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Abstract 

 

The growing demand of MBA degree comes to prove that demand for skilful leaders and managers 

in organizations is growing. Organisations seek good leaders who can direct efforts, lead people 

towards the vision and establish the most effective working environment. According to McKinzey’s 

latest research (McKinzey&Company, 2009), there are nine competences necessary to successfully 

lead organizations now and in the nearest future. These competencies were identified by the 763 

executives (434 men and 329 women) representing different industries. After the literature review, 

the researcher examined the competences through existing leadership theories and came to a 

conclusion that those are the ones described in the transformational leadership theory. 

The MBA course aims to develop skills that will grow successful leaders in the organizations. The 

programme developers believe that students will gain competitive advantage. However, after a few 

years of work experience graduates realize that learning process begins after graduation – in real 

business. 

Purpose - This research attempts to identify leadership skills of the MBA graduates. The reason is 

to prove or disprove the supposition that the MBA graduates possess necessary leadership skills and 

are ready to take executive positions in organizations. 

Findings – The survey results revealed that the students’ transformational and transactional 

leadership skills can be evaluated as moderately-high. The survey also revealed that there are 

correlations between the students’ education, age, experience, and gender and displayed leadership 

style. 
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Chapter 1. Introduction 

Chapter 1. Introduction 

The growing demand of MBA degree comes to prove that demand for skilful leaders and managers 

in organizations is growing. Organisations seek good leaders who can direct efforts, lead people 

towards the vision and establish the most effective working environment. The MBA course aims to 

develop characteristics that will develop successful leaders in the organizations.  

There are not significant differences in course descriptions of different educational institutions. 

They all offer a globally recognised, dynamic programme. The course aims to provide students with 

modern theories and practice close to real-world business. The programme is designed for 

international and local students and provides multicultural case studies. The programme developers 

believe that students will gain competitive advantage. However, in its early stage the MBA program 

was more focused on managerial skill development rather than leadership (Bennis and Nanus, 

1985). After the course curricula reviews business schools shifted their attention to developing 

leadership skills.  Nowadays educational institutions offer degrees and certificates in general and 

transformational leadership.  

According to Bottger (2008), the executives of different companies pointed out that business school 

graduates rely on their education as a ‘bulk’ for future success. However, after a few years of work 

experience graduates realize that learning process begins after graduation – in real business 

(Bottger, 2008). During the last century, the perception of leadership has changed greatly from the 

military/political view to the broad implementation in any area of life. The importance of leadership 

in business has been particularly stressed during the last decades. This is due to the increase in the 

rate of change, and the best practice implementation strategies that increased the effectiveness of 

organizations (Sadler, 2006). As a result, leadership is a hot topic in organizations and academic 

institutions. Leadership became an inseparable element of the MBA course. This research attempts 

to identify leadership skills of the MBA graduates. The reason is to prove or disprove the 

supposition that the MBA graduates are ready to take executive positions in organizations. To carry 

out the research Cavendish College has been chosen.  

 

1.1 Background 

Cavendish College was established in 1985. It is an accredited college (independent organization). 

Currently the College offers high quality, internationally recognised higher education courses. 

During past ten years the college has been delivering Higher National Diplomas in Business and 
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computing. Cavendish College operates in higher sector of the UK’s educational system. It is now 

one of the leading educational centres in private sector (Student Induction Handbook, Cavendish 

College, version [1]). It offers high quality full-time and part-time courses. The College has created 

international and multi-cultural environment for 400 full-time and 500 part-time students. The 

College specialises in teaching professional courses in general management, healthcare, marketing, 

hospitality, finance and human resources (source: www.cavendish.ac.uk). Principal Dr John 

Sanders mentioned in his welcome speech to the students: 

“The College provides the expertise and resources to support a variety of structured courses which 

are carefully designed to enable you to achieve your full potential.” (Student Induction Handbook, 

Cavendish College, version [1]). 

The College works within the framework of Wales University regulations and develops MBA 

programme in constant referencing with the University. Cavendish College also has established the 

Quality Assurance Committee and has internal and external Quality Control policies and 

procedures. Moreover, as the part of the Quality Control procedure the College persistently consults 

external examiners such as the University of Wales, QAA, AMBA, BAC, CIM, Edexcel and LCCI.  

 

1.2 Research question 

Leadership theory versus practice: which leadership skills should be taught on MBA course? Are 

students at Cavendish College gaining the correct perception of what they will need in a managerial 

role in organizations? 

The idea of the research question appeared to the researcher after she read the article published by 

McKinzey&Cpompany. According to McKinzey’s latest research results (McKinzey&Company, 

2009), there are nine competences necessary to successfully lead organizations now and in the 

nearest future. These are Inspiring, Defining expectations and offering rewards, Challenging 

assumptions and encouraging risk, Participative decision making, Role modelling, Communicating 

in a convincing way, Teaching and mentoring, Monitoring individuals’ performance and 

Individualistic decision making. These competencies were identified by the 763 executives (434 

men and 329 women) representing different industries. After the reading, the researcher examined 

the competences through existing leadership theories and came to a conclusion that those are the 

ones described in the transformational leadership theory. Thus, it is important for the MBA students 

(who are the potential recruits for executive positions in organizations next 5 years) to gain 

transformational leadership skills during the course.  

http://www.cavendish.ac.uk/�
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According to Sadler (2006), there are two distinct ways of supplying organizations with qualified, 

competent and experienced leaders. One is recruiting from outside, the other is to grow inside the 

company. Although the second option is time consuming and requires more financial investment, it 

provides organizations with adequate personal by growing graduates in organization’s culture 

(Sadler, 2003). Those who use the second method face many difficulties (Sadler, 2006). Recruited 

people are mostly in their twenties and likely will rich executive positions in their middle ages. The 

challenge is to foresee future qualities that would be required to choose the right person with the 

potential to acquire those skills. The MBA programme attempts to cultivate general strategic 

leadership skills. Thus, natural questions arose. Do MBA graduates possess necessary leadership 

skills? Are they ready to take an executive position and gain further practical experience? Based on 

these questions the researcher developed further research objectives, strategy and carried out the 

research.  

1.2.1 Hypothesis 

The researcher’s point of view is that the MBA course syllabus is relevant to modern-day demand 

of organizations. Students at the MBA gain right leadership skills; and graduates of the programme 

can successfully fulfil executive positions in the organizations next 5 to 10 years. 

It is outlined in the MBA programme description that the programme focuses on developing 

leadership skills. Thus, doing well graduates will be able to apply for senior management positions 

in companies within any industry. The aim of the research is to identify whether the MBA course 

students really gain expected leadership skills or no. The researcher aims to identify compatibility 

of the MBA graduates’ skills and nowadays organizational requirements. In terms of organizational 

value, the research will prove or disprove the hypothesis that the MBA programmes provide the 

graduates with the necessary skills.  

 

1.3 Research objectives 

The research objectives are derived from the researcher’s academic, organizational and personal 

objectives. The research will let the researcher: 

• to gain deep knowledge of how to manage and lead people within an organization; 

• to explore and analyse leadership theories, theory development and contemporary trends; 

• to gain a holistic view of the organizational leadership development; 
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• to implement knowledge gained from different courses; improve research and critical 

analysis skills; and develop writing skills. 

The last point of the objectives refers not only to the researcher but also to those who are enrolled in 

the MBA course. The results of the research can be shared among the students to enhance self-

awareness and help them to develop necessary skills. In order to be able to change somebody’s 

point of view, abilities and behaviour at first we need to study the current attributes, only then we 

can identify changes required and stimulate the change. For the research Multifactor Leadership 

Questionnaire has been used. Pile’s (1988) study results showed that Multifactor Leadership 

Questionnaires could be successfully used for the individual’s further leadership development (Bass 

and Riggio, 2006). Combination of an overview of each factor will construct the overall leadership 

profile. This will allow an individual to target necessary changes and develop personal development 

plan. Self-development approach to leadership will enhance the individual’s ability to develop 

followers in the future as the process patterns are the same (Bass and Riggio, 2006).  

 

1.4 Similar projects  

Bratton H. Talbot and Shyla Hallows conducted a similar project in 2008. They published the 

article “Leadership skills: developing a measurement for college students” in Intuition magazine, 

Vol. 4, pp. 12-18. They aimed to measure leadership skills of the college students to identify their 

abilities and characteristics. The assessment focused on such characteristics as leadership in a 

group, interpersonal relations, and determination. The research was conducted at Brigham Young 

University. 50 students were engaged. In contrast to the current research, Bretton and Hallows 

attempted to create a measurement tool that can be used at schools, colleges and job recruitment to 

assess an individual’s skills (Bretton and Hallows, 2008). Bretton and Hallows’ research showed 

that there is a correlation between certain traits and leadership emergence. They mentioned that by 

identifying the college students’ abilities organizations will be able to recruit those who fit for their 

requirements. This will allow organizations spend less time and money on further training and 

development. 

The main differences between the two studies are: 

• the current research focuses on the specific set of leadership skills, whereas the above 

presented research focused on identification of general leadership skills of students; 
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• the current research attempts to identify the students leadership skills to foster further self 

development, whereas the above mentioned research develops an assessment tool to use for 

recruitment. 

  

1.5 Summary of each chapter  

1.5.1 Literature review 

In this chapter the researcher attempts to disclose the nature of the leadership and leadership theory 

development. Many centuries it was strongly believed that leaders are born and leadership is a faith. 

Later, researches will conclude that traits define the primary style of a leader; and that the 

leadership is a function of many factors such as environment, situation, time and context. 

Obviously, the question is not about “born or made” leaders, it is rather about “to be or not to be” a 

leader. 

In line with the leadership theory development, the researcher reviewed organizational development 

theory from Classical school of mechanistic organizations of Taylor to modern Complexity 

approach in organic entities. The growing complexity and uncertainty of the external environment 

demand particular leadership approaches, to keep organizations ‘alive’. Moreover, ‘correct’ 

leadership approach can be an unbeatable competitive advantage. The researcher identified that as 

there is not a ‘one best way’ approach in organizational development, consequently, there is not a 

‘one best’ leadership approach to govern an organization. Hence, leadership should take a ‘form’ 

which changes and adapts to external and internal environments.  

In this chapter the researcher also referred to management versus leadership topic. She attempted to 

review different opinions and find the consensus. The last part of the chapter is dedicated to the 

contemporary leadership studies and approaches. 

 

1.5.2 Research methodology   

This chapter is dedicated to the research design, the research data collection method and the 

limitations. The data were collected at Cavendish College, London. The researcher has used a 

multiple choice questionnaire to identify the students’ leadership skills. The questionnaires were 

distributed to the students personally (by the researcher) and via e-mail. The questionnaire and the 

guiding cover letter are presented in the Appendix 1. The collected data were processed manually 
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by the researcher and put together in one file for further systematic analyses. The qualitative and 

quantitative methods are used for the analyses.  

 

1.5.3 Findings 

In this chapter the research findings are presented. The survey has been conducted among 164 MBA 

students. 103 students were contacted: 42 by the researcher personally and 61 via e-mail. Total 51 

responses were collected as 6 questionnaires were ineligible and 42 e-mail recipients did not 

answer. The survey questionnaire included 21 questions to identify 7 aspects of gained 

transformational leadership skills, and 4 questions identifying demographics. The survey findings 

are organised as follows:  

• general overview of the results; 

• statistics and average scores by the year of study; 

• statistics and average scores by age groups; 

• statistics and average scores by experience; 

• statistics and average scores by gender. 

 

1.5.4 Discussion 

Here the researcher uses related theory to qualify and interpret the meanings of the obtained results. 

She uses qualitative data analysis to discover relationships and regularities in the obtained data. 

Although the researcher uses transformational leadership theory and related studies, she attempts to 

present analysis through the lens of her own observations and understanding. The researcher uses 

the qualitative analysis steps described by Saunders et al (2007). The first step – categorisation – 

the data are classified by the year of study, age groups, experience and gender. In the second step – 

merging – the researcher attempts to unite obtained research results and the theory. In the third 

stage – identifying relationships – the researcher identifies correlations and interdependences 

between categories. The fourth stage – developing conclusion – is separated and presented in 

Chapter 6 (Conclusion).  
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1.6 Limitations 

As many researchers (Yukl, 2010; Sadler, 2006; Bass, 1997) have identified, to study leadership 

processes longitudinal studies are more appropriate. Longitudinal study allows a researcher to 

observe dyadic relationships evolving over the time (Yukl, 2010). One of the main limitations of the 

current research is that it has time boundaries and has to be done within the deadline. Thus, 

longitudinal studies are not possible. Hence, survey study has been conducted.  The current research 

is cross-sectional. The research does not give the opportunity to study leadership as a dynamic, 

shared social process. To compensate this limitation the researcher included the 1st and 2nd year 

students. This enables the comparison of the results (even though after the survey the researcher 

found out that there were more 1st year students among the respondents than 2nd year). 

To conduct the survey Multifactor Leadership Questionnaire (adapted version), develop by Bass 

and Avolio (1992), has been used. Although the measurement tool (MLQ) used in this research can 

be used for dyadic studies, the researcher used the tool for individualistic attribute and behaviour 

measurement, that is, to measure variables within an individual. At first, the researcher made an 

adapted questionnaire (combined MLQ with the competence list provided by McKinzey’s research) 

to measure leadership skills identified by McKinsey. The researcher collected data using the 

combined questionnaire (Appendix 1). After some analyses, she came to a conclusion that the 

added two factors (7 and 8 in the questionnaire presented in Appendix 1) which correspond to two 

skills in the McKinsey’s list are not additional they simply could be combined with two other 

factors (3 and 7, 4 and 8). Thus, for further analysis the researcher eliminated additional questions 

(added earlier to the questionnaire) and analysed individualistic decision making and monitoring 

individuals’ performance skills as parts of Individualized consideration and Management-by-

exceptions, correspondingly. Later in the dissertation, the researcher will refer to the original 

questionnaire (taken from the Northouse, 1997) presented in Appendix 2. 

Another limitation is concerned with the scoring method of the questionnaire (Appendix 2). The 

researcher realises that the score ‘0’ in the questionnaire which equals to the answer ‘not at all’ is 

not convenient for statistical analysis. However, she decided to use the original scoring. In case of 

difficulties with the analysis she will simply add ‘1’ point to each score and the score range will be 

from 1 to 5 (instead of 0 to 4). For example 0 will turn into 1, 1 will turn into 2, and so on.  
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Chapter 2. Literature Review 

In this chapter the nature of leadership and its theory development are reviewed. During the last 

century the perception of a leader has changed drastically form The Great Man to the complex 

transactional/transformational. In line with the leadership theory development organizational 

development theories emerged. Simultaneous development of two theories ‘gave birth’ to the 

concept of organizational leadership and increased leader’s role and importance in organizational 

life.  

 

2.1 The Nature of Leadership 

Leadership is a multi-dimensional topic and has been studied by many researchers. There are 

writings dated from the 400 BC when first study was made by Plato. Until now the leadership 

phenomenon is not ‘unwrapped’. The leadership phenomenon is on the agenda of modern day 

organizations. This is why it is increasingly important at business schools (particularly in the MBA 

course) and is considered to be the one of the key factors of success or failure of the organization 

(Sadler, 2003). It has found different expressions by different authors in different situations, ages, 

and points of view. Since the first study of the leadership phenomenon it was always connected 

with people who influence social life of the society. Important historical events are connected with 

powerful, dynamic and victorious persons (Yukl, 2010). Grate leaders inspire, build ‘empires’ and 

create history.  

In the 20th century scientific studies of the leadership took place. Theories emerged to explain the 

phenomenon through traits, behaviour, style and contingency. Social scientists tried to explain how 

leader’s traits, behaviour, abilities, and skills affect followers; how can leaders influence and get 

results. Recent studies are more dedicated to the leadership and effective leading in the 

organizations (Bryman, 1986, 1992; Bass, 1990; Northouse, 1997; Sadler, 2003; Bottger, 2008; 

Yukl, 1994, 1998, 2002, 2006, 2010). Many factors such as purpose, focus, direction and strategy 

influence the leadership outlook (Bottger, 2008). Thus, there is no universal definition of 

leadership. Possibly, one will never appear. There are as many definitions of leadership as there are 

people who can be asked about it (Brady and Woodward, 2007). Authors have argued about the 

definition of leadership for many decades. The growing number of definitions does not make it 

easier. Although there aren’t any general or agreed definitions of leadership, after examining 

several definitions of leadership one can identify the most frequently used words and expressions. 

Here are some definitions: 
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“Leader’s role is to effect integration between individual needs and organizational goals. The 

manager must concentrate his efforts so as to bring subordinate and organizational needs into a 

common accord in order to promote efficient operations.” – Mintzberg (1973) 

“Leaders are those who can resolve the chaos and confusion.” – Brady and Woodward (2007) 

“Leadership is an initiative taking at the certain moment, and then responsibility taking after tings 

has been done.” – Uris (1953) 

“Leadership really is the enabling art.” Stephen Covey 

Leadership is most commonly associated with power, influence, authority, group work, group 

direction, action coordination, decision making, motivation, positive attitude, etc. To understand the 

true leadership we should distinguish it from the simple formality of a position (Bryman, 1986). Not 

attempting to do so will lead to a false understanding of leadership. According to Bryman (1992), 

researchers of leadership theories emphasize three main elements in leadership definition: influence, 

group and goal. Leaders are individuals who influence the behaviour of their followers. They are 

needed in group relations to lead the group towards a common goal. Importance of a leader gets 

even higher as society and environment get complex (Bass, 1992). 

On the one hand, researchers’ points of view and definitions of leadership differ. As Stogdill (1974) 

in his study of leadership concluded that each definition is expressed and influenced by an 

individual’s perceptions and subjective understanding of leadership. Experience, age, gender, 

context and area of study could have an effect on how one perceives things.  On the other hand, 

researchers try to address why and how leadership is important in an organization. Is it management 

or leadership that makes organizations effective? Bottger (2008) suggested that leaders differ from 

others by their goals and ambitions, by the results they get and methods of achieving those results. 

This definition is strongly applicable to an image of an organizational leader. According to Bratton, 

Grant and Nelson (2005), effective organizational leaders are charismatic, able to inspire 

subordinates and create a strong vision. They mentioned that leadership is a complex process which 

involves all aspects of organizational life. Leadership in the organization can be separated as a 

discrete subject. It is important to identify a leader’s role in organizational structure, his/her 

behaviour on different levels, values, beliefs and interests that are shared among individuals. 

The idea of organizational leadership emerged with the industrialization. A manager’s role is clearly 

understood: the responsibilities that lay on managers on day-to-day basis. A manager’s activities are 

widely studied and effectiveness can be measured. It is quite different from the leader’s role. The 
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level of influence on subordinates, level of inspiration, ability to create a vision can hardly be 

measured. Leader’s activities affect organization’s profitability and effectiveness indirectly. 

If we assume that leaders do not make any difference it is all about managerial competencies, then 

one question is left without an answer. Why companies change their CEOs? Boards hope that the 

new leader will come and make changes. Another question to be answered is why outstanding 

supervisors, department heads and CEOs are regarded as good leaders rather than good managers? 

What characteristics make a manager a good organizational leader? Possible answer is that leaders 

are able to create a culture, high performance workplace and social system in the organization 

(Bratton, Grant and Nelson, 2005). Leadership is viewed as a key to innovation, empowerment, 

loyalty building, team building, shared value system building and change management. 

Nevertheless, leadership is inseparable aspect of a strategy development and management (Heller, 

1997, Nahavendi and Malekzadeh, 1993). Kets (2006) states that leadership is both property and 

process, that is, property – set of characteristics, personal attributes; process – effort by a leader, and 

set of skills. He also points out that leadership is about balancing two ‘confronting’ interests (the 

leader’s and the followers’) defined by personal characteristics, values, attributes, position and 

experience, in the context of environment and situation. In a nutshell, the leader’s role in the 

organization is to make corporate and individual expectations meet. 

 

2.2 Leadership theory development 

Born or made? The question that caused dilemmas and quarrels, and is attempted to be answered by 

those who study and implement leadership skills. Researchers have found lot of works by Plato, 

Aristotle and other antique philosophers’ that can be applied on current studies. Plato (427–347 BC) 

in his discussions wrote about ideal governance and ethically ‘dark’ sides of leadership such as 

totalitarian leadership and truth-manipulation (as cited in Takala, 1998). His works talk about leader’s 

style rather than traits. Aristotle (4th century BC) in his turn wrote about civic leadership and politics. 

He stated that only “acquired traits” can make a “virtuous leaders”. He believed that leaders are not 

born but made. Furthermore, he insisted that leaders are self-made. However, in the beginning of 20th 

century perceptions of leadership were biased and concerned with the leader’s traits, gens and 

personality rather than gained skills and experience.  

The first publication where leadership has been studied is Machiavelli’s The Prince. The next 

publications were made almost 300 years later. In 1880s and were referred as Great Man Theories. 
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These are Calryle (1841), Galton (1870) and James (1880) (Bass, 1990). These studies emphasize 

courage, physical strength, charisma and heroism of a leader.  

This was The Trait Era by Bryman (1992) who distinguished four eras of leadership theories’ 

development: 

 The Trait Era (1880s-1940s) – emphasises inborn characteristics and abilities. 

 The Style Era (1940s-1960s) – emphasises leader’s actions and the way things have been done. 

 The Contingency Era (late 1960s to early 1980s) – considers leader’s style and the context in 

which it is applied. 

 The New Leadership Era (1980s to date) – considers leadership as a separate subject. It 

emphasises leader’s role in transformational change. 

Crainer (1996) suggests 9 eras in leadership theory development: Great Man, Trait, Power and 

Influence, Behaviour, Situational, Contingency, Transactional, Attribution and Transformational. 

Although, the names of eras can be different, the pattern of development is the same.    

Uris (1953) compared leadership dilemma with the case of discovering bacteria. While men 

believed that disease are spontaneous they could not fight with them. Once bacteria were discovered 

and understood disease became curable. Similarly, during The Trait Era men believed that leaders 

are born and leadership skills are matters of genetics. Since these traits are examined and 

understood, they can be taught. Thus he suggested looking at study of leadership through the lens of 

a “biologist”. That is, to understand the overall picture one needs to examine each “piece” 

separately. Once all pieces are examined and understood, leadership is not a trait any more, that is, 

it can be taught and learnt. People believed that leaders were born with natural characteristics and 

nothing could be done until the 1940s when many studies carried out by Lewin, Lippitt, White 

(1939), Stogdill (1948), Gibb (1947), Jenkins (1947) and others disproved the trait theory and 

established the behavioural school. During The Style Era, emphasis shifted from a leader’s 

characteristics to behaviour.  

Uris (1953) considers leadership from two different points of view. He discusses leadership 

necessity for a leader and for a follower. A leader seeks prestige, achievement and emotional 

satisfaction in application of his/her skills, whereas a follower looks for direction (for his/her efforts 

and energy), work satisfaction and personal growth. Thus a leader’s approach should be satisfactory 

for both. He argues that Lewin-Lippitt-White study is wrong in opinion that leaders should use one 

of the following styles: autocratic, democratic and laissez-fair. All these methods will give 

satisfactory results “under the right conditions”. Uris (1953) indicates that “the skill of leadership 
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lies largely in knowing when to use which method”. The skill of applying each method determines 

the success of a leader. To be successful leaders should keep their skills up-to-date (Uris, 1953). 

Changes in application of this or that method should be considered in the framework of individual, 

group, situational and personal factors. 

Another set of important studies was carried out by Stogdill 1948-1970 (Stogdill, R.M., 1974). He 

examined leadership traits to answer whether leaders are born or made. He reviewed three kinds of 

traits: 

• physical – height, weight, appearance and age; 

• ability – intelligence, speech, scholarship and knowledge; 

• personality – conservatism, introversion-extroversion, dominance, self-confidence, 

sensitivity and emotional control. 

After the first survey he came to a conclusion that usefulness and usage of a specific trait is strongly 

determined by a situation in which a leader is to act. That is, whether the specific trait helps a leader 

to be identified as a leader should be examined in context of situation. Stogdill (Bass, 1990) after 

the second survey of personal traits of leaders came to a conclusion that leaders are those who are 

ready to take the responsibility; who set challenging goals; who are self-confident and seek 

originality in problem solving; who are ready to deal with stress; who are able to influence other 

people’s behaviour.  

Brady and Woodward (2007) stated that each person is able to be a leader. Usually, people’s 

strength and desire of being the leader lie in the area that interests them. So, everybody has some 

natural abilities which can be developed.  A good analogy is brought by Brady and Woodward 

(2007) that leadership is like a muscular strength: everybody is born with certain physical abilities. 

They insist that despite the size, weight, and strength everybody can develop muscles and change 

their state.  

During The Contingency Era focus has been shifted from the certain style to a situation in which it 

has been applied. Proponents of Contingency Era argued that there aren’t universal leadership 

styles. Leader’s actions in two different cases can cause two different outcomes. The first study of 

the contingency theory has been carried out by Fiedler and his colleagues (1967-1978). They 

examined different areas where leadership skills are applied such as military, industry and sport. 

While Fiedler’s work were criticised because of lack of theoretical foundation other studies were 

carried out (Bryman, 1986). Those are House’s path-goal theory (1971) based on expectancy 

theory; Vroom and Yetton’s decision making (1973) which identifies link between quality and 
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acceptability of the decision with the outcome; Argyris’ Double-loop learning (1976) focusing on 

the leader’s personal development and its inescapable positive effect on organization. 

In the late 1970s and 1980s studies focusing on more complex and contextual consideration of 

leadership emerged. At this period event management, situational studies and culture were the main 

focus areas. Attribution theory (Mitchell, Larson and Green, 1977), Situational Leadership Theory 

(Hersey and Blanchard, 1977), Psychodynamics (Kets de Vries, 1979), Culture (Schein, 1982), 

Performance-Maintenance (Misumi, 1985), and Emotional Intelligence (Goleman, 1985) theories 

tried to find answers to leadership dilemmas (Garrick, 2006). Leater the ideas of Servant Leadership 

by Greenleaf (1998) and Transformational Leadership by Burns (1978) (Stone, Russell and 

Peterson, 2004) emerged. James MacGregor Burns (1978) conceptualization of transformational 

and transactional leadership brought to the prevalent attention two reasonably distinct leadership 

approaches. Burns (1978) distinguished transactional leaders, who prefer ‘exchange’ relationships, 

and transformational, who transform their followers and develop their skills in accordance with 

their individual needs. Although at first Burns theory seemed applicable only for political and 

military sectors, further research revealed its applicability to any sector of life (Bass and Riggio, 

2006). Every next wave in leadership theory development was more complex. It gathered the 

knowledge from the past studies and improved it. In the 1990s leadership theories combined 

leadership styles, situation, culture, emotional studies, psychodynamics and change leadership. 

They gave the priority to creating a vision, sharing values and serving followers. 

 

2.3 Leadership versus Management 

There is a continuing interest in the relationship between leadership and management. This subject 

still arise debates and confuses researchers. Some researchers think that management and leadership 

are inseparable as Ying-Yang (Burns, 1978, Kets, 2006; Daft, 2008). Some think that management 

and leadership are two distinct subjects and they should be kept in a healthy balance to benefit 

(Kotter, 1990, Bass, 1990). Mintzberg (1973) viewed leadership as one of the roles that managers 

need to carry. There is also an extreme viewpoint saying that management and leadership cannot be 

carried on by one person – there are managers, and leaders (Zaleznik, 1992). Zaleznik (1992) 

claimed that a leader’s and a manager’s activities should be analysed in the four areas: attitudes 

towards goals, conceptions of work, relationships and sense of self. Taking a general overview, the 

researcher has found the following divisions: managers 1) are impersonal towards set goals; 2) 

compromise strategy, decision making, controlling, organizing and rewording activities; 3) maintain 
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a low level of emotional connection; 4) adjusting to existing environment. On the other hand, 

leaders 1) are personal towards set goals; 2) convey their ideas in a way to excite and inspire; 3) are 

emotional and intuitive, they generate strong feelings – positive or negative; 4) question the existing 

environment and create new one (Burns, 1978; Bass, 1990; Kets, 2006; Daft, 2008;Yukl, 2010). 

Both set of skills are essential for modern-day complex organizations which operate in a very 

uncertain environment. Kotter (1990) proposed that the importance of each role increases in certain 

situations. As organizations grow to larger and more complex entities, managerial skills become 

more important. If the environment becomes uncertain, flexibility and the ability to make changes 

are required and the importance of leadership increases. Similarly, Kets (2006) suggested that when 

both set of skills are implemented correctly enhanced organizational success can be achieved.  

Although researchers argue on the subject, there is no doubt that they all do not question the areas 

of managerial and leadership skills implementation. None of them will argue that leaders deal with 

‘people issues’, whereas managers deal with ‘task issues’ (Cangemi, 2006). Managers are leaders 

who are said to be leaders and have to as they are on a certain position. Their responsibility to lead 

people is, somehow, a matter of fact. Their power on employees and work environment is mostly 

related to their direct responsibilities. Managers are leaders who are to sustain stability and drive the 

organization to stable success, they are to do things right! Dissimilar to the management, according 

to Sadler (2006), leadership has nothing to do with an assigned position. It is an inseparable part of 

the formal structure and appears in different levels. Leaders do not belong to organizations. Leaders 

are strategists; they deal with mission, culture and social processes. Their main responsibility is to 

provide direction, purpose and focus (Bottger, 2008).  

 

 

2.4 Leadership in organization 

2.4.1 Organizational theory development 

Birth of the ‘first’ formal organization possibly can be dated in the late eighteenth century, after the 

British Industrial Revolution (Burnes, 2009).  However, first scientific approach of organizational 

understanding took place only in the late nineteenth century. The aim of academic approach was to 

improve organizational effectiveness and competitiveness.  

The Classical school – this approach described organizations as machines and those (people) in 

them as simple parts of the machine. Main principles of this school depicted organizations as 
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rational entities, and assumed there is only ‘one best way’ of organization: through hierarchies and 

labour division. People were treated as simple parts of the machine (economic beings), thus, they 

could easily be managed. The structure and the image of an organization established that the 

manager’s (leader’s) main responsibilities were controlling, and order and formality establishment 

(Armstrong, 2009; Burnes, 2009). Here came the first need for educated managers, who would 

‘obey’ the established rules and carry out impersonal administration within the rules. The main 

developers of this school were Taylor (1911), Gilbreths (1914), Fayol (1916), Weber (1946), 

Urwick (1947). They believed that an organization’s formal structure, with clear hierarchies, 

optimizes the activities and interaction within the business or a unit in the business. However, there 

are informal groups as well, developed by means of informal connections (Armstrong, 2009). 

Understanding the presence of these informal groups came in 1930s, when The Human Relations 

approach emerged. The main developers of this school Mayo (1933), Myers (1934), and Bernard 

(1938) emphasized the importance of informal organization and networks influencing formal 

patterns. The basic assumptions of this school were: people are not economic beings, they are 

emotional; organizations are cooperative systems rather than mechanisms; there are informal 

structures, rules, and norms. Here the first idea of organizational culture arose.  

The next wave in the organizational theory development is establishment of The Behavioural 

Science school during 1950s – 1960s. As the title of the school prompts focus during two decades 

shifted to the performance and people’s manners in organizations. Main contributors of this 

approach were Maslow (1943), Argyris (1957), Herzberg (1968), Bennis (1966). This school 

challenged managers by its humanistic point of view on people’s abilities and motivation. It 

stressed importance of leadership and communication, job motivation and collaboration. This 

approach changed the management style in the organizations. Organizational effectiveness turned 

into the function of motivation and satisfaction rather than de-motivation and frustration caused by 

mechanical approach.  

The Contingency Theory school emerged in 1960s. The main idea was that there is not a ‘one best 

way’ approach for all organizations. Organizations are influenced by the environment in which they 

exist. Thus, there can be only ‘one best way’ for each organization (Burnes, 2009). Proponents of 

this school identified three main contingencies: environmental uncertainty, technology 

development, and the size of the organization; and two organizational structures: mechanistic and 

organic. They stated that in less stable environment mechanistic organizations are unviable. Organic 

organizations, which are more flexible, have lateral communication patterns, emphasize employee 

commitment, and determine authority by an individual’s input can cope with environmental 

uncertainty and adapt to new conditions easily (Burnes, 2009). Accelerated pace of change and 
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growing complication of the business environment ‘gave birth’ to a new organizational paradigm. 

The growing complexity of organizations demanded a more entrepreneurial style of management 

and stressed investment in a skilled workforce. During the 1980s-90s the Cultural-Excellence 

approach proponents emphasized flexibility and adaptation of organizations. Organizations to 

survive in highly competitive markets need to ‘think’ as if from outside-in rather than inside-out. In 

search of excellence they bring new ideas from other industries and welcome creativity. The 

leader’s role in the Culture-Excellence approach is to facilitate processes and contract skilled 

workers. Leaders appear to be more transactional. The main developers of the school were Tom 

Peters, Rosabeth Moss Kanter and Charles Handy (Burnes, 2009). 

Another approach to the organizational management that arose in the 1990s is Japanese approach. 

Different authors tried to identify main differentiators of Japanese approach. The basic ideas that 

they have found are commitment and involvement of all employees, trust and personal relations as a 

common norm, long-term employment, participative decision making and promotion, cooperative 

and relationship based team-building. Main developers of the approach are Keys and Miller (1984), 

McKenna (1988), Pang and Oliver (1988), Laage-Hellman (1997). 

In the new rapidity of changes to keep the competitiveness organizations had to learn and acquire 

new ‘inventories’ (Burnes, 2009). In line with Cultural-Excellence and Japanese approaches 

organizational learning emerged. Learning organizations stress individual, team and system learning 

patterns. The ability to learn as quickly as changes take place in the environment ensures 

organizations viability as it increases adaptability and ‘transformability’. Organizations become 

‘chameleons’: able to react to environmental changes proactively. One of the cornerstones of the 

organizational learning is leadership. Leaders are the promoters of the learning culture. Leaders 

focus not only on self-development but also on encouragement of others to develop themselves. 

This can be achieved by stimulating intellectual curiosity, facilitating the learning process, acting as 

a coach or mentor, fostering the ‘learning culture’ (tolerance for mistakes and avoidance of blame), 

making individual development part of the organization’s knowledge system (Sadler, 2006). 

The Post-Modernism perspective is the result of rapidly changing work environment and 

competition. Organizational life is effected by many social-global events such as IT development – 

e-commerce; global economy – introduction of euro; globalization – strategic M&As; 

environmental – global warming (Kets, 2006). Organizations have changed in size, nature of 

work/professionalism, and economy segmentation. All these changes brought forward changes in 

consumer expectations. In order to be effective and response to customer demand organizations 

need to be more flexible. According to Piore and Sabel (1984), as cited by Burnes (2009), in order 
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to achieve competitive advantage organizations shifted from mass production to flexible 

specialization. Some features of organizations of post-modernist are presented below.  

Table 1 adapted from Burnes (2009) 

 Modernist Postmodernist 

Structure Machines: defined hierarchies, 
centralization of power, bureaucracy 

Organisms: flexible networks; shared 
leadership, flat decision making patterns 

Jobs Vertical tasks, Static roles Horizontal collaboration, Dynamic 
processes 

Technology Technological determinism, content Technological choice, process 

Employment ‘Military’ approach, impersonal 
administration Commitment, loyalty, trust 

Leaders role Commending Facilitating 

 

The pressure that postmodernism applies on today’s organizations is evident. However, there are 

some difficulties to define and implement postmodernism as a theory (Burnes, 2009). According to 

Burnes (2009), it is too diverse and inconsistent to be exemplified and unified as a theory. 

Nevertheless, in line with the two competing ‘philosophies’ of modernism and postmodernism, 

there are two other perspectives that influence organizations: realism and complexity. Realism 

criticises both philosophies: the modernism for its ‘reliance’ to rational-logical solutions, and 

postmodernism for its denial of reality in support of multiple realities (Burnes, 2009). However, it 

cannot be seen as compromise between them.  

The most recent approach to find solutions and explanations for modern day organizations is 

complexity theory (Galbraith, 2004; Paraskevas, 2006; Burnes, 2009). Burnes (2009) stated that the 

number of academics, who believe that organizations are complex and non-linear systems, is 

growing (Arndt and Bigelow, 2000; Black, 200; MacIntosh and MacLean, 2001; Stacey, 2003). 

Proponents of this approach (Frederick, 1998; Brown and Eisehardt, 1997) argue that in order to 

stay competitive and successful organizations need to ‘inject’ innovation and creativity. Although, 

much newness and constant change are risky, continual improvement is necessary for sustained 

existence. The shift to the complexity theory brought another viewpoint of management and 

leadership in the organizations. Top-down, commending and controlling style had to be replaced by 

self-organizing and change management (Burnes, 2009, cited from Brodbeck, 2002). Leaders in 

complex organizations are facilitators of innovativeness and creativity; they persuade experiment 

and opposing views. In the complex organizations change is not viewed as a onetime event, on the 
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contrary, it is an everyday event that involves all units of the organization. However, there are some 

uncertainties about implementing complexity theory in organizations (Burnes, 2005). This approach 

requires more ‘democracy’ and decentralization which brings organizational life to the ‘edge’: risk 

is not to go too far beyond the limits. The complexity theory as all others can be questioned. There 

is not a ‘one best way’ approach. 

 

2.4.2 Organizational leadership 

As we have seen in the previous section, a leader’s role in the organization became more and more 

important as theories developed. Today well established leadership in the organization can be an 

‘unbeatable’ competitive advantage. The leader’s role in an organization can be seen in three areas. 

First, they take organizations through the process of adaptation. Adaptation by itself means 

continuous change (a form or structure modified to fit a changed environment, source: 

www.dictionary.com). This is why leaders are considered to be ‘change agents’ (Yukl, 2010; 

Sadler, 2006; Kets, 2006; Northouse, 1997). Leader’s main activity in the process of adaptation is to 

create learning, knowledge sharing environment, foster acceptance of new ideas and manage crisis. 

Yukle (2010) points out, that the level of adaptation of the organization determines the level of 

flexibility. Second, leaders can enhance efficiency of processes by creating healthy work 

environment. In other words, boss shouldn’t be the last to know bad news (Cangemi, 2008:1027). 

Effective communication will accelerate decision making process and help to avoid such obstacles 

as ‘chimneys’, ‘bottlenecks’ or ‘silos’. Third, relationships – success in “people arena” is crucial for 

a leader to successfully implement other leadership responsibilities (Cangemi, 2008). Wheatly 

(2007) emphasizes the importance of relationships. She comments that to cope with stress and 

uncertainty in organization leaders should focus on relationships. Tools and appliances cannot gain 

a competitive advantage unless there are quality relationships. Mintzberg (1973) stated that 

organizations are about people who work together towards a common goal. The researcher thinks 

that successful organizations are about strong and skilled people who are committed to their 

objectives and work together towards a common goal realizing an organization’s mission and their 

role in overall success.  

Few decades ago stability, national orientation, technologies and hierarchies were on agenda. Today 

constant change, globalization, customer orientation and network structures are dominant. 

Organizations are more likely to be successful if they are adaptable, innovative and efficient at the 

same time (Yukl, 2010). This is possible only when leaders of all organizational levels are joined – 

they play one game in one team. Otherwise, organizations will suffer from incompatibility of 

http://www.dictionary.com/�
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decisions. This demands more authority and respect (relations) based leadership approach on top 

levels (Kets, 2006). 

The leadership approach in the organization can be viewed as a variable dependent on numerous 

factors such as environment and structure of the organization, action orientation, person’s emotions 

and primary language, relationships, power distribution mechanism, thinking in terms of 

organizational learning, and time. Majority of organizations today can be characterized by their 

pyramidal structure, clear hierarchy, top-down decision making, functional and divisional 

departmentalization, and position power. These characteristics evolved starting from the second half 

of previous century. Industrialization pushed organizations to grow and develop structure. During 

the last two decades globalization, sustainability, ethic issues, and competition made organizations 

more complex. Under the pressure of internal and external forces organizations tend to change and 

reorganize current structures. Inevitably question arises, what kind of organizational structures are 

suitable for the future? According to Kets (2006), organizations shifted their focus from control, 

compliance and compartmentalization to the ideas, information and interactions. These changes in 

organizational life, obviously, suggest changes in leadership.  

Modern-day organizations are about people. Two important groups exist: customers and employees. 

Organizations today become more and more customer oriented. Thus, demand for the new type of 

organizations rises. There are some prototypes such as virtual, chemical soup, and ameoba (Kets, 

2006). These new organizations are less hierarchical, they are flat and organic. The structures are 

flexible and dynamic, and provide competitive advantages. These structural changes affect not only 

customer-organization, but also employee-employer relations. Thus leadership styles are 

significantly shifted. On the one hand organizations ‘push’ their employees to become independent, 

self trained and motivated, which causes low loyalty and moral level. On the other hand, they 

provide training and development programs, appreciating knowledge and experience. To resolve 

this dilemma good leadership is needed, to ‘cook all these in one sauce’. Hence, leader’s role in the 

organization is to integrate different aspects under one umbrella. Ghani stated that “the leader of the 

future is the Leader Integrator” (Library of Congress, 2006). 

Although hierarchies and power of position gave away to respect and competency based authority, 

clearly defined principles and responsibilities could not be neglected. Healthy level of discipline is 

essential. Yukl (2010) highlights that in uncertain environment sound principles and well 

established priorities are not for ‘trade-off’. Here the leader’s effectiveness can be ‘measured’ by 

the ability keeping the balance of relationships and working principles. Hence, relationships and 

networks in the organization should be based on core principles/values. According to Kets (2006), 

best practice of the leading organizations such as Coca-Cola (1886), 3M (1902), Procter&Gamble 
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(1837), showed that all these long-lasting entities based processes on their core values. They are 

extremely sensitive to external environment, have cohesive, strong and learning culture, foster 

constant innovation and synergy between different units (Kets, 2006). These successful 

organizations have established ‘learning’ culture in the very early stages. Consequently, leaders in 

these organizations always keep in touch with their customers, act as celebrants of organizational 

culture; they are catalysts of innovation and are key knowledge officers. 

 

2.5 Contemporary Leadership Theories 

The perception of leadership during past century has changed significantly. During last four decades 

organizational leadership has shifted from task-centred, directive, instrumental, and initiating 

approach to employee-centred, supportive, considerate, and human relations leadership (Bryman, 

1986). The most recent leadership approach is transformational leadership – focused on change 

process: transformation from one state to another. It is obvious that organizations became more 

hierarchical and lead by autocratic leaders in mid 1900s. T Competition in developing markets 

made formal groups even more centralized with emphasized manager-subordinate relations. As 

organizational theories developed the leader’s role in the organization changed its aims and 

objectives. Modern-day view of leadership considers it as an inseparable part of complex social 

system in the organizations and in general (Yukl, 2010; Sadler, 2006; Bass, 1990).  

One thing we can be sure of about future is that it will be different from now. “Nothing is constant 

but change”, if only Socrates could know how fast can changes take place. Taking into account the 

pace of change today, one hardly can predict next 10-15 years. Business environment will change in 

line with general changes. In terms of business competition will be more intense because of the 

change in the customers’ expectations; the ethical and environmental issues will be more and more 

important; employees’ expectations will change; progress in IT and further globalization will have 

effects. Besides the evident changes, as Sadler (2006) prompts, surprises in global world are 

unavoidable (such as EU break down, new alliances, global conflict, etc). Bearing in mind all the 

factors that influence organizations we can create an image of the future organization. According to 

Sadler (2006), it will look like the following: 

• sensitive to external environment, proactive in terms of change management, less 
bureaucratic, dynamic; 

• flattened, decentralized and culture integrated; 

• competitive through innovation and quality HR; 
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•  diverse and socially responsible; 

• environment friendly, focus on sustainability. 

In the future ‘networks’ and ‘webs’ of relationship will be the most important areas. Relations will 

become more and more important than structures, policies, rules and org-charts (Yukl, 2010). 

Consequently view of leadership in the organization will be shifted. Even now, organizations 

understand that the future leadership is shared leadership. The leadership approach shifted from 

‘one person’s role’ to a distributed social procedure (Kaiser and DeVries, 2000). Collective decision 

making replaced top-down commending style. In this context, not only the leader’s self 

development is important but also learning and development of the followers. Self development is 

crucial in leading. The more abilities leader has the greater is influence. Maxwell (1993) in his book 

“Developing the Leader within You” emphasizes a leader’s ability of self development. In context 

of shared leadership approach “a true leader inspires others lead themselves” (Ari D. Kaplan, 

source: Library of Congress Cataloguing-in-Publication Data, 2006).  

According to Sadler (2006) in the context of presented organizational profile future leader’s profile 

should consist of two parts: personal traits such as intelligence, achievement motivation, self-

confidence, energy, personal effectiveness and aptitude; social cognitive skills and knowledge such 

as influence, political awareness, empathy, conceptual thinking, and helicopter view. 

The future leader’s role in the organization will be: 

• creating and sharing the vision; 

• understanding of change and its implementation; 

• sensitivity to the environment; 

• lateral relationships with customer, suppliers and partners. 

To sum up, the future leader’s main characteristics will be creativity, adaptability, ambitiousness, 

courage, open-mindedness, internationally intelligent (Sadler, 2006; Yukl, 2010; Kets, 2006). 

Survey conducted by Accenture (former Anderson Consulting) in 1999 identified the following 

competencies of global leaders: 

• high degree of self awareness, self-development derived by values, possessing emotional, 
intellectual and business intelligence; 

• ability create relationships (networks) which identifies the degree of influence; 

• diversifying skills, i.e. thinking globally, integrating different cultures, thought and styles. 
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Another survey conducted by McKinzey&Company in 2009 (McKinzey Global Survey results: 

Leadership through the crisis and after) revealed nine leadership skills necessary for success now 

and in the nearest future. These are Inspiring, Defining expectations and offering rewards, 

Challenging assumptions and encouraging risk, Participative decision making, Role modelling, 

Communicating in a convincing way, Teaching and mentoring, Monitoring individuals’ 

performance and Individualistic decision making. 763 executives (434 men and 329 women) say 

that the two most important skills are inspiring and defining expectations and rewarding 

achievements. According to Bass (2006), the first skill – inspiring – refers to the Transformational 

leadership approach, whereas the second skill – defining expectations and rewarding achievements 

– refers to the Transactional leadership approach. As the executives point out these two skills are 

crucial two take an organization through a crisis (not necessarily economic, any critical situation 

when an organization is forced to make fast decisions or change the direction, according to Bass 

and Riggio (2006)) and foster innovation after changes took place. To take the organization through 

‘turbulent’ events leaders need followers’ trust and cooperation. Trust can be created through 

charisma and inspiration, cooperation and friendly relationships can be established by 

individualised consideration of followers’ needs. It is straightforward, that these characteristics 

indicate the need of transformational leadership. It is not surprising that the executives indicated 

components of transformational and transactional leadership. According to Bass and Riggio (2006), 

transformational leaders cope with stress and crises better, as they keep focused, decisive and loyal 

to their duty. Moreover, transformational leadership approach is required to resolve conflict 

situations which are very typical for stressful, crisis situation. Here transactional components may 

be helpful to gain a compromise. Transformational leadership approach will help an organization 

and all associated parties not only to reduce the tension but also foster positive, innovative working 

environment. As the executives (46% of McKinzey survey respondents) mentioned, after crisis 

innovation management is crucial (McKinzey&Company, 2009). This is again indicates the 

importance of transformational leadership. Intellectual stimulation component of transformational 

leadership will endorse innovativeness and creative problem solving (Bass and Riggio, 2006). 

There are some theories related to the transformational leadership such as Charismatic Leadership, 

Directive and Participative Leadership and Leader-Member Exchange (Bass and Riggio, 2006). 

Although these theories are close to the transformational, they do not consider the leadership 

phenomenon as broad. There are also criticisms of transformational leadership. Some scholars 

(Bryman, 1992; Bass, 1985; Bass and Avolio, 1993; Northouse, 1997; Bass and Riggio, 2006) 

indicated threats of transformational leadership. They pointed out that transformational leadership 

theory lacks theoretical clearness, that is, it has no clear framework; to a certain extend it considers 

leadership mostly a personal trait (correlated with personal attributes rather than behaviour); there is 
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a possibility that leaders abuse their power over followers and manipulate them for their interest 

(Burns classified this phenomenon as pseudotransformational leadership). Despite these threats 

transformational approach is still the most popular. The reason is that in modern-day complex and 

rapidly changing environment flexible approach to leadership is required. The transformational 

leadership suggest transforming and changing approach.    

Combining the achievements in theory and results of practical leadership application in the 

organizations it is not difficult to identify leadership skills and approaches that are necessary to be 

successful. Nevertheless, these skills will be essential in next five to ten years. As we have seen in 

previous sections, complexity and uncertainty of the environment ‘push’ leaders in the organization 

acquire new skills to take the organization through the continuous change (Burnes, 2009). 

Transformational leaders are vital to create vision and provide direction for the organizations. 

Transactional leadership is required to ensure day-to-day performance of the organization. 

Consequently, leaders of the future are transformational leaders with a sound vision and 

transactional managers who implement clear rewarding system. 

 

2.6 Summary 

Leadership theories evolved during past century. Many centuries it was strongly believed that 

leaders are born and leadership is a faith. During The Traits Era (Bryman, 1986; Crainer, 1996), 

1880s – 1930s, main focus was on the link between leader’s personal characteristics such as 

physical, social and psychological, and the leader’s success. A few years later, researches (Lewin, 

Lippitt and White, 1939) will conclude that traits define the primary style of a leader; there is a low 

correlation between a leader’s effectiveness and personal characteristics. This approach didn’t 

consider environment, culture, external factors that influence a leader. Another limitation of this 

approach was that it did not take into consideration that one cannot develop such personal attributes 

like weight, height, skin colour, and gender (Trompenaars, 2002). Certain set of traits can drive a 

person to show leadership skills and abilities (Brady and Woodward, 2007). Thus, everyone can be 

a leader. Some people have strongly indicated traits that make them different in the crowd. Others 

have slightly “mild” traits and can behave as leaders only in certain circumstances. It is obvious that 

the question is not about “born or made” leaders, it is rather about “to be or not to be” a leader. 

In 1940s – 1960s The Behavioural/Style Theory emerged. Main developers of this approach were 

Lewin, Lippitt and White (1939), Stogdill (1948), Gibb (1947), Jenkins (1947). They found that 

there is a link between a leader’s behaviour and influence on followers’ motivation and actions. The 
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main criticism of this approach is that it limits leadership in certain styles: autocratic, democratic 

and laissez-fair, without considering environment and complexity of situation in which leaders act. 

Thus, The Contingency/Dependency Era emerged (1960s – 1980s). The main assumption of the 

theory was that leader’s actions are strongly dependent on situation in which leader is forced to 

make decisions. This main deficiency of the Contingency Theory was that it did not take into 

consideration complex situations. In real life, leader’s usually forced to make decisions in multi-

cultural and multi-national environment.  

In line with the leadership theory development, organizational life has significantly changed over 

the past century. Organizational theory passed the long way from Classical school of mechanistic 

organizations of Taylor to modern Complexity approach in organic entities. Contemporary 

approaches incorporate human, social and technological dimensions in organizational life. The 

growing complexity and uncertainty of the external environment demand particular leadership 

approaches, to keep organizations ‘alive’. Moreover, correct leadership approach can be an 

unbeatable competitive advantage. It is clearly identified in the section 2.4.1 that there is not a ‘one 

best way’ approach in organizational development. Consequently, there is not a ‘one best’ 

leadership approach to govern an organization. Hence, leadership should take a ‘form’ which 

changes and adapts to external and internal environments. This can be achieved by self-

development and organizational learning (Argyris, 1947; Burnes, 2009). 

In practice it will be difficult to find an ideal leader. The best leaders today, possibly, will not be the 

best ones in next 10-20 years. Changes in the environment, social life, technology development will 

rise new paradigms for organizational and leadership theories. One thing is evident, that to lead 

effectively leaders of global organizations need to gain the ability to adapt their leadership style to 

the needs of followers, partners, the organization and the environment. Effectiveness of the leader 

can be measured by his/her ability of assessing needs and implementing the ‘right’ set of skills 

(Robinson and Harvey, 2008).  Recent research showed that the most appropriate leadership 

approaches are Transactional and Transformational (McKinzey, 2009). Both are essential for 

organization’s long and short-term viability. Survey, conducted by McKinsey&Company, revealed 

essential leadership skills necessary to lead organizations successfully in nearest future. It is fairly 

straightforward, that the skills (mentioned in the section 2.5) refer to transformational and 

transactional leadership approaches. Transformational leaders are vital to create a vision and 

provide direction for the organization. Transactional leadership is required to ensure day-to-day 

performance of the organization. Consequently, leaders of the future are transformational leaders 

with sound vision and transactional managers with defined reward system. 
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Chapter 3. Research methodology 

This chapter is dedicated to an explanation of the research design and data collection method. In the 

section 3.1 (Research design) the researcher justifies the research paradigm and implemented 

approaches. In the section 3.2 (Data collection) the researcher explains the methods of primary data 

collection and analyses. 

 

3.1 Research design  

3.1.1 Research philosophy 

According to Saunders et al (2007), in order to understand the researcher’s view of external-social 

environment in the context of the research, the research paradigm should be examined. According 

to Saunders et al (2007), there are four research paradigms that can be successfully used in business 

research. Those are Functionalist, Interpretive, Radical humanist, and Radical structuralist. These 

paradigms were developed by Burrell and Morgan (1979) and have the following purpose: 

• “to help researchers clarify their assumptions”; 

• “to offer a useful way of understanding the way in which other researchers approach their 

work”; 

• “to help researchers plot their own route through their research” (Saunders, Lewis and 

Thornhill, 2007, pp. 112-113). 

The research carried out through interpretive paradigm. This paradigm refers to the fundamental 

understanding of process in the organizational life. It is not concerned with making changes in the 

organizational life. It is rather about understanding the ongoing processes. The researcher’s aim is 

to identify processes that take place at the MBA course and to understand their patterns. The 

research outcome is supposed to be a holistic view of the leadership skills development process at 

the MBA course. 

 

3.1.2 Research approach 

According to Saunders et al (2007), identifying the research approach will help the researcher to 

construct the project design. They point out that whether a researcher is clear about the underlying 
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theory or not will define the way of presenting the research. There are two distinct approaches: 

deductive and inductive. The main difference of these two approaches is that the deductive 

approach goes from theory to practical testing of the hypothesis, whereas inductive approach goes 

from practical data collection to the theory (Saunders, Lewis, and Thornhill, 2007). Current 

research is concerned with the testing the theory that examines relationship between two variables: 

the MBA course and the leadership skills gained by the students. Thus, the researcher has chosen 

the deductive approach of the research design. As pointed out by Saunders et al (2007), Robson 

(2002) stated five stages of deductive approach.  

1. Establishing a hypothesis (“a testable preposition about the relationship between two or 

more concepts or variables”, Saunders, Lewis, and Thornhill, 2007: 117). 

2. Establishing measurable relationship between variables. 

3. Testing the hypothesis. 

4. Examining outcomes. 

5. Adjusting theory if necessary (“if necessary, modifying the theory in the light of the 

findings”, Saunders, Lewis, and Thornhill, 2007: 117). 

 Following the proposed five stages the researcher has developed each stage for the current 

research. 

1. Establishing a hypothesis. The research aims to identify whether the MBA students gain 

necessary skills (observed and identified by McKinzey&Company) to fulfil middle and/or 

top level managerial positions in organizations. The researcher’s point of view is that the 

MBA course syllabus is relevant to modern-day demand of organizations. Students at the 

MBA gain right leadership skills; and graduates of the MBA programmes can successfully 

fulfil executive positions in the organizations next 5 to 10 years. 

2. Establishing measurable relationship between variables. Leadership skills will be 

measured using MLQ-6S (Multifactor Leadership Questionnaire, abbreviated version 

developed by Bass and Avolio (1992), Northouse, 1997) transformational leadership 

assessment tool. According to McKinzey&Company, there are nine competences that are 

essential to lead organizations (presented in Chapter 2.).  

3. Testing the hypothesis. To test the hypothesis the researcher conducted survey at 

Cavendish College. Well structured methodology, using MKLQ-6S, has been implemented. 

Detailed methodology used by the researcher is presented in the section 3.3 (Research 

methodology). 
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4. Examining outcomes. The collected data are to be analysed to “confirm the theory or 

indicate the need for its modification” (Saunders, Lewis, and Thornhill, 2007: 117). The 

research results are accumulated and systematised to enable further qualitative and 

quantitative analyses. Detailed approach of the analyses is presented in the section 3.3.3. 

The findings of the research are discussed in Chapter 4.   

5. Adjusting theory if necessary. In Chapter 5 (Discussion) the researcher attempts to find out 

whether the hypothesis is proved or disproved, and whether the theory, proposed earlier, 

needs to be modified or no.   

 

3.1.3 Research strategy 

Purpose 

According to Saunders et al (2007), there are three major types of research: exploratory, descriptive 

and explanatory. They stated, that explanatory studies aim to find out cause-and-effect relationships 

between variables; descriptive studies aim to depict a profile of an event or person; exploratory 

studies are valuable for exploring new phenomena and finding out on going processes. According to 

these descriptions of different research studies, the current research falls into the exploratory studies 

group as the purpose of the study is to understand the processes of developing leadership skills at 

the MBA course, and identify whether gained skills correspond to contemporary requirements or 

not.    

Strategy 

To carry out a study a researcher should employ one of the following research strategies. Those are 

experiment, survey, case study, action research, grounded theory, ethnography, archival research 

(Saunders, Lewis, and Thornhill, 2007). According to Saunders et al (2007), none of the presented 

strategies is dominant. Taking into account that the research has interpretive design (as described in 

the section 3.2.1), implements deductive approach (section 3.2.2), and has exploratory purpose, the 

researcher has chosen survey as a research strategy. According to Sounders et al (2007), survey 

approach is very common in business research. Surveys enable researchers to collect evidence in a 

standardised format from a sample. It is done in such a way that it is possible to make generalisation 

that is applicable to the population (Neuman, 1997; Saunders, Lewis, and Thornhill, 2007). Usually 

surveys are conducted by means of standardized questionnaires which allow easy data collection 

and analysis (Saunders, Lewis, and Thornhill, 2007). According to Neuman (1997), surveys are a 
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deductive approach to a research. They provide empirical results that are based on theoretical 

problems. Surveys can be conducted via questionnaires, structured observations, interviews 

(structured, semi-structured, and unstructured) (Saunders, Lewis, and Thornhill, 2007). 

Although surveys have many limitations, they are widely used. The reason is the simplicity of 

implementation and ability to collect qualitative and quantitative data (Neuman, 1997; Saunders, 

Lewis, and Thornhill, 2007). Below there are some of the general survey limitations presented by 

Saunders, Lewis, and Thornhill (2007). 1. The researcher needs to ensure that the sample size is 

proper for further generalization. 2. The researcher needs to spend considerable time to design the 

data collection instrument (the questionnaire). 3. Good response rate is important for sufficient data 

collection. 4. Often data analysis, even with available software, is very time consuming. 5. The 

research deadline is dependent on information source and maybe delayed due to late response 

collection. 

Time scale 

According to Saunders et al (2007), there are two distinct approaches in terms of time frame of the 

research. Those are longitudinal (a study can be conducted in a time period) and cross-sectional (a 

study observing a phenomenon in a certain moment of time). Cross-sectional studies are convenient 

for survey strategies and used widely as they are more economical (Saunders, Lewis, and Thornhill, 

2007). Although the cross-sectional study of leadership will not provide as comprehensive 

information as longitudinal study, it is still valuable. The researcher, to compensate this 

disadvantage partially, conducted survey among the 1st and 2nd year MBA students to have an 

overview of ongoing processes.    

Reliability  

Another important parameter of the research is reliability. It refers to consistency of the research 

findings (Saunders, Lewis, and Thornhill, 2007). As Saunders et al (2007) pointed out, Robson 

(2002) stated that there are four threats to reliability. The researcher attempts to address these 

threats below. 

1. Subject or participant error: depending on the time survey conducted, it can generate different 

outcomes. The researcher agrees with the statement. Moreover, she understood that choosing the 

right time for the survey is crucial. The survey has been conducted mid-march; it was assignment 

submission and dissertation writing period for the MBA students. This fact led to a lower 
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response rate. The students were overloaded and many of them considered participation in the 

survey less important. 

2. Subject or participant bias: responses can be easily biased by many factors. For example, 

classmates’ opinion. To ensure honesty in responses anonymity of the survey has been 

guaranteed. All respondents were asked to use alphanumeric code to encode their questionnaires 

to keep them unique and anonym. Biases in the respondents’ answers may occur due to lack of 

knowledge and experience.  

3. Observer error: common bias that occurs during data collection via interviews. To lessen this 

error interviewers usually structure the process. For the current research ready and tested 

questionnaire has been used (more details about the used questionnaire are presented in the 

section 3.2.2). All participants had the same questionnaire. Hence, this threat is minimized and 

not crucial for the survey. 

4. Observer bias: this bias occurs during the data analysis. All collected data has been analysed by 

the researcher using the same analytical framework (provided with the original questionnaire) to 

ensure that the data interpreted in the same manner.  

Validity 

According to Saunders et al (2007), validity of the research questions determine the ‘trueness’ of 

the research findings. They say that Robson (2002) stated six threats to validity. Those are 

presented below. 

History: events that took place before the survey may affect results. For example, recent leadership 

class or workshop attended by the students may cause bias in the results. 

Testing: respondents can bias results (if they think that the results can have negative effect on 

them). For example, if they think that the results can be viewed and/or evaluated by tutors. 

Instrumentation: if interviewees are consulted how to fill in the questionnaire, or know the 

measurement mechanism beforehand. They can bias answers to make them more look like they will 

prefer to see.  

Mortality: whether all interviewees are available during the study. This threat is more applicable 

for longitudinal studies over a period of time (not applicable for the current research). 



 

 
30 

Chapter 3. Research methodology 

Maturation: whether side events, taking place simultaneously, affect the results. This threat is 

more applicable for longitudinal studies. However, if there are other activities that interviewees are 

busy with will affect the answers.   

Ambiguity about casual direction: not clear image of the cause and effect relations. This threat is 

more common for explanatory studies. The current research attempts to explore new insight and 

find out certain facts.     

Generalisability  

The research uses the data collected at Cavendish College. Only Cavendish students, enrolled in the 

MBA course, took place. Thus, the survey findings can be generalized for Cavendish students only. 

Possibly, a survey conducted in other educational institution will reveal other results. As Saunders 

et al (2007) has mentioned, results can be affected by the type, size, industry, and environment. 

Although the MBA course assumes certain set of subjects taught during the course, students at 

different colleges will gain different skills. Internal environmental factors such as the college 

culture, facilities, stress of the certain subject will bias the process of cultivating certain skills. Thus, 

the researcher makes generalization for Cavendish students only. However, she assumes that the 

survey is applicable for different educational institutions, and if conducted the overall results should 

be consistent with the results of the current survey. 

Logic patterns and assumptions 

The validity of conclusion depends on the logical development of the project and the assumptions 

made before the research (Saunders, Lewis, and Thornhill, 2007). The researcher attempts to keep 

the logic of the project as clear as possible moving from the simple theoretical judgments to 

practical data analysis. To ensure the usage of a proper data collection instrument, the researcher 

used an instrument (questionnaire) which was developed and tested during 2 decades by leadership 

‘gurus’ - Bass and Avolio (Northouse, 1997). Here the researcher made two assumptions: 

1. she assumes that developed questionnaire is still up-to-date and can be used for measuring 

leadership skills; 

2. she assumes that existing questionnaire covers all points mentioned in McKinzey’s survey 

(McKinzey&Company, 2009) and the results can be compared with those observed by 

McKinzey.  
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Ethics 

According to Saunders et al (2007), ethical approach to the research is very important. They insist 

that the researcher should ensure that the research does not harm participants, or cause any other 

disadvantages. It is transparent and respondents were aware of the research purpose and aims. In the 

current research, the researcher is participant observer (as it is defined by Saunders, Lewis, and 

Thornhill (2007)). Hence, she ensures that the research and the results are not biased by her own 

interests. The only threat (in terms of ethics) that the researcher has identified is that the researcher 

has not got any formal authorisation to conduct the survey. 

 

3.1.4 Sampling 

In spite of the research question and the area of the research, it is essential to identify the population 

and sampling size (Saunders, Lewis, and Thornhill, 2007). According to Saunders et al (2007), 

instead of collecting ‘uncountable’ number of data, a researcher can identify the target population 

necessary for the research. Sample is the part of the population that consists of the same elements, 

as the all population, and at the same time represents a target group that interests the researcher. 

According to Saunders et al (2007), there are several reasons why sampling should be used in a 

research (in business research as well). It is practically impossible to do a research with entire 

population (Saunders, Lewis, and Thornhill, 2007). First of all there are time and budget 

constraints. Secondly, it will demand massive amount of time and energy to analyse collected data.  

To enhance accuracy of the data collection and analysis researchers can use one of the following 

techniques: probability and non-probability (Saunders, Lewis, and Thornhill, 2007). To answer the 

research questions and achieve the research objectives, the researcher uses probability sampling 

technique, as it ensures the probability of including the ‘right’ elements of the population.  

Identifying the sample size 

The researcher identified the sampling frame derived from the research objectives and selected 

suitable sample size to ensure the reliability of the data obtained. The research aims to identify the 

leadership skills gained by the MBA students during the course. Consequently, the entire population 

for the research will be the ‘army’ of MBA students. To narrow dawn the population, the researcher 

focuses on the MBA students in UK. The population in this case again is not approachable (as there 
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are strict deadlines of project completion and limitations on budget of the project). Thus, the 

researcher focuses on the MBA students who study at Cavendish College in London.  

Why Cavendish student? 

There are several reasons why the researcher has chosen Cavendish College students as a sampling 

population. These reasons are presented below. 

- The researcher is a Cavendish student. 

- Deriving from the previous statement, the researcher has access to the MBA students. That is, 

most of the participants are acquaintances or friends of the researcher. 

- Conducting the survey at Cavendish college demands low financial investments. The researcher 

does not need to travel to other educational institutions. The only required investment is printing 

of the survey questionnaires. 

-  The survey is less time consuming. The researcher had the assistance of familiar teachers and 

student. 

- The chosen sample size is not too large and allows more accurate and faster data analysis. The 

sample size is small enough to carry out the project and is large enough to allow the researcher 

make generalisation for Cavendish students. 

Sample size 

According to Saunders et al (2007), statisticians shown that sample size of 30 or more provides 

distribution close to normal. To have more reliable and generalisable data the researcher has chosen 

50 as the nominal sample size. According to Neuman (2000), the actual sample size can be 

calculated using the following formula: 

𝑛𝑛𝑎𝑎 = 𝑛𝑛∗100
𝑟𝑟𝑟𝑟%

 [1] 

Where na is the actual sample size required; n is the minimum sample size; re% is the expected 

response rate. For the current research the data actual sample size is calculated using the following 

data:    

• n = 50;  

• re% = 60%. 

𝑛𝑛𝑎𝑎 =
50 ∗ 100

60%
= 84 
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Actual sample size will consist of 84 elements. Taking into account that there will be ineligible and 

faulty responses, the researcher added 20% of the sample size to be on the safe side.   

Thus, the actual sample size will be: 

𝑛𝑛𝑎𝑎 = 84 + (84 ∗ 20%) = 84 + 17 = 101 

This means that to have the minimum responses from 50 interviewees, the researcher need to 

contact at least 101 students.  

In fact, the researcher contacted 103 students: 42 personally, 61 via e-mail. 46 out of 61 e-mails 

remained not replied. 6 out of 57 responses were ineligible (some of them had incomplete data). All 

in all, the researcher received 51 eligible responses. 

According to Saunders et al (2007), one of the most important parameters of probability sampling is 

the response rate. Many factors such as respondents’ unwillingness to answer, ineligibility and 

unavailability of the respondents can cause a low response rate. According to Neuman (2000), the 

total response rate can be calculated by the formula presented below [2].  

total response rate = total  number  of  responses
to tal  number  in  sample −ineligible

 [2] 

According to Neuman (2000), to calculate the active response rate ineligible and unreachable 

respondents should be excluded. Hence, the active response rate can be calculated by the formula 

presented below [3]. 

active response rate = total  number  of  responses
total  number  in  sample −(ineligible +unreachable )

 [3] 

To calculate the total response rate and active response rate for the current survey, the researcher 

used [2] and [3] formulas and the following statistical data. There are 164 MBA students at 

Cavendish College obtaining their MBA degree in full-time and part-time courses. 103 out of 164 

had been contacted, 61 remained unreachable, 46 questionnaires remained unanswered, 6 

questionnaires qualified as ineligible. Consequently, for the current survey the total response rate 

and active response rate are calculated as follows: 

total response rate =
total number of questionnaires

total number of MBA students − ineligible questionnaires
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total response rate =
51

164 − 6
∗ 100 = 32% 

active response rate =
total number of questionnaires

total number of MBA students − (ineligible questionnaires + unreachable)
 

active response rate =
51

164 − (6 + 61)
∗ 100 = 52%  

The researcher set the likely response rate 60% (section 3.2.4 Sampling, p.11). The calculations 

showed that the actual response rate was 52%. The researcher considers the difference consequence 

of the threat described in the section 3.2.3 Research strategy/Reliability/Subject or participant error. 

If it was not assignment submission and dissertation writing period, probably, the response rate 

would be higher. The faulty questionnaires consist 10.5% of the total responses. Two times less 

than the researcher expected (20%). 

 

3.2 Data collection 

The list of abilities and traits can make an image of the future leader. The difficulty is to measure 

and identify these traits. Most of the leadership study use questionnaires that ask subordinates and 

peers to evaluate leader’s behaviour (Yukl, 2010; Sadler, 2003). The psychometric tools are widely 

used (Sadler, 2006). One of the most popular tests in the leadership studies is Myers Briggs Type 

Inventory which has been used since 1920s (Sadler, 2006). This test identifies 16 personality types 

based on four scales: Extravert/Introvert; Sensing/Intuition; Thinking/Feeling; Judging/Perceiving. 

According to this test future leaders will be ENFJs (Sadler, 2006). Other tests in this area are 

Cattel’s 16-factor personality inventory; FIRO-B (Fundamental Interpersonal Relations Orientation-

Behaviour) measuring ‘expressed social’ and ‘wanted’ behaviours; Kirton’s Adaptation/Innovation 

Inventory observing people’s style of making changes (incremental or system change). Other tools 

are questionnaires, such as Leaders Behaviour Questionnaire (LBQ) developed at the University of 

Columbia (Sadler, 2006).  
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3.2.1 Methodology 

For this survey the researcher used a questionnaire as the main data collection technique instrument. 

Each respondent was given the same set of questions. The main advantage of questionnaires is 

ability to provide efficient data collection from a large sample (Saunders, Lewis, and Thornhill, 

2007). The difficulty with questionnaires is that it is hard to make a precise data collection tool to 

achieve predetermined objectives. The reason is that individuals who answer the questions are 

mostly not approachable for additional and/or another questionnaire (Saunders, Lewis, and 

Thornhill, 2007). In this research combined delivery method has been used. The delivery-and-

collection method has been used during personal contacts (the students were approached by the 

researcher before and/or after classes). And the e-mail distribution method has been used for those 

who were physically unreachable (for example, the 2nd year part-time students). The choice of the 

methods was based on the following factors: 

• importance of reaching the target group (Cavendish MBA students, 1st and 2nd year); 

• time constraints; 

• size of the sample; 

• type of the questionnaire: personal assessment questionnaire (students may avoid laud 

discussions of their skills); 

• the number of questions. 

Below there is a brief summary of benefits and drawbacks of the questionnaire survey, and 

delivery-and-collection and e-mail distribution methods that the researcher has identified according 

to Saunders et al (2007).    

Benefits 

• The target group can be chosen by organization/group 

• The confidence that target group has been reached 

• Relatively large size of sampling 

• Relatively little time spent by respondents 

• Relatively less time to analyse answers (systematic analysis) 

• Moderately-high response rate (52% actual response rate, which is considered moderately-

high by Saunders, Lewis, and Thornhill (2007) 
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Drawbacks 

• Contaminations: lack of knowledge (more related to 1st year students), lack of experience, 

consultation with others (although the researcher not sure of the fact, she assumes that there 

could be a ‘peer’ influence) 

• Limited length of questionnaire (A4 page) 

• Closed questions with multiple choice 

• Students interest in participation: if they are not interested in the subject, they can refuse 

responding 

• Time accuracy: to approach the target group the researcher had to plan the exact time to 

approach them 

• Financial resources: copying questionnaires 

According to Saunders et al (2007), the main drawback of questionnaire survey is that it can be 

conducted only with literate individuals. Here the researcher did not face this drawback as the MBA 

student are supposed to be literate. Saunders et al (2007) stated that the response rate of the survey 

can be increased by offering incentives to respondents. In this survey the researcher as an incentive 

offered to students a personal assessment and development feedback on demand. During the survey 

the researcher has received 10 questionnaires with feedback query.     

 

3.2.2 The questionnaire 

For the current survey the most broadly used assessment tool of transformational leadership the 

Multifactor Leadership Questionnaire (MLQ) has been used (Appendix 2). It was originally 

developed by Bass (1985), after a series of interviews with 70 senior executives (Northouse, 1997, 

Bass and Riggio, 2006). More detailed information about the MLQ development is available in the 

following book: Bass and Riggion, 2006. Since it has been designed, the MLQ has been revised 

many times (thus the MLQ ensures validity of the collected data). The MLQ measures full range of 

leadership approach, that is, it measures transactional, transformational, and non-leadership 

approaches displayed by the leader. The questionnaire consists of 7 factors. These factors represent 

three major groups, that is, 1-4: transformational leadership; 5-6: transactional leadership; 7: non-

leadership. According to Bass (1990) and Northouse (1997), each factor measures a leader’s 

particular ability or behaviour. Below there is a brief presentation of each factor. 
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Measuring transformational leadership  

Factor1 - Idealized influence  

It measures a leader’s charisma and behaviour. The charisma identifies the leader’s characteristic of 

being special to the followers. The behavioural aspect looks at the leader’s moral and ethical 

manner. Leaders with high score in this factor create a vision and a mission sense, and gain trust of 

the followers. 

Factor 2 - Inspirational motivation    

This factor focuses on the leader’s ability of inspiring the followers to go beyond their own 

interests, that is, the ability of creating committed teams and directing their efforts towards 

achievement of a common goal. 

Factor 3 - Intellectual stimulation 

This factor refers to the leader’s ability to endorse the followers’ creativity and innovativeness. This 

factor measures a leader’s ability of setting challenging goals and supporting the followers to 

accomplishing tasks. In a nutshell, this ability of a leader enhances innovative problem solving 

ability of the followers. 

Factor 4 - Individualized consideration 

This factor measures a leader’s ability to listen to the followers and identify individual needs. 

Leaders with high scores in this factor act as coaches and advisors. They are concerned with the 

followers’ personal and professional growth.  

Measuring transactional leadership  

Factor 5 - Contingent reward 

This factor of transactional leadership measures a leader’s intention of making agreements with the 

followers on the efforts applied and the possible rewards. This kind of leadership is a simple 

exchange process between a leader and a follower. The power of a transactional leader is in the 

interest of followers (fear of being punished, fired).  

Factor 6 - Management-by-Exceptions 
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Here the questionnaire measures a leader’s approach to criticism and feedback. Generally, 

management-by-exceptions takes two forms: active and passive. Although it is generally accepted 

that passive form can influence outcomes positively, both forms use negative corroboration. 

Measuring non-leadership  

Factor 7 – Laissez-faire leadership 

This factor measures a leader’s style of response to the followers’ needs. Leaders with non-

leadership style abandon responsibility, ignore individual needs of followers, and provide no 

support for followers’ growth. This approach is even worse than a highly transactional approach of 

exchange.    

 

3.2.3 Other attributes of the questionnaire 

Besides the main questions the researcher included also demographics: the year of study, age, 

experience and gender. Below there are some more attributes of the survey questionnaire. The 

questionnaire consists of close-ended questions with multiple choice scoring options. The original 

questionnaire (MLQ-6s) did not provide ‘Do not know’ boxes, consequently the researcher did not 

use any. Both the personal and the e-survey questionnaires were made on white paper using black 

ink. The researcher tried to make it as user-friendly as possible to make it easier for students to fill 

in the questionnaire. The questionnaire was accompanied with the corresponding cover letter 

(Appendix 1) introducing the purpose and objectives of the survey. The researcher did not use pre-

contact techniques during the survey (all attributes are identified according to Saunders, Lewis, and 

Thornhill (2007)).  

 

3.2.4 Qualitative & Quantitative analysis 

In the current research the researcher uses quantitative as well as qualitative data. Thus, mixed 

method of quantitative and qualitative analysis is applied. The researcher understands that the right 

data collection is essential for further analysis. Thus, at first she looked at the main differences of 

quantitative and qualitative data and analysis. 
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Table 2 Differences between Quantitative and Qualitative data. Source: Saunders, Lewis, and Thornhill (2007) 

Quantitative data Qualitative data 

Based on meanings derived from numbers Based on meanings expresses through words 

Collection results in numerical and standardised 

data 

Collection results in non-standardised data 

requiring classification into categories 

Analysis conducted through the use of diagrams 

and statistics 

Analysis conducted through the use of 

conceptualisation 

Quantitative data are depicted in numbers. They are useful when analysed and interpreted. They can 

vary from very simple (tables) to very complex (statistics). According to Saunders et al (2007), 

tables, graphs, charts and statistics make the quantitative data visible and ready for comparison.  

Qualitative data are represented in non-numerical, narrative style. An example of a qualitative data 

can be an answer to an open ended question, an interview discussion, etc. Thus, qualitative data 

analyses allow interpreting non-quantitative data. According to Saunders et al (2007), qualitative 

data analyses enable the understanding of the meaning of the data. This analysis can be used in both 

deductive and inductive approaches. Qualitative analysis allows the researcher to classify and 

categorise collected data and find interrelationships and interdependences (Saunders, Lewis, and 

Thornhill, 2007).  

According to Bryman (2004), there are not well established standards for qualitative analysis 

compared to quantitative. He observed that the common shortcoming of qualitative method is that 

the interpretation of data can be very subjective. They can be affected by past memory, stereotypes 

and implicit theories. Biases may occur as observer/interviewer interprets events or have some 

knowledge about interviewee. Bryman (2004) points out that limitations and advantages of each 

method make it reasonable to use both methods in combination. The researcher totally agrees with 

the previous statement. Thus, she collected two types of data during the survey. For the main 

questionnaire the researcher collected quantifiable data which allow her to make further numerical 

measurements. In the demographics section the researcher collected descriptive (qualitative) data.  

The MBA students were provided with the questionnaire with 21 descriptive statements (Appendix 

2). They were asked to judge how often each statement fits them. Each case has its certain 

numerical representation: 0 = not at all; 1 = once in a while; 2 = sometimes; 3 = fairly often; 4 = 

frequently, if not always (the researcher uses the original scoring and evaluation method as 

presented in Northouse (1997)). Collected scores then summed into a total for each factor (factors 

presented in section 3.3.2 The questionnaire). This method allows the researcher to make statistical 



 

 
40 

Chapter 3. Research methodology 

analysis on the respondents’ average score by factors and have a holistic view of skills gained 

during the course. Further judgments of each numerical data made using the original scoring ranges, 

that is, numerical data are interpreted as follows. High (the level of developed skill) = 9-12 points; 

Moderate = 5-8; Low = 0-4.  

Second part of the analysis is based on the demographic data. The researcher classifies data into 

four categories by: the year of study; age group; experience; gender. Then average scores of the 

factors are calculated for each category. This kind of analysis allows the researcher to identify 

interdependences and relationships between the categories and the measured variables.   

 

3.3 Summary 

In this chapter the researcher developed an understanding of the research design and the data 

collection. The chapter is organized in two major sections 3.1 Research design and 3.2 Data 

collection. In the research philosophy section (section 3.1.1) the researcher identified the research 

paradigm. The researcher used interpretive paradigm. The research outcome is expected to be an 

overview of the leadership skills developed during the MBA course. In the research approach 

section (section 3.1.2) the researcher identified project design. The researcher used the deductive 

approach and went through the five stages of deductive approach.  

1. Establishing a hypothesis. 

2. Establishing measurable relationship between variables. 

3. Testing the hypothesis. 

4. Examining outcomes. 

5. Adjusting theory if necessary. 

In the research strategy section (section 3.1.3) the researcher identified the data collection and the 

analysis strategy in detail. In this section the research purpose, strategy, time scale, reliability, 

validity, generalisability, logic patterns and assumptions, and ethics are presented. To answer the 

research question and achieve the research objectives, the researcher has chosen probability 

sampling technique, as it ensures the probability of including the ‘right’ elements of the population. 

In the section 3.1.4 (Sampling) the researcher identified the population to be surveyed (the 1st and 

2nd year MBA students of Cavendish College), sample size (minimum 50 responses are required for 

accurate generalisation), and calculated total and active responses’ rates (32% and 52%, 

correspondingly). 
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In the 3.2 Data collection section the researcher developed the data collection methodology (section 

3.2.1 Methodology), the data collection instrument (section 3.2.2 The questionnaire), and the 

analysis approach (section 3.2.3 Qualitative and Quantitative analysis). For the current research the 

researcher used a questionnaire as a main data collection technique. Each respondent was given the 

same set of questions (Appendix 2). This allowed the researcher to assure efficient data collection 

from a relatively large sample. The researcher has chosen a combined delivery method. The 

delivery-and-collection method has been used during personal contacts (students were approached 

by the researcher before and/or after classes), and the e-mail distribution method has been used for 

those who were physically unreachable (for example, 2nd year part-time students).  

For the researcher has used the most broadly used assessment tool of transformational leadership: 

Multifactor Leadership Questionnaire (MLQ). It was originally developed by Bass (1985). The 

MLQ measures full range of leadership approaches, that is, transactional, transformational, and non-

leadership approaches displayed by the leader. The questionnaire consists of 7 factors. Each factor 

consists of three descriptive statements. The researcher used the original scoring and interpreting 

technique to analyse collected data. 

The researcher used mixed, qualitative and quantitative, data collection and analysis method. The 

questionnaire consists of two distinct sections. The first section referred to the students’ leadership 

skill assessment where quantitative data were collected. The second section included questions 

concerning the respondent’s demographic details. Here categorised qualitative date was collected. 

The mixed method allowed the researcher to find out interdependences and relationships of 

different factors and variables.    
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Chapter 4. Findings 

In this chapter the research findings are presented. The survey has been conducted at Cavendish 

College in London where total 164 MBA students are obtaining their master’s degree in the full-

time and top-up courses. As it was described in the Research methodology chapter (Chapter 2), 

section 3.2.4 Sampling, 103 students were contacted: 42 by the researcher personally and 61 via e-

mail. Total 51 responses were collected as 6 questionnaires were ineligible and 42 e-mail recipients 

did not answer. The survey questionnaire included 21 questions to identify 7 aspects of gained 

transformational leadership skills, and 4 questions identifying demographics.  

The survey findings are organised as follows:  

• general overview of the results; 

• statistics and average scores by the year of study; 

• statistics and average scores by age groups; 

• statistics and average scores by experience; 

• statistics and average scores by gender. 

Each section includes average scores with graphic representation. Each factor on the graphs is 

represented by the corresponding factor number which is displayed in the accompanied table. For 

the score range identification and further interpretation the following abbreviations are used: H = 

High; M = Moderate; L = Low.  
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Figure 4.1 Average scores by the factors for the MBA students. 

4.1 General overview of the results 

Bellow average scores by assessed factors are presented (Table 4.1 and Figure 4.1). In the Table 4.1 

there are average scores by each factor for the MBA students and their interpretation according to 

the original scoring (High (the level of developed skill) = 9-12 points; Moderate = 5-8; Low = 0-4). 

The researcher uses rounding to allocate scores in the three ranges.  

Table 4.1 Average scores and interpretation by the factors for the MBA students. 

N Factor Average score  
1 Idealized influence 9.12 H 
2 Inspirational motivation 8.35 M 
3 Intellectual stimulation 8.41 M 
4 Individualized consideration 9.27 H 
5 Contingent reward 8.82 H 
6 Management-by-exceptions 8.10 M 
7 Laissez-faire leadership  5.53 M 

 

 Total average M average F average 
Transformational (1, 2, 3, 4) 35.16 34.69 36.27 
Transactional (5, 6) 16.92 16.89 17.00 
Laissez-faire (7) 5.53 5.67 5.20 
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Figure 4.3 Average scores by the year of study. 

4.2 Statistics and average scores by the year of study 

In this section statistical analysis and average scores 

are analysed by the year of study. As it was 

predetermined, the survey has been conducted among 

the 1st and 2nd year MBA students. As a result, the 

researcher has got the following picture: 65% of 

respondents are 1st year MBA student, 35% are 2nd year 

students (Figure 4.2). Such a big difference in 

proportion, no doubt, affected the overall picture of the 

results. Thus, discrete consideration of the results 

within the specific group will allow identifying 

correlations between the gained knowledge and developed perception. Table 4.2 and Figure 4.3 

represent the results split by the year of the study. 

 

 

 

 

 

 

 

 

 
Table 4.2 Average scores and score interpretation split by the year of study. 
 
 

 

 

 

N Factor                                1st  2nd  
1 Idealized influence 9.00 H 9.33 H 
2 Inspirational motivation 8.12 M 8.78 H 
3 Intellectual stimulation 8.21 M 8.78 H 
4 Individualized consideration 9.33 H 9.17 H 
5 Contingent reward 8.73 H 9.00 H 
6 Management-by-exceptions 8.30 M 7.72 M 
7 Laissez-faire leadership 6.12 M 4.44 L 

Figure 4.2 The respondents’ statistics by 
the year of study. 
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4.3 Statistics and average scores by age groups 

In this section the survey results are represented in 

terms of age groups. The respondents were asked to 

select one of the 5 age groups: 20 or under, 21 to 25, 

26 to 30, 31 to 35, 36 and over. Age distribution of 

respondents is as presented in Figure 4.4.  

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Table 4.3 Average scores and interpretation by age groups. 

N Factor 21-25  26-30  31-35  36* 
 

1 Idealized influence 8.38 M 9.42 H 10.60 H 10.67 H 
2 Inspirational motivation 8.17 M 8.21 M 8.80 H 10.00 H 
3 Intellectual stimulation 7.96 M 8.84 H 8.20 M 9.67 H 
4 Individualized consideration 9.17 H 9.32 H 8.60 H 11.00 H 
5 Contingent reward 8.58 H 8.79 H 9.40 H 10.00 H 
6 Management-by-exceptions 8.00 M 8.26 M 8.00 M 8.00 M 
7 Laissez-faire leadership  6.42 M 5.16 M 3.80 L 3.67 L 
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Figure 4.5 Average scores by age groups. 

Figure 4.4 The respondents’ statistics by 
age groups. 
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Figure 4.7 Average scores by experience.   
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4.4 Statistics and average scores by experience 

The survey questionnaire’s demographics section 

included the category of experience. The respondents 

were asked to indicate experience in managerial 

position. The following options were given: 0 = no 

experience; 1 to 2 years; 2 to 5 years; 5 to 10 years; 

10* = 10 or more years. The distribution of 

participants is as follows: 39% of respondents have 

no managerial experience; 27% have 1 to 2 years 

experience; 24% 2 to 5 years experience; 10% 5 to 

10 years experience; 0% has 10 or more years 

experience (Figure 4.6).  

 

 

 
 

 

 

 

 

 

 

 

 Table 4.4 Average scores and interpretation by experience. 

N Factor 0y  1/2 y  2/5 y  5/10 y  
1 Idealized influence 8.25 M 9.14 H 9.75 H 11.00 H 
2 Inspirational motivation 8.05 M 8.93 H 7.75 M 9.40 H 
3 Intellectual stimulation 7.90 M 8.36 M 9.08 H 9.00 H 
4 Individualized consideration 9.25 H 9.29 H 9.33 H 9.20 H 
5 Contingent reward 8.70 H 8.50 M 8.92 H 10.00 H 
6 Management-by-exceptions 8.30 M 8.36 M 7.75 M 7.40 M 
7 Laissez-faire leadership  6.00 M 5.93 M 4.92 M 4.00 L 
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Figure 4.6 The respondents’ statistics by 
experience.   
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Figure 4.8 The respondents’ statistics by 
gender.  Figure 4.9 Average scores by gender.  
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4.5 Statistics and average scores by gender 

In this section interdependence between gender and 

leadership approach is observed. The statistics of the 

respondents revealed the 29% of respondents (15 

interviewees) were female (F on the graph); 

correspondingly 71% of respondents (36 interviewees) 

were male (M on the graph) (Figure 4.8). 

 

 

 

 

 

 

 

 

 

 

 

 

 

Table 4.5 Average scores and interpretation by gender. 
 

 

 

 

 

 

 

 

N Factor M  F  

1 Idealized influence 8.89 H 9.67 H 
2 Inspirational motivation 8.14 M 8.87 H 
3 Intellectual stimulation 8.36 M 8.53 H 
4 Individualized consideration 9.31 H 9.20 H 
5 Contingent reward 8.86 H 8.73 H 
6 Management-by-exceptions 8.03 M 8.27 M 
7 Laissez-faire leadership  5.67 M 5.20 M 
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4.6 Interdependences 

In the table 4.6 top five transformational leaders are presented. The rating is determined by the 

following logic: the highest transformational score (total of the four transformational factors), the 

lowest transactional score (total of the two transactional factors) and the lowest non-leadership 

score.  

Table 4.6 Top 5 transformational leaders. 

 Average Tr Average Ts Laissez-faire The year 
of study Age group Exp. Gender 

1 48 18 3 2 31-35 5/10 F 
(1) 47 24 6 2 26-30 0 F 
2 46 21 4 2 26-30 1/2 M 
3 45 19 8 1 26-30 1/2 F 
4 44 16 0 2 31-35 5/10 F 
5 44 17 6 2 36* 2/5 F 

 

In the table 4.7 top five transactional leaders are presented. The rating is determined by the 

following logic: the highest transactional score, the lowest transformational score and the lowest 

non-leadership score.  

Table 4.7 Top 5 transactional leaders. 

 Average Ts Average Tr Laissez-faire The year 
of study Age group Exp. Gender 

(1) 24 47 6 2 26-30 0 F 
1 21 26 10 1 21-25 0 M 
2 21 33 4 1 31-35 2/5 M 
3 21 46 4 2 26-30 1/2 M 
4 20 33 8 2 31-35 5/10 F 
5 20 34 3 2 26-30 2/5 M 

 

The students’ experience distribution by the age groups is presented in the table 4.8. 70% (14 

students) of the total 20 inexperienced belong to the 21-25 age group. Only 30% (6 students) in the 

age group of 25-30 are inexperienced.   

Table 4.8 Experience distribution by age groups. 

Total number of inexperienced students 20  
Inexperienced students: age group 21-25 14 70% 
Inexperienced students: age group 25-30 6 30% 

 



 

 
49 

Chapter 4. Findings 

Below in the table 4.9 average scores of the leadership styles are presented in terms of the 

experience and the year of study.  

Table 4.9 Average scores for the leadership styles by experience and the year of study. 

Leadership  
style 

1st year 
w/o exp. 

1st year 
w/exp.  

2nd year 
w/o exp. 

2nd year 
w/exp. 

Transformational 33 36  34 37 
Transactional 17 17  18 16 
Laissez-faire 6.4 5.9  4.5 4.4 

 

Detailed interpretation of the tables and the interdependence between variables are presented in 

Chapter 5. Discussion. 

 

4.7 Summary 

In this chapter the researcher presented the survey results. The following data categories are 

provided: general overview of the results; statistics and average scores by the year of study; 

statistics and average scores by age groups; statistics and average scores by experience; statistics 

and average scores by gender. 

Each data category was presented with a statistics pie chart showing the overall picture of the 

demographic group (Figures: 4.2, 4.4, 4.6, and 4.8). Graphic representation of the results made the 

numerical values more observable (Figures: 4.1, 4.3, 4.5, 4.7, and 4.9). For detail and accurate data 

analysis accompanied table is included in each section. The table representation allowed the 

researcher to observe exact values of each factor and allocate these values in corresponding score 

ranges for further analysis (Tables: 4.1, 4.2, 4.3, 4.4. and 4.5). 

In the section 4.6 the researcher presented some interdependence between measured variables. In 

the tables 4.6 and 4.7 top 5 transformational and transactional leaders are presented, 

correspondingly. Tables 4.8 showed the experience distribution among the students. Table 4.9 

presented the average scores of experienced and not experienced students separated by the year of 

study. 
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Chapter 5. Discussion 

In this chapter the researcher uses related theory to qualify and interpret the meanings of the 

obtained results. She uses qualitative data analysis to discover relationships and regularities in the 

obtained data. The analysis is highly structured and is based on the quantitative data presented in 

Chapter 4 (Findings). Although the researcher uses transformational leadership theory and related 

studies, she attempts to present analysis through the lens of her own observations and 

understanding.  

Generally, the common procedure of the qualitative analysis involves the following steps: 

categorisation; merging data; identifying relationships between variables; and developing 

conclusion (Saunders, Lewis and Thornhill, 2007). The first step – categorisation – has been 

already done in the findings chapter (Chapter 4. Findings). The researcher is referring to the same 

categorisation and develops further qualitative analysis based on that structure. In the second step – 

merging (section 5.1) – the researcher attempts to unite obtained research results and the theory. In 

the third stage – identifying relationships (section 5.2) – the researcher identifies correlations and 

interdependences between categories. The fourth stage – developing conclusion – is separated and 

presented in Chapter 6 (Conclusion).  

 

5.1 Theory versus practice 

As Bass and Riggio (2006) report, Owens and Schoenfeldt (1979) studied the job interviews and 

came to a conclusion that leadership displayed by an individual correlates with items like age at 

which he/she started career, voluntary work, athletic activities in which an individual has been 

engaged, rural and urban background, previous work experience. Study conducted by Avolio and 

Gibbson (1988) revealed that the leadership style depends on an individual’s life history as well 

(Bass and Riggio, 2006). They have discovered that highly transformational leaders come from 

families with “high standards of excellence” (Bass and Riggio, 2006:144). Parenting style and early 

engagement in athletic activities put a bold ‘stamp’ on an individual’s leadership development in 

the early ages. There is also a correlation between an individual’s personal traits and displayed 

leadership style. All these dependencies affect an individual’s general perception of the leadership 

and initial style. However, leadership can be taught and learnt. And the following discussions 

attempt to disclose the students’ skills gained during the MBA course.  
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5.1.1 The general overview of the students transformational leadership skills 

The general overview of the survey results showed that the students’ general perception of the 

transformational leadership can be evaluated as moderately-high. Two factors (1 and 4) Idealised 

influence and Individualised consideration fall into the High score range which means that the 

students consider charisma, dedication, ability to gain trust, interest in others, and individual 

approach of task assignment very important. Two other factors (Inspirational motivation (2) and 

Intellectual stimulation (3)) fall into the Moderate score range. Although the difference in numerical 

representation is not so big (Table 4.1), however, the students consider Inspirational motivation and 

Intellectual stimulation factors less important than Idealised influence and Individualised 

consideration.  

Factors 5 and 6 refer to the transactional leadership. Overall scoring for the transactional leadership 

approach falls into the moderately-high score range. This means that the students consider 

transactional/exchange relationships important. High degree of the factor 5 (Contingent reward) 

shows that the students are tend to tell their followers (whether in their academic group or 

subordinates) what is expected from them and what to do to be rewarded. Moderate level of the 6th 

factor (Management-by-exceptions) shows that the students focus on the corrective criticism and 

negative reinforcement. Although Bass and Avolio (1992) stated that passive form of this factor can 

somehow generate positive outcome, moderate to high level of this factor can still be considered as 

negative. 

Factor 7 indicates non-leadership approach of the students. Here we have a contradicting picture. 

By its nature the Laissez-faire leadership is the opposite extreme of both transformational and 

transactional approaches. Moderately-high levels of transformational and transactional leadership 

approaches suggest low level of non-leadership approach. In contrast, it falls into the Moderate 

score range too. The researcher considers this phenomenon as a consequence of two factors: 

• lack of knowledge - majority of the respondents are the 1st year students which means that 

the students have not gained the necessary theoretical knowledge yet; 

• lack of experience – 39% of respondents do not have any practical managerial experience, 

27% of the students have managerial experience less than 2 years,  remaining 34% only 

has experience more than 2 years.  

Lack of the knowledge and experience causes discrepancies in the leadership perception of the 

students. However, further in this chapter analysis of the factors by each classified group will reveal 

relationships and interdependences of the variables.   
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5.1.2 The year of study 

As the survey results revealed, there is a significant difference between the 1st and 2nd year students’ 

responses. It is obvious (from the research findings, Chapter 4, section 4.1) that there are 

differences in leadership perception between the 1st and 2nd year students. The 2nd year students 

display more transformational and transactional leadership, and less Laissez-faire leadership. In this 

case the attention should be drawn to 6th (Management-by-exceptions) and 7th (Laissez-faire 

leadership) factors. Here we have significant differences. The 2nd year students display less interest 

in management-by-exceptions. This means that they have already gained a general idea of the 

transactional leadership and the positive implementation of the approach. At the same time, the 1st 

students still tend to give the priority to this element of transactional leadership. The average score 

for the 6th factor for the 1st year students (8.30, Table 4.2) slightly exceeds the total average score 

for the same factor (8.10, Table 4.1) whereas the 2nd year students’ score (7.72, Table 4.2) is less 

than the total average. 

What refers to Laissez-faire leadership, evidently, the 2nd year students exhibit better understanding 

of the subject. The average score for the 7th factor (for the 2nd year students) is 4.44 (Table 4.2) 

which falls into the Low score range. This means that the students realise that non-leadership 

approach cannot be effective in achieving common goals. They are more tend to set challenging 

goals and encourage risk.  

The results of the analysis proved the researcher’s ‘theory’ that lack of knowledge at the 1st year can 

affect the results. Obviously, the students during the MBA course gain enough knowledge to have a 

general idea about transformational and transactional leadership. Transformational leadership is 

continuous and developing process (Bass and Riggio, 2006). Hence, it is straightforward that the 2nd 

year students display more transformational leadership than the 1st year students. The results are 

very close to the preferable image, that is, strongly discernable transformational, balanced 

transactional (high in contingent reward and low in management-be-exceptions) and very low non-

leadership skills.  

 

5.1.3 The age groups 

According to Bass and Riggio (2006), transformational leadership does not emerge in the adult life 

by coincidence.  People develop transformational skills during their life. Starting from childhood 

they engage in different social groups (kindergarten, secondary/high school, sports, and so on) and 
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shape skills such as overcoming challenges, meeting standards (especially in sports), taking into 

account other members. All these skills relate to transformational leadership. Not surprisingly, the 

overall picture of the results prompts that the older the people are the more transformational 

leadership skills they possess. On the four factors measuring transformational leadership (factors 1, 

2, 3, and 4) the lowest score belongs to 21-25 years’ age group (the youngest age group) and the 

highest score belongs to 36* years’ age group (36 and over is the oldest age group in the 

questionnaire). In table 4.3 the tendency of growing transformational leadership is evident. 

Referring to the transactional leadership, in the case of the Contingent reward the same tendency is 

observed. The more experience the people have the more they value rewarding and appraisals. 

Interesting phenomenon is noticed on factor 6 (Management-by-exception). Participants of all age 

groups have the same score level. The researcher finds it is hard to make an analysis and accurate 

judgments because of the lack of information.  

As it was anticipated that non-leadership approach in the 36* age group will be significantly lower 

than in the 21-25 age group. The tendency of descending non-leadership is clearly shown in the 

Table 4.3. The reason of such a tendency is, possibly, the experience and knowledge gained during 

time. According to Bass and Riggio (2006), there are certain personal characteristics that correlate 

with the transformational leadership. Those are sociability (introvert/extravert), superiority 

(ascendancy/dominance), self-awareness (self-confidence), risk taking (openness to new 

discoveries), locus of control, and stamina. It is fairly straightforward, that some of these 

characteristics such as self-confidence, superiority mature and develop over time. This fact 

increases the possibility of displaying more transformational approach in older (mature) ages. 

According to Bass (1990), transformational leadership also correlates with leader’s intellectual, 

social and emotional intelligence. Moreover, social and emotional intelligence are even more 

important than intellectual intelligence (Bass and Riggio, 2006). Evidently, with aging people’s 

social and emotional intelligence flourish. Hence, with age people are more tend to display 

transformational leadership and less non-leadership approach.    

   

5.1.4 The managerial experience 

The results showed that experienced respondents displayed more transformational leadership and 

focus on the contingent reward aspect of the transactional leadership, and display less non-

leadership approach. In the researcher’s opinion to gain the real image and practical skills students 

need to have a work experience (the researcher considers that any work experience will foster the 

learning process). In the working environment they can use their theoretical knowledge and shape 
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their skills. It is fairly straightforward, that if a group of students consists of only not experienced 

members leadership skills will develop slower that in the group with experienced members. The 

more the number of experienced members in the group the more shaped and practical skills are 

developed. Consequently, if the balance of the numbers of experienced and not experienced 

members’ is kept then good yield can be achieved for both subgroups. Hence, it is not surprising 

that at the very beginning one of the MBA enrolment requirements was to have experience. Mr 

Ambrey Scholtz, Project management tutor at Cavendish College, stated during the class on 19 

October 2009, that at the very beginning the MBA was designed as a seminar/workshop for 

executives with managerial experience more than 10 years. With the time the enrolment 

requirements has changed. Nowadays having an experience is not compulsory for the MBA 

applicants. This gives the students an opportunity to gain theoretical knowledge before they go to 

employers. However, the researcher thinks that a prior experience will not only add value to the 

education but also will help the student to take more from the course and project it to the real life 

cases more easily (the topic is resumed in the section 5.2 Interdependences).  

 

5.1.5 The gender 

According to the survey results (Figure 4.9 and Table 4.5), women respondents display more 

transformational leadership, whereas men respondents display more transactional leadership. 

Women respondents’ scores (for the factors 1, 2, 3 and 4) fall into the High score range. Men 

respondents’ average scores for two transactional factors (8.86 for contingent reward and 8.03 for 

management-be-exceptions) showed that men pay more attention to establishing ‘exchange’ 

relationships and are less focused on negative reinforcement, which means that they implement 

balanced transformational leadership. This is not necessarily means that they do not implement 

elements of transformational leadership.  

Although the scores for the Laissez-faire leadership for both genders fall into the Moderate score 

range, evidently women display less ‘hands-off’ leadership. This phenomenon, in the researcher’s 

opinion, is the consequence of the historical social status of women who are more concerned with 

their followers (in this case family members, especially children, elder members can be seen as 

followers) being and respond to their needs quicker than men.  

The researcher’s opinion is supported by the other studies. During the survey conducted in 1985 

Bass found out that there are differences in leadership approaches displayed by men and women 

(Bass and Riggio, 2006). Among the 24 managers, 12 men and 12 women, four candidates with the 
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highest charismatic scores were selected. Although, probabilities were 50/50, and expectations were 

that all four would be man, four candidates turned out to be women. At the same time, another 

survey was conducted by Riggio (1987), in the U.S. company. Two of the three women in the 

management team were top-rated transformational leaders (Bass and Riggio, 2006). Later, 

independent investigations conducted between 1986 and 1992 indicated that women are more tend 

to display transformational leadership, whereas men are likely to exhibit transactional leadership 

(Bass and Riggio, 2006). Bass and Riggio (2006) suggested an explanation for the phenomenon. 

Women naturally are more ‘relation-oriented’. They are more interested in followers’ needs and 

further development. Thus, they are more “socially sensitive” (Bass and Riggio, 2006:122). 

Moreover, sensitiveness of female leaders allows them to create individual relationships. Another 

reason is natural moral value system of women. Women stress “responsibility and care”, whereas 

men highlight “rights and justice” (Bass and Riggio, 2006:123). 

Survey results by McKinzey&Company (2009) revealed that leadership skills, necessary for today’s 

organizations to go through crisis and stay competitive afterwards, are more often used by female 

leaders. They define expectations and reward achievements more often than man, and are tended to 

be more inspirational (McKinzey&Company, 2009).  

 

5.2 Interdependences 

To find out interdependences between variables the researcher at first sorted collected date to 

identify maximum scores in the factors. In the table 4.6 top five transformational leaders’ scores are 

presented. The phenomenon of the candidate identified as (1) captured the researcher’s attention. 

After the examination of the results the researcher decided to eliminate the candidate (1) from the 

analysis as the respondent scored high in transformational, transactional and Laissez-faire factors. 

The researcher considers the response as an ‘extreme case’ and will not refer to the case in further 

analysis.  

The list of the top transformational leaders has been chosen by the following principle. Those who 

showed the highest transformational scores are rated in the lowest scores in transactional and 

Laissez-faire factors, that is, in case of the same score in the transformational factor priority has 

been given to the one who has the lowest score in the transactional factor. The overall picture of the 

top five transformational leaders showed that the majority (four candidates) are the 2nd year 

students. The minimum age of the candidates is 26. All candidates have experience (at least 1 one 

year) and four of the five candidates are female. This comes to prove the theory that with age 
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people demonstrate more transformational approach as they gain more knowledge and experience. 

In the table 4.8 there is the experience distribution by the age groups. It is evident that the older the 

person is the greater the probability that they are experienced. 

The list of the top five transactional leaders has been chosen by the highest transactional score, the 

lowest transformational and Laissez-faire scores. The top two transactional leaders are the 1st year 

students. The rest are the 2nd. The candidates’ ages vary between 21 and 35. Except the top 

transformational leader all other candidates have at least 1 year experience. The majority of the 

candidates (four candidates) are male. As it was discussed in the section 5.1.5, it is fairly 

straightforward that women are more tend to display transformational leadership and men are more 

transactional. Only in one case (in the case of the top transactional leader) top candidate does not 

have any experience. Again, we can say, that the gender really matters. Men give priority to the 

exchange relationships and appreciate formal agreements. 

The researcher considers the candidate N3 (table 4.6) to be pseudotransformational as the candidate 

in line with high transformational score displayed moderately-high Laissez-faire score. This means 

that the candidate is tend to display some elements of transformational leadership, and at the same 

time is not concerned with the followers needs. In the researcher’s opinion elements of the 

transformational leadership are, possibly, used by the candidate more for ‘manipulation’.  

From the tables 4.8 and 4.9 it is evident that the experience positively correlates with the gained 

skills. The 1st year students with experience displayed more transformational and less non-

leadership scores. Correspondingly the 2nd year experienced students display more transformational 

and less transactional and Laissez-faire leadership compared to the 2nd year not experienced 

students. As it was discussed earlier in this paper (section 5.1.4) students with experience gain more 

skills and enhance their knowledge more significantly than those without experience.   

 

5.3 Summary 

In this chapter the researcher presented the survey results. The following analysis are provided: 

general overview of the results; statistics and average scores by the year of study; statistics and 

average scores by age groups; statistics and average scores by experience; statistics and average 

scores by gender. 
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The survey results revealed that the students’ transformational and transactional leadership skills 

can be evaluated as moderately-high. In the non-leadership factor the results are contradicting. By 

its nature the Laissez-faire leadership is the opposite extreme of both transformational and 

transactional approaches. In the researchers opinion lack of the knowledge and experience causes 

discrepancies in the leadership perception of the students.  

The results showed that there are differences in leadership perception between the 1st and 2nd year 

students. The 2nd year students display more transformational and transactional leadership, and less 

Laissez-faire (non-leadership). What refers to the Laissez-faire leadership, the 2nd year students 

display better understanding of the subject. The results of the analysis proved the researcher’s 

‘theory’ that lack of knowledge at the 1st year can affect the results. Obviously, the students during 

the MBA course gain enough knowledge to have a general idea about transformational and 

transactional leadership. The results of the 2nd year students are very close to the preferable image, 

that is, vivid transformational, balanced transactional and very low non-leadership skills.  

The age group analysis of the results showed that the older the people are the more transformational 

leadership skills they possess. As it was anticipated, non-leadership approach descends as the age 

increases (Figure 4.5). The researcher’s supposition that the experience and knowledge gained 

during time affect leadership approach was proved after the analysis by experience. Although 

experience is not a compulsory point in the MBA application, the researcher thinks that a prior 

experience will add value to the education.  

According to the survey results (Figure 4.9 and Table 4.5), women respondents displayed more 

transformational leadership, whereas men respondents displayed more transactional leadership. This 

is not necessarily means that men do not implement elements of transformational leadership. The 

scores for the Laissez-faire leadership for both genders fell into the Moderate score range. 

However, the overall picture is that women are more tend to display transformational leadership. In 

the researcher’s opinion, the results are the consequence of the historical social status of women 

who are more concerned with their followers (in this case family members, especially children, 

elder members can be seen as followers) being and respond to their needs quicker than men.  

In the section 5.2 interdependences between variables were discussed. The researcher observed 

interdependences between age, experience and the leadership approach, and came to two important 

conclusions. First, gender matters. Women respondents display more transformational approach and 

less non-leadership. Second, prior experience will help students to gain more skills and knowledge 

during the MBA course. 
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Chapter 6. Conclusion 

The research results revealed that: 

• the students’ at Cavendish College have gained transformational and transactional 

leadership skills that can be evaluated as moderately-high; 

• there are differences between the 1st and 2nd year students’ leadership skills; 

• the older the people are the more transformational leadership skills they possess 

• prior experience will help students to gain more skills and knowledge during the MBA 

course. 

Based on the results the researcher came to the following conclusion. The leadership, particularly 

transformational leadership, is like an art and a science. Thus, it can be taught and developed by 

quality education (Bass and Riggio, 2006). The researcher totally agrees with the statement. On the 

one hand, it is a science and requires education. Underlying theories will only ‘boost’ further 

development. On the other hand, leadership in the organization is like an art, that is, it should be 

adjusted to the specific situation. There is not a ‘one best way’ approach. Transformational 

leadership is flexible and adaptable, thus it ‘enjoys popularity’. A leader’s ability to adjust his/her 

approach will determine the success. 

The research results have several important aspects of application. First, the results can be used by 

the students for further self-development. Although the assessment of leadership skills was not 

individualistic and the general overview of the students’ abilities will not help individual students to 

develop a development plan, the students will have a general idea about what kind of skills they 

gained during the course and which are the gaps to improve. Moreover, they can use the assessment 

tool used in the research (Appendix 2) for self-assessment. The scoring methods and the 

interpretations presented in the research will help them to evaluate their own results, and construct 

personal development plan.  

In terms of academic development, the results can be used by the College to evaluate the yield. The 

leadership skills are developing not only during the leadership classes but also in the college 

environment. The more favourable the environment is the better the leadership skill developed. 

Thus, the results can help the College to enhance not only the leadership class but also the learning 

environment. The researcher recommends the College to use the results to develop more workshops 

and focus on the areas that need strengthening. The researcher’s personal study during the classes 

revealed that observation of ‘real’, contemporary leader’s behaviour significantly helped the 

students to implement their theoretical knowledge and sharpen skills. Thus, the researcher suggests 
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including into the MBA course more interactive studies (videos and online resources) of leadership 

behaviour, and a role modelling workshops allowing the students to develop transformational and 

transactional leadership within them. The researcher also suggests to make the personal assessment 

tools part of the leadership class. It will be even more interesting for students to identify their initial 

leadership skill before the course and compare the results with the second assessment in the end. 

This will allow not only the students to track the changes but also the tutors to evaluate the 

student’s progress more accurately.  

In terms of organizational and career development, students with better leadership knowledge will 

focus on important transformational components (vision, mission, values, and culture) of the 

recruiter when applying for a job. Usually applicants focus on transactional components (salary, 

incentives) (Bass and Riggio, 2006). Students with higher level of transformational leadership 

possibly will apply to the companies with transformational organizational culture. More charismatic 

and inspirational candidates will be drawn by transformational culture and will allow these 

newcomers to further develop their skills. Moreover, favourable environment will allow outstanding 

graduates become successful leaders in the future. Although transformational leadership is 

considered to be more applicable in top/executive levels in organizations, surveys by Bass and 

Avolio (1990) revealed that organisations will only benefit from implementing transformational 

leadership approach on middle and first-line levels. Nevertheless, transformational leadership can 

be taught to project managers and supervisors (Bass and Riggio, 2006). 

There are a few more recommendations. In the researcher’s opinion the MLQ needs to be adjusted 

to the new tendencies in leadership. The researcher suggests adding two more sections referring to 

cultural diversity and network building. Possibly Bass and Avolio (1992) did not attach enough 

significance to globalization (when constructing the MLQ) which brought new aspects in 

leadership. The growing uncertainty and complexity of the environment (and business environment 

particularly) are demanding new skills. The main advantage of the transformational approach is 

flexibility and adaptability. Thus, a few changes in the theory and accompanied measurement tool 

will not ruin the approach. On the contrary, changes are in the agenda of transformation and will 

complete the theory to correspond to the contemporary trends. 
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Leadership skills gained during MBA course 
Questionnaire 
Assessing MBA students’ leadership skills  
necessary for success in organizations 
 

 

 

Cavendish College London 

35–37 Alfred Place,  
London, WC1E 7DP, UK  

Tel: 0044 (0)20 7580 4074 
0044 (0)20 7580 6043 

Fax: 0044 (0)20 7255 1591  
Email: learn@cavendish.ac.uk 

 

 

Dear colleague, 

This questionnaire is part of my research project to identify MBA students’ leadership skills gained 
during their MBA course at Cavendish College. Your opinions are vital to have a holistic view and 
full understanding of the topic. 

The questionnaire should take you about 5 minutes to complete. Please answer the questions by 
ticking the outlined boxes (more detailed instructions provided inside the questionnaire). All 
questions should be answered otherwise your questionnaire will be considered invalid. You are not 
asked to mention your name to keep the questionnaires anonymous. If you are interested in the 
assessment results of your particular leadership skills, you are welcome to code your questionnaire 
to keep it anonymous and unique at the same time.  

Data from the questionnaires will be used as the main data source for my dissertation for my degree 
course in Master’s in Business Administration at Wales University. 

I hope you will enjoy the time spent on completion. Please return the completed questionnaire to 
me, Gayane by 19 March 2010 via email gayaneghazaryan@yahoo.com . If you would like further 
information, please feel free to contact me via email or phone + 44 (0) 7760824737. 

Thank you in advance for your help. 

GG 

Gayane 

  

mailto:learn@cavendish.ac.uk�
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Multifactor Leadership Questionnaire Form 6S (MLQ-6S) 

 

Instructions: This questionnaire provides a description of your leadership style. Twenty-one 
descriptive statements are listed below. Judge how frequently each statements fits you. The word 
others may mean your followers, clients, or group members.  

Key: 0=not at all; 1=once in a while; 2=sometimes; 3=fairly often; 4=frequently, if not always. 

 

1. I make others feel good to be around me. 1 2 3 4 

2. I express with a few simple words what we could and should do. 1 2 3 4 

3. I enable others to think about old problems in new ways. 1 2 3 4 

4. I help others develop themselves. 1 2 3 4 

5. I tell others what to do if they want to be rewarded for their work. 1 2 3 4 

6. I am satisfied when others meet agreed-upon standards. 1 2 3 4 

7. I am content to let others continue working in the same way as always. 1 2 3 4 

8. Others have complete faith in me. 1 2 3 4 

9. I provide appealing images about what we can do. 1 2 3 4 

10. I provide others with new ways of looking at puzzling things. 1 2 3 4 

11. I let others know how I think they are doing. 1 2 3 4 

12. I provide recognition/rewards when others reach their goals. 1 2 3 4 

13. As long as things are working, I do not try to change anything. 1 2 3 4 

14. Whatever others want to do is O.K. with me. 1 2 3 4 

15. Others are proud to be associated with me. 1 2 3 4 

16. I help others find meaning in their work. 1 2 3 4 

17. I get others to rethink ideas that they had never questioned before. 1 2 3 4 

18. I give personal attention to others who seem rejected. 1 2 3 4 

19. I call attention to what others can get for what they accomplish. 1 2 3 4 

20. I tell others the standards they have to know to carry out their work. 1 2 3 4 

21. I ask no more of others than what is absolutely essential. 1 2 3 4 

 

Source: Northouse (1997), pp. 155. 
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