potential in the new world that might emerge as a result of the recession, and took 
appropriate steps to get there. He showed leadership resilience, ethical leadership in 
the VUCA (Volatile, Uncertain, Complex, and Ambiguous) world (Elkington, 2017).

Mr. Ratan Tata is a visionary leader and no one would have any doubts about it 
if they glance through his stint in Tata (Babu, 2017). He is a futuristic leader who 
looked ahead with a powerful vision. Thirty years ago, he authored a document that 
was called the Tata Plan which included restructuring, international operations and 
innovative solutions to improve the quality of life.

Visionary leaders are innovative, creative and bold. They imagine a better reality 
and improved quality of life for all. They are positive, aligned to a calling and share 
a sense of purpose. They think strategically and are social innovators and change 
agents. The case above on globalizing Tata Motors is an attempt to display the 
visionary leadership of Mr. Ratan Tata.

The subsequent section of this research discusses the leadership lessons from 
this research study.

LESSONS ON LEADERSHIP

From Case 1, Tata Nano, we learned that Mr. Ratan Tata is a transformational leader. 
He was able to articulate an inspirational vision of a desirable future with the launch 
of the Tata Nano. Through the case, it can be observed that Mr. Tata envisaged a 
low cost car that would be a safer option for future middle class on roads of slippery 
water clogged cities. Through the development of this frugal innovation priced 
at USD 2000, owning a car became an affordable option for the growing middle 
class of India. Hence, the car was publicized as the dream of a million Indians. 
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Internationally, the Nano was an innovative and transformational consumer product 
of the century. It started the trend of frugal and value based innovation strategy 
for emerging markets across the globe. As a result, Mr. Tata can be viewed as Mr. 
Transformational. Through his leadership abilities, he was able to motivate his to 
team to develop a growth mindset, dream big, improve quality of life and at the 
same time address the needs of the society. Through his leadership on the Nano, 
modern managers and leaders can understand transformational leadership in action. 
Mr. Tata’s leadership also teaches us to be courageous, solve the needs of many and 
be futuristic to sustain a competitive advantage.

From Case 2, Tata Trusts philanthropy examples display the Tata group’s belief 
in making a difference in the communities they serve. While in early charity, the 
Tata group was involved in alleviating individual hardships and supporting NGOs. 
Under Mr. Ratan Tata, philanthropy found a new meaning. The projects were large 
scale with maximum impact and the interventions sustainable for better serving 
humankind. The examples in the case highlight not only Mr. Ratan Tata’s servant 
leadership towards his Indian community in various capacities but also the massive 
impact and sustenance it carries. His philanthropic involvement extends outside of 
India as well. Analyzing Mr. Tata’s through the lens of true servant leadership, it 
is evident that he is servant leader because he inspires many of whom he serves to 
become servants of others. Moreover, the Guiding Principles of Tata Trusts, “what 
advances a nation or community is not so much to prop up its weakest and most 
helpless members, but to lift up the best and the most gifted, so as to make them of 
the greatest service to the country” indicates a service oriented and servant leadership 
focus (TATA TRUSTS, 2021). There is ample amount of evidence in Case 2 that 
highlights the above statement. Mr. Ratan Tata’s advice to contemporary managers 
and leaders is to do thorough research before deciding where to get involved. This 
is because tremendous amounts of money is used poorly than it could be because 
an organization has not done enough research (Stanford Social Innovation Review 
(SSIR)).

From Case 3, Tata Acquisition of Global Marquee Brands (Jaguar and Land 
Rover) we learned that during mergers and acquisitions, leaders must continue to 
support and invest in the acquired entity. They need to be clear in their vision and 
be risk takers. Leaders should integrate only those aspects of business that make 
sense to assimilate. Furthermore, extensive research is always beneficial from a 
long-term perspective. Additionally, cultural ideologies at the organization level, 
if managed efficiently can improve the success rates of mergers and acquisitions. 
Patience and a long-term perspective on any deal is necessary for any leader in 
mergers and acquisitions. Finally, staying positive and vigilant for opportunities in 
the future for growth is a sign of a visionary leader. To become a visionary leader 
in business or any other setting, the individual must be innovative, creative and 
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bold. They must think strategically, and be agents of change wanting to improve 
the quality of life for all.

Ratan Tata believes that a person’s attitude and mindset can make or break them. 
His leadership style is situational. Through the cases above it can be observed that 
he practices authentic, charismatic, transformational, servant and visionary styles 
of leadership. He was able to turn Tata Group into a global brand amidst the global 
recession of 2008, while maintaining high standards on corporate social responsibility. 
This depicts his visionary and transformational nature. Through his humbleness 
and service-oriented nature, he has won many hearts and influenced a couple of 
generations to serve others outside the organizational space. Mr. Ratan Tata is 
known as a value based leader “who operates from a higher purpose that is beyond 
the balance sheet.” Being a visionary leader without authenticity, self-awareness 
and self-knowledge is recipe for leadership failure. Therefore, alignment of values 
to action is the most important leadership trait. Mr. Ratan Tata demonstrates the 
above with ease and finesse (Babu, 2017).

CONCLUSION

Leaders in these times of the VUCA (Volatile, Uncertain, Complex and Ambiguous) 
world have to be agile, ethical, authentic and resilient. They need to respond 
appropriately to catastrophic and extraordinary events like Mr. Ratan Tata. They 
need to become the change they wish to see by developing self-awareness and what is 
meaningful to them. They need to do extensive research before joining or supporting 
a philanthropic cause. Furthermore, they need to genuinely care and relate to all 
stakeholders if they wish to thrive in business for the long term.

While there are many models on leadership, all successful leaders have a vision 
and purpose; they add value and create a new possibility. They build next-in-line 
leaders and are role models. Mr. Ratan Tata is a fine mix and an ideal example 
of a leader demonstrating all the above mentioned. Therefore, it is imperative for 
contemporary managers and leaders to be informed of his approach and practices.
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KEY TERMS AND DEFINITIONS

Acquisition: A company buys most shares to gain control of the other company.
Eco-Disaster: Is a catastrophic event in the natural environment due to human 

activity.
GBP: The British pound sterling referred to as the GBP.
Growth Mindset: It means that with effort, it is possible to increase intelligence 

levels, talents, and abilities.
INR: The official Indian currency is the Indian rupee and referred to as the INR.
Organizational Culture Iceberg: The organizational culture iceberg model that 

you know of consists of the surface culture and the larger deep culture.
Recession: Refers to a significant decline in economic activity in a designated 

region.
USD: The US Dollar is the currency of United States.
VUCA World: It describes the situation of constant and unpredictable change.
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ABSTRACT

Trade union leadership and followership are complimentary and symbiotic. Pragmatic 
followership serves to engender effective trade union leadership. Union leaders are 
expected to work with and stand by their members in order to attain union mandates. 
Union ethos demands that leaders must place the interest and welfare of workers as 
their most paramount goal and work assiduously towards satisfying them. Union 
members must consider the antecedents and pedigree of aspirants and ensure that 
only unionists with track records of tenaciously and selflessly championing the 
union’s cause should be elected as leaders. Through leadership by example, trust, 
integrity, and candor, union leaders can bring about positive changes to both 
workers and their union. Finally, the authors called on union leaders to be alive to 
their responsibilities and demonstrate ethical and servant forms of leadership in 
order to cope with the challenges of giving vent to the aspirations of their members.
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1.0 INTRODUCTION

Most modern organizations comprise of two categories of people those who lead 
(leaders) and those who follow (followers). The success of any organization is 
predicated not only on the basis of how well the leaders lead (Overbeck & Park, 
2001; Schmid, Jonas, & Hall, 2009; Bourke & Dillion, 2016; Rihal, 2017), but also 
greatly on how well their followers tag along. So much emphasis is placed on the role 
of a leader, yet leadership alone does not contribute to success. Followers also play 
major part. Followership is integral to leadership and vice versa. In a way, leadership 
to a certain extent is also hinged on the quality and orientation of its followers. 
Drucker (1986) in reinforcing this said a leader is someone who has followers. The 
relationship between both parties is symbiotic (De Hoogh & Den Hartog, 2008). 
Leaders and followers interact to form a dynamic and purposeful relationship, an 
essential ingredient in today’s world. As stressed earlier, leadership is paramount to 
organizational success and sustainability leading to the great importance attached 
to the theme of leadership in modern enterprises. Likewise, Bendixen, Campbell, 
Criswel & Smith (2016) averred that leadership is the major driver of organizational 
change.” What a leader does or his actions especially when championing change 
initiatives demonstrates the presence of effective leadership with great multiplier 
effects on organizational growth. More than ever, today’s organizations need to 
squarely tackle changes in technological innovation, competitive strategy and internal 
organizational operations. Leadership is a crucial factor in confronting, addressing 
and designing actionable solutions to these issues and or changes that can improve 
organizational performance (Morris & Seeman, 1950). This can be attained by 
leading, showing the way or motivating others to channel efforts towards a new or 
desired direction. (Bryson, 1989; Goleman, 2000; Josephson, 2002; Lindeman & 
Rono, 2011)

The First Industrial revolution which brought about changes in the dynamics of 
work led to the emergence of a boss in the workplace whose major focus was to 
get the job done fast and the need for an association(Trade Union) to advance the 
interests of workers in the new milieu. For workers and their families, this was a 
good event given the centrality of work to individual flourishing and stability. In 
the last century, International Labour Organization (2017a) noted that work became 
not only a means of material fulfillment, but also a fundamental tool for personal 
development and community participation. Thus, the need for the existence of trade 
unions as highlighted by Bivens et al.,(2017) is that the freedom of workers to join 
together in unions is a widely recognized fundamental human right across the globe. 
Trade unions are all about raising human well-being through the creation of jobs 
with humane conditions of employment, the emergence of thriving workplaces and 
prosperous and inclusive economies. The growing determination by workers to end 
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their exploitation by employers, fight against the deprivation of their basic rights 
and to combat the plethora of unfair labour practices against them makes today’s 
trade unions essential commodities.

Emerging challenges and developments in the work of world cumulatively 
threaten the long-term prosperity of workers and trade union relevance. For trade 
unions, these issues require the concerted efforts by both leaders and members. 
Industrial democracy which places emphasis on popular participation and the ability 
of workers to freely choose their representatives presupposes that workers decide 
who will lead them. Hence, workers should elect the right caliber of leaders that 
can advance their interests (Batson, 2011). From this perspective, highly conscious 
union members are obligated to produce credible union leaders that would abide by 
the ethos of trade unionism in advancing their welfare and wellbeing.

Leadership and followership relations are getting increasingly intricate and 
the emergence of dynamic workplaces with divergent interests, motivations, 
backgrounds has made the issue of trade union leadership very germane. Successful 
leadership requires a modicum of active followership since it is the willingness of 
individuals to follow that makes elected executives union leaders. However, for 
people to simultaneously believe, accept and follow the leader, a key element called 
trust is mandatory. Maxwell (2007) noted that to build trust, a leader must exhibit 
competence, connection and character. Maxwell added that character makes trust 
possible and trust makes leadership possible. Trust engenders a sense of bonding, 
commitment and belief in the leader. As an addendum, trust can only be generated 
by a pedigree and record of selflessness and dedication. Trade union leaders foster 
understanding and commitment among their followers with regards to upholding 
and adhering to union values and rules. True leaders communicate their values 
with the people they lead, creating an atmosphere of certainty and trust (Anderson, 
2015). The leader can have background knowledge about all these if he has a firm 
grasp about the needs of followers which reflects in the type of workplaces they 
desire, the kind of union they want and how they can participate. The symbiotic 
interactions between followers and leaders requires leaders to help their followers 
to understand their overall vision, inspire them to know how they can contribute 
to achieving key objectives and sharing information about progress and prospects.

A central theme in union growth is the quality and foresightedness of leadership 
and followership. Effectively defending worker and union interest is emblematic of 
pragmatic union leadership and followership. Leadership entails responsibility and 
responsiveness. The possession of union power confers a sense of responsibility 
on the possessor in this case the union leader. This ideal promotes power as a 
source of freedom to be used to serve selflessly. That is the authors stated earlier 
that followers should choose leadership with track records of service. What is the 
role of the followers and how does it affect leadership behavior? How can union 
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executives generate the required participation to create a truly dynamic partnership 
with their followers? Does the leader put the interest and welfare of his constituents 
first in all matters ? How can followers be more guided to ellect better leaders?, How 
does the leader respond to feedback or unfavorable comments? How can Leaders 
galvanize workers to do great things at work and in the society? How can leaders 
be more responsive and sensitive to the aspirations of their members?, the provision 
of critical answers to the above questions and more forms the major objective of 
this book chapter proposal.

1.1 Background

The importance of decent work, social justice, peace and worker prosperity was 
underscored by the establishment of the International labour organization (ILO) in 
1919 and the fact that it is the first agency of the United Nations. The Declaration of 
Philadelphia highlighted the war against want, material wellbeing of workers and the 
popular maxim that poverty anywhere constitutes a danger to prosperity everywhere. 
But political conflicts, humanitarian catastrophes, economic crises, threats of war, 
policy instabilities at all levels and poverty etc are counterproductive to the long-
term sustainability of enterprises, development of workplaces and relevance of 
trade unions. Workplace policies that promote equity and inclusion are beneficial to 
organizational progress, worker prosperity and trade union growth. But the regulation 
of the working-week, working-day and working hour on the one hand, and the varying 
modes of remuneration of work on the other, have been the source of major struggles 
within capitalist production relations has they have impinged upon the everyday 
lives of workers, and shaped both working and managerial practices at the point of 
production. (Georg August University Gottingen, 2017). More devastating to mostly 
least developing economies are Austerity measures. Reiterating the negative social 
impacts of austerity measures, Ortiz and Cummins (2019) declared that austerity 
will affect approximately 5.8 billion people by 2021—about 75 per cent of the global 
population. They opined that for billions of people, the persistence of a long jobs 
crisis and austerity mean a deterioration of living conditions, rising inequalities 
and social discontent. International World of Workers (2015) viewed that within 
the labour movement, there are, broadly speaking, two main tendencies that are as 
far apart as two worlds--the world of the slave who yearns to be free and the world 
of the master who wants to keep him in chains. This is quite relevant because as 
Giroux (2011) pointed out that besides a growing inability to translate private matters 
into public concerns, what is also being lost is the very idea of the public good, 
the notion of connecting learning to social change and developing modes of civic 
courage infused by the principles of social justice. The authors accept that the quest 
for collective rights is essential to consolidate the actualization of individual rights 
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and building and sustaining social solidarity which emphasizes the same common 
good. This speaks to what trade unions are all about and stand for.

Through strategic partnerships, unions contribute to improving enterprise 
efficiency by suggesting proficient means through which organizations can derive 
maximum mileage from their resources and revenues. Unions also boost the abilities 
of workers to ensure that their voices are heard and interests are protected. The 
union’s intervening services have also facilitated the development of encompassing 
labor laws and stable social and economic systems that have enhanced employee 
welfare and promoted organizational progress. Galinsky et al., (2014) pointed out 
that a heightened sense of accountability can keep power in check. A key aspect 
of trade unions is their capacity to demand transparent processes in private and 
public sector institutions. For instance, trade unions like Senior Staff Association 
of Nigerian Universities, Nigeria Civil Service Union, Association of Senior Civil 
Servants of Nigeria and Medical and Health Workers Union of Nigeria have been 
consistent advocates for transparency in the administration of tertiary institutions, 
hospitals and ministries, departments and agencies.

MAIN FOCUS OF THE CHAPTER

2.0 Leadership

Leadership is a pervasive expression and phenomenon with diverse meanings. 
It is a word that speaks to everybody regardless of age, sex, religion, ethnicity, 
race, culture and education. Leadership to Brodbeck et al., (2000) is the ability to 
influence, motivate and enable others to contribute towards the effectiveness of 
a working group. Leadership in this perspective entails considerate utilization of 
power and focus on salient issues that positively affect the lives of others. To do this 
effectively, good leaders must understand the attitudes, standards, diversity and needs 
of the followers. Montgomery (n.d) noted that leadership is simply the capacity and 
will to rally men and women to a common purpose and character which inspires 
confidence. It requires drawing people close and generating followership based 
on shared values and ideas. It emphasizes empathy and collectivism that willingly 
gets the best out of followers. This is close to leadership by example which requires 
responsiveness and altruism. The Barefoot Collective (2009) accepted that leaders 
who strive to help others to see and hear themselves and each other more clearly, 
are in touch with their own thoughts, feelings and desires and walk their own talk

The issue of vision is also connected with Leadership. It illustrates an important 
issue such as the necessity of creating a vision, getting the followers to key into the 
vision, transforming followers through articulation of this vision, and attaining the 
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goals set out in the vision through the mobilization of followers. Leaders may lead, 
but to successfully mobilize their followers to work towards attaining his or her 
vision and readily accept their leadership, they must first demonstrate their level of 
competence and capacity to lead. Because, eventually what makes a leader effective 
is the positive difference they make.. Importantly, leadership should design a picture 
of the future they desire through an articulate and inclusive vision, enlighten their 
followers about its advantages, strive to translate the vision into reality and endeavor 
to sustain it. In addition, the authors believe that leadership can strengthen or elicit 
the desired reaction and dedication from followers by the above and enabling the 
vision through viable ideas that can ensure the unselfish and mutually beneficial 
utilization of power and resources. A leader’s effort to develop a shared vision has 
been described as bonding by Sergiovanni (1990) where leaders and followers with 
a shared set of values and commitment get bonded together in a common cause to 
meet a common goal.

Leadership is essential to facilitate the required interaction that can realize a 
group’s objectives and improve performance through strategies and techniques. 
Jacobs & Jacques (1990) talked about leadership in terms of giving purpose to 
collective effort, and causing willing effort to be expended to achieve purpose. 
Leadership sparks productive environments and innovative workers. Accordingly, 
UNDP (2015) pointed out that work unleashes human potential, human creativity 
and human spirit. What is required in this instance is purposeful leadership that 
can bring out the best from its followers by designing and applying techniques that 
will optimize follower skills and competence for the overall progress of the group.

Richards & Engle (1986) saw leadership in terms of articulating visions, embodying 
values, and creating environments to accomplish things. The ability of organizations 
to respond effectively to various challenges, maximize opportunities and effect 
sustainable development depends largely on leadership. With effective leadership, 
transparent environments and fair regulations, followers willingly commit themselves 
to facilitating organizational vision. World Bank (2019) added that the presence 
of clear and coherent rules: that…..can promote growth and development when 
they are efficient, transparent and accessible to those for whom they are intended. 
Leadership encompasses organizing and structuring activities and functions that 
can foster the needed effective coordination and smooth interaction between and 
among stakeholders. Leadership is essentially influencing others to achieve goals, 
accomplish tasks, common purpose and objectives (Hersey & Blanchard, 1988;Cohen, 
1990; House et al., 1997; Yukl 2006) Influence can also be linked with persuading 
an audience, bringing people on board, cultivating their camaraderie, winning their 
hearts, swaying their minds and having an effect them. This can be generated by 
leaders using the power of ideas, ideals and innovations to give direction, establish 
vision, obtain commitment, organize people, embody strong values and create 
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environments that facilitate group cohesion and the achievement of results. Another 
perspective is caring, to which Stückelberger & Mugambi (2007) typified leadership 
as caring for life in dignity of all, strengthening justice and developing technological 
skills and political mechanisms for individual and community well-being and the 
obligation to protect. Leadership is a continuous process, with the accomplishment 
of one goal becoming the basis for the formulation and implementation of newer 
goals. The authors suggested that leadership is not a strait jacket endeavor and 
leaders need to exercise power in various ways and differing circumstances in order 
to accomplish various goals.

2.1 Trade Unions

Aiyelabola(2010) defined trade unions as organizations of workers who come together 
with the aim of bettering their lots. He also identified five major substantive issues 
which are at the heart of the workers’ quest in combining, these being: wages and 
other material remuneration; working conditions; job security; working time and; 
respect and dignity. The ILO (2006) defined a trade union as an organization based on 
membership of workers in various trades, occupations, and professions. It then added 
that the organization is to be free, open, independent, democratic, and responsible. 
Yesufu (1984) defined a trade union as an economic organization whose primary 
concern is with the terms and conditions of work. He further noted that one of the 
(union’s) main functions is to oversee the rates of pay of its members, to ensure that 
wages are adequate by reference to the cost of living and accepted living standard 
generally. Forrester (2010) defined trade unions as institutions that primarily mediate 
between their members and opposing social interests such as the state and employers. 
From the four definitions outlined above, the authors concluded that trade unions 
are institutions established to protect workers’ rights, articulate workers demands, 
champion workers interests and defend the general cause of workers.

The actualization of the rights to join unions and bargain collectively for decent 
pay and good conditions of employment are core planks of the International Labour 
Organization and are also critical to entrenching fair workplaces and equitable 
societies. Trade unionism is about guaranteeing and meeting the needs of workers. 
Talking about needs, Fasset(2012) outlined four basic needs of humans:-the need 
to be understood and heard, to feel welcome and have a sense of belonging and 
inclusion, to feel important and be acknowledged when they do well and lastly the 
need for comfort and re-assurance. Working class individuals have both personal and 
organizational needs like continuity in employment, safe and healthy workplaces, 
work-life balance, career progression, learning and development opportunities which 
can make both life and work meaningful for them. These are issues that are best 
suited to be advanced and championed by trade unions. For example, Nigerian trade 
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unions have a rich pedigree of contributing immensely to national development in 
diverse ways. Offiong & Olatuyi (2012) pointed out that the efforts of the union has 
most of the time paved way for the gradual increase in wage earnings, improvement 
in the employment conditions of workers, change in draconian government policies, 
election of popular political representatives, installation of popular mandates and 
the adjustment of harsh economic policies, like the recent fuel subsidy withdrawal. 
They further opined that the collective action of the labor movement has tried to 
make socio-economic policies in Nigeria more humane and supportive of the lives 
and economic interests of the generality of citizens. In cognizance of this, it becomes 
vital for trade union leaders to have detailed knowledge and understanding of the 
diverse needs of their members and endeavor to harmonize these needs in order to 
meet them. People join trade unions and remain members for different reason such as 
better pay and working conditions and union protection and support at work (Margetts, 
1998), representation and treatment as human beings (ILO & Gallup Inc, 2017) and 
equality, health and safety and solidarity (Industriall-union, 2019). However, trade 
union membership is always motivated by the prospects of deriving some tangible 
and or non tangible benefits because the trade union is a beneficial society. Various 
studies have shown a correlation between trade unionism and better workers’ wages 
and or welfare. (Freeman & Medoff, 1984; Dollard & Neser, 2013; UNIFOR 2014; 
Peetz, 2015; Wood & Gallasso, 2015;Bucknor. 2016’; ILO & Gallup Inc, 2017)

2.2 Trade Unions and the World of Work

Paradoxically, unions are misunderstood and unappreciated by majorities of rank and 
file members and even the generality of Nigerians. But this isn’t surprising given 
the antecedents and opulent lifestyle of some union leaders in Nigeria. Workers 
perceive them as too aristocratic, removed from their everyday experiences, distant, 
disconnected and appearing unperturbed and unconcerned about their plight or 
situation. Based on this, workers responses have been apathy to union activities, 
perception of the union in wrong light and stereotyping of union leaders as self-
serving giving rise to high distrust of what trade union officials truly represent or 
stand for. But no matter the perception, the union has come to be regarded as a 
necessity in the workplace. Supporting this, Ryder (2017) noted that left unprotected 
by trade unions workers are exposed to unbridled dehumanization, exploitation 
and misery without end by employers and their representatives. On another front, 
employers perceive unionists as irritants and trouble makers that are inimical to 
the enterprise growth. To most managers, trade unions are meddlesome interlopers 
that are clogs in the wheels of workplace progress. Several organizations in Nigeria 
engage in deliberate and systematic frustration of trade unionism through individual 
bargaining policies, extraction of commitments to contract out of union membership, 
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unwritten, unofficial and invisible codes and insertion of non-unionization clauses 
in employment letters. They have also perfected the art of capitalizing on economic 
downturns and recessions to perpetually pauperize workers through reduced wages 
and conditions of work. Salazar (2016) mentioned others like refusing to bargain 
collectively, denying the unions participation in obtaining improvements for workers 
and all the strategies used to convince workers that unionizing is prejudicial. To 
some of them, the panacea is to render unions effete. Kent (2017) also spoke about 
situations of economic exploitation where mostly employers and managers benefit 
much of the value produced by workers who are left in marginal conditions and 
are deprived of their dignity and their identity as distinct individual personalities.

Oxfam (2017) observed that while the heads of corporations and the super-rich 
smile home with huge bonuses and dodge their taxes, the workers are paid peanuts. 
The main focus of multinationals and big businesses is to garner profits at the expense 
of workers welfare, thus widening the already large global inequality gap and pay 
disparity between executives and workers. To compound the woes of workers and 
unions, Oxfam (2017) also added that governments sing to the tune of big business 
and wealthy elites. State authorities claiming to be interested in attracting jobs 
through the provision of incentives to encourage inflow of foreign direct investments 
and industrialization, propose and design restrictive laws to curb unionism. This 
situation made Thomas (2011) to opine that trade unions are fast losing relevance 
in today’s increasingly globalized world where private-sector companies can easily 
move production to escape unions, where unionized jobs are disappearing because 
of technological change, and where states are passing laws to reduce the power of 
organized labor. The grim consequences of this development for workers and their 
unions respectively attracted Ryder (2017) who called for considerations of humanity, 
social justice and peace. This is reminiscent of the position of Schulman (2012) who 
spoke about the development of a culture of transformative personal, organizational 
and social change that can foster high human qualities and practices including 
empathy, altruism, peaceful conflict resolution and restorative justice. But on the 
contrary, the world of work is witnessing the gradual whittling down of the power 
of unions and the ability of workers to obtain just and decent jobs and conditions.

According to UNIFOR (2014) today’s trade unions are in a unique position to 
challenge inequality, demand redress for past wrongs, and push for a better future as 
instruments for building working class power in workplaces, communities, and in the 
political, economic, and cultural affairs of society. They have the tools, legislative 
backing, people power, and democratic structures in place. In agreement, ILO (2017b) 
noted the pressing need to improve conditions for the some 780 million women and 
men who are working but not earning enough to lift themselves and their families 
out of the US$2 a day poverty threshold. The authors maintained that to achieve 
this calls for ethically strong unions and leadership that can negotiate with, engage 
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and compel the employer to recognize and bargain with it, oblige the employer to 
reach an acceptable agreement with it and serve as a vehicle to shift the balance of 
power between them and management more to their favor. Burrow (2017) opined 
that the union mean less inequality, more sustainable work practices and economic 
security and added that the same collective strength that delivers better wages also 
makes work safer and healthier. The union and its constitution must be founded on 
the principles of social justice and stimulating equality fairness and inclusion in its 
activities. The union as an organization that fights for the rights of workers, must 
not only be union by mere platitudes, name and on paper, but also by demonstrable 
practices, tangible action and leadership effusions. The struggle for the emancipation 
of workers in today’s world of work has assumed a very herculean dimension that 
is neither for the light nor faint hearted and this is where the issue of strong ethical 
background to withstand all forms of negative and deleterious pressures arises.

New developments in the emerging world of work require virile and grounded 
leadership that can create a culture that promotes unity and cohesion, encourages 
ideas generation and implementation for problem solving, reinforces trade union 
consciousness and check the unsavory antics of adverse forces. Hordijk(1978) also 
averred that trade unionism is concerned with ethical attitudes and values despite 
the consideration of people that because trade unions are necessary countervailing 
forces against the power of employers, ethics should not be linked with trade union 
activities. The authors concurred with Ciulla (2005) that an ethical leadership 
may lead the organization (union) in a manner that respects the rights and dignity 
of others. Ethical leadership is reputed to enhance followership satisfaction with 
leaders. But Brown & Mitchell (2010) said both leaders and employees should 
behave ethically to enhance the positive aspects on organizational effectiveness. 
For effective balancing, ethics should be a two way thing. When both leaders and 
followers act ethically, they are on the same page and this stimulates cordiality and 
cooperation to achieve goals.

3.0 LEADERSHIP AND TRADE UNIONISM

Trade union leadership personifies the trade union as an institution that focuses 
on the dignity of labour, craves harmonious workplaces and desires good quality 
of (worker) work-life. Their utility comes from the impacts in the lives of both 
working and non working class people and their families. A point reemphasized by 
Eaton(1992) that union leaders who are elected democratically must respond to their 
membership base and lead their members to see beyond their own interests to the 
concerns of those who are not members but may be, and whose well-being affects 
both the members and the society. Trade Union leaders are expected to introduce 
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pragmatic programmes and newer approaches to meeting the demands of the 21st 
century world of work and workers. Trade union leadership must take urgent steps 
to promote equality, avoid cabals, prevent discrimination, address issues that border 
on workers welfare and ensure that union policies have the desired impact on the 
lives of workers.

Like any formal organization, trade unions are facing enormous challenges from 
and on all fronts. It is becoming clearer that the success of the trade union as an 
agglomeration of workers groups is becoming increasingly dependent on the abilities 
of union leaders to identify and optimize its strengths, weaknesses, threats and 
opportunities. Ibarra & Hansen (2011) noted that research has shown that in today’s 
workplace diverse teams produce better results. Therefore, the authors suggested that 
leaders should seek to bring people together from different backgrounds, disciplines, 
cultures and generations and leverage all they have to offer. Nye (2008) noted that in 
an era when the information revolution has dramatically changed the playing field, 
the urgency to attract, inspire, engage and persuade members as a leader has become 
most paramount. Leadership now require harnessing member skills, developing 
members’ potentials, empowering followership, enhancing group harmony and 
promoting partnership to accomplish overlapping and mutually inclusive tasks.

Effective trade union leadership holds cardinal prospects to solve problems 
emanating from socio-economic and political globalization on workers’ collectives. 
The accentuation of management control over labour processes hampers the quest 
for freedom at work and respect of trade unionization rights. Hammer, Bayazit & 
Wazeter (2009) underscored the existence of a closer proximity between what a union 
leader does and the consequences of union membership on the rank and file. To 
attain this, leaders should connect constantly with their members and also be ready 
to navigate the terrains of the increasingly complex world of work. This is because 
the capacity of union leaders to influence developments at work is hinged on their 
detailed knowledge of the dynamics of work. A leadership that is not steeped in 
union ideology and not knowledgeable about the practice and dynamics of industrial 
relations would not be able to thoroughly engage management and get the best for 
workers. Armstrong (2006) pointed out that in fulfilling their roles; leaders have to 
satisfy task, individual and group maintenance needs. These needs require knowledge 
for performance and success. So the authors agreed that effective leadership is 
proportional to union participation (Fullagar, Gallagher, Clark, & Carroll, 2004).

Workers cannot have power in the workplace if they don’t have power in the 
union (Peetz, 2015).. Industrial democracy is an instrument for building solidarity, 
establishing accountability and determining strategies which are critical to advancing 
worker and union interests. To embody the tenets and ethos of trade unionism, union 
leaders are expected to be inclusive in decision making and policy formulation and 
promote participation in charting the strategic direction for unions. The quality of 
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worker democratic participation is vital to union success and continued relevance. 
The structuring of the trade unions and also the provisions of most union constitution 
vests power in the hands of workers. But at times, union leadership may be aloof and 
insensate. At times, power may become intoxicative and corruptive. For instance, 
some Nigerian trade unions have emperors and tin gods masquerading like trade 
union leaders. Many of them equate themselves with the union and believe they 
are bigger than the union, but still end up using the union platform to service their 
narrow agenda.(DeCelles, DeRue, Margolis & Ceranic, 2012). The leader’s fortune 
is unavoidably linked with that of the followers.

3.1 Leadership Style

The trade union leadership is neither bestowed nor acquired by sheer rhetoric, but 
through action and ability to better the lot of workers and boost union prosperity. 
The leader is expected to foster a culture of high performance by nurturing the 
levels of solidarity, diligence and commitment required to facilitate the realization 
of the union objectives. But closely examined, union leadership mode and style 
falls within the purview of servant leadership (Greenleaf, 1977; Hunter, 1998; 
Autry, 2004; Spears, 2010; Pritchard, 2013; Sendjaya, 2015; Keith, 2015; Jennings 
& West, 2016; Blanchard & Broadwell, 2018). Since the main goal of servant 
leadership is to serve, the nexus between servant and union leadership is that union 
leadership connotes service to workers and the union. The servant leadership has 
been expressed and applied in many contexts over the years In the context of trade 
unionism, the authors regard it as a philosophy and set of practices that enriches the 
lives of workers, builds better trade unions and creates a more just and caring world 
of work. Greenleaf (2006) noted that servant leader is servant first. He continued 
that it begins with the natural feeling that one wants to serve/ A top priority for trade 
union leaders is to imbibe a cardinal aspect of servant leadership by making sure 
that other people’s highest priority needs are served. In line the treatise of Greenleaf 
(2006) that the servant-leader focuses primarily on the growth and well-being of 
people and the communities to which they belong to, so union leaders must have in 
depth knowledge of their union’s mission and vision goals, dynamics and constitution 
in order to unselfishly actualize membership aspirations.

Trade union leaders possess union power and are in leadership positions because 
they were elected by their members or in this context the followership for obvious 
reasons. Therefore, their actions or decision making processes should be guided 
by the best interests of their members. At the heart of this is the recognition that 
their decisions or choices affect the well-being of their followers. Bloomingdale 
(2016) effused that unity is what workers have always used to make the incredible 
contributions to our country, to our way of life and to society as a whole. Showing 
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genuine concern and empathy for workers economic situation and associated 
challenges and working towards ameliorating should be key functions of union 
leadership. Pritchard (2013) describes a servant leader as one who values diverse 
opinions, cultivates a culture of trust, develops other leaders by teaching them to 
lead, providing opportunities for growth, demonstrates by example, helps people 
with life issues, thinks about others, thinks about others and acts with humility. 
Hunter (1998) in enthusing that the greatest leaders are the ones that serve the most 
illustrated the Servant Leadership model which has will at the bottom, service and 
sacrifice and leadership is at the top. This model dwells on service and sacrifice 
for others which eventually enable the leader to have authority and influence with 
people. A leader who intends to lead by example must be able and willing to sacrifice 
tangible things for the greater good of the group and it is at this stage that he earns 
his stripes and the right to be called a leader.

The Nigerian Humanist Tai solarin once said leadership is sacrifice. Kent (2017) 
defined sacrifice as the intensity of caring is indicated by the willingness to give 
up benefits to oneself in order to ensure benefits to others. Sacrifice entails the 
consciousness to put the union above individual goals in a bid to stimulate the creation 
of more conducive working environments. Speers (2010) noted that the concept of 
servant leadership is increasingly being viewed as an ideal leadership form that an 
untold number of people and organizations aspire. He added that servant leadership is 
strongly based in ethical and caring behavior which enhances the growth of workers 
while improving the caring and quality of organizational life. Keith (2008) shared 
the same perspective with Greenleaf (2006) that the desire to serve is natural and 
moral and that servant leadership is ethical, practical, and meaningful. Keith went 
on to describe a servant leader as a leader who is focused on serving others, who 
loves people and wants to help them. Therefore, the mission of the servant leader 
to identify and meet the needs of others is similar to the aspirations of trade union 
leadership. Loving and helping others gives a servant-leader meaning and satisfaction 
in life (Keith, 2008:.9). Correlated with this, Mathis & Jackson (2008) were of the 
view that the union’s ability to foster commitment from members and remain as their 
bargaining agents depend on how well union leaders succeed in meeting member 
needs. Therefore, trade unions leaders should chart purposeful courses, develop 
feasible plans of action and work towards attaining member needs and at the core of 
these activities is servant leadership. In this guise, they should run inclusive unions 
that encompass all workers irrespective of gender, affiliation, religion, language 
etc, tolerate diverse, dissenting and unfavorable views and opinions and shun the 
proclivities for personal profiteering which eventually undermines and inhibits the 
capacity of the union to attain its goals.

The main resources of the trade union are its members. Organizations are successful 
and thriving because of their manpower and the value of leadership is to chart an 
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actionable course and give the necessary directions towards achieving the desired 
results. Jennings & Stahl-West (2006) noted that the most effective leaders don’t just 
stand in front of their people, they stand behind them too. They also argued that an 
individual can only qualify to be a leader only when they put other people first and 
outlined five key leadership actions upending the pyramid, raising the bar, blazing 
the trail, building on strength and running for great purpose. These actions can be 
coalesced by effective trade union leadership into promoting consistency, enhancing 
solidarity, espousing diligence, bargaining responsively negotiating reasonably, 
collaborating responsibly, mobilizing, organizing, directing and controlling the 
business of the union to accomplish workers aspirations (Tinuoye, 2013). Decision 
making processes are critical in any organization, trade union leaders must be guided 
by the prospects of making informed choices that will positively affect union members 
and boost union progress. Since trade unions operate a representative system that 
ensures that leadership reflect the wishes of members, members participation in 
decision making will reinforce this cardinal aspect of trade unionism..

3.3 Followership: Roles and Responsibilities 
of Trade Union Members

Several scholars have authored works and studies revolving around the theme of 
followership. (Van Vugt, 2006; Baker, 2007; Kelley, 2008; Popper, 2011: Uhl-Bien, 
Riggio, Lowe & Carsten 2014: Bastardoz & Van Vugt, 2019). For the purpose of 
this work, followers are defined as the rank and file members of the trade unions. 
They constitute the chunk of membership of trade unions and they are the basis for 
the presence of trade union leadership. Uhl-Bien, Riggio, Lowe & Carsten (2014) 
drew attention to the linkage between followership and leadership. They noted that 
leadership can only occur if there is followership—without followers and following 
behaviors there is no leadership. A main plank of their work is that following behaviors 
which represents a willingness to defer to another is a crucial component of the 
leadership process. Their work revolved around identifying followership theory as the 
study of the nature and impact of followers and following in the leadership process. 
Blankership (2018) examined followership from the perspective of inspiration, He 
explained that those people have something that others aspire to or at least want 
to aspire to. He came up with his working theory of Leadership which stated that 
people actively follows based on five factors of trust/relationship, competence, 
vision/purpose, admiration and the environment. Kellerman (2012) divided followers 
into five different types depending on their degree of engagement with the leader 
or leadership process i.e the isolates, bystanders, participants, activists or diehards. 
Based on the theme of this paper and the context of trade unionism, the authors 
will use the model of participative followership. This is because followers play the 
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major role in the successful implementation of the plans, vision and mission of the 
leadership. A key component here is a cooperative synergy between the two parties, 
followers must not only be at the epicenter of the union programmes, but they 
should participate in its fashioning, key into it and play a vital part in its success. 
It is only after this that followers can willingly, conscientiously and sincerely work 
for its actualization.

Meindl (1995) viewed that both leadership and its consequences as largely 
constructed by followers and hence influenced by followers’ cognitive processes. 
Union members must be courageous enough to voice their opinion as well as to help 
transform any situation, when he or she feels the leader is making a mistake, not 
toeing the correct path or deviating from the mission and goals of the union. This is 
because union leaders are not infallible; they have their own faults and imperfections. 
In concentrating so hard on leadership, people forget that the leader is human too. 
Leaders, like followers, need to be encouraged, supported and appreciated. Supporting 
the leader’s cause means followers should deploy their skills, expertise, experience 
and competences to the attainment of the leader’s vision and goals which are mutually 
agreed and enjoy the support of all rank and file members. Torbert (2004) underlined 
that the success of organizational transformation efforts are dependent upon the 
level of consciousness of both leaders and followers. The union and Leadership 
must continuously deepen and infuse the required union consciousness to the level 
that can yield positive benefits to the union.

The key to being effective as a follower is comprehensive understanding of 
the leader, and thorough evaluation of his mission and vision before keying into 
it. Followers should see themselves as partners in progress to the leaders with 
allegiance to the union and its goals for the major purpose of advancing common 
good. In doing this, they must keep on raising the bar or extending the borders of the 
leader’s performance by asking questions continuously and seeking justifications or 
reasons for actions, policies or decisions. Developing strong followership is crucial 
to enhance the management and sustenance of a culturally diverse and integrated 
union and workplace.

4.0 SOLUTIONS AND RECOMMENDATIONS

In virile organizations like trade unions, the leaders and followers should serve 
common purposes, have common goals and share common aspirations . These are 
the ideals that serve to bond all parties together as they strive to advance, promote 
and defend workers interests in an inclement terrain. The concept of trade union 
leadership must be pursued from the perspective of a strong platform to enhance 
the socio-economic and political status of both working and non working class and 
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their families with its positive impacts on national prosperity. Capable, qualified 
and experienced union leaders are critical to union effectiveness and their quest 
to broaden their goals to encompass social progress beyond the workplace and 
rediscover their capacity to mobilize workers and non workers in campaigns for 
national development. This is because only committed, dependable and ideologically 
sound union leaders can give vent to the aspirations of union members. The pursuit 
of enhancing leadership –followership relationships requires maximum cooperation 
and interaction, extraordinary efforts to emancipate mentalities, raise consciousness 
and mobilize the entire membership to work in tandem towards achieving the overall 
union vision and mission statement and goals. Trade union leadership must also 
understand that ultimate powers rest on union members—the workers and should be 
conscious of their responsibility to be loyal to and selflessly represent the interest 
of workers, value people and be committed to the union. Williamson(2017) noted 
that to establish a culture of servant leadership within your organization, in this 
case, the union let others see you serve and they will be naturally encouraged to 
join you. Most importantly, let them know that you care and they will be endeared 
to you. Lastly, invest in your people and don’t place limitations on your service.

4.1 FUTURE RESEARCH DIRECTIONS

Union Leadership is neither a tea party nor a cake walk. Virile leaders emerge 
through a continuous process of self adjustment, knowledge acquisition, capacity 
building and experience gaining, Passing through the furnace of hard negotiations, 
moving through the tough road of organizing and mobilizing and constantly seeking 
to raise the bar of workers welfare and wellbeing makes union leaders worthy and 
inimitable. Leaders who take cognizance of and are in tune with the interests, 
aspirations and diversity of their followers will build strong unions and dedicated 
membership. (Blanchard, 2018). A union leader should keep up with, predict and 
anticipate changes in this ever changing and dynamic world of work especially 
against the backdrop of the coming of the fourth industrial revolution, lead the union 
in comprehending the changing contexts and proffer actionable programmes and 
strategies to correspond to these changes.

Workplaces are changing rapidly and giving rise to diverse forms of work, 
union leaders are obligated to generate new ideas, identify and seek opportunities 
and then translate these ideas into reality for both the union and workers. Trade 
union leaders in the words of (Kent, 2017), should be good shepherds and stewards 
respectively. Kent (2017) illustrated that a good shepherd and steward is expected to 
inspire others, build self-confidence, fight hopelessness and anxiety among people, 
overcome fear, initiate productive and life oriented actions, provide new light, define 
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goals and provide a foundation for the future. Again, the authors re-emphasized the 
need for union leaders ensure that selfish interests have no place in union and the 
dominant thinking among leaders and followers is ‘we’ and not i. Vibrant and virile 
unions with servant leaders and participative followers have a surfeit of sacrifice, 
dedication, commitment, discipline and service that can be readily utilized in any 
meaningful struggle for the liberation and progress of workers.

The prevalent situation in Nigeria calls for ethically sound trade union leadership 
that can enhance the capacity of the labour movement to combat the magnitude of 
poverty, narrow the widening inequality gaps and foster social and economic justice 
nationwide.. The deplorable standard of living of workers, women, youths, physically 
challenged and migrant workers in Nigeria would be enhanced when trade union 
leaders pile more pressure on the Nigerian government to raise the minimum wage 
and introduce pro poor social programs. Johnson & Adams (2017) offered a useful 
guide by illustrating Immanuel Kant’s categorical imperatives a set of leadership 
code of conduct that discourages or prevents behaviors or decisions which hurt the 
interests of the led or curtail benefits from union membership. Further research 
could be directed to study how leadership can engender the greatest benefits for the 
majority of followers and greater good of the union without prejudices. The research 
should focus on how and acsertain if trade union leadership policies and programmes 
are inclusive enough and are members deriving tangible or non tangible benefits 
that can accentuate union development?. Carrying out a study to generate sincere 
answers to these questions would shed considerable knowledge on the critical area 
of leadership and followsership in the context of trade unionism.

4.2 CONCLUSION

The pressures facing trade unions today require that trade union leaders and members 
should possess the prerequisite skills and abilities to deliver results in a very tough 
and challenging working environment. Effective training enables both leadership and 
followership to acquire new knowledge and ideals and update existing competences 
that will enable them to build virile and service oriented unions. Few union leaders 
and workers are well grounded on the dynamics, ethos and tenets of trade unionism. 
Building trade union solidarity, consciousness and membership loyalty is linked to 
the provision of comprehensive trade union education and training about the labour 
movement and working people, their history, struggles, milestones, challenges etc. 
Policy makers at all tiers should start recognizing the significance of followership 
and placing it on the same scale as leadership. Followership can help to compliment 
and construct leadership in productive and innovative ways that will be mutually 
beneficial to all parties. The strengthening of issues like followership development, 
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skills and training etc should be place at the front burner of modern organizations. The 
importance of servant leadership and participative followership is further enhanced 
by the major finding of the study by DeCelles, DeRue, Margolis, & Ceranic, (2012) 
which demonstrated that those with strong moral self concepts, when given power, 
will increasingly behave in ways that benefit the common good. This is what lies 
at the heart of the importance and synergistic relationship between Leadership and 
followership in trade unionism.
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ABSTRACT

Organizations are increasingly investing in human resource development. The 
positive psychology approach warns of the importance of strengthening the forces. 
Leveraging the strengths is a way to achieve better results and even minimize the 
weaknesses of the leader. It is this assumption that positive psychology adds to the 
human resource development, which includes the leadership development. This chapter 
aims to propose a theoretical model about positive leader development supported 
by the positive psychology approach. This model comes from the literature to the 
evolution of leadership and organizational theories and the positive psychology. 
Positive leader development model seeks to enhance leadership development within 
an organization with a positive psychology approach. The literature shows the 
advantages of strengthening forces in the organizational context. So, it is necessary 
to systematize a theoretical model that facilitates the positive leader development 
in organizations. The proposed model is based on the study by Malinga, Stander, 
and Nell.
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INTRODUCTION

The industrial revolution has changed the way we live and how we perceive the 
world. This historical landmark was the driving force behind the changes that 
occurred during the 20th century and keep going in the 21st century. The changes 
were reflected in management and leadership practices in organizations that quickly 
had to adapt to the context and market demands to ensure the survival. The change 
in focus was due to the perception of exogenous and endogenous factors and their 
influence on the organization’s performance, the introduction of new technologies 
and their impact on people’s lives and workplaces.

The beginning of the 21st century and the digital transformation has caused great 
challenges in the management and leadership of organizations (Bartsch, Weber, 
Büttgen, & Huber, 2021; Sainger, 2018; Van Wart, Roman, Wang, & Liu, 2019). 
There has been a search for new approaches, new ways of managing resources and 
ensuring the sustainability of organizations. With the COVID-19 era, the remote 
work environment, virtual teams and e-leadership were issues that stood out in the 
organizational environment and in research, namely the role of the leader in this 
context (Bartsch et al., 2021; Daraba, Wirawan, Salam, & Faisal, 2021; Zeuge, 
Weigel, Bjorn, Frederike, & Michael, 2020). This research seeks to systematize the 
contributions of the positive psychology approach to the development of leaders 
within organizations. Assuming that the positive psychology approach promotes 
positive performance results (Youssef & Luthans, 2007), both at the level of people 
and organizations, this study aims to define a model that facilitates the development 
of positive leadership in organizations.

The methodology is based on the literature review on the evolution of leadership 
and organizational theories and positive psychology approach. It is assumed as soon 
as the positive psychology approach can better answer to the current challenges of 
organizations. The research begins by addressing leadership theories and the impact 
of positive psychology in the organizational context. Then, the positive leadership 
and corporate happiness concepts are presented, ending with the proposal of a 
theoretical model for the development of positive leadership. It is intended that the 
model will lead to positive behaviors and that it allows building a positive culture 
and environment within the organization.
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BACKGROUND

The Evolution of Leadership

Leadership is one of the topics that produces more scientific papers and specialty 
books throughout history. At the end of the 20th century, this was one of the 
conclusions of the study by House and Aditya (1997). The systematic approach to 
leadership began in the 1930s and the development of knowledge of the phenomenon 
has been cumulative, but with two major problems (House & Aditya, 1997): - the 
excessive focus on the boss-subordinate relationship instead of the performance of 
the leader and the organizational and environmental variables that contribute to the 
effectiveness of the leadership; and, the inadequate integration of the management 
and leadership literature as there has been greater concern with the generic functions 
of leadership (House & Aditya, 1997).

From very early on that there is a great controversy when trying to clarify 
the concepts of leadership and management (Zaleznik, 1977; Kotter, 1990). It is 
clearly assumed that the concepts are complementary and equally important in the 
organizational context. The fact that the management and leadership literature are 
not properly integrated is another assumption that leads to the need to analyze them 
in an integrated manner (Hamlin, 2004). More recently, Hamlin reports that the 
problem of management research has been the lack of agreement on management 
behaviors that are most associated with effective leadership practices (Hamlin & 
Hatton, 2013). Other researchers reinforce that there is a lack of agreement on the 
category of behaviors that are relevant and their significance for leaders (Yukl, Gordon, 
& Taber, 2002). Leadership is focused on change and management ensures some 
stability through planning, organizing and controlling situations. (Anderson, 2006).

Leadership was already studied by Aristotle while management emerged with the 
industrial revolution, with the need to organize, supervise and manage organizations 
more efficiently. The first management function was created by Fayol, at the 
beginning of the 20th century. Throughout the century, many other developments in 
the management have emerged. (McNamara, 2011). There have been major changes 
in the workplace because of technological changes and globalization. The most 
competitive organizations need to invest more in the development of management 
and leadership (Carbery & Garavan, 2005).

Leadership is a dynamic process of aligning, motivating, involving and 
encouraging people’s participation in the vision and the future (Day, 2011; Kotter, 
1990; Mccauley, 2008). There are also concepts that consider leadership as the 
ability to influence a group in order to achieve the established goals (Robbins, 2004). 
Given the complexity of the context, several researchers have identified the need 
to integrate the leadership concepts to get a closer concept of reality. Winston and 
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Patterson created an integrated definition of leadership using ninety dimensions that 
they found in the literature, thus showing the complexity of the concept (Winston 
& Patterson, 2006).

All leadership theories seek effectiveness or how to make leaders more effective. 
The focus of the theories is a fashion issue because when analyzing a long period 
of history, some thoughts common to the theoretical perspectives are verified, 
allowing a functional integration (Chemers, 2000). The evolution of 20th century 
leadership theories followed the evolution of organizations from the implementation 
of mechanization processes and mass production to automation through the 
introduction of computers and cyber systems; the systems we know, but no one 
sees. Today, organizations need to adapt to digital transformation and artificial 
intelligence. Leadership is not left out of the changes as people, working methods 
and work environments are changing.

Organizations evolved from a structural, mechanistic, and bureaucratic approach 
(Taylor, Ford, and Fayol), emphasizing the tasks and structure of the organization 
in which the leader was only seen according to his personal traits. Then with the 
humanistic approach (MacGregor, Maslow, Herzberg,), organizations emphasized 
the people and working conditions in which the leader assumes several styles due 
to the situations and maturity of the team itself. Followers are highlighted in the 
leadership process and the leader is seen as the element who listens and serves 
the team. In the last half of the twentieth century and early twenty-first century, 
organizations are considered ‘living systems’ integrated. Hence, the integrative 
approach of organizations emerges (Bertalanffy, Burns e Stalker, Emery e Trist). 
With a focus on people and strategy, the leader begins to worry about the personal 
and professional development of each member of the team and promotes constant 
feedback. The leader stands out from the others for his behavior, posture, and 
knowledge, namely for the technology he holds.

The ‘Great Man’ theory dominated in the 1940s and focuses on the leader’s 
personality traits. Over the past three decades, research with an emphasis on the 
individual characteristics of leaders and their relationship to effective leadership has 
proliferated (Hoffman, Woehr, Maldagen-Youngjohn, & Lyons, 2011; Kirkpatrick 
& Locke, 1991; Yukl, 2010; Zaccaro, 2007). According to the literature about 
leadership effectiveness, Hoffman conclude that it is fragmented into two distinct 
focuses: - traits (personality and intelligence) and states (knowledge and skills). 
According to the researchers, the states’ approach is less stable (Hoffman et al., 
2011). This vision follows the three ways of growth throughout career and life 
presented by Boyatzis (Boyatzis, 1993; Boyatzis & Kolb, 1995). Traits theories are 
associated with personality and leadership (Judge, Bono, Ilies, & Gerhardt, 2002) 
and over time have had decades of prominence, skepticism and disinterest (Judge, 
Piccolo, & Kosalka, 2009). Other researchers refer to the difficulties of progressing 
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this theory due to the lack of coherence and conceptual meaning (Zaccaro, 2007). 
The studies carried out show a modest correlation of each individual characteristic 
in isolation with effective leadership. Behavioral approaches, situational factors 
and their interaction with the characteristics of leaders are reinforced (Hoffman et 
al., 2011).

The lack of empirical evidence for the existence of a leadership traits profile led 
to the search of leadership effectiveness through leadership style. (Den Hartog & 
Koopman, 2001). One of the most contemporary approaches to behavioral theory 
is that of Ulrich, Zenger and Smallwood, which supports the assumption of results-
based leadership; effective leadership is a function of personal attributes and the 
results achieved (Intagliata, Ulrich, & Smallwood, 2000; Safferstone, 2005). During 
the 50s and 70s of the last century, we witnessed the search for the behaviors of 
the leader and manager that are considered universal and that contribute to the 
leadership effectiveness. It was concluded that there is no single pattern in behavior 
that featured all managers and effective leaders. (Hamlin, 2004). Behavioral approach 
was considered insufficient due to inconsistencies in results, measurement problems, 
causality, informal and emerging leadership and the lack of situational analysis (Den 
Hartog & Koopman, 2001).

Situational and contingency approaches seek to resolve the deficiencies previously 
identified and to value environmental issues over variations in leadership effectiveness 
(Kets de Vries, Vrignaud, Florent-Treacy, & Korotov, 2007). According to these 
approaches, the leadership style is contingent on a concrete situation (Den Hartog 
& Koopman, 2001). Therefore, the leader’s behaviors are effective in only a few 
situations. Chemers considers the research carried out unproductive in the context 
of personality traits and behaviors to be unproductive (Chemers, 2000). Contingency 
theories recognize the complex nature of leadership by considering the characteristics 
and behaviors of the leader in a context of situational parameters.

Other approaches also called New Leadership’ seek to understand how the leader 
achieves extraordinary levels of motivation, admiration, commitment, respect, trust, 
dedication, loyalty, and performance by the followers. The emphasis on charisma 
reinforces the idea that the leader’s personality has an extraordinary effect on his 
followers (Kets de Vries, Vrignaud, & Florent-Treacy, 2004) and on organizational 
success; the leader leads his followers to experience positive emotions. Leader plays 
an important role in the perceptions of the followers about the effectiveness of the 
leader, in attracting new leaders and in the mood of the followers (Bono & Ilies, 
2006). Charismatic leadership is a meso-theory that emphasizes the relationship of 
a follower and leader and is the product of the leader, the follower and the situation 
(Klein & House, 1995). Transformational theory analyzes the interactions between 
the situation and the traits according to the perceptions of the leader and the followers. 
Transformational leadership measures leadership as a result and contingency theories 
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tend to focus on the characteristics of the leader (Chemers, 2000). Transformational 
and transactional leadership are distinct but complementary processes in which the 
leader uses both in different situations (Bass, 1997). Bass and Avolio also studied 
the relationship between types of leadership and organizational contexts (Bass & 
Avolio, 1993). According to the charismatic and transformational leadership, it 
is possible to verify the effects of leadership on the followers (Shamir, House, & 
Arthur, 1993). Although some critics view transformational leadership as unethical, 
Bass and Steidlmeier present the four components of authentic transformational 
leadership. (Bass & Steidlmeier, 1999).

Leadership theories are also influenced by the development of Emotional 
Intelligence and the proliferation of studies associated with emotional competencies 
that contribute to the effectiveness (Goleman, Boyatzis, & Mckee, 2001; Goleman, 
1998; Mayer, DiPaolo, & Salovey, 1990; Mayer & Salovey, 1997). To realize the 
differences between the organizations considered ‘good’ and ‘great’, Collins and his 
team concluded that organizations need a mechanism for training and development 
of internal leaders. Researchers found the existence of levers that accelerate the 
process of transforming organizations from good to great. Organizations that 
presented a set of characteristics, like ambition by the company and the preparation 
of competent successors, are considered “Level 5 Leadership” (Collins, 2001, 2007). 
Level 5 Leadership refers to the highest level in the hierarchy of executive skills and 
builds long-term optimum through a paradoxical blend of humility and personal 
determination (Collins, 2007).

At the end of the century, the follower’s role is no longer seen as passive to 
integrate models of understanding the phenomenon of leadership, contributing to 
a relational concept of leadership (Hollander, 1992, 1995). Relational Leadership 
comes from the leader-member exchange theory and the theoretical approach to 
relationship-based leadership developed by Graen and his team (Graen & Uhl-
Bien, 1995; Schriesheim, Castro, & Cogliser, 1999). Although the concept is not 
yet clear, it is a process of social influence through which emergent coordination 
(evolving social order) and change (new values, attitudes, approaches, behaviors 
and ideologies) are constructed and produced (Uhl-Bien, 2006). So leadership is 
seen as a social construction process that relationships are the key to new forms of 
leadership that explain why leaders act differently with those they lead and develop 
different types of relationships with them (Lunenburg, 2010).

The leader who serves first is a concept that was introduced into the organizational 
context by Greenleaf in 1977. Servant leadership was not only defined as a management 
technique but a way of life (Parris & Peachey, 2013). This approach has a theoretical 
framework based on the leader’s motivation to serve others, however, there are some 
difficulties in operationalizing the variables (Winkle, Allen, Devore, & Winston, 
2014), due to not finding sufficient scientific evidence (Russell & Stone, 2002). It 



167

Positive Leader Development

is necessary to analyze how the personal values of this leadership style differ from 
others, such as the transformational (Avolio, Walumbwa, & Weber, 2009). Over the 
past 20 years, the servant leadership has progressed despite problems identified. 
For many authors, it is possible to advance the theory by solving problems and 
continuing to offer meaningful insights to the leadership field over the next 20 years 
(Eva, Robin, Sendjaya, Van Dierendonck, & Liden, 2019).

One of the problems pointed out to servant leadership is the proximity to ethical, 
transformational, and authentic leadership. The latter has proliferated since the 
beginning of the XXI century. According to Luthans & Avolio, authentic leadership 
is a process that is based on positive psychological capacities in a highly developed 
organizational context, resulting in greater self-awareness and positive self-regulated 
behavior on the part of leaders that promote positive self-development (Avolio et al., 
2009). Authenticity is largely defined by what people see in the leader as there is no 
right way to establish and manage authenticity; there are consistent steps that help 
others to perceive the leader as authentic - to gain better knowledge of themselves 
and others and to improve their connection to the organizational context (Goffee & 
Jones, 2005). Being authentic is not trying to imitate others; it is possible to learn 
from the experiences of others, but success is not achieved when trying to be like 
others (George, Sims, McLean, & Mayer, 2007); thus, authentic leadership emerges 
from the life stories of leaders (Shamir & Eilam, 2005).

Avolio and Gardner systematized the authentic leadership theory presenting 
definitions, antecedents, contexts, and levels of analysis (Avolio & Gardner, 2005). 
The major concern was to accelerate the impact of leadership at individual, group, 
community and nation (Avolio, 2010). These researchers defined the components 
of Authentic Leadership and compared it with Charismatic, Transformational 
and Servant Leadership. In recent decades, researchers have sought to integrate 
more positive forms of leadership (Avolio et al., 2009), promoting the integration 
of leadership theories (Avolio, 2007). Dimitrov recently conducted the first case 
study on the concept of Humane Leadership looking for more humane leadership 
and organization (Dimitrov, 2015). Researcher explores how leader influences an 
organization to become more human through his characteristics and behaviors. 
This study highlights the traits and behaviors of modern leadership theories, such 
as authentic, transformational, and charismatic leadership, summing up all these 
styles in the concept of human leadership.

Taking up the leader’s personal characteristics, there are several studies addressing 
the importance of humility previously reported by Collins (2007). Researchers 
who reborn the issues of leaders’ humility seek to understand the impact on team 
performance, innovation, the leadership process and the organization as a whole 
(Owens & Hekman, 2016; Owens, Johnson, & Mitchell, 2013; Rego, 2019; Rego, 
Cunha, & Simpson, 2018). Humility means to have the feet on the ground, contributing 
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to a healthy relationship between leaders and followers and to the individual and 
collective performance (Rego, 2019).

Throughout the evolution of theories, three important premises are verified: i) 
a current trend towards the humanization of organizations; ii) the need to integrate 
leadership styles to address the complexity of the organizational context; and iii) 
the search for new approaches that contribute to the development of effective 
leadership. These findings help to understand the trend of leadership theories over 
time. Currently, in addition to digital transformation and artificial intelligence, the 
world has suffered a pandemic with strong impacts on people and organizations 
(Chen & Sriphon, 2021). COVID-19 reinforced the importance of the leader’s role 
in the virtual teams context (Bartsch et al., 2021; Daraba et al., 2021; Liao, 2017; 
Lilian, 2014; Sainger, 2018; Zeuge et al., 2020). These phenomena reinforce the 
emergence of transformational and authentic leaderships (Balthazard, Waldman, 
& Warren, 2009; Karam, Gardner, Gillifor, Tribble, & Li, 2017; Yavuz, 2019), as 
they contribute to engagement and the perception of support from leaders, namely 
when working from home (Daraba et al., 2021). It is important to consider the risks 
of perceiving traditional leadership or non-leadership (Contreras, Baykal, & Abid, 
2020), with the growth of more flexible working methods in organizations. The 
positive approach can overcome these risks pointed out by the researchers.

Positive Psychology in the Organizational Context

Positive Psychology is the study of conditions and processes that contribute to 
the flourishing or the ideal functioning of people, groups and institutions (Gable 
& Haidt, 2005). According to the researchers, positive psychology has grown so 
quickly because it provides a more complete picture of human nature compared to 
traditional psychology. Martin Seligman, the father of positive psychology, began 
by emphasizing human strengths and promoting human development. The positive 
psychology approach arises because the so-called traditional psychology focuses 
more on treating ‘disease’ than on enhancing ‘sanity’.

The focus of psychology on the negative issue was primarily due to historical and 
cultural reasons (Seligman & Csikszentmihalyi, 2000). Researchers state that the prior 
studies on the positive issues of human nature that did not prosper due to a lack of 
methodological rigor and inconsistent results, leading to the weakening of humanistic 
psychology (Seligman & Csikszentmihalyi, 2000). With the beginning of the 21st 
century, psychologists were expected to contribute to the flourishing of individuals, 
communities and societies (Cameron, 2010; Seligman & Csikszentmihalyi, 2000). 
As positive psychology focuses on the forces of human nature, it will promote an 
open and appreciative perspective on the potential, motivations and capabilities of 
the human being (Sheldon & King, 2001).
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Following these assumptions, Seligman and Peterson created a manual for 
classifying the strengths and virtues of character in relation to psychological well-being 
(Seligman, Steen, Park, & Peterson, 2005). This classification aimed to describe and 
classify the strengths and virtues of character that allow people to flourish. Figure 
1 shows the 24 strengths of character, grouped into 6 virtues.

In the book Flourish: A Visionary New Understanding of Happiness and Well-
being (2012), Seligman corrected and expanded his previous approach, due to the 
extreme complexity of the human being. Happiness was previously understood as 
the common end goal, being the only factor on which people based their choices. 
The researcher added other goals besides happiness, thus strengthening his theory. 
The developments known as the Theory of Well-being have five objectives: - 
happiness (positive emotions), relationships (positive social relationships), purpose 
(meaning), engagement (flow) and achievements (goals, persistence). Seligman 
defined that PERMA (Positive Emotion, Engagement, Relationships, Meaning, 
and Accomplishment) are the elements of well-being (Martin Seligman, 2018), 
and can be measured through the PERMA profiler (Butler & Kern, 2016). It was 
further demonstrated that there is strong evidence of the subjective well-being is 
the final common path of PERMA elements (Goodman, Disabato, Kashdan, & 
Kauffman, 2018).

As for positive emotions, Fredrickson states that do not fit the previously 
emotions models because they fail in their description, focusing on negative emotions 
(Fredrickson, 1998). Researcher proposes a model to describe the form and function 
of a subset of positive emotions, including joy, interest, and love.

There is also the concept of subjective well-being (SWB) associated with positive 
psychology. This is defined as a cognitive and affective assessment of a person’s 
life (Diener, Lucas, & Oishi, 2002). These assessments include emotional reactions 
to events, as well as cognitive judgments of satisfaction and fulfillment. Subjective 
well-being is a broad concept that includes experiencing pleasant emotions, low levels 

Figure 1. Seligman’s strengths and virtues of character (2005)
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of negative mood and high satisfaction with life. Positive experiences embodied in 
subjective well-being are a central concept of positive psychology because it make 
life rewarding (Diener et al., 2002). Results from a recent study suggest the factor 
underlying PERMA is capturing the same type of well-being (Goodman et al., 2018).

Positive psychology allows for the transition from healing to a perspective that 
emphasizes prevention. There are three main focuses of Positive Psychology (Gavin 
& Mason, 2004; Martin Seligman, 2002): i) Positive states of subjective well-being; 
ii) Positive individual/psychological traits; iii) Positive organizations. The movement 
of positive psychology was widely stimulated at the organizational level (Lopez & 
Snyder, 2012; Seligman & Csikszentmihalyi, 2000; Sheldon & King, 2001), with a 
concentration of research related to positive psychological capital (Avey, Reichard, 
Luthans, & Mhatre, 2011; Luthans, Avey, Avolio, & Peterson, 2010; Luthans & 
Youssef, 2004), which led to the creation of two approaches related to applied 
positivity and management based on forces in the workplace - Positive Organizational 
Scholarship (POS) and Positive Organizational Behavior (POB).

Positive Organizational Scholarship (POS) is based on the work of the University 
of Michigan that emphasizes positive organizational characteristics that can improve 
survival and organizational effectiveness in times of crisis. Cameron and other 
researchers note that the POS field was developed to study the positive skills and 
practices that lead to the flourishing of organizations. This school differs from 
traditional organizational studies in that it seeks to understand what it is and how 
it approaches the best of the human condition (Cameron, Dutton, & Quinn, 2013). 
To give credibility and reinforce the importance of a positive approach in the 
organizational context, empirical evidence was needed to demonstrate that these 
positive practices in organizations produce desirable changes in organizational 
effectiveness (Cameron, Mora, Leutscher, & Calarco, 2011). An instrument of 
positive practices was created and evidence was found that positive practices actually 
predict organizational performance and contribute to indicators of effectiveness over 
time (Cameron et al., 2011).

Positive Organizational Behavior (POB) applies the positively oriented 
psychological forces and capabilities that can be measured, developed, and managed 
to improve performance in the workplace. These capabilities include self-efficacy/
confidence, hope, optimism, and resilience and are called Positive Psychological 
Capital (Cunha, Rego, & Lopes, 2013; Luthans & Youssef, 2004; Youssef & Luthans, 
2007). This school also contributes to raising the honesty and integrity of people in 
the world (Cameron, Quinn, & Caldwell, 2017).

Based on positive psychology and positive organizational behavior, two studies 
test the hypotheses about the impact that positive capabilities (hope, optimism, 
and resilience) have on the employees’ desired results in relation to work. These 
results include performance, job satisfaction, happiness at work and organizational 
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commitment (Youssef & Luthans, 2007). Another study shows that organizations 
highlight positive organizational behavior due to its competitive and changing nature 
(Pouramini & Fayyazi, 2015). The findings reinforce that positive organizational 
behavior has a strong relationship with job satisfaction, organizational citizenship 
behavior and employee involvement, and these relationships will be strongest when 
positive organizational behavior is high.

According to a meta-analysis, positive psychological capital is made up of 
psychological resources of hope, effectiveness, resilience and optimism and is being 
used in human resource development and performance management (Avey et al., 2011). 
The results demonstrated the positive relationships between positive psychological 
capital and employees’ desirable attitudes (job satisfaction, organizational 
commitment, psychological well-being), employees’ desirable behaviors (citizenship) 
and performance measures (self-assessment, supervisor assessments and objectives). 
There was also a significant negative relationship between positive psychological 
capital and employees’ undesirable attitudes (cynicism, turnover intentions, work 
stress and anxiety) and employees’ undesirable behaviors (Avey et al., 2011).

A study of the role of positivity and connectivity in the performance of teams in 
organizations concluded that the great challenge is to create a liberating and enriching 
order so that teams can explore the liberating and creative power of positivity (Losada 
& Heaphy, 2004). Organizations need highly connected teams in which the polarity 
of the other and the self are integrated in a sense of ‘we’, leading to a productive 
and continuous dialogue. Thus, positivity based on constructive negative feedback 
can generate a state of realistic enthusiasm that drives organizations to achieve and 
maintain levels of excellence (Losada & Heaphy, 2004). Luthans and Youssef said 
that organizational decision making, and human resource management must undergo 
transformation, focusing on development approaches that consistently improve 
performance over time (Luthans & Youssef, 2004). The 157 predominantly negative 
theories that defend human behavior and motivation in organizations need to change 
to a force-based management (positively oriented), and focused on the development 
of human, social and psychological capital to reach full potential (Luthans & Youssef, 
2004). Thus, the management of positive psychological capital can effectively lead 
people’s talents, strengths and psychological capacities to achieve productive, ethical 
and sustainable results that are a competitive advantage for organizations. (Luthans 
& Youssef, 2004).

Positive Leadership and Corporate Happiness

Since the beginning of the 21st century, the integration of leadership theories and 
positive psychology approach has been at the same time as the emergence of the 
concepts of Positive Leadership and Positive Organizations.
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Positive Leadership

Arakawa and Greenberg showed that if leaders exhibit positive leadership behaviors, 
they will promote the organization’s success as a whole (Arakawa & Greenberg, 
2007). Other researchers have expressed the view that positive leadership is crucial 
in organizations particularly in difficult times and also show that high performance 
is associated with high levels of positive affect (Youssef-Morgan & Luthans, 2013).

There are several concepts for positive leadership that show the lack of consensus 
regarding its conceptualization. Cameron was one of the researchers at the University 
of Michigan to highlight the importance of positivity in leadership. Positive leadership 
is a process of considering good and evil in individuals and organizations, emphasizing 
what elevates individuals and organizations, what works in organizations, what 
gives life, what is experienced as good, what is extraordinary and what is inspiring 
(Cameron, 2008). Another concept shows that positive leadership is seen as a process 
that focuses on the strengths of employees and the recognition of good work in order 
to help employees be more productive and committed to their work (Arakawa & 
Greenberg, 2007). Other researchers believe that positive leadership focuses only on 
the leader’s behaviors and how they affect employees’ positive emotions (Kelloway, 
Weigand, Mckee, & Das, 2013). A more comprehensive way is a concept of leadership 
positive considering the background and results of positivity as a systematic and 
integrated manifestation of leadership traits, processes, intentional behaviors and 
high, exceptional and affirmative performances of the leaders’ strengths, employees 
and the organization itself (Youssef & Luthans, 2012).

Cameron has defined the four principles for developing the concept of positive 
leadership - Positive Climate, Positive Relationships, Positive Communication and 
Positive Purpose -, and the practices associated with each one (Cameron, 2008). The 
positive leader promotes a positive work climate by identifying positive energizers 
in tasks/functions and recognizing and supporting the teams; the positive leader also 
promotes positive communication through affirmative and supportive language, 
replacing negative and critical language; the leader does not fail to address the 
negative aspects, only takes a positive and constructive approach to weaknesses; 
the positive leader develops positive relationships between members by facilitating 
positive energy, modeling it and diagnosing and building positive energy networks; 
and, lastly, the positive leader guarantees work associated with a positive purpose 
that contributes to keeping everyone focused and motivated on significant goals 
(Fairlie, 2011).

Malinga and other researchers recently conducted a critical review of the literature 
to clarify the concept of positive leadership (Malinga, Stander, & Nell, 2019). 
Researchers have proposed an integrated definition of positive leadership that results 
in three proposals for positive leadership interventions: i) the traits that a positive 
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leader should have (optimism and a mindset of ‘can do’ altruism, ethical guidance 
and motivational characteristics); ii) the specific leadership behaviors (creating a 
positive work environment, developing positive relationships, focusing on results 
and engaging employees through positive communication); and, iii) the leadership 
results (such as productivity and performance levels, organizational citizenship 
behavior and employee well-being) (Malinga et al., 2019). Through the leaders’ 
narratives, other researchers concluded that positive leaders are crucial in creating 
organizational patterns regardless of the characteristics of the external context (Pina 
e Cunha, Campos e Cunha, & Rego, 2009).

Positive leadership is more ethically oriented and transformational leaders are 
more able to transform their followers and may even be a little abusive or unethical. 
Ethical leadership is like positive leadership because both encourage two-way 
communication between followers and seeks to involve them in decision-making. 
An ethical leader seeks to do the right thing and always act ethically as positive 
leaders, however, these tend to be more authentic than the ethical leader (Brown & 
Treviño, 2006). The positive leader is also perceived as being fair to his followers 
and tends to put the needs of others before his own needs as the servant leader. 
Both inspire their followers; however, the difference is in focus. The servant leader 
focuses on followers and positive leader focuses on organizational goals as well as 
inspire, motivate and encourage followers to achieve these goals (Stone, Russell, & 
Patterson, 2004). Authentic and positive leaders are both optimistic and hopeful about 
the future, but only the positive leader is ethically oriented and is both authentic and 
transformational. While the definitions of positive leadership are not explicitly the 
authentic traits (self-awareness, authenticity and genuineness) (Walumbwa, Avolio, 
Gardner, Wernsing, & Peterson, 2008), they are implicit in other traits (ethical 
orientation, motivational characteristics and altruism) that a positive leader should 
have (Malinga et al., 2019).

Previous research points to the lack of studies on the acceleration, emergence 
and development of positive leadership (Blanch, Gil, Antino, & Rodríguez-Muñoz, 
2016; Zbierowski, 2016), and how it should be measured (Antino, Gil-Rodríguez, 
Rodríguez-Muñoz, & Borzillo, 2014). Previous studies show that the positive leader 
promotes a more collaborative, harmonious, and participative mind-set among 
team members in which people seek well-being and happiness in their personal 
and professional lives.

Positive Organizations

The new millennium began with the improvement of the Authentic Leadership 
Theory and the extension of its assumptions to organizations - Authentizotic 
Organization (Kets de Vries, 2001). There is a concern for human needs and how 
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people are refreshed in their work, feeling a sense of balance and integrity (Kets 
de Vries, 2001). In a more comprehensive concept of Authentic Leadership and 
already integrating the assumptions of positive psychology, the leader uses and 
promotes positive psychological capacities and a positive ethical climate within the 
organization, through moral guidance, relational transparency, self-awareness and 
balanced processing information to promote positive self-development (Walumbwa 
et al., 2008; Walumbwa, Luthans, Avey, & Oke, 2011). Thus, the leader promotes 
the psychological capital and creativity of the follower (Rego, Sousa, Marques, & 
Cunha, 2012), and the organizational environment has an impact on the happiness 
of followers (Rego & Cunha, 2008).

To create positive teams and organizations it is not enough that individuals are 
positive because the individual effects of positivity are not reflected proportionally 
in the organizational effects; it is crucial to analyze the learning behaviors of 
work teams (Edmondson, 2008). The concept of psychological security consists 
of the group’s shared belief that it is safe to take risks (Edmondson, 1999). Group 
members need to feel free to speak and participate openly, ask questions, receive 
feedback and recognition, discuss controversial issues, suggest and try new things 
and make mistakes and be able to learn from mistakes (Cunha et al., 2013). All 
this collaborative, participative and positive environment is essential for creating 
positive teams within organizations. The role of psychological security in creating 
positive teams is critical because openness, flexibility and interdependence are 
only developed in psychologically safe environments; thus, it is possible to give 
negative feedback and have difficult conversations that require trust and respect 
(Edmondson, 2008). Organizations that intend to develop a positive culture need 
to promote a collaborative and learning environment. Some researches show a 
relationship between the perception of the work environment and the organization’s 
results (Harter, Schmidt, & Keyes, 2003). Other researchers had already looked for 
synergies between entrepreneurship and positive behavior (Palma, Cunha, & Lopes, 
2007), but a new line of research has only recently opened (Zbierowski, 2016).

Corporate Happiness

Researchers refer to happiness as psychological well-being, a multidimensional 
construct that includes life satisfaction, positive emotional experiences, absence of 
negative emotional experience components (Diener, 2000; Haller & Hadler, 2006), 
as well-being affective, competence, aspiration, autonomy, integrative functioning 
(Daniels, 2000; Lyubomirsky, King, & Diener, 2005). Psychological well-being is 
the combination of feeling good and functioning effectively. Sustainable well-being 
does not require people to always feel good because negative or painful emotions 
are part of life and the ability to manage those emotions is essential for long-term 
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well-being (Huppert, 2009). Another concept associated with happiness is affective 
well-being (frequent experience of positive affect and the rare experience of negative 
affect) (Daniels, 2000). This construct is also multidimensional and can be measured 
in relation to the work area. Studies show that happiness is a personality trait as 
subjective well-being (Weiss, Bates, & Luciano, 2008). Psychologists’ knowledge 
of subjective well-being is rudimentary, and a stronger scientific basis is needed 
to make recommendations (to people and society in general) on how to increase 
happiness. Societies need to give greater importance subjective well-being, tracking 
the phenomenon, supporting research and educating people (Diener, 2000).

There is evidence of the positivity of organizational leadership in the well-
being of employees (Kelloway et al., 2013). The positive psychology movement 
has helped people in the pursuit of genuine happiness every day (Gavin & Mason, 
2004). Researches indicate that happiness is functional and generally leads to success 
(Oishi, Diener, & Lucas, 2007). Researchers have shown that people who experience 
the highest levels of happiness are the most successful in close relationships and 
volunteer work, and people who experience slightly lower levels of happiness are 
the most successful in income, education and political participation (Oishi et al., 
2007). When people are moderately happy, the most effective level of happiness 
depends on the specific results used to define success as well as the resources 
available (Oishi et al., 2007).

Happiness as pleasant moods and emotions, well-being and positive attitudes 
have attracted all research in psychology in recent decades, and this interest has 
also extended to previously underestimated workplace experiences. Many discrete 
constructs of organizational behavior belong to the family of constructs related to 
happiness (Fisher, 2010). Happiness at work includes job satisfaction but it is much 
more, namely work involvement and affective organizational commitment. There is 
evidence that happiness has important consequences for individuals and organizations 
(Fisher, 2010). More specifically, there is evidence that happier employees are better 
able to ‘expand and build’ themselves, more creative, resilient, socially, physically 
and mentally healthy and more productive (Fredrickson, 2001). The impact of 
leadership on employee happiness has been studied and results showed that happiness 
was a significant predictor of affective commitment and mediator in the relationship 
between transformational leadership and affective commitment (Abdullah, Ling, & 
Peng, 2017). Other research shows that optimism and high resilience are positively 
related to positive leadership affecting flourishing, life satisfaction and subjective 
happiness (Zbierowski & Góra, 2014).

Researchers recommend that organizations put more emphasis on positive 
psychology to create and maintain healthier, happier and more productive workplaces 
(Gavin & Mason, 2004). Happy companies foster positive behaviors not only in 
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leadership, but at all levels of the organization. There are some suggestions for a 
happy company:

Create a healthy, respectful and supportive organizational culture; Supply competent 
leadership at all levels; Provide fair treatment, security and recognition; Design 
jobs to be interesting, challenging, autonomous, and rich in feedback; Facilitate skill 
development to improve competence and allow growth; Select for person–organization 
and person–job fit; Enhance fit through the use of realistic job pre-views and 
socialization practices; Reduce minor hassles and increase daily uplifts; Persuade 
employees to reframe a current less-than-ideal work environment as acceptable; 
Adopt high performance work practices (Fisher, 2010).

A happy company reinforces individual differences by adding value to employees, 
information is not suppressed and the work itself is intrinsically rewarding and there 
are no stupid rules (Goffee & Jones, 2013). Researchers show that happy individuals 
are successful in many areas of life and suggest a conceptual model. By analyzing 
the happiness-success ratio, it seems that success makes people happy but positive 
affection also generates success (Lyubomirsky et al., 2005). Results suggest that 
positive affect can be the cause of many characteristics, resources and desirable 
successes related to happiness (Lyubomirsky et al., 2005). Cultural issues about 
national differences were not considered to improve national levels of happiness 
(Judge & Kammeyer-Mueller, 2011).

Some researchers reveal the concept of ‘Relational Energy’ and verify its impact 
on the organizational context (Owens, Baker, Sumpter, & Cameron, 2016). Energy 
has emerged as relevant to organizations, however, little is known about how energy 
can be useful at an interpersonal level to achieve goals in the workplace (Owens et al., 
2016). Early results suggest that relational energy shows evidence of a relationship 
with engagement and job performance.

There are other concepts that are linked to the positive psychology approach, 
namely ‘virtuous organizations’ and ‘regenerative organizations.’ Associated with 
subjective well-being at work and ethical issues, the concept of virtuous organizations 
emerged. Business ethics has been emphasized over the past decade and organizations 
are aware of its influence on performance. The proliferation of studies on the 
influence of leadership on employees, examining job satisfaction, subjective well-
being at work and satisfaction with life (Yang, 2014), and the moral and financial 
scandals in recent years across the world, strengthened the role of virtuousness 
in organizational environments (Rego, Ribeiro, & Cunha, 2010). Virtuousness is 
associated with what individuals and organizations aspire to be at their best and it 
is related to organizational performance (Cameron, Bright, & Caza, 2004). Virtuous 
organizations follow the assumption of positivity because the focus is on excellence, 
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positive and virtuous (Cunha et al., 2013). Associated with sustainability issues, 
several studies have emerged that present a model for transforming people and 
organizations for sustainability into business, education and the community (Mang & 
Reed, 2012; Reed, 2007). The concepts of regenerative organizations and leadership 
emerged (Hardman, 2009; Sturnick, 2004). Both concepts have in common with the 
positivist approach the search for well-being at work and in life.

Positive Leader Development: Theoretical Model Proposal

Leadership is made up of multiple aspects and experiences so that a single theory 
is not enough to understand the phenomenon (McGuire, 2014). Leadership 
development should be seen as a serious process in which leaders recognize that 
it will be a differentiating factor for the organization’s success (Kets de Vries & 
Korotov, 2010). This context is complex and dynamic due to issues of globalization, 
changing organizational structure, the knowledge-based economy and diversity 
(Carbery & Garavan, 2014).

Leadership development (social capital) has focused more on the development 
of leaders (human capital) more specifically on the development of leadership 
skills to achieve effective leadership (Day, 2001, 2011). Leadership development 
focuses on the social dimensions and includes awareness and interpersonal skills, 
team building and the processes involved in the commitment to vision and strategy 
(Carbery & Garavan, 2005). Leadership development focuses not only on collective 
leadership processes, involving relationships, networking, trust and commitments 
as well as an appreciation of the social and political context and its implications for 
leadership styles and actions (Iles, 2012; Iles & Preece, 2006).

Boyatzis takes a different position on leadership development. According to the 
intentional change theory, individuals, groups and organizations can create leaders 
through the sustainable desire for change (Boyatzis, 2006a, 2006b). Individuals only 
develop characteristics of effective leaders if they wish to be leaders; the dilemma 
lies in the leader ‘s desire to want to be and to invest energy and time to obtain the 
emotional, social and cognitive skills required for effective leadership. Boyatzis 
relies on complexity theory to understand sustainable change. Given the complexity, 
leadership development is a dynamic, discontinuous and non-linear system through 
a discontinuity between the current state and future states (Boyatzis, 2006b).

Organizations are currently still adapting to the changes caused by the COVID-19 
pandemic (Kniffin et al., 2021). The impacts on organizations have been the object 
of study – at work and in human resource management practices (Carnevale & 
Hatak, 2020), well-being and work-life balance (Bellmann & Hübler, 2020; Xiao, 
Becerik-Gerber, Lucas, & Roll, 2021) and in the quality and satisfaction of work 
(Palumbo, 2020; Rodríguez-Modroño & López-Igual, 2021) -, are just a few example. 
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The leader’s role is fundamental in these uncertain times where the authenticity of 
the leader and his proximity to the team members is fundamental and necessary. 
In addition to the unpredictability of organizational changes, virtual teams are the 
main challenge for leaders as it is necessary to strengthen everyone’s belonging 
and engagement. In this context, positive leadership can be the solution to maintain 
levels of engagement, satisfaction, well-being, and performance in organizations.

Few interventions on the development of positive leadership are found in the 
literature and some interventions include: - the development of psychological 
capital (leaders and followers), creating hope, resilience, optimism and self-efficacy 
as leadership behaviors; the development of the emotional maturity of the leader 
(or Emotional Intelligence) as a characteristic of positive and successful leaders; 
the creation of meaning; building trust; humor in the workplace; empowerment; 
and mindfulness (Malinga et al., 2019). Following the integrated concept of 
positive leadership, interventions for a positive culture simultaneously improve the 
organization’s results (Malinga et al., 2019). Leader development based on the positive 
psychology and coaching has been increasingly practiced with positive results in 
people’s well-being, individual and organizational performance and organizational 
citizenship behavior (Cilliers, 2011).

Competence development is critical for organizations to meet the challenges of 
the future. Competent people must be developed and encouraged to develop their 
skills constantly. People development is currently a key competence of the leader 
(Giles, 2016). With a positive leadership strategy, it is critical that leaders have 
training in people development, however, not all leaders have this competence and 
perspective. Furthermore, the training of leaders is not enough, a global strategy 
of the organization through a positive leadership development model is necessary. 
More recently, some researchers have tried to define the key factors to encourage 
the development of this kind of leadership in organizations. Steelman and Wolfeld 
pointed out three important factors: - to develop specific behaviors (active listening, 
managing expectations, communication, facilitating and removing obstacles, 
supporting decision making, creative and challenging thinking); creating positive 
relationships with followers (trust and respect, integrity, commitment, support 
and development, genuine interest, and effective communication; and, favorable 
feedback environment (Steelman & Wolfeld, 2018). Organizations need a model 
that allows them to develop a positive culture consistent with leadership behaviors 
so that results are effective.

Based on the positive psychology (Seligman, 2002), researchers propose a more 
structured and systematic approach to positive leadership. Positive leader identifies 
each follower’s strengths, adapts expectations, and encourages strengths. This 
process involves identifying the follower’s strengths and preferences, adjusting the 
follower’s expectations, encouraging the leader according to the strength profile of 
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each follower, monitoring and promoting the personal brand of the followers in the 
organization (Malinga et al., 2019). Other researchers concluded that the positive 
leader is able to balance the followers’ expectations and give them the encouragement 
to achieve exceptional performance (Arakawa & Greenberg, 2007).

Positive leader is able to promote a positive relationship between employees, 
developing trust and teamwork (Zbierowski & Góra, 2014). Followers trust leaders 
who care about getting to know them, build relationships and implement an open 
policy, sharing their work and life story and promoting informal moments with 
team members. The leader who promotes the development of the team emphasizes 
collaboration between the team members and encourages them to support each other 
(Zbierowski & Góra, 2014). Love, forgiveness and trust are the critical values of 
leaders who are committed to maximizing value for organizations while helping 
members of the organization to become the best (Caldwell & Dixon, 2010).

These interventions help to create a culture of positive leadership in the 
organization, promoting change and organizational effectiveness (Hartnell, Ou, 
& Kinicki, 2011). Organizational change processes are very complex because 
organizations are composed of people who are complex human beings. Any change 
process affects the bases of any organization and has strong implications for everything 
that is done and how it is done inside. Through a literature review and following the 
positive psychology approach and the integrated definition of positive leadership by 
Malinga, Stander, & Nell (2019), a proposal for a positive leadership development 
model is presented. This model emphasizes the following points: - the organizational 
culture; leaders that promoting positive traits and behaviors; and the positive results 
of excellence. This model seeks to integrate all the critical factors for the development 

Figure 2. Positive leadership development model
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of positive leadership, covering not only training and skills development, but mainly 
the organization’s culture. The model is outlined in Figure 2.

Building an organizational culture based on positivity, it is essential to emphasize 
the context, the level of entrepreneurship and internationalization, the promotion of 
organizational virtuosity and sustainability issues. After analyzing the contextual 
factor, positivity must be worked at the individual (employees), group (teams) and 
organizational (the organization as a whole) levels. This approach allows organizations 
to have a high human capital and a high social and psychological capital in teams and 
employees. According to Cameron, the positive leader is fundamental in promoting a 
positive organizational climate and communication, developing positive relationships 
and in the existence of a positive purpose to ensure the motivation and involvement 
of all. It is necessary for leaders to understand their positive qualities and make the 
correct strategic use of them. Given the awareness that the leader influences the 
commitment of team members and organizational performance, it is important to 
develop their positive traits and behaviors. Only if the leader believes in changing 
the organizational culture, the results of excellence will be achieved.

CONCLUSIONS AND RECOMMENDATIONS 
FOR FUTURE STUDIES

The evolution of leadership and organizational theories show a clear trend towards more 
humanistic approaches that promote the development of people and organizations. The 
complex and chaos context that characterizes the current world is a great challenge 
for all professionals in organizations. Training and development are a way to reduce 
anxiety caused by difficulties in understanding certain phenomena. COVID-19 
highlighted the major weaknesses in the world that have become major concerns 
for people and organizations. People began to worry even more about their well-
being and their personal life. Organizations need to consider the concerns of their 
people and should deal with alternative working methods and possible changes in 
the organizational culture and strategy. In this non-linear and difficult-to-understand 
scenario, leaders need to keep their team members engaged. Leaders should be 
present and listen to people and give them some security even in a world of chaos 
so that people remain committed and engaged with the organization’s purpose.

The positive psychology approach applied to the organizational context focuses on 
a differentiating view based on the premise of valuing positive aspects to maximize 
the performance of individuals, teams, and organizations. This approach is presented 
as a possibility in relation to the needs of the current world, as research has shown 
that positive psychology practices have direct impacts on people management and 
organizational culture. The implementation of these practices requires a change in 
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culture and values in which the leadership role is fundamental for this change, as 
the positivity and excellence of results should be aligned with the organization’s 
culture and strategy.

Through the leadership and organizational theories, it seems that there has been 
a growing concern with human nature due to its complexity. The need for integrate 
various approaches is the way to find solutions that answer to the complexity of 
the human being and to the concrete situations of today’s world. The integration of 
several approaches allows strengthen the knowledge generated over time. Positive 
leadership seems to be the style that best suits the challenges that leaders face 
in organizations due to constant changes in the workplace and the knowledge of 
human beings. Malinga and other researchers provided the categories of positive 
leadership through a critical review of the literature (Malinga et al., 2019). These 
results are essential to define an effective positive leadership development model. 
The benefits of a positive psychology approach in personal and organizational 
development are visible, so it is necessary to define a model that effectively promotes 
the development of a positive leader within organizations. The originality of the 
proposed model results from the holistic integration of leadership and organizational 
theories and the several studies carried out on the approach of positive psychology 
in an organizational context.

Positive Leadership Development Model is a working foundation for consultants, 
leaders, and human resources professionals. The model systematizes the main pillars 
for the implementation of a positive leadership development process based on a 
positive culture that leads to practical results for the organization. Thus, this model 
serves as a guideline for defining an organizational intervention plan based on the 
positive psychology approach. The investigation clearly shows the advantages of 
adopting a more positive vision in the day-to-day activities of organizations, but 
professionals do not always know how to intervene in a coherent and consistent way 
to achieve excellent results. The main limitation of the model is the lack of evidence 
regarding its applicability. The model is built through the contributions of several 
investigations carried out and the integration of existing theories. It is necessary in 
the future to promote a case study to operationalize the model. This research presents 
only a guide for professionals to develop positive leadership within organizations. 
Despite the model’s limitations, the main contribution is to reinforce the importance 
of this approach in the organizational context, given the current state of the world 
and the need to adopt disruptive approaches.

The brittleness of the context caused by the chaos that characterizes daily life is 
verified while there is a growing trend towards sustainability issues in organizations. 
The mechanistic view gave rise to a more ecological view that led to a new paradigm - 
regenerative sustainability. (Mang & Reed, 2012; Reed, 2007). This thinking redefines 
the environment encompassing the culture, economy, and politics of communities. 
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‘It redefines what sustainability means and requires within the context of a dynamic, 
interdependent, evolving world’ (Mang & Reed, 2012). This paradigm implies major 
changes in the organizational culture and the leadership style. Positive leadership can 
be a great contribution to promote these changes, however, it is necessary to develop 
more research to integrate the principles of regenerative leadership with positive 
leadership. With this integration, it will be possible to strengthen the theoretical 
model of positive leader development.
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KEY TERMS AND DEFINITIONS

Corporate Happiness: It is the adoption of a set of practices that involve the 
organization’s strategy and culture with the objective of ensuring the well-being 
and happiness of employees.

Leader: Is someone who has the ability to influence, share and inspire their 
vision on others; others live and feel this vision as their own.

Leadership Development: Refers to the development of leadership processes 
within the organization, involving the development of its human and social capital.

Leadership Theories: Are the various theoretical approaches to leadership 
over time.

Organizational Theories: Are the different theoretical approaches of 
organizations over time.

Positive Leadership: Are a set of positive practices with an impact on the work 
environment that promote desirable changes for greater organizational effectiveness.

Positive Psychology: It is a movement within psychology that focuses on human 
strengths, motivations, and capabilities that are critical to human well-being and 
happiness.
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ABSTRACT

Nearly no organizational phenomenon has garnered as much attention as 
organizational change. It appears as one of the fascinating and nearly eroticizing 
inducements for business organizations, and it has been highly acknowledging as 
a response. Highlighting the importance this phenomenon holds in the current 
environment, there is a huge and still growing body of research concentrating 
on organizational change. This chapter briefly explains the overview of the three 
major organizational change approaches (teleological approaches and evolutionary 
approaches and psychological approaches), which highlight organizational change 
through different models and theories.
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INTRODUCTION

Nearly no organizational phenomenon has altered as much attention as organizational 
change. It appears as one of the fascinating and nearly eroticizing inducements 
for business organizations, and it has been highly acknowledging as a response. 
Highlighting the importance, this phenomenon holds in the current environment, there 
is a huge and still growing body of research concentrating on organizational change 
(Schwarz, 2012; Wetzel & Van Gorp, 2014). Change is a basic, notable and recurring 
part of life. As a result, it has become one of the big comforts in organization theory 
(Wetzel & Van Gorp, 2014). Generally, organizational change can be defined as “a 
new state of things, different from the old state of things” (French & Bell Jr 1999, 
p. 2). Furthermore, Huse and Cummings (1985) defined organizational change as 
“a state of transition between the current state and a future one, towards which the 
organization is directed”. It shows that organizations are constantly engaged in change 
processes in order to survive in a competitive environment. Lewin (1947) was the 
first to propose that life is never without change, and organizations are constantly 
engaged in the change processes although the nature of change is not always the same, 
as change comes in different sizes and shapes (Hodges & Gill, 2014). Therefore, 
this chapter briefly explains the overview of the two major organizational change 
approaches (teleological approaches and evolutionary approaches), which highlight 
organizational change through different models and theories.

Background

In terms of size and shape, organizational change can further be divided into 
incremental (first order change) and transformational (second order/strategic) change. 
Incremental change pointed out the less-drastic and small-scale transformation 
that helps the organization to improve its efficiency and overcome inactiveness. 
Moreover, incremental change tends to be easy and quick to implement and therefore, 
having both will lower failure risk and allow return in terms of benefits. Conversely, 
transformational change impacts the organizational structure and the critical areas 
that form the organizational structure are culture, power distance, strategy, and 
control system (Tushman & Romanelli, 1985). The transformational change is also 
referred to as revolutionary or strategic change. Many researchers acknowledged 
that the success of any type of change depends on the people (employees) of the 
organizations, and it is more critical for the employees to alter their perspectives 
and values according to the overall perspective of the organization (Jacobs, van & 
Christe-Zeyse, 2013; Moran & Brightman, 2001). Therefore, it is supposed that social 
actors live in the zone of upheaval, and organizations try to gradually change and 
to manage its effects (Burke, 2008; Schwarz & Huber, 2008). This makes it more 
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fascinating to explore and study organizational change. Previous studies focused on 
the “how” and “what” features of change or in other words the content and trends 
(Sashkin & Burke, 1987), explore change introduction (Pasmore & Fagans, 1992), 
summarize and categorize change developments (Woodman, 1989), assess change 
themes (Armenakis & Bedeian, 1999). This chapter also focused on the human 
aspects of organizational change by determining the content, context and process 
factors of employees’ reactions towards organizational change.

Teleological Approaches

Conventional outlook to organizational change predominantly follows a rational, linear 
approach which focuses on the role of a leader as a steward to control organizational 
change. These approaches assume of planned change and popularity among change 
consultants as it follows the predefined or predictable steps towards organizational 
change implementation (Collins, 1998; Graetz & Smith 2010). The traditional or 
conventional approaches are also referred as the teleological, rational or strategic 
planning approaches. The organizational process is linear and rational, and a leader 
acts as the change agent or instigator of change that ultimately controls organizational 
processes. It is assumed that organizations are adoptive and purposeful. Change is 
evoked by the internal environment rather than external conditions (Carr et al., 1996; 
Kezar, 2001). Teleological approaches consist of Lewin (1947) model of unfreezing, 
change and refreeze, Kotter (1995) eight steps model of organizational change and 
Kanter (1992) Ten Commandments (Graetz & Smith 2010; Kezar, 2001). Moreover, 
planned change or teleological approaches deal with development as a repetitive 
chain of envisioned goal formation, implantation, evaluation and modification and 
that was accomplished by the people involved (Van de Ven & Sun, 2011).

In Lewin (1947) model of planned change: unfreezing simply means to identify 
the need for a change and break the employee’s way of work. It means to encourage 
or forced employees to get out of their comfort zones, breaking the status quo. In this 
stage, the resisting forces need to be minimized rather than in increasing deriving 
forces of change (Cummings & Worley, 2009; Schein, 1996). During the changing 
stage, process comprises of problem identification, collecting information about 
relevant deriving and opposing forces, seeking alternative solutions, and selecting 
a desired course of action. Refreezing is the final step of planned change model this 
stage distinguished by changes to policies, culture, and practices of the organization 
for a new quasi-stationary equilibrium (Burnes, 2004; Cummings & Huse, 1989). 
The importance of refreezing is to make consistent the new behaviours to some 
degree with the rest of the employees’ personality, environment, and behaviour. 
The employee satisfaction and acceptance of the new behaviour may be achieved 
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through reinforcement or rewards like bonuses, promotion, greater authority or 
salary increase (Cummings & Worley, 2009; Schein, 1996).

Kotter’s 8 steps model: first step is in establishing the sense of urgency: It means 
that the beginning of a successful change depends on some people or a group of 
people start to look deeply at the organization position in competitive environment, 
like market position, current technological trends and financial position (Cooney et 
al., 2016; Kotter, 1995). The second step is building coalition: According to Kotter 
(1995), renewal programme starts with the efforts of one or two individuals. In 
short, the base of successful transformation is the coalition of organization leaders 
when the sense of urgency developed within the managerial rank as it further helps 
in developing coalition or team together. The third step is creating a vision: Kotter 
(1995) and Cooney et al. (2016) argued that behind every successful transformation 
there is a picture of the future that is developed by the guiding coalition, and it can 
be easily communicable to all the stakeholders of the organization. The fourth step is 
communicating the vision: Organizations needs help and sacrifices of many people 
for successful organizational change and this is only possible through effective 
communication strategies (Kotter, 1995, 1996).

The fifth step is empowering others: Organizational transformation would be 
successful if more people are involved during transformation. The sixth step is creating 
short-term wins: According to Kotter (1995, 1996), successful transformation is 
a long process and most employees are fed up when there are no short-term wins 
thus setting short-term objectives during change process give employees hope that 
new transformation process is going according to desirable direction or vision. 
The seventh step produces a more significant change: After a few years of hard 
work and after the first achievement of a long-term transformation, managers are 
persuaded to declare victory. But after the first win, if individuals start realizing 
that the transformation process is almost done, it is a terrible mistake. Successful 
transformation needs 3 to 10 years. The final step is to institutionalize the new 
approach: In the final stage, the new approaches and strategies are embedded into 
the bloodstream of the organization like social norms, behaviour, and culture of 
the organization; because as the change pressure decreases, the new approaches 
degrade, so it is very important to institutionalize a new transformation (Cooney et 
al., 2016; Kotter 1995, 1996). Recently, Cooney et al. (2016) applied Kotter model 
to implement an appreciative advising model in a university in order to provide the 
best service to the students in light of outside factors. It has been concluded from 
the study that using Kotter model provides success to the office of student affairs 
and furthermore, it was also ensured that involving all students provides different 
voices and give vision to the student about the university. Chappell et al. (2016), 
conducted a qualitative study to test the Kotter model to explore the implementation 
of workplace health and wellbeing initiatives. The findings showed that during the 
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implementation of healthy workplace initiatives, none of the workplaces utilizes 
the formal model of organizational change. It was further confirmed that all of the 
steps in Kotter model are not necessary and the order of the steps was challenged.

Much of the criticism that these approaches have attracted relate to overly 
linear and rational process of change described by teleological models (Dawson, 
1994; Hock, 1999). Another major criticism is that these models overemphasized 
human thoughts, creativity, and decision. These models assume that leaders lead 
the organization from one state to another otherwise it operates on stable states, in 
other words, these approaches are more leader-centric (Kezar, 2001). Teleological 
studies ignore the content, context and process factors of employees’ reactions 
towards organizational change (Pettigrew, 1985).

Evolutionary Approaches

Evolutionary approaches unlike teleological approaches are based on the biological 
investigation of change concentrated that change is a slow process of mutation 
periodically shaped by environmental conditions (Morgan, 1997; Van de Ven, & 
Poole, 1995). Evolutionists claim that organizational change and adaptation are 
not necessarily the outcome of managerial actions. In this framework, changes or 
variation can be intentional or unintentional and the selections of variations are 
not the results of intentions of those who generate variations but the results of 
their consequences (Demers, 2007; Langton, 1979). Thus, evolutionary theories 
originally concentrated on emergent changes as an alternative to the planned 
top-down organizational change theories (Burgelman, 1991; Miner, 1990). These 
approaches talked about the repetitive and progressive movement of variation, 
selection and retention activities (Campbell, 1969, as cited in Ven & Sun, 2011). 
Variation activities refer to the creation of unique and emerging forms of chances. 
Nevertheless, selection occurs mainly through competition among forms. For example, 
higher level decision makers or customers select those forms that are best suited 
for the resource base of an environmental niche. Retention activities explained the 
routines and forces that sustain and maintain some organizational forms (Aldrich 
& Ruef, 2006; Baum & McKelvey, 1999). Several different individual approaches 
come out from evolutionary tradition such as population ecology, contingency and 
system theory, resource dependency and life cycle theory (Graetz & Smith, 2010; 
Kazer, 2001).

Population ecology popularized by Hannan and Freeman (1977) argued that 
individual organization operates as a member of the population where all other 
organizations are considered as species. It concentrated on incremental changes within 
the industry, not on individual organizations. Also, ecologists focus on the biological 
view of industrial behaviour. They propose that Darwinian-like natural selections 
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are the causes of change where organizations continuously evolve to match with the 
environmental conditions (Demers, 2007, Graetz & Smith, 2010). This approach 
dealt with the institutional environment where organizations operate, particularly the 
density of that environment and the number of resources it can provide. Population 
ecology does not overthrow the importance of agency relationship, goals, benefits 
or functions, but concentrate on the opportunities and constraints created by the 
institutional environment (Abbott et al., 2016).

Contingency approach dealt with the fit between organizational structure and 
environment in which the organization operates. The main assumption of contingency 
approach is that the organization’s structural components must be integrated with each 
other in order to survive in the environment so that the changes in one structural part 
must be followed in another part by the adaptive way to maintain coherence (Demers, 
2007; Jones & Jones, 2013). In other words, organizational internal structure must 
be designed in such a way that controls the external environment, and managers 
are the relational decision makers that are responsible to alter the organizational 
characteristics to respond positively to its environment (Demers, 2007). Dunphy and 
Stace (1988, 1993) proposed a model that pointed out the two dimensions; first is 
the scale of change and second is the style of leadership required for the change, the 
former related to incremental change; which considers small-scale routine changes and 
transformational change that pointed out a large-scale organizational transformation. 
The second dimension is the leadership style namely ‘collaborative’, ‘consultative’, 
‘directive’ and ‘coercive’ (Andriopoulos & Dawson, 2009; Dunphy & Stace, 1988). 
Therefore, the type of change is the structural response of organizations to the 
environmental contingencies, nevertheless an organizational change is considered 
as a deliberate but reactive response to the periodical adaptation (Demers, 2007).

Resource dependency theory is another important evolutionary approach 
that described the interdependence of organizations and their environments. The 
organization ability to get resources effectively from the external environment is 
essential for survival (Aldrich & Pfeffer 1976; Pfeffer & Salancik 2003). Simply, 
organizations need resources from the environment and when organizations acquire 
those resources, it produces influence, power, and stability. Those organizations are 
in power position which acquires more necessary resources, while organizations 
which depend on others for resources can easily be controlled (Malatesta, & Smith, 
2014; Marie-Pier, 2017). In some cases, like organizational change, organizations 
are interdependent on each other on the basis of resources that they have and what 
they need for their survival. Therefore, this works as powerful stimuli for creating 
alliances, mergers, joint ventures, and other collaboration among companies (Guo 
& Acar 2005; Sowa, 2009). To understand the inter-organizational relationship, 
power and dependence play a critical role, the balance of power mostly favours 
the organization that holds what other organizations’ needs. Therefore, following 
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resource dependency, managers find and compare different strategies, stressing the 
short term coordination cost along with a long-term plan for organizational growth 
and survival (Malatesta, & Smith, 2014).

The last but not the least, life cycle is another important evolutionary approach 
to organizational change. According to the life cycle theory, organizational change 
passes through the stages of birth, growth, maturity, decline, and death. The basic 
assumption is developmental in nature which compares continued progress and 
change in the organization by the metaphor of human life cycle (Kezar, 2001; Levy 
& Merry, 1986; Van de Ven & Poole, 1995; Van de Ven, & Sun, 2011). Many 
different life cycle models have been developed for instance Greiner, (1972) model of 
organizational growth, Miller and Firesen (1984) five-stage model, and Lester et al. 
(2003) five-stage life cycle model. The regulation and prescription of activities in life 
cycle models are natural, logical or institutional routines. The rules recommending 
the change process in life cycle models are based on previously learned routines for 
managing periodic changes in an effective and efficient manner. This model diverts 
attention from the leader as a change agent and focused on each individual role that 
is critical in the change process. This theory [model] concentrated on activities 
related to individual development, training and development, assessment of culture 
and monitoring of the environment and life cycle (Kezer, 2001).

The main criticism of evolutionary approaches is that these theories do not 
emphasize on the social capital or social phenomenon. Evolutionary approaches are 
lacking the assumption of human psychology despite the life cycle theory (Kezer, 
2001). Population ecology is mainly concern with the environment and organizational 
inertia and in consequence, it does not explain the process of change and pointed out 
that organizational change takes time and is costly. Population ecology is a-processual 
and a-contextual approach at the organizational level of analysis (Demers, 2007). 
According to Hirsch and Lounsbury (1997) population ecology is not relevant to 
study organizational change because of its absence of concern for actions in the 
organization. Contingency approach also receives criticism about the assumption of 
extreme environmental constraints on managerial choice and for the underestimation 
of human agency (Child, 1972; Demers, 2007). Contingency framework has also 
been highlighted as limited in its approach because it sheds lights on outcomes 
without taking into account the process by which the outcome is reached (Kulkarni, 
2017). In other words, evolutionary approaches have overemphasized on the external 
environment and overly deterministic in nature in order to study organizational 
change processes.

In conclusion, teleological and evolutionary approaches highlighted organizational 
change from the macro-perspective. These approaches focused on the external 
environment and leader-centric internal strategies of implementation. Furthermore, 
both approaches underestimate the role of individuals in the process of organizational 
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change. Therefore, the following section briefly explained the importance of social 
capital or human agency in organizational change explaining the factors of employees’ 
reactions to organizational change.

The Psychological Perspective Organizational Change

The bulk of studies focused on the macro-perspective of organizational change, 
highlighting the types of change implementation, development strategies and how 
to manage it. Psychological perspective deals with the human side of organizational 
change which explained how change looks and feels like from the standpoint of 
change recipients [employees] of the organization (Oreg et al., 2011, 2013). In last 
two decades, the realization of the importance of recipients’ perspective is gently 
increasing and researchers are acknowledging the role of employees in the success 
of organizational change (Mdletye et al., 2013; Oreg, 2006; Rafferty & Restubog, 
2010; Vakola & Nikolaou, 2005).

Oreg et al. (2011) has reviewed quantitative empirical studies of change recipients’ 
reactions towards organizational change, which were published between 1948 
and 2007, and developed a model (Figure, 2.1) revealing the relationship among 
antecedents, explicit reaction, and change consequences. According to Vogt and 
Johnson (2011, p. 2), antecedent refers to “A condition that precedes another and is 
thought to influence or to cause it”. It explained the reasons for the reaction, not the 
reactions itself (Oreg et al., 2011). It predicts either change reactions or indirectly 
change consequences. Figure 1 depicts the five major categories of antecedents, (a) 
change recipient characteristics, (b) internal context, (c) change process, (d) perceived 
benefit/harm, and (e) change content. Among other categories of antecedents Oreg et 
al. (2011) revealed that content, context, and process are the important antecedents 
of employees’ reactions. On the other hand, in a critical review of organizational 
change literature, Armenakis and Bedeian (1999) also identified that content, context 
and process factors are the main factors of employees’ reactions in organizational 
change context.

Content of Change

Change content is one of the most important issues in public sector reform literature, 
but it has also received considerable attention in change management literature. It is 
concerned with the “employees to perceive what” question of the change initiative. 
Change content is represented by other terms in the literature such as “personal 
valence” and “appropriateness” (Armenakis, Harris, & Feild, 2000). According to 
Armenakis and Bedeian (1999), Burk (2017), Oreg et al. (2011), the substance of 
change also called ‘content factor of change’ refers to the “What” of the organizational 
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change. They pointed out the area where change occurs. Different authors use 
different terminologies to explain the content of change, like first-order and second-
order changes (Bartunek & Moch, 1987), incremental change and transformational 
change (Sammut-Bonnici &Wensley, 2002). First order and incremental changes 
are those which aim to provide improvement. It pointed out the less-drastic and 
small-scale transformation that helps the organization to improve efficiency and 
overcome inactiveness. These changes happen incrementally through adjustments 
for the improvement of the organization without altering its core (Devos et al., 2007). 
A small number of studies pointed out the type and nature of change as a possible 
factor of employees’ reaction to it. To analyse the impact of a content factor, studies 
compared employees’ reaction with different pre and post-change situations, or with 
different types of changes (Oreg et al., 2011).

Few studies like Hatcher and Ross (1991), Latona and Van (1993), and Morgeson 
et al. (2006) identified positive work attitude and improved performance by 
analysing content factors such as compensation system, employees’ involvement 

Figure 1. Antecedents, explicit reactions, and change consequences of organizational 
change. The variables in each box constitute only a sample of the relevant variables 
in each category.
Source: Oreg et al., (2011)
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implementation programme, and job redesign. On the other hand, second order or 
transformational changes aimed changes in the organization’s strategic directions, 
identity, and cultural assumptions also affect employee’s reactions. Organizations 
major transformation is also called radical, strategic or revolutionary change (Hodges 
& Gill, 2014; Weick & Quinn, 1999). This type of change undergoes a fully new 
behaviour not only in a single organization but also in the whole sector that can be 
stated as a paradigm shift (Hodges & Gill, 2014). Contrary to the operationalized 
change content as a type of change, other studies identify change content as the 
perceived meaningfulness or the degree of change. For instance, employees perceived 
frequent or ongoing changes with negative reactions like mistrust, frustration, and 
anger (Kiefer, 2005). Because the severity of the impact of changes on employees 
has increased, employees perceive the changes as less acceptable and show change 
commitment to change (Self et al., 2007).

Context of Change

In their reviews of change research, Armenakis and Bedeian (1999) and Kuipers et al. 
(2014) found that what we did not sufficiently explore the role of the organizational 
context in which we embed a change. Context refers to the characteristics of the 
organization and its membership that precede organizational change (Oreg et al., 
2014).

The contextual factors related to organizational change represent the pre-existing 
forces present in the internal and external surroundings. These surroundings are 
vital in analysing the success or failure of organizational change, it might also 
work as a catalyst for change or as an impeding factor that restricts transition to the 
attitude and/or behaviour in an organization. Context described the triggers that 
are expected to impact the process and content of change (Johns, 2006; Pichault 
2007). Context factors explained the “Why” of organizational change (Armenakis 
& Bedeian, 1999; Johns, 2006). The external factors comprise of competitions, 
government regulations, social factors, technological advancement (Armenakis & 
Bedeian, 1999). However, internal context mostly constructs employee’s reactions 
toward organizational change: it refers to a supportive environment and trustworthy 
management, organizational commitment, organizational culture and climate, and 
job characteristics (Oreg et al., 2011). According to Albrecht (2002), Oreg (2006) 
and, Stanley et al. (2005) trust in management is also a variables that are likely to 
influence employees’ response to organizational change.

Supportive environment and trustworthy management: Change recipients 
who report that they maintain high levels of trust in management, who consider 
management as supportive and who feel respected, were receptive to suggested 
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changes and reported a greater willingness to work on the change (Coyle-Shapiro & 
Morrow, 2003; Cunningham et al., 2002; Kiefer, 2005; Wanberg & Banas, 2000).

Organizational commitment: Change recipients who are committed to their 
organization, accept their values, are willing to make efforts on their behalf and 
want to stay there (Mowday, Steers, & Porter, 1979). Several studies have shown 
that committed recipients of change tend to report higher levels of acceptance and 
change (Iverson, 1996; Madsen et al., 2005; Shapiro & Kirkman, 1999).

Organizational culture and climate: Another factor that was found relevant to 
the responses of change recipients to change was the general atmosphere in which 
we applied change. Observing the work environment in positive terms was found 
to predict the willingness of change recipients for change, openness to change and 
change accordingly (V. D. Miller et al., 1994). Likewise, a positive communication 
climate, such as the existence of an “information environment,” predicts the 
willingness of change recipients as well (Armenakis, Bernerth, Pitts, & Walker, 
2007; Holt et al., 2007).

Miscellaneous factors: Besides the factors above, we have linked a variety of 
other organizational characteristics to positive responses to the change. Such factors 
include the degree of perceived participation in work and the existence of flexible 
policies (Eby et al., 2000); perceived organizational integrity (Bernerth et al., 2007; 
Walker et al., 2007); perceived organizational constraints, such as an unmanageable 
workload and lacking necessary information (Kiefer, 2005); perceived organizational 
capabilities and competencies (Holt et al., 2007; Stanley et al., 2005); and in the 
context of mergers, being a member of the acquiring, versus acquired, organization 
(Covin, Sightler, Kolenko, & Tudor, 1996).

Process of Change

The process factor of organizational change refers to the actions, reactions, and 
intersections from the different concern parties as they are keen to move the 
organization from its current to its desired future state. It refers to the “How” factor 
of organization change (Burke, 2017; Pettigrew, 1987). The internal process factors 
consist of quality of change communication, support by supervisors, the attitude of 
top management, and participation. The process of change is the area of study which 
deals with the manner (way) of change implementation (Bouckenooghe et al., 2009; 
Oreg et al., 2011). According to Andriopoulos, & Dawson (2009) politics or process 
factors of change pointed out the political activities had taken place at different 
levels in the inside and outside of the organizational setting. The external politics 
or process refers to competitor’s alliances, governmental pressure or multinational 
corporation influence. This implies that process factors of change highlighted the 
manner or the way in which organizations implement changes. According to Oreg et 
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al. (2011) employee participation is considered among the most prevalent variables 
in this category.

Communication and information: Closely related to participation, another 
researched variable had to do with the amount and quality of change information 
provided by the recipient of change. Additional information and realistic, supportive, 
and effective communication during change was associated with several positive 
responses, such as greater acceptance of change and support for change (Wanberg 
& Banas, 2000). However, in one study, contrary to what we hypothesize, additional 
information about the change corresponded with negative evaluations of the change 
(Oreg, 2006).

Principal support during change: The main influencers of organizational change 
are change agents and advisors. Some work highlighted the effect of principal support 
during a change on the responses to change recipients to change (Amiot et al., 2006; 
Eby et al., 2000). In a study, we associated principal support during change with 
a higher willingness to change and lower negative effects of change lower (Logan 
& Ganster, 2007). In addition, we considered mainstays to influence affective and 
behavioral resistance to organizational restructuring (Oreg, 2006).

Management change competence: Several studies addressed the extent to which 
we saw management as competent and effective in managing the change. Two 
studies found perceived management control for change and perceived effectiveness 
in managing it to deliver positive outcomes, such as the better implementation 
of change (Lok et al., 2005) and lower levels of stress for the recipient of change 
(Amiot et al., 2006).

LEADERSHIP AND ORGANIZATIONAL CHANGE

Leaders play a critical role in organizational change. It is primarily because of three 
major reasons. The first is that the leaders are the ones who decides on the question 
that whether there exists a need to change something or the status quo suits the 
organization. Secondly, leaders are the ones who decides that what should be changed 
or what kind of change the organization need. Last but not the least, leaders are the 
ones who are required to decide how and when to bring the change. Therefore, one 
can argue that leaders play a key role in the process of change.

Leadership Styles and Change

There are a number of types of leadership or leadership styles for instance transactional 
leadership, transformational leadership, paternalistic leadership, servant leadership, 
moral / ethical leadership, lessiz fare leadership and autocratic leadership etc.
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In this regard, one can argue that there is a complete spectrum of leadership. On 
the one extreme of which is the tendency to assert authority and on the other extreme 
of which is the tendency to accommodate the people and in between them is the 
blend of concern about the production and the people. Furthermore, this leadership 
spectrum is not of 360 degrees but is that of 180 degrees. It is primarily because of 
the fact that followers’ readiness and ability certainly affects the effectiveness of 
decisions made by the leaders. Hence, encompassing the remaining 180 degree of 
the leadership spectrum.

The problem with this leadership spectrum is that none of the point of this 
spectrum can be categorized as useless. Furthermore, greater emphasis to remain on 
one extreme of this leadership spectrum results in being at a greater distance from 
the other extreme of the leadership spectrum. This certainly results in compromising 
on the thing at the other extreme of this leadership spectrum. As a result, it argued 
that being on one extreme of this leadership spectrum is not of any benefit when it 
comes to managing the change.

In order to bring in and successfully implement the radical change, leaders 
are required to assume the responsibility of the change and are required to be the 
center of attraction or the gravitational point of the change. Hence, for this reasons, 
managers / leaders must understand that they need to carefully analyze the situation 
and identify the effect of being on one extreme of this leadership spectrum. In 
other words, on one hand, leaders must understand that they must not be as much 
concerned about the tasks that they lose the concern for the people or at-least the 
followers think so, and on the other hand they must not be as accommodating that 
they lose the authority or are considered as the weak leaders. This not only brings 
you at the center point of the 180-degree leadership spectrum but also at the center 
point of the remaining 180 degree half of the followers spectrums. Hence, brings 
the leaders at the center points of the entire 360-degree leader-follower equation.

However, being at the center of the circle does not necessarily mean that you act 
like a gravitational force that controls all the other elements revolving around the 
circle. For this reason, the center point must have the charisma that the other elements 
revolve around it. In the case of organizational change, a leader can become a true 
gravitational force only when he exhibits the qualities of being able to see what others 
are not able to, and articulating it in a manner that others may also understand the 
need or urgency of the change and the ability to take risk.

FUTURE RESEARCH DIRECTIONS

A bulk of researchers have studied organizational change; however, the world has not 
witnessed such a major change and the change of such magnitude as this pandemic 
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has been in the last century. This pandemic has not only been able to brought in the 
threats and opportunities for the businesses but has also been able to change the 
way of thinking of the people across the globe. Furthermore, the pandemic and the 
resultant work from home policies in organizations have made it look that majority 
of the activities or tasks that businesses were performing were either useless or 
redundant in nature. Therefore, there exists a need to develop a mechanism that can 
help organizations in identifying and eliminating the redundant practices. Hence, 
future researchers who are interested in studying the change should first focus 
developing a mechanism on eliminating the non-critical tasks that are eating up 
the much-needed capital.
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KEY TERMS AND DEFINITIONS

Change Agent: A person who helps in transformation of an organization for 
improvement and its development.

Cycle Theory: Society and history events generally repeat in cycles.
Incremental Change: (First Order) Incremental change pointed out the less-

drastic and small-scale transformation that helps the organization to improve its 
efficiency and overcome inactiveness.

Organization Change: It is a process of changing structure, culture, technology, 
processes, or techniques.

Organization Culture: Includes principles and activities that contribute to 
environment of an organization.

Radical Change: Change that occurs relatively fast and adapts the principle of 
organizational practices.

Transformational Change: (Second Order) Referred as revolutionary or strategic 
change impacts the organizational structure and the critical areas that form the 
organizational structure are culture, power distance, strategy, and control system.
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ABSTRACT

Innovation is one of the most likely factors to boost effectiveness, efficiency, and 
sustainability of an organization, regardless of its sector of activity, as for instance, 
the armed forces. The absence of innovation can affect the organizations in different 
ways, from suboptimal operational effectiveness and improvement of organization 
processes (administrative, operational, or logistics), bringing with it negative impacts 
on human resources motivation – the main keepers of knowledge, institutional 
culture, and organizational values. Innovative organizations also generate a stronger 
sense of belonging across their ranks and structures and fosters effectiveness in 
fulfilling organizations’ missions. Hence, fostering innovation across any typology 
of organization is crucial and requires a proper approach to promote the desirable 
involvement of the entire workforce. This text, based on a review of some relevant 
literature, exposes critical enabling factors. Based on a cause-and-effect analysis, 
it proposes some recommendations for the practitioner as well as the academic.
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INTRODUCTION

Nowadays, organisations need to add value to their assets, as to be profitable they need 
to reduce expenditure. After so many budget reductions, however, this approach does 
not look like an option anymore for many organizations. To respond to the needed 
increase in value, a new trend has emerged – innovation - specifically innovation 
whose source are the employees themselves.

Despite the will to innovate, not all organisations are able to do so, that is, the 
more traditional organisations do not normally cultivate a culture that facilitates 
innovation. Therefore, this text presents some ideas for organising for innovation 
in such a way that organizations may become more innovative. Hence, incentives, 
new forms of communication, values to be taken into account by the leadership, 
are suggested in starting this task of making their organisations more innovative. 
Literature and research points to two essential factors for the success of innovation in 
an organisation: (1) an innovation process suitable to the needs of the organisation, 
and (2) a culture that facilitates innovation.

The Theory of Constraints (TOC), a methodology based on logic and cause-
effect, is used to arrive at some solutions. TOC provides a set of tools, Thinking 
Processes, which help in analysing the system under study through a sequence of 
logic diagrams, named logic trees. Hence, the current state of the organization (i.e., 
system of interest) is analysed, then solutions to the system are presented and, finally, 
the requirements to implement such solutions are verified.

In order to respond to the challenge posed, this chapter is divided into four parts. 
besides this introductory section, where the need to address the topic of organising for 
innovation is introduced, as well as the solution design method, section two addresses 
some key background. The third section summarises the used methodology. In the 
fourth section the solutions will be presented and justified. Finally, a conclusion 
provides some remarks.

BACKGROUND

Innovation may have distinct definitions, however, it is undoubtedly about challenging 
the status quo and introducing new and better products, processes, services or 
management approaches that add value (Deschamps, 2008). Innovation is a capability 
that is evident in an innovative organisation, and distinguish them from others, 
by constantly seeking change through innovative solutions to the problems and 
challenges presented to them.

When an organisation seeks the ability to innovate, it should design and 
implement a strategy aiming at better results than the current state (Looy et al., 
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2005). These outcomes will foster innovations that add value to the organisation after 
implementation (Miller & Brankovic, 2010). They can, however, be differentiated 
taking into account the type of innovation the organisation is aiming for. That is, 
incremental or radical innovations may arise. According to Tushman and O’Reilly 
(2004), incremental innovation consists of small improvements to existing products 
and operations. These will make their use more efficient and add value to the 
organisation. On the other hand, if the organisation seeks radical innovation, it must 
select ideas that have the power to change the basis of competitive advantage and 
alter the economic structure of the industry (Skarzynski & Gibson, 2008).

An enterprise may be organised in such a way that the two types of innovation 
can coexist. Looy et al. (2005), proposes the term ambidextrous organisations, to 
refer to organisations consisting of two structures, where each one deals with one 
type of innovation. Hence, one of the structures focuses on incremental innovation, 
where commitment, convergence and dependence of actions is required. The second 
structure, which is dedicated to radical innovation, is designed to be more flexible, 
divergent and explore new paths. According to Tushman and O’Reilly (2004) 
ambidextrous organisations may be the solution because there is no contamination 
effect, but rather fertilisation, from the radical to the incremental structure. According 
to Looy et al. (2005), however, such organisations may be at a disadvantage because 
they are quickly overtaken by competition that focus on just one approach.

Innovation can also be focused on processes, products or business models. Process 
innovation is associated with the introduction of new elements into the production 
or service operations in order to increase efficiency (Çokpekin & Knudsen, 2012). 
Regarding product innovation, this is defined by new technologies or combination 
of technologies introduced at a commercial level to meet a user or market need. 
Innovation at the business model level is defined as a new creative way of doing 
the business by the organization (Deschamps, 2008).

Structuring an organisation so that it can be more innovative can be carried out 
in two different ways. These are more effective when executed simultaneously, since 
they complement each other. The first way to stimulate innovation is from the top 
to bottom of the organisation, through leadership, and the second being a bottom-
up approach. In the first approach it requires organisational discipline, imposed by 
leadership through the innovation process, while in the second approach of stimulus 
is intrinsic to creativity and innovative cultures, and is promoted by employees.

An innovative culture has the members of the organisation, individually or in 
groups, coming up with innovative solutions to existing problems (Miller & Brankovic, 
2010). According to Deschamps (2008) an innovative culture is one of exploration, 
experimentation and entrepreneurship, and where there is an emphasis on learning, 
optimisation, knowledge sharing (Love et al., 2007) together with tolerance for 
failure and risk acceptance (Cheltenham, 2016).
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Creativity predominates within innovative organisation, and is an effect of the 
freedom which is normally experienced in such environments (Boeddrich, 2004; 
Çokpekin & Knudsen, 2012). Creativity is the source of ideas, and without ideas there 
will be no innovation (Boeddrich, 2004). Nowadays, ideas have several origins, due 
to the fact that people are more connected, and consequently share their knowledge 
faster and more frequently (Água & Correia, 2020). In this way several types of 
innovation have emerged, taking into account the source of ideas: (1) collaborative 
innovation (Bogers et al., 2016; Ollila & Yström, 2016), open innovation (Back et 
al., 2019; Goglio-Primard & Crespin-Mazet, 2015; Tushman et al., 2012; Winsor 
et al., 2019) and worker-driven innovation (Tirabeni et al., 2016).

Each source corresponds to an endeavour where freedom is provided, sharing and 
communication exists, and where networks were formed. These networks give rise 
to ideas, which after going through the whole innovation process are transformed 
into innovations (Mascia et al., 2015). Such networks lead to the creation of so-
called innovation networks, which are structures that support the development and 
implementation of innovations through cooperation and coordination (Goglio-Primard 
& Crespin-Mazet, 2015).

Leadership is fundamental for innovation to succeed within the organisation, 
which may be helped by transformational leadership (Ashoor, 2021). Therefore, it is 
critical to select leaders with the right qualities to take the lead in innovation in the 
organisation. Such qualities include: (1) acceptance of risk, failure and uncertainty, 
(2) commitment to the mission of innovation, (3) influence within the organisation, 
and (4) trust in employees providing them the adequate freedom. According to 
Deschamps (2008), to lead innovative organizations, it is necessary to give a purpose 
to innovation, to give a direction to the employees, and to introduce a sense of focus.

In order to introduce the values of innovation, leadership has to build a vision to 
the organization according and provide evidence to the employees that the decision-
making processes are in line with innovation (Palmisano et al., 2005). With this stance 
leaders will create a culture based on the values, attitudes, policies and processes 
they practice (Deschamps, 2008; Schmiedel et al., 2017; Sull et al., 2020).

An innovative culture is based on the values of creativity, improvisation, trust, 
humility, reward and collaboration, which should be stimulated by the leadership. 
Therefore, creativity and improvisation should be enhanced by the freedom that 
leadership should provide to employees. Collaboration should be promoted by 
increasing interactions among employees, especially those who are physically 
distant. Reward and trust should be fostered by leadership by encouraging innovative 
initiatives and allocating resources to them, showing the organization’s trust on 
employees who experiment and explore.

Another important factor in making a culture more innovative is related to training 
on innovation. It is essential to explain to employees the importance of innovation 
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in creating value for the organisation. It is also necessary to show employees the 
facilities that the organisation has in the innovation area, specifically the steps 
inherent to the established innovation process. Within the organisation the levels 
of innovation training may be different, so that all employees should have basic 
training, while training should be more intense according to the involvement across 
the innovation structure of the organisation.

The innovation process is the stimulus from the top to the bottom of the organisation, 
regarding the objective of organising for innovation. Each organisation should have 
its own innovation process, i.e., rules and steps suitable to its needs and aligned to 
its objectives. The innovation process is a balance between supporting the quality of 
ideas and directing the focus of employees’ creativity towards the organisation’s goals 
(Ende et al., 2015). Despite the dynamics and due adaptation to each organization, 
all processes should have three distinct stages: (1) idea solicitation, (2) idea selection 
and (3) innovation implementation. These phases shall be transparent and structured, 
without restricting creativity or discouraging innovators (Boeddrich, 2004).

The first stage in the innovation process, idea gathering, supports the rest of 
the process by keeping a sustainable flow of ideas (Boeddrich, 2004). Leadership 
should promote such flow through incentives, rewards, and competition; however, 
it is not healthy for the flow to put too much pressure on sources of ideas because it 
can counteract creativity, and consequently the ideas may be of little value (Manso, 
2017). Hence, it is critical to provide time for employees to share knowledge, 
explore and experiment their ideas or recombine them with other employees, as 
Google already does by providing 20% of time for its employees to work on new 
ideas. Mandal, (2020) research also supports this standing. Hence, it is necessary 
to manage the portfolio of ideas, starting by defining the strategic lines that guide 
the ideas, by predefining criteria to select ideas.

Since the main sources of innovation in organisations are their frontline employees, 
or those who are in contact with customers, it is important to support such personnel 
in their innovation initiatives. Hence, the figure of “innovation champions” is 
becoming common. These champions are people qualified in innovation and who 
help other employees to progress their ideas through the innovation process. As 
a result, employee’ motivation will increase because they feel supported and will 
come up with more new ideas. Innovation champions help speed up the innovation 
process, accelerating it through idea gathering and selection.

The second stage involves the selection of ideas, according to predefined criteria. 
This stage is important due to resources allocation for those ideas that are in line 
with the organizational objectives. The first factor in selecting ideas should be the 
content, i.e., whether the idea is in line with what is intended by the organisation. 
To this end, the organisation should communicate to its stakeholders what the 
objectives and criteria for the ideas are. The second factor is to map ideas on a risk 
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matrix, where ideas shown as too risky should be removed from the innovation 
process (Day, 2007; Jay, 2016). The risk associated with an idea, is related to the 
number of resources an organisation is willing to spend on it, and the added value 
of the idea. The third factor is the experimentation of the idea itself, that is, testing 
the idea in “islands of experimentation” a concept which promotes rapid learning 
and resource savings by experimenting with innovations in smaller units (Rao & 
Weintraub, 2013).

The acceptance of innovations by customers or employees is essential in the 
implementation stage, and may be an obstacle. Implementation brings uncertainty, 
and a difficult part of transforming an organisation to become more innovative is 
cultural resistance. Therefore, it is sometimes necessary to create an environment of 
constant change, which demands leadership to take the initiative. Leading change 
within organisations is an operation that takes into account many variables, and 
initiatives must be planned in advance so that the process takes place gradually. 
Kotter (2012) listed eight essential steps for effective change management:

1.  Establish a sense of urgency
2.  Create a leading coalition
3.  Develop a vision and strategy
4.  Communicate the vision of change
5.  Empower others to act according to the vision
6.  Plan and create quick wins
7.  Consolidate improvements and bring about more change
8.  Institutionalise new approaches in organisational culture

METHODOLOGICAL APPROACH

The used methodology to develop solutions is the Theory of Constraints. This 
methodology uses cause and effect logic chains to optimise systems in accordance 
with a previously determined objective. By system it is meant any organisation, 
department or section. Any system may have problems, which may originate 
from constraints, and prevent it from achieving its objectives or goals. TOC tools 
are known as Thinking Processes, which through basic questions investigate and 
identify a system’s constraints, find solutions to eliminate them, and help speed up 
their implementation.

TOC basic questions are: (1) “Why Change?”, (2) “What to change?”, (3) 
“What to change to?” and (4) “How to cause the change?”. Moreover, the Thinking 
Processes help in finding a flexible strategy, easy to understand by all employees 
of an organisation (Cox III & Robinson, 2017). The graphs used are known as logic 
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trees, which reflect the logical connections across the system of interest, which help 
identifying the constraints to be eliminated, and implementing the solutions found. 
Each tree type is associated with a question, which in turn corresponds to a step in 
the process (Dettmer, 2000). Table 1 shows the relationship between the steps of 
the model, the basic questions and the logic trees.

Logic trees are applied in order to carry out a complete analysis of a complex 
system, providing a path towards change by answering the basic questions (Mabin, 
1999). Originally, Goldratt conceived only five types of trees: the Current Reality 
tree (CRT), the Conflict Resolution Diagram (CRD), the Future Reality Tree (FRT), 
the Prerequisite Tree (PRT) and the Transition Tree (TT). However, later Dettmer 
(2011), added the Intermediate Objectives Map (IOMAP).

Trees are based on two types of logic. Sufficiency logic which is derived from 
cause-effect, expressing its relationships through “If...then...” is used in the CRT, 
FRT and TT. Arrows indicating the logical relationships between the conditions are 
used in the construction of these trees. The second type of logic used is the logic of 
necessity, which is done when setting necessary conditions to achieve something. 
This logic uses the language “In order to reach A we must have B”. PRT and CRD 
use this type of logic (Dettmer, 1998).

When analysing a system through cause-and-effect relationships it is necessary to 
have a deep knowledge of the system. The more knowledge one has about the system, 
the easier it is to identify its constraints, and to make a more accurate prediction about 
the impact of a decision on the system. Cause-and-effect logics used in trees differs 
from correlation. On the one hand, cause-and-effect is the verifiable relationship 
between an element, condition or action that causes another to arise, when the latter 

Table 1. Relationship between the steps of the model, the basic questions and the 
logic trees, (Dettmer, 2000)

Steps of the Dettmer Model Basic questions Logic Trees

                    1.Defining the paradigm                     Why change?                     IO-MAP

                    2. Analyse the differences                     What to change?                     CRT

                    3. Creating changes                     What to change to?                     CDR

                    4. Designing the future                     What to change to?                     FRT

                    5. Planning the 
implementation

                    How to cause the 
change?                     PRT

                    6. Implementing the 
strategy

                    How to cause the 
change?                     TT
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would not have occurred by itself. On the other hand, correlation is the observation 
of a change when another change occurs, which does not mean that there is a causal 
relationship established between the two recorded events (Dettmer, 1998).

To test the logical relationships embedded in the trees, the Categories of Legitimate 
Reservation (CLR) are used. CLRs test the logic in the trees by examining meaning, 
legitimacy and clarity of the existing entities, relations and assumptions (Mabin et 
al., 2006). This test consists of eight rules, upon which trees should be built and 
reviewed (Dettmer, 1998).

In this chapter, only the CRT, FRT and PRT types will be used. Since the objective 
is to make organisations more innovative, the IO-Map is dispensed. Regarding the TT, 
it has to be adapted, like all the others, to the reality of each organisation, however, 
it needs a temporal analysis that should be done by the organisation’s leadership.

The Current Reality Tree is the beginning of the logical analysis sequence. The 
representation of current reality in a diagram makes it possible to clarify what is 
preventing the system from achieving its goal. Hence, undesired effects emerge 
which will give rise to root causes through cause-effect links. Therefore, to achieve 
the objective it is necessary to eliminate the root causes, which by its side will allow 
the system to achieve desirable effects. This will enable the building of the Future 
Reality Tree, the tree that follows in the logical sequence of system’s analysis. Having 
concluded the first phase, “What to change?”, it is necessary to move on to the 
question of “What to change to?”, where the system’s change strategy is idealised. 
The construction of the Future Reality Tree involves actions named as “injections”, 
which are solutions found, through creativity, conflict resolution or by eliminating 
root causes. The injections allow the system to achieve the desirable effects and, 
consequently, the main goal.

The last tree in the logical sequence is the Pre-Requisite Tree, this corresponds to 
the question of “How to cause the change?”. This diagram intends to demonstrate the 
necessary conditions, as well as the obstacles, to which each injection is subject. The 
implementation of the injections is more robust if it takes into account the conditions 
mentioned in the Pre-Requisite Trees. To build these trees, it shall be taken into 
account all the factors inherent to the implementation of envisioned. Thus, a form 
of verification, may be the frame DOTMLPFI (Doctrine, Organization, Training, 
Material, Leadership, Personnel, Facilities and Interoperability); used in order to 
clarify if additional constraints will be in the way of the identified solution.

Diagnosing an Organization Innovation Capability

This text presents a systems analysis, considering organisations as the system of 
interest, that want to become more innovative. Therefore, the aim is to suggest solutions 
applicable to any organisation, regardless of some needed tailoring on a case-by-case 



227

Innovation Leading Organizations

basis. In formalizing solutions, it is first necessary to analyse the current state of the 
system of interest, in this case organisations that intend to become more innovative. 
Hence, the first tree to be built is the CRT, which starts by the identification of the 
undesired effects, i.e., events currently occurring in the organisation that prevent it 
from achieving the goal. In this case, the goal is to promote the systematic capacity 
to innovate throughout the organisation. Therefore, a core question is related to what, 
in most organisations, prevents this objective from being achieved.

Identifiable unwanted effects are typically as follows:

1.  Culture that does not facilitate innovation
2.  Incomplete innovation processes
3.  Collaborative innovation with little impact on problem solving
4.  Values followed by the organisation have little aligned with innovation
5.  Leadership misaligned with innovation
6.  Unclear internal communication regarding the objectives defined for innovation
7.  Lack of innovation training

The initiative to make an organisation more innovative has to come from the 
leadership, however it should be a task in which all employees should be involved. 
Hence, the organization’s leadership team should be the first part of the company’s 
structure to adopt behaviours and values that are aligned with innovation. If the 
leadership team does not make decisions that have the values of innovation into 
account, then these values do not pass to the lower hierarchical levels, so the 
organisation is not align with the values of innovation culture. Such, is identified 
as an undesired effect, whenever the values followed by the organisation are poorly 
aligned with innovation.

In order to design a strategy to make organisations more innovative, it is necessary 
that the leadership team presents and clarifies its objectives to the whole organisation. 
In this way, all employees and stakeholders will be aware of them and, consequently, 
they will all head in the same direction. Clear internal communication is essential 
so that information is conveyed by all and quickly. If internal communication is not 
clear and effective, the information does not reach all employees and stakeholders, 
which undermines the dissemination of the objectives set by the leadership team.

Lack of innovation training is another impediment for organisations in achieving 
the capability of innovating systematically. Innovation training is essential to shape 
the actions of employees, as well as their abilities to solve problems in different, 
more innovative ways. Such training in innovation, should initially be done outside 
the organisation, where the scholar and specialists in this field are located. However, 
when the innovation maturity level of the organisation becomes higher and the 
innovation process is properly implemented, the training should be provided inside 



228

Innovation Leading Organizations

the organisation. This is important because all employees should have a minimum 
knowledge level about innovation and know the platforms and processes that the 
organisation has for valuing their ideas.

If all employees have innovation knowledge and know the organisation’s enablers 
to value their ideas, then their contributions will add value to the organisation by 
solving problems in innovative ways. However, collaborative innovation has been 
found to have little impact on problem solving. This unintended effect undermines 
employee motivation and the achievement of the main goal. If employees are not 
taken into account in the problem-solving process, then the difficulty in solving such 
problems will be greater and consequently no value will be added to the organisation.

Given these undesired effects, it can be stated that in many organisations there is 
a culture that does not facilitate innovation, which greatly hinders the achievement 
of objectives. Without any kind of training in innovation it is difficult to build an 
innovation process that is able to comply with the three phases (gathering, selection 
and implementation of ideas). Hence, the innovation process is incomplete and the 
achievement of the goal is compromised.

1.  Vertical communication is not clear about innovation
2.  The objectives for innovation are not clearly displayed to all employees
3.  Little expressive networking in connecting employees
4.  Little use is made of multifunctional and multidisciplinary teams
5.  Existence of conservatism in the face of risk
6.  Low fault tolerance
7.  Islands of experimentation concept not implemented
8.  Initial resistance to innovations from employees
9.  Absence of “innovation champions”
10.  Little publicised recognition mechanisms for innovative initiatives
11.  Little encouragement for the exposure of ideas

The identified root causes represent the constraints that prevent a system from 
achieving its goal. In this sense, they are the answer to the question “What to change?”.

A critical root cause often at play is the vertical communication about innovation, 
that may not be done clearly (Figure 1). A second common root cause is the inability 
to expose the objectives for innovation to all employees. Together these two root 
causes give rise to unclear internal communication about the objectives defined for 
innovation, which is an undesirable effect.

Another set of root causes worth mentioning is about organizational connection 
and knowledge sharing, essential for creativity, which in turn is essential for ideas 
to emerge. When employees are more connected, more and better ideas will be 
exposed to the innovation process. Oftentimes organizations provide few facilities 
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to their employees to connect and share knowledge with quality, time and quickly. 
Hence, suggested root causes are a little expressive use of networking in connecting 
employees and the lack of multidisciplinary and multifunctional teams that gather 
regularly. These teams are used by organisations with proven innovative potential 
and tend to produce quick results with greater quality.

The leadership team’s posture towards innovative initiatives is fundamental for 
employees to buy in. Two common root causes that take into account the posture 
of leadership in organisations: (1) the low tolerance to error, and (2) the existence 
of conservatism towards risk. The inhibition of creativity due to lack of support 

Figure 1. Current Reality Tree of a non-innovative organisation.Once the undesired 
effects (UDE) have been detected, it is necessary to make logical connections that 
enable the identification of the root causes responsible for the current state of an 
organisation. The following list suggests some common root causes:
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from leadership is one of the main obstacles to innovation and cause demotivation 
on employees.

Changing the organizational culture is a task that requires a considerable amount 
of commitment and persistence. However, a culture that facilitates innovation, 
coupled with an innovation process tailored to the organisation’s needs and with 
committed resources, are essential factors for the organisation to succeed in the 
ability to innovate systematically.

Organisations should promote incentives for the exposure of new ideas to the 
innovation process, in order to motivate employees to interact with the innovation 
structure. However, it can be seen that most organisations still do not have incentives 
for employees to expose their ideas. Therefore, the potential creativity from employees 
is wasted and thus such organisations do not get value from this source. Another 
root-cause in this context is the lack of recognition for innovative initiatives, which 
in itself is an incentive to the exposure of ideas. Recognition can be done in different 
ways: financial, personal or symbolic. Organisations cannot stop at the creation of 
these mechanisms. To achieve the goal, these acknowledgements must be widely 
disseminated, both in their presentation and afterwards during execution.

The ideas selection phase is carried out in accordance with the objectives of the 
organisation for innovation, so the ideas selection criteria should also be widely 
disseminated so that the employees are able to focus their creativity. Hence, this stage 
of the process is directly connected with the root cause related to the communication 
of the objectives for innovation.

The lack of support for employees during the innovation process is also a problem 
for organisations towards innovation, and is more critical when in the absence of 
“innovation champions”. These employees are specialised in innovation and should 
be previously selected according to their profiles. Their role will be to help the most 
creative employees across organizational ranks, during their passage through the 
innovation process, so they should have good connections within the organisation 
and, ideally, there should be one innovation champion per organizational unit.

The implementation phase of innovations has little success if organisations have 
not implemented a standard procedure that allows the introduction of innovations 
in an easy and effective way. The concept of “islands of experimentation” fits this 
phase as a general procedure for implementing innovations. This concept presents 
itself as an effective solution, but it is still not spread enough. Still at this stage there 
may be some resistance to implementation of ideas by employees or customers. 
Such resistance should be mitigated, so that innovations can start adding value to 
the organisation as soon as possible.

The referred root causes related to the innovation process are more susceptible 
to adaptation to each reality, since different solutions can be found for the same 
problems.
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Designing a Solution

The second tree to be built is the Future Reality Tree. This tree derives from the 
logical analysis of the system under consideration and intends to answer the question 
“What to change to?”. Thus, the goal of this tree is to present solutions and verify 
their impact on the rest of the system. These solutions are named injections, as 
they are actions to “inject” into specific areas in order to neutralize the undesirable 
effects originated from root causes. Some injections are found to make organisations 
more innovative:

• Train employees in innovation
• Enable employees to take sustainable risks in helping innovation
• Incentives for long-term innovation
• Mechanisms for recognition of innovative initiatives
• Definition of objectives for innovation
• Networking established as a form of communication within the organisation
• Form multidisciplinary and cross-functional teams to spread knowledge 

within the organisation
• Adoption of the concept of “islands of experimentation”
• Process re-engineering with a view to reduce bureaucracy across the 

organisation

The suggested injections will give rise to desirable effects, which when present, 
will enable the achievement of the main objective. An injection to be inputted to 
the system is innovation training. Innovation training should be initially provided 
to elements of the organisation selected for that purpose. After that, these people 
together with the leadership team shall build the innovation process for the 
organisation. When the innovation process is complete, some of these people will 
return to their previous positions and others will join the innovation structure of 
the organisation. Those who return to their previous positions will be the so-called 
innovation champions (Figure 2).

Long-term incentives are an important solution for organisations that want to 
innovate, as they commit the organisation to the employee, being tolerant to employee 
to make mistakes as a way of learning and innovate. This freedom to make mistakes 
gives employees the opportunity to innovate in a more disruptive way. If employees 
feel pressured not to make mistakes, they will not take risks, so their ideas will tend 
to be more incremental or a recombination than disruptive. In this way, the injection 
that allows employees to take sustainable risks in innovation emerges. Organisations 
have finite resources, so it is necessary to make a sustainable use of them, especially 
with regard to innovation. It is necessary to have sustainable budgets for innovation. 
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However, the leadership has to take into account that innovation wins are slow, so its 
fruits will come in the long term. Still, it is possible and necessary to give space to 
employees to innovate in a sustainable way by allocating resources to their initiatives.

In the case of initiatives that succeed through innovation processes, it is necessary 
to use recognition mechanisms to praise them. These recognition mechanisms are 
important to motivate other employees and showing that the innovation process 
is functioning. The fact that there are recognition mechanisms also reveals that 
leadership is aligned with innovation, since it rewards employees who add value to 
the organisation through the capability that is being integrated.

Leadership has a role in the initial impetus of innovation in the organisation, in 
order to define the objectives for innovation. In this way it is one of the injections 
adequate for organisations that want to be more innovative. The definition of clear 
and unambiguous objectives is essential to create criteria for the selection of ideas. 
Once these criteria are defined, employees will start to be creative and expose their 

Figure 2. Future Reality Tree of an organisation that wants to innovate
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ideas to the innovation process. Now, if too many ideas come in at the gathering 
stage of the innovation process, competition between employees will start to take 
place. In this phase an internal market of ideas will emerge, where the goal will 
be to get an idea selected. It is necessary that the selection criteria are fulfilled in 
order to bring credibility to the innovation process. In this competitive environment 
the acceptance of innovations will be facilitated, because after so many steps, the 
innovation that reaches the implementation phase will be respected and credible in 
the eyes of employees and customers.

Still regarding the innovation process, it is necessary that organisations adopt 
a procedure for implementing innovations. The literature suggests the concept 
of islands of experimentation, as a procedure that allows for quick learning from 
mistakes and their consequent correction.

In the field of internal communication, two need injections emerge. The first 
injection is to foster networking as a form of communication within organisations. 
Networking enables even physically distant employees to share their ideas in forums, 
which leads to the creation of knowledge, which is essential for the quality of 
ideas produced. The second injection to take into consideration is the formation of 
multifunctional and multidisciplinary teams. These teams bring quick and efficient 
knowledge sharing to the organisation, as well as sharing of mistakes made. Another 
objective of these teams is focused innovation, i.e., after these teams are formed, 
they can be assigned existing problems in organisation in order to come up with 
innovative solutions to those problems.

The last suggested injection to insert in the FRT is process reengineering in 
order to reduce bureaucracy. The main objective of this injection is to make the 
organisation more flexible, and improve continuously. Thus, the capacity to innovate 
systematically will be implemented progressively according to the speed of paradigm 
change to which each organisation best adapts. If there is less bureaucracy, resources 
will be more easily allocated to innovation initiatives.

The suggested solution enables the desirable effects in the organization according 
to the aimed objective, in this case to make organisations more innovative. This will 
bring the following desired effects:

• Leadership aligned with innovation
• Organisational culture that facilitates innovation
• Collaborative innovation present in problem solving
• Values followed by the organisation in line with innovation
• Clear internal communication regarding the objectives defined for innovation
• Innovation process in operation
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The first desired effect that must be achieved is the alignment between leadership 
and innovation. If leadership is aligned with innovation, it will make possible for 
innovative initiatives to emerge. This desired effect is verified when the values 
practiced by the leadership team are framed by innovation. That is, if leadership is 
willing to take risks, tolerates mistakes and encourages knowledge sharing, then 
the implicit values in leadership decision-making are in line with innovation. The 
leadership at any organization is taken as an example by the rest of the employees, so 
the contagion of these values will be made across all employees, and as a consequence, 
the values followed by the organisation will be aligned with innovation.

Clear communication about the objectives set for the organisation is one of 
the foundations for successful innovation. If employees are aware of the goals for 
innovation they can start their creative thinking, and from there develop their ideas. 
Communication, together with a marketplace of ideas and the sharing of knowledge 
are fundamental to collaborative innovation.

The organisation should use networking as a way to expose its employees to 
the current problems, with the aim of creating innovative solutions. This type of 
solution is very viable, since it is employees who face many problems on a daily 
basis and know the strengths and limitations of the organisation. Therefore, it is 
important that information reaches all those who are part of the organisation, in order 
to gather many and diverse ideas. In other words, the objective here is to include as 
many brains as possible in order to have the largest possible flow of input into the 
innovation process. However, knowledge sharing should also be efficient, so that 
all employees are aware of what is being produced throughout the organisation.

In an organisation where employees, when faced with problems, try to find 
innovative solutions and the values practised within the organisation are aligned 
with innovation, it is possible to consider that the organisation has a culture that 
facilitates innovation. The change in organizational culture, whether towards a 
more innovative one or any other, is a long process, which requires persistence and 
planning, together with change management and adaptation.

With the desired effects achieved, the organisation can reach the proposed goal, 
or become a more innovative organisation. Achieving this goal takes usually time 
and resources, where small victories should be celebrated so that everyone feels 
motivated and does not lose focus of the goal.

A further last tree from the theory of constraints to be used to make the solution 
viable would be the PRT. Such tree answers the question “How to cause the change?” 
and intends to clarify the actions required for the injections to be successfully inserted 
in the system. It is derived through the verification of the DOTMLPFI dimensions, 
referred before. It is not dealt with here as it is specific to each organization’s 
paradigm, circumstances, including available resources.
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The first injection, “Train employees in innovation”, needs as necessary conditions 
to identify the training needs in innovation. Secondly, to contract the training with 
competent entities capable of training the employees in innovation subjects. At this 
point, it must be taken into account that there will be financial resources spent on 
training employees in innovation – so resources shall be provided upfront. Finally, 
it is necessary to select the employees who will receive the training. This selection 
should take into account the profiles of employees as well as their willingness to 
participate in the innovation structure of the organisation.

The second injection, “Enable employees to take sustainable risks with 
innovation”, requires the leadership team to be committed to providing employees 
with opportunities to experiment with their ideas. This requires creating spaces where 
there is room for experimentation within the organisation without having to spend 
excessive resources. Finally, it is necessary to allocate resources to innovation, so 
that employees can experiment with their ideas.

The third and fourth injections demand similar necessary conditions to be 
realised. For there to be incentives and recognition mechanisms the leadership team 
has to define what types of stimuli they should use for innovation, as these should 
be adapted to the circumstances of each organisation. Then these should be widely 
disseminated so that all employees become aware of the opportunities given by the 
organisation. Thus, it is fundamental to take into account and communicate to all 
employees in the same way and in a timely manner.

Injection five, “Define objectives for innovation in the organisation”, has to 
be among the first to be put into practice, since it is from these objectives that the 
organisation’s strategy will emerge to make it more innovative. For this injection 
to materialise it is necessary to ascertain what the intentions of the leadership for 
innovation are. Once these intentions have been declared, the leadership should 
meet with experts in organising for innovation, and design a plan for the integration 
of innovation in the organisation. This way, the last step will be to define specific 
objectives for innovation, which will then be communicated to the rest of the 
organisation in order to guide all employees in the same direction.

The sixth injection, “Networking established as a form of communication”, 
intends to connect all employees even if they are physically far apart. To carry out 
this injection, it is necessary to engage employees with computer skills to build a 
platform that allows the organisation to communicate problems to its employees, so 
that they can come up with innovative solutions. Then, it is necessary to implement 
the online platform and communicate its existence to the rest of the organisation.

The seventh injection is the establishment of “Multi-functional and multi-
disciplinary knowledge diffuser teams”. It is necessary that employees gather 
knowledge and share it within these teams. In this way, a culture of sharing between 
all units of the organisation will be implemented. The last necessary condition for 
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this injection focuses on the integration of elements across these teams with the 
ability to lead and manage the elements involved in them.

The eighth injection “Adoption of the concept of “islands of experimentation””, 
aims to introduce a procedure for implementing innovations. For this concept to 
be successful, it is necessary to explore it and adapt it to a particular organisation’s 
needs. Then, to put it into practice, it will be necessary to allocate resources so that 
experimentation can be carried out in the places provided.

The last injection, number nine, “Reengineering of processes with a view to 
reducing bureaucracy in the organisation”, requires the organisation to have employees 
specialised in process reengineering. If the organisation does not have employees 
with such skills, it should buy these services.

CONCLUSION

An organization designed for innovation aims at introducing new and better products, 
processes, services or management approaches that enable the organisation to deliver 
greater value. Such organisation is based on a culture of innovation, an appropriate 
innovation process as well as the correct management of change in the organisation.

A culture of innovation demands proposals for innovative solutions to existing 
problems, through exploration, experimentation and entrepreneurship, with an 
emphasis on learning, optimisation, knowledge sharing, some risk taking and 
tolerance for failures that may occur during the innovation process. For a culture of 
innovation, the existence of a leadership team willing to innovate is critical, together 
with a strategy encompassing adequate training.

The innovation process is the set of actions aimed at fostering innovation in 
the organisation, under the leadership of top managers. The implementation of the 
innovation process is carried out in phases: (1) gathering of a portfolio of ideas, (2) 
selection of suitable ideas according to criteria of added value for the organisation, 
(3) the risk involved in the development, and the success of prototyping and proofs 
of concept, and (4) their implementation safeguarding the barriers, internal or 
external to the organisation.

A transformation has to occur for innovation to become a systemic capability 
in organisations. Therefore, an organisation must go through a process of change 
which must be properly planned and managed. It is essential that this process is led 
in a chained and comprehensive way throughout the organisation. In view of the 
solution proposed, it is necessary to emphasise the focus on internal and external 
communication, as well as on the way in which it is communicated, the attitude of 
the leadership team towards the values practised and the employees’ initiatives in 
the field of innovation.
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Any study or research always has some limitations, among them and thinking in 
practical applied terms, there would be a gap between the application of the suggested 
models and the observable results. As the model implies changes to organizational 
culture, such timespan could last for several years.

However, as for further research related with this chapter, one could follow one 
or more of three possible domains: (1) the substantive domain, (2) the conceptual 
domain, and (3) the methodological domain. As for the substantive domain or the 
extension to the tangible application this study could be further investigated towards 
the inclusion and risk sharing with third party organizations. Additionally, and taking 
the conceptual domain, one could further study the impact of organizational values 
on the proposed organization for innovation. Finally, as for the methodological 
domain, and taking into account that organizations are socio-technical systems, 
further research on the subject of organization for innovation would benefit from a 
systems approach, specifically, through the use of complex systems modelling, of 
which systems thinking and systems dynamics modelling are adequate approaches.
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KEY TERMS AND DEFINITIONS

Change Management: A term for all approaches to prepare, support, and help 
individuals, teams, and organizations in making organizational change.

Constraint: A condition that prevents a system (or organization) to achieve its 
goals.

Desirable Effects (DE): A concept from the Theory Of Constrains (TOC), that 
represents effects that contribute to enable the organization or system of interest to 
achieve its goal.

Disruptive Innovation: An innovation that creates a new market and/or a value 
network and eventually displaces established market-leading firms, products, and 
alliances.

Incremental Innovation: A series of small improvements made to a company’s 
existing products, services, or processes.

Innovation: The practical implementation of ideas that result in the introduction 
of new goods or services or improvement in processes.

Leadership: A practical skill encompassing the ability of an individual, group, 
or organization to “lead,” influence, or guide other individuals, teams, or entire 
organizations.

System: A grouping of parts that operate together for a common purpose.
Theory of Constraints (TOC): The theory of constraints is a management 

paradigm that views any socio or technical system as being limited in achieving its 
goals by a certain number of constraints.

Undesirable Effect (UDE): A central concept from TOC thinking processes, 
which represents effects that prevent the system of interest, or organization, from 
achieving its goal.
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ABSTRACT

Followers are underrepresented in the organizational change literature despite 
their considerable influence on change success. Politics, culture, motivation, 
communication, and readiness have a large impact on change success, and these 
influences are examined in the change context. Each of these are influenced by leaders 
and followers. The role of authentic followers in enabling positive change through 
their organizational engagement is explored in depth. This chapter demonstrates that 
while the influential role of leaders in change is established, the authentic follower 
represents a large body of potential change agents with the capacity to positively 
influence the success of change. Many behaviors of the authentic follower make them 
an ideal candidate for this role, including moral potency, high levels of engagement 
in organizational structure, and flexibility. Further research highlighting the value 
of the authentic follower is warranted.
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INTRODUCTION

Change is a facet of daily life and should be an expectation rather than a surprise. 
The rapid rate of innovation and evolution in contemporary beliefs, influenced in 
part by globalization, has brought with it a period of significant transformation. 
Organizational change, however, is still poorly understood, and the rate of change 
failure is one indicator of such. Some studies indicate rates of failure as high as 80 
percent (Strebel, 1996) and others found that of 125 mergers, 40 percent failed to 
achieve anticipated savings (Doucet, 2000). In fact, there appears to be a consensus 
that most organizational change initiatives fail (e.g. Franken et al., 2009; Gilley et 
al., 2008; Pasmore, 2011; Sterling, 2003). Considering how common change has 
become in society and organizations, such a high rate of failure is problematic.

Scholars have turned their attention to exploring the antecedents of successful 
organizational change practice and have begun to document the extensive complexity 
associated with organizational change (Lewis et al., 2005). For example, recent 
studies identify that psychological capital (Nwanzu & Babalola, 2019), individual 
readiness (Haffar et al., 2019), and motivation (Ryan & Danaher, 2019) have a positive 
influence on organizational change. Perhaps one of the most effective predictors 
of organizational change is leadership (Agote et al., 2016) and the organizational 
culture such leaders can cultivate.

The weakness in organizational change literature is the dearth of understanding 
of the role of the follower. Research supports the effect of employee involvement 
(Morgan & Zeffane, 2003), cynicism (Stanley et al., 2005), and commitment (Turner 
Parish et al., 2008) on organizational change. However, while these studies should 
inform our understanding of followership, the followership context is underdeveloped 
within thecontemporary leadership domain (de Zilwa et al., 2014). The organizational 
change context is no exception, despite the integral role that employee resistance 
can have on the success or failure of change implementation (Piderit, 2000). It is 
not surprising then, that evidence indicates around 70 percent of change initiatives 
fail (Meaney & Pung, 2008).

The importance of follower behaviors becomes more pertinent when considering 
that many change agents emerge from employee groups. That is, followers sometimes 
become leaders or enact leadership in periods of change. Leader-follower fluidity 
does tend to occur when individuals are required to utilize different behaviors in 
multiple environments (Crawford et al., 2018). The behaviors of the change agent 
are important in facilitating organizational change (Specht et al., 2017). Where 
the individual characteristics of the follower are important in the leader-follower 
relationship, so too are these behaviors important when the follower is taking on a 
temporary leadership role such as a change agent. Indeed, the follower becomes the 
leader, for at least a time. Therefore, scholars need to consider followers who are 
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active in their engagement with the organization and can demonstrate some degree 
of responsibility beyond a ‘sheep follower’ (Kelley, 1988).

The follower to work with during change also needs to display ethical tendencies. 
In a post-GFC world, the unethical cultures that created the 2008 world economic 
collapse have not been erased from existence. Building and maintaining ethical 
cultures during change, however, is an important step (By et al., 2015). The inclusion 
of the examination of moral potency in organizational change research is an important 
step to responding to this challenge (By et al., 2015). Moral potency is composed 
of moral ownership, moral efficacy, and moral courage (Hannah & Avolio, 2010). 
Ethics is a key part of positive change (Tanno & Banner, 2018).

The authentic follower (Crawford et al., 2018) offers such a proposition, by being 
ethical with a psychological propensity for authenticity, and active by their positive 
organizational engagement. This follower style offers a method by which individuals 
can transcend their employee role to a change agent role fluidly. Consideration of the 
authentic follower should begin with deliberation around them as individuals, and 
understanding what it means to be a follower. Subsequently, it would be appropriate 
to consider the follower in the context of change and leadership. At present, there is 
recognition that authentic followers are important in the authentic leadership process 
(Avolio & Gardner, 2005), yet there is still minimal research which genuinely values 
the authentic follower (de Zilwa, 2016).

To further explore the role of the follower in enabling positive organizational 
change, we begin with a summary of our research method followed by a brief 
literature review on organizational change. For this critical review, we begin with 
an overview of the role of politics and culture, motivation, communication, and 
readiness in the organizational change process. Next, we highlight authenticity, the 
authentic leader, and the authentic follower as they relate to change. We follow by 
considering what a positive change climate looks like. To conclude this chapter, 
we provide a synthesis of these three domains of research: organizational change, 
authentic followers, and positive organizational climates. We do so to address the 
following research question: what is the role of the authentic follower in enabling 
positive organizational change?

CRITICAL REVIEW METHOD

The term ‘critical review’ has been adopted by scholars to define a form of semi-
structured literature review. Critical reviews “aim to demonstrate writer has extensively 
researched literature and critically evaluated its quality” (Grant & Booth, p. 94). Our 
intention with this critical review is to consider the quality of existing literature in 
each of the elements of our Chapter, in their independence and in relation to their 
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role in organizational change. This is similar to existing critical reviews (e.g. Dichev 
& Dicheva, 2017; Hughes et al., 2018). We critically review each component, and 
synthesize these highly varied collections of literature in our discussion.

ORGANIZATIONAL CHANGE

Organizational change requires no introduction to contemporary management 
scholars, with change being a new norm in enabling efficient and effective 
organizations. The models of effective organizational change are as diverse as the 
change they seek to respond to. Many of these adopt a process approach that includes 
some form of problem identification, diagnosis, planning, implementing, evaluation, 
and normalising (Hayes, 2014). One of the oldest models, is the three-phase Lewin 
model that emphasizes periods of unfreezing, movement, and refreezing. In this 
model, leadership style has a significant effect on organizational change processes 
(Hussain et al., 2018). In a review, Van de Ven and Poole (1995) identify four ideal 
developmental theories of change processes: lifecycle theory, teleological theory, 
dialectical theory, and evolutionary theory. Life cycle theories identify change 
as a sequential stage-based process with each stage contributing to the outcome. 
Teleological theories suggest that change is an emergent learning process with 
goals formed, implemented, and evaluated. Dialectical theories adopt a dialectic 
approach with conflicting goals that highlight change emerging from conflict, and 
periods without change emerging from stability. Evolutionary theories suggest a 
quality improvement style of change that recognizes a continuous cycle of variation, 
selection, and retention.

Pardo del Val and Martinez Fuentes (2003) identify elements of inertia in the 
formulation and implementation stage of change. These include a wide array of 
challenges from myopia and denial to capability gaps and leadership inaction. We have 
extracted four broad themes from the sources listed to include: politics and culture, 
motivation, communication, and readiness, and discuss these further independently.

Politics and Culture

Political behavior is an inevitable accompaniment of organizational change. Changes 
in power relationships are common during large scale systematic change. These 
power changes can stem from deeply political systems that exist prior to change 
emerging. The desire for those ‘in power’ and who overvalue power may act to 
create barriers to change as a mechanism to maintain power status. Political skills 
in organizations can include social astuteness, interpersonal influence, networking 
ability, and apparent sincerity (Ferris et al., 2005). Social astuteness manifests in 
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an awareness of others’ ability to engage in organizational politics, with negative 
actor behavior including leveraging less skillful political actors for their personal 
benefit. Interpersonal influence is the degree to which subtle and convincing style 
persuades others. Agents can use their interpersonal influence to hinder change or 
enable it, and the degree to which individuals have strong networks influence their 
ability to affect change.

Exhibiting political influence over large networks can have rapid implications 
for change effectiveness. Social networks evolve, collapse, and/or reform through 
the lived experience of organizational change (Burkhardt & Brass, 1990). Likewise, 
apparent sincerity is the ability to be perceived as authentic and sincere, despite 
unethical intentions. In periods of change, politics can be both a critical success 
mechanism and a point of resistance (Kotter, 2007). In the short-term, apparent 
sincerity can have positive implications for change if leveraged effectively. However, 
long-term change resistance is likely to ensue for two reasons: a failure to create 
authentic reasons for change, and the lack of development of sincere relations with 
those who will be affected by current and future change.

Culture, likewise is critical in understanding how to enable success (Hansen, 
2007). If the individuals within the organization are not adequately prepared for 
implementation, they will be resistant (Klein & Sorra, 1996). Likewise, underlying 
cultural norms and artefacts that are not incorporated into change will have a negative 
effect on the change process. Organizations are social by nature, and this needs 
to be recognized in the way the organizational culture affects the implementation 
and planning of change. This is particularly true when discussing deeply held 
beliefs or long-standing assumptions. Historical narratives are a building block to 
organizational culture, and this type of building block has direct implications for 
organizational change (Hansen, 2007). Leadership and politics are key components 
to enabling an organizational climate conducive to change (Bass & Avolio, 1993), 
particularly when the narratives of the organization are not naturally compatible 
with transformative change.

Motivation

Undertaking developmental changes in an organization requires a growth mindset 
built on creating a motivational work environment (Gilley et al., 2009). Likewise, 
motivation more generally has a role in enabling or inhibiting change success (Wright 
et al., 2013). Managers and employees that seek consensus on mutually agreeable 
performance build positive work-group spirit that subsequently creates enhanced 
motivation (Appelbaum et al., 1998). An exception to this situation occurs when 
managers and employees differ in their beliefs surrounding change. For example, 
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the failures of past organizational change can create cynical attitudes towards change 
from employees causing motivational declines (Wanous et al., 2000).

There are costs of change that can have negative implications for motivation. The 
direct costs of change are varied but could include personnel costs (e.g. recruitment, 
selection, temporary staff, redundancy: Morrell et al., 2004) and maintaining 
multiple redundant systems in the interim (Abdinnour-Helm et al., 2003). There is 
also the potential for cannibalization during change, that is, enabling the success 
of one element of the business to the detriment of another. Cannibalization often 
occurs when new and more innovative competitor products hit the market (Velu & 
Stiles, 2013). For example, organizations like Marriott International are currently 
undergoing changes to combat sharing economy competitors such as Airbnb (El-
Bawab, 2019). On the one hand, employees involved in the new move could feel 
motivated to engage in a new pursuit. However, on the other, existing employees 
may begin to fear for their job security, or see declines in trade from consumers 
transferring across to the alternate division of the company. Similarly, cross subsidy 
comforts may exist where one high performing side of the business funds another, 
so motivation to engage in the change is diminished (Pardo del Val & Martinez 
Fuentes, 2003).

Communication

Communication and change success have been intertwined in their respective 
disciplines (Taylor et al., 2001), from communication of an effective strategic vision 
across an entire organization, to identification of needs through internal and external 
environmental scanning by employees and management (Johansson & Heide, 2008). 
In identifying change, employee voice and sincere interactions between leaders and 
followers is critical (Morrison & Milliken, 2000). The follower has a role to play in 
identifying the need for change.

During change, followers also have a role. A follower self, including their 
insecurities and attachment, has an impact on change (Collinson, 2003). Thus, 
where a follower may feel excluded from a change conversation, or insufficiently 
aware of their change context, they may demonstrate resistance. Genuine two-way 
communication is key to enabling organizational change (Reichers et al., 1997). 
Middle-managers (who serve as followers to senior managers, and leaders to front-
line employees/supervisors) experience uncertainty during organizational change 
due to this dual role, and sincere communication is one method to respond to such 
ambiguity (Herzig & Jimmieson, 2006).

Beyond two-way communication is the need to mitigate and prevent organizational 
silence from occurring. Organizational silence is the reluctance to share information, 
speak freely, and provide feedback that others may not agree with (Beer & Eisenstat, 
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2000). Fear of job loss and adverse effects on power dynamics are just two 
antecedents of organizational silence (Appelbaum et al., 2000). While some degree 
of organizational silence is expected in organizations and indeed during change, 
silence is exacerbated by a climate of silence, reduced employee voice behaviors, 
and poor organizational culture (Vakola & Bouradas, 2005).

Readiness

Organizational change readiness is often defined structurally (e.g. Bloom et al., 
2000; Lehman et al., 2002) and psychologically (e.g. Cunningham et al., 2002). We 
explore both perspectives here, for parity, but focus on the psychological perspective 
in our discussion. We believe both have significance, however, each needs sufficient 
independent consideration, and we consider the latter. Some antecedents to change 
readiness, however, have ambiguity. For example, a capabilities gap could be 
representative of poor structure of training and development, or individual failures 
to engage in learning.

From the psychological perspective, change readiness is recognized as the 
synthesis of change commitment (built on change valence) and change efficacy 
(Weiner, 2009). Consistent leadership communication and actions through social 
exchange is key in enabling change readiness (Klein & Kozlowski, 2000). Implicit 
assumptions of change, individuals involved in change, or assumptions predating 
change can be enablers or detractors for change. If individuals in the organization 
have been well communicated with, formally and informally, and their implicit 
assumptions of the change are positive, employees will be more willing to engage 
in the change. If their implicit assumptions are negative, they may be indignant or 
resigned from the process of change, demonstrating low change readiness. Next, we 
consider structural and contextual factors, but note that many of these are influenced 
by follower behaviors.

Structural and contextual factors that affect readiness include culture, policies, 
experience, and resources (Weiner, 2009). Individuals in the organization 
have embedded routines that they procedurally deploy based on long-standing 
organizational structures, policies, and strategies (Amis & Aïssaoui, 2013). When 
change practice is not effectively embedded into these routines, there can be general 
lack of readiness enabled (Wee & Taylor, 2018). In change, resources and schemas 
inform actions, except that these resources are considered as sources of energy rather 
than stable and independent of context (Feldman, 2004).
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AUTHENTIC LEADERS AND FOLLOWERS

Authenticity

The notion of authenticity has proliferated contemporary society. The collapse of 
the modernist and structural periods has led to a desire to feel ‘real’ and ‘genuine’ 
in a fast-paced and digitally connected world. The term itself originated in Greek 
philosophy with phrases like ‘be true to oneself’ (Harter, 2002), and scholars have 
consistently challenged the fluidity of being authentic. Some existential philosophers 
articulate self-actualization, awareness of morality (Heidegger, 1962), and inherency 
of constant redefinition of self (Sartre, 1956). Camus (1942) represents an alternative 
field of thought that argues individual authenticity is exclusive of objective morality 
and purpose. One of the popularized explications of authenticity stems from the 
scene in Shakespeare’s Hamlet (1954, p. 31):

This above all: to thine own self be true, and it must follow, as the night the day, 
thou canst not then be false to any man.

Contemporary scholars appear to align with adoption of developmental 
assumptions of authenticity, building multidimensional constructs leveraging 
awareness of self, ability to think without bias, actions consistent with self, and 
truthfulness in relationships (Kernis & Goldman, 2004). The complication with 
authenticity is its ‘sister construct’, sincerity. The two are often conflated, with 
sincerity generally being considered relational with others, and authenticity relational 
with self (Crawford et al., 2019; Trilling, 2009). In a seminal piece on authenticity 
and sincerity, Trilling (2009) identifies sincerity as the congruence between avowal 
and feeling. Being authentic, that is, true to ones’ true self, is not confined by societal 
expectations; instead, the actions of an authentic person are confined by societal 
expectations. Humans, on many occasions have dark thoughts manifesting from 
some component of their current self. The action is refined by socially-constructed 
roles, not the thought. For this paper, we adopt the intrapersonal and developmental 
foundations of authenticity, with a view that sincerity is best understood as the 
outward expression legitimized by others.

Considering authenticity in organizational change, authenticity has a mediatory 
effect on organizational culture and engagement (Reis et al., 2016). Experiencing 
and engaging in genuine work is affected by periods of organizational change (Kira 
et al., 2012). Cultivating individual and team authenticity during change is important 
to enable honest and open conversations about the change process (Doorewaard & 
Benschop, 2003). Take, for example, an empirical study of mergers that identified a 
lack of organizational authenticity leads to lower productivity, and affects long-term 
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merger performance (Cording et al., 2014). During a period of change, staying true 
to self has direct implications for organizational performance. This is explainable, 
perhaps, by the revitalizing effect that authentic behaviors have in organizations 
(Bunker & Wakefield, 2004).

In some cases of organizational change, there is a willingness to sacrifice 
efficiency to enable authenticity. The economic assumption is that the creation of a 
“kind of satisfying authenticity” will counter the loss of efficiency gains (Liedtka, 
2008, p. 243). The ability to acknowledge the current reality and a shared consensus 
surrounding the desirable future is a gold standard in organizational change. 
Organizational change lends itself to state-like levels of organizational authenticity 
(van den Bosch & Taris, 2013). The assumption made by van den Bosch and Taris 
(2013) that authenticity is also state-like lead to asking whether this is authenticity, 
sincerity, or a failure to capture either on a tool. Authenticity is the psychological 
capacity to be true to one’s self (de Zilwa et al., 2014), how we choose to manifest 
our authenticity is best understood as sincerity. Our faces change, as Goffman (1959) 
highlights, but our core self develops slowly.

Leaders

Authentic leadership was conceptualized in response to significant global issues 
(e.g. 9/11 and the dotcom bust: Luthans & Avolio, 2003). Authentic leadership has 
been applied to diverse contexts including work-life balance (Lyu et al., 2019) and 
building high performance teams (Shirey et al., 2019). Authentic leadership was 
posited to be the root of all positive forms of leadership (Avolio & Gardner, 2005), 
with recent calls cautioning about the excessiveness of positivity in leadership 
research (Alvesson & Einola, 2019). The outcomes of enacting authentic leadership 
have been well documented to include psychological capital, follower empowerment, 
performance, satisfaction, commitment, and openness to present a few (Gardner et al., 
2011). More recently, and in response to growing critiques of the model, authentic 
leader behaviors were reconceptualized as the synthesis of five key behaviors (see 
Table 1).

Authentic leaders build supportive organizational climates through their sincere 
interactions with others, considering all relevant information, working for collective 
benefit, and having a strong moral compass. In an organizational change climate, 
authentic leaders seek to create readiness for change, develop organizational 
commitment to the change, and facilitate behavioral change (Bakari et al., 2017). 
Authentic leaders are posited as a mechanism to enable and support organizational 
change when multiple age demographics are affected (Mhatre & Conger, 2011), 
and to engender change supportive behaviors (Kim & Huh, 2019).
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Leadership during organizational change is recognized as a critical component 
of successful communication, mobilizing, and evaluation of change (Battilana et al., 
2010; Gilley et al., 2009). For communication, the leader must destabilize the status 
quo and articulate a desired future. Resistance because of communication may stem 
from emotional distress, or the stress of uncertainty. The authentic leader seeks to 
overcome such resistance with sincere communication established on foundations 
of honesty and transparency. Authentic leaders recognize the inherent stress and 
decline in productivity during periods of change, which often cannot be eliminated 
during change. Thus, their sincere interactions seek to minimize the tension and 
acknowledge openly that change is inherently stressful.

In the mobilizing stage, the leader must overcome personal and professional goals 
(of their own, and others) to enable acceptance of the change (Battilana et al., 2010). 
The authentic leader leverages their own positive moral perspectives to transcend their 
own ego and narcissistic tendencies (e.g. Grijalva et al., 2015) and thereby minimize 
their potential to leverage change for career progression over organizational growth. 
This could be as simple as recognizing that a valuable employee may be best enabled 
by being provided with the desirable the corner office (organizational-interest) that 
the leader coveted (self-interest). It could be as complex as renegotiating employee 
agreements (e.g. Enterprize Bargaining Agreements in Australia) to provide staff 
whose jobs were being eliminated during downsizing with flexible part-time work 

Table 1.
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for a generous interim period. The action, while difficult for the leader, could result 
in less remaining employees experiencing ‘survivors’ guilt’ because of being chosen 
to retain their jobs after the downsizing.

In the evaluation of change, leaders must have the capacity to think critically 
and carefully, and the self-awareness to understand their own limitations and indeed 
their biases in the evaluation process. Authentic leaders are reflective, and have a 
desire to better understand their own behaviors, emotions, and cognitions (Avolio 
& Gardner, 2005). Indeed, authentic leaders are reflexive in their thinking (Eriksen, 
2009) and seek relevant information before making decisions (Crawford et al., 2020). 
The ability to be balanced in their processing of information should not, however, 
be overtly slow, given authentic leaders still enable rapid innovation and creativity 
in their workforces (Černe et al., 2013).

Followers

The authentic leadership domains of leadership, followership, leader, and follower 
have been inconsistently researched. The dominance has been on leadership, often 
treating the leader and leadership as synonymous. Indeed, questions about the origins 
of followership are not often posed in psychology with the general assumption that 
leader and follower objectives are the same (Van Vugt, 2006). Followers, however, 
have importance within the enabling and hindering of leaders and organizational 
objectives. Actions such as followers’ whistleblowing provide justification for the 
divergence of leader and follower goals at times. Followers have a key role to play 
in either obeying or challenging their leaders (Carsten & Uhl-Bien, 2013).

Early literature on leadership identified heroic and idealized leaders (e.g. Burns, 
1978; Carlyle, 1993). These leaders were to be found, placed in a position of power, 
and obeyed. Obedience required passive followers, and the literature primarily 
focused on such an assumption. Kelley (1988) classified these as ‘sheep’ followers 
(passive and dependent). Kelley (1998) also articulated the categories of ‘yes people’ 
(positive, leader-dependent, and active), ‘alienated’ (independent thinkers and 
negative), ‘pragmatics’ (fence sitters), and ‘star’ (independent, active, and positive) 
followers. The difference among these is their ability to think independently (versus 
await the leader to think for them), their active engagement (or lack thereof), and 
their positive (or negative) energy (Kelley, 2008).

In the early 20th century, followers were rarely considered in the management 
literature, but some psychoanalytic and psychology researchers began to examine 
the follower (e.g. Freud, 1921). Indeed, social exchange, attribution and small group 
theories have since been applied to explain how the active follower emerges and is 
sustained (Baker, 2007). Despite continued recognition in the following century, the 
role of the follower is still marginalized in contemporary leadership literature. The 
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authentic follower has been one of the first genuine steps towards such recognition 
(de Zilwa, 2016). Crawford et al. (2018) conceptualize authentic followers by their 
psychological capacity to be authentic (awareness, sincerity, balanced processing, 
and a positive moral perspective) and their positive organizational engagement. 
Moreover,

An authentic follower is an individual who, through their capacity for authenticity 
and positive organisational engagement, are self-managing and follow leaders with 
whom they share values (p. 274).

Spiritual followership has also been discussed in the emerging literature, with 
the assumption that leadership and followership are paradoxical and intersubjective 
(Frye et al., 2007). Communicative practices and participative structures are identified 
as a key action necessary to develop and nurture such followers. Such antecedents 
offer insight into the broader mechanism with which to develop ethical and proactive 
follower behaviors within a change context. That is, creating open and transparent 
channels of communication and soliciting and acting based on feedback are likely 
to reduce change resistance from followers.

Within change environments, there is an overemphasis on the role of the leader. 
The leader, in much research, overshadows the follower (Baker, 2007). However, 
followers are not all mere sheep wishing to be herded, but can demonstrate highly 
independent behaviors, think critically, and be active within their organization 
(Kelley, 1991). Followers play an important role in maintaining ethical cultures 
within organizations (Carsten & Uhl-Bien, 2013), and we posit that this extends to 
organizational change.

The role of the leader is unquestioned in having an influence on the motivation 
of employees to undergo change. However, Collinson (2005) notes that the follower 
role has multiple identities that can be enacted, some of which may include resistant 
selves. Gleeson and Shain (2003) explore the middle manager and their role as both 
a leader, and a follower. This complexity during change leads to middle managers 
adopting a willing, unwilling, or strategic perspective to the change process. 
Constructions of follower identities are likely created and enabled or hindered during 
organizational change contexts (Bligh, 2011).

POSITIVE CHANGE CULTURE

In early psychology, the focus was on the assessment of psychological issues and the 
prescription to cure it. This bias to the negative, termed ‘negative psychology’, led 
to short-term responses to challenges, rather than building up human capability to 
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provide long-term solutions (Gillham & Seligman, 1999). Adopting an appreciative 
perspective to the human condition through the study of human strengths and virtues 
was a way to counter the reductionist perspectives of the then normative approach 
to psychology (Sheldon & King, 2001). The emergence of positive psychology has 
led to the growth in a wide range of new theories of management, organizations, 
and organizational change.

Positive organizational scholarship (POS) was one such emergence, with an 
emphasis on going beyond current organizational literature to consider “that which 
is positive, flourishing, and life-giving in organizations” (Cameron & Caza, 2004, p. 
734). The POS field led to a growth in theoretically-driven affirmative bias research 
focusing on the enhancement of organisational processes and dynamics (Cameron 
& Dutton, 2003). Some of the emerging works from the POS discipline include 
psychological capital (Dawkins et al., 2015), prosocial motivations (Grant, 2008), 
and virtuousness (Rego et al., 2011).

Positive organizational behaviour (POB) followed, with critique of the emergence 
of theories without empirical rigor as mainstream books compared to the lack of 
rigorous academic theories (Luthans, 2002). The POB discipline led to the emergence 
of authentic leadership (Luthans & Avolio, 2003) as the root of positive leadership 
theories (Avolio & Gardner, 2005). Other theories in this field include core self-
evaluations (Judge & Bono, 2001), self-efficacy (Bandura, 2010), and hope (Youssef 
& Luthans, 2007).

In organizational change literature, the role of positivity is less pronounced. Some 
scholars discuss the role of positive organizational development (Cooperrider & 
Godwin, 2010) and appreciative inquiry models of change management (Cooperrider 
& Srivastva, 2017). The appreciative inquiry model seeks to explore the best within 
the organization, and amplify such practice (Hayes, 2014). The adoption of deficiency 
perspectives of organizational change leads to change agents focusing on fixing the 
negative, rather than promoting the positive.

Approaches to enabling positive organizational cultures that foster a willingness 
for change have been diverse in the literature. Leading by example, training and 
development (Schraeder et al., 2004), charisma (Beyer, 1999), and effective 
motivation strategies are some examples of enablers of positive change cultures. 
Significant among these is the role of the individual employee: the follower. Leading 
by example is made possible by followers who are willing to role model behavior. 
A pragmatic follower avoids picking a side until the majority take the first step. 
These employees will not respond to a positive role model unless others do as well. 
Alienated followers are likely to be negative about the change regardless, and be 
less affected by motivation strategies and reasons.

An employee, or follower, during organizational change is required to be committed 
to the organization (Turner Parish et al., 2008), be engaged in the change (Fugate et 
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al., 2012), and possess the ability to regulate emotions (Klarner et al., 2011). These 
behavioral elements will have a direct influence on their ability to buy into or involve 
themselves in the change. For some subordinates, the desire to disengage is based on 
their perceptions of the leader, disenfranchisement as a result of previous changes, 
perceptions of the organization, or other factors distinguishable from the existing 
organizational change practice. These ongoing cultural elements will influence the 
effectiveness of change implementation, management, and communication.

A positive change culture is established with developmentally ready followers, and 
leaders with a genuine desire to engage with such followers on the change. A leader, 
during change, must be sincere in their communication to minimise organizational 
cynicism (Atwater et al., 2000). A change leader also needs to be fair in their 
decisions (Bernerth et al., 2007), and possess sufficient emotional intelligence to 
understand the disruptive effect the change will have on productivity, wellbeing, and 
short-term outcomes (Groves, 2005). Such leaders will be able, and willing, to work 
with subordinates who are disenfranchised from other elements of the organization. 
This may include higher levels of engagement with some employees, and less with 
others. Leaders are required to provide due consideration to typical in-groups and 
whether the barriers between in-groups and out-groups are influencing employee 
resistance (Stevens et al., 2008).

Positive change cultures are made up of leaders and followers willing to engage 
with each other sincerely, and with the pursuit of presenting their authentic selves. 
This may mean engaging in difficult conversations or seeking to develop employees 
that have exhibited extra-role behaviors. In developing and recognizing the importance 
of their authentic and sincere interactions, engagement can be fostered, and positivity 
and openness to new experiences can be increased (Fredrickson & Joiner, 2002).

DISCUSSION

Thus far, this paper has examined a series of disparate component parts, and this 
discussion aims to tie these together with several caveats. Up until this point, we have 
discussed authentic leaders and authentic followers. This discussion on the authentic 
leaders is only to the extent of their role with followers in the change process, and 
preliminary discussion on the role of the authentic leader in four differing process 
models. The primary focus of this Chapter is on the authentic follower. We do 
so, not because of the lack of importance of leadership in organizational change, 
but because of the dearth of exploration of followers in the organizational change 
literature. There are numerous works on the leader in organizational change, but 
there is far less research on followers, and even less on authentic followers.
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Process Models

The authentic leader and authentic follower adopt differing roles in organizational 
change, dependent upon the assumptions made in the process of change (see Van 
de Ven & Poole, 1995). This section provides some discussion and theorization on 
the possible linkages between the authentic leader, authentic follower, and specific 
philosophical assumptions underlying different process models of change.

In a lifecycle theory, the authentic leader engages in careful and considered 
processing of information in the planning and diagnosis stage, involving a wide range 
of stakeholders to gain accurate information. The authentic follower contributes 
through actively engaging in reflection of their department or discipline regarding 
the relevant knowledge to share with their leader (Edú-Valsania et al., 2016). This 
could include soliciting, supporting, or challenging the ideas of other followers 
within the workplace, as well as challenging or supporting the perceived value their 
leader has on the information.

The teleological theory recognizes the importance of learning during the process 
of change and being willing to change perspectives as new information emerges. 
Managers can enable organizational learning through enacting authentic leader 
behaviors and authentic dialogue (Mazutis & Slawinski, 2008). Outside of a change 
environment, employees often exhibit defensive behaviors that can inhibit their 
openness to learn. Within change environments, these defensive behaviors are likely 
exacerbated by their change-based resistance. An authentic follower is more open to 
experience through a secure relationship with their leader (Popper & Amit, 2009), 
and therefore less resistant to learning opportunities and change.

The dialectical theory articulates a case for recognizing that change emerges 
from conflict, however, this does not completely align with the authentic leader and 
authentic follower. Like all relationships, the authentic relationship has conflict. 
This conflict may not always result in change, and likewise, change does not always 
emerge from conflict. The appreciative inquiry approach to change (Cooperrider & 
Srivastva, 2017) recognizes value in identifying what is working well and promoting 
that best practice. As a developmental approach to leadership (Avolio & Gardner, 
2005), authentic leaders actively seek to better understand their environment to 
find opportunities to improve. Authentic leaders respond to conflict, and authentic 
followers may create reasonable conflict when their views and values are not in 
alignment with their leader’s. Such activity may lead to change, but it may also lead 
to individual learning or opportunities to clarify.

The evolutionary theory of change identifies that change is a continuous cycle 
of variation, selection, and retention. This approach aligns closely with authentic 
leadership and followership. The relationships between followers and leaders create 
continuous opportunities to learn of better practice and to improve organizational 
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practice and policy where appropriate (Caldwell et al., 2011). In a model of leadership, 
where followers are empowered to make decisions, it is possible that variation in 
practice will occur among teams and different departments of an organization. Such 
variation creates an opportunity to understand what works, what does not, and to 
make improvements accordingly.

Authentic Leaders

The authentic leader has a significant role in enabling positive organizational change, 
through role modelling, enabling positive spirals, and fostering positive behaviors 
in others. The research on the effects of authentic leaders is limited, compared to 
other leadership styles (e.g. transformational, charismatic, and distributed). The 
role of the authentic leader in change has been discussed so far, as an enabler of 
environmental conditions conducive to positive change attitudes. Authentic leaders 
transcend Machiavellian and power-driven cultures to enable sincere and moral 
interactions with others (e.g. Sendjaya et al., 2016). Authentic leaders go beyond the 
pursuit of political skills to engage in careful consideration of relevant information, 
active decision-making, and action with integrity. Apparent sincerity and forms of 
network-based power form critical elements of political skill (Ferris et al., 2005), 
and the authentic leader veers away from leveraging such activities.

The authentic leader’s largest contribution to the short-term component of 
organizational change is their ability to motivate others. While they engage in 
activities to build a culture that is conducive and adaptive, their engagement can 
prepare followers to positively engage with their organization (Crawford et al., 2018). 
Individuals who report to authentic leaders are more motivated and committed to 
their organization, even when formal authority lines do not exist (e.g. board chairs 
and non-executive directors). Such relationships have been found to be stronger when 
the directors rated their relationship as being of high-quality (Guerrero et al., 2015).

Authentic leaders facilitate a growth mindset by seeking to develop those around 
them, recognizing the role this has in motivating, empowering, and enabling others 
in the organization generally. This has an additional benefit of creating individual 
behaviors conducive to engagement with organizational change, without resignation 
or cynicism. While authentic leaders recognize that their subordinates may share 
views divergent from their own, there is the recognition that the authentic self is to 
be nurtured in followers. In practice, this leads to conversations about differences 
rather than resentment and the ability to discuss, with earnestness, how to move 
forward with divergent views.
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Authentic Follower

The relationships that exist between the authentic leader and authentic follower are 
most conducive to positive and sustained organizational change in a world where 
change is a norm. These relationships characterised by authenticity create a natural 
platform for open and honest communication and decision-making, as was discussed 
in the above section on authenticity. However, there is recognition that authentic 
followers are not always paired with authentic leaders. That is, an authentic leader 
may be a direct report to a charismatic or servant leader or be in a place to be 
reporting to a corporate psychopath. In these scenarios, it is critical that scholars 
and practitioners seek to understand how an authentic follower will respond, and 
how the process of authentic followership evolves.

Authentic followers can serve as everyday employees in an organization undergoing 
change, and they can also act as change champions or change agents. However, 
as active and authentic individuals, they can also serve as detractors where they 
genuinely believe the decision for change is immoral or irreconcilable. As detractors, 
an authentic follower would first engage with their manager to discuss differences 
with openness and transparency. In such a time, the authentic follower would seek 
solutions to reconcile differences with their manager, embodying the action of a 
detractor as a last resort.

Through a genuine desire for open and honest communication, authentic followers 
are unlikely to engage in organizational silence with a desire to share information 
with others and to provide feedback despite the potential that others may not agree. 
This leads to a willingness to subvert group think and recognize when group think 
is occurring. A sheep follower would join in with the consensus, while an authentic 
follower would seek to engage to enable others to understand their differences (at 
the very least).

In organizations, authentic followers do not always report to an authentic leader. 
It is possible for an authentic follower to report to a Machiavellian leader, and in 
this case, there is some long-term incompatibility associated with the relationship. 
However, in the short-term, there are potential implications for organizational change. 
Authentic followers are not immune to the fear of job loss and the adverse effects 
of change, and the way in which they engage with the issues is different, sometimes 
to their detriment. An authentic follower may have some degree of attachment to 
their leader (de Zilwa et al., 2014), however, they can also be independent and think 
critically like a star follower (Kelley, 2008). Some followers may stay quiet and wait 
out the change, to see where they fall, others are more likely to seek knowledge to 
make a considered decision about their options. Therefore, an authentic follower may 
not have success in seeking to gain knowledge from their leader, if Machiavellian, 
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but this enables them to gain knowledge elsewhere and potentially decide to leave 
or to be active in the change.

Authentic followers also tend to be more ready to engage with change. Their 
high baseline positive organizational engagement (Crawford et al., 2018) creates 
the conditions to be willing to forego embedded personal and professional routines 
for alternative options. They desire to grow and develop, facilitated by their leader 
where necessary (Avolio & Reichard, 2008). While authentic followers hold implicit 
assumptions, like all other humans, they possess the ability to seek out and process 
information in a balanced way, recognize their own biases, and be willing to change 
their position on a topic as new information arises.

FUTURE RESEARCH DIRECTIONS

This review provides a foundation outlining the importance of authentic followers, 
and therefore justifies further research in this area. The authentic follower has been 
shown to have as much significance to positive change as the authentic leader, an 
area that has been covered considerably by previous research. We encourage future 
scholars to understand the role of the follower as an emergent leader in change, or as 
an enabler and indeed inhibitor of change. Authentic followers have an important role 
in change, and we should provide them significantly more attention than currently 
provided in the change literature.

CONCLUSION

Change is a vital and inevitable part of human existence, and yet organizational 
change remains poorly understood and is troubled by high rates of failure. Leadership 
plays an important role in cultivating positive organizational change, but what we 
often fail to recognize is the role of the follower. This lack of understanding exists 
despite followers comprising most of the workforce. Because change agents almost 
inevitably emerge from employee, or follower, groups, their importance in this 
arena is solidified.

This critical review explored the existing inertial barriers to positive organizational 
change, which were categorised into four broad themes: politics and culture, 
motivation, communication, and readiness. Authenticity was also explored as a 
concept relating to leaders and followers, and the value and role of authentic followers 
was explored in terms of successful positive change. The attributes of authentic 
followers that make them valuable contributors to positive change include flexibility 
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in their roles (the ability to move between their position as employee to leader, even 
temporarily), strong ethical tendencies, and a willingness to act.
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ABSTRACT

A culture of fear, control, and meaninglessness can effectively kill the entrepreneurial 
spirit within an organization. This chapter will explore why such a culture typically 
takes root and how it is deadly for the organization’s entrepreneurial orientation. 
The chapter is based on an interdisciplinary reflective analysis done by exploring 
disciplines including depth psychology, neuroscience, positive psychology, and 
organizational behavior. The chapter argues from the perspectives of these disciplines 
that it is perhaps the factor of safety, risk-taking, collaboration, and meaningfulness 
if present in organizational culture that will eventually cultivate the spirit of 
entrepreneurship in an organization. While discussing these factors, the chapter 
also explains how seemingly irrational forces of the unconscious mind keep the 
leadership from adopting a behavior which is fundamentally important in fostering 
a culture where entrepreneurial behavior takes root. The chapter also explains how 
these psychic forces can be turned around to cultivate an entrepreneurial culture 
in an organization.
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INTRODUCTION

Generally speaking, employees who join a company are often enthusiastic, excited, 
and forward-looking, however, their zeal may die off over time. If their enthusiasm 
is too hard to kill, they gradually spend their energy not on bringing new ideas rather 
on following the old norms already prevalent within the organization. Even if they 
remain successful in bringing new ideas, their implementation is often hijacked 
by the prevalent organizational culture. No matter how resilient humans are, their 
energies, imaginations, and aspirations can fade away likewise. If new employees can 
retain their drive to take initiatives, the organizational culture and its bureaucratic 
system can use their drive to feed the status quo instead (Campagnolo & Vivel, 
2012; Hardy & Thomas, 2014).

This chapter argues through a reflective analysis of relevant literature that it is 
primarily the top positions of power in an organization that can create, influence, 
or destroy a culture of initiative, innovation, creativity, collaboration, and 
entrepreneurship. The top leadership sets the precedence, which is then trickled 
down typically by the subsequent layers of managers and supervisors to the very 
bottom. The choice of the type of organizational management systems also affect the 
entrepreneurial orientation of employees, and this choice is perhaps also dependent 
on the preferences of the top leadership during organizational evolution, particularly 
in the earlier years (Semler, 2007).

The extant literature extensively discusses the types of leadership, their impact 
on organizational culture, and employee creativity, however, a deeper psychological 
analysis which (a) looks at the unconscious and neurological reasons behind 
leadership behavior toward their employees, particularly when the employees commit 
mistakes, and (b) analyse the neurological effect of their reaction on the employees, 
is seldom found in the extant literature. If the source of a behavior is unconscious 
for example, then many of the contemporary methods to change behavior which 
do not address the contents of the unconscious mind, will not be sufficient, and 
at best will superficially address the problem. If this is true then a more informed 
approach will be needed, and appropriate therapeutic interventions may be necessary 
to address the unconscious cause of leadership behavior unconducive to foster an 
entrepreneurial culture in an organization.

This article therefore uses the perspectives from depth psychology, positive 
psychology, and to an extent from neuroscience, to explore the unconscious causes 
behind unconducive leadership’s behavior which kills the entrepreneurial spirit, 
and what can be done to address the unconscious causes. The author’s personal 
experience of working in several organizations in the corporate, non-profit, and 
educational sectors, also influences the outcomes of the reflective analysis present 
in this chapter. Evaluation of the author’s experience in the light of the perspectives 
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from multiple domains of psychology and relevant literature on management and 
leadership has led the author to argue for four factors, which may be pivotal for an 
entrepreneurial culture within an organization. The four factors emerging from the 
author’s analysis are:

1.  Employee’s sense of safety,
2.  A culture of risk-taking,
3.  A culture of collaboration, and
4.  A sense of meaning and purpose

The next section will explain the research method. The following section on Key 
Findings will explain how the four factors influence entrepreneurial culture. This 
will be followed by Recommendation, Conclusion and Future Research.

RESEARCH METHOD

This paper is based on a reflective analysis of interdisciplinary literature (Brydges 
& Butler, 2012). The findings from the literature review were reflected upon in 
the light of questions related to the role of leadership in fostering a culture of 
innovation. These questions emerged from the author’s personal experience of 16 
years of working in the corporate, manufacturing, non-profit and educational sectors. 
During the course of this experience the author got a chance to work with at least 
5 supervisors or managers along the business owners or their bosses running the 
business. These managers and the organizational leaders to whom they reported 
(having titles ranging from CEO, President, and Managing Director) possessed 
varying styles of leadership ranging from autocratic to collaborative. During these 
16 years, author not just experienced the influence of these managers and business 
leaders on his own creative output, but also the culture they fostered under them. 
The reflection on the experience led the author to ask some questions regarding 
the source of their leadership styles and how these styles influenced employees. 
Following are the questions which emerged during author’s experience:

• What causes the leaders to overreact and take it personally when an employee 
makes a mistake affecting the reputation of the organization?

• What is the psychological and neurological impact on employees if the 
leadership has a persistent habit of overreacting?

• What are the psychological and neurological reasons behind employee’s 
reluctance to take risks and vice versa?
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• What are the psychological and neurological reasons behind employee’s 
reluctance to collaborate with others to work and resist change?

• What changes - a shift in leader’s attitude - brings in the minds and hearts of 
employees?

• Why and why not the documented purpose and mission of an organization 
have any effect on the employee’s ownership and creativity?

These questions did not emerge in such a sequence nor in the way articulated above. 
The articulation of these questions follow an approach of ‘retrospective plausibility’ as 
explained by Taleb (2012) which involves restructuring one’s reflection on incoherent 
past experiences into a coherent causal sequence. The type of literature review - 
which was done as and when the questions arrived during reflection - is referred 
in the relevant literature as ‘Critical Interpretive Synthesis’ or CIS (Depraetere et 
al., 2020) which is rather “iterative, reflexive, and exploratory” (Xiao & Watson, 
2017). From its definition it implies that CIS is an ongoing process, therefore, the 
arguments in this article may further evolve in future exploration of the subject. 
Since the inferences converged to four factors in response to the research questions, 
therefore, an attempt has been made to explain authors learning about these factors 
which emerged in the process.

The research paradigm known as social constructivism fully acknowledge the 
role of human bias in research, and even declare it impossible to separate (Guba 
& Lincoln, 1982; Javaid & Hyder, 2018). The best can be done is to articulate the 
bias of the author and cross check it with other observers or extant literature to see 
if they get to the conclusions same as those of author’s (Lincoln & Guba, 2013). It 
is therefore stated that author considers the leadership’s role as the primary cause 
behind the organizational culture, entrepreneurial or otherwise. The reverse causality 
in this context appears to the author to be highly unlikely unless the organization is 
essentially a cooperative, where the top managers are instead hired by the members 
of the cooperative (Diaz-Foncea & Marcuello, 2013). The literature explored and 
cited in this paper also appears to be in line with author’s view on the subject.

It should be noted that the literature exploration in the light of the question was 
not deliberate. The literature from Jungian psychology, trauma psychology, and 
contemporary management discourse was picked for review for reasons other than 
to look for answers to the aforementioned questions, but coincidently the review 
also provided answers to the questions author had related to the role of leadership 
in developing an entrepreneurial culture. Reflection on the literature eventually lead 
to convergence toward the four factors explained in this paper in the light of the 
questions mentioned above. This convergence happened despite the literature was 
interdisciplinary. The convergence thus fulfil a key validating criteria as required 
in social constructivist paradigm (Javaid & Hyder, 2018).
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KEY FINDINGS

1. Employee’s Sense of Safety

During his professional experience author observed on numerous occasions that a 
culture of fear was antagonistic to the culture of creativity, and despite trying hard, 
employees could not bring out creative solutions to the organizational problems. 
This observation is analogues to findings in the discipline of neuropsychology which 
explains the reason behind this drop of creativity in an atmosphere of fear. The 
relevant literature suggests that a sense of safety is a prerequisite for the activation 
of creative regions of the human brain, more so for the motivation to execute a 
creative idea (Meier et al., 2020). So, organizational leaders who do not make their 
employees feel safe, or maintain an environment of uncertainty in the organizations 
they lead, can make it unconducive for their employees to bring out and execute 
creative ideas (Y. Yang et al., 2021). But why any organizational leader would 
not want to make employees feel safe? It is perhaps unintended, as human beings’ 
organizational leaders may also be susceptible to overreact when they are stressed 
or perhaps fearful of a financial loss or disrepute of the organization. Overreactions 
if frequent can create a unsafe environment for the employees (Guo et al., 2018).

These overreactions can be frequent due to some aching nerves, or unhealed 
emotional wounds from the past, some psychological injuries referred to as trauma in 
the literature (Maté, 2013). These wounds are often invisible to humans themselves 
during ordinary circumstances (van der Kolk, 2014). They surface when retraumatized 
by an external stimulus and eventually cause an extra intense response (Ziveig, 
1997). This is perhaps one of the key reasons why some people react more than 
others in ordinary situations.

However, it is perhaps their sympathetic-nervous-system in action which is the 
part of the nervous system designed to keep us safe when faced by a threat even if 
the threat is only perceived and not real (van der Kolk, 2014). Unhealed emotional 
wounds from the past can also keep our sympathetic-nervous-system active most of 
the time, keeping them typically in a fight mode. When injured, we are over-cautious, 
and it can be exhausting if we have a lot of work to do. If the injury happened in 
the distant past, which we may not consciously remember, but to keep us safe our 
sympathetic-nervous-system may still keep us on high-alert. Overworking, or 
becoming a workaholic can be an unconscious reaction to protect us from failures that 
may have been emotionally painful in the past. This can keep us under high stress, 
while overreactions in such scenarios can feel very much justified (Maté, 2013).

So, if a leader overreacts but cannot recall if he or she is carrying any psychological 
injuries from the past, distant past to be specific, they might want to see if they 
are taking a mistake of any of their employees a little too personally? Like if an 
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employee unintentionally does something which results in bad word of mouth for the 
organization, how would a leader react in such a situation? If the leader is reacting as 
if they have taken it personally, then it may be because of an unhealed psychological 
injury from the past. The injury would be invisible to the employees; however, 
the leader’s reaction will be visible and it may have a strong trickle-down effect 
particularly if it threatens the self-respect of the employees (Chappell et al., 2019).

Overreaction to unexpected incidents may not be the only indication. Even if 
the leadership appears to be calm, composed and supportive in most situations, 
they may have created systems where employees are put in strict control, are often 
micromanaged, and are manipulated through conflicting KPIs. Such systemization 
(or bureaucratization) may also hint towards leadership’s assumptions about 
employees that they cannot be trusted, they may go off the track, act dishonestly 
and avoid work even. So, the top management needs to maintain control over them, 
maintain an oversight, even do this systematically so that they do not wander off, 
rather generate a predictable outcome. A system designed from the point of view 
of Theory X rather than Theory Y or Z (Lunenburg, 2011).

If yes, then the leadership perhaps does carry a sense of fear, and to keep things 
under control to the very micro details may make them feel safe. Of course, the leaders 
may also legally own the company, have their skin and stakes involved, but what will 
happen if all of it is lost, will that make the leader or the owner lose their sense of 
self-identity, an identity which was created to protect them from retraumatizing past 
injuries (Maté, 2003)? As a leader you may ask, ‘do I see my company’s image as an 
extension of my self-image’, or I see my ‘self’ as a distinct entity from the business 
I own or run? Of course, losing what one has created can be painful, if the company 
is not seen as an extension of the leader’s self, if the leader feels complete and safe 
with or without what has been put at stake in the company, then perhaps reason to 
maintain control is not a defense mechanism to protect from retraumatizing of past 
injuries. Perhaps the systems of excessive control have been put in place just because 
other organizations were doing the same, or perhaps that is what the organization’s 
managers with MBA degrees decided to do (Mcdonald, 2017).

In either case, as a leader, one may consider that any system to control employees, 
keep them under check, and manipulate them with performance indicators, prevents 
them from using their wisdom to do something out of the box when needed (B. 
Schwartz & Sharpe, 2010). Such systems, though claiming to reward employees for 
their performance, primarily use fear as a motivator. Under such systems, a culture 
grounded in fear eventually sets in. Such a culture pushes the employees towards 
the survival mode, and neurologically, can reduce the activity in the creative centers 
of their brain (Meier et al., 2020). On top of that, if the leaders or owners are also 
carrying a sense of insecurity at the back of their minds, they may overreact to 
employees’ mistakes, making things even worse (Guo et al., 2018).
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If the leaders and owners are not carrying any unconscious fear, rather feel safe 
in their existence, they eventually take a more objective approach and see things as 
they are (Harris, 1969; Vos & van Rijn, 2021). A failure of an employee which brings 
financial loss or disrepute to the organization may not threaten suchleaders and the 
owners at a personal level. If their sense of identity is perhaps well-grounded in their 
beings, and the organization’s public image is not an extension of their self-image, 
a loss or disrespect to the organization will not be then seen as a loss or disrespect 
of their being at a very personal level.

Leaders and owners who do not feel personally threatened; would not easily 
enter into fight or flight mode, fight mode in particular, thus will not be attacking 
the self-respect of their employees, (Meier et al., 2020), as they will not see a 
direct threat to their self-image or self-worth. They would be able to objectively 
assess the situation, identify the root cause and take corrective action to eradicate 
the root cause and not make it personal with the employees even if they have to lay 
off some of them if necessary (Collins, 2009). Such leaders and owners are also 
perhaps able to see the goodness in other people, and rather follow the Theory-Y 
of management (Lunenburg, 2011). Leadership with unconscious fears may rather 
anticipate threats everywhere, their sympathetic-nervous-system would remain on 
high alert, often overestimating the potential of a situation to bring some kind of a 
loss to the organization, thus penalize employees when they should not, and penalize 
a lot more than they should when needed, as a result often hurting the self-respect 
of the employees (Fang et al., 2019).

It will be unlikely for an organization with a culture of uncertainty and fear to 
develop an entrepreneurial culture, as employees would rather rely on the instructions 
from the top while most of them would focus on obeying instructions to play safe. Any 
initiatives would involve taking permissions from every layer of management above, 
the red-tapism and the risk of any negative consequences of thinking out of the box 
perhaps expels the very spirit of innovation from the organization (Campagnolo & 
Vivel, 2012). So, the employees who have the potential to innovate, feel unfulfilled 
and prefer to leave if possible; while those employees, who are comfortable with 
just following orders, stay behind (Dixon & Hart, 2010).

So, an entrepreneurial culture can barely develop unless the owners of the 
business or perhaps their next generation learn the source of their unconscious 
fears, identify the unhealed psychological injuries they may be carrying. For this, 
they may even want to consult therapists or counsellors to identify the unconscious 
fears within themselves, not just for the sake of organization only, but also to live a 
more content life on a very personal level (Hillman, 1968). Once they do, it may be 
expected that their transformed behavior will eventually have a trickledown effect, 
slowly and gradually, making the people below them feel safer and thus more open 
to experimenting with new ideas for the betterment of the organization. The system 
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to micromanage employees also needs to go, but more on this in Section 3 of this 
chapter.

2. A Culture of Risk Taking

The author had the experience of working with bosses who appear to have an intrinsic 
sense of security, and those who appeared to be internally insecure. In this experience 
author observed the impact of leadership behavior on his own creative output, and 
the creative output of his coworkers. The employees working under a leader with 
a sense of security appeared to be experimenting more despite the risk of failure. 
Literature also sides with the author’s inference in this context. Extent literature 
suggests that intrinsically secure owners may not scare their employees or may not 
create systems only to control everyone out of fear of uncertainty (Semler, 2007). 
However, they do need to encourage employees to think out of the box, be innovative, 
unleash their creative spark, make mistakes while trying new stuff, and learn from 
their mistakes. From Herzberg’s view, only removing the dissatisfiers will no work, 
satisfiers like recognition or appreciation will also be needed (Herzberg, 2003).

One of the first employer of the author supplied parts to the local assembler 
of Toyota vehicles. This led author to have an exposure of the Toyota Production 
system. It has been documented that at Toyota factories, the workers are encouraged 
to suggest improvements in the processes to avoid wastage of time, resources, effort, 
etc. (wastage is a cost as per Toyota’s philosophy) and most of these suggestions 
are taken seriously by the management and implemented. Toyota believes that the 
best person to suggest an improvement in the process is the person who is directly 
involved in the process on the day to day basis (Chiarini et al., 2018). It is typically 
encouraging for the employee if their suggestions are taken seriously and recognized 
irrespective of their rank in the organization. Being seen, recognized, and valued by 
seniors can have a powerful impact on the employee’s self-worth, and can be highly 
motivating (Hansen et al., 2002).

It is perhaps important to note at this point that it might take a long time to develop 
such a culture. The effort will be undone rather quickly if there is an overreacting 
tendency in the top leadership. Further, if the top leadership or the owners act in a 
self-interested way, protecting or boosting their ego only, even taking credit to the 
contribution of the employees (Wisse & Rus, 2012), then it can set precedence for 
a perception of ‘us’ versus ‘them’ (Hardy & Thomas, 2014). Such a disempowering 
and unsafe culture though is difficult to create if the leaders or members of top 
management are intrinsically secure, as mentioned earlier. So, first thing first; 
the transition needs to begin with soul searching at the very top of organizational 
hierarchy, and if there are barriers at the top, then it is perhaps unlikely for such a 
culture to take root among the lower ranks of the organization.
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Self-Ownership as a Prerequisite for Employee’s Ownership

Semco is a Brazilian firm lead by Ricardo Semler which is highly acclaimed for its 
profoundly empowering and ultra-democratic culture. Semco’s experience suggests 
that employees develop a sense of ownership when the company they work for 
owns them, or more specifically the people on the top owns the employees (Semler, 
2007). Looking at Semco’s experience through the lens of Jungian psychology 
would suggest that the leadership can better own the employees only when the 
leaders possesses a strong sense of ownership of their ‘selves’. As per Jungians, 
one cannot own others, when one does not own one’s self. Likewise, one cannot 
respect others with honesty, if he or she cannot respect a part of himself or herself. 
One cannot truly accept others with sincerity if he or she cannot accept a part of 
him or herself. People cannot truly own, respect, and accept themselves if they 
have been conditioned to feel resentment towards a part of their own. This resented 
part of one’s self is referred to as the ‘shadow’ in Jungian psychology (Chappell 
et al., 2019; Ziveig, 1997). It’s hard for a layman to see such an internal conflict 
going on in between the conscious and subconscious minds of the leadership. They 
may only appear to be reactive or aggressive to others, or distant, even look alright 
during normal circumstances. It requires a trained eye to see through and identify 
the conflict in the apparent and hidden parts of their psyche.

The cause behind a lack of self-ownership may be traced in early childhood 
experiences. If during the process of upbringing a person has been shamed by their 
elders for some unapproved behavior or habit and if such shaming has become a 
constant part of the childhood experience, for example, then it can leave a person to 
develop a strong shadow. Such shaming and resulting rejection from guardian figures 
can also result in an emotional wound. If the parents have ignored (inadvertently 
of course) a part of their children’s personality, then that part of their personality 
often becomes invisible or deemed unworthy when they grow up (Perry & Szalavitz, 
2006; R. C. Schwartz, 2013).

So, if a person has gone through such an upbringing, then he or she may 
unconsciously find it hard to accept some aspects of his or her personality, either 
because it has been shamed or ignored by their elders. If so then such a person 
will find it hard to fully own him or herself. Such people may also find it hard to 
fully acknowledge some aspects of the personalities of others which remind them 
of their own shamed parts. Often these parts form our vulnerable side, which we 
have been taught to keep hidden from others. A person who rather accept his or her 
vulnerable side, may not reject the vulnerable side of others as well. If the other 
person is one’s employee then such an act would make them feel safe, as safe is 
what we feel when we are feel accepted and respected with all our vulnerabilities 
(Chappell et al., 2019; Ziveig, 1997).
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Since the rejection of other’s vulnerabilities that remind us of our wounds typically 
happens on a very unconscious level, so the person may consciously come up with 
incorrect explanations as to why he or she does not like or is ignoring an aspect 
of other’s personalities. The suggested solution by Jungians (Hillman, 1968) is to 
explore the content of the unconscious and the shadow self and thus own and respect 
every aspect of one’s existence, this will eventually also help us to acknowledge all 
aspects of other’s personalities. To do this, we also need to identify the shaming 
voice inside of us, and learn how to neutralize it (R. C. Schwartz, 2013). If a person 
finds it difficult to excavate his or her unconscious and shadow on their own, then 
the help of a trained therapist in Jungian methods (Hillman, 1968; Jung, 2006; 
Woodman, 1993) or Richard Schwartz’s approach referred to as Internal Family 
System therapy (R. C. Schwartz, 2013) may be sought.

Micromanagement and Risk Taking

Leadership having unconscious fears may want to micromanage their employees as 
well. This also brings us to the problem of vague boundaries (Ashforth et al., 2000). 
If the employees feel that seniors will not interfere in their domains of work, that they 
will not be micromanaged, that they will feel ownership (both in symbolic and real 
terms), that they will feel the urge to see their domain and the organization nurture 
and grow into something better, that they will be allowed to take the credit of the 
results of their contributions, and have a tangible share in the results a well, then 
the employees are likely to feel the ownership and will eventually be encouraged to 
take initiatives to make things better (Semler, 2007; White, 2010).

Leadership on the top may, out of their unconscious fears, often do not delegate 
enough authority, or try to micromanage, and thus hardly allow their employees to 
claim the results as well. Unconscious fears can also make it difficult for people to 
know where the boundaries of others begin because they have difficulty seeing where 
the boundary of their own ‘self’ ends (Levine & Frederick, 1997). Only a single 
supervisor who is unconsciously afraid to trust his employees can destroy feeling of 
ownership among his or her subordinates by getting inside their boundaries (White, 
2010). The unconscious fear, or neurologically speaking a dysregulated nervous system 
with a sympathetic dominance, makes a person triggered by the actions of others 
a lot more then needed often unnecessarily, so they may also unconsciously want 
to control the actions of others to avoid the feeling of threat (van der Kolk, 2014).

This is perhaps also a result of confused identities of ‘self’ often caused by the 
shame they may be carrying in their subconscious, which can also make them take 
the consequences of other’s actions very personally (Jung, 2006; Levine & Frederick, 
1997). If I as an owner see the disrespect of the organization or a financial loss caused 
by an honest mistake of an employee as my own disrespect or loss, then I would 
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overreact more as compared to a person who can see the difference between their 
‘self’ and the organization. So, leadership, managers or supervisors having an inner 
sense of security, or at least sufficient self-awareness about the unconscious fears, 
will be able to respect the boundary of every employee, which may also enable the 
employees to own and take responsibility of their share in the organization. If they 
have fears lurking in their unconscious minds then they need to do the necessary 
shadow work (Chappell et al., 2019) to see where their boundaries end, so they can 
respect the boundaries of their subordinates.

3. A Culture of Collaboration

So far, the discussion has focused on what happens at an individual level. This 
section will now focus on how individual employees collaborate for innovation 
within an organization when they do not feel safe and are trying to survive, versus, 
when they feel safe and go beyond their job description, think out of the box, and 
go proactive for the betterment of the organization. Working in both types of work 
environment allowed author to notice the degree of collaboration between employees 
in respective environments.

It was noted by the author, also mentioned in the relevant literature, that when 
employees do not feel safe in an organization, their interactions with others are 
typically meant to avoid any disagreement particularly with their bosses. Their 
communication regarding official matters is passive and unidirectional most of the 
time and typically flows through the formal hierarchy. They receive instructions, 
execute, and report. They may chat or make jokes with their coworkers during 
lunchtime, however, when it comes to their formal responsibilities, they can seldom 
expect involuntary support from others or offer the same unless their boss instructs 
them to do so, or they may get or offer such support if they are on very good terms 
with some co-workers in a personal capacity (Diefenbach & Sillince, 2011).

Extent literature suggests that organizational problems are often interdepartmental 
and experienced firsthand by the lower-level management or workers involved in 
the execution (Liker & Convis, 2012; Semler, 2007). So, if the communication 
between employees only flows through the formal hierarchy, then it can eventually 
create bottlenecks. On top of that, in a culture of fear, where every employee is 
forced to prioritize his or her survival, dirty organizational politics can take root. 
To protect their interest, middle management, in particular, may get involved in leg-
pulling others who they see as a threat to their reputation or survival (Buchanan & 
Badham, 1999). Neurologically when our brain is occupied in a struggle to survive, 
the creative centers of our brain shuts down, and our ability to collaborate is only 
restricted to a very selected interest (safe) group, while everyone else is perceived 
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as either irrelevant or a threat to one’s survival (Levine & Frederick, 1997; Meier 
et al., 2020).

A mind which is motivated more by fear prefers the familiar over the unfamiliar 
despite the familiar being comfortable (Perry & Szalavitz, 2006). So past practices, 
routine stuff, tools, and tricks from within-the-box will be preferred during an act 
of collaboration within a culture dominated by fear. Employees perhaps will also 
form groups with people with whom they feel safer, where their traditional practices 
are generally endorsed by everyone in the group. Such a group may also typically 
resist any attempts to bring change. If an organizational culture is based on fear, 
many such informal groups may emerge to defend the status quo. Such groups often 
restrict open flow of information, and communicate with other groups more in an 
act of self-preservation and less for the benefit of the organization. An atmosphere 
of fear can breed tribalism and turf wars (Diamond, 2012).

As a result of such restricted communication between different organizational 
departments, involuntary collaboration to fix a problem, or avoid a problem in 
the future may happen due to the fear of being penalized. However, the ability for 
collaborative acts – to take the organization ahead in terms of a new offering, or 
enhancing customer experience, saving costs or eliminate wastage, or the ability to 
do something out of the box – is thus compromised.

Institutionalizing Fear, Bureaucratic Control and Obedience

There is perhaps a structural grounding of such a culture of fear. Leaders may prefer 
to predict, control, and stabilize every outcome of the organizational activity and thus 
adopt a bureaucratic system of management. The bureaucratic system of management 
is grounded in Theory-X of management, therefore considers every employee as 
fallible to their ‘irrational-unconscious-urges’ until proven otherwise (Fukuyama, 
2011). So inflexible rules and standard operating procedures are enforced, and a 
system of accountability is needed against anyone who breaks the rules (Hales, 2002; 
Sørensen, 2007). Some level of structure and rules are indeed required for every 
organization, but over-reliance on them eventually can take away the flexibility of 
doing anything out of the box, let alone collaborate with others for that matter (B. 
Schwartz & Sharpe, 2010).

Many decades before Harris (1969) explained that children tend to create rules 
because a structure of rules generating predictable outcomes makes them feel 
safe. The same is perhaps true for internally insecure adults who want to make 
themselves feel safe. So, the culture of obedience to authority, rules and SOPs 
(Standard Operating Procedures) dominate in a bureaucratic system, while mistakes 
leading to unexpected outcomes are highly discouraged. A culture of risk-taking and 
experimentation is against the very essence of a bureaucratic environment. From 
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Weber to Schumpeter, to Drucker, to Phelps, all have agreed that a bureaucratic 
culture is where the entrepreneurial spirit dies (Brouwer, 2002; Campagnolo & 
Vivel, 2012; Phelps, 2006; White, 2010).

The bureaucratic paradigm also sees only the rational aspect of one’s personality 
and treats everyone as if they do not have a heart or a soul. It also presumes that 
people are generally motivated purely through quantitative results of their efforts, 
which everyone is expected to achieve without involving their emotions or value 
judgments. Human to human interaction is emphasized on vertical lines, with 
restricted possibilities of horizontal interactions. Every interaction is expected to 
occur purely on rational grounds (Javaid & Suri, 2016; Vogl et al., 2019).

Emotions are unpredictable, while one’s conscience can take a stand against any 
unjustified instruction coming from the top (Jackall, 1983). The implied message 
from the system is thus clear to the employees: ‘the system does not care about 
what you feel for anything or anyone, or what you believe is right, just do your job, 
perform as asked, take your paycheck and go home’. So, owners, do not fully see 
their employees, let alone empower them, but when they also bureaucratize every 
relationship and interaction, it creates an infertile ground for a culture of innovation 
or collaboration for any out-of-the-box activity which may benefit the organization.

What can be a possible antidote? Do we need to look at first why the owners want 
to have such a system? If you are the person in charge of an organization, you may 
want to ask yourself that if you have an unconscious need to feel safe and in control? 
Do you feel your existence threatened if you observe a mistake happening in your 
organization that may incur financial and reputation loss? If you are taking things 
personally then you must ask yourself if the organization is an extension of your 
existence. If you are not taking things personally, then you need to ask why you have 
such a system of control in place which does not allow employees to improvise on 
how to get things done. Do you distrust your employees? Do you believe in Theory X 
instead of Theory Y? If you treat people as untrustworthy and uninterested in work, 
then they may also tend to behave that way, a self-fulfilling prophecy (Shadnam, 
2019). If it is not the top management directly, then the system in place may give 
the employees a message that they are being seen as untrustworthy (White, 2010).

The leaders of such an organization may ask themselves that how would they feel 
if they give more authority to the employees to make decisions without consulting 
them, or how would they feel if the lower staff is encouraged to make decisions 
to make things better without asking their bosses even, or how would they feel 
about creating systems that encourage employees to deviate from the norm for the 
betterment of the organization without permission. If they feel reluctance, then it’s 
perhaps time for some soul searching. The example of Brazilian entrepreneur Ricardo 
Semler may be looked upon as an inspiration and food for thought (Semler, 2007).
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4. A Sense of Meaning and Purpose

None of the organizations, except a non-profit, where the author was employed in 
the last sixteen years, actually stood by their vision or mission statement. It appeared 
like more of a formality. At the end of day what mattered was the bottom line. On 
many occasions particularly at the time of external audits, employees were literally 
asked to memorize the vision and mission statements. But during the routine, the 
priorities of the leadership showed the author exactly what the organization stood for. 
Such experiences made author to wonder, if actions of top leadership speak louder 
than words, and that employees do not need to read the vision or mission statements 
to know what the organization actually stands for. Leadership experts like Sinek 
(2014) and Collins (2009) would agree with author’s inference. The literature also 
agree that typically the ultimate purpose of every business organization is to make 
money, even claims of creating some kind of social impact on the society need to 
reflect positively on the income statement (Besser & Jarnagin, 2010; Friedman, 
2007; Kotler & Lee, 2005; J. Yang & Basile, 2019). It is generally profits which 
is the raison d’etre, and employees typically know it, no matter how much the top 
management claims otherwise (Collins & Porras, 1997).

Examples are set during difficult times in particular when the top management 
or the owners have to choose between a healthy income statement and the social 
impact (Sinek, 2014). If the top management or leadership choose the social impact 
over profits, but at the same time lay off employees to improve the numbers of the 
income statement, then the message is again loud and clear. Employees who are not 
laid off realize that it is either profits or market reputation which eventually translate 
into profits, and not really about making things better for the society because the 
employees who are laid off are also part of the society, and neglecting them during 
difficult times while doing good for the society is nothing short of hypocritical 
(Bakan, 2004).

In the light of above observations, one may ask, can we expect the employees to 
give their best to the organization when they see the top management to be caring 
more about the firm’s reputation and profits than employee’s wellbeing? Will they 
feel safe? Now if an organization focuses on the wellbeing of the employees and at 
least tries to ensure job security, will it be good enough if the organization focuses 
exclusively on profits? It may be argued that an organization that openly admits its 
purpose to be profit only, is perhaps better than an organization that lies about its 
purpose to be other than profits when it is all about money or higher shareholder’s 
value.

Literature suggests that working for companies purely driven by profits may 
not satisfy a core psychological need of employees. This core need is ignored even 
by Maslow in his Hierarchy of Needs model (Maslow, 1943), but later brought to 
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the limelight by Frankle (1997). This need is to have a meaning or purpose for our 
existence, and seeing every action to be a step forward or at least aligned with a 
higher purpose. A purposeless or meaningless life is agonizing particularly when 
one’s basic physiological and emotional needs are met (Jung, 2006).

A very strong sense of purpose often transcends beyond one’s self, as humans 
can even sacrifice their physiological and emotional needs to fulfill that purpose. 
This goes opposite to what Maslow suggests. Frankle (1997) came up with this 
insight during his time at Auschwitz (the Nazi Concentration Camp) where the 
circumstances were least favorable for the physiological and emotional needs of the 
inhabitants. It was Frankle’s sense of purpose beyond his existence, to contribute 
in other’s lives, which kept him going amidst the horrors of a Nazi concentration 
camp. Jung (2006) would also agree with Frankle.

So, as a leader you may ask, does working for your organization give meaning to 
the lives of employees? Is there a purpose beyond profits for which the organization 
stands for and do not exclude employees or leave them behind while achieving that 
purpose? If not then at least working for your organization does not give them a 
sense of purpose to their lives, a purpose which they cannot find elsewhere at least 
(Collins, 2009; Collins & Porras, 1997).

Now the purpose can vary from business to business, and industry to industry; 
however, it is perhaps more important to ask here that does the leadership or 
owners of a business have a meaningful purpose in their lives? And how does the 
organization they have created, facilitate in achieving that purpose? It is perhaps 
likely for the organization to have a purpose beyond making money if the owners 
have a purpose in their lives which is beyond making money (Javaid et al., 2020). A 
purpose by definition is larger than one’s existence, ‘something worth dying for’. It 
cannot be self-serving in a very material sense, or merely focusing on lower levels 
of Maslow’s model (Frankl, 1997). Neurologically, if it is self-serving then it will 
keep us in a survival mode, instead of putting us on a path of spiritual growth, thus 
keeping us from achieving higher levels of inner satisfaction (van der Kolk, 2014).

In a very generic sense, any person or organization can focus on enhancing 
the wellbeing of all stakeholders by trying to bring relief or keeping them away 
from any form of physical, economical, and emotional harm. This may be done by 
acknowledging all types of needs of all stakeholders more specifically employees 
and smaller vendors or suppliers. The natural environment, the ecosystem, can also 
be an important stakeholder in this context (Javaid, 2019; Javaid et al., 2020).

The purpose may be specifically articulated according to the nature of business. 
However, it needs to be noted that if the organization ignore any stakeholder in 
the process of deciding or striving for its purpose even when it can take care of 
that stakeholder in some way, then it delivers a wrong message to the rest of the 
stakeholders. Either the leadership should have a very good explanation of ignoring 
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the needs of a particular stakeholder or they need to show concern for the well-
being of every stakeholder in every way possible. If it sounds too idealistic, then 
the owners can at least use this ideal to set a direction to keep striving to maximize 
their contribution.

Will it significantly compromise the profits of the company? This is perhaps not the 
right question, it may rather be asked: will such an approach allow the organization to 
keep growing to increase their reach and extent of contribution toward all stakeholders 
if growth is even necessary in the first place? Such questions are often raised by 
scholars studying community-based entrepreneurship, where the stakeholders are 
community members and often expect the business to provide them employment 
and offer services at a price they can afford (Javaid et al., 2018). A few years back 
the author interviewed the owner of a firm in Pakistan who had employed an entire 
village and provided them residence within the premises of the factory because of 
ethnic affiliation despite their limited contribution to the business. Such decisions 
of facilitating the stakeholders need to be taken keeping in view the capacity of the 
business to support, as otherwise it may lead to bankruptcy.

A lot more can be written here, but the fact is that it is difficult but possible and 
reciprocally beneficial for the organization to take extra care of all stakeholders. If 
the organization stands for it, because the owners believe in serving every stakeholder 
to the extent possible, the employees can be inspired to do the same. If employees 
see themselves as part of a transformative force (the organization) which strives to 
bring betterment in their lives and their community and tries to protect the local 
environment, it may positively impact their creative output (Cohen-Meitar et al., 2009).

RECOMMENDATIONS

In this article, the focus has been on behavior of the organizational leadership, its 
psychological and neurological causes and subsequent influence on organizational 
culture and employee’s behavior. A number of suggestions to business leaders have 
emerged from the discussion in the preceding section. Following is a brief summary 
of these recommendations:

• Self-awareness and understanding of the unconscious source of one’s 
behavior in difficult situations, and knowing how it may affect the employees, 
can help business leaders to be more mindful of their behaviors and adjust 
their response to maintain a conducive culture in the organization.

• If the source of unwanted behavior is not possible to identify nor rectify then 
therapeutic intervention need to be sought.
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• Creating a safe environment where experimentation, and initiatives are not 
avoided due to fear of disrespect from the leaders, or any other kind of unjust 
punishment, is fundamental to foster an entrepreneurial culture within an 
organization.

• Voluntary collaboration for troubleshooting happen again in a safe culture, 
while resistance to change and organization politics to resist change emerge 
in a culture of fear, implying again how significant an atmosphere of safety is 
for creating an entrepreneurial culture.

• Preaching and not practicing takes away the trust of the employees from their 
leaders, particularly when the leaders verbally emphasize on neatly articulated 
vision and purpose of the organization, but do not practically demonstrate 
their commitment through their actions, or at least exclude employees from 
the scope of vision.

• A sense of meaning and being part of something bigger then themselves can 
motivate employees however the leaders need to demonstrate through their 
actions if they also stand for a higher purpose, and that employees are also 
treated as partners in pursuit of the purpose and not as expense in the income 
statement.

CONCLUSION

The discussion in this chapter suggests that the culture of an organization is 
typically shaped by the nonverbal behavior of the leadership. The non-verbal 
behavior of the management reporting to the top leadership is also important as it 
has a trickle-down effect to the very bottom. The causes of unfavorable behavior 
of the top management and leadership are typically in their unconscious minds, so 
to effectively change their behavior the toolkit offered by depth psychology may 
be effective to foster a culture fertile enough for an entrepreneurial mindset among 
employees. If the culture encouraged employees to involuntarily venture into the 
unfamiliar, collaborate freely to do out-of-the-box experiments for the betterment 
of the organization, without fear of failure or fear of being reprimanded or losing 
their self-respect in case they commit an honest mistake, then such a culture may 
develop entrepreneurial orientation. To ignite the entrepreneurial spark further, 
the culture may also recognize and reward their contribution, give them enough 
ownership of their work, encourage free collaboration and give employees a sense 
of purpose in their lives.
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FUTURE RESEARCH

In this article four factors were articulated based on previous work of authors and 
scholars from diverse background. A more concrete analysis can be done in future 
research by creating a theoretical framework with precise constructs or variables, 
along with appropriate measuring instrument for each variable. This framework may 
also be statistically tested by collecting relevant data about leadership behaviors, and 
its impact on organizational culture and employee’s creative outcomes in specific 
organizations, particularly the ones operating in sectors where being creative and 
entrepreneurial is essential for organizational survival. Measurement of autonomic 
disbalance through Heart Rate Variability (HRV) of the people in leadership positions 
and the employees may also be taken to quantitatively substantiate the state of 
mind of employees working in stressful and non-stressful work environments. Such 
quantitative measurements may be preferred over subjective reporting of level of stress 
and fear in the work environment (Chevalier & Sinatra, 2011). Also, effectiveness 
of depth psychology to change leadership behavior and foster an entrepreneurial 
culture can also be empirically tested in future research.
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KEY TERMS AND DEFINITIONS

Dysregulated Nervous System: A state in which the sympathetic side dominates 
the parasympathetic side of the autonomic nervous system in humans.

Shadow: Part of our life experiences which we do not want to consciously accept, 
or hated parts of our own selves which we do not want to consciously admit to have. 
Negative reaction or attitude of parents typically against the emotional reactions of 
their children teaches children to suppress their emotions, or even dissociate from 
parts of their beings where these emotions are even felt.

Sympathetic Dominance: This is state in which a person’s sympathetic-
nervous-system gets stuck in a fight or flight mode in response to constantly facing 
a threatening situation for weeks or months. So even after the threat or a stressor 
is gone, a person remains in the state of anxiety, elevated heartbeat and keep 
experiencing other stress symptoms.

Sympathetic Nervous System: A part of our nervous system which is responsible 
for generating a fight or flight response in a threatening or painful situation.

Theory X and Y: Theory X assumes that employees are not interested to 
work, Theory Y is the opposite of X thus assumes that employees are intrinsically 
motivated to work.

Trauma: Trauma is generated in bodies when we are not able to complete the 
emotional response of an event and rather push the emotions into the shadow, the 
emotional charge remains in our bodies and keep affecting our responses and health.

Unconscious: Part of our mind which we are not consciously aware of, but it 
exists and influence our emotions, thoughts, and behaviors. The term was introduced 
by Sigmund Freud, however Carl Jung and his disciples developed and finetuned 
the techniques to understand and bring the unconscious content into the conscious 
awareness.
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