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Introduction

The author judges that new contribution into leadgr issues is needed because the
present perception and handling of many currenbkanod economic problems in Latvia and
elsewhere demonstrates a lack of leadership dewelop The current environment marked
with globalization and complexity calls for prop&sand initiatives in academia and practice
in the field of leadership and management educatiggadership skills are crucial for
controlling this complexity, and training and ediuga solutions should be oriented towards
supporting the development of these skills. Thissth is aimed at studying how this

contribution could be made effectively.

The academic field of this dissertation is Public Administration atit thesis deals
with different disciplines related to HRD (HumandRarces Development), such as training,

organizational behaviour, anthropology, strategyl primarily leadership.

Topicality (aktualitzte). The thesis’s content, surveys and model are adddeto assist
academia and leaders from the public and privat®rse However public servants and public
administration practitioners and academicians dwtstthe primary target audience. The
reason is that leadership education needs instiaitiand cultural support on the part of
public organizations in order to achieve progredserlat a micro level in public offices,
schools, universities, companies and families. €quently public servants should
understand leadership essentials if they want fgp@t the improvement of quality in
education, the competitiveness of private sectod, the raising of leaders for government,
non-profit organisations and corporations. It imiatake to reduce the role of human resource
issues in public administration. “Attracting, keegi and developing skilled and motivated
people at all levels are a core function in the ag@ment of public organizations’ human
resources.” (O’'Toole, 2009, 500) Unfortunately, abbtagree to this statement. For example,
graduate programs of Public Administration stileofHuman Resources courses as elective
and Human Resources research in public settingsaisce (O'Toole). Swanson (2008, 765)
even goes further saying that “analyzing and undedsing a nation’s human resource
development-related policies are directly relatethe applications of macroeconomics”.

The area of research(petijjuma objekts)is leadership development; tludject of

research(pétijuma priekSmetsis building of a model of leadership developmditis is the



reason of the title of this dissertation which ghehor has expressed in keywords: building —
model — leadership — development — change. Theigdeaunderstand and present a general
framework which could help form the foundation fpractitioners and management
education agents in their task of designing trgninitiatives for leadership in times of
change.

By using the wordbuilding the authomwants to convey two important ideas:

e the model and ideas included in this work shouldubed flexibly and should be
adapted to each specific situation. In other wobdsed on the model presented in
this thesis, each organization (company, NGO, gowent, business school, etc.)
shouldbuild its own framework for leadership training;

e furthermore, the author is more interested in priésg the key ideas and concepts

behind this framework than the framework itself.

The objective (merkis) of the promotion papeas to provide the theoretical foundation
on how leadership development works in times ohgeaand crisis. As an essential part of
this objective, the author wants to study partidulthe relevance of role models and values

during times of change for the development anaitmgiof leadership skills.

In order to accomplish the objective, the authad t@acarry out the followingasks
(uzdevumi)

e to perform a deep theoretical analysis of the fafltbadership;

to analyze various concepts and approaches of randatrisis leadership;

e to study the impact of role models and system olues on leadership
development;

e to undertake a broad empirical research in ordéegbthe theoretical conclusions
over the different key topics of the author’'s reskaleadership skills inventory,
crisis implications for leadership developmentdiahip training, role models and
values;

e to design a general framework which could helpoamdlation for practitioners and

management education agents in the task of degigmaining initiatives on

leadership for times of change.



e to design recommendations for management practiden@nagement training on

leadership development.

Research limitations. The research has been developed on a cross-cubiase and
using multiple sources of data. Both issues ar@sitally demanded by leadership research,

but also they imply certain risks at the time oélgming findings and providing conclusions.

The scientificnovelty of this research includes the following aspects:

e the paper offers a model of leadership developmehich gathers the main
findings of the research and could be used in puid private organizations;

e the paper presents a new theoretical analysis oalrand crisis leadership;

e the influence of role model and system of valuedeaership development has
been studied and substantiated,

e a methodology for researching leadership skillemtory has been developed and
tested.

Applicable contribution of this research: Four innovations have been designed
within the promotion paper:

e Use of the dissertation’s findings for the creatioh an EU curriculum for

leadership skillsThe author is involved in an EU project, namel®BDES Project

(Modernizing higher education through soft skillscieditation), where he is
actively working as a researcher and consultang. difjective of the project is to
create a European curriculum for leadership andvation skills and the author is
using his research findings for elaboration ofltkieof skills, for defining the skills
and for consultations among stakeholders (compaadsgational institutions and
experts).

e Offer of leadership training services for publicvemts and business executives

The author has created a company, Elevator Iniemadf together with other
consultants. The company is systematically offeriegdership development
programs based on the author's research. Amongsetsices, it is worth
mentioning the following: the Leadership Executidevelopment Program, the
Latvian Business Leadership Award, Coaching sesyia@nd conference Big

Business Day.



Leadership seminars and camps for young pedpie author has been using his

research findings for organizing several leadersieiminars and camps for young
people in Latvia, Lithuania, Argentina and Italy.

Academic programs for Master and Bachelor levdlse author has prepared

academic programs, based on his research, in Hireaaources Management for
the Master in Public Administration and the Bach@&oTourism at the School of
Business Administration Turiba. The programs hagenbaccepted and been run

successfully.

Approbation. The results of the research have been introduceal wode range of

persons and institutions:

within the process of research 5 scientific artidle English have been prepared
and published (one more has been submitted foiqation);

research results have been also published in 2 gnapbs in Spanish, one MBA
thesis at the Stockholm School of Economics in Rige one book in Spanish;
reports on the main contents of the dissertatiome heeen delivered in 10
international and local conferences;

in the study process the author has lectured ceurseMaster and Bachelor
programs at School of Business Administration Taribelivered conferences to
businessmen; supervised bachelor theses at Stock&ohool of Economics in
Riga; directed leadership educational events witim-profit organizations in
Latvia, Argentina, Lithuania and ltaly;

by participating in the MODES project (Modernisihggher Education through
Soft skills accreditation — Project number — 50464P-1-2009-IT-ERASMUS-

ENWS) with universities and consultants from alf&ean Union.

Author’s publications on the subject of the promoton paper

1. Rivera, Claudio Andrés. Developmental Needs of @eflixecutives in Latvia's

2.
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2007 — 408.-416.lpp. (ISBN 978-9984-825-16-8 / ISBN7-2157)
Rivera, Claudio Andrés. Notes on the fundamental ob anthropological insights for

leadership studied atvijas Universiites Raksti. 744.eums. Ekonomika unVabtas

zinatne. LU, 2009 — 250.-263.Ipp. (ISBN 978-9984-45-141ISSN 1407-2157)
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| The main features of the dissertation

l.a The hypothesis and main considerations about ghresearch process

The hypothesis of the dissertation is thaie models and system of values are two
factors which could hinder or encourage significantly the possibilities of leadership

development during times of change.

The author has undertaken an extensive theoretiaysis and he has used qualitative
and quantitative methods for testing the hypothdsie author has used the data from surveys
run in Latvia, Europe, El Salvador, Peru and woittbnas it is explained in part Ill. The author
started to work in this research in 1999 when heepbthe research team of IAE (Argentinean
Business School). He started to analyze then tipachof crisis in companies, organizations
and countries. Between 2004 and 2006, the authoedaout the first survey in leadership
among Latvian managers and undertook a large nuofbeonsultations with experts in the
field. As a result, he wrote his MBA thesis. At thied of this research, he could define more
appropriately the research problem and hypothesighis dissertation. Between 2006 and
2010, the author carried out an extensive thealeticalysis, attended the Doctoral program at
the University of Latvia, run the analysis of datan five surveys using SPSS, studied a case,

executed projects in leadership and initiateddnsite as lecturer in the field.

Author outlines below the most important considerat in regards of the research
process of this thesis:
1) Use of quantitative and gqualitative methods: The research has been

implemented applying the generally accepted rekearethods in Human
Resources Development including interviews, surveg®ntent analysis,
regressions, cluster analysis and experts’ evalnatiethods. For the statistical
analysis the author has used SPSS programme.

2) Limitations of the use of empirical data in leaderkip: Empirical data is so far

extremely limited at the time of studying leadepshihere is no empirical test or
validation that can help us answer prescriptivesgjoes or questions that ask,
“What should leaders do?” (Goethals and Sorens2®06, 50). Therefore,

interviews and reviews of literature are criticattpof the methodology.

13



3)

4)

5)

Interdisciplinary approach: The research on leadership should be characterized

by an interdisciplinary approach. Those of us wagkon the academic field of
leadership are perfectly aware of this challengsadership is above everything an
interdisciplinary field. We might hardly develop yarcoherent discourse on
leadership without the support of psychologicalislegical and philosophical
knowledge. WMethodologically, intensive discussions aboumultiple-level
approachesemphasize the need to understand leadership pescedsvarious
levels of analysis to discern the complexities withich, and at which, leadership
phenomena occur.” (Kupers, 20018.6)

Connection with bottom-line performance: “Explicitly or implicitly, economics

is the primary organizational driver behind HRDAllen et al, 2008) The people
in the public sector and business care particulamrythe financial performance of
their organizations and companies. “Probably onthefmost discussed topics in
HRD research over the past years has been howote phe impact of HRD on

individual and organizational outcomes.”™ (Swans@@97, 36) As a result, the
author looked for research that connects this figith corporate financial and

operational performance and introduced this ratatigp in the discussion on the
model. And it is proven that investments in HRD pagk high ROI in the short
and long term (Allen et al, 2008).

Theoretical _background: In regards of the theoretical background of the

dissertation, the author has taken as startingt gbiem work of the Group for
General Theory of Leadership from the Jepson Sahibbéadership Studies at the
University of Richmond (Goethals and Sorenson 2d06). In this direction, he
has based the discussion of his model (part 4)tla@dheoretical background on

the leader-follower relationship.

In Figure 1, we find a scheme of the research moéthe author for this dissertation.
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ST

Academic branch

Model of Public Administration
Leadership Field
development Human Resources Development
for times of Objective
Change To analyze how leadership developmamwtks in

times of change and crisis.

Hypothesis

Role models and system of values are two factoishwh
could hinder or encourage significantly the podisiés of
leadership development during times of change.

Theoretical background
(main topics)

e General theory on
Leadership.

e Leadership Training

e Crisis Leadership

e Theoretcal analysis ¢
exemplary leadership:
system of values and

role models.

Main empirical research used (run by author as prircipal or partner except indicated)
e Survey in Latvia among executivédain questions: role models / crisis leadership /
leadership training / leadership skills inventodesirable skills / values / vision.

e 360 degree feedback in one of the largest Latvie-®wned companigsot run by
author) Main questions: leadership skills / valuesde models

e Pan-Baltic research on strategy — business perfarenand leadershipun by KPMG)
Main questions: leadership / business performance

e Surveys in El Salvador and Peru among teendgdans questions: exemplary leadershij
skills development

e Survey in EU among executivedain questions: role models / crisis leadership /

leadership training / leadership skills inventodeskirable skills / values / vision.

Figure 1 Doctoral dissertation at a glance
Source: Author based on his dissertation — 2010.



I.b Research design

From part 2 on the dissertation is outlined asofed: firstly, in part two author
analyzes the theoretical background of this thdsiadership, crisis leadership, training,

values, and role models.

Part 3 gathers all the empirical research of tiéseattation including: surveys carried
out in Latvia and EU on managers’ leadership dguakent, surveys run among youngsters in
El Salvador and Peru with findings on the relatiopdeadership skills — role models and
values, the Leaderl00 training case, and complanendata from other surveys in

leadership and training.

Further, in part 4 the author answers the hypathesil proposes a first sketch of model
for the development of leadership talent duringesnof change. The author bases the
building of the model on the empirical and theaadtifindings which he has been depicting
during the paper. The design of Leaderl00 trainpmggram is going to be used as
benchmarking to exemplify the model.

Finally, in conclusions’ section the author extsattte main conclusions and proposals

for research and practice.

l.c Validity and reliability

Issues of validity and reliability will turn up aigaand again along this dissertation.
Nevertheless, the author wanted to insert the roamsiderations at the beginning of this
paper.

Firstly, any section of this dissertation has bgeapared trying to use the best
attainable literature on the topic. In this sers® whole dissertation is essentially based or
has been contrasted on/with the work of the GTOhupgr(General Theory of Leadership)
from the Jepson School for Leadership Studies @evtd elaborate a general theory of
leadership. This group’s work has been exposedhemook The quest for a general theory

of leadership” (see Goethals and Sorenson ed.). This publicaties been quoted and
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checked given its relevance, its novelty and thestige and proficiency of its authors. We
could say that this book is the standpoint of thssertation. It doesn’t mean that the author
fully agree with the whole conclusions of this paation, however methodologically it is

advisable to use a knowledgeable baseline for ana@mbitious research.

Of course, the author dealt with so many challengekis project, which could have

compromised the reliability and validity of its tdts including:

e the topic is very broad and perhaps sometimes arobgy

e the topic and the research have been developed @wsa-cultural basis what
clearly is an intrinsic demand of leadership, dsb anight imply certain bias.

e the author used more than one method and one soldata what helps to deliver
realistic results. “Multiple methods and multiplatal sources are needed to capture
this complexity.” (Swanson, 1997, 91)

e the author had discussions during many years &t Ieince 1999) with experts
from many countries in the field in order to fodhe topic on the most important
issues, reducing ambiguity and fostering the comiscy of the research.

e the validity of data from surveys has been assuradany ways: essentially with a

careful preparation of the surveys as it will bpideed respectively.

Finally, the validity and reliability of author'ssearch is confirmed by the fact that all
the parts of this thesis have at least one pubdicaiThe author has published in several
journals, in research papers or educational médemaone business school of Argentina
(IAE) and two in Latvia, and in the most importdnisiness portal of Latvia. Besides, the
author has participated in many conferences atal land international level where he has

exposed his findings and theses.
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Il Theoretical background and review of literature

[l.a Main theoretical assumptions on leadership

Il.a.1 Leadership processes and leadership capital

It is important to make a review of the major isswa leadership and change at the
beginning of this thesis. The author follows Kot{@990), given his relevance on the

distinction between management and leadershiprancetationship leadership and change.
In the following paragraphs we will examine:

a) What are the characteristic behaviors of managetis leadership attitudes —
leadership processe&otter, 1990) — and what are the skills that mpkessible
these traits 4eadership capital(Stout, 2001);

b) What are the sources of these skilleadership origingdKotter, 1990) — and how

management education can influence leadership aeweint;

Leadership processes and leadership capital

“The third enduring problem of the human conditiafier survival and sense-making is
to manage power — finding a path between the walgeogroup and the way of the individual
that respects the needs of both... The managerhpotv@r takes place over time; so the time
frame for thinking about leadership must be broatian singular or specific moments of
leadership.” (Goethals et al, 2006, 43)

We should agree that there are leadership process#sthere are not standalone
leadership acts. What we can do is to decide wkiioth of processes leadership competence
particularly produces. In simple terms, to makeuddet requires specific managerial skills,
such as financial knowledge and forecast analygerise. But to set a long-term picture of
the company requires special skills that allow tmeisualize the future and synthesize the
relevant inputs and constraints. Kotter (1990) idies three leadership processes: direction

setting, people alignment, and motivation.

What are the sources of leadership capital?

If leaders are only born and if managers cannoeldgvnew leadership skills, this

thesis and all studies of leadership would be moptintless. We should remind that
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management is not synonym of leadershipp@ee 2007) and actually formal power doesn’t
imply real power. Kotter (1990) speaks of threerses of leadership that can foster or
restrain leadership attitudes: natural origin (bd#ye and childhood), education and
professional life (career experiences), and compauttyre (corporate culture). The author
adds social culture inside corporate culture gitleat in certain economies, like Latvia for
instance, with very few big players the managerdccde more influenced by the national
business environment rather than by the corporatwext.

Kotter (1990) recognizes four characteristics adkrs that come fromeredity(genes)
or early life experiences. These are: “drive/enérgy confront difficulties and changes,
“intelligence” to grasp the reality, “mental/lemotal” health to stay away from
disequilibrium and irregularities, and “integrit{d create the necessary trust to lead projects

in the long-term.

Kotter (1990, 126) recognizes that the accumulabbrcareer experiencesover a
decade or two is usually very influential, and idigtiishes some that could have important
effects in leadership, either triggering or hindgri “challenging assignments early in a
career”, “visible leadership role models who areyvgood or very bad”, “assignments which
broaden”, “a long series of narrow and tacticalsjobertical career movement”, “rapid

promotions”, and “measurement and rewards basesthart-term results only”.

But people are not alone; they work in organizaitrat have their owaulture “Both
strong and weak cultures can influence the amotueftfective leadership in an organization”
(Kotter, 1990, 127): the relevance of leadershipettgpment in the executives work, the
encouragement or discouragement of leadershig,taaid the level of promotion of informal

networking make fluent or rigid the organizatiomgesses and innovation.
Main schools in leadership academia

Let’s finish this section with an excellent mappiofgleadership academia. There have
been as many as 65 different schools of leader¥dg will insert a matrix which despite

succinctly the best known theories of the fieldwill further help us to understand the place

of this dissertation’s model and its potential cimition.
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Fundamental division of schools of Leadership

Table 1

School
‘Great Beha- : . Moral Strategic/
, vioral Contingency | Cognitive Trans-
man’ or : : Leader- :
; Leader- | Leadership | Leadership . actional
Trait-based . ship .
theory ship Theory Theory Theory Leadership
Theory Theory
Element
Key Traits of the| LeadershipLeadership |Behavior |Attention to| Individual
Compo- |individual |styleis the|style in a perceived asor elevation decision-
nent leader are |determinanparticular being due tg of morality | making that
the t of effecti- | situational internal as the mostleads to goal
determinant/veness |context is the |factors of |desirable |fulfillment
of effecti- determinant |individuals |goal
veness of observed
effectiveness
Relative |Leader- Leader- |Leader- Individual |Leader- Leader-
Role of |centered |centered |centered perception |follower |follower
Leaders of leaders |relationship relationship
and and
Followers followers
Related |Heroic Task — vs. |Situational | Culture- Servant Exchange &
Theories |leadership |people — |leadership |based or— |leadership;|transactional
and oriented sensitive  |citizen theories;
concepts leaders theories leadership; | formal &
transfor- |game theory;
ming LMX;
leadership |strategic
theory in
management;
military
theories
Theorists | Carlyle Lewin; |Fiedler; Green and |Greenleaf |Frolich,
Stogdill  |Vroom and |Mitchell; (servant |Oppenheimer
and Coons;Yetton Calder; leaders); |and Young;
Kahn and Ayman and | Burns Riker; Burns
Katz; Chemers |(transfor- |(transactional
Bales and (cross- ming leaders); Lake
Slater cultural leaders) |and Powel;
theories) Hunt

Source: Mark Walker (Goethals and Sorenson ed §,288)
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The chart splits the different leadership modelssix schools: trait-based theory,
behavioral leadership theory, contingency leadprgheory, cognitive leadership, moral
leadership theory and strategic/transactional lshge theory. The comparison of the
characteristics of the schools is based on thetifaeion of their key components, the
importance of the role of leaders and followerse thackground theories and their main
thinkers. This model of this dissertation matchestipularly with the Moral Leadership

Theory’'s school as is going to be explained in téag.

Il.a.2 Main theoretical assumptions on training leaership

In this section we present an outlook of the mdimotetical issues on teaching
leadership. We should start with a definition adrleing: “learning is regarded as a process
and is studied from the perspective of learnindgestst concept derived from the theory of
cognitive style, and deals with the way in whiclople organize and process information for
the purpose of making changes in knowledge antsskiSalvato et al. ed., 1999, page 48)

In general, there is a positive reception on bebalbrganizations towards executive
education given that it supports organizationalpéislaness (Grey and Antonacopoulou ed.,
2004, introduction) what is of the most relevasues when change is constant. In the same
way that with leadership, as we will explain latexarning needs a deep understanding of
what does it mean to be a person (Grey and Antguadou ed., 2004, Introduction), what

we call anthropology.

As well as with leadership, academia has startedstoan interdisciplinary approach
for researching in the field of learning. “Multivel analysis is essential to future research in
this field...individual learning needs to be expldrbeyond the dominant psychological
perspective that seems to underpin issues of mmin/a(Grey and Antonacopoulou ed.,
2004, page 5) Research and practice on learningidihe adjusted to the different types of
knowledge managers requires (Grey and Antonacopadqg 2004, page 108).

Interdisciplinary and anthropology are an invitatior the management learning actors

to move beyond superficial learning. "The challengeone of encouraging management

learners to move beyond what Marton and Saljostafiace-level processingwhere there is
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focus on ‘the sign (i.e. the discourse itself @ thcall of it)’, to learning that involves deep-
level processing where they concentrate on ‘whagigsified (i.e. what the discourse is
about)™” (qtd. by Grey and Antonacopoulou ed., 20Z8R).

Practitioners and academicians are still seekinfinth the main and most rewarding
way for training leadership. Methods, which use iaside-out approach (Polsfuss and
Ardichvili, 2008) are becoming increasingly poputecause they help people to understand,
to command and to educate their inner drives. incase, whether in one hand we still need
to develop further the training methods, on theeothand little doubts persist on the
effectiveness of high quality leadership educatiéecording to the Global Leadership
Forecast (Development Dimensions International, IB808.) as higher the quality of
leadership development, organizations’ leaders rie@ie confident on their abilities for the

Iong term success.

How management education can influence leaderséwgldpment?

The management education institutions could plagxremely important role in the
sources of leadership: first of all by promotingpag-term orientation in all the community
of business and governmental leaders, helping ¢doplp to develop their career paths and
themselves in their careers, serving the companyeshaping leadership oriented cultures,
and being key partners in the society in their {gn development. These key concepts
spring up from the Mission Statement of IESE Busin&chool, one of the best of Europe
according to Financial Times: “IESE Business Scheatommitted to the development of
leaders who aspire to have a positive, deep anichdasnpact on people, firms and society

through their professionalism, integrity and spfiservice” (IESE website, 2010).

The business schools should assist in the deamsaking process giving the people the
chance to see where they are, to grasp the comtelxtelate it to the past in order to perceive
accurately the future, to develop the managerseaplp who need coherence between life
and career, to be intelligent and prudent changeifa in a society too much shaped by

business.

Many times “they (business schools) opt for the rishm, profit maximizing,

microeconomic bottom line. Bottom lines have noghia do with problem-finding” (Bennis,

22



1994, 47). According to Bennis (1994) to enablepbedo understand the reality, and to lay
the groundwork for developing a vision, the bussneshool should educate, which is not the
same thing as training. According to Bennis (19€dgcation promotes: inductive instead of
deductive thinking, dynamic instead of static knedge, ideas instead of facts, process
instead of content, strategy instead of tactiés,dnd long-term instead of job and short term.
“Most of the people define learning too narrowlyrasreproblem solvingso they focus on
identifying and correcting errors in the externavieonment. Solving problems is important.
But if learning is to persist, managers and empmeymust also look inward.” (Argyris,
1975, 148)

Current challenges on business and leadership gduca

There are many challenges business and leaderdhgateoons are facing right now:
Talking about the relationship between individuebrhing and strategies for learning
Megginson (qtd. by Grey and Antonacopoulou ed. 42@dints out to the following issues:

a) the change in career patterns;

b) the shift in responsibility for development;

c) the requirement for self-developers to be self-awar

d) the place of learning contracts in self-development

e) the difficulties experienced by some individualsetting learning contracts.

The first and most important challenge is the cottaréstics of the environment where
managers operate. "Many of the myths, rituals gmdb®Is of the managerial world serve to
comfort managers as they face the confusions, maralertainties and ontological
insecurities of a type of work which is based oa tjuestionable assumption that they can
readily shape, influence and, indeed, control th@ughts and activities of other human

beings.” (Grey and Antonacopoulou ed., 2004, 253)

Change has concrete implications on the everydayoli managers. There are three
issues where managers have increasing difficudesan effect of the complexity of the

environment:
a) Determining ‘what was going on’

b) To cope with and make sense of ‘what was going on’
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c) Produce generative learning (better understandingh® issues and problems

within the managers’ realityrfr. Grey and Antonacopoulou ed., 2004, page 367).

Based on the analysis of McKenna (Grey and Antopaglou ed., 2004), the author

prepared a chart with the main description of ttebjems derived from complexity.

Table 2

Complexity and learning

is
cult

Complexity’s Problems / D _
S escription
aspects objectives
Complexity “The problem with greater complexitythre
organizational and business environment, as it
perceived by managers, is that it becomes diffi
to ‘get things done’, or to think that things are
‘getting done’.” (Grey and Antonacopoulou ed.
2004, page 368)
o Strategy concerns Managers feel a disconnectioneleet operative
Determining tactical and strategic decisions. In general, in a

‘what was going
on’

context of complexity they loose understanding
and clarity of the ground.

Structural and
cultural concerns

Matrix-like processes always introduce
organizational disruptions.

People concerns

Managers’ concerns are of couegedevith the
above mentioned complexity’s features.
Relationship empowerment/delegation holds a
primordial role.

How to cope and
make sense of
‘what was going
on’

Challenging
paradigms and
assumptions

Trainers should increasingly avoid off-the-shelf
training solutions. Therefore they should allow
and encourage what is named as “reflective
learning”.

Stretch managers
beyond their comfort
zone

“There is a need “to move management from tt

present ‘confront zone’ and into a ‘stretch zong'.

Going beyond assumptions and paradigms
required stretching.(Grey and Antonacopoulou
ed., 2004, page 371)

neir

Enlightenment not
refreshment

Refreshment means ‘back to basics’;
enlightenment means ‘challenging taken-for-
granted assumptions. (cfr. Grey and

Antonacopoulou ed., 2004, page 372)

Source: author based on McKenna, 2004
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Finally, it is true that we could not easily meastlre impact of leadership training, and
it remains as major concern. This “shortcoming’eef§ the commercial success and the
guality control of leadership initiatives. Howevagademy and empirical research tells us
that “better leadership development should enhatihee quality of an organization’s
leadership, which in turn can lead to other positoutcomes, such as more engaged
employees, lower turnover, satisfied customers, beatder organizational performance.”

(Development Dimensions International, Inc., pa@&s 2008.)

Il.a.3 Leadership and change

In order to develop the essential elements of digsertation, the main assumption is
that leadership occurs essentially in changing procesddse author has paid careful
attention to the conditions for change defined ligkkhan and Couto (Goethals and Sorenson
ed., 2006) and the relationship leadership-charget das also been outlined by these

authors.

“We take a different approach to leadership andhgban this chapter...But instead of
focusing on change as it pertains to leaders, #ations and outcomes, we address change in
the context of the interdependence and interaabomany actors, all of whom we may
regard as leaders in light of the consequencebeif &ctions. Their actions, if intended to

bring or hinder change, we will cdladership’(Goethals and Sorenson ed., 2006, 154)

The conditions for change are outlined below witkaraples from the Latvian
economic crisis of 2009 (Rivera, Dienas Biznes€)92@nd Chilean transitional reforms of

Pinochet administration (Rivera and DalBianco, 2000

a) Climate: from passive to threatening;

Climate “encompasses the totality of environmentads, feelings and experiences of
groups in social contexts” (Goethals and Sorengbn 2006, 171) In order to turn into a
condition for change, certain elements of the demahould offer certain degree of
uncertainty and risk.

In the Latvian case, overall the climate might lepidted in that way (not all elements

are taking into consideration): from a period oftsinable growth we ended up in very short
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time in one of the worst recessions of the histtmg, most important and powerful political
party of the last ten years is scoring a very loaeptance rate, people feel misrepresented by
the political class, democratic institutions as Hagliament lack stability and confidence, the

monetary policy is seriously questioned by expanis several sectors’ representatives.

b) Timing: from premature to opportune;
Timing becomes opportune when many factors risettmy and pave the way for

major changes.

Even though all those factors of the Latvian clinathere present or latent, they
became apparent when the global financial crisissem during the last year. Although
several critical reforms where under discussion, dticcess of the first years of the decade

didn’t help for rising the awareness and the maitives of political and business actors.

c) Threshold Points: from lacking to prevalent;
These are those momentums when the individualsooipg perceive a marginal benefit

in undertaking changes.

Even though it might be arguable we could mentiome of the most important
“threshold points”, when Latvian citizens understdbe overtone of the context: Parex Bank
crisis, riots of January 13 the ultimatum of the President, the interviewBiimberg with

the Minister of Finance.

In order to define if actions are leadership acionnot, the rule of the thumb defined
by Burns (1978, 251) was: ‘the achievement of psepm the form of real and intended
social change’. Back again in the Latvian caset fof all we need a purpose that should be
clearly stated and also an outline of the socidliastitutional changes which are understood
as ‘signals’ of the real achievement of the purpé&se instance, a larger participation of the
civil society in political decisions, transpareriaygovernmental decisions, restructuration of

the public sector, deregulation, privatization, etc
“It is conceivable that thresholds are also powsere courage transcends fear.”

(Goethals and Sorenson ed., 2006, 172) It is redderio think that triggering facts finally

inspire, motivate and ultimately wipe out existbatriers for difficult changes.
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Chile (Rivera and DalBianco, 2000) during the dimtship of Augusto Pinochet is a
case of structural, successful and lasting refoninen conditions for change were in place.
Discipline, stability, transparency and rationabeamic reforms provided the framework for
further and exemplar development on state polici@sviously, certain political actions
which implied violations of human rights are subjémr blaming and make hard a sort of

overall positive evaluation of the Pinochet adntnaison.

Further it is important to outline the conclusiafsHickman and Couto on leadership
which could be considered as paramefersthe drawing of a model of leadership when
change is considered as the essential factor ofctimext where it takes place. These
parameters are the following:

e Change;

e Network of change: the leader works in a particaélavironment with its context

and actors;

e Interaction: the outcome of a leader’s work depemdkis/her interactions;

e System: leaders find limits or triggers in the @xttwhere they work.

Change, network, context, interaction, system am@ators: these are the keywords
leaders, academicians and practitioners should itatkeaccount at the time of analyzing

leadership processes.

[I.b Moral leadership

ll.b.1 System of values and role models in leaderghliterature

“The first responsibility of a leader is to defireality. The last is to say thank you. In
between, the leader is a servant.” (Bennis and <aalt, 1997, 106) This expression of Max

DePree is excellent to open this part of the diasen.

Based in a very good review of literature StoutOPOcharacterizes as a leader the
person who has a “governingsion’ that should be moved by a passion to make tlsomi
happen, a solid foundation ealueswhich are “what a person considers important ahdtw
they want out of life” wisdom which is the capacity to manage the knowledgiéncorrect

way and time,courage which “is a product of character that results wioballenges are
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faced rather than avoided”, the necessamyst to enforce the authority, and the
communication skills termedsbic€’ by Stout “to transmit the force of their ideasdthers”.
Vision, values, wisdom, courage, trust and voicestitute the foundation capital of a leader,
and are the backbone of the leadership processes. fdundation capital of the leader
supports his real authority, his personal authpritlyich is going to become the reason why
other will respect him (Rge, 2007).

A manager with vision and wisdom can establishlding-term direction of a company
because he or she can understand the reality andveir the core of the problem. “We need
people who know how to find problems, because tlesave face today aren’t always clearly
defined, and they aren’t linear” (Bennis, 1994,.4¥)manager with values, courage, trust and
voice can build a team and keep it together albegatay. For this reason teaching leadership
is more about improving the people as such ratten teaching leadership techniques. “In
fact, the process of becoming a leader is muchstree as the process of becoming an
integrated human being. For the leader, as foriategrated person, life itself is the career”
(Bennis, 1994, 4).

Kotter says that leadership is a proc€s890). Nobody could be a leader for just a
while, just in a particular project. If a persoriaader, he or she is always a leader because he
or she holds the necessary leadership capital.d¢ine key is to develop habits that allow us
to keep our minds always long-term oriented andefloee to maintain the support of peers
and subordinates working day-to-day. Leader isragme who has the ability to influence
others convincing, not necessarily with formal auity (Repge, 2007).

Why values are so important in leadership? Theanifitial assumption. Leadership
is a process and as such it needs to be turnechebrioa that people need objectives and
mission. Burns sayavhat this leadership is mobilized for — its purgssor ends- by moral
values” (Goethals and Sorenson ed., 2006, 239) Author tadthat for academy, moral
leadership issues are still a novelty. “Recastiregdynamics of leading and following in this
way has the potential to energize ideas that atenea but that receive little attention in
academic literature, for instandeading by exampte(Ashman, 2007, 100). Shaping the
system of values of an organization is one of gwgnized proper functions of the leader
(Renge, 2007).
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Despite the fact, that moral leadership implieg@osis innovation, the consequences
of the lack of are visible and apparent in cerkay capabilities of managers: self-awareness,
balance, transparency and self-control (Mazutis Slagvinski, 2008). A recent study among
experts in the field (Polsfuss and Ardichvili, 20@®ncluded that the two single key issues
for leadership effectiveness are: self realizaieli/ awareness, and psychological
understanding of people and of self. It's cleautjilothat the context where managers operate
use to constraint the development of value-basatkelship styles (Sosik et al., 2009)

“Leadership is part and parcel of the human coowliti (Goethals and Sorenson al.,
2006, 39)Based on the understanding of this “inside aspefcttadership and assuming the
key place of values and role models in leadersbiyekbpment and particularly during times
of change, the author undertook a throughout arsabfsthe anthropological foundations of
leadership and its implications through the deplegtmof a system of values and the

exercising of exemplary leadership.

In the next sections the author will deal with batbues. First author will analyze
values as the core of leadership action and itstiped implications, and after he will analyze
role models or exemplary leadership, which is arpEnglishvalues-in-action Before, the

author will introduce how moral leadership takgdace in the whole of leadership theory.

II.b.2 Challenges for the development of leadershitheory

There is a hopeful and even growing trend in reteand practice of conducting
research in leadership and other business and eworazeas taking into consideration the
need of a deeper understanding of human nature,oangroducing more integral and
contextualized research (e.g. Cheney, 1983; Cunsni©§96; Mintzberg, 1989; Morris,
1997). Specifically in the leadership arena, thecepts of system of values and servanthood
have acquired increasing attention, making evideat traditional frameworks focused in
psychological and biological theories turn out exzdime insufficient. Moreover, as perhaps a
consequence, the prestige of a large portion ofitdrature in these fields, and particularly in
leadership, is quite low. As the journal Adminisitra Science Quarterly states, “the dialectic
and reversals of emphases in this area very ngaalythe tortuous twists and turns of child-

rearing practices” (qtd in. Bennis, 1994, 39).
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As part of HRD, traditionally it has been arguedttleadership requires the integration
of economics, systems and psychological theoriasaSon, 2008). But leadership requires
even more than the contributions of these threeribe Since Burns (1978) with his
transformational leadership theory, values tookrmtral place in leadership and since Collins
(2001), through its remarkable research and méaladl 5 leadershiphumility and self-
knowledge became the strongholds of executive dpwetnt. Values and self-knowledge
made philosophy play a renewed role in further déesloip research. Scholars agree that
“Burns’s insight from the 1970s was and is stilhgmelling.” (Goethals and Sorenson ed.,
2006, 96)

Seeking a holistic approach

A question that could arise at this point is whys&arch for new basis on leadership
when so many modern theories fill libraries and kgbops. “There are numerous leadership
theories; in only the past 50 years, there have lasemany as 65 different classifications of
leadership dimensions” (Fleishman et al., 1991tepiby Sydanmaanlakka, 2003, 40)

The answer is quite straightforward. Leadershi@isomplex issue that requires a
holistic analysis and the modern body of publicadibas faced serious limitations in order to
fulfill this need. For example, as Syddnmaanlak¥30B) asserts in his review of literature
thetrait approachdoes not “delimit a definitive list of leadershiits” (2003, 44), thatyle
approach’has failed to find a universal style of leadepsthiat could be effective in almost
every situation”(2003, 46), theontingency theoryfails to explain fully, why individuals
with certain leadership styles are more effectiveome situations than in others” (2003, 48)
There is a need for unifying approaches which ptewmeer the fragmented theories we
manage today. The main characteristics of thesé&ingi approaches are that they are

actionable, integrated and contextualized (Kod2€l96)

The author quotes a few reasons Sydanmaanlakka,(Z@) mentions to justify his
searching for a new model of leadership:
e “The models we are using now in practice are oldl lzawve been developed mainly
during the sixties and seventies. Maybe the lase tinvention was the

transformational leadership by Burns (1978);
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e Present theories are usually very fragmented; we ha go beyond fragmented
theories;
e We should add to our rational thinking also ematiand spiritual components; go

beyond rational management.”

Burns made a substantial step toward a holistidonobf leadership with his
masterpiecd.eadership(1978) Thirty years after its publication, it isllsbne of the most
widely read books on this area. Burns used psydyads the academic tool for getting into
his studies. He said in an interview: “I found psglogy had a lot more to say about the
universals of leadership” (Sorenson, 2002, 3) A temporaneous author of Burns
complements clearly this idea: “the endless accatimul of empirical data has not produced

an integrated understanding of leadership”(Jamed,Huoted by Sorenson, 2002, 4).

The potential role of anthropology

If it is worth the effort of building new models rfdeadership the next question is
whether we could develop them without a solid asybfogical and philosophical touch.
Philosophy could help us to analyze ourselves amccontext (Cunliffe, 2009). Although it
is a new trend, academia in public and private mameent is starting to slot in philosophical
issues. One example is the recent stress overitiue wf humility (Collins, 2001; Yanow,
2009; Havard, 2007), which for long has been fooranly in theological and philosophical
studies. Cunliffe (2009, 94) expresses in the ngay when she says that the basic practical-
moral question is not what da butwhat kind of persomo be. Action-oriented leadership
without moral analysis dismantles leadership froesponsibility and we could hardly
guarantee constant leadership behavior withoutd swloral ground. Quoted by Cunliffe
(2009, 96) Ghostal saydy propagating ideologically inspired amoral thesribusiness
schools have actively freed their students fromsemnse of moral responsibility’.

We mentioned that vision, values, wisdom, couraggst and voice constitute the
foundation capital of a leader, and are the backbainthe leadership processes. Such key
components hardly could be understood and explamnt#tbut a deep acquaintance with the
innermost features of human nature. ,In scholantgles, the term leadership studies have
often been used to connote a rather narrow corpssaial science analyses, chiefly from the

fields of social psychology and management scieBaeh studies have contributed mightily
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to our understanding of leadership, yet they angitdid in scope and purpose... Our view of
leadership is that it is a universal componenthef human condition.” (Wren et al., 2004,
Preface)

Many alternatives are possible in order to get #visreness of the human condition.
For example Bennis speaks about the necessityvatl@a range of experiences to support
leadership development and mentions “broad andiragng education, idiosyncratic
families, extensive travel and/or exile, a richvpte life, and key associations with mentors
and groups.” (1994, 74) John Henry Newman in himdas The idea of the University
emphasizes the necessity of diversifying as muchp@ssible the range of knowledge
experiences by, for example, encouraging the exgshaof ideas between teachers and

professors of different areas.

Among these intellectual experiences author wamegdtiress special attention towards
the classic western philosophers who first leape ianthropological matters with a
scientific perspective. “The philosophers of thetaeies, from Plato and Aristotle to the
present day, have left us the equivalent of a hageg account of wisdom that we can draw
on for a wealth of insight applicable to both besis and the rest of life. We can invest this
intellectual capital in our own careers and expers and reap tremendous returns of new

wisdom as a result.” (Tom Morris, 1997, ix)

We need to get into the great philosophers ofraks$ to get answer for such questions.
The great Spanish philosopher Leonardo Polo sagb ihhere is a rigorous scientific
knowledge about the human beingand this is the one that has been framed by Alésts
philosophical ethics” (J.A. Perez Lopez, 1991, 4. What we need is to develop along with
Aristotelian influence what in Nicomachean Ethicnemed as philosophical wisdom, “the
knowledge of universals and of what follows fronerti (Kurdish, 2006, 460) It needs
clearly moral and technical knowledge, but itantext depender{Grint, 2007) and shapes

the single most important governing attitude: pnae

Prudence makes leaders “essentially pragmatic iansjaf not in ends. Determining
precisely whaphronesis(practical wisdom) consists of might also be repnésd by these
elemental questions:

e Where are we going?

e Is this desirable?
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e What should be done?
e Who gains and who loses?” (Grint, 2007, 237)

Are we no getting too far and outside the scopenahagement science? The well-
known IESE professor J.A. Pérez Lépez (1991) waalghe certainly has not been the first,
and won't be the last, that on time of developimiestific knowledge in the field of
management, would be forced to explore more angatgaroblems about the human being

and her core motivations at the time of acting.

If we don’t seek leadership models with solid aogalogical foundations likely we
will end up dealing only with certain clever, everanipulative techniques and, using the
terminology of Argyris (1957), “bureaucratic/pyratal values” rather than humanistic ones.
As Argyris points out, in that way managers keepe tfemployees immature”(
Sydanmaanlakka, 2003, 43) and we will be far ofettgying those dynamic and flexible
organizations we dream with. “To perceive the waogkof leadership in social causation as
motivational and volitional rather than simplyesonomicof ideologicalis to perceive not a
lineal sequence of stimulus-resporsss or stagesnot even a network of sequential and
cross-cutting forces, but a rich and pulsatingastref leadership-followership forces flowing

through the whole social process” (Sorenson, 2002,

Yes, anthropology matters and particularly in thaspics where a restricted
perspective of the human nature could lead to gsenmnistakes: the building of a system of
values and self-knowledge. After outlining the €iffnt ideas on leadership to which
anthropology could lead, the author will explainavboth concepts imply and their impact in

leadership research and practice.

Different anthropologic conceptions, different leaghip ideas

It's clear that different understandings of humatune have determinant implications
on leadership theory and practice. Gill Hickman ¢als and Sorenson £2006,60) has
created a matrix where he specifies the conseqaenax leadership academia splitting the
different groups of scholars upon their understagdif human nature. Below we insert his

matrix (see Table 3) exposing only the label of fyeaticular group of scholar, their
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understanding of human nature and its implicatieer awo fundamental issues: purpose of

leadership and role of ethics.

The idea of a holistic approach for studying leatgr even though attractive and safe-
looking doesn’t lack detractors. On one hand ashioliapproach on leadership assumes a
specific understanding of human nature which pasiti evades. On the other hand a holistic
approach on leadership has definitive consequeatethe time of studying leadership

motivations, which used to be the most importapicn leadership so far.

We find a different scheme for studying leadersaim motivations in Rejai and
Phillips (1997). They understand that we can stobtivation from four points of view:
psycho-historical, psychoanalytic, empirical angexxmental. In broader terms we could say
that a psycho historical approach seeks to studsopality issues in the concrete framework
of the life of a person, the psychoanalytic apphnoseeks to understand motivation from the
psychology of the individuals, the empirical apmivaseeks to study motivation from
historical facts of the individuals, and experinargets into the biology of the individuals.
We understand that all the above mentioned appesaetien though could contribute from
their perspectives, they are certainly limited &e ttime of offering an integrated

argumentation on motivation.

The Tao and the law of the gift

In the next sections the author will discuss spealify system of values and self-
knowledge. The author chose two conceptsTd@and theLaw of the Giftas aggregators of
the different ideas, which follows in this text. ©ne hand it has a practical sense: categorize
the information and in that way we make smootherrdading and the further theoretical and
experimental research. On the other hand the aathmge purposely these concepts for the
following reasons:

e Both concepts touch the essential issues concemalges Tao and self-

knowledge(Law of the Gif};

e Both concepts have been created, as they are us#usi disertation, by two

modern and prestigious writers: Lewis and Karol i)
e The author hasn’t found studies in leadership winalie been analysing the life

and writings of these great figures;
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e In both writers we perceive the essential influenae the great realistic
philosophers, those whose tradition is enrootediristotle, Plato and Aquinas, and
who have become the pillars over which anthropolagitings are influencing

leadership academia.

II.b.3 Transcendental verities in order to developa system of values

Today, “the debate over the essence of leadershiargely a debate over what we
think is the morally right way to lead.” (Goethadsd Sorenson ed., 2006, 236) “Values
invigorate leadership by helping to sustain the iimadion of leaders and deepen the
empowerment of followers under conditions of contjmet and conflict.” (Goethals and
Sorenson ed., 2006, 238) Well we might say thatesakeep people mobilized in difficult

times of crisis and change.

Firstly, we should define which values regulate tdlationship leader-follower. In this
aspect, there are several schools of thought. Wwoltp Price and Hicks (2006, Goethals and

Sorenson ed.) we could split them in this way:
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Leadership / anthropology matrix

Table 3

Humanism Essentialism SOC@ . Envwc_mmenta Feminism Pluralism
Constructivism lism
Human « Self-determining Observable Meaning-making Interde- o Gendered Diverse-
Nature « Problem-solving and Categorizing pendent multiple
« Capable of choice d|sggrn|ble Relational-alliance Sustainable
« Rational Verifiable building
Questioning Generative
Analytical reorganizing
Purpose of | « Create, change or Influence Legitimate human Sustain and| « Create Expand
Leadership sustain human human and needs and wants balance human tolerance of
course of action environmental Create or change human and systems of multiple
o Solve human functioning or common meanings environ- gender human
problems actions using Imagine and mental equality, differences,
factual icat needs freedom and identities
information communicate opportunity and beliefs
n alternative social '
realities or ?Togg q
arrangements Interdepen
_ ent groups.
Create, sustain or
change constructed
realities or
arrangements
Ethics o Essential Differing and Essential Essential « Essential « Differing
nonessential

Source: Gill Hickman — adapted by the author (Galstnd Sorenson ed., 2006, 60).



a) Trait and situational approach;

Here we have to mention both Aristotle and Platocgkding to Aristotle justice
should be equality for equals and inequality foequmls. It means that leaders and
followers should be treated differently in termsrights and duties. Plato justifies the

inequality in positions between followers and lead®sed on traits and education.

Plato makes an excellent point which is key for oesearch and for the
development of servant-leadership theory. Whetheoree side leaders and followers
have different roles — the first ones could workphmlosophy and could govern the
city, meanwhile the later should just leave phif@spand follow the leaders — on the
other side there should not be, according to Piajastice in wealth. In its sense
Plato advocates for a limitation in the side oflles (guardians) for acquiring private
property. Otherwise they would have not set thg@seon developing the whole city

instead.

The situational approach was introduced by MacHiavwedicating in The
Prince that leaders need to be prepared for chgrniiemselves when the context
demands it and he understands “that we will be haessed to find particular
differences between leaders and followers thaifyuste inequalities of leadership in
all situations.” (Goethals and Sorenson ed., 125fehve have a difference with Plato
where the unequal treatment between leaders andwégk is not situational

dependant, rather it is trait dependant.

b) Transactional and Transformational approaches;

Based on social contract theory, these approacistifyjinequalities based on
the transactions that have been consent by theegaktere, philosophers as Thomas
Hobbes, Locke and Rousseau are important to umaershe background of this
argumentation. In general, for these theorists ftistified inequalities can be quite
severe.” (Goethals and Sorenson ed., 129) Of cptlmsse social contract theorists do
not justify everything for the sake of a consenagieement. Hobbes, for example,
says that men should protect themselves, and niworéty could overreach this right

that is given by nature.
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c) Utilitarian and Kantian approaches;

Liberal moral theories, and among them the mostveeit utilitarian and
Kantianism, put a shadow of doubt over the necggsaoritization of the common
interest over the interest of the individuals. Thisoritization is fundamental in
leadership and it is what ultimately defines setvaadership. Instead liberal moral
theories with their implication in the selfish sewk of individual maximization of
benefits became the most expanded contemporarygtmokd of business. A very
important contribution comes from Kant who indicateat we have to treat everyone
‘never simply as a means, but always at the same a&is an end’ (Kant 1956 [1785],
p. 96).

d) Contemporaries approaches;

John Rawls in his boolA Theory of Justiceargues that justice must be
distributed between institutions rather than indinals. Given the current
complexities of modern times with globalization argh-tech progress the
implications of actions acquire more expanded mooakequences. In this context, it
is rather valuable to stress the need to concengtibrts in building a just social
structure following the line of Rawls and also dher moral authorities, the Social
Doctrine of the Catholic Church for instance. Rayustifies in this sense, and the
Social Doctrine of the Church also, the necessaggualities among the individuals

as far as it maintain a fair structure giving equ@bortunities to everybody.

The Tao: enduring standards

The author borrows the concept of Tao from Lewiswis on one of the
greatest pieces of literature, “The abolition ofifhapeaking about the existence and
value of objective truth he incorporates the cohcé@ao. He means witirao “the
doctrine of objective value, the belief that cartattitudes are really true, and others
really false, to the kind of thing the universearsd the kind of things we are.” And
concludes “if theTao falls, all his own conceptions of value fall with Not one of
them can claim any authority other than that of Tla&’. In order to accept the
concept of Tao we should agree that values are usseR (2006) defines them

“enduring standards”. Tao is what Covey calls “olate principles natural laws in the
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human dimension” (1990, 18). The elements of the, Values, don’'t pass by neither

with time nor with technology or other factors firange.

What are these values which composed the Tao? M/ba role they played in
leadership and organizations? According to Edged&99, 95) “core values are
rivets in human history, having played pre-eminenth the rise and fall of
corporations, economies and nations.” The valudtireuof an organization can
affect the amount of risk that decision makers \aiiéng to undertake (Deal and
Kennedy, 1982). March (1994) indicated that deacisiaking which includes several
people involves increased complexity. In theseasibms, he stipulated that “beliefs
are important” and “trust and loyalty are both \emand scarce”. Sosik et al (2009,
397) say thatVvaluesare concepts or beliefs about desirable end statbghaviors
that transcend specific situations, guide selectionevaluation of behavior and

events, and are ordered by relative importancatensity”.
The role of values in leadership

In order to understand the relevance of valuesadédrship, | consider that a
first step should be to positioning the viewpoifthe study of leadership more in the
relationship between leader and follower than icuging on leader’'s conditions, as
an important portion of literature does. In thabhsee leadership becomes a mutual
influential relationship (Cardona, 2000) with dréat grades of value added. Cardona
(2000) asserts that the higher or lesser valukisfélationship will greatly depend on
the behavioral patterns and values of the leadmrer@l other writers have stated that
personal values have very significant effects ad&r-follower relationships (Havard,
2007; Van der Wal, 2008; Burns, 1978; Deal and Idgn&982).

How do values affect the relationship between leatel follower? Quoted by
Russel, England and Lee (1974) identified seversviimyvhich values affect leaders’
attitudes:

1. Values affect leaders’ perceptions of situations

2. Leaders’ values affect the solutions they geraegarding problems.

3. Values play a role in interpersonal relationship
4

Values influence perceptions of individual amgamizational successes.
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5. Values provide a basis for differentiating bedweethical and unethical
behavior.

6. Values affect the extent to which leaders aceoepteject organizational
pressures and goals.

7. Personal values may also affect managerial pegice.

Ford et al. (2008) point out to the relevance ahgis value-based approach on
leading change for guaranteeing its success. Usiagcase of a hotel in Disney
World, they explain how the leaders of the changegss succeeded in this way:

e providing excess of information to the people imeal in the change

process;

e dealing with respect and dignity with the employees

e accompanying closely the changing process direitdyn management,

avoiding in this way major problem consequencdaak of prevention.

The author would even emphasize with Huey (1994) #s with the lost of
relevance of formal authority in modern organizasiodeaders must derive their
influence from values. In addition, the failure géstablish new levels of trust can
impede the success of organizational changes (ldeeket al., 1994). Empowerment
of organizational members also grows out of a iimgsenvironment. It reflects the
leadership values of equality and love (Russellp)020Values are expressed in

concrete actions and decision-making style (VarVdat, 2008).

Edgeman (1999) making reference to a recent suveeyeen European CEOs
and key personnel says that the executives idedtdis principles for excellence in
business and performanceontinuous improvementcommitment to creativity
customer focyscontinuous learningfocus on factsand empowermentA reflexive
reading of these principles could give margin tguar that behind the exercising of
these key principles we need the sustained devenpof a strong set of values. As
Edgeman (1999) states the principlamntinuous learningand focus on factsare

congruent with “relentless pursuit and love of tiugh”.

Van der Wal (2008) in a survey run among privatd gnblic managers in

Netherlands found out consistency in the valueepattor the public and private
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sectors. Specifically the most important valuethm state have been: incorruptibility,
accountability, honesty, lawfulness, reliability,ffeetiveness, expertise, and

transparency.

Whether it's true that the central place of valiredeadership is not a XX
century discovering, we should recognize in Buhes mmoment when ethics recover
its position throughout hidgransformational leadership theorfSydanmaanlakka,
2003, 66) “For transformational leadership to bathentic”, it must incorporate a
central core of moral values” (Bass and Steidlmdi@89, p. 210). It is too important
the concept of value in transformational leadershgi certain authors are starting to
distinguish between authentic transformational éescandpseudo-transformational
leadersbased on their ethical background (Cardona, 2000)

Only right values matter

All said above gives us a few more insights on whlues have taken over an
important role in academia, particularly in Leatdgps(Russell, 2001, 1) The next
guestion is how do we define values?, or even nmopertant how do we define good
values? If values influence the relationship betwee leader and his follower
(Mazutis and Slawinski, 2008; Russell, 2006; Bud/8; De Pree, 1992), if values
add or reduce the “added value” of this interactibwen it is extremely important to
define value-added-creator values, which are thioseare positivalwaysfor both:

leader and follower.

Russell (2001, 1) defines values as “core beliefise-underlying thoughts that
stimulate human behavior” and quoting Rokeach ghgs values “are enduring
standards that collectively form the value systeh®ur lives”. Values are never
absent from organizations and people, however agaonal values may be good or
bad. As a consequence leadership academia shaoaks sts effort in discovering

those factors that promote good values and th@edbktrain them.

However, are there values which positively alwayfech any party in a
relationship? For instance, could we find or sedfler@nt set of values in the private

and public sectors? This is a fundamental enqguorytliis dissertation given that
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moral leadership has been mostly studied in prigattings. Van der Wal (2008)
makes reference to a survey run in 1998 at theecen€e of the International Institute
for Public Ethics. 85% of the participants shatse apinion that “private sector ethics
and public sector ethics share basic values andsi@and thus are very much alike)”
(Van der Wal, 2008, 265). Further Van der Wal (206#&tes that any attribution of

specific values to the public sector doesn’t hénemtetical and empirical evidence.

Covey (1990) called for principle-centered leadgrsHe argued that effective
leadership is “predicated upon certain inviolat@gples — natural laws in the human
dimension” (Covey, 1990, 18). The goal, in his ogir is to align internalized values

with correct transcendent principles.

And then transcendent-absolute principles or \esvistart playing a key role.
These verities we could agree are far for beingufasgn modern relativist times It
is difficult to propose specific values without §mrang the dilemma between natural
law and cultural relativism” (Cardona, 2000, 2013l4s based on those principles
compose what we call thEao of any person and any organization, and eventually
could lead towards organization effectiveness asohg old philosophic terminology,

personal fulfilment.

The fundamental motivation for leadership shoulalukesire to serve (Harvard,
2007; Rivera, 2009; Covey, 1990; De Pree 1997; deet 1977). However, how
many managers become leaders becauserdadly want to serve? Russell says that
the personal values of servant leaders distingtheim from other leader types.”
(Russell, 2001, 76)

Values determine the quality of the leaders, trandental verities determine
the quality of values.
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Il.b.4 How to make effective a system of values: &knowledge

“After survival, the second problem of the humamndition is to make sense of
the world.” (Goethals and Sorenson ed., 2006, 42)nake sense of the world means
to make sense of ourselves and of the people andsthwhich surround us. Self-
knowledge is the first step in leading. Cunliff®(®) explains this consideration from
Sartre’s existentialism perspective. Existentialosition is first “to make every man
aware of what he is and to make the full respolitsilof his existence rest on him”
(2009, 89), then he would eventually become redptengor others. This line of
thought stresses the relevance of ethics in lehge@nd induces to think on the
limitation of “heroic, transactional and transfotmaal versions of leadership”
(Cunliffe, 2009, 91).

Values as an issue in leadership and managemestadbenake sense if firstly
we don’t understand that we don’t always behavihénway we think it is correct, in
the way of our values. According to research cotetiby the University of Virginia
(Bennis, 1994, 56) the motivations of managersime tof getting involved in
education are, first, a need to learn new thingk aecond, “a sense of role”, the need
to reduce the perceived difference between what #ne and what they should be.
The first reason is more related to managerialssikihe second to leadership skills.
Business education should help people understaadditierence between what
Argirys named “theory-in-use” and “espoused thedMéazutis and Slawinski, 2008),
it means what the people say the rules of theiomastare and what the real rules
behind their behavior in fact are. Leadership aath&agement academia has a mission

of getting to reduce the gap between values andsdee

Discover the real motivations, the real values,imetlour behavior are the core
of what is called self-knowledge. As Chester Bailnsays, quoted by J.A. Pérez
Lépez, we always have implicitly our own fundamérmaestions and answers and
they spring up in our acting. Our action is heawlyund to our deepest thoughts.
Peter Drucker would say “I no longer teach the ngan@ent of people at work, which
was one of my important courses, because | no ftotlgek that learning how to

manage other people, especially subordinates, as nost important thing for
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executives to learn. | am teaching, above lalw to manage onesélf (Ribera,
2005, 1).

Collins (2001) points out as one of the main andxpected findings of his
research thatumility is one of the most important characteristics efekecutives of
all those corporations which became great. Humiditstt the end adequate perception

of reality. Andour-selvess the first reality to adequately be perceived dafined.

And this definition of our-selves should start wiltfirst fundamental truth: we
always act according to our will and our purpose:aiways do such things that we
want. Following Karol Wojtyla (1979) thoughts weyghat we need to identify what
is proper of human action, aictus humanysand he said it is “purpose and
deliberateness”, and it “is the decisive factotha inherent essence of action as well
as for its separateness from the acting of anyratleject that is not a person”. Our
companies are after all “a community of personshvatl that entails.” (Ribera,
2005, 5)

Deliberateness

Karol Wojtila (1979) says that we need to acknogkdhe philosophical
content of “human act” and “voluntary act” in order grasp the essential issues of
human behaviour. “It is only man’s deliberate agtihat we call an “act” or “action”
(Karol Woijtyla, 25). Discussing motivation we caeduce human motivation to
mechanics and psycho sociological aspects reflpaim incomplete conception of
man, a man whose deeds would be all the time peddéc and the task of the
researcher will be no more than distinguishingdfwgse-effect relationships in human
behavior. However, if we get into the classic péalphical tradition, where Aristotle
and Tomas de Aquinas have substantially contribwtedwill discover a non rational
and non biological component in human action, $padiy called thefaculty of will
It clearly means in simple terms that a persondald issues that from a positivist

perspective could be considered irrational.

For this reason learning and teaching leadershipdse about improving the

people as such rather than teaching leadershimitpeds. “In fact, the process of
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becoming a leader is much the same as the pro€égtoming an integrated human
being. For the leader, as for any integrated persi@nitself is the career” (Bennis,
1994, 4).

Improving our-selves as people means after alldigebin our acting but if we
understand, as it said before, that our actingoreditioned by our will, we need to
shape correctly the drivers of this faculty upgngdour interior world, it means our

thoughts, our motivations, and our desires.

There are authors that state that “managers aabndys true to themselves.
Sometimes, in a vain attempt to live up to orgaioral norms and expectations,
their behaviours go against the grain of their astues.” (Ruderman and Rogolsky,
2001, 1) The author thinks that at the end thisrfpmmising” of values display the
order, the scale, of their values. But it does gwitradict the notion that we always
act according to our beliefs, whichever they aré ianwhich order they are allocated.
Actually Ruderman (2001) says, based on a researdng high-achieving women,
that one of the characteristics of authenticitywsen life and values is the
recognition of the need of choosing and takingdrafls in career and life. If there is

order, at the end higher-ranked values will detaen@ur acting.

Purpose

Purpose is the reason, the objective, and the amardoehaviour. Certainly we
could choose our purpose, but the essential quresstid there is not one purpose that
is adjusted to any person for the reason of beipgraon. Here there is an essential
guestion connected with self-knowledge: what isghgyose that best fits to anyone

of us?

Servant leadership theories might have the key ansserve others. “The very
concept of servant leadership is based on the satdiehumility and respect for
others.” (Russell, 2000, 81) And this is what Kavébjtyla (1979) conceived as the
law of the gift there is inside any person a capability and a reéegiving himself to

others, and therefore individualism is limited gsattern of behaviour.
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There is a strong connection between the “sciehteecself” and théaw of the
gift. A wrong image of ourselves, which usually teralbé inflated cannot agree over
time with reality (Kodish, 2006) and inevitably pdistance with others preventing us
for needing our workmates or being available fenth

Managers pass by. In any moment, in any point wietithey leave their
positions and companies. If a manager keeps thatmomd then a sense of
responsibility could help to take decisions whielnve rather than decisions that only
serve to themselves. Collins (2001) says that olveinved leaders have the I-don’t-
care-what-happens-after-me attitude. On the contrayse who lead their mandates
on a more responsible way, they take care of theduand at the same time they
don’t go up to fast, they become great in “a cdesisand gradual move rather than a
guantum leap” (Kodish, 2006, 454).

This individualism and concentration on our-selvasd therefore systematic
negation of théaw of the giff has triggered what is called the “Me Generatiarth
its more important feature: narcissism. “The naiisisis an idolater, though not of
himself, but of the idealized, untarnished imagehhe of himself. He has abundant
self-esteem and remarkable self-confidence, buy little self-knowledge... He has
an unrealistic opinion of his own importance andspeal abilities, and is unaware of

his own limitations and weaknesses.” (Ribera, 2@)5,

The Me Generation lives out of an utopist visiontloé individual. Executives
use to have in their mind a sort of idé&, and they start from there to trace their
career and working plans. Humility, instead, makedaistart from our real selves and
for “what would be good in the situation” (GrintQ@7, 241). The same happens in
whole companies, organizations and even states.iliduns perhaps the most
important input for the development of wisdom atslvirtue prudence, because as
Gadamer says “there are no rules governing theomehte use of rules” (Grint,
2007, 242) and it could not be taught, it rathestre learnt with experience and real
perception of our weaknesses and strengths.
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Summarizing, if we want to make effective a systef values in our

organizations and teams we certainly need to tatoeaiccount:

a) Organizations or teams are after all communityetpns, it means that the
employees work voluntarily, deliberately based logirtpersonal values and
beliefs;

b) There is a purpose that is common to any persaamycemployee: to serve
and respect others. Real self-knowledge brings pagson to fully

understand this inner law.

Next in section 1l.b.5, the author will finish thvéhole part referred to moral
leadership developing the concept of role modelschvis the way how system of
values and self-knowledge work in practice. Thetisecwill start with the
consequences of moral leadership on charisma, whicme of topic academicians

and practitioners discuss the most in the relatigneaders-followers.

II.b.5 Role models and system of values: tutor antlaselines in leadership
development

The charisma delusion

If there is an issue where the fundamental roleatiies in leadership appears in
full display is on the difference between being barsmatic leader and a
transformational leader. Both are able to motivaie only the later is able to do it
constantly on the long run, and the reason is ahmansformational leader operates

based on the followers’ worth and not merely basedkilful techniques.

If we have to fully understand that self-interest extremely limited for
leadership effectiveness, we further have to gtamp extent charisma is the key
concept for followers’ motivation. Charisma has mdistly introduced by Weber
(1947) and *“involves the collective perception dailldwers that an individual
possesses certain extraordinary characteristics rtteke her or him worthy of
leadership” (Goethals and Sorenson ed., 2006, Bdjolars used to emphasize the
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extraordinary personal traits of leaders both iairtispeech abilities, their skills to

inspire and to committing people with their visions

There is a fundamental difference between leadersmdamentally based on
charisma and leadership fundamentally based oresaud self-knowledge (hamely
transformational leadership). The first moves iaside scheme of social exchange
relationship, meanwhile the later according to Bufgoes beyond the straight-
forward social exchange relationship offered bydextional leadership, to provide
deeper levels of connection and higher levels ahrmoament, performance, and
morality on the part of both follower and leade(Goethals and Sorenson ed.,

2006, 117) Not everyone agree on this essentifrdiice.

We said that the concept of charisma was introdiogeWeber. He said: “The
term ‘charisma’ will be applied to a certain qualdf an individual personality by
virtue of which he is set apart from ordinary mamd @&reated as endowed with
supernatural, superhuman, or at least specifiaatigeptional powers or qualities.
These are such as are not accessible to ordinesgee but are regarded as of divine
origin or as exemplary, and on the basis of thesnntividual concerned is treated as
a leader.” (Weber, 1964, 358-359)

In a study on wealth distribution in Latin Ameri(Rivera, 1999) the author has
shown the limitations of charismatic leadershiphwiit sounded values for the
solution of the most important social and econoissties. The author in the before
mentioned study, which is inserted in full length appendixes, concludes that
inequality in the decision making process has seytdharmed the ability of the most
affected to improve their social and wealth positi&inally the author called to a
deeper understanding of the human dignity and thexehuman condition for the
leading and setting of right policies targeting @y and development.

Charisma is underlined in a context of strong bucegcy and hierarchical
organizational structures. Besides it is an intaittoncept, which hardly could pass
empirical and scientific analysis (Rejar and Ppd}i1997). Besides, an overstress in
charisma and “great men” abilities could undermii@ogue between leaders and

followers, which is essential in transformationabdership. “Genuinelialogue...
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where each of the participants really has in mhnel dther or others in their present
and particular being and turns to them with theentibn of establishing a living

mutual relation between himself and them. (Bubentgd by Ashman and Lawler,

2008, 262) Without real dialogue there is no wayeafning, developing teamwork,
exchanging ideas, and committing (Mazutis and Sialj 2008).

Distancing leadership from the focus in charismésthe attention away from
“managerialist” leadership towards “the notion eédlership as moral responsibility
and ethical choices” (Cunliffe, 2009, 91) The maaradist — charismatic embedded —
version of leadership might be one of the reasong despite all the investment in
leadership development — estimated at £120 miliimn2005 in the UK alone
(Benchmark Research, 2006), and between US$15 &®&bQ@billion for the world
(Arts Council England, 2006; Rockwood, 2006) — afidhe information available on
leadership, we still seem to be unable to transldeas about leadership and
leadership development into best-practice on tloeirgt (Hirsh et al., 2004, qgtd in
Grint, Keith, 2007, 232).

“In its constituent parts leadership includes thiessic social organizing
patterns — kinship, reciprocity, and command.”(Gaé&t and Sorenson ed.,
2006, 39)... leadership is above all a social i@labf dominance and consent.”
(Goethals and Sorenson ed., 2006, 40) To unders$iandhis relation of dominance

and consent works and ought to work is fundamdatdeadership development.

When Kotter (1990, 126) describes the key factongckv exercise an impact
in the development of leadership skills, he mergitnsible leadership role models
who are very good or very bad”. We are facing lereborn of the relevance of one
of the principles of traditional wisdom for educati “do as | say and not as | do”.
There is an increasing body of literature dealintpwhe place that role models play
on leadership development. It's what turned out e called “exemplary

leadership”.

49



Main theoretical assumptions on exemplary leadgrshi

Leaders as such according to Messick (2005) “saashumber of needs for
followers, including vision and direction, protesti and security, inclusion and
belongingness, and followers give leaders commitfecus, gratitude, loyalty and
cooperation, among other things” (Goethals and r&one ed., 2006, 113) This is the
social exchange perspective. Here we have an ianodiscussion concerning the
relationship social exchange perspective / non-istdfest perspectives (hamely
transformational/servant-leadership). The idea dyig the self-interest
perspectives is the Freudian conception that “edbiige, however, is dependent on

success, and is lost in the event of failure” (Brek921, 81).

According to Tyler and Lynd “leaders and authositvého make decisions fairly
gain more voluntary compliance than leaders whBirdistribute rewards fairly... If
people are given a chance to make their casegeyf #re treated with dignity and
respect, and if the leader is honest and unbiasedaking decisions, followers will
feel that they have been treated fairly, that tiewe had procedural justice.”
(Goethals and Sorenson ed., 2006, 115)

In order to study role models we have to go togfamational theories given
that instrumental concerns and transactions arigeliirfor explaining full loyalty in
followership (charisma delusion). In his model ainsformational leadership, Bass
has identified the component callediividualized consideratiowhich “relates to the
leader’s ability to develop a strong relationshipghweach follower — one that goes
beyond the mere exchange relationship and is desized by the leader’'s genuine
concern for the follower’s individual needs, perdpe and personal development.”
(Goethals and Sorenson ed., 2006, 117) This ig/ddator for turning followers into
leaders. If leaders are effective role models, tleeuld lead their trustees on
becoming leadersGiven a manager’s sphere of influence and poteasah role
model for subordinates, managers who display alituileadership behavior may
encourage such behavior among subordinates andl fmasocial cultures of helping
and citizenship.” (Sosik et al., 2009, 402)
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Inside the vast field of Leadership the conceptrae modelsengages or
touches different existent notions/models of leskigrz. Among them we mention
management of meaning (Cardona, 2003), creationimptémentation of a vision
(“visionary leadership”), methods of transformimdidwers” values (Bass 1985).

Leadership is not a one way proceeding. It workeugh communication of
two parties and it contains affective and messamgaponents. The quality of this
communication has effect on followers’ performafidadliock, 2008).

In order to study the phenomenonrofe models author decided to split the
theoretical background on our three main assumgition
1) Role models an experience which requires an interdisciplirgpproach
for research and practise;
2) Role models$as different outcomes in different contexts, @ams that is a
context-based phenomenon;
3) Leadersshould berole modelsas such and in that way they become

effective leaders

1) Role models as an interdisciplinary phenomenon;
Role modelsare after allpersonal relationshipsand as such demand an

interdisciplinary approach and this notion is thedamental keystone of this paper.

Practitioners should also keep this idea in mindh#gy want to implement
effectively coaching and mentoringhis coaching is an ongoing process, which
could not just be reduced to formal performance-agament sessions. Coachers
keenly observe their people, learn what turns tleenand turns them off, look for
their natural strengths and weaknesses, work offiotimeer so that strengths lead to
excellence and on weaknesses so that they becosgeatd, and encourage them to

strive for becoming better.

But it can seldom be forced on either the givertlo receiver. Coaching
requires the establishment of a trusting relatignsh the coach will be seen as
someone genuinely wanting to help the less expagakiperson while he or she, in

turn, will be genuinely seeking advice and assistan
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Keith Grint (2007) calls coaching daily leadershilaily leadership is all about
directing and supporting the subordinates, giviagdback, motivating, delegating
and doing things together. Good daily leadershimmaethat the superior knows
his/her subordinates and knows how to lead themvioheally and fairly.

(They can learn) by giving opportunities for lealr lead in real situations that
require decisions where uncertainty, anxiety askl generate the opportunity to learn
wisdom througtphronesis- including the opportunity to fail. (Grint, 200243)

2) Role models as a context-based phenomenon;

Role models are likely to have different impactdifferent circumstances or
context. By context we include ideas, beliefs, entrconditions, systems and values.
The complexity and ambiguity of role models makeunderstand that any analysis
should be from scratch a context-based one. Tlseaemnodel called the “specificity
model” (Cutrona, 1990; Jacobson, 1986) that makesiat based on this criteria,
indicating that any support from personal relatiops should be adjusted to the
specific context of the transition. As a naturah@equence any sort of support action

will have different outcomes in different contexts.

The lack of role models can make it difficult tata, since it is not possible
to start where others have left off. The currenemdmenon of frequent crisis
prevents people from thinking about the long-temma a@iscourages consideration
of leadership issues. In this context everyone neledr indications in order
to keep the correct track on the long-term. Roledet® look to be one of
the key factors to match this need. The single nmapbrtant component of crisis
or transition is that there are factors which behakfferently from everyday

context.

All the above makes us think on the complexity whi@nalysing
changel/transition implies for researchers. It mdtidimensional phenomenon with
institutional, social and personal elements atestdkis obvious that a crisis or a
transition creates disorder, disequilibrium. Instlziontext the social network of an

individual works as a safeguard and shock absorber.
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3) Leaders should be role models;

The question is not only whether leaders need tbgepce of good role models
in their lives and careers, it is also whetheraalér could be considered such without
being a good role model himself.

Jeffrey Gandz (lvey Business Journal May/June 20@&) a point when he
makes a distinction betwedgader-breedeiandleader blocker According to Gandz,
leader-breederduild their teams with high potentials, exercisaahing, feedback
candidlyon performance, bring people to stretch situatiomsard success, and draw
learning points from failure. On its sidéeader-blockersbehave exactly on the
opposite being less demanding as well as not disganore understanding toward

failure.

If we look backwards to our career we could easigntify among our former
or current colleagues team leaders who could falany of these categories. The
difference between both is not just a questionraihing or proficiency, it's much
more, and it's a question of attitudes towards theell-being. It's not surprising
that we start finding in leadership literature wnard “wisdom”. Wisdom becomes the
main tool on the leader’s hands. Wisdom is the tpalcknowledge that allows
exercising prudence. Prudence is the virtue theivaltaking the right decision on the
right context. Good role models are not more thardent leaders, in other words,
wise leaders. And how could we develop wise leadiértakes “experience and
reflection” (Grint, 2007, 243).

A remark is important at this point. Not any orgaation’s leader constitutes an
individual's role model. Closeness in the relatidpsis relevant to influence on
others’ attitudes, “the role models people lookeiod to be among those with whom
they have close working relationships” (Walkert$iHennig, & Matsuba, 1995, qgtd.
by Trevifio et al., 2006, 967).

In order to become role models, leaders should lalis@ portfolio of
competences which includes technical and ethicéitieb. In their framework for
leadership development the Army of the US of Aneeraefined the leadership

competences building “a framework that reminds éeadhow to influence people to
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get things done”. The author would even say tha feamework which influences
people to become leaders.

The eight outlined competences are the following:

e Exemplifying sound values and behaviours;

e Vitalizing a positive climate;

e Ensuring a shared understanding;

e Reinforcing growth in others;

e Arming self to lead;

e Guiding successful outcomes;

e Extending influence.

Let's make this argumentation simple using the F@guwhere we could see the
relationship of leadership qualities and competenegth the traditional Army
training, action and expected results. This figstates that theesults of each
individual, and therefore of the force, will depead the performance dctions
whose level will depend on the development coimpetencesuilt upon leader
gualities (moral, social, mental, ethical, physical, emotipmatellectual) andarmy

values(loyalty, duty, respect, selfless, service, hontggrity, personal courage).

SULTS

ACTIONS

COMPETENCIES ) (performance \

indicators)

Figure 2 Leadership model at the US Army
Source: Technical report no. 1148, 2004.
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Special mention should be making on the ethicduénfce of other people on
individual's ethical behaviour. According to ZeyrFal & Ferrel it depends on the
frequency and intensity of interaction (Treviio at, 2006, 966) Brown even
allocates the concept of role on those who exemisieal leadershipdescribed as
“the demonstration of normatively appropriate cartdiirough personal actions and
interpersonal relationships, and the promotionuwhsconduct to followers through
two-way communication, reinforcement, and decisieking” (Brown et al., 2005:
120, qtd. by Trevifio et al.)

Bass and Avolio (Bass, 1985, 1998; Bass and Avdlg94) had developed a
model where transformational leaders account withitmportant components for the
discourse of this partdealized influenceand inspirational motivation “Idealized
influence relates to the leader’s ability to ‘wdhe talk’ — to be a role model for
followers and to truly lead the way...Inspirationabtiwation is the leader’s ability to
create and articulate the vision in a way thatinespfollowers and builds their loyalty
and commitment.” (Goethals and Sorenson ed., 20086,

Leaders should be role models if they want to éffety perform. Research has
already proved the relationship between authepteiid performance (Mazutis and
Slawinski, 2008). Unfortunately, organizations amdividuals still are trapped in the
Argyris’ Model | behavior characterized by defergsiess, conflict-avoidance and self
protection (Mazutis and Slawinski, 2008). Consedjyerif failure is not accepted,

organizations and individuals hardly could leard &ad.

II.b.6 The agenda for researching and implementingnoral leadership

In this section the author concludes the part coweckwith moral leadership
where values, self-knowledge and exemplary leagefsive been analyzed. Which
would be the necessary next steps in research ongethis subject? How these
concepts could crystallize in concrete trainingiatives?

Leadership academia has the challenge of produmsngodish (2006) states

“research intended to be actionable, integrated comdextualized”. How could we
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reach this ideal of leadership research and acafesmthropology seems to be able
to deliver clues on that sense especially througthér exploration of values and self-
knowledge. However in this sense there is a baroerather, a challenge scholars
should face and is the fact that “rarely is antbtogical questioning comfortable”
(Jones, 2006, 496).

This has been the focus of this part. Using selecéview of literature the
author explained the main reasons behind the ndedsimg anthropology for
leadership academia even though it is neither ay e¢ask nor a popular one.
“Anthropologists have the ability to see what's ajs been there, but has gone
unnoticed — what others have failed to see or cehgrd because they stopped
looking too soon’ (Kelley, 2005, 18).

The author inserts three suggestions for trainmyrasearch:

e Business schools and other institutions conneci#id leadership training
should start analysing how extent anthropology ttutes an essential
part of their agenda.

Prof. Ribera from IESE wrote: “In that respect, iness schools would do well
to pay more attention to anthropology and make pagt of their curriculum. That
would be entirely consistent with the vision of $easchools that seek to differentiate
themselves through their conception of the com@ng community of persons, with
all that entails” (Ribera, 2005, 5).

Anthropology could play a key role in the develomtnef practical wisdom a
keystone in decision making process that neitheragament theory nor management
practise could substitute.

e Self-knowledge should become a core factor in dixectraining.

Just for instance at its website one of the leadlisadership training academy,

Center of Creative Leadership, stated: ‘We belithat self-knowledge is the single
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most important factor in the practise of leadersBipcoming more acutely aware of

one’s strengths and weaknesses is a type of ‘unfigewhich leads to setting goals

and taking action to improve...’ (CCL website, 2609ones says that on a study of
132 participants at a program run by the CenteZrefitive Leadership in Brussels in

2002, 75 per cent said that they learned more abeutselves than anything else and
only 1 per cent said that they learned how to betituence others (Ascalon et al.,

2004:4).

Further there is a need of advising executives todeal with the image they
create of themselves and their companies and aafsons, which usually becomes
far from reality. Among the main reasons (Kordi2Q06) we could find the
unfortunately generalized narcissist behaviour attarized by the attachment to our
ego, the obsession toward image building and thetdphor-based leadership” which

has been too fashionable in business press andtemiuc

e Research on leadership should try to get quamatheasures which could
help to understand and implement more straightfedvaesearch in

corporate environments.

As Edgeman (1999, 98) says “progress toward systéeaidership and, by
implication, BPE (business and performance excedgoan be made through appeal

to the familiar adage thathat gets measured is what gets dbne

Il.c Crisis as ground for leadership development

Crisis is not any more an occasional phenomenonirfstance, currently we
are undergoing one of the largest financial crisiethe history that is bringing back
our economy probably to the worst recession sindIWANd certainly this crisis
has been preceded by many others since 70s whechemoming increasingly more

complex and global.

! Observed at CCL'’s websitbttp://www.ccl.org/leadership/about/ourPhilosophspaon 18/01/10.
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Often the leadership studies focus the analysishén cases of people who
demonstrate extraordinary attitudes to lead congsamirganizations or governments
successfully in times of crisis. Somehow most eftisearch projects try to know the
developmental paths that the successful leaders fudlowed before taking office;
further many times these leaders had not been etotigyanizations before the

beginning of the crises.

However, till the best knowledge of the authoryéhis not much research about
what happen with the potential leaders that belmnthe companies, organizations
and governments during times of crisis. In otherdsphow extend and in which way
the people who belong to the organizations in <risie affected positively or
negatively in their leadership development for Hake of the crisis. Also which
opportunities and which threats could be used oulshbe afforded in order to protect
and encourage the leadership development of thebersmof the organizations in
crisis during the time it lasts. “It has been assxbithat the role and behaviours of
leaders in a change conteper sehas been an area that is lacking in empirical
research.” (Higgs, 2005, 126)

A correct understanding of any crisis and chang&son might be of great use
for triggering leadership attitudes. However it isiportant to keep a clear
understanding of the long-term vision, a real pgtioa of the crisis/change features

and a methodology for training and progress.

The author defines crisis as one of the potentigbers of change. We will
analyze in this section both, crisis and changedeship, given the proximity between
both concepts and because crises always imply tohesange, though change is not

always generated by crisis.

This part (ll.c) continues as follows: author makesection Il.c.1 a review of
literature on the relationship leadership/crisis,section 1l.c.2 a definition of crisis
will be set, in section Il.c.3 author will systenzatthe challenges that crisis presents
in organizational and personal leadership attitw®selopment, and in section Il.c.4
author will exemplify how leadership developmentiicbobe tackled during crises and

times of change based on a business case (Leagler100
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Il.c.1 Review of literature on crisis leadership

Since 14 century with William James already there was adeustanding of
the need of fitting the study of leadership witkiie context. Later Gibb developed a
whole theory on the interaction between leadefpWdrs, situation and goal. Fiedler
(1964) indicated with his contingency theory thae @f the two factors upon which
leadership depends is situational controls. Hod8&X) stressed more the relevance

of the context and the organizational objectivethwis “path-goal theory”.

Nevertheless the relationship leadership and dnessbeen starting to be further
studied particularly since 90s. In the current eanhtof ever going crisis, the
traditional academia ocrisis managemerandleadership in normal contextecame
certainly obsolete. It is basically a consequendeth® inner limitations of
management in crisis situations: “does the sucoéssisis management depend on

preparation or leadership?” (Schoenberg, 2004, 3).

Therefore the concept of crisis leadership emeagea new paradigm for both
fields of management: crisis management and leaiger€risis leadership is a new
field and it hasn’'t been enough developed yet. & fstudies have addressed the
subject of crisis leadership. However, this areainsurgent need of further
investigation. We need to know the physiologicadyghological, emotional and
motivational changes that leaders experience gsstand these changes affect their
behavior and decisions. The central problem — dmd rhain reason for lack of
research in this area — is access to leaders sis @ituations.” (Rejar and Phillips,
1997, 90)

It is a question of what leadership is about. J&biter (1990), a well-known
professor at the Harvard Business School, defiaaddrship as the ability to cope
with change. More change and complexity, he argiemands more leadership along
with management. In a recent study Bennis and Tkoooaclude that “one of the
most reliable indicators and predictors of truedexahip is an individual’s ability to
find meaning in negative events and to learn fronene the most trying

circumstances.” (Bennis & Thomas, 2002, 5)
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Ford et al. (2008) have developed a model namelyp3telp leaders to conduct
processes of change. Their idea was to offer asthmland simple process. The 5P
refers to: purpose, priorities, people, process@ndf. In order to attain the desirable
object, managers should successfully addressesetfive factors.

Thomas pointed out that the key factor for sucediysieading crisis is “the
existence of a core set of values — pre-existirigegthat could be called upon in a
time of crisis, whether in the forefront or backgnd, that could be considered
anchors by the organization and leaders. It's hetkind of values, but the fact of
values. The existence of deeply held articulatedl actionable values that make a
difference.” (Schoenberg, 2004, 12)

Schoenberg has developed a model for crisis |eligerghere he took into
account all the determinant factors outlined ieréture. As it can be seen in the chart
below trust plays a key role as the factor which allows kegpstability in the
relationship with the different stakeholders of thrganization and of the individual.
Furthertrust depends on authenticity and influence of the leadeérof course, in his
ability for communicating actions and intentionsfluence will highly depend on the
anticipation of the crisis and this is connectethwie ability of leaders for detecting
the first signals of the crisis.

[ ] [ |
~. I .

Personal Attributes/Values
Integrity Organized
Intelligence  Analytical
Passion Vision

Charisma Courage

/' N
= [

Trust

Figure 3 Model of Crisis Leadership
Source: Schoenberg (2004).
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Academia has also pointed out to the relevance radiscfor learning.
Sydanmaanlakka outlines a list of learning expeesnwhich he has identified as
fundamental for leadership training (SydanmaanlaRk@3, 133):

e crisis and difficult situations; “to encounter ayelifficult situation and

survive”;

e change situations and change management;

e when starting a new operation;

e reorganizing the company;

e when we are out of our “comfort zone”;

o difficult subordinates and older/experienced submates;

e good and bad superiors;

e when we learn to know ourselves;

e expatriate time;

e mistakes; we learn a lot from mistakes;

e integration process and buying a company;

e from our first job’s manager.

According to Hickman and Coutthangeis “a collective effort by participants
to intentionally modify, alter or transform humaocgl systems.” (Goethals and
Sorenson ed., 2006, 153) Of course, it doesn’t ntkah a change could only be
initiated by the people who are engaged, it migat generated from historical

conditions.

If we understand, following Kotter, leadership edgely as factor of change we
need to take into consideration, according to Hiaknand Couto (Goethals and
Sorenson ed., 2006) four analytical models on ¢hationship leadership-change:
a) Kurt Lewin’'s Field Theory: effective change needsderstanding ‘the
totality of coexisting facts which are conceivednastually interdependent’
(Lewin 1951, 240);

b) Gunnar Myrdal and the principle of cumulative efféény change in any
one of its factors, independent of the way in wiitics brought about, will,
by the aggregate weight of the cumulative effegtsing back and forth

between them all, start the whole system mowingne direction or the
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d)

other as the case may be, with a speed dependmyg the original push

and the functions of causal interrelation withie gystem.” (Myrdal 1944,

p. 1067, italics in the original) The idea simpdythat any change will have
an effect, it doesn’t matter how extent this chalagés. Of course, Myrdal
accepted the idea of determinant effect, and headelrship might take its
place;

Stephen J. Gould and Niles Eldredge, punctuateditagum: based on

biological sciences and the concepts of Gould dddeEge on change and
equilibrium, social scientists have concluded thmatef periods of major

change” (Goethals and Sorenson ed., 2006, 163)tririghger a new trend

after a long and constant process of incrementahgd. Those brief
periods in certain extent prepare the ground fdhér disruption;

Margaret Wheatley, the new science and leaderabgmrding to Wheatley,
leaders shape fields and in succession of chamgse ffields accumulate
effects which will impact the successors of thedéra. Interaction, field

theory and accumulative effect intervene in thisagaption. According to

Hickman and Couto (Goethals and Sorenson ed.)stdasNewtonian view

of the world, where the first mover takes the cantole and change is

developed in a mechanics way.

[l.c.2 A definition of crisis

Crisis is part of the human condition, and it ieessary for progress. It applies

to all systems whether personal, social, or orgditnal.

Many definitions of crisis management and crisistexCoombs says “what we

do know is that a crisis does or has the potentiatlisrupt or affect an entire

organization” (Schoenberg, 2004, 6). According tkaszewski crises also can be
“show-stopping, people stopping, reputationallyimiefy” events that create victims

(Schoenberg, 2004, 6).

The single most important component of crisis &t tthere are factors which

behave differently from everyday context. In theecaf individuals, crisis implies a
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perturbation in her context and it might happentl@ sake of different issues, among

them social transitions.

Therefore crisis implies a phenomenon of conflictoiving individuals and
organizations. And as such Buchanan says that ‘istate of mind” (Buchanan,
2004, 791), or is perceived or does not exist. ldanhis not an easy issue to research;
we are exploring perceptions and human behaviath&umore, “within organizational
behavior, conflict has the status of a crossroacteot” (Buchanan, 2004, 790) in the
sense that can surge for a wide range of issuebamnelated with several components

of an organization, namely structure, mission,rfeial performance, etc.

Conflict is “a process which begins when one pa#yceives that another party
has negatively affected, or is about to negatiadfects, something the first party
cares about” (Buchanan, 2004, 791). These partiasbe individuals or groups or
departments or other corporative units. The triggee not always clear, sometimes is
a project, or a process, or simple ordinary intéoa¢ and the context, organizational

and social, can encourage or discourage the conflic

There is an important relation between level offlct/crisis and performance.
One model developed by Mary Jo Hatch “recommenasrtfanagers should increase
or decrease the amount of conflict in their orgatns depending on the situations
[regarding level of conflict]” (Buchanan, 2004, }9%-urther, absence of conflict
might mean lack of commitment and enthusiasm tosvdlee team or company
(Eisenhardt et al, 2000).

Il.c.3 Challenges faced in times of crisis

“There is no more delicate matter to take in hamok, more dangerous to
conduct, nor more doubtful in its success, thasetaup as a leader in the introduction
of changes. For he who innovates will have fordmemies all those who are well off
under the existing order of things...” (MachiaveRgsistance to change is the single
most important challenge crisis introduces. Orgatnons and individuals, particularly

if they have been successful, will not easily atctp change their habits and
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processes. It particularly happens when crisi$ ieainitial stage (preparation phase),

people and organization use to be keen to keepdhginal status quo.

We could find all the resistance reasons mentidne#otter (1990): there are
people who is supposed to loose a valuable andartaibfe position, several times
we fail in communication and it is perhaps the naft¢n cause of problems, and so
many times the old staff establishes barriers smgek given their perceptions of lack
of skills to cope with the new times. In additiohprofessionals are successful at
what they do, they find difficulties lo learn frofailure (Argyris, 1975).

As crisis/conflict triggers change, we could easligplay the challenges crisis
generate using the Lewis’ model of change (Higg952 122). This is a model which
emphasizes an assumed linearity of the processctimpasses three stepafreeze
(create the case for change / dissatisfaction thighstatus quo)nobilize (identify
and mobilize the resources required to effect thenge)and refreeze(embed new
ways of working).

Of course, linearity has limitations at the timeegplaining transition. “Change
may be characterized as lying on two axes. Onensarned with the perception of
the complexity of change and the other with theeeito which it is believed that
change can be effected on a uniform basis or is asea more widely distributed as
an activity.” (Higgs, 2005, 125) Change processeglibeen described with different
combinations of uniformity and complexity. Basedtbat, different strategies might
be used for managing change (Higgs, 2005, 127¢ctdid or simple, self-assembly,

emergence process and sophisticated.

We have then to make reference to the complexitichvbrisis brings along.
This is the reason why leadership skills are bawgeasingly demanded. When crisis
starts linearity doesn't represent the usual forofathe process of change. Rather
“complex problems require managers to cope witendihas in the system rather than

to arrive at definitive solutions” (Higgs, 2005,3)2

All what have been said regarding crisis and chapgsies to organizations and

individuals alike. During times of crisis/conflithey need to use all the elements of
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effective leadership (Gill, 2003): vision, valuesdaculture, strategy, empowerment,
motivation and inspiration. For individuals to amquor just to maintain leadership
skills they should follow the effective leadershi@ill, 2003) holistic approach
respecting its four dimensions: intellectual (thngy, spiritual (meaning), emotional
(feeling) and behavioural (doing). Leaders for gesnccessful should understand their
organizations’ and personal core purposes. Thith@sreason why values are too

important together with the holistic approach tadgdeadership.

Mediating Public Su
; bt pport
Public Trust Conditions
T Mature and extent of crises |
communications Leadership structure wiEnon

T Environmental flexibility

Strategic
Goals and
plans

Perceived [

Organizational —
effectiveness |
Ciparafing
units
|

Figure 4 Hypothesized Relationships Affecting Integratioh HRD in Crises

Invalvemant

Management
Source: Rosenthal and Kouzmin, 1997, 390.

“Leadership is infinitely more complex than theaets of any one individual;
rather, it is the impact of efforts to influenceethctions of leaders and followers
opposed to and supportive of the same or relatadgds.” (Goethals and Sorenson
ed., 2006, 161) This is a perspective of leadersiiptred on the complexity of
actors and inputs which involve the leaders’ decisi Crises, defined as any
naturally occurring or humanly engineered disrupgion social, economic, or
political systems, require comprehensive and imtiegh responses (Rosenthal and
Kouzmin, 1997, 380).
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In public organizations, crisis leadership holdgtipalar relevance and it
includes three issues: setting crisis managemeatpasority, holistic and continuous
learning, flexibility, decentralization and coordtion at organizational structures
(Rosenthal and Kouzmin, 1997). Trust (see Figurend)he ability for managing the
crisis is extremely important in any crisis, as lwak the flexibility of the
organization’s bureaucracy for challenging systeamsl assumptions (Boin and

Lagadec quoted by Rosenthal and Kouzmin, 1997).

ll.c.4 Training leadership in crisis processes: Leder100 case

The Leader100 progranis an excellent example where all the above cascep
are respected in order to foster leadership skillsmdividuals during their different
growing-up crisis. The program has been developgd 16 professionals of
educational sciences conducted by a leadershiprtegpd ESE (most prestigious

Spanish business school).

The Leaderl00PROGRAM aims to foster in school sitel@ more active
attitude towards themselves, towards others arnidehgironment using as a platform
their different aging crises. The instructors séekencourage initiative among the
participants assuming responsibilities and workaffgctively. The objective is to
assist the participants in the development of 2Bnpmiences which include
100 leadership skills. Coaching plays a centraé ol the program and coaches
receive a special and intense training with thennadjective of fostering personal
responsibility. The program is addressed to schtalents starting from thé"%lass
(10 years old) till 2 course of the high school (17 years old). Eaclrsmbas special
formation aims and the 100 all program’s skills apdit in four groups of 25 skills

delivered for each age group.

The authors of the Leader100 program have usedewes’ model of change in

order to present the process of changes in inda&iuehaviors and attitudes. The

% An analysis of the Leader100 program is provideseictionlll.e.2.
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process of developing leadership attitudes depaftiom a crisis or transition was

modeled in this way:
a) Unfreeze — Self-awareness;
b) Mobilize — Commitment;

c) Refreeze — Habit/ Virtue.

In order to guarantee an integration of all the efisions of leadership, the
competences have been split in three clusters:

e Leading the environment: open minded, solidaritgurage, influence,
citizenship;

e Leading interpersonal relationships: communicatfaandship, excellence,
team building, transparency, generosity;

e Leading ourselves: initiative (creativity, optimisideals), maturity (order,
perseverance, responsibility), character (wisdaorjtéide, integrity), and

internal world (personal improvement, transcendesgase, openness).

In order to support the academic sounding of thegy@am the author displays
below another way of outlining the competenciesliéeship implies. Sydanmaanlakka

has drawn a model based on an exhaustive revidvefture.

. : e ~  LEADERSHIP COMPETENCE
i 7 = /INTERPERSOMNAL e - visigining |}
~PROFESSIONAL - COMPETENCE - achievement
- assarfivenass - natworki - ampowerment
| COMPETENCE - ampathy - team managament
.. communication =teaching

¢ @l e - S89S orientation
- Tgpenness
= \WELLNESS
COMPETENCE \
. - physical condition
- mental condition

- chignoe management

ICIENCY COMPETEN
- parception

- analytical thinking
- dacision making

- drive strenght

| - lima management
- renewal

mOoEMmQoO— MZo0" mrm

CPENTTI SYDakmMasnLsx B ROWTH ENVIRONMENT: home, education and social

Figure 5 Competence tree of a leader
Source: Sydanmaanlakka (2003)

67



According to the author, overall the creators ofader100 program have
assumed that the development of leadership skillsng crises is basically an
uniform/complex process demanding a master (sapaist) management with the
following features (Higgs, 2005, 127).

Table 4
Change process elements in the Leader100 Program
Elements of a master change process Elements used at
(Higgs) Leaderl00 PROGRAM

Change being driven, controlled, Program directors /

managed, initiated from the Participants’ parents

top/centre/person or small group

Complex theory of change — lots of 100 skills — 25 competences

elements

Wide range of interventions used Courses — didadiwities — camps —
coaching — more than 60 sort of
initiatives

Extensive engagement which influencesOptimal length of the program is 8-years

change process

Explicit project management Coaches — Program wirec

Source: Author

[l.c.5 Summary on crisis leadership

The author has presented in this part an overvigWeotheoretical questions involved

in the relationship crisis-leadership and an ihfiatform for further discussions.

We draw two main conclusions from this section:
a) Crises are a constant feature in current times @ffer opportunities for
triggering leadership development;
b) Organizations (public and private) and individualsould face crises with

leadership competencies programs which take intoowat the main

68



characteristics of change processes, a holistierstehding of leadership and

how people develop habits.

What is finally crisis and what is change? The autidentifies crisis with
conflict, and he understands crisis as one of thenpial triggers for initiating a
process of change, as well as the context whererteess takes place. On its side,
change “is a process of taking an organizationa(oation [or an individual]) on a
journey from its current state to a desired futgtate and dealing with all the

problems that arise along the journey”. (Gill, 20839)

On one hand, crisis and change challenge the dawelot and the maintenance
of leadership skills. On the other hand, crisis ehdnge offer an appropriate context
for fostering leadership attitudes. Training progsaas Leaderl00 might be an
efficient resource to accompanying the individualsheir improvement during times

of crisis.

Finally author underlines that he understands lgedership development is a
long life process which implies constant devotigystematic tactics and full attention
to crises. It happens both with organizations anth wdividuals. In this sense
programs as the Leader100 reflect an understamditigs long term perspective. We
finish with a quotation from Covey (1990, 17) inialn he explains this concept of
constant-long term education: “The only thing thatlures over time is the law of the
farm: | must prepare the ground, put in the sealtivate it, weed it, water it, then
gradually nurture growth and development to fulkunigy. So also in a marriage or in
helping a teenager through a difficult identitysi— there is no quick fix where you
can move in and make everything right with a pesitnental attitude and a bunch of

success formulas. The law of the harvest governs.”

Overall, leadership skills development is a lorig éndeavour. However, if we
are attentive, we might use career and life siomatifor speeding up the process.
Crises are of these situations and they might Ibstaatially beneficial rather than
constraining as often they are taken by practit®a@d managers.
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Il Empirical research and summary of results

[ll.a Outline and background of the empirical reseach

In this part Ill of the dissertation the authorarts all the main results of his
empirical research and the corresponding analygsedon the following surveys and
studies:

a) Survey among managers in Latvia — section Ill.b

b) Survey among managers in Europe — section lll.c

c) Surveys run among teenagers in El Salvador and-Psegtion Ill.d

d) Survey among business schools from 47 countriestios lll.e.1

e) A case study of a training program from Spain -tisadll.e.2

The objective of the empirical research and datlyais has been to test the
theoretical conclusions over the different key ¢spof this dissertation: leadership
skills inventory, crisis implications for leaderghdevelopment, leadership training,

role models and values.

Some data could be considered subjective in thesesghat are mainly
perceptions, opinions and viewpoints of responddmnis it does not mean that the
findings loose reliability: qualitative researchtie way to understand an “emergent
reality” (Swanson, 1997, 90) as is the one with cwhive are dealing in this
dissertation. Some data are objective in the sémseit is either quantitative or

precise data.

The theoretical background of this thesis has lheken as basis for carrying
out the empirical research and the data analysis.alithor’ theoretical development
of leadership phenomena impacted on the selectidgheomethodology and items
under analysis. Qualitative and quantitative meshbdve been used, and this is a
characteristic of HRD academia, not only of lealdigxsBesides, interdisciplinary and
multiculturalism aspects have been consideredeatithe of designing the empirical

contents of this thesis. Further, the studies Haugeted different populations what
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agrees with the nature of leadership phenomenachmsi not limited to specific
sectors or positions.

The first survey — section lll.b — explores the aopof transition in leadership
development of Latvian senior managers. The suway run using a tool designed
by Center of Creative Leadership and it was comptged with personal interviews

and other research projects’ data.

The second survey — section lll.c — explores thmes#ems using the same
guestionnaire that the previous one but on an Epesand without complementary

interviews.

The third and forth surveys — section lll.d — inigste the relationships
between role models and system of values with hsage skills development. Both
studies have been done in cooperation with Unitxersi Navarra and Intermedia

Consulting and have been run over more than thi@esaind respondents.

The fifth survey was run by CEEMAN on a global scamong business
schools and displays results over business educatid key aspects of this thesis as
ethics, corporate leadership and short-term petispeen managers’ education.
Author complements this data with the results @aégship training issues from the

previous mentioned surveys and a case study framSp

[ll.b Leadership development in times of crisis: the Latvian’s case

[ll.b.1 Survey on leadership development

The main research objective of this survey has heediscover essential
insights that could further improve researelnd training programsdealing with
management developmental needs in the transitippat-soviet Latvia, with a

particular focus on leadership competences.

Significantly among the results the lack of leadgrsskills among the
participants is remarkable and also the inefficjeottraditional methods of learning
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to acquire these skills. These results and theachenistics of the Latvian business
environment, for example, the unusual presenceohg people in top positions, are
some of the reasons why the author thinks thaelship development is a key issue
in long-term management education in Latvia. Is 8ense the author wanted to focus
on the relevance, at least the perceived relevaoteghe managers” need and
requirement for development of leadership skilld amhat they understand as

leadership skills.

Furthermore, the author wanted to grasp at leaslinminarily whether the
extensive, atomized and young management educatienin Latvia is attending to
the perceived needs of the Latvian managers.

Senior managers have been the basis of this réséarthree reasons. First,
they are the people whesuallyhave a more accurate, experienced, and globavisi
regarding their personal situation and that ofrteeiployees and colleagues. Second,
these are the people who often have a more flugationship with international
colleagues, and through comparison can get infeomaabout what they need to
compete in an ever more international environmand third, as usually the most
important decisions related to training are takemtoleast are examined by the top

management, and they are the people to whom ongdslsten.

The author exposes the results of this survey io $e&ctions. First, in this
present section (lll.b) what is concerned with kxatlip skills and change. Second, in

section lll.e.1, what is concerned with leadergraming.

lll.b.2 Data from previous surveys on the Latvian'scase

Three local previous research projects are goingetalescribed in this sub-
section. First, one of KPMG International where wan explore the relationship
between local management leadership and busineBsmance, a study about the
local training programs and demand, and a rep@pared by one of the companies
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participating in this research about the leadersiygl managerial skills of its
management st&iff

A study in leadership performandéPMG International has made a study in
Latvia that addresses the relationship betweembssiperformance and leadership.
They found that there is “a very clear link betwelegy performance metrics
associated with cost, efficiency and growth, ondhe hand, and operational drivers
related to strategy, customers, speed & flexihiligost, human capital, risk
management and regulatory issues, on the otherM@&mternational, 2005, 9). The
behavior of most of these operational drivers ddpehighly on the leadership
attitudes of the companies” management, demordtraie the report states, in:
ongoing low strategic relevance to innovation, égample, opening new markets or
launching new products, low implementation of leadpractices, for example, in
distribution and cost control, and too much focus short-term efficiency,

competition and mergers and acquisitions.

In some of the research findings we can see clealgther the Latvian
companies are “taking a short-term or long-termraaph to business” (KPMG
International, 2005, 41), and at the end of theassh how important the vision and
long-term direction are in corporate management fédport affirms that in these
issues multinational companies “are outperformiagional and local companies”
(KPMG International, 2005, 40) which implies, foxaenple, lower employee
turnover and absenteeism, more investment in maigeining, and more formal
and implemented risk management strategies. Thertreplaims that risk
management and strategy are not implemented anthfamenally handled in the
Latvian context. Risk management strategy becomese nmportant the more
uncertain and emerging the market is, as is thee das our local market.
Furthermore, companies are facing high and expenginover and absenteeism
rates evidently related to extremely poor managéraed low investment in worker

training. See Figures 6 and 7.

3 For reasons of confidentiality the author cannacldise any information that could identify the
company. The results are considered too relevane facluded in the paper.
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Assessing management training needsocal study with some similarities to
this survey was conducted in 2000 (Kalnina, 20@®tween the recommendations
the authors bring attention to the top managemeatis for a better outlook on the
new market challenges and encourage them to deweopng plans for the future
that should be aligned with the supposed existenparate strategy. The authors
recognize that despite the fact that the managergiom leadership development as
essential to their companies, they under-estimaming in this field. “General
managers should reappraise priorities for persa@sielopment and realize that
management by leadership is the only way to su¢d&adnina, 2000, 73).

At the same time this research addresses some neendations to the
management-training providers including the nedgssi have a more accurate
understanding of the training needs and to offerentailor-made programs.
Practical and context related training is mentioreed absent in the providers
programs. Benchmarking is a suggested strategiirigat the countries that have
gone through similar challenges. “Providers needdévelop demand for the
training in managerial and leadership skills so emtty needed by many

companies.” (Kalnina, 2000, 74)

The skills inventory of a Latvian company stéffie of the participants in the
survey made a report about the developmental nefeids management staff. This
study was conducted in 2005 with 360-degree feddbtherefore it consisted in
self-evaluations and evaluations from bosses, aglies and employees. The
issues under evaluation included a list of 13 skilh Table 5 you can find the
final ranking of the three most developed skilldahree least developed ones

according to the survey.
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Table 5

Skills inventory of a Latvian company staff

SKILLS

The best developed skills | Professional competence: specific technical knogde
and expertise.

Reliability: agreement between promises and work.

Orientation towards results: capability to be spean
the definition of goals and tasks, and their alignin
with the corporative goals.

The least developed skills | Team-building: necessary skills to work in teams to
achieve common goals together.

Development of others: skills to support and maéva
the development of others.

Interpersonal communication and understanding

Source: Author, based in confidential report ofvia company, 2005.

l1l.b.3 Methodology of the survey

The main research question of this study has bekat do senior managers in
Latvia recognize as the main skills necessary fant to effectively lead their

organizations, and how do they acquire these $kills

In order to make a more explicit and understandedsiearch, the main question
is split in three sub questions that are outlineelow together with their

corresponding hypotheses.

Basically the author looked for the managers’ ovancpptions about these
issues.
1. What do Latvian senior managers need to develapdar to become more
effective in their organizations?
How do they want to improve their skills?

3. How do the local institutions of business educafitbthe gap?
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We departed from the following hypotheses:

e Managers should improve their sense of loyal# low percentage of
Latvian senior managers are really committed t@r t@mpanies and roles.
The consequence is a high turnover of managers.

e The most important developmental needs of Latvianios managers
involve the soft skills and the ones that are egldb leadership conditions.

e Latvian senior managers should mainly develop @rrthe following skills
and conditions related to leadership: diplomacyiovi, team building,
communication skills, experience, coaching skéthics, and role models.

e Latvian senior managers are more likely to learrthenjob rather than to
use specific methods and they are still particularienthusiastic towards
coaching.

e Latvian business education programs do not comnipleteatch the
perceived needs.

e Latvian senior managers are still reluctant to nattéusiness education

programs, either executive or regular.

To write these hypotheses the author had usedxpmrience in training, as a
participant in the Executive MBA at the SSE Rig& Wworking experience in the

local market, the hypotheses and the opinionsaal land foreign experts.

In addition, the author used a survey tool developethe United States by
CCL. Therefore, this project was an opportunitytést the validity of this sort of
methodology in this context and the extent to whicherican leadership terms and

concepts are understood by Latvian managers.

lll.b.4 Implementation of the survey

The respondents have participated in two ways:nbgrihet or by face-to face

interviews.

4 Loyalty is considered in this paper a measuremémbmmitment, which could be developed and
impacts on leaders effectiveness
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The questionnaireThe Emerging Leaders program of CCL performed the

guestionnaire. Its compatibility with the reseawehs studied and its utilization was

approved before conducting the survey. As nothaldquestions applied to the present

study, the relevant ones have been selected togeitiethe CCL staff.

Some characteristics of the questionnaire:

1)
2)

3)

most of the questionnaire’s questions are closed;

the questionnaire could be completed in 30-40 nemuRfterwards the

responder could use other self-appraisal toolsmaaigrials as a reward for
participating;

confidentiality was assured in the questionnairal ahis fact was

communicated adequately.

The questions of the questionnaire that were uaade seen in the Appendix I.

The interviews

1.
2.

The interviews have been face-to-face with the @uth

A brief explanation was given before by email anerspnally. The
explanation included the motivation and charadiessf the interview, the
main goals of the research and some words emphgsilze character of
confidentiality of the interview and its practiGansequences.

Length of the interviews: the range was betweem#tutes and 1 hour and
a half.

Additional questions to the online questionnairgenbeen used; they are
outlined in Appendix lI.

l1l.b.5 Reliability and validity of the research

The author considers that the size and charadtsrist the sample, together

with the consistency of the results and the nunobbénterviews performed, allow the

findings to be generalized to the population ofieeexecutives of leading companies

and organizations in Latvia, or at least it coutdtédken confidently into consideration

in order to plan further research in the field.
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The author dealt with so many challenges in thisresu which could have
compromised the reliability and validity of the wéis including:

e the topic was very broad and perhaps sometimesgaiois,

e the language used in the survey and interviewsBmagish, which was not

the native language of most of the respondent$ threcauthor.

From the very beginning the author was aware afeltrawbacks and has tried

to overcome them as much as possible:

e the author used more than one method and one soudata. Then, as has
already been explained, the questionnaire wasdtesté complemented by
the interviews and with previous research.

e the author was careful to choose as a target, sesecutives of
leading companies, where he could find responderitis proficiency
in English.

e the author chose as the population under study tlemvery beginning,
senior executives of leading companies, in ordeolitain representation
from all the main business sectors, to gain a deapeaerstanding through
the interviews, and to receive as many responspesasble.

e the validity of the data has been assured in maayswmany questions
have been close-ended, and the open-ended havesthitet by the author
during the interviews (checking the meaning of theponses with the
interviewees). Furthermore, the open-ended answers recorded during
the interview.

e very few of the respondents have been managerswhiith the author has
had previous personal contact, in order to avoas bn the answers. In
addition, if on the one hand the author used coewee sampling, on the
other hand, when there was data available, thecehafi which companies
to approach was random. “The more closely the aoewee sample
selection procedure approaches a random seledtienmore valid the
survey results will be”. (Alreck, 1995, 79)
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[ll.b.6 Sample

More than 150 companies have been chosen anddrweitgarticipate with one

senior manager from each.

To select the sample of companies the author sgatlified samplingoecause
he wanted a proportional representation of comgamied organizations with a
proportional representation of managers with d#férbackgrounds, experience, and
environments. Of course, the possibility of findiegntacts has influenced the
decisions. Thereforegsonvenience samplinggas used. The author did not select the
companies of the sample randomly. In convenienogbag, “the data will not allow
definitive findings to be generated, because ofgtablem of generalization, but it
could provide a springboard for further researdy(nan, 2003, 105), which is the

main objective of this project.

To select the companies the author worked witstepliepared by the Executive
Education staff of the Stockholm School of Econamic Riga, a list of the 500
largest companies of Latvia (Konsult, 2006), areliiembership lists of the Latvian,
American and British Chambers of Commerce in Latliaese sources helped the
author to approach the leading players in the reaators of the economy according
to their position, number of employees and turnoMer other way to identify the top

leading companies in each sector was found.

The author targeted managers in top leadershiptiposi defined those in
which there is some kind of relevant participation strategic issues. In these
positions the managers do have the possibility Xerase the key processes of
leadership identified by Kotter (1990): establighidirection, aligning people and
motivating/inspiring. In simple terms, the authashselected those managers with
positions in the Board or just below the Board, With participation in long-term

decision-making processes.

Regarding the sample, firstly, the companies cbeldlassified according to the
geographic coverage of operations. This classifindats very relevant regarding some

of the issues this research deals with, given th@trole of management is clearly
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different in each of them. Out of the 41 companidsch participated, 25% are
multinationals, 36% regional, and 32% local. Sextof operations were 16%
industrial companies (i.e. food producers, chemigtaper, energy), 25% commercial
(i.e. retailers, wholesalers), and 52% other servectors (i.e. IT, consulting,

finance).

Leading corporations of different sectors have beeosen; hence companies
with insignificant positions in their sectors haveen excluded. The first reason is that
the author considers that in leading companies éiasier to find environments where
managers probably have paid attention more cayefuld with more professional
background to this kind of topic. With the firststdts it will be possible to have a
better basis to conduct research in more inforroatexts. The second reason is that
the author is experienced in the work and resesrdhese sorts of companies and

organizations.

The validity of the findings is confirmed concergithe composition of the
sample of individuals (see Figure 8). All of theme @enior executives in the sense
that either board members or in top executive mrstwith at least formal roles in
the taking of decisions with strategic implicatioAglditionally 52.3% are men and
47.7% are women, 68.2% are Latvian, 13.6% Russidnl8&.2% from other origins.
Furthermore, a wide range of functions is represkn69.1% work in General
Management positions and 40.9% in other functisnsh as accounting, marketing,
human resources, etc. The average age of the s@rileyears and the average time
of experience as a manager is between 6 and 18.ydarinformation of the whole
population is available concerning this data, butuitively the author believes,
according to his experience, that the top managepugulation of the most dynamic

companies of the Latvian private sector is suffidierepresented.
Additionally, to assess the programs of executihgcation in Latvia the author

has used the results of a survey carried out byE#ezutive Education staff that he

has verified with public information.
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Forty-four top executives of forty-four leading ketn companies participated
in the survey. Twenty-one have done so througheges with the author, which
has contributed significantly to the findings. &le respondents fulfilled the criteria
set for this sample in the sense that all of theenexecutives in senior positions of
leading companies. It was possible because theoap#rsonally approached each
candidate verifying carefully that these conditiovere fulfilled. Unfortunately, the
CCL for reasons of confidentiality, cannot provitdie identity of the respondents,
not even to the author. Therefore, the author kndhkes identity (name and
company) of those respondents who answered thegtinvough interviews or have
expressly accepted to participate or informed ahthor about their responses. In
this way the author can identify 41 out of 44 of tiespondents. The only problem
is that there are 3 companies that are not idendtifand thus cannot be classified.
However, this was not issue because the requirednmation was received by the

author in full.
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Table 6

Composition of participants according to their natve languages and sex

Source:

Frequency Percent
Men 23 52.3
Women 21 47.7
Total 44 100.0

Frequency Percent
Latvian 30 68.2
Russian 6 13.6
Other 8 18.2

Author based on his survey’s data, 2005200

Composition of participants according to their fundions

Frequency Percent
Accounting 1 2.3
Administration 2 4.5
Advertising/Public Relations 2 4.5
Credit/Finance 1 2.3
Human Resources/Training 6 13.6
Law 1 2.3
Marketing 2 4.5
Materials Management/Purchasing 1 2.3
Operations 1 2.3
Sales 1 2.3
Top Management 26 59.1
Total 44 100.0

Source: Author based on his survey’s data, 2005200
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Please, find in Tables 6 and 7 the main charatteief the participants and a
summary in Figure 9.

Figure 9 The DNA of the Latvian Senior Managers of the Skm
Source: Author based on his survey’s data, 2005200

[11.b.7 Results and discussion

Main findings

The list of variables for the quantitative analysidisted in Appendix Il. The
variables corresponding to the defined leadershigp managerial skills are listed
separately given their relevance in this reséar@he classification between soft
leadership skills and hard managerial skills hanbaone intuitively considering the
definitions of these concepts and based mainlyhéndriteria used by Dr. Jennifer
Deal on a report of the CCL (Deal, 2004).

Validity of the methodology and understanding efd¢bncepts

a) General understanding of concepfss was already said, one of the first

reasons why the author administrated many questioesithrough interviews was the

® The author used SPSS to analyze the quantitatiee da
® The definitions of these skills are exposed in appeVIIl.
" Dr. Jenifer J. Deal has supervised the survey ftarside of the Center of Creative Leadership.
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need to grasp to what extent there is a correcénstahding of the topics of this study
and to assess the ability of the respondents taveanthe questions included in the
guestionnaire considering the language, methodadoglyconcepts used. In addition,
the interviews have been fundamental in obtainimg@equate reading and analysis
of the data.

The interviewees did not have significant problamsnswering the questions
and there have been only some recurrent doubtsenung a few terms, mainly
diversity. Actually, when they have been askeddte,rin the questionnaire, their
likelihood of seeking development in each skilllyobwo managers in the entire
sample recognized diversity as a priority in theening agenda (choosing the option
very likely and the author thinks that this low rate is hyghélated with the
misinterpretation of the term. Therefore the autthecided to drop diversity from the

list of variables and it is not included in theuks analysis.

b) Understanding of leadershipThe author asked the interviewees to
mention a leadership fact, i.e., an example of lleague, a process, a project or
some job experience, in which the interviewees d@¢adentify the existence or
absence of leadership attitudes or skills. Plefiad, a summary with the main
ideas of the examples and the author’s encodingainle 8 and Figure 10. The
author made the codification of the statementsguthie list of skills utilized in the
guestionnaire to maintain coherence and to conttast results. Further this
codification was done, as is recommended, in omg day and together with the
sight-editing, because “it's best to do both thghsiediting and the post coding at
the same time for each document” (Alreck, 1995, )24llhe examples of the
respondents mainly included issues related to ethiteam building,
communication skills, entrepreneurialism (initia)y coaching skills and vision.
According to these results the author understaidd the managers clearly
identified as leaders those persons that fostet,tkeep the people motivated and
energize the companies. Therefore these three ceaistics define the variable

leadershipused in the data analysis.
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Table 8

Leadership Facts Described by the Interviewees aridelated Key Concepts

Facts of Leadership®

| remember a technician who belonged to one ofteams. He was not one of
bosses however in the way he worked he was an daashpguality, an example th
we felt moved to imitate.

Ethics (quality)

We had a Managing Director who was in charge duarigne of crisis. He had
make profitable our company. He was a leader, tmpany was his life, he ma
everything together with his team, talking to theople, accompanyin
encouraging and motivating, everybody trusted hie.left others participate
the reward.

Managing change — Team building — Ethics (justice} Coaching skills

| fired a manager that was not aligned with thedglines, instead the fact we warr]
him. | was the boss, he did not understand.

Conflict Management

| have a human resource manager who was hired eaosyago and worked al
around quality processes. She is a successful stdeadership, she made import
achievements, she makes the people follow hershedenerates trust.

Team building and ethics (trust)

We often have to deal with the State Revenue Sgrwhat is not easy. Once | star|
to work in order to generate self-confidence in tidwe office employees, convincir
them they were performing. In this sense they cgaldo the state office with mo
confidence to negotiate. The result: we got lifinalties. The idea is to solve
problems together, create this perception and ingtioe self-confidence.

Team building, self-awareness and coaching skills

Leadership has been key in all the start-up proaedsduring the first growing stag
| have been leader always in personal and in psafeal issues. The fundament
have been ethics and to be goal-seeker, when thyglepsaw | could make thin
happen they followed me.

he
t

ed

ant

ted
g
re
the

e.
als
JS

Entrepreneurialism, self-awareness, ethics and teatvuilding

My company is built on the leadership conditionstteé founder as confidence a

nd

excellent communication skills.

8 These areon-exactphrases; the author edited them in order to Hedpréaders to understand the
ideas. These are examples described by the intexeie that reflect what they understand about

leadership and therefore what they look for throlegdership skills training. lblond the reade

r

finds the codes assigned by the author accordittgtive leadership skills used in the questionnaire.
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Ethics (trust) and communication skills

Each year we should deal effectively with the adstiation of the financial bonu

and an essential process is communication, we taayoeverything, just the needed

to make the people understand the decisions ahdygy with them.

Diplomacy

My company should make a 180-degree change ofegirai have designed the

strategy and | am convinced about it. | should makeery careful work of tea
building and communication.

m

Vision, team building and communication skills

| have never lost an employee and from | took efficlesigned a long-term vision
my branch and | am spending efforts in communiggatinthe stakeholders.

of

Team building, vision, and communication skills

| had to start up my company again splitting itnfr@nother where | did not agree

with one of our partners about some issues asnait@peration and quality of the
customers. We made it and we succeeded. We le#ltaedom this moment on we

should think carefully whom we accept in the owhgrsand management of t
company. We should discuss the main issues edsbeguse after it becomes hard

he

er.

Entrepreneurialism and ethics

Our company does have a strong lack of leadershepy low motivation; thg
company runs slowly and there are not major chaagdsnnovation.

A4

Creativity and entrepreneurialism

Leadership is our most important issue and it isifeated in: problems of team-

building, lack of communication, difficulties to gmote local managers to t
management positions. The soviet time has hindayrteadership attitudes: the log
manager scares to take decision and they go in ol business without care t
goals of the company and the goals of their teams.

Op
cal
he

Team building, communication skills, conflict managment, and
entrepreneurialism

Good example of leadership is the new appointedatag manager. She is excellg
in communication skills and with a global visionair company. She added a lot
value to her post when started to innovate andrpmrate new ways of doing with
broader perspective with produces benefits alsdHerother business units that

different profit and loss centers.

2nt
of
a

are

Communication skills, vision, entrepreneurialism

The CEO of my company is a good example of leaderste has strong individual
skills, large expertise, and sounded knowledgeddéts exercise authority, does ha
real power, he can keep in mind a global visiothefcompany, grasp quickly the
essence of the problems, he is fast to analyzeamudol the information.
Additionally he is very skillful in interpersonatlations, for example you realize he
pays attention when you talk and he rememberddthils what you said.

ve
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Managerial skills, team building, vision, coachingskills

From the Merger & Acquisition process we neededngfrdoses of leadership in the

management team. Specifically, we had to change/élyewe communicate, we are

more open, otherwise the people start working agsumptions. The people need o
feel secure, and that they can rely in the cAibE interviewer has spent time training

through coaching his leadership capabilities.

Managing change, communication skills, and ethicgr(st)

In my company there are very few leaders. Theomesin the Board with particular
conditions to gain authority. Some times, not alsyde is bright. However the peoj
trust in him. He is open, transparent; therefoeertations are more fluent. A stron
improvement in leadership in all the structure vdodve financial implications.

Ethics (trust) and communication skills

Dle

| had a manager colleague with clear leadershripates: everybody trusted on hi
working with him everybody tried to do the best. Was not showing all the time t
mistakes the people made, on the contrary he eagedrthe people. He was as v
very proficiency in his field and he was awarertmsmit his experience to others.
had a very positive attitude towards work and life.

m,
he
vell
He

Ethics (trust), team building, coaching skills, maagerial skills

Source: Author based on his survey’s data, 2005200
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Source: Author based on his survey’s data, 2005200
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To what extent did senior executives have the @émaevelop leadership skills in

their careers? Findings about leadership’s origarsd the impact of change

The author describes findings in relation to theeea experiences of the
managers, taking into consideration the theory oftét (1994) about the extent to

which these experiences can influence the developofdeadership skills.

Starting with role models, the author asked speadiff in the interviews if
managers could recall someone who had been veryrieng to them in their career.
Most of the interviewees did not recognize a rotedei (13 out of 21). 95.3% of the
respondents (21) that answered the item from tlestogpnnairel am learning in my
job confirmed that their working places provide leaghiexperiences. Through the
interviews, the author could confirm this trend.alctual fact, the interviewees could
hardly find any outstanding role models, but in g@h they recognized they had
learned from their colleagues. This is confirmedtiy fact thabn the joblearning
was the highest ranked method to develop bothaswfthard skills.

All these findings confirm that the respondents trechance to develop skills
in their companies. The question is: which kindskills? Do their job experiences
provide the managers with the necessary contegetelop leadership skills? From
the gquantitative data we can get some insightstiggafrom age and experience, we
can see in our sample that the respondents haveiléep corporate positions very
early in terms of age and career experience. Wesearthat 25% of the respondents
have not more than 10 years of working experiemce78.5% less than 20 years. The
author does not think that the low age is reallyrryiog (the average is aprox.
38 years old), but the problem is that most of nganastarted managing in their early
20s. As the author could detect already in thawige/s, many of the respondents had
taken management positions soon after the Latwalependence, therefore they

started their careers in charge of companies, pempsignificant projects.

According to the quantitative data of the surveg thenomenon of high
turnover of staff is also present at this level tbé organizations. Most of the
respondents have changed working places once évemyars or more often and

31.9% are not sure if they will be in their compmin the next three years. 72.8% of
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the respondents had been in their current compésseghan 10 years and 52.3% had
been in their current position less than 3 yeamsmRhe interviews, the author learnt,

in general, that reasons given for the job changa® better opportunities and new

challenges rather than dissatisfaction with theewvus positions.

At the same time, and in line with the lack of rol®dels described at the
beginning of this section, according to the quatitie data of the survey most of the
managers do not have bosses or their bosses facknd experience. 77.3% of the
respondents do not have a boss, or their bossg@anger than 45 years old. This is
perhaps one of the reasons why, according to thatiative data of the survey, only
11.4% of the respondents would choose their bos®ash. As the author perceived
through the interviews, the managers seemed to theiw bosses more like peers
with higher positions rather than senior colleagubsgether with the workplace
changes and low age and experiences, another fafctast changes was the wave of
mergers and acquisitions that many of their comggahad experienced. The author
does not have data for this sample but it was alaegssue discussed in the

interviews.

On the contrary, a positive factor that could havwuenced the leadership
development of this sample is the internationalosype of the managers. On the one
hand, according to the quantitative data of thevesumany of their companies are
multinational and regional (61%), while at the satime, 38.6% of the managers

have lived abroad.

Nevertheless, the managers clearly had opportanttbedevelop their hard
managerial skills. According to the quantitativetadaf the survey 93.1% of the
managers could speak 3 or more languages, 61.48rhaster or Ph.D. degrees,
31.8% are still attending regular education (whiokans, in general, MBA), and
more than 50% of the respondents attend reguterltyhe jobworkshopsprofessional
workshopsor simply invest irprofessional readingFurthermore, mainly through the
interviews with the expatriate managers, the auttmaid confirm the high level of
professionalism of the local managers in termsofnical knowledge. The managers

themselves are aware of this asset, as we wilihsé® next section.
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What are the leadership and managerial skills thetior executives perceive should

develop further? Results about leadership capitel Beadership processes

We proceed to describe the results regarding tiie gle managers consider they
lack and those that they need to develop, firsttimeing the findings of the individual
skills and afterwards the findings correspondinddth groups of skills as such: soft
leadership skills and hard managerial skills. Ththa@ analyzed the data with central
tendency measures and frequencies. The respordldni®t make a ranking of skills
themselves; they rated the likelihood to seek agraent in each skill. From the mean

ratings and the frequency of the ratings the autamte the rankings

According to their means, the ranking (see Tablefhe soft leadership skills
is leadership (1.9%), managing change (2.19), vision (2.24) and teamidmg
(2.33) In Tables 9 and 10, the author inserts additlgriak position of the skills in

the ranking according to the frequencies of electilikely or very likely

Table 9
Top ranked soft skills according to their means (sae: 1 to 5)
Std Ranking
Mean L Median Mode acc. with
Deviation .
frequencies

Leadership 1.90 1.100 2.00 1 1
Managing change 2.19 1.200 2.00 2
Vision 2.24 1.200 2.00 2
Team-building 2.33 1.162 2.00 2

Source: Author based on his survey’s data, 2005200

® As it can be seen in the questionnaire (Appendike)statement of the question wBtease, rate
the likelihood that you would seek developmentarheof the following areas in the next yeahe
scale went from 1 to 5 (very likely to very unliigel From the interviews the author observed that
the respondents interpretadxt yearas short term.

10 1t is time to remember thdeadershipin this ranking is defined as the characteristiecg thakes a
manager foster trust, keep the people motivateceardyize the companies.
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The same analysis was made with the hard managskilid, and the most
important in the ranking have beeskills training in my field, problem
solving/decision making, strategic planning, inttional business knowledge, and

performance appraisdlsee Table 10).

Table 10
Top ranked hard skills according to means (scale: i 5)
Std. De- Ranking
Mean . Median | Mode acc. with
viation :
frequencies
Skills training in my 2.38 1.343 2.00 2 1
field of expertise
Problem solving/decision| 2.43 1.291 2.00 2 2
making
Strategic planning 2.45 1.194 2.00
International business 2.69 1.278 2.00
knowledge

Source: Author based on his survey’s data, 2005200

Regarding the differences in priorities betweerhkgrioups of skills there was
no substantial margin, which means that from thantjtative data the author could
conclude that the managers still prioritize thealepment of both groups of skills
almost at the same levehoft leadership skilldhhave received on average only a
marginally morevery likely and likel\(21.6 per skill) answers and fewesry unlikely
answers (10.6 per skill) thdarard managerial skill§18.9 and 13.4, respectively). In
addition the mean of the soft leadership skillsugrcs just slightly lower (2.644) than
that corresponding to the hard managerial skilkeugr(2.970) and this difference is
not statistically significarit. Median and mode for all the skills inserted irblEs 9
and 10 are equal 2 (except for Leadership whereenwédqual 1), indicating that 50%

of the respondents have answedrkely and very likelyfor all these skills, and that the

11 Both groups have been tested with Cronbach’s adpldbboth satisfy the condition of being larger
than 0.70 (0.834 and 0.921 respectively). Also dlmhor does not consider the groups to be
statistically different (p: 0.24 and t; -2.587)
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most common answer has bdikely, except fol_eadershipwhere the most repeated
reply was very likely (mode=1). These results agree with the distributain

frequencies displayed in tables 12 and 14. Givenptioximity of mean, median and
mode values in all the skills we could conclude thase indicators well reflect the

distribution of the answers.

Please, find below the full rankings of hard andt s&ills according to their
means (see Tables 11 and 13) and frequencies &xesTL2 and 14).

Table 11

Hard managerial skills ranking, in full, according to mean ratings

Ranking according with means (*)
Mean | Median | Mode Std. De-
viation
Skills training in my field of expertise | 2.38 2.00 2 1.343
Problem solving/decision making 2.43 2.00 2 1.291
Strategic planning 2.45 2.00 2 1.194
International business knowledge 2.69 2.00 2 1.278
Foreign Language 2.71 3.00 1 1.346
Performance appraisal 2.71 2.00 2 1.312
Management/business skills 2.74 2.00 2 1.27Q
Time management 2.79 2.00 2 1.317
Public speaking/presentation skills 2.81 3.00 2 11.3
International cultural adaptability 3.02 3.00 2 202
Sales 3.15 3.00 1.389
Hiring/interviewing 3.17 3.00 3 1.321
Quality/process improvement 3.29 3.00 2 1.270
Career planning 3.33 3.00 1.223
Computer training 3.43 3.00 5 1.399

(*) Statically significant differences at .05 leumdtween variables.

Source: Author based on his survey’s data, 2005200
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Table 12

Hard managerial skills ranking in full according to frequency of ratings (*)

Ranking according with frequencies

Likely and Very Likely
(descendent order according
with number of mentions)

Unlikely and Very Unlikely
(descendent order according
with number of mentions)

Skills training in my field of expertise (27)

Quality/process improvement (20)

Problem solving/decision making (27)

Career planning (19)

Strategic planning (26)

Sales (18)

Performance Appraisal (24)

Computer training (16)

International Business Knowledge (22)

Hiring/interviewing (16)

Time Management (21)

Project management (15)

Management/business skills (21)

International caltadaptability (15)

Public speaking/presentation skills (20)

Publicadeg/presentation skills (13)

Foreign Language (19)

Management/business skifls (1

Project management (16)

Time Management (12)

International cultural adaptability (16)

Foreignnguiage (12)

Skills training in my field of expertise (27)

Quality/process improvement (20)

Problem solving/decision making (27)

Career planning (19)

Strategic planning (26)

Sales (18)

Performance Appraisal (24)

Computer training (16)

International Business Knowledge (22)

Hiring/interviewing (16)

Time Management (21)

Project management (15)

Management/business skills (21)

International caltadaptability (15)

Public speaking/presentation skills (20)

Publicadeg/presentation skills (13)

Foreign Language (19)

Management/business skifls (1

Project management (16)

Time Management (12)

International cultural adaptability (16)

Foreignngaiage (12)

Quality/process improvement (15)

Problem solving/Decision Making (10)

Sales (15)

International Business Knowledge (10)

Hiring/interviewing (13)

Performance Appraisal (11)

Career planning (11)

Skills training in my field of expertise (9)

Computer training (9)

Strategic planning (6)

(*) The numbers between brackets are the frequencie

Source: Author based on his survey’s data, 2005200
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Table 13

Soft leadership skills according to mean ratings. &king in full

Ranking according with means (*)

Mean Median Mode Desitgt.ion

Leadership 1.90 2.00 1 1.100
Managing change 2.19 2.00 2 1.200
Vision 2.24 2.00 2 1.200
Team-building 2.33 2.00 2 1.162
Conflict management 2.63 2.00 2 1.102
Career coaching skills 2.69 2.00 2 1.000
Communication skills 2.79 3.00 2 1.260
Self-awareness 2.79 3.00 2 1.260
Life balance 2.83 3.00 2 1.413
Entrepreneurialism 2.90 3.00 2 1.340
Diplomacy/politics at work 2.95 3.00 3 1.248
Ethics 3.05 3.00 3 1.203
Creativity 3.10 3.00 2 1.340

(*) Statically significant differences at .05 leustween variables.

Source: Author based on his survey’s data, 2005200
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Table 14

Soft leadership skills according to the frequencyfaatings (*). Ranking in full

Ranking according with frequencies

Likely and Very Likely
(descendent order according
with number of mentions)

Unlikely and Very Unlikely
(descendent order according
with number of mentions)

Leadership (32)

Creativity (16)

Managing change (31)

Life Balance (15)

Team-building (29)

Entrepreneurialism (14)

Vision (28)

Ethics (13)

Career coaching skills (21)

Diplomacy (13)

Conflict management (20)

Communication (12)

Self-awareness (20)

Self-awareness (11)

Life balance (20)

Coaching skills (9)

Communication skills (19)

Team-building (9)

Entrepreneurialism (18)

Vision (8)

Creativity (16) Managing Change (7)
Diplomacy (15) Conflict Management (6)
Ethics (12) Leadership (5)

(*) The numbers between brackets are the frequencie

Source: Author based on his survey’s data, 2005200

The author tried through the interviews to test thanagers’ vision or lack
thereof. The idea was not to know the vision eghbtl by the company, but merely
to test if the vision of the company, i.e., its page and strategy, “is really actively
directed by the individual” (Lynch, 2003, 367) thntids the position to do it. Hence,
the interviewees were asked to describe the rearvof their companies. The author
analyzed the answers and the enthusiasrthe respondents. In order to make the
post coding of these answers the author createxla with four possible levels of

vision: absencgwhen there is not a real idea of the vision Bt-aformal (the vision

12 14 guarantee the quality, the author made the ®dhing and analysis the same day of the
interview. However, the post-coding was done at ¢mel of the research. Please, find the
transcription of the answers in Table 15 and Fidure
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is written and known by the manager, but it is eototionally “alive” in the
responder) target(there is no long-term vision, but at least acgdiusiness medium
term goals which take into account the forces efitidustry) —real and motivating
vision (there is a consistent vision “alive” in the resger, it is long-term, it takes

into account the market structure, and makes thgeay distinct).

Table 15

Managers’ visions

Descriptions of vision®

| see our organization very successful in the ltarga.

Absence

We are short-term basis, we do not think in the{term.

Absence

We are selling the company now, however | thinkwile be in the same niche in the
long run.

Absence

in

| do not have to think in the long-term, | just wam make my company the no. 1
the market and have the chance to be retired yeafs.

Absence

There is a new vision, it is written. | don’t knowe are changing.

Formal

Long-term vision: regarding the company, it will beld. Regarding the team, | am
looking for a successor. | just send the produztthé customer in time, quality apd
price, just it.

Absence

| don’t know what will happen with the company imetfuture; even | don’'t know
what will happen with me tomorrow.

Absence

My company, | don’t know, it will always be a leada the market, from my side
just want to start up something new.

Absence

| don’t know if there is a long-term vision of tbempany, only that there will be changes
continuously, also | don't know what are the loagst plans of the firm in Latvia.

13 These areon-exactphrases; the author edited them in order to Hepréaders to understand the
ideas. The author has cared to do the sight-ediiersame day of the interview.
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Absence

Vision of the company: till the next three years wawe clear targets, after | think we

will not be any more here.

Targets

We want to be the ones who shape the businessrsastovell we are not only
pension fund, we want to be the support of the [gefmp their future.

Real and motivating.

Our organization is its building, | hope it will tme a business center of Latvia.

Absence

To keep and increase the leadership of the comipatmg local environment, it will
be a strong company in its sector always in thallow@arket.

Absence

Our vision was decided abroad, at the headquadees, not bother too much. |
cannot say anymore, we have some goals to fulfill.

Targets

We have clear medium-term targets in parametersosimer satisfactions, retu
over capital employed, market share and employtesfaztion.

Targets

We will have a stable and modern company, leadeallirits categories, with
developed international networking, with possil@bt to retain high-qualifie
employees concerning the availability of runnintginational careers.

Absence

We have defined for the next 3 three years someeahand profitability targets
There is a vision that is written, that is mordess formal.

Targets

From being an old state institution to become d gdanted company. We came
with a strategy after internal workshops. At thensatime | am communicatin
gradually and selling the vision to the Board. Aaywwe should wait changes in {
people of the Board in order to enforce our ideas.

Real and motivating.

We are moving from being a Telco to an IT compamg & is in important in sever
issues as recruitment and training.

-

n

oo

g
he

Real and motivating.

We want to be a global company, which is ablernd find introduce innovative ide:

aS.

Absence

Source: Author based on his survey’s data, 2005200
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motivating
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20%
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Figure 11 Existence of vision between interviewees

Source: Author based on this survey’s data, 20020

The author identified only three respondents (15%he interviewees) with a
real and motivatingvision. Their visions were more general than foiah and
operational targets, and sufficiently well defirntedset behind medium-term concrete

goals. It is worrying that in 60% of the interviesgethe vision was completedypsent

Summary of the results: concise answers to thearesegjuestions

The author summarizes the main insights from tsearch findings. The first
guestion of this survey waghat do Latvian senior managers need to develapder
to be more effective in their organizationsfom the interviewst was clear that the
managers perceive that soft leadership skillstegetiority in development. However
it could not be fully confirmed by the quantitatidata. In fact, from this data both

groups appear almost at the same level of relevance

In a few skills, hard and soft, most of the manadeve expressed really high
interest: vision, team building, managing changeacting skills and conflict
management have been ranked the first prioritiesweav¥er, from the previous
research of KPMG, the comments collected duringirkerviews, and the objective
data described above, it seems that the managdes-parceive, as is logical, their

needs in terms of leadership development. Followkagter (1994) we can make
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some considerations looking at our findings regagdheir career experiences . The
lack of role models can make it difficult to leagimce it is not possible to start where
others have left off. The rapid climb in their can® prevents people from thinking
about the long-term and discourages consideratideaglership issues. The lack of
loyalty restrains the business trust and makeari for the organization to learn and
to improve its practices. However, as the manametise Latvian context had begun
managing early in life, they were compelled to lead learn quickly from successes

and failures.

Finally, on the one hand the author concludes fitmeninterviews that there is a
general understanding of what leadership is mainlyterms of the leadership
processes described by Kotter (1994). Such unadelisign usually emphasizes the
relationship between leadership and personalityacheristics and the extent to which
it influences the work in teams, the motivationttoé people, and the achievement of
results. On the other hand, the author believes tthere is a lack of knowledge
concerning the foundations and essentials of |sader

The author will expose in section lll.e.1 findinggich concerned to the other
two questions addressed by this survey (How do wWeayt to improve their skills and
how do the local institutions of business educatilbthe gap).

lll.c Leadership development in times of crisis: tle European case

[1l.c.1 Outlook

CCL (Center of Creative Leadership) has run the@esuanalyzed in lll.b in a
wider basis and the author thinks that this pathefdissertation will be complete if
he runs the same data analysis in the way he didthwe Latvian database and if he
compares the results obtained in Western EuropsteffaEurope and Latvia. The
information on the CCL survey has been obtainethftioe database he received from
CCL in January 2010 and from the report publishgdCiCL (D’Amato and Deal,
2006) on the survey findings.
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lll.c.2 Sample

In the European sample of the survey, CCL got 1@8#onse$ (63.4% from
Western Europe and 36.6% from Eastern Europe). gdmeler composition of the
sample is 42.6% females and 57.4% males. The samat divided into four
generational cohorts based on year of birth:

e Participantdorn between years 1946 — 1951: 5.6%;

e Participants born between years 1952 — 1959: 23%;

e Participants born between years 1960 — 1970: 45.2%;

e Participants born between years 1971 — 1980: 26.2%.

In terms of academic degrees, this is the composdf the sample:
e 9.1% less than Bachelors Degree;

e 32.5% Bachelors Degree (BA, BS);

e 42.4% Masters Degrees (MA, MS, MBA);

e 6.9% Professional Degree (MD, JD, DDS);

e 3.4% Doctorate (Ph.D.);

e 2.0% others.

Please, find below in Tables 16 to 19 the compmsitif the sample according

to sex, age, organizational level and functions.

Table 16

Composition of participants according to sex

Frequency Percent
Men 1114 66.9
Women 552 33.1
Total 1666 100.0

Source: Author based on CCL survey's data, 2006

14 The author run the data analysis on a larger datalil666 responses) where other EU neighboring
countries have been included as Russia.
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Composition of participants according to age

Table 17

Generation Frequency Percent
Gen A (born 1946 — 1951) 101 6.1
Gen B(born 1952 — 1959) 355 21.4
Gen C(born 1960 — 1970) 731 43.8
Gen D(born 1971 — 1980) 479 28.8

Source: D’Amato and Deal, 2006.

In table 17, we could see the classification of gagticipants according to their

generations. In table 18, we could observe theminguof the participants according

to their positions at their organizations. Pleasbserve that 79.6% occupy

management positions.

Table 18

Composition of participants according to their organizational level

Frequency Percent
Valid top 75 4.5
executive 299 17.9
upper middle management 447 26.8
management 506 30.4
professional 236 14.2
first level 49 2.9
hourly employee 8 0.5
not relevant to my situation 29 1.7
Total 1649 99.0
Missing | System 17 1.0
Total 1666 100.0

Source: Author based on CCL survey’s data, 2006.
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Composition of participants according to their fundions

Table 19

Fre- Per- Valid Cumulative
quency | cent | Percent Percent
Valid 38 23| 23 2.3
Accounting 58 3.5 35 5.8
Administration 85 51 5.1 10.9
Advertising/Public Relations 7 04 04 11.3
Credit/Finance 140 84 84 19.7
Education 25 1.5 15 21.2
Engineering 181 109 10.9 321
Human Resources/Training 183 11.0 11.0 43.0
Information Systems/Data 88 53| 5.3 48.3
Processing
Law 26 16| 1.6 49.9
Manufacturing 29 1.7 1.7 51.6
Marketing 107 6.4 6.4 58.0
Materials 44 26| 26 60.7
Management/Purchasing
Medicine 1 01, 01 60.7
Operations 108 6.5 6.5 67.2
Product Development 23 14 14 68.6
Quality Control 23 1.4 14 70.0
Research/Analysis 43 26 26 72.6
Research and Development 48 29 29 75.5
Sales 204 122 122 87.7
Secretarial Support 4 0. 0.2 87.9
Security 5 0.3] 0.3 88.2
Social Service 04 04 88.6
Systems Analysis 7 04 04 89.0
Top Management 183 11.0 11.0 100.0
Total 1666 100.0f 100.0

Source: Author based on CCL survey’s data, 2006.
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The database under analysis included mostly Europeantries and gathered
1666 respondents. Please, find in Table 20 thellisibn of respondents per country.
As it can be seen, more than 20 countries are septed, being Ireland and Spain the

countries with the largest number of participants.

Table 20

Composition of participants according to their courtries of residence

Frequency Percent
Valid

Austria 60 3.6
Belgium 23 1.4
Bulgaria 79 4.7
Czech Republic 60 3.6
Finland 20 1.2
France 27 1.6
Germany 25 1.5
Hungary 73 4.4
Ireland 351 211
Italy 51 3.1
Latvia 45 2.7
Netherlands 34 2.0
Poland 99 5.9
Romania 35 2.1
Russia 48 2.9
Slovakia 26 1.6
Slovenia 36 2.2
Spain 327 19.6
Ukraine 21 1.3
United Kingdom 130 7.8
Others 96 5.7
Total 1666 100.0

Source: Author based on CCL survey’s data, 2006.
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lll.c.3 Career paths and job satisfaction

Before proceeding with the comparison of essem&éih connected with our
research, as a matter of interest, the authort;seme important results from the
survey related to career paths:

e Most of the participants like their work (86%) anmtbn-substantial

differences were found across Europe.

e A large part of respondents recognize that theysatisfied and feel happy
with their work (72%) and non-substantial differescwvere found across
Europe.

e Most of the respondents consider their own contidou and their
teammates as the most rewarding aspects of thekr (Wd%).

e Less than half of the respondents (47%) admit fihahcial compensation
is the most rewarding part of their work and nobstantial differences
were found across Europe.

e 60% of respondents consider that they feel moreamed with
accomplishments in private life rather than in earé\ slight difference
was found between Eastern (54%) and Western gaatits (65%).

e Most of participants feel that they are contribgtio society through their
jobs (75%) and non-substantial differences weradioacross Europe.

e 64% of respondents rely on their organizationsuifilling commitments.
However, respondents expressed more trust towdreis bosses (73%
agree or strongly agree that they trust their curbess).

e Managers perceive they don’t focus their jobs mgitim projects nor in
people, they serve both — 62% reported managing pedple and projects
and non-substantial differences were found acrosspe.

e Respondents didn't express long term commitment&rds their bosses.
Only 40% said they would stay as long as they could

e Slightly more than half of the participants (56%Qumd their upper

management to have the ability to articulate itaslgand priorities.

105



lll.c.4 The influence of role models and values onEU managers’

development

As with the Latvian sample, first the author pratedo describe the results
regarding the skills the managers consider thel uwd those that they need to
develop. The author analyzed the data with centesdency measures and
frequencies. The respondents did not make a rarddirsgfills themselves; they rated
the likelihood to seek development in each skillorr the mean ratings and the
frequency of the ratings the author made the rayskin

In Table 21 we could observe the rankings of thidsskomparing Western
Europe, Eastern Europe and Latvizeadership® stands at the top of the three
rankings. Vision and Team Buildingalso account for similar results in the three
regions.

In order to further proceed with understandinghait leadership training needs,
the author decided to run a two-cluster methodyasmalin order to confirm trends
among the participants on those factors which, raeg to the theoretical
background of this dissertation, positively or rtegdy affect their leadership capital
and leadership processes: values and role modwetsatthor identified the following
variables as the ones, which explains the presehealues and role models in the
databasel am happy in my job| believe that my organization will develop me as a
employee / Upper management of my company cleatiguates its goals and
priorities / | like my work / In my company, peojpjet ahead because of how they
perform / | trust my current boss / | trust my ongaation to keep its promises /
| could happily stay with the organization for tresst of my working life / 1 would like
to stay with my current boss for as long as | cddn/ the job, | am developing the

skills | need for the future.

15 As it can be seen in the questionnaire (Appendike)statement of the question wBtease, rate
the likelihood that you would seek developmentrheof the following areas in the next yeahe
scale went from 1 to 5 (very likely to very unliigel From the interviews the author observed that
the respondents interpretadxt yearas short term.

18 It is time to remember thdeadershipin this ranking is defined as the characteristiecg thakes a
manager foster trust, keep the people motivateceardyize the companies.
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Table 21

Leadership training comparison in Western Europe, Bstern Europe and Latvia

i Western Europe Eastern Europe |2‘ i;t;;'a f
Question (63.4% of responses)| (36.6% of responses) (2.7% 0
responses)
Areas Leadership o Leadership Leadership
chosen for
training Vision « International Managing change
business
Performance Vision
appraisal « Vision
Team building
Team building « Performance
appraisal Skills training in
Problem my field

solving/decision
making

Managing change
Strategic planning
Management skills

Communication
skills

Skills training in
their area of interest

e Team building

e Problem
solving/decision
making

« Public speaking
« Time management

e Quality/process
improvement

« Managing change

Problem
solving/decision
making

Strategic planning

International
business
knowledge

Source: Author based on CCL survey’s report (2@0@) author’s survey (2005-2006).

Please, find in Figure 12 the summary output’'s SB88enshots of the cluster

analysis.

Two clusters of respondents have been identifigd 812 and 1056 individuals

each. 98 respondents have been missing from thgsemaAccording to SPSS quality

check, the cluster classification has been at nbstamdards of acceptance (please,

seesilhouette measure of cohesion and separatidfiigure 12).
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Model Summary

Algorithm TwoStep

Input Features 10

Clusters 2
Cluster Quality
[ 1 I I
10 05 0.0 0.5

Silhouette measure of cohesion and separation

Cluster Sizes

Cluster
m
M

Size of Smallest Cluster 512 (32.7%)

Size of Largest Cluster 1056 (57.3%)

Ratio of Sizes:
Largest Cluster to 2.06
‘Smallest Cluster

Figure 12 Cluster Analysis’ model summary
Source: Author based on CCL survey’s data, 2006.
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Clusters

Feature Importance

EH1o0Bo09M0s8Mo0.7006005

Cluster 1 2
Label
Description
si
(1056 (512
Features

Iam happyin myjob. | am happyin myjob.
1.74 2.84

| trust my organization|l trust my organization
to keep |;snp‘{'omises. to keep |1ésupé'omises.

| could happily stay | |could happily stay
with the organization | with the organization
for the restof my for the rest of my
working life. working life.

| would like to stay

for as long as | can.
243

with my currentboss

| would like to stay

with my current boss

for as long as | can.
3.41

On the job, | am

developing the skills

need for the future.
1.72

On the job, lam

lldeveloping the skills |

need for the future.
2.41

In Figure 13 we could observe how both clustertesihtiate one of the other

taking into account themeansof the responses for each variable. The largestetiuno.
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Figure 13 Happiness, values and role models among EU manage
Source: Author based on CCL survey's dat

a, 2006.

1, differentiates from cluster no. 2 in the follogirespects: participants feel in average



happier in their jobs, trust more that the orgdivmais going to develop them as
employees, upper-management articulates better atopes with organization’s
objectives, like more their work, politics intenemnless in promotion, trust more in their
boss and their organizations, feel more comfortabtieir current organizations and their
bosses, and finally they feel they are develoguegskills they need for the future.

Once the author held these findings, he decidedetrch whether in these
managers happiness at the workplace (measured dsg happy in my joband
personal development at the workplace (measureldogjieve that my organization
will develop me as an employesre influenced by the other variables used fer th
cluster analysis and in which extent. Thereforedéeded to run regression analyses
using as dependent variablemm happy in my jolandl believe that my organization
will develop me as an employ@&éis analysis is similar to the one marketingeegsh
analysts do when trying to get if consumers’ petioeg of quality are determined by
their perceptions of prices and branding. The authdl try to grasp whether
managers’ perceptions of happiness and developrasntdetermined by their
perceptions of: alignment between organization @grdonal goals, likeness of work,
political environment at the workplace, trust todsathe boss and the organization,

corporate culture, and likeness of the boss andnzgtion.

A summary of the outputs of the regression analysidd be seen below from
Figure 14 till Figure 17. As it can be observedhe model summarand ANOVA
charts of each regression, the independent vasiaplain sufficiently the variation
of the dependent variables. Please, observe thauths of squaresf the residuals
are not larger than the regression, except theirofégure 15, what means that the
models explain at least half of the variations.tker, the significance value of the
F statistic in all the models is less than 0.05, adwvhimeans that the variations

explained by the models are not due to chance.

In Figure 14 we observe thRt(0.756) indicates a strong relationship between
the model and the behavior of the dependent vari&bISquarg0.572) shows that
over half of the variabld am happy in my jobs explained by the model. The
descriptive section of the figure tells us thattiest important factor for being happy

at job isl| like my jobgiven its large coefficient (0.652) and it holds tlargest
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absolute standardized coefficient (0.574). We dan eeject the null hypothesis of
this variable. We can see that thealueis larger than 2 and sig. is smaller than 0.05,
then this variable is statistically significant5# level of confidence. We can assess

then than the attractiveness of the job will inflae the level of satisfaction at work.

Model Summary

R R Square Adjusted R Std. Er_ror
Square of the Estimate
0.756 0.572 0.569 0.582
ANOVA®
Model Sum of Squares df Mean Square F Sig.
1 Regression 706.923 9 78.547 231.672 0.000?
Residual 529.588 1562 0.339
Total 1236.511 1571

a. Predictors: (Constant), In my company, people get ahead because of how they perform, | would like to
stay with my current boss for as long as | can, | am learning in my job, | trust my organization to keep its
promises, | like my work, Upper management of my company clearly articulates its goals and priorities,
On the job, | am developing the skills | need for the future, | believe that my organization will develop me
as an employee, | trust my current boss.

b. Dependent Variable: | am happy in my job.

Coefficients?

Unstandardized Standardized
Model Coefficients Coefficients
B Std. Error Beta t Sig.

1 (Constant) 0.007 0.061 0.119 0.905

On the job, | am developing the 0.034 0.023 0.032 1.514 0.130

skills | need for the future.

I like my work. 0.652 0.023 0.574 28.446 0.000

| am learning in my job. 0.038 0.025 0.032 1.518 0.129

| trust my organization to keep its 0.034 0.020 0.035 1.683 0.093

promises.

| believe that my organization will 0.094 0.023 0.089 4.032 0.000

develop me as an employee.

I would like to stay with my current | 0.047 0.018 0.055 2.636 0.008

boss for as long as | can.

| trust my current boss. 0.057 0.021 0.062 2.752 0.006

Upper management of my 0.059 0.018 0.066 3.317 0.001

company clearly articulates its

goals and priorities.

In my company, people get ahead |0.042 0.020 0.043 2.142 0.032

because of how they perform.

a. Dependent Variable: | am happy in my job.

Figure 14 Factors influencing happiness at the workplace
Source: Author based on CCL survey’s data, 2006.

In Figure 15 we observe thRt(0.675) indicates a strong relationship between

the model and the behavior of the dependent vari&bISquarg0.456) shows that
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almost half of the variablé believe that my organization will develop me as a
employeas explained by the model. The descriptive seatibthe figure tells us that
the most important factor for feeling developed thg organization id trust my

organization to keep its promisgs/en its large coefficient (0.316) and it hold® th
largest absolute standardized coefficient (0.34K)e can also reject the null
hypothesis of this variable. We can see thattthalueis larger than 2 and sig. is
smaller than 0.05, then this variable is statifificaignificant at 5% level of

confidence. We can assess then than trust on t@niaation positively affects the

expectations toward development.

Model Summary

Model R R Square Adjusted R Square Std. Error of the Estimate
1 0.675° 0.456 0.453 0.618
ANOVA®
Model Sum of Squares df Mean Square F Sig.
1 Regression 501.305 9 55.701 145.609 0.000%
Residual 597.904 1563 0.383
Total 1099.209 1572

a. Predictors: (Constant), On the job, | am developing the skills | need for the future, | trust my
organization to keep its promises, | trust my current boss, My current job is aligned with my interests,
Upper management of my company clearly articulates its goals and priorities, In my company, people
get ahead because of how they perform, | am learning in my job, | am happy in my job, | like my work.
b. Dependent Variable: | believe that my organization will develop me as an employee.

Coefficients?®

Unstandardized Standardized
Model Coefficients Coefficients
B Std. Error Beta t Sig.
1 (Constant) 0.160 0.062 2.573 0.010
| am learning in my job. 0.061 0.027 0.055 2.278 0.023
I like my work. 0.006 0.031 0.006 0.203 0.839
I am happy in my job. 0.100 0.027 0.106 3.716 0.000
My current job is aligned with my 0.081 0.023 0.084 3.561 0.000
interests.
| trust my organization to keep its 0.316 0.020 0.347 15.683 0.000
promises.
| trust my current boss. 0.045 0.019 0.052 2.404 0.016
Upper management of my company | 0.072 0.019 0.086 3.846 0.000
clearly articulates its goals and
priorities.
In my company, people get ahead 0.131 0.021 0.139 6.275 0.000
because of how they perform.
On the job, | am developing the 0.128 0.024 0.129 5.348 0.000
skills | need for the future.

a. Dependent Variable: | believe that my organization will develop me as an employee.

Figure 15.Factors influencing employees’ development at thkplace
Source: Author based on CCL survey’s data, 2006.
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Given the positive results obtained with the modelFigure 14, the author
decided to explore whether variations could be dowat different levels of the
organization. Therefore, he split the databasewia groups. The first one (see
Figure 16) included those managers whose orgaoimdtievel isless or equal than
upper middle managemernn the second he explored those whose organimtio
level is higher or equal than upper middle managemé@rite objective was to find
whether different factors of the model have différenpact according to the level of

the organization.

In Figure 16 we observe thRt(0.776) indicates a strong relationship between
the model and the behavior of the dependent vari&ISquarg0.602) shows that
over half of the variablé am happy in my jobs explained by the model. The
descriptive section of the figure tells us thattiest important factor for being happy
at job for managers whose organizational leveless lor equal than upper middle
management iklike my jobgiven its large coefficient (0.611) and it holds thrgest
absolute standardized coefficient (0.523). As sddomportant factor, weee | believe
that my organization will develop me as an employ®#e can also reject the null
hypothesis for both variables. We can see that-tladuesare larger than 2 and sig. is
smaller than 0.05, then these variables are statligt significant at 5% level of
confidence. We can assess then than for managkrssabr equal than upper middle
management the attractiveness of the job and theecéations towards future

development will influence the level of satisfactiat work.

Model Summary

R
OrganizationLevel <= R Square Adjusted R Square Std. Error of the Estimate
upper middle

management (Selected)

0.776% 0.602 0.597 0.580
ANOVA®®

Model Sum of Squares df Mean Square F Sig.

1 Regression 384.314 9 42.702 126.991 0.000%
Residual 253.874 755 0.336
Total 638.188 764

a. Predictors: (Constant), | believe that my organization will develop me as an employee, | am learning
in my job, Upper management of my company clearly articulates its goals and priorities, | trust my
current boss, My current job is aligned with my interests, In my company, people get ahead because of
how they perform, | trust my organization to keep its promises, | like my work, On the job, | am
developing the skills | need for the future.

b. Dependent Variable: | am happy in my job.

c. Selecting only cases for which OrganizationLevel <= upper middle management
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Coefficients®”

Unstandardized Standardized

Model Coefficients Coefficients
B Std. Error Beta t Sig.

1 (Constant) -0.101 0.082 -1.230 0.219

| am learning in my job. 0.077 0.035 0.066 2.223 0.027

| like my work. 0.611 0.035 0.523 17.314 ]|0.000

My current job is aligned with my 0.104 0.030 0.103 3.482 0.001

interests.

| trust my organization to keep its 0.039 0.030 0.037 1.278 0.202

promises.

| trust my current boss. 0.088 0.026 0.092 3.382 0.001

Upper management of my 0.060 0.025 0.065 2.352 0.019

company clearly articulates its
goals and priorities.

In my company, people get ahead | 0.028 0.030 0.027 0.936 0.350
because of how they perform.

On the job, | am developing the -0.005 0.033 -0.005 -0.162 0.871
skills | need for the future.

| believe that my organization will 0.126 0.033 0.117 3.817 0.000

develop me as an employee.

a. Dependent Variable: | am happy in my job.
b. Selecting only cases for which OrganizationLevel <= upper middle management

Figure 16 Factors influencing happiness at the workplace foanagers at
organizational level less and equal than upper lmidd

Source: Author based on CCL survey’s data, 2006.

In Figure 17 we observe thRt(0.742) indicates a strong relationship between
the model and the behavior of the dependent vari&ISquarg0.551) shows that
over half of the variablé am happy in my jobs explained by the model. The
descriptive section of the figure tells us thattest important factor for being happy
at job for managers whose organizational levelighdr or equal than upper middle
management iklike my jobgiven its large coefficient (0.592) and it holds thrgest
absolute standardized coefficient (0.521). As sdcdomportant factor, however, we
seeMy current job is aligned with my interesi®e can also reject the null hypothesis
for both variables. We can see that thaluesare larger than 2 and sig. is smaller
than 0.05, then these variables are statisticaiyifccant at 5% level of confidence.
We can assess then than for managers at highemqual e¢han upper middle
management the attractiveness of the job and thenaént between organizational

and personal goals will influence the level of Haittion at work.
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Model Summary

R
Model Orgar}izationLeveI >= upper R Square Adjusted R Std. Er.ror of the
middle management Square Estimate
(Selected)
1 0.742° 0.551 0.548 0.590
ANOVA*"*
Model Sum of Squares df Mean Square F Sig.
1 Regression 516.202 9 57.356 164.602 0.000?

Residual 420.580 1207 0.348
Total 936.782 1216

a. Predictors: (Constant), | believe that my organization will develop me as an employee, | am learning
in my job, | trust my current boss, Upper management of my company clearly articulates its goals and
priorities, My current job is aligned with my interests, In my company, people get ahead because of
how they perform, | trust my organization to keep its promises, | like my work, On the job, | am
developing the skills | need for the future.

b. Dependent Variable: | am happy in my job.
c. Selecting only cases for which OrganizationLevel >= upper middle management

Coefficients®”

Unstandardized Standardized
Model Coefficients Coefficients
B Std. Error Beta t Sig.
(Constant) 0.014 |0.071 0.198 0.843
I am learning in my job. 0.019 ]0.029 0.016 0.640 0.523
I like my work. 0.592 |0.028 0.521 20.976 ]0.000
My current job is aligned with my 0.124 ]0.024 0.121 5.103 0.000
interests.
| trust my organization to keep its 0.032 ]0.023 0.033 1.392 0.164
promises.
| trust my current boss. 0.087 |0.020 0.097 4.409 0.000
Upper management of my company 0.052 |0.020 0.058 2.565 0.010
clearly articulates its goals and
priorities.
In my company, people get ahead 0.056 ]0.023 0.057 2.454 0.014
because of how they perform.
On the job, | am developing the skills | | 0.019 |0.026 0.018 0.716 0.474
need for the future.
| believe that my organization will 0.075 ]0.028 0.070 2.680 0.007
develop me as an employee.

a. Dependent Variable: | am happy in my job.
b. Selecting only cases for which OrganizationLevel >= upper middle management

Figure 17 Factors influencing happiness at the workplace meoanagers at
organizational level equal or higher than upperdiad

Source: Author based on CCL survey’s data, 2006.

Finally, the author has explored the ranking ollskor being developed by
those managers whom perceive thi@anization not develop the ski(lsee Table 22),
who are less happier at their wo(kee Table 23)who are happier at their worfsee
Table 24). The most significant finding is tHaadershipand skills training in my
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field are the first ones on the scale in all the thréegmaies of managers. The skills
managing change, team building and problem soldegkion makingscored high
also in the rankings. There has not been foundsénee level of homogeneity at the
lowest part of the rankings.

Table 22

Ranking of skills for being developed among managsrto whom organization not
develop the skills

Descriptive Statistics

N Mean Desitacllt'ion Median | Mode
Leadership 504 |2.16 |1.084 2.00
Skills training in my 503 |2.33 |1.100 2.00
field of expertise
Problem solving/ 503 |2.53 |[1.146 2.00 2
decision making
Team-building 502 |2.54 [1.065 2.00 2
Managing change 500 |2.56 |1.085 2.00 2
Management/business skills 504 [2.58 |1.138 2.00 2
Strategic planning 506 |2.62 |[1.144 2.00 2
Communication skills 500 (2.68 |1.139 3.00 2
Vision 502 [2.76 [1.099 3.00 2
International business 504 (2.78 |1.273 3.00 2
knowledge
Other 479 2.79 ]1.139 3.00 2
Performance appraisal 501 |2.81 |1.067 3.00 2
Foreign language 501 |2.82 |1.374 3.00 2
Conflict management 502 |2.82 |[1.124 3.00 3
Public speaking/ 499 |2.85 |1.124 3.00 2
presentation skills
Quiality/process improvement 501 [2.87 |1.159 3.00 2
Self-awareness 505 |2.87 |1.125 3.00 2
Career planning 502 [2.91 |1.124 3.00 3
Career coaching skills 498 |(2.93 |1.077 3.00 3

Source: Author based on CCL survey’s data, 2006.
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Table 23

Ranking of skills for being developed among managsmwho are less happier at
their work

Descriptive Statistics

N | Mean Desit:t.ion Median | Mode

Leadership 433 |2.02 |1.043 2.00

Skills training in my 429 (2.30 |[1.065 2.00

field of expertise

Problem solving/decision making | 432 |2.39 [1.137 2.00 2
Managing change 428 |2.40 |1.057 2.00 2
Management/business skills 428 (2.41 |[1.075 2.00 2
Team-building 429 |2.45 |[1.064 2.00 2
Strategic planning 431 |2.49 |1.133 2.00 2
Communication skills 427 (2.56 |1.108 2.00 2
Conflict management 428 (2.65 [1.079 3.00 2
International business knowledge | 432 |2.66 |[1.266 2.00 2
Self-awareness 430 (2.68 |1.123 3.00 2
Vision 428 |12.71 |1.069 3.00 2
Other 408 (2.73 |1.115 3.00 2
Public speaking/presentation skilly 428 |2.76 |1.124 3.00 2
Career planning 429 (2.78 |[1.109 3.00 2
Performance appraisal 428 |2.79 |1.082 3.00 3
Time management 431 (2.82 |[1.171 3.00 2
Career coaching skills 425 12.83 |1.079 3.00 3
Life balance 430 |2.88 |1.187 3.00 3
Quality/process improvement 428 |2.88 |1.121 3.00 2

Source: Author based on CCL survey’s data, 2006
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Table 24

Ranking of skills for being developed among managsmwho are happier at their
work

Descriptive Statistics

N Mean S.td'. Median | Mode
Deviation

Leadership 1155 (1.95 [1.020 2.00 1
Skills training in my 1144 (2.15 |[1.068 2.00 2
field of expertise
Team-building 1150 |2.27 |0.977 2.00 2
Problem solving/decision making 1151 |2.32 [1.066 2.00 2
Strategic planning 1155 {2.38 |1.059 2.00 2
Management/business skills 1150 {2.39 |1.030 2.00 2
Managing change 1151 |2.40 [1.029 2.00 2
Vision 1155 |2.51 |1.077 2.00 2
Communication skills 1151 |2.52 |1.093 2.00 2
Performance appraisal 1151 |2.54 |1.022 2.00 2
Public speaking/presentation skil 1150 |2.62 |[1.150 2.00 2
Other 1100 |[2.69 |1.108 3.00 2
Conflict management 1148 (2.69 [1.058 3.00 2
Quality/process improvement 1152 {2.70 |1.112 3.00 2
Career coaching skills 1143 {2.70 |1.052 3.00 2
International business knowledgqd 1153 |2.70 [1.247 2.00 2
Self-awareness 1153 |2.72 |1.079 3.00 2
Time management 1151 |2.76 |1.144 3.00 2
Foreign language 1146 |2.77 |1.334 3.00 2
Creativity 1148 |2.83 |1.181 3.00 2
Career planning 1149 {2.86 |1.070 3.00 3

Source: Author based on CCL survey’s data, 2006

[ll.c.5 Summary of the results

The author summarizes the main insights from teeaech findings on the EU
survey. What do EU managers need to develop in order to leade effectively their
organizations?We could see that non substantial differences Hhasen found
between the respondents in Western and Eastermp&ufde skills most mentioned

as priority for development have been: LeadersYipion, and Team Building. We
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have also seen that both, people whom organizatewmslop their skills and people

whom organizations do not, perceive that leadernshiipe first skill to work on.

We have also tested the perceived impact of vadunekrole models on job
satisfaction and employee’s development. The dadiéysis collected in Figures 13 to
17 displays a positive relationship between preseof values/role models and
indicators of satisfaction, commitment and develeptn Therefore, these results
prove that the presence of values and role modetketerminant for succeeding in
improving skills and commitment among the organarets’ employees, including
leadership skills. We have also identified that léneel of satisfaction is very much
impacted by the attractiveness of the work placangt managerial level, meanwhile
the level of development by the trust on the orgaindn.

Besides the data analysis, the validity of thiyeyrand its results is supported
by the size and characteristics of the samplermmgeof the number and diversity of
respondents and countries. Further analysis of daisbase could be addressed
towards the understanding of differences in findimgross cultures, countries, and
generations. We have introduced this analysis guies 16 and 17 where we looked
for differences on job satisfaction’s causes amomgnagers at different
organizational levels. We could see there thatnalgnt between personal and
organizational objectives was a more importantdia@midst managers at higher

layers.

Based on this data, organizations might be intedeist

e promoting training in leadership, vision and teamiding at all managerial
level;

e encouraging expectations of skills’ development;

e seeking higher level of alignment between orgaiond and
management’s goals and priorities;

e raising higher attractiveness at work;

e promoting more honest behaviour among employe@sdiang the intrusion

of politics at work;
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e demanding more value-based behaviour from top neanagt, given the
positive impact of trust on bosses;

e being more careful in keeping promises with empésye

[Il.d Role models and values in leadership developent: the El

Salvador and Peru cases

[11.d.1 General outlook

Based on the theoretical background of this diatiert, the author proceeds to
apply its concepts to determine the inventory de rmodels and values on El
Salvador and Peru teenagers. The objective is emphkfy how we could test,
measure and evaluate the presence of role moddlshair influence on leadership
and values development. This issue is at the cbtieeodissertation. The analysis of
these results will turn out to give us more insighd conclude on the degree of

relevance of role models in leadership.

Before proceeding with the methods used in devetpghe research, it should
be reminded what we agree by the teol® models We considerole modelshose
people who have a commitment to set standards air tives and business and
therefore they become an exemplar for their colileag peers and neighbours. It
overalls means that any role model should hold isubstantial degree all the
previously mentioned (part Il) eight competencestt@d US army’s role models:
exemplifying sound values and behaviours, vitaizan positive climate, ensuring a
shared understanding, reinforcing growth in othemsning self to lead, guiding

successful outcomes, and extending influence.
Now, when we have defined what we mean by the tetexmodelswe should

proceed with methodology description. This part tbé research includes only

guantitative analysis.
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[11.d.2 Description of the surveys and populations

The author is using the empirical findings of twoeys, which have been run
in El Salvador — year 2008 — and in Peru — yea®200be surveys have been run by
an lItalian consulting company, namely Intermediangidting, and by the
Departamento de Medicina Preventiva of the Unidadide Navarra (Spain), besides

other private and public local institutions.

Regarding the samples, please, find below the nmopbrtant demographic

information for both surveys:

a) El Salvador:

The survey was run in order to get a whole repitasen of the universe of
young people in El Salvador. Some of the sociatattaristics of this population are
the following: poverty reaches 41.4% of the you#tnpund 21500 children are
exposed to work and exploitation, families are cosgsl on between 5 and 6
members and 68.3% of youngsters share their lifie thieir mothers and siblings. For
9 out of 10 inhabitants, mother and father con&ithe most important influence in
their lives (Joakin De Irala et al, 2009).

e Sample size: 3259 questionnaires (449 have beendatluded);
e Gender: 56.2% male;

e Average age: 15.4 years old (between 13 and 18 yéa;

e Other: 74.1% urban and 67.8% middle class

b) Peru:

The survey was run in order to get a whole repitasien of the universe of
young people in Peru. Some of the social charatiesiof this population are the
following: poverty reaches 54.1% of the youth, gogag position no. 78 in the index
of human development (Global Peace Index, 2008)19280f youngsters live in a
family with only one parent and 12% doesn’t haveielear family (PNAI, 2002).

e Sample size: 3379 questionnaires;

e Gender: 56.4% female;
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e Average age: 15.2 years old (between 13 and 18 ydd);
e Other: 73.5% middle class.

[11.d.3 Methodology

In the case of El Salvador, the survey used a mumestire designed for
automatic optical reading and handwriting filling the youngsters. Researchers run a
pilot project before the final survey. Both, théopiproject and the final survey, have
been implemented by Unimer Research Internatiombke sample was selected
randomly from different educational centres frometh of the largest country’s
departmental divisions: Santa Ana, San Miguel aad Salvador. All these three
areas represent 40% of the student population amd cansidered enough
representative of the life style of the whole cqurh total, 30 schools have been

chosen for running the survey.

In the case of Peru, the survey also used a questi@ designed for automatic
optical reading and handwriting filling by the y@sters. Researchers also run a pilot
project implemented by University of Piura. Aftemds, three market research
companies carried out the final survey. The sampds selected randomly from
different educational centres from the six largasintry’s departmental divisions. In

total, 60 have been chosen for running the survey.

l1l.d.4. Validity and reliability of the results

Besides the fact that there are few opportunitieasaing such comprehensive
and exhaustive surveys, there are reasons whighosughe validity and reliability of
the findings:

a) The design of the questionnaire respects the iist@plinary nature of the

theme under research.

b) In order to make a throughout exploration we negda representation of

all the potential scenarios with different relagbips between
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teenagers/parents and teenagers/other potentainadiels. The samples in
this sense are representative with different faniand socio-economic

situations.

c) The parents are the most important role modelsefemagers in El Salvador
and Peru given the traditional positive perceptbthe family institution in
both countries. The surveys explore in detail thelationship
parents/teenagers, therefore allowing us to graspresearch problem in

the right contexts.

d) The demographics of the samples assure the repaésen of the
population under study.

For the analysis of the quantitative data, the @utised Statistical Package for
the Social Sciences (SPSS).

[11.d.5. Variables covered in the surveys

Based on categorization used in a previous res€amh divide all the
applicable variables in four kinds — informativadicators of success, indicators of
self-evaluation, and additional information varegl We indicate the categories
below and present the most significant examplesach category (please, be advised
that the El Salvador’s survey has 789 variablesRerd’s survey 428j

Informative variables:Background information on the respondent. In total
there are two of thenageandsex

Indicators of role values inventoryfhese variables gather the information
which displays the presence effective role model€Examples of variables included:
parents (if the teenagers live with their parents),progre (if parents follow up
teenagers’ studiespp_x (if teenagers seek opinions from their parentslifferent
issues)m_x(if parents transmit valuesgupervis(if parents know what do teenagers

do in free time).

7 Grinevica un Reinicova, 2006
18 please, see the questionnaire of El Salvadoresgin its original language in appendix IX.
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Indicators of successAs indicators of success variables that couldcfthe
teenager value in the labour market. Examples ofabies included:c_notas
(performance in studies), opinar(teenagers’ popularity among friendgrminar (if
teenagers finish the projects that they start)

Indicators of valuesAs indicators of values we have chosen varialihes t
make up the moral backhaul of any teenager. Exagilthese variables atle volun
(if teenagers engage in voluntary workjsestudlhow many hours teenagers devote
to studies),drog (what do teenagers think of consuming drugyrach (what do
teenagers think of getting drunkyhorrar (if teenagers has the habit of saving
money),cena(if teenagers has the habit of taking dinner witkirt parents)drogarse
(if teenagers use drug)eber (if teenagers use to get drunkparas (if teenagers
participate in violent groupsj)nmediat(if teenagers have a short term perspective),
planific (if teenagers have planning skillgprtesia(if teenagers consider courtesy a

value),defender-sin99%if teenagers have a deep patriotism).

[11.d.6. Data analysis

The author has chosen a person-centered analgpgabach for data analysis,

usingtwo step cluster analysis order to perform this examination.

Other literature with similar characteristics hagdi already cluster analysis for
person-centered analytical approach in behaviougsearch. For example, at a
research project among homeless children, resaarbhge classified the individuals,
using cluster analysis, based on measures of bmirayproblems, adaptative
functioning and achievement (Huntington, 2008). Arspn-centered approach
searches to distinguish different types of peoptenfa more holistic perspective,
meanwhile the sample is subject to multiple chargstics and risk factors. This
method “has grown predominantly in the areas obkqmality psychology and life

course sociology” (Huntington, 2008, 739).
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Specifically regarding two step cluster analysiss tool allows us:

a) the treatment of both nominal and scale variabt¢h(lmeasures are largely
present at the samples),

b) to determine a definition of the optimal numbechisters,

c) to getawhole picture of the samples that araqaatly large.

d) allows forming similar groups of participants witfie goal of minimizing

within-group variability and maximizing between-gps variability.

Cluster analysis makes sense in order to discownnwn groups of
participants around key variables, examining anirenset of interdependent
relationships. Cluster analysis is a method, widoksn’t identify independent and
dependent variables, it just searches interdepémditionships between a whole set
of variables. The interpretation of cluster anaysutcomes is as follows: objects or
cases are inserted/classified with other similgedb or cases into homogeneous
groups callectlusters.Cluster analysis has been traditionally used farketaresearch
helping analysts in the following functions: segtn@ym the market, understanding

buyer behaviours, selecting test markets, etc. l{pted, 1999).

The author will use cluster analysis for explorthg surveys of El Salvador and
Peru. In certain extent he is doing what in margtresearch is called “market
segmentation” where customers are clustered acwgpridi purchasing trends. In a
similar way, with cluster analysis, the authoregmenting the sample of El Salvador
and Peru between homogeneous clusters of teenagersommon patterns in terms

of interrelationships with their parents and depetent of leadership attitudes.

The author is usingentroid method as clustering procedure. In a centroid
method, the distance between two clusters is th@nte between the means of all

their variables.

[11.d.7. Results and discussion

[11.d.7.a El Salvador case

We found two clusters with the following distriboni (see Table 25).
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Cluster Distribution — El Salvador database

Table 25

N % of Combined % of Total

Cluster 1 1655 70.5% 58.9%
2 691 29.5% 24.6%

Combined 2346 100.0% 83.5%

Excluded Cases 464 16.5%
Total 2810 100.0%

Source: Author based on survey’s data, 2008.

The cluster distribution table shows the frequeatyach cluster. Out of the

2810 total cases, 464 were excluded from the aisadlyge to missing values on one or

more of the variables. Out of the 2346 cases asditm clusters, 1655 were assigned

to the first cluster and 691 to the second.

Further we determined the features of both clustsirsg the mean and standard

deviation of selected continuous variables (plefisd,the centroids in Table 26). We

identify then that the first cluster (70.5% of te@mple) is composed by teenagers

with the following characteristics:

have more friends than those in cluster 2;

talk more than those in cluster 2 to their paretisut sensitive issues as

participation in violent groups, drugs, prostitutiand free time;

receive more positive messages from their professor solidarity and

respect than those in cluster 2;

tend to have more habit of saving than those isteh;

do not participate at all in violent groups (thosecluster 2 has a certain

level of involvement);

parents follow more their progress than thoseustelr 2;

have more supervision of their parents over thede ftime than those in

cluster 2;
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e have more patience in life and projects than thostuster 2;

e receive more material goods than those in cluster 2

e alarger part of the cluster live with both parethian those in cluster 2;

e receive more positive messages from their paremtsobdarity and loyalty
than those in cluster 2;

e tend to use their parents as their first sourcerfgrortant questions than

those in cluster 2;

Overall we can say that there are two differentstdis with different
relationshipsrole models / teenager@nd different outcomes in terms of habits and
performance. Regarding the later we expose in #w ohart — Figure 18 — the
performance of both clusters measured by the agempdemic marksNpEta
promedio) of the participants. Both clusters are slightliffedentiated being the
cluster 1 the one with better performance: 372%hefmembers of cluster 1 scored

higher than 7.9 against 26.4% in cluster 2.

Within Cluster Percentage of Nota promedio

Mota pramesa

Bmenos de 5
Hs-74
O7s79

HWsso
Oa1o

Cluster

Percent within Cluster

Figure 18 Average mark within clusters
Source: Author based in El Salvador survey’s dz0a8.
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Table 26

Role models, values and leadership attitudes invesrty among El Salvador’s

teenagers
Centroids
Mean Std. Deviation
Cluster Cluster
1 2 |Combined| 1 2 | Combined

Friends (>5=5) 3.58 |3.42 | 3.54 1.58111.701(1.618
Talk to parents on importan{1.81 [1.29 | 1.66 1.470|1.341 (1.453
issues
Solidarity as part of teachery0.62 |0.56 | 0.60 0.485(0.497]0.489
message
Loyalty as part of teachers’ [0.49 [0.51 | 0.50 0.500 {0.500 |0.500
message
Respect as part of teachers|0.63 |0.54 | 0.60 0.48410.499 10.490
message
Saving habits 0.36 |0.31 | 0.34 0.47910.462 (0.475
Violent groups participation (0.00 (0.12 | 0.03 0.000(0.322]0.183
Alone with father 0.00 |0.12 | 0.04 0.000|0.329(0.187
Alone with mother 0.27 |0.24 | 0.26 0.446|0.428 (0.441
Parents follow-up progress (0.86 [0.69 | 0.81 0.350(0.461 |0.393
Parents free time supervisiol4.02 (3.48 | 3.86 1.133|1.228 (1.187
Patience 1.13 (0.98 | 1.09 0.621|0.674 (0.640
Parents give all 0.28 (0.25 | 0.27 0.448(0.435|0.444
Alone with father and mothg0.69 [0.55 | 0.65 0.463(0.4981|0.478
Solidarity as part of parents’]0.95 |0.64 | 0.86 0.222(0.480|0.349
message
Loyalty as part of teachers’ [0.96 |0.55 | 0.84 0.201 {0.498|0.369
message
Loyalty as part of media® [0.00 [0.25 | 0.07 0.000 (0.431|0.259
message
Solidarity as part of media’ |0.02 |0.36 | 0.12 0.129(0.481|0.323
message
Parents primary source 0.17 |0.05 | 0.13 0.37410.219(0.341

Source: Author based on El Salvador survey’'s @41a8.
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[11.d.7.b El Peru case

We found two clusters with a distribution of 47.#%individuals in cluster 1
and 52.3% in cluster 2. According to SPSS qualiigok, the cluster classification has
been at normal standards for acceptance. See Hifure

Model Summary

Algorithm TwoStep

Input Features 36

Clusters &

Cluster Quality

Poar Fair Good

| | |
1.0 -0.5 00 05 1.0
Silhouette measure of cohesion and separation

Cluster Sizes

Cluster

[mf]
M2

Size of Smallest Cluster 1118 (47.7%)

Size of Largest Cluster 1228 (52.3%)

Ratio of Sizes:
Largest Cluster to 1.10
Smallest Cluster

Figure 19 Cluster distribution and quality measure — Pextablase
Source: Author based on Peru survey’s data, 2009
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The cluster distribution table shows the frequeatyach cluster. Out of the
3379 total cases, 1033 were excluded from the aisatiue to missing values on one
or more of the variables. Out of the 2346 casegy@ad to clusters, 1118 were
assigned to the first cluster and 1228 to the st:con

Further we determined the features of both clusisisg the mean of selected
continuous variables (please, find the centroidBahle 27). We identify then that the
second cluster (47.7% of the sample) is composetedyagers with the following
characteristics:

e feel happier than those in cluster 1;

e perform better on the following issues: finishinglimheir tasks, making
plan for future, participation in volunteer actig&, patience and academic

performance;

e talk more than those in cluster 1 to their paretfiisut sensitive issues as:
HIV, sex, love, pregnancy and life, alcohol, chawggirlfriends, changing
boyfriends, drugs, alcohol, entertainment;

e receive more advise/control from parents than thwsecluster 1 on

important topics as: TV, gaming, Internet, weekdrek time;

e parents help them more in character building, adgithem how to manage

better their feelings, how to say no, how to manaagsion;
e approach substantially more mother and fatherdquesting information;

e cluster 2 has more female respondents than cliister
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Table 27

Role models, values and leadership attitudes invesity among Peru’s

teenagers
Cluster 1 | Cluster 2

Talk to parents on HIV 0.24 0.84
Talk to parents on sex 0.13 0.71
Talk to parents on love 0.16 0.74
Talk to parents on pregnancy and life 0.28 0.84
Talk to parents on managing feelings 0.18 0.73
Talk to parents on how to say no 0.05 0.56
Talk to parents on alcohol 0.16 0.70
Talk to parents on managing passion 0.06 0.53
Talk to mother always or almost always 0.17 0.66
requesting information
Talk to parents on changing girlfriends 0.19 0.67
Talk to parents on changing boyfriends 0.10 0.55
Degree of parental supervision 2.51 3.86
Talk to parents on drugs and alcohol 0.38 0.83
Parents advise on gaming and Internet 3.18 4.33
Talk to parents on entertainment 0.32 0.67
Talk to father always or almost always reques| 0.06 0.31
information
Parents control TV, gaming, Internet usage 2.77 3.56
Parents control weekend 3.79 4.44
Parents control free time 0.57 0.83
Often finish well their tasks 37.2% 39.1%
Often think and make plans for the future 32.7% 40.5%
Feel happy with life 62.1% 80.0%
Have never participated in volunteer work 56.6% 40.8%
Male 52.1% 38.9%
Often perform well academically 73.1% 82.6%
Try to get everything immediately (often) 39.8% 34.6%

Source: Author based on Peru survey’s data, 2009.
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I11.d.7.c Discussion of results from the El Salvador and Peru surveys

The findings from both surveys allow us to come eith some initial
conclusions on the relationship role models / lesludp development. The size of
both samples, the interdisciplinary approach of ritethodology and the number of
items with which the author has checked both thef(m&ensity of role models
intervention and leadership attitudes developmenf)port the reliability of the
findings. The analysis should be expanded andethout further based on the first

indicators particularly from the cluster data asay

From the data analysis we observe the existencevofdistinguish groups
among the participants both in El Salvador and Pegarding performance in
leadership attitudes. In the case of El Salvader libst performing group (cluster
no. 1) is the largest and is characterized by beitademic, social and personality
building performance. In the case of Peru the pegbrming group (cluster no. 2) is
the smallest and also holds better indicators iadeamic, social and personality
aspects. The author wants to call attention pdatityuto the difference in happiness

level in favor of cluster no. 2 (80% against 62.fo¥cluster 1).

The most relevant finding of this study is thatdlgarticipants who are part of
the best performing clusters (no. 1 in El Salvaatadt no. 2 in Peru) have more intense
involvement of their parents and other tutors iairthife and work. Therefore, we
safety assume, based on this research, that thesieppsitive correlation between

intensity of role models intervention and leadgrsittitudes development.

These results are a call of attention towards datuna institutions, which should
be able to encourage parents to be more atterdwards their children. Intensity of
interaction between parents and children (role rsoded followers) seems to have a
positive relationship with performance. In the cas&l Salvador, this intensity of the
interaction has been measured by level of discnssioimportant issues, quality of
message, follow-up, supervision of free time andems as primary source of
information. In the case of Peru, this intensityndéraction has been measured by level

of discussion on important issues, parental sugiervi and parental advise.
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The previous surveys among managers in Latvia amodpge allowed us to
determine the impact of role models (bosses) fomddeship development,
performance, job satisfaction and performance inltad These two surveys in El
Salvador and Peru tell us that role models haveertaio impact on leadership

development, performance and life satisfactiortdenagers.

lll.e Developing leadership: training

The author will explore empirically in this sectighe offer of leadership
training in Europe and particularly in Latvia. Thagidy supplements from the “offer
side” the analysis from the “demand side” which tnghor carried out with the

surveys in Latvia, Europe, Peru and El Salvador.

From the previous empirical findings of this pamtahe theoretical exploration
of part Il we got to know:

a) the priorities in terms of skills development witkeadership at the top,
followed byvision team buildingandskills specific of the field

b) the relevance of role models for leadership atétudevelopment;

c) theinfluence of a clear and defined set of vafoeseadership behaviour;

d) the interrelationship between leadership and change

e) the impact on job satisfaction of alignment betweerporate and personal
interest, attractiveness of job, development dfsski

f) the current learning challenges, which could sunmeain two essential

guestions: understanding reality and making seh#aoreality.

The question right now is how management educdborprivate and public
organizations is approaching the above leadersaiping aspects. More specifically,
the author wants to identify which methods, coniogyst and experiences could be

indicated as appropriate for approaching thosesieed

In order to have a first glance on the answers,atitbor explores the results

from the already analyzed surveys in Latvia and(&t¢tions 11l.b and lll.c) together
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with a survey carried out among business schoalsaarase study. In section lll.e.1,
based on responses from managers of Latvia and otlvatries of EU, the author

gets findings on training techniques and contensdction Ill.e.2, based on business
schools responses, the author gets findings amnggfundamentals.

[1l.e.1 Business schools offer in Latvia, EU and witdwide

II1.e.1.a Some insights about the business education sector in Latvia, EU and the
learning experiences that managers appreciate®.

The Latvian respondents had to choose up to 5 mstirom a list of 15 they
would prefer to use to learn soft leadership skiiel hard managerial skills. In
Table 28 we can see the most elected methods Wwahnumber of times and
percentage of managers that have elected themri\Clea the joblearning was
considered the most relevant at this level of tigawization, “overwhelmingly people
say that they want to learn on the job” (Deal, Hn@iauthor). Also the managers
were very cautious when it came to more “sophitgttamethods, such as e-learning,
simulations by software and other computer based.orhey clearly prioritized those
where they can interact, such as discussion groc@se studies and classroom
instructions. Additionally, coaching, which is ooné the most relevant widespread

tools in leadershff, was elected as a preferable method in bothasufthard skills.

Table 28
The most elected learning methods in Latvia
Soft Skills Hard Skills
Method

Number Percentage Number Percentage

On the job 25 56.8 25 56.8

Discussion in groups 29 65.9 21 a47.7

Case studies 24 54.5 22 50

One-on-one-coaching 23 52.3 22 50

Source: Author based on his survey’s data, 2005200

19Please, for description and methodological issti¢isese surveys, see sections Ill.b and Ill.c.

2DuExecutive coaching is a major growth industry.lédst 10,000 coaches work for business today, up
from 2000 in 1996. And that figure is expected xgezd 50,000 in the next five years.” (Berglas,
2002, 70) These estimations refer to US marketdMdtAuthor)
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During the interviews the author asked the inteveies to describe briefly their
experience with executive education. All the resjmnis have invested in business
training for themselves and for their employeesyéner none of them could point to
an outstanding local learning experience or a lassirtraining consultant/institution

as being unique and different.

After being specifically asked, 20 out of 21 iniewees expressed an interest in
leadership training. Furthermore, all of them destatied that leadership topics were
an important concern for them, as shown by the tiedicated to the interviews, the
speed with which they answered the author’'s reqifmstparticipation, and the

motivation during the interviews.

The quantitative data from the survey shows a teghl of interest among the
respondents in coaching: 77.3% of the respondegitsvied that coaching is useful
for career development, 9.1% that is useless, 8P4 that were not sure about the
relevance of coaching. According to the authortenpretation of the results and the
discussions in the interviews, despite the factt tthee number of respondents
answeringusefulwas certainly high, the launching of coachinghe tocal market
could be a long-term and painful process mainly ttu¢ghe two challenges it must
face. Firstly, there is a need for a higher recogmiand understanding in the business
environment to make the investment worthwhile. Tikibecause as we saw before,
the respondents still trust traditional learningmoels, such as case studies, classroom
instructions, or simply reading. The second chagkeis the need to procure a staff of
coaches with the required knowledge and experieficeording to the quantitative
data of the survey, most of the respondents (66&fted as a mentor/coach an expert
in their field, a senior colleague or a knowleddeapractitioner. The author
understands, based on what he heard in the intesyighat the managers want

superior people in terms of age, years of expe@gimternationality and prestige.

In Table 29 we could observe the full ranking oéfprred learning methods of

Latvian respondents.
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Table 29

Preferred learning methods in Latvia. Ranking in ful
(number of times mentioned andper centage of managers

that have chosen the method)

Soft Skills Hard Skills
Method Number Pteargsn Number nggn
Web-based training 1 2.3 4 9.1
Distance Learning Programs 0 0 0 0
Computer based training 1 2.3 6 13.6
Computer-based games or simulations 3 6.8 9 20.5
Average computer related methods 1.25 4.75
Workbooks / Manuals 9 20.5 18 40.9
Case studies 24 54.5 22 50
Books/readings 14 31.8 14 31.8
Classroom instruction/live 13 29.5 23 52.3
Discussion in groups 29 65.9 21 a47.7
Average traditional methods 17.8 19.6
Outdoor experiential 15 34.1 8 18.2
Games or simulations 14 31.8 8 18.2
(non-computer based)
One-on-one-coaching 23 52.3 22 50
Average modern methods 17.3 12.6
Peer interaction/feedback 20 455 12 27.3
On the job 25 56.8 25 56.8
Assessment and feedback 19 43.2 9 20.5
Average working-place methods 21.3 15.3

Source: Author based on his survey’s data, 2005200
Table 30 adds a piece of information about thelabiity of leadership training

in Latvia. We can observe what programs relatetkadership skills are offered by

the local business education institutions. Theetabbports how many providers from
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the 12 top local companies (excluding SSE Rigagrofiourses in each leadership
skill. This table was made by the author followmgeport of the Stockholm School
of Economics in Riga (Executive Education, 2005l aerified personally by the
author through the websites of the training prossd&he author used the list of
leadership soft skills from the questionnaire adstiated between the managers to
make the categorization of the programs. Althoughdgtudy has been done in 2005-
2006, the author has been checking this informateanong colleagues and
practitioners, and certainly not much progress hasn done since then in the
introduction of leadership training in Latvia. Thgures of the table should be taken

as an estimation of the size of the market offeleadership among top providers.

Table 30

Programs related to leadership offered by businessducation institutions

Leadership Skill No. of providers
Leadership 2
Entrepreneurialism 1
Diplomacy 0
Vision 2
Team Building 8
Communication 8
Managing change 2
Self-awareness 0
Life Balance 2
Ethics 0
Diversity 1
Conflict Management 2
Creativity 2
Coaching Skills 2

Source: Author based on his survey’s data, 2005200
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Most of the programs are short (8-24 hs.), operlinent, and extremely
focused on the particular skills. From the inforimatof the table and the opinions
that the author obtained from his discussions witdnagers and experts, he doubts if
there are suitable alternatives for leadershimitngi for senior executives in the local
market. Please, find a summary chart (see Figujewzth the main findings on
leadership development and training in Latvia.

Figure 2Q Leadership development of executives in Latvia glance

Source: Author based on his survey’s data, 200%200

As a summary the Latvian managers prefer to I&graoing on the jobh and
they still feel comfortable with the traditional theds of learning, such as classroom
instruction, group discussions, and case studiesoring to the data the managers
look as if they are enthusiastic towards coachimwever, from the insights of the
interviews it seems that they request a type oftluog service that perhaps the
business education institutions in Latvia are ®aidy to provide within the next few
years. From the interviews, the author gained i@ éssion that the managers do not
work with training plans: they are open to propssdiut they don’'t seem very
proactive in identifying their needs and lookingr fihe best ways. As for the
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beginning of 2010, few companies have startedaitivies in the area of coaching, like
Elevator International and Baltic Coaching Centéowever, these undertakings are

still recent and in shaping process.

Finally, we explore a comparison on these issudwdmn Western Europe,
Eastern Europe and Latvia. Please, see the findingsble 31. As it can be seen,
there are not significant differences between wasémd eastern Europ€oaching
andOn the Joltraining are more elected than classroom or nelwni@ogies’ based

education.

Table 31

Leadership training comparison in Western Europe, ERstern Europe and Latvia

Question Western Europe Eastern Europe Latvia
They are 91% agree or strongly No significant 95.3% agree or
learning on | agree differences with strongly agree
their job. Western Europe
It is impor- | 98% agree or strongly No significant No significant
tant to learn | agree differences with differences with
on the job. Western Europe Western Europe

On the job, | 74% likely to agree 88% likely to agree n/a
| am

developing
the skills |
need for the
future
Methods for | « On the job interaction e Discussions in
learning « One-on-one coaching groups
“soft skills” | « Assessment and feedback « Onthe job

« Peer interaction/feedback interaction

« Discussion groups  Case studies

e One-on-one
coaching

Having a o 85% agree or strongly agree e 77.3% agree or
mentor/coach strongly agree
is useful for
career

development

Source: Author based on CCL survey's report (2@l author’'s survey (2005-2006).
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[11.e.1.b Business schools education and crisis

lll.e.1.b.1 The survey

The financial crisis which started in 2007/2008 wa<all of attention on
fundamentals for many economic and business agersiding business schools.
The crisis was an opportunity for these institusiom reflect on their performance and
assumptions. Their primary role is without doulastriain the current and future
leaders of private and public organizations. Theesfthe size of the crisis, together
with the frequency of previous crises, shed a siaofodoubt on how these schools
are really operating. At the end of the day, mdsthe decision makers who went
wrong during so long time have been directly oirectly influenced by the theories,

models and approaches grown and discussed at bssickeools.

CEEMAN has run a survey among business schoolsdwaté where they had
the opportunity to reflect on their fundamentalstfaining management, among other
issues not addressed in this dissertation. Theoatts analyzed this data considering
that this crisis offers an unique chance of takamgintegral and long term view on

these issues.

Table 32
Composition of the sample by region
Percent Valid Cumulative
Percent Percent

Valid Central & Eastern Europe| 14.3 27.1 27.1

Western Europe 20.3 38.5 65.6

The Americas 2.2 4.2 69.8

Russia & Neighbors 4.9 9.4 79.2

Eastern Mediterrean 1.6 3.1 82.3

Asia 5.5 10.4 92.7

Other Parts of the World 3.8 7.3 100.0

Total 52.7 100.0

Source: Author based on CEEMAN database, 2009
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In Table 32 we observe the composition of the sarbyglregion. 65.6% of the
business schools, which participated in the suheeye their central headquarters in
Europe. In Table 33 we see the composition of parthe respondents by their
positions at the schools. We could observe that tamest part hold

administration/direction posts (78%).

Table 33
Composition of the sample by respondents’ profile
Respondent Frequency Percent
Faculty with some administrative duties 53 50.4
Faculty with no administrative duties 23 21.9
Administrator with some teaching duties 18 17.1
Administrator with no teaching duties 11 10.6
105 100

Source: Author based on CEEMAN database, 2009.

lll.e.1.b.2 Data analysis

The author proceeded to run a two step clustewysisain order to classify the
schools on their general understanding of the eratftithe crisis and the fundamentals
of management training. Eight factors were chosertHe classification: perception
on the extent of the crisis (measured by the iteimnk this is a long-term global
crisis), perception on the extent professors rely on Enagsumptions for teaching
and research (measured by the itéhrofessors rely too much on simplifying
assumptions to drive their research and teachipgrception on the role of business
schools on the crisis (measured Bysiness schools share a large part of the blame
for the current crisiy perception on the delimitation of business cesirowards
financial concerns (measured Bysiness courses are too biased toward the impact
on the bottom ling perception on the relevance of corporate le&deien the global
crisis (measured byssues related to corporate leadership are at tloeecof the
global crisig, perception on the relevance of ethics on théajlarisis (measured by
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Issues related to ethics and ethical decision ntakire at the core of the global
crisis), and financial / enrolment performance (measubnefibrecast of student tuition

feesandforecast of sponsor’s donations

The author found two clusters with a distribution4®.9% of individuals in
cluster 1 and 51.1% in cluster 2. According to SRfs@ality check, the cluster
classification has been at normal standards foemeace. Please find below in
Figure 21 the cluster distribution and quality, andrable 34 the centroids with the

characteristics of each cluster.

Model Summary

Algorithm TwoStep

Input Features B8

Clusters 2

Cluster Quality

Foor Fair Goodl

T T |
10 05 0.0 05 10
Silhouette measure of cohesion and separation

Cluster Sizes

Cluster
B
| b

Size of Smallest Cluster 43 (48.9%)

Size of Largest Cluster 45 (51.1%)

Ratio of Sizes:
Largest Cluster to 1.05
Smallest Cluster

Figure 21 Cluster distribution and quality measure — CEEMdéddabase
Source: Author based on CEEMAN database, 2009.
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Table 34

Opinions on relationship crisis/business educatior Cluster analysis

Variable Cluster 1 | Cluster 2
| think this is a long-term global crisis 4.31 2.74
Professors rely too much on simplifying
: ) : 4.07 2.70

assumptions to drive their research and teach
Business school_s §hare a large part of the blg 353 219
for the current crisis
Busmess courses are too biased toward the 4.00 291
impact on the bottom line
Issues related to corp_orate leadership are at { 4.36 3.60
core of the global crisis
Issues related to ethics and ethical decision

) o 4.53 3.72
making are at the core of the global crisis
Forecast of student tuition fees 3.56 3.37
Forecast of sponsors’ donations 2.80 2.58

Source: Author based on CEEMAN database, 2009.

The scale went from 1 to 5 (strongly disagree torgfly agree). We can
recognize from the clusters’ analysis the existeatdwo groups with different
perception on crisis and management training furethdats. Both clusters are almost
similar in size and the centroids tells us thaiviaials of the cluster no. 1 are more
convinced that the crisis is a long-term one, méualenthey are more critical than
their peers of cluster 2 on management trainingldnmentals: simple assumptions on
models, responsibility of the business schoolshencrisis, focus on the bottom line,
relevance of corporate leadership and ethical sssre the global crisis. In total
84.97% of respondents agree or strongly agre€‘fihancial issues have been at the
core of the crisis”, 76.17% agree or strongly aghe¢ “corporate leadership has been
at the core of the crisis”, and 77.32% agree amgflly agree that “ethics is at the core
of the crisis”. Further, 57.57% agree or strongiyea that “professors rely too much

on simplifying assumptions to drive their reseaaol teaching” and 51.88% agree or
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strongly agree that “business courses are too di@seard the impact on the bottom

line”.

In Table 35 we could see the factual reaction @ $lchools to the crisis,
measured by the number of schools which have imgiéed changes in curricula and
the percentage of those who made substantial cHaeggondents have been asked to

indicate whether their schools have implementede, little, someor substantial

change).
Table 35
Changes in curricula as response to the crisis
Change Substantial change
Level (% over total (% over total
respondents) respondents)

Undergraduate 73.01 6.3
MBA 69.91 6.4
EMBA 75.34 5.4
Corporate education 76.82 15.8

Source: Author based on CEEMAN database, 2009.

We could observe that a large number of the schmle implemented changes
in curricula at all levels of education, althoughbstantially only in corporate

education (15.8% of the schools).

lll.e.1.b.3 Summary of results

The industry of management education holds a vewgortant role in the
shaping of the management environment. Privatepardic organizations’ leaders
attain a relevant part of their education and medekthese institutions. Academicians

and practitioners are increasing calling for attentin the need of reviewing the

144



assumptions, which rely on the basis of the modséxl at the business schools and
their training methods. Besides, the crisis hagygred the opportunity of moving this

discussion forward.

The results of the survey presented in this seatmmstitute a good basis for
further discussion on management education ref@emious conclusions could be
drawn given the size of the samples and the diyemnd number of countries

involved.

From these results we could conclude that theee tendency to think among
business schools personnel that the crisis, whastesl in 2007-2008 will not be over
in the short term and that the business schoolstlaid faculty have a share of the
blame. Also we see that schools are intended tot rgigen the large number of
positive responses regarding changes in curricdtdy at a level of intuition, the
author guess that the difference in changes betwergsorate educatiorand other
types of education is due to the fact that schamsmore subject to pressure from the

side of companies in regards of adaptation andviaiian.

Finally, based on these results, we could concltidat the need for
improvement in management education is not presaht in academia but also

among practitioners.

lll.e.2 A training case for leadership developmentin times of change:

the Leader100 program

[11.e.2.a. General outlook

The author concludes the empirical part of theattasion with a case study: the
Leaderl00 Program. It is not an easy task to pickngle leadership program as
example and benchmarking. The offer is broad aatkthre good products all around
the world. However, the author understood that @nnem should be chosen to act
as a point of reference. The Leaderl00 Program cagkl clarify and exemplify
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concepts, and also display a training model, wiscaligned with the model built in

this research. All the research has been develogegendently of this program and
non-communication has been established betweeanratdors and the author of this
thesis in regards of this program.

The Leaderl00 Program is a training initiative whiseeks to foster the
development of 100 Leadership skills in a time splseveral years in young people.
It has been developed by a team of experts in Spaier the direction of Prof. Pablo
Cardona, leadership expert from IESE (one of the 106 business schools of the

world according to Financial Times).

The Leaderl00Program looks after a more activéudéi of the participants
towards their own improvement, and the developmantother people and the
environment. In order to accomplish these objestitke program implies the
development of effective action-oriented habitsdobon reflection and formation. The
participants would eventually grow year after y@arthe development of the 100
leadership skills, which are split in 25 competencehese 100 leadership skills are

those considered necessary for approaching therakEned the labor and social world.

The Leader100 Program takes into account, as ibbas described in section
Il.c.4, the particular time of the life of the paipants (between 10 and 18 years old),
a time of transition and change. The process otldping each leadership attitude
departing from this crisis or transition was modalethis way:

a) Unfreeze — Self-awareness

b) Mobilize — Commitment

c) Refreeze — Habit/ Virtue

The program uses an extensive number of activided the traditional
classroom method stays substantially aside. Cogchwids a remarkable place
among those activities. Therefore the formationtred coaches becomes the core

process of the whole program.

Currently the program is implemented in many insiins for young people all

over Spain like Clubs Senra, Raier, Olalde and ifdbélhese institutions carry out
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several activities of non-formal education for tegers and young people. A detailed

description of the program is included in the aben

I11.e.2.b. System of valuesinside the Leader 100 program

The Leaderl00 Program heavily includes formation vafues inside its

curricula and its portfolio of activities. Out dié 25 competences of the program,

11 include the development of values. Out of th@ 4Kills that the program offers,

36 are value-based. These are the competences pauifics skills, which are

value-based:

Table 36

Value-based competences at the Leader100 Program

Area of

competence

Competence

Skills

Leading the
environment

Solidarity

Participation in solidarity activities /
Undertake actively humanitarian
initiatives

Temperance

Take care of own and others’ material
resources / Temperance in the use of
electronic appliances / Accountability ¢
personal expenses and detachment of
superfluous goods / Responsibility in t
family’s financial health.

Df

Courage

Talk openly about weaknesses / Defer
minorities

nd

Citizenship

Elegance / Knowledge about Human
Rights / Pluralism / Citizenship
responsibility

Leading
interpersonal
relationships

Friendship

Openness and share / Increase numb
of friends / Moderate personality /
Deepen in friendship

Transparency

Recognize mistakes and avoid excuse
Self-awareness / Be truth-worthy / See
and defend always the truth

s/
nk

Generosity

Acts of service / Devote time to others
Help to disadvantaged people / Get
involved in ambitious projects

~
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Area of Competence Skills
competence

Ideals Middle and long-term goals / Share
others’ problems / Get involved in peace
making processes’ issues.

Responsibility Fulfil commitments

Criteria Learn how to distinguish good and bad /
Learn how to ask advise / Forming a
proper opinion on fundamental ideas

Leading ourselves
Integrity Accept and fulfil rules / respect and
obedience / Learn how to forgive and
ask for forgiveness / Recollect on
personal deeds’ motives

Transcendental Ethical and anthropological formation
sense plan

Source: Author from own content analysis of Lea@6r&urricula

[11.e.2.c. Role modelsinside the Leader100 program

Inside the drawing of the Leaderl00 Program, thke nmodels of the
participants play the key role of the formationeTiole models of the participants are

naturally the parents and the coaches who havedpsifically appointed.

The role of the coaches

The participants meet the coaches once or twicerghrand together they draw
their objectives and formation plan. Trust is th@smimportant factor in the
relationship coach-participant. The coach triescarry out his task fostering
motivation and freedom. Understanding the tempenamkthe tutee, the coach seeks
to help the participant to understand himself aedetbp habits. The coach certainly
should try to find the “blind zone” of the tuteéhet area of behaviour that the
participant is not aware of. Once he identifieshi, should help the participant to

recognize it and seeks its improvement.
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The role of the parents

Parents and coaches team up all along the proSessifically they meet at
least four times a year. These meetings have thectole of understanding and
agreeing on the main direction of the formatiorthe participant. Certainly parents
have more influence than coaches and this is tmrewhy coaches should look after

support from parents if they want to have a ceramount of success.

Coaches and parents receive specific instructioarder to become effective

“trainers” of the participants.

REFLECTION GOALS STRUGGLE

SELF-CRITICISM

OBESERVATION
EXTERMALADVICE

| PERSONAL SELF-EVALUATION |

COACHING

Figure 22 Position of Role Models in Leader100 Program

Source: Leader100 Program presentation

In the chart above we can see how the role modedsate in the Leader100
Program. Both, parents and coaches are intensemefjaged in the key learning
processes of the participants: reflection, goafniien and goal achievement. The
message is rather obvious: participant cannot waktheir own, they need to
interplay with their models. Further explanatiomstbe role models tasks inside the

Leader100 Program could be found in the appendix.
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I11.e.2.d. Applications of the program

The author is going to exemplify in section IV.6whdhe model of this
dissertation might be implemented using the Led®Arogram as basis. The author
recognizes Leader100 program as an excellent exafoptaking advantage of crisis
and change for training leadership attitudes. Theedwo reasons:

1) Leaderl00 program holds a comprehensive model ftllatwvs the four
dimensions described by Gill (2003): intellectuainotional, spiritual and
behavioral. These dimensions have been describedthim®r authors in
different ways;

2) Leaderl00 program is consistent with the most commachitecture of
change process: change is at the same time limecamplex as it has

been seen in section ll.c.

Finally, the remarkable position of coaching in #ducation process of the
Leaderl00 Program is probably its most importamengfth. Leadership is an
individual task, which demands individualized edigra Coaching is one the most
successful methods for this, given that the coacidchelp the trainee:

e in keeping focus in the desirable outcome;

e in progressing in small steps, although steadily;

e in developing a support system like the one pravithy parents and

coaches at the Leader100 Program.
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IV Key constituents for a model on leadership devepment

for times of change

V.1 Outlook of the chapter

This chapter aims to wrap up the theoretical fraoréwand the empirical
results and to present the final model of thisithé3esides we will briefly go through
the main learning points and contributions of thissertation.

The author departs with what he considers the mosiplete and updated
definition of Leadership According to James McGregor Burns leadershipais
influence process, both visible and invisible, isaxiety inherited, constructed, and
perceived as the interaction of persons in humand (&nhuman) conditions of
inequality — an interaction measured by ethical amaral values and by the degree of
realization of intended, comprehensive and durablenge’ (Goethals and Sorenson
ed., 2006, 239).

This definition tells us that the key constitueintéeadership are:
e leadership is an influence process,
e leadership takes place within interaction and cioors of inequality

e leadership is graded by values and the realizatiomtended change

According to the group of scholars led by Burnsitolertake a General Theory
of Leadership these are the essential elementseadefship which should be
considered in order to elaborate any theoretieah@work: power, motivation, leader-

follower relations, context, and values.

During this chapter the author is going to preseémit he considers the essential
elements of a model for leadership developmentdasethe second and third parts
of this dissertation. He considers that in cerexitent, it will agree with the above
mentioned definition and has continuity and infloenfrom a certain range of

theories. Of course, overall crisis or change lestdp theories and transformational
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leadership account for the most important parthanintellectual maturation of this

chapter.

This chapter is outlined as follows. In sectiorh2 aauthor will briefly expose
the main theoretical and empirical findings of tresearch. In section 3 will outline
essential methodological issues on building a modeleadership. In section 4 will
display a first version of the constituents of adeloof leadership development. In
section 5 will expose the modified version of tleastituents of a model of leadership
development which is one of the key outputs of thissertation. In section 6 will
present a comparison between the model and theetBa@ Program. In addition the
author inserts the conclusions and the proposdlstiwiee sectionsareas for further
studywhere he outlines some potential avenues for dantbsearch which might be
relevant to complementing this thesimsplications for management practice and for
management trainingvhere he points out suggestions for practitioneds executive

education institutions.

IV.2 Key findings of the research

The main hypothesis of this thesis was tlahé models and system of values
are two factors which could hinder or encourage significantly the possibilities of
leader ship development during times of change.

This hypothesis has been proven true with the #gimat and empirical research
of parts Il and Ill. The author summarizes belovwedfically some of the findings
from the empirical and theoretical research:

1) Role models and system of values integrate thetito@sts for a model of
leadership development in times of change. Theynathe leaders to keep
or improve the sources, attitudes and values afeleship during times of
change;

2) Leadership behaviour is considered right only #ders act according to a
permanent core of values;

3) Leadersshould berole modelsas such and in that way they become

effective leaders
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4) Academia asserts the significant role of valuedemdership almost by
unanimity;

5) More active presence of effectivele modelshas a positive impact,
although not necessarily significant, on perforngaaid social skills;

6) People with presence of effective role models temdhold a more clear
definition of a scale of values;

7) People with presence of effective role models temdoerform slightly
better and to hold better social and ethical skilés those with lack of;

8) Managers want mainly learn on the job with role elsedalthough good
role models are not always present at companie®iyahizations;

9) Leadership Team BuildingandVision are the priorities in training for EU
managers;

10) Managers at organizations are happier if they likeir jobs, if
organizational interests are aligned with their spaal interests, if
organizations take care of their development atioely trust their bosses;

11) Coaching is becoming one of the most wanted mettioddeadership
training;

12) Business schools’ professors ought to review ttesiching and research
assumptions, swift their focus from the bottom Jirend concentrate
attention in ethical and corporate leadership issue

13) A big deal of the competences developed at leagetshining programs

should be value-based according to the Leaderl€€ ca

V.3 The building of a model on leadership

Besides the findings of section V.2, in order todfthe key elements of a
model for leadership development we should take aunsideration four important
parameters which come from the literature. The teumibigl analysis of these issues
has been covered along the dissertation.

1) Relevant models of leadershipcademia has still a long way ahead for

building an integrated and complete model of lestiipr Even there have
been many trials. For us transformational leadperblais a particular place.

It has its roots in Burns (1978), and previouslwas already Hollander at
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2)

3)

the end of 60’s, who started to develop what wdaddhe very first model

combining leader-follower relationships and contextanagement.

Hollander introduced the social exchange compotisat is the essential

element of transactional leadership. According tejaR and Phillips

(1997, 3) the characteristics of the transformatideadership model are

the following:

a) Leadership is rooted in conflict and power.

b) Leadership involves leader-follower interaction.

c) Leadership is purposeful and causative.

d) Leadership takes two forms according to its obyestiTransactional

leadership implies simply an exchange of needstearsformational
leadership implies the seeking of higher valueguasce, liberty and
equality. Therefore these values justify sacrifitem the side of
followers and leaders.
Renge (2007) confirms that transformational leadershgs become
fundamental in organizational research in the tistades; although
only with time we will know how much this model Wigxpand in
practice.

Leadership as dynamic procesme of the most important conclusions of
the General Theory of Leadership group was:the search for a general
theory of leadership continues, that theory wilquee a definition of
leadership in actioh(Goethals and Sorenson ed., 2006, 239) This diymam
aspect is essential and indispensable on one lzantd obviously makes
harder any attempt of framing.
Leadership is an interactional procesa/e might find the first precedent
on the model of Gibb who developed in 60’s “an nattional theory
stressing the interplay of the leader, the follayehe situation and the
goal”. (Rejar and Phillips, 1997, 2) It isn’t pdsi& to analyze leadership
without understanding the interaction between lea@dad context. As it
has been explained earlier, contextual leaderstaigges in 18 century.

Since then *“virtually all studies of leadership agoize the interaction of

traits and situations”. (Rejar and Phillips, 192Y Nevertheless, if in one

hand leadership and change has been analyzedaysahas been seen as a

sporadic or punctual phenomenon with more or kegsl lof occurrence.
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4) Leadership is an interdisciplinaryield. As it has been said in this
dissertation, one of the serious and also enricloimgllenges leadership
faces for the development of theory is its intezigiknary nature with all its
benefits and drawbacks. Therefore any model ofeisdmip should be able

to reveal ths facet.

IV.4 Model of leadership development

Below in Figure 23 the author outlines and commaehts first version of
constituents of the model (Rivera, 2006) wherehibves the interrelation between
learning, leadership and business performance statisd in the literature mentioned
during his researéh The author has drawn together relationships basedhe
literature in order to give complete sense to thst §tage of the author’s theoretical
discussion and the research orientation. In the sestion, IV.5, we will expose the

new version, consequence of the last 3 years eares.

Business Leadership | Leadership | Leadership Outcomes —
Education Role Origins Capital Processes Business
(IESE) (John (Larry (John performance
Kotter) Stout) Kotter) (KPMG)
Heredity and | Vision Establishing
e Creating a |childhood. Wisdom direction. Examples:
learning Career Courage o Implementation
context for experiences — of Iongjterm
long-term * | Trust Aligning strategies.
success. [j> people. « Product
« Developing Voice Motivating innovation.
people. and inspiring.| * Implementation
« Contributing Corporative | Values of leading
to the new |and social practices.
challenges |culture. « Low employee
of the [j> absenteeism
society. and turnover.
Technical Managerial skills Managerial
Knowledge processes

Figure 23 Model of leadership skills development — Versk@i06

Source: Author.

21The names mentioned in brackets are the names aiutthors from the literature.

155



Briefly some explanations about the relations slhbimethis chart:

1) The performance of organizations in certain indicat(see Outcomes) is
largely related to the leadership processes tlainthnagement develops.
As an example, long-term strategies and internalmaktion of these
strategies could only be developed in organizatisits a shared, reliable,
and consistent vision, and depends on the leageastiiudes mainly of the
top management.

2) The leadership processes that are carried out ¢h eaganization will
depend on the leadership capital or leadershipsstiat the organization
management has.

3) Leaders are born and made. The origins of the tehibeskills are strongly
related to genes and the early life years as veelioacareer experiences.
Additionally, the social and corporative cultureuttbencourage or hinder

the development and exercise of these leadershigp. sk

4) The role of business education institutions cousseatially influence
career experiences and corporate/social cultureenms of the learning
context they can create, of development processegich the managers

could be involved, the broadening of experiences, e

5) Leadership skills are essential but not sufficidénagerial skills are also

determinant of business performance.

Essentially this conception of the elements of thedel doesn’t take into
consideration all the research of the author batv&8®7-2010 on role models, crisis
and values. These new findings are collected irfitizé version — next section — and

they have modified substantially its structure.
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IV.5 Elements for a model of leadership developmentor times of

change

It is important to note that in this model the auttassumes a substantial
difference between managers and leaders, or ir etbels between leadership and
formal power, what has serious implications in #pproach and relevance of the
issue. Actually, this should be the first step s time of working on leadership
(Renge, 2007). Nobody can expect to lead a companysoceety without a minimum
of managerial skills or knowledge in order to kedye organization on track,
considering the three particular managerial prazesdentified by Kotter: planning
and budgeting, organizing and staffing, and coltgpland solving. However the
long-term perspective and the passion for the éutlreamed are leaders” properties.
And only these assets could make the change anddidgatation to change happen.
“One centrally important aspect of leadership iseclion setting, which people
frequently confuse with planning or long-range piag...the direction-setting aspect
of leadership, a process that produces vision drategies, not plans” (Kotter,
1990, ix).

Kotter (1990) explains that the required balancéwben leadership and
management is related to the complexity of the mimgdion and the amount of
environmental change involved. Complexity is thegk most important feature of
our business day environment today. Given that,gh llose of leadership and
managemenh all the organizationsis needed, meaning in simple terms an adequate
balance between effective innovation (leadershim) ardering of the processes
(management). As Argyris well describes “peoplealatievels of the organization
must combine the mastery of some highly specialisethnical expertise with the
ability to work effectively in teams, form produwa relationships with clients and
customers, and critically reflect on and then clearibeir own organizational
practices” (1975, 149).

Briefly the author describes the model presentdobe

1) In the center we find thdeadership attitudeqestablishing direction,

aligning people, motivating and inspiring) as dgsore of the features of

the leaders’ behaviour. It doesn’t change fromfitts¢ version.
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2)

3)

4)

5)

6)

Leadership attitudes are the right ones only ifythehave according to a
permanent core of values, as it has been deeplyzaadain this research.
For expositive reasons and following Tim Morris 9¥9 we split all

possible values in the four transcendental veritiegh, goodness, unity

and beauty

The origins and development of leadership attituded core of values
depend on the four sources of leadership alreadgried in the first

version: social culture, corporate culture, childhood andrdwdity, and

career experiences/training

Crisis presents threats and opportunities of chamdbese sources, and to

the attitudes and values of leadership alike.

Role models and system of valuabow the leaders to keep or improve

these sources, attitudes and values of leadershipngd indivi-

dual/organizational crises and changes.
The shape of the model tries to displays the dyoamnid interrelational

aspects of the leadership processes as they havedepicted during the

dissertation.

158



64T

Crisis

=

Career
experiences
and training

Corporate Culture

BEAUTY

TRUTH

Leadership
Attitudes

Establishing
direction

Aligning people

Motivating and
inspiring

GOODNESS

UNITY

Heredity and
Childhood

Figure 24 Model of leadership skills development for tinndshange

Source: Author.
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V.6 Exemplifying the model of leadership developmat — Leader100

case

Leader100 Program is a good example of a leadetsdiipng initiative where
all the elements of the model developed in the ipts/sections are applied in full
extent in order to develop the leadership capasliof the participants (establishing
direction, aligning people, motivating and inspginin this section we will briefly
underpin how this implementation is done.

1) Core values: all the competencies developed during the Leaderl00
Program are addressed to one or more specific ceadental verities
(truth/unity/beauty/goodness) Only for the sakeexyposition, and without
pretention of exhaustive analysis, we intuitivepfitsthe 25 competencies
on the four verities according to their content:

a) Truth: open minded, communication, transparendiere, study;

b) Unity: courage, influence, fortitude, opennessgnity, transcendental
sense, temperance;

c) Beauty: friendship, team building, creativity, optsm, ideals;

d) Goodness: solidarity, citizenship, excellence, gesigy, order,

responsibility, personal improvement, emotionatligence.

2) Sources of leadership:all the competencies tackled at the Leaderl100
Program seek to address three areas which allheigedbmprise the defined
sources of leadership. Please, find in the Tabl®é&a@w a comparison of
the sources of leadership and their correspondiegdérl00 Program’s

areas.
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Table 37

Sources of leadership in the Leader100 Program

Corresponding area for development

Source of Leadership (Leader100 Program)

Corporate culture Leading the environment / Leadimgrpersona
relationships

Career experiences and training Leading the enwiesn / Leading interpersonal
relationships / Leading ourselves

Social Culture Leading the environment / Leadirtgiipersonal
relationships

Heredity and childhood Leading ourselves

Source: Author

3) Cirisis, role models and system of values
Regarding crisis Leader100 Program utilizes thevgrg-up years to adulthood

in order to encourage the development of leadeisttipides.

Role models: it is noticeable the involvement oferomnodels in teenagers’
formation both from the side of their parents aneirt coaches. Further explanations

could be found in lll.e.2.c.

System of values: as it is described in sectione.Blb several of the
competencies listed for development in the LeadeRi@gram — 36 out of 100 — are

identified by the author as value-based.

4) Interrelational and dynamic aspects of the Leader10 Program

If we take a close look to the activities fores@aemhe Leader100 Program we
immediately realize its interactional and dynameattires. In appendix there is a
detailed outline of the Leaderl00 Program. It igerrelational because the
achievement of development is sought in the depémrof a portfolio of educational
initiatives: coaching, camps, sports, study, etcisldynamic because the plan is
continuously adjusted to the needs and progresefy participant, who takes an

active role in the further definition of his nexeps.
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V.7 Novelty of the model

The author understands that the findings and iéepssed in this chapter are

innovative and should be considered as a startoigt gor further and long-term

research.

The author summarizes in three points the novdlth® concepts and findings

introduced by the model exposed in Figure 24:

a)

b)

We have developed our argumentation on the assomfiat leadership
occurs during change processes. There is a lackengpirical and
speculative analyses wherkangeis rather seen ascanstant factoin the
context where leaders operate. This change ingpeoach is further more
important than a mere theoretical disagreemenpldim English, it is not
the same to be a leader in a context or organizagxisting in total
uncertainty or to be a leader in a context or omgion enjoying stability.
Rejar and Phillips say that “a pivotal dimension le&ddership remains
unaddressed..while students of leadership have uniformly steedsshe
centrality of leader-follower interaction, verytli of substance has been

said about the nature or dynamics of that intepacti(1997, 8)

Power, a common element in most of the leadership moteak been
excluded as a determinant factor for leading. Altilg inequality is a
necessary aspect of the relationship between lgadet followers, power
doesn’t constitute “the ability to influence thehbgior of others” (Rejar
and Phillips, 2007, 4), rather it might just suggbe relationship or being
one of its characteristics. The IDEAL model of ha®tout (2001) is a
precedent in this viewpoint. Here, power is underdtas formal authority.
Following the distinction made by Ré&e (2007) between power-authority-
influence, we should say that of course, a leadghtror might not have

formal authority, but he will always have real powe influence.
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c) As we seeyalues play a fundamental role on this model, could wgp sk
them? There is almost not contemporary leadersttyplar who doesn’t
accept the primordial role of values in leaderstigvelopment. Tucker
(1981) said we need to be neutral regarding vadtiesrwise we could end
up displacing from our study anti-values great é&radas Hitler and Stalin.
Our understanding is that values are necessargadstalthough non-

sufficient, for the success of leading.
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Conclusions

During the process of research, the author has aklento test the hypotheses

and now he outlines his main conclusions:

1. The place of values, role models and self-awamss in leadership

development in_times of changeValues, self-awareness and role models occupy a

central position in leadership development paréidylin times of change. Therefore,
leadership training is very much an individual unaeng, although not
individualistic, in the sense that being aware éself and generating core values is
very much a personal task. Coaching as a trainiethod is one of the most suitable

for helping managers in this assignment, and masageognize it.

2. The inside-out focusin leadership development it is crucial to underdta

that the most important focus isside-outrather thanoutside-in (Polsfuss, 2008)
Inside-out focusmeans that if we want stable leadership behaviogr,need to
concentrate osofter and less visiblessues like internal motivation, empathy, self-

awareness and values rather than perks, rhetgpertese and self-interest.

3. The unknown field of leadership Although leadership is highly demanded

and studied, the author is convinced that leadershistill largely misunderstood.
Many still identify leadership with a formal positi of power and this misconception
undermines the generation of initiatives for supipgrthe improvement of leadership
skills at all levels.

4. Need of more leadership _academia eadership is a demanding field;

however it is also a stirring one. This conclustmmes from the interest generated in
the research process, the findings and the dismssvith experts and interviewees.
Our society needs leaders who know how to make thrgianizations and teams
survive in the present times with agility and soleye The author meets executives
from profit and non-profit organizations on a daligsis and has the evidence that
leadership is still very much alive at theoreticbates. There are countless
organizational tragedies which spring up from theklof leadership in all its possible
manifestations: ethical misbehaviours, lack of tdamiding, short vision, narrow-

minded management, deficiencies in authenticitygrtsige of courage and other
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weaknesses of the sort. When lack of leadershipraitice is apparent, there is no
reason for considering that leadership academia éxcess. It rather means that we
need a reorientation in leadership research arahitegy and deeper consideration of
its key issues.

5. An_interdisciplinary approach. A whole part of this dissertation is

completely interdisciplinary and the reader mightifhimself encouraged many times
to go to the very roots of leadership, of humamreafter all. The author understands
that the deeper we go, the simpler things will lIbeepand the implications will get
more practical and lasting. And an interdisciplinapproach should be used both in
leadership research and training. Business schantd management education
institutions should think about the extent to whilshy are alsainiversitieswhere the
students could attain a broader range of knowleeggeriences, i.e., literature,
philosophy, and social sciences. We need busineggyavernment executives who
are prepared to serve our nations, but we need thigmsolid and deep intellectual
foundations, otherwise we limit their possibilitias creators of sustainable wealth.
Sustainable wealth requires wisdom. Wisdom is getase can get only with a broad

wealth of knowledge.

6. Lack of vision among leaders in Latvia When the author talked to

managers in Latvia, they affirmed their concernwlibe lack of leadership, vision,
team building capabilities and managing changdwjes. Of all of them the author is
particularly worried about the lack of vision. \osi implies motivation, imagination
and low risk aversion. And these are consequeniciEsiming and leadership capital

attributes.

7. A call for role models There are common elements that always appear in the

lives and career paths of leaders, two of themrate:models and vision. The author
hopes that, along with the aging of Latvia’s firsanagement generation after
restoration of independence, more role model oppdrés will appear for the young
managers. In any event, the management educatgiitutrons could contribute

somehow by promoting more personalized education.

8. Challenges for the management education institions. If the author were

asked now, “do you think the business educatiotesygan do something to improve

the leadership behaviour of local managers?” hssvan would undoubtedly be “yes”.
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First of all, public servants and executives shaeldize the relevance of this issue,
and as this dissertation has pointed out, it isthvanile emphasizing how the

operational and financial performances are affebtethe lack of leadership.

The author has heard about so many problems fromagess during his
research and contacts. Undoubtedly most of themliaked to a very essential
guestion: how could the career and the companyepalong the correct track in a
constantly changing and uncertain environment. Rigé interest in training, as is
stated in the findings section, tells us that thenagers see an appropriate tool in
learning, or at least the best possible tool irs ttdonfused context. Management

education institutions should meet this demand.
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Proposals

1. Implications for management education institutios

The author has no doubt that leadership is onbeofiélds with more practical
impact. He sees that even though most of publicasgés and business people are
acquainted with leadership topics, there is stitiagp and it comes from a sort of
superficial view on the concepts involved. The authinderstands that business
schools and Universities have a great deal of délspansibility for this matter. The
author summarizes below some concrete proposalsnfanagement education

institutions:

l.a The author has prepared an academic progranthéorcourse “Human
Resources Management” at a Master in Public Admatisn making full use of this
thesis’ contents, findings and conclusions. Plefase the program in Appendix VII.

1.b Business schools and other institutions comdeuatith leadership training
should start analysing to what extent anthropolomystitutes an essential part of their
agenda, and also how far their leadership trairsrigplistic and comprehensive. The
author has experience in successful impact of irgievents where managers face

knowledge, which goes beyond business subjects.

1.c Self-knowledge and coaching as training toblsufd be spread in Eastern

Europe.

1.d Programs like Leader100 might be of great nsgouth education. Social
projects are important because they encouragerigadeamong young people. They
might complement abundantly what formal instructoi@mnot deliver (Rivera and al.,

conference Rome, 2009).
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2. Implications for management training

The proposals of implementation are addressed @adntitutions and people
involved in business education regarding altereatiof innovation tackling the
milestones of the caréeand to the managers regarding the main issueswdised in
relation to their training and developmeunhderstanding the main responsibility over
training development)inally, at the end of this section we offer avreaiggestion for

training leadership in transition contexsoject-based leadership

2.a Tackling the Milestones of the Career

Having understood the essence of leadership pexsémtthis dissertation, the
opinion of the author is that a leadership semisamot the panacea of leadership
training. To develop leadership means to develomagers as people, as human
beings, and it takes more than a couple of dayaninevent, serious programs could
help greatly. The author suggests that speciahtaite should be paid to two
particular “niches”, which conform to important gés in life when people generally
have a stronger willingness to change, or when tiese the desire to review their

fundamental traits:

e Young professionals who have received their bachebster degree and
should start a corporate career. They need hedgljtest their knowledge to
the reality of environments into which they areraduced. But foremost,
they need special support to plan their careersptaize their professional
and personal goals, and set a long-term vision.aAlsuman resources
manager stated during the interviews, young prajaats lack maturity

when they start their corporative life.

e Senior executives. There comes a stage in thercaneklife development
when the managers need to recreate either therssetvideir companies.
In order to know themselves and to understand whieey and their
companies are, an essential insight is needed @ \@sion for their future

if they lack it or to alter the old one.

In these two stages of career/life it is partidylamportant to help people

discover-invent-reinvent themselves. In this setise,goal would be to try to make
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them discover which issues could trigger their ragton and their best efforts. From

this point on, they can evaluate or redesign theifessional and personal plans.

We could argue that career planning is part ofptagt. There exists no method
which could guarantee building of a certain runaipgin positions in post-industrial
economy. We see that we need to focus@mpetences planningther than career
planning. These competences could allow the exexsito move along their careers
and be always ready for a change.

2.b Undertaking the Main Responsibility for the BEpment of Training

To improve their leadership attitudes and the leddp attitudes of the
subordinates, the managers should be proactiveparsdie learning services that not
only offer practices and techniques, but also learservices which cahelp them

think better how to solve problems.

Quite often executives do not know where they ghdabk and what they
should look for as learning solutions. Additionaly least in Latvia, there is a lack of
strong and long-lasting cooperative relationshithwbnsultants and business schools
that could help them to clarify and develop a lé@gn and consistent plan. As the
author understands, the answer has two sides: o@nganies do not realize that the
learning dilemma exists, and there are no localagament education institutions

which appear as integral learning providers anthpas.

2.c Project-based learning

During 2009 the author participated in a projeeinelyLearning from Peers,
sponsored by the European Commission on the dias¢ion of best practices in the
management of e-Business in SME in all of Eurogne Juccess of this project, it has
been a great learning experience for the authosicBRy it was a way of getting
acquainted with what it could turn out to becomeey method for learning in times
of change: project-based learning.
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Project-based learning goes beyond the traditionahagement education
method of case studies and its introduction in tevelopment of leadership
capabilities might be worth trying. Finalized prdje offer an adequate ground for
reflection on our behaviour in relationship wittetHifferent elements of the model

for leadership development.

The moral of this discussion is straight forwarfl:wie want leaders who
comfortably manage themselves and their contexhavtic times, we have to equip
them with the ability of reflection and improvemegxen in times of ambiguity.
Project-based learning offers a suitable space ldarning experiences because
projects are available continuously to leaders @@y offer the ingredients of any

changing context.

3. Proposals for further study

The author understands that this study is a coatiow of many others and
should be seen as a starting point for furtheramesein leadership. The author wants

to suggest some potential fields and issues:

3.a Methodology for leadership research: for exanpélationship between
guantitative and qualitative techniques; applicatad interdisciplinary approaches;

use of empirical data.

3.b Development of adequate measures for quargifgoft skills and other

human resource topics.
3.c Improvement in the way leadership issues astesyatized and diffused

among practitioners and managers. It is clearttiexe is abundance of materials but

still misunderstanding on its fundamentals exists.
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Appendices

Appendix I. Questionnaire of the Center of Creative_eadership

Name:

Year of birth:
Sex:
Nationality:

Highest level of education:

Are you currently enrolled in further
or higher education?

Do you engage in any of the
following activities for learning?
Please select the activities you
participate in to learn.

Business unit/Division/Department
in organisation

What is your level in the organization?

What is your function in the
organization?

How many total years have you
worked in a position where you
received taxable income?

In your whole career, how many
years have you been in a
management position?

At work do you manage...

How many languages do you speak
now?

In how many countries have you
lived?

What is the approximate age of the
person you report to?

What are the TOP TWO career
challenges you are facing?

Think about your employment
history. How many times did you
CHANGE employers...(Please
answer only for those ages which
apply to you.) between the ages
of...(a scale is provided in periods of
5 years, e.g. of 20-25)

Please list below any periods during
which you were not employed, what
you were doing during this time.

How long have you been with your
current employer?

|
—

e MaIeE Female

| Make a selectic

Yes / No

Reading/Professional organizations and
Networks/Tutorials/On-the-job

workshops/Professional conferences/Public

workshops

[ Make a selectic

I Make a selectic

I Make a selectic

I Make a selectic

Make a selectic

Make a seleion

Make a selectic

Make a selectic

—

I Make a selectic

Make a selectic
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How long have you been in your
current position?

Do you see yourself being with your
current organisation in three years?

What is the minimum amount of

time a person should stay at an
organisation?

What is the maximum amount of

time a person should stay at an
organisation?

In order for your organisation to
retain you as a committed employee
what would/will your organisation
have to do?

Do you believe having a
mentor/coach is useful for career
development and growth?

Who would you prefer to have as a
mentor/coach?

Why would you prefer this person?

What would you like the focus of
your mentoring/coaching
relationship to be?

Do you have the skills necessary to
coach someone in your organization?

If not, what skills do you need to
develop to be successful as a coach?

Please, rate the likelihood that you would seelettgoment in each of the following

areas in the next year:

I Make a selectic

Yes / No / No sure

I Make a selectic

I Make a selectic

Yes / No / No sure

| Make a selectic

I Make a selectic

Yes / No / No sure

1=very likely, 2=likely, 3=neither unlikely nor léky, 4=unlikely, 5=very unlikely

Leadership

International Business Knowledge

International Customs/Cultural Adaptability

Entrepreneurialism

Diplomacy/Politics at work

Vision

Performance Appraisals

Team-Building

Problem Solving/Decision Making

Public Speaking/Presentation Skills

Recruitment/Interviewing

Time Management

Quality/Process Improvement

Managing Change

Oaiaaaaaa|a|ao|nonn o
Oaoiaoaaaaaaaonnn o
OOoOooOoaaoaoaoaonnn o
OOoOonoaooaooononnn o
OOoOooOoaaoaoaoaonnn o
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Foreign Language

Computer Training

Project Management

Strategic Planning CCE E E
Diversity CCE E E
Self-Awareness CC (B E B
Conflict Management CE C E B B
Career Coaching Skills CE C E B B
Management/Business Skills CC BB B
Communication Skills CC BB B
Career Planning CCE BB
Sales CC (B E B
Life Balance CC (B E B
Creativity CE C E B B
Ethics CC BB B

CCE E E

CCE E E

CCE E E

CCE E E

Skills Training in my Field of Expertise

Soft Skills

Different skills are learned best in different wa@f the 15 displayed, please select
the top five methods through which you would bettearn “soft” skills (e.g.,
leadership, decision making, teamwork).

Web-based Training

Software-based Training

Software-based Games Training

Games or simulations

Discussion Groups

Outdoor

On the job

Peer feedback

Coaching

Distance learning programmes

Manuals / Workbooks

Books / Reading

Assessment and feedback

Case Studies

) O O

Classroom instruction
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Hard Skills

Different skills are learned best in different wa@¥ the 15 displayed, please
select the top five methods through which you wdwddter learn “soft” skills (e.g.,

accounting, forecasting, project management).

Web-based Training

Software-based Training

Software-based Games Training

Games or simulations

Discussion Groups

Outdoor

On the job

Peer feedback

Coaching

Distance learning programmes

Manuals / Workbooks

Books / Reading

Assessment and feedback

Case Studies

N O

Classroom instruction
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Appendix Il. List of Variables Used for the Data Gahering and

Analysis Processes of the surveys in part Il

Code Description Type
im_key individual identifier Scale
birthyea BirthYear Scale
sex Nominal
highestd HighestDegree Ordinal
inclass Are you currently enrolled in classes/sthoo Nominal
orglevel OrganizationLevel Nominal
yourfunc YourFunction Nominal
yearsinm | In your whole career, how many years have you loeen

management? Ordinal
nativela NativeLanguage Nominal
langspk How many languages do you speak how? Qrdin
cbirth In what country were you born? Nomina
clived In how many countries have you lived? Scale
ageofbos What is the approximate age of the pgrsomeport to? Ordinal
whatchal WhatChallenges Nominal
placeswo In how many organizations have you worked? Scale
tmprior On average, how long did you spend in eaganization? Ordinal
tmcurr How long have you been with your current Exyer? Ordinal
tmcpos How long have you been in your current pmsit Ordinal
staying Do you see yourself being with your orgatian in three years?  Nominal
coachuse | Do you believe having a mentor/coach is usefuttoeer

development? Nominal
mentorpr Who would you prefer to have as a mentor? Nominal
whyprefe | WhyPrefer Nominal
mentorfo | What would you like the focus of your mentoring/clag

relationship to be? Nominal
itemla | am learning in my job. Scale
itemlb leadership Scale
item2b international business knowledge Scale
item3b international customs/cultural adaptability Scale
item4b entrepreneurialism Scale
itemSb diplomacy/politics at work Scale
item6b vision Scale
item7b performance appraisal Scale
item8b team-building Scale
item9b problem solving/decision making Scale
item10b public speaking/presentation skills Scale
item11lb hiring/interviewing Scale
item12b time management Scale
item13b quality/process improvement Scale
item14b managing change Scale
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item15b strategic planning Scale
item16b diversity Scale
item17b self-awareness Scale
item18b conflict management Scale
item19b career coaching skills Scale
item20b management/business skills Scale
item21b communication skills Scale
item22b career planning Scale
item23b sales Scale
item24b life balance Scale
item25b creativity Scale
item26b ethics Scale
item27b foreign language Scale
item28b computer training Scale
item29b skills training in my field of expertise de
item30b project management Scale
itemls web-based training Nominal
item2s workbooks/manuals Nominal
item3s satellite/broadcast TV/distance learningymms Nominal
itemd4s computer-based training Nominal
item5s case studies Nominal
item6s outdoor experiential programs Nomingl
item7s computer-based games or simulations Nominal
item8s books/reading Nominal
item9s classroom instruction — live Nomina
item10s games or simulations (non-computer-based) ominal
itemlls discussion groups Nominal
item12s peer interaction/feedback Nominal
item13s on the job Nominal
iteml14s assessment and feedback Nominal
item15s one-on-one coaching Nominal
item1t web-based training Nominal
item2t workbooks/manuals Nominal
item3t satellite/broadcast TV/distance learninggpaons Nominal
item4t computer-based training Nominal
item5t case studies Nominal
item6t outdoor experiential programs Nomina|
item7t computer-based games or simulations Nominal
item8t books/reading Nominal
itemOt classroom instruction — live Nominal
item10t games or simulations (non-computer-based) omiNal
item11t discussion groups Nominal
item12t peer interaction/feedback Nominal
item13t on the job Nominal
item14t assessment and feedback Nominal
item15t one-on-one coaching Nominal
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reading professional reading Nominal
proforg professional organizations Nominal
onlinetu online tutorials Nominal
onthejob on the job workshop Nominal
prowkshp | professional workshop Nominal
pubwkshp | public workshop Nominal
taxable How many total years have you worked in a posikuere you

recieved taxable income? Nominal
change20 | How many times did you change employef520 Nominal
change26 | How many times did you change employef3026 Nominal
change31 | How many times did you change employe&531 Nominal
change36 | How many times did you change employe&036 Nominal
change4l | How many times did you change employe#b21 Nominal
change46 | How many times did you change employef026 Nominal
change51 | How many times did you change employe&b31 Nominal
change56 | How many times did you change employe®036 Nominal
change6l | How many times did you change employegb61 Nominal
change66 | How many times did you change employeiZ)&6 Nominal
change71l | How many times did you change employeendlup? Nominal
minimumt | What is the minimum time a person should stay at an

organization? Nominal
maximumt | What is the maximum time a person should stay at an

organization? Scale
coachsk Do you have the skills necessary to coach someoyeur

organization? Nominal
coaching | If not, what skills do you need to develop to becassful as a

coach? Nominal
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List of soft leadership skills and hard manageshkills

Item Description
ltemlb Leadership
ltem4b Entrepreneurialism
Item5b Diplomacy
ltem6b Vision
Item8b Team-Building
Item21b Communication Skills
ltem14b Managing change
ltem17b Self-awareness
ltem24b Life Balance
Item26b Ethics
Item25b Creativity
Item18b Conflict Management
ltem19b Coaching skills

ltem Description
Item 2b International Business Knowledge
Item3b Cultural Adaptability
Item7b Performance appraisals
Item9b Problem Solving / Decision Making
Item10b Public Speaking
ltem11lb Recruitment
ltem12b Time Management

ltem13b Quality
ltem15b Strategic Planning

Item20b General Business Skills
ltem22b Career planning
ltem23b Sales

Item30b Project Management
Item29b Skills in my Field
Item28b Computer training
Item27b Foreign Language
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Appendix Ill. Some of the Additional Questions Deviped during

the Interviews

e Do you participate in corporate strategic decistoRkase, explain how.

e« How do you see your company in the next 5/10 yeRls&se, explain why.

e Could you speak about any fact (success or failym) remember in your
company where the leadership skills of the personcharge have been
determinant? It could be a project, a process piparticular situation.

e Please, could you describe briefly your experiewtdd executive education in
Latvia?

« Did you have in your whole career any person wholeen too good or too bad
and therefore a model you always keep in mind?

e What do you think about the development of coachma@ training option?
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Appendix IV. Instructions to Access to the Questionaire in the

Internet

The questionnaire is located at:
http://eleaders.ccl.org/
or https://eleaders.ccl.org/

= You will need to access this site using Microgofernet Explorer 4.0 or above.

= When you first visit to this site, please sel&esearch Area,” read the narrative
information, and click on the “NEW USER — Regisdow” link displayed on the
web page.

= You will then register, using the following Orgsation Name and Password
assigned to you as follows:

Organisation Name:
SSERIGA
(You will select this entry from a “drop down” bpx

Organisation Password:

LATVIA

(Please note — the password is case sensitivenseds to be typed in exactly
as shown.)

= You will then be taken to the Demographics Shéetl are only required to fill out
the fields in red on this survey, but we would aggate it if you would take the time
to complete the whole sheet.

= After you complete the sheet, you may establishryconfidential Individual
Username and Password. You can use this UsernamePassword for any
subsequent visits to the web site to access thel@@wental tools that are available.
= Once you receive your Individual Username andgsWwasd, you will have access to
the developmental tools, including the Values Sort.

If you have any questions, feedback, suggestionsf you forget your password,
please contact us at the following e-mail address:

Claudio@sseriga.edu.lv
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Appendix V. Description of the Leader100 program

The author presents now a detailed descriptiom@fLieader100program. This
is a translation (prepared and adapted by the Adtrahis thesis) of the guidelines
distributed to the staff of the program. As it abide seen, the document is clear,
concise and complete. The reader could get afadimg this document a clear

understanding of the pedagogical and organizatiasécts of this project.
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DESCRIPTION
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1 | What is Leader100 program?

2 | Implementation and follow-up

2.1 Interviews with parents
2.2 The tasks of theoach
2.3 Coordination by the Technical Director

2.4  Working documentation for the participant

3 | The role of the coach

3.1 With the parents

3.1.1 The role of the parents
3.1.2 Interviews of the coach with the parents
3.1.3 Formation meetings

3.1.4 Promotion and support

3.2 Coaching the students

3.2.1 Fostering optimism and initiative
3.2.2 Triple awareness

3.2.3 Potential obstacles

3.3 Self-evaluation and personal plan

3.3.1 Self-perception

3.3.2 Personal improvement plan

4 | Activities of the Leaderl00PROGRAM

4.1 Planning
4.2 Participants’ active involvement

4.3 Coverage of competencies in each activity
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1 | What is the Leaderl00OPROGRAM?

The Leader100Program is basically an educatior@rpm which seeks out to
foster among their participants (teenagers) a mctize attitude towards their own
improvement, and the development of other peoptetha environment. The single

more important issue is to preventing them of tgkarpassive role.

In order to accomplish these objectives the bluemi the program implies the
development of effective action-oriented habitssdahon reflection and formation.
The participants, putting into exercise the atesidncouraged by the program, would
eventually grow in the personal ground and will g the 100 leadership skills,
which might be split in 25 competences. These léMrérship skills are those
considered necessary for approaching the demandieofabor and social world.
Therefore, the program aims to support the pagrdipin the accomplishment of the
proper virtues of any leader: self-control, knowjedand management of the
environment, and ability to keep interpersonal trefeships and become self-

sufficient.

Among the staff of the program, theacheglay a key component. Their work
is more then determining the planning of the pgrdints, or even assuming the whole
responsibility on the organization of the actisti@hey work basically as guides, as

tutorswho assist the participants in their reflection tination and organization.

Initially the program has been designed for teersag®ed between 10 and
17 years old. They are split in four different aahaourses according to their ages
and they are supposed to seek the accomplishmez§ otit 100 leadership skills in

each of the different courses.
Participants are not allowed to assist only toateractivities. This is one of the

most challenging conditions of the program. Itseghye is to watch over the whole

growth of each participant and not only one spe@§pect of his personality.
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Obviously, every year the participants evaluatemiselves on the previous
courses’ objectives and skills. Each competencealdhme continuously in exercise in

order to keep it in form.

2 | Implementation and follow-up

2.1 Interviews with parents

Parents are key in the success of the program.igtie reason why the coach
should include in his working plan several intewse with the parents of the

teenagers, at least four every year.

2.2 The follow-up tasks of thecoach

The Leaderl00PROGRAM could not at all be effectwighout the active
intervention of the coach. He should have persomalviews with the participants,

weekly or quarterly at least.

2.3 Coordination by the Technical Director

There is a person appointed as Technical Directdrhee should coordinate the
work of the coaches. He should be attentive tonthele documentation and also he
needs to have a weekly meeting with the coachesder to analyze the development

plan of every participant.

2.4 Working documentation for the participant

Every participant will have a notebook with theldaling contents:
1) Personal data;

2) School timetable;

3) Personal timetable;

4) Chart for the qualifications of each course;

5) Dietary;

6) Outline of specific competencies and objectivekisfcourse;
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7) Notebook with self-evaluation questionnaire;

8) Draft with potential development objectives for hguarter;
9) Study time control sheet;

10) List of friends with contact details;

11) Sheets for writing up personal expenses;

12) Sheets for personal study planning;

13) Sheets for writing remarks during formation talks;

14) Guide for preparing the interviews with the coaches

15) Sheets for personal daily examination and resaistio

16) Small jobs at home and premise of the program;

17) Empty sheets.

3 | The role of the coach

3.1 With the parents

3.1.1 Central role of parents

The Leaderl0O0PROGRAM is a tool for supporting th&repts in their
educational role, however they do still have thenmesponsibility in the education of
their children. The coaches should always opermateeam with the parents of the
participant, what means coordinating the objectigésps and plan. The argument in
the background is that there are habits only whamesne exercises them all the
time, not only when the teenager is involved in Hwdivities of the leadership
program. In this sense, the home is the naturalepl@here the teenager spends a
substantial part of his time. In addition to thée influence of his parents is always

more relevant that the one of any other educatiagant.

For example, during the first interview, the coaotplains to the parents the
values, objectives and actions which they are gtonignplement. At the same time,
the coaches ask to the parents their main motivatieehind the registration of their
son in the leadership program. Definitively, theemelationship coaches-parents play

a central game in the success of this program.
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3.1.2 Interviews of the coach with the parents

As we said above, the coach should meet with thents at least four times a
year. The objective of the meeting is to analyze ekiolution of the participant, his
progress, his working plan, the support needed, dodin the parents and from the

program’s staff. The main idea is to maintain ihe bp coaches-parents.

3.1.3 Formation meetings

In order to deepen the team work and makes smotthestommunication, the
program’s staff organizes periodically general nmegetwith the parents. Besides
informal communication, during these meetings tha# &ries to engage more actively
the parents in the role of principal educators bé tprogram’s participants.

Pedagogically it is advisable to use case studiéacilitate the discussions.

3.1.4 Promotion and support

Further to strengthen the active participationh&f parents in the program, the
program’s staff fosters the support of the paramtthe organization and creation of
activities. Moreover, the program’s staff seeks aloéve work of the parents in the

increase of the enrolment in the program.

3.2 Coaching the students

3.2.1 Fostering optimism and initiative

The coach should exercise his function followingeghmain rules:

Firstly, the coach should have a deep regards tswvéne freedom of the
participants, they are the one who should realty Bue full personal development
should be taken by each participant as his ‘own chignge’. Otherwise they will
see any part of the program as something coming filee outside without any

particular interest.
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The key function of the coach is to attain motieatin the participants, and the
best way of doing that is by explaining them whiethues and virtues are at stake in
each activity and decision. The attitude of sefécaon is very important, it can make
the participants to work autonomously and get frrthat already foreseen or decided

from the top.

It is very important that the coach takes care ardy of the content of his
recommendations but also the way he presents theisi.essential that the coach
speaks and listen warmly, with interest and toughiose issues that are particularly

motivating for the tutee.

Secondthe coach should talk always in a positive wayThe coach needs to
avoid focusing only on the mistakes of his tutebaiwcould produce a passive and
hopeless behavior. The coach should support hi& Wwvom the talents of the tutee,
giving him opportunity to show up his abilities, etercising his freedom and gaining

in self-reflection capabilities.

Thirdly, the coach should play a more “moderator” sort of wek , keeping as
much as possible balance and equilibrium at the tidiscussing the positive and

negative sides of each teenager.

3.2.2 Triple Awareness

Leaderl00PROGRAM seeks to encourage three sortwafremess: self-

awareness, awareness of others, and knowledge ehthronment.

A) Self-awareness: In order to accomplish it, tlaetipipant should get use to
prepare the discussions with the coach. It isl&sst if the participant only listens to
the coach or just keeps replying to his queriesaddition, the coach should help the

participant to concentrate his efforts on concaetgons.

B) Awareness of others. In order to improve th@ndknowledge of others, the

coach should: foster the participants’ interestatimers’ issues, avoid competitive
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comparisons, motivate them to actively help othengulse them to dealing in equal

base with everyone.

C) Awareness of the environment: the coach shoelg the participants to
address their attention towards the environmentrevtigey are, to develop a critical

look at that and to have a reflective attitudehi® ¢urrent problems of the society.

3.2.3 Potential obstacles

Often the participants use to be restrained by, fleainess, and resistance to
sacrifice. In the origin of these attitudes we doeasily find a tendency to focus on
difficulties and weaknesses. Regarding sacrifice,teenagers should be able to start

grasping the values and positive outcomes embedd®ard working.

3.3 Self-evaluation and personal working plan

3.3.1 Self-perception

In order to evaluate his performance in the progreach participant should fill
an evaluation questionnaire once each four mordbsng from 1 to 4. In this way,
the participant learns how to recollect about hiinge organized fashion. Once the
participant has complemented the self-evaluatian,will work together with the
coach on other evaluation sheet. In this case,hcaad participant discuss together
their impression on the self-evaluation. In thisyvilae participant is able to see the

objectivity of his answers and get clues from dtheiews.

The coaches are not judges on this evaluation.nib& important valuation is
the one of the participant himself. He should ustierd his own lack of competences,
the way to improving them, the recognition of hisnocompetences and the way to
fostering them. If the coach realizes that them raistakes in the self-perception
process, he should try to help the participantatcling and understanding them.
Objective information on real behaviour always kdipr explaining and convincing.
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In order to help the participant in his self-evaiom and objectivity, the coach
should behave with attentiveness and displayingt tai the time of listening and

discussing.

3.3.2 Personalmprovement plan

The consequence of the whole evaluation is thdt padicipant should propose
a plan for improvement. This plan for improvemenl vast 3 months and will be
reviewed once or twice a month. The plan will ildubetween 3 and 5 concrete
actions to execute. These actions will be connegi#it the basic dimensions of the
program, some aspects where the participant shome sveakness and also some

areas where he could move toward excellence.

4 | Activities of the Leaderl00PROGRAM

4.1 Planning

The planning of activities should be done accorditag the following
parameters:
e The planning should be updated at least quarterly.
e The planning should include a wealthy range of eepees, which expose
the participants to exercise as much leadershipdes as possible.
e It's important to encourage flexibility and it miglbe done avoiding

repetition of activities or even making changethim activities to carry out.

4.2 Participants’ involvement in the organization of ativities

The participants are encouraged to take active ipathe organization of

activities and their implementation till the venyde

200



4.3 Coverage of competences with the activities

Please, find below a exemplificative list of theiates which could serve for
the different 25 competences intended to be deedldpy the program. Between
brackets you can see the competence that is catheuith the corresponding

activity.

Excursions

e Knowledge of the environme(®penness).

e Responsibility in the organization of grou@@®am work, responsibility).
e Suggest new way<reativity).

e Physical effor{Fortress).

Making movies
e Overcome feafCourage).
e Foster expressivitfCommunication).

e Improvisation(Creativity, communication)

Visit to museums
e Wider cultural knowledgéOpenness).

e Seek information in advance to take advantagee¥Vis$it(Openness, study).

Concourse of short stories
e Create a new storfCreaticity).
e Learn how to writ§Communication).

¢ Read publicl(Courage, communication).

Help other people to study

e Invest time for other peopl&enerosity).

e Ability to adapt to otheréTeam work).

e Use of the correct language. Learn how to ligommunication).

e Help others and experience the service aspectrofiork (Professionalism).
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Sport
e Ability to adapt to otheréTeam work).
e Share successes and failuf€sam work).

e Learn how to win and to loogEriendship, integrity).

Programming of websites and blogs
e Design the content of a webs(tereativity).
¢ Willingness to influence and change the environnfiafitence, ideals).

e Knowledge on InterngCommunication).

Study
e To shake intellectual curiositgtudy).

e Overcome lazineg$-ortress).

Reading
e Reading regularly based on schedii®esponsibility).
e Acquire the habit of readin@penness)

e Get more vocabular{Citizenship, communication).
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Appendix VI. Main Features of Leading Leadership amnl Senior

Executive Development Programs

a) Business SchoollESE?

Country: Spain

Ranking Financial Times: No. 1 — Europg€2005)
Program |: Developing Leadership Competencies
Duration 4 days

Profile of participantsCEOs and senior level managers.

Main aint to help managers evaluate their own leadershipetencies, guide them
in designing a practical plan for personal develeptrand achieve the strategic goals
of the company through others.

Main topics

e Development of an individual — Strategic plan

o Leadership competencies in practice

o Self and external competencies assessment

e Leadership in action

e Coaching and conducting people

e Leadership and change

Methodology

o Case studies and discussion.

e Self-assessment questionnaire.

e Personal coaching sessions.

Program Il: Executive Development Program IESE — Nile Universit
Duration Four-month period with one module of five days p@nth.

Profile of participantsManagers with experience and perspective to becsemior

executives.
Main aimt to learn the skills that allow them to manageirtfieganizations in a
technology-driven, extremely competitive global kedplace.

Main topics
e Key business essentials: tools, concepts and risks.

22 Synthesis extracted from the website of IESE.

203



o Global perspective and strategy.
o Development of competitive advantage.
e Leadership and IT Management.

Methodology
e Case studies, discussions, team-work.

b) Business SchoolCenter of Creative Leadership

Country: United States

Ranking Financial Times: No. 10 — Worldwide. No. 1 in Leadership

Program: Awareness Program for Executive Excellence

Participants: Executives who — by virtue of their positions —vBareeminent
influence and responsibility for the success oirtbeganizations.

Main aim: is to make the executive a better leader examinimgelf or herself from
every available perspective. By combining the ihgyained from family and
friends, as well as business colleagues, the eixecatquires clarity of self-
understanding and an opportunity for personal antepsional excellence that rarely

presents itself.

Format:

e A coaching team, typically composed of a male amddie coach.

e A custom assessment package that includes perngoamadi style surveys, and
360-degree feedback.

« Comprehensive in-person interviews with the exeeldibusiness associates,
family members and friends.

o Multiple feedback/insight and goal-setting sessions

e A combination of in-person and telephone coachessi®ns, typically monthly
or bi-monthly.

e Customized reassessment of progress towards goals.

« Team assessment and organizational surveys amnepti

Length The program typically lasts 12 to 24 months.

23 Synthesis extracted from the website of CCL.
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Appendix VII.

PERSONALVAD IBA
Programma ,Publiskparvalde”
Izstradaja lektors Ph. D. kandidis Claudio Rivera

NepiecieSams priekSzinaSanas -MenedZzmenta pamati
Kursa anotacija

Veiksmigie vadtaji publiska parvalde atast, ka ir svaigi parvaldit un moti&t saviem
darbaspkiem. Vini zina, ka cilekresursu atstibas ir Hitiski, lai veiciratu
organizatorisko efektiviti.

S kursa nerkis ir paidzst daibniekiem saprast ciékresursu stragisko lomu un
svafigakos jaugjumus, kas attiecas uz ctku persoala valdbu un tdefibu.

Obligatas pragbas
Viena kontroldarba ncktoSana; viena refgéfa sagatavoSana un nakena. Par
refefdta €mu javienojas savlaigi ar pasniedzju.

Apjoms
Atbilst 2 kredtpunktiem (KP) jeb 80 ak&thiskam stundm

Lekciju skaits:

Studiju kursa saturs
Persorala vadibas pamati

S ievada modulis ievie$ citkresursu funkciju stragisko vadbu da#du veidu
organiacijas. Nemot \era nesef@s izmapas attieha uz ekonomiku, sogio un
tiesisko vidi, modulis ielauts persoila vadbas hitiskas funkcijas aprakstu: atlase,
apnacibas un aistibas, ves@bas un drabas, mentoring,arodbiedibas, atalgojums
un citas.

Atlase un atalgojums

Sis modulis attiecas uz teoriju un praksi par damwjekesanu, atalgojumu un atdevi.
Atlase ietver daadus aspektus, piesram, la lomas organigama un dizaina, darba
anaize, darba vietu izveide un darba Bdgumu. Ta aid attiecas uz dadb
pienemsanu un atlases jajuimiem. Jawjumi par @rtraukSanu un atlaiSanuiéis
apspriesti.
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Lideriba un komanda darbs

Sis modulis ir izveidotsat lai bitu novatorisku, elagju, praktisku un studentu cemtr
Dalibnieki iedis izpratni par dadiem teogtiskiem modéem, kas attiecas uz
komandas lomu un grupu &iibu, ka af par jauniem modem saisiti ar emocioglo
vadbu, konfliktu risiriSanu un grupasémumu pimemsSanu. Turldt vini iegus
pieredzi ar praktiskiem pamieniem, lai uzlabotu efektivti komanda dari

Apmacibas un attstibas
Sis modulis ir saiss ar cileku procesu apatibu un afisianu organacijas. Ta

ietver daZdas teogtiskas un prakses pieejasa & ietver cilekresursu atstibas
pamatfunkcijas aprakstu un izpratni par darba kdaemmes standartiem.

Parmainas vadSana

Sis modulis paredz integiu diskusiju par organizijas @rmainam un atistbu un to
vadba. Modui bis izgEtiti daudzveidos organizijas prmainas un intervences
pasikumus.

Talantu vadiba lai saglalatu darbibas standartus

Saj moduf, mes izpetisim daidas cilvekresursu stragijas, kas tiek izsadatas, lai
piesaisttu, iz\eloties un saglaiiu galvenos talantus.

Efektivit ates nowert eSana
Cilvekresursu efektiviites noerteSana ir svaga funkcija lai objekivi noteiktu
uzpémuma visu imenu darbinieku sgias un kvaligti. Turklat perso@la vadtaji var

spet izmerit efektivitati lai saglatatu galvenos cileku resursus, kas pasigi atbilst
organizcijas vajad#am un standartiem.

Noslkguma modulis piepragtam temam

Metodologija
Kursa dailbniekiemloti akfvi japiedaks macibu proces sekojod veida:

1-Viniem jasagatavo prezeitija par specifisku ciltkresursu jadumu.
2-Viniem jaizanali£ sava darbavietu uarpksta attiergo kazusu.
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Appendix VIII. Glossary of Terms®*

e Local companies: those “operating principally ireithown country” (KPMG
International, 2005, 9).

e Multinational companies: those operating worldwidend usually with
headquarters in industrialized countries (KPMG rimé¢ional, 2005, 9).

e Regional companies: those that have been startad apy country of Central
and Eastern Europe and hold established and signifoperations in more than

one country of the region (KPMG International, 209b

e Soft leadership skills: those skills that make puesthe leadership processes
(direction setting, aligning people, motivating aindpiring). The list of the soft

leadership skills used in this project is showappendix II.

e Direction setting: “developing a vision of the frgy often the distant future,
along with strategies for producing the changesiegdo achieve that vision”.
(Kotter, 1990, 139)

e Aligning people: “communicating the direction by mle and deeds to all those
whose cooperation may be needed so as to influgrcereation of teams and
coalitions that understand the vision and stratgegaad accept their validity”.
(Kotter, 1990, 139)

e Motivating and inspiring: “energizing people to oseme major political,
bureaucratic, and resource barriers to change tisfysag very basic, but often
unfulfilled, human needs”. (Kotter, 1990, 139)

e Hard managerial skills: those skills that make fmeshe managerial processes
(planning and budgeting, organizing and staffingntolling and problem
solving). The list of the hard managerial skilledsn this project is shown in

appendix II.

24 The author includes any terms that could be mistgtoled and whose meanings are relevant and he
does not include those definitions that are writteather sections of the paper.
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Planning and budgeting: “establishing detailed stepd timetables for achieving
needed results, and then allocating the resoumesseary to make that happen”.
(Kotter, 1990, 139).

Organizing and staffing: “establishing some struetéor accomplishing plan
requirements, staffing that structure with indivatk) delegating responsibility
and authority for carrying out the plan, providipglicies and procedures to help
guide people, and creating methods or systems toitonoimplementation”.
(Kotter, 1990, 139).

Controlling and problem solving: “monitoring resulvs. plan in some detail,
identifying deviations, and then planning and oigag to solve these
problems”. (Kotter, 1990, 139).

Leading corporation: as used in this paper it eetera company that holds a
significant position in its sector in terms of metrlshare or size (measured by

turnover or number of employees).

Business education institution: in the contextha$ fpaper it refers to a company
or a public organization that offers educational &aining services to companies
and/or individuals in business. It includes, foraemple, business schools,

universities, consultants, etc.

Corporate vision: “is envisioned future. It consisf two parts: a 10-to-30-year
audacious goal plus vivid descriptions of whatiit e like to achieve the goal.”
(Collins, 1996, 131).

Entrepreneurialism: in this paper this term refierghe set of personality traits
usually attributed to entrepreneursimirapreneurs Buchanan summarizes these
traits with: high need of achievement, internalu®oof control, risk taking,

independence and innovation (2004, 723).

Team-building: the set of necessary skills “to hielam members to understand
their own roles more clearly, and improve theireraction and collaboration”
(Buchanan, 2004, 880).

Managing change: the necessary skills needed f@ghdsing resistance to
change and at choosing the appropriate methodsvefcaming it”. (Kotter,
1979, 106).
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Life balance: the ability to manage successfully fiiequent conflicts between
life and work, personal and corporative goals, betlveen corporative and

personal values. (Author, based in Friedman, 20@Ghd Ruderman, 2001, 3)

Conflict management: the skills necessary to martagslict, which means
stimulating, regulating or resolving conflict be®sve two or more parties.
Conflict is “a process which begins when one pantyceives that another
party has negatively affected, or is about to neght affect, something the

first party cares about” (Buchanan, 2004, 865).
Coaching: method of training and development.

Coaching skills: are understood as those that teagers should exercise to
contribute to developing their subordinates, foaraple, identifying their
development needs and supporting them in the psoocEsmproving their

effectiveness.

Crisis: one of the potential triggers of change.
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Final Appendices

Below the author inserts two appendixes with thestjonnaire of the survey

run in El Salvador and a presentation deliveredome on Social Leadership.

Appendix IX. Encuesta sobre estilos de vida de lauyentud de el

Salvador — Survey on youth'’s life style in El Salvdor

Appendix X. Social Leadership in university — Confeence at the

International UNIV Forum 2009 (Rome, Italy)
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