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1 INTRODUCTION 

This chapter presents an overview of the entire dissertation. Firstly, the research 
background is introduced along with research gaps in the existing literature. 
Secondly, research questions and objectives are articulated and, finally, the 
structure of the study is described. 

While management and leadership can be distinguished as concepts and 
practices, in this study, leadership and management are understood to be 
overlapping and complementary responsibilities, which the informants assume in 
their managerial capacity. In this dissertation, the terms ‘leader’ and ‘manager’ will 
be used interchangeably when referring to the informants (based on the position 
they have in their organization). Similarly, the terms ‘follower’ and ‘subordinate’ 
will be used interchangeably. 

1.1 Research background and research gaps 

The main purpose of this dissertation is to explore ways of measuring different 
dimensions of leadership behaviour as perceived by leaders themselves in a global 
organization. The relevant ways of measuring are approached with two goals in 
mind. The first goal is to pursue and validate the existing sand cone model (SCM), 
which evaluates the effectiveness of transformational leadership behaviour. 
Second, this thesis aims to explore the key focus areas of leadership behaviour 
(beyond transformational leadership perspectives), which are perceived and 
experienced by managers across different organizational levels. 

In today’s evolving business world, change is more rapid and dramatic than ever 
before. In order to succeed in this world, multinational organizations need to grow 
and embrace the speed of change. Business leaders, meanwhile, need to enhance 
employees’ aspiration and activate their higher-order needs through ethical, 
symbolic and helping behaviours (Bass et al. 2003; Antonakis and House 2014). 
In a recent published book, Ringtone: Exploring the Rise and Fall of Nokia in 
Mobile Phones, Professor Yves Doz and senior researcher Keeley Wilson (2017) 
analyse the Finnish company’s journey, from its amazing success in the mobile 
phone business to its sudden downfall, concluding that it was neither Apple nor 
Samsung that contributed to Nokia’s failure. Rather, it was Nokia’s own leadership 
and organizational structure. This is only additional new evidence to show the 
ever-important role of leadership behaviour in business success.  
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Bass and Riggio (2006) insist that, in a challenging organization or a complexly 
diverse team (such as in a multinational organization), where followers 
significantly require an inspirational leader, who can inspire and motivate them 
through an uncertain situation, transformational leadership will be a perfect 
fit. Bass and Avolio (1994), Bass (1998) and Avolio (1999) define transformational 
leadership in terms of a theory of behaviours and attributes focused on the 
relationship between leaders and followers of a group or organization. 
Transformational leaders inspire followers to think differently and critically, 
encourage and motivate them, and recognize each follower’s different needs in 
order to improve his or her personal potential. 

When leaders are unable to coordinate and align employee and organizational 
needs, or when they fail to “manage to keep the agility and strategy insight that led 
to meteoric growth” (Doz and Wilson 2017), they may lead a corporate work group 
or an overall organization from success to downfall. To express this more simply, 
Prinsloo, (2012), Kang and Jin, (2015), and Culp and Smith (2005) admit that poor 
leaders create dissatisfaction, while, conversely, great leaders make a great 
difference to organizational success. However, in an increasingly competitive 
world, without any helpful measurement tool, how is it possible to distinguish a 
great leader among a crowded workforce? 

Since 1990, many researchers have developed measurement methods by 
describing theories and techniques with which to highlight the correlation between 
different leadership styles and performance (Podsakoff, Mackenzie, Moorman and 
Fetter 1990; Schaubroeck, Lam and Cha 2007). In parallel with this, Nissinen 
(2001) investigated the theoretical model developed by Bass (1985) and 
introduced a model of deep leadership, which analyses the relationships between 
different leadership factors based on a large-scale data collection. From this 
perspective, Takala, Hirvelä, Hiippala and Nissinen (2005), Takala, Hirvelä et al. 
(2006), Takala, Leskinen, Sivusuo, Hirvelä and Kekäle (2006b), and Takala, 
Kukkola and Pennanen (2008a) re-examined the theoretical model and 
introduced a conceptual SCM, which can evaluate leadership behaviours, from 
resource allocations to the direction of outcomes. This concept was studied and 
tested in a military environment in Finland from 2005 to 2008. 

Given the promising findings of this longitudinal research, a series of studies, i.e., 
Kazmi and Takala (2011, 2012), Kazmi and Kinnunen (2012), Kazmi, Naaranoja 
and Takala (2013), Kazmi and Naaranoja (2013), and Kazmi, Takala and 
Naaranoja (2015),  has continued and developed this knowledge of theories based 
on the previously collected data. The increasing importance and popularity of the 
theory of transformational leadership, together with the SCM, combined with the 
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lack of empirical research to verify and validate the aforementioned conceptual 
model in an environment other than the military, highlight the need for an 
empirical study on this topic.  

Publications 1, 2 and 3 of this dissertation provide the knowledge of theory about 
the transformational leadership behaviour trend in a global company, and the 
knowledge of how culture, gender, education or financial status influences the 
effectiveness of transformational leadership. The first three publications also offer 
the knowledge of practice, in the form of the SCM, with which to measure the 
effectiveness of transformational leadership behaviour. The knowledge of theory 
and knowledge of practice are either substitutes for or complement each other.  

Moreover, beyond transformational leadership behaviour, Publications 4 and 5 
offer the knowledge of theory about the different dimensions of leadership 
behaviour, and the knowledge of practice through the people, process and goal 
model (PPGM), a new normative model that can measure the key focus areas of 
leadership behaviour across different organizational levels.  

In brief, this research adopted a case study strategy, which was implemented by 
the researchers from both inside and outside the studied organization. For 
example, the co-author of the first three publications is a professor from the 
university and the author is from the organization. Participants were from 
different business units located in different geographical zones around the world. 
The overall empirical dissertation provides relevant ways of measuring different 
dimensions of leadership behaviour. Alongside being directly and immediately 
relevant to managers, it addresses important issues and presents new ways by 
which managers can understand and act on them (Saunders, Lewis and Thornhill 
2009: 8). 

1.2 Research objectives 

This dissertation consists of two main problems: the first is how to assess and 
measure the effectiveness of transformational leadership behaviour, while the 
second is how to evaluate and measure the key focus areas of leadership behaviour 
beyond the transformational leadership style. Each publication has its own 
objective 

The first objective is to pursue and validate the existing SCM of transformational 
leadership (which has been studied during the last decade in the military 
environment) by testing it in a new business environment. The first publication 
provides an improved SCM with five new equations and a new layout of a 
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transformational leadership profile. These findings provide Publications 2 and 3 
with two objectives.  

The second objective is to validate and verify the new SCM with a larger number 
of participants, from N = 26 to N = 86. The sample is also expanded from one 
country (in Publication 1) to 21 countries (in Publication 2). Due to the large data 
obtained from Publication 2, there is a need to establish a third objective: to 
explore the influence of culture, gender, education, working experience and 
financial status on the effectiveness of transformational leaders. 

Next, the objective of Publication 4 is to explore the key focus areas of managerial 
behaviour across different organizational levels. The fourth publication provides a 
new model, the PPGM. Finally, the last publication’s objective is to compare two 
new findings (the SCM and the PPGM), and self-critically assess the major benefits 
and limitations, as well as judge how the two models could be combined or 
prioritized. Figure 1 presents the objectives of the five publications and their logical 
interconnection.  

 

Figure 1. Dissertation objectives 
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1.3 Research questions 

In accomplishing the research objective, this dissertation focuses on the following 
research questions: 

Research question 1: What is the current transformational leadership 
trend in a global business organization? 

Research question 2: To what extent do leaders display transformational 
leadership effectiveness? 

Research question 3: In what ways, and to what extent, does culture, 
gender, education, working experience or financial 
status influence the effectiveness of 
transformational leadership? 

Research question 4: How is leadership behaviour manifested across 
different organizational levels? 

Research question 5: What are the major benefits and limitations of the 
SCM and the PPGM, and how could the models be 
combined or prioritized? 

 

Table 1 describes brief information about the five publications, including the 
specific research questions for each publication, the theoretical background, the 
research method used, and the key data sources that informed the analysis, as well 
as the samples. 
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1.4 Structure of the dissertation 

This dissertation is divided into two main parts. The first part of the dissertation 
consists of six chapters, while the second part contains five publications. Chapter 
1 of the first part introduces an overview of the entire dissertation, which includes 
the research background and research gap, followed by research questions and 
objectives. Chapter 2 presents the fundamental theories that shape the foundation 
of the study. Chapter 3 sets out the research design and methodology adopted in 
this dissertation. Chapter 4 summarizes the publications objectives and results. 
Chapter 5 constitutes the discussion and contributions to the literature. Chapter 6 
concludes the entire dissertation. Figure 2 illustrates the structure of the first part 
of this dissertation. 

 

Figure 2. Structure of the dissertation  
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2 THEORETICAL FOUNDATION  

This chapter presents an outline of the fundamental theories and models, as well 
as the key concepts and their mutual relationships, which shape the foundation of 
this research. 

As stated in the introductory chapter, the purpose of this dissertation is twofold: 
firstly, to pursue and validate the effectiveness of transformational leadership 
behaviour; secondly, to explore the key focus areas of leadership behaviours, which 
are perceived and experienced by managers in a multinational company. The key 
model for the first aim is the SCM of transformational leadership that is related to 
the Analytic hierarchy process (AHP) principle. The AHP is a theory of 
measurement that employs pairwise comparisons and relies on the judgements of 
experts to derive priority scales (Saaty 2008: 83). The key theories for the second 
aim are the different dimensions of leadership behaviour, such as relations-
oriented or task-oriented behaviour. Publications 1, 2 and 3 are concerned with the 
theories of transformational leadership and the re-examined SCM, while 
Publications 4 and 5 are concerned with three focus areas of leadership behaviour: 
people, process and goal.  

2.1 The transformational leadership model 

Before getting into details about the transformational leadership model, it is 
necessary to understand the basic principle of normative transformational 
leadership theory. According to Dinh et al. (2014), at least 66 different theoretical 
leadership domains have emerged to date, of which the most widespread theories 
are: ‘great man’ theory (1840s), trait theory (1930s-1940s), behavioural theories 
(1940s-1950s), contingency theories (1960s), and transactional theories and 
transformational leadership theories (1970s). Transactional theories are based on 
rewards and punishments and focus on the role of supervision. “Transactional 
leaders are concerned with protecting their interests rather than in promoting the 
interests of the group. They are more likely to be controlling than empowering” 
(Johnson 2011: 231). In contrast, transformational leadership concentrates on the 
moral commitments between leaders and followers, as well as four common 
elements: visioning, challenging, consideration, and serving as an example (Bass 
1985; Kouzes and Posner 1988; Tichy and Devana 1990). 

Table 2 shows a succinct review of these major leadership theories. 
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Table 2. An overview of major leadership theories 

‘Great man’ theory 
(1840s) 

 

This theory believes that great leaders are born, not 

made. Leaders as heroic and only a man can have the 

quality characteristics of a great leader. 

Trait theory (1930’s – 
1940s) 

 

This theory believes that people inherit certain qualities 

and traits which make them better suited to leadership 

(e.g. intelligence, sense of responsibility extroversion). 

Behavioural theories 
(1940s – 1950s) 

 

Leaders are made, not born. This theory is the flip side 

to the ‘great man’ theory. This theory focuses on specific 

behaviours of a leader, not on mental qualities or 

internal states. 

Contingency theories 
(1960s) 

No leadership style is suitable for all situations. 

Leadership is not about the qualities of the leader; it is 

about striking the right balance between behaviours, 

needs and context. 

Transactional 
leadership theories 
(1970s) 

Often used in business flip side, transactional theories 

are based on rewards and punishments. They focus on 

the role of supervision, organization and group 

performance. 

Transformational 
leadership theories 
(1970s) 

 

Transformational leadership theories focus on the 

relation between leaders and followers. 

Transformational leaders inspire, encourage 

subordinates, and focus on the performance of group 

members, while also increasing the potential of each 

individual. Transformational leaders often have high 

ethical and moral standards. 

Source: Author’s understanding based on Gill (2011), and Landis, Hill, and Harvey 
(2014). 

Background to the transformational leadership model: a 
transformational leadership overview 

Transformational leadership is a theory of behaviours and attributes focused on 
the relationship between leaders and followers of a group or organization (Avolio 
1999; Bass and Avolio 1990). This theory was first introduced theoretically by 
Burns (1978), then developed and conceptualized by Bass (1985), and many other 
researchers (Bass and Riggio 2006; Bass and Bass 2008; Avolio 1999; Bass and 
Avolio 1994).  
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During the last three decades, transformational leadership has emerged as one of 
the most dominant leadership theories (Díaz-Sáenz 2011; Mhatre and Riggio 
2014). In terms of the positive effects of transformational leadership, research on 
318 employees from six German companies in the information and 
communication technology sector, undertaken by Jacobs, Pfaff and Lehner (2013), 
revealed a significant relationship between transformational leadership and 
employee well-being. In line with these findings, a study of 357 managers by Jin, 
Seo and Shapiro (2016) reported the positive well-being of subordinates as a result 
of transformational leaders. In parallel with this, Li, Zhao and Begley (2015) 
analysed 123 branches of a retail bank in China. Their results showed that 
transformational leadership is positively related to employees’ creativity (see also 
Bai, Lin and Li 2016). Furthermore, a recent study in 2016 by Wang, Kim and Lee 
on 62 teams highlighted the positive effects of transformational leadership on 
diverse teams, which in turn contribute to higher team motivation and team 
creativity. 

The normative characteristic of transformational leadership theories is the 
recommendation that both leaders and subordinates should engage in a common 
goal and help each other to advance to a higher level of morality and motivation 
(Burn 1978, 2003; Bass 1985; Avolio 1999; Bass and Riggio 2006). 
Transformational leaders influence followers by inspiring them to think differently 
and critically (i.e., looking for new ways and perceptions), involving followers in 
decision-making processes and inspiring loyalty, while recognizing and 
appreciating the different needs of each follower to develop his or her personal 
potential. Transformational leaders, as defined by Bass and Avolio (1994), and 
Bass and Riggio (2006), are those who stimulate and inspire followers to explore 
existing as well as new horizons. In other words, transformational leadership 
provides a perfect fit for challenging organizations or complicated work groups, 
where followers need an inspirational leader who can motivate and encourage 
them through a complex or uncertain situation, as well as make them feel 
empowered (Bass and Riggio 2006). 

Transformational leadership involves four primary components: idealized 
influence, inspirational motivation, intellectual stimulation and individualized 
consideration. Bass (1985) defined these “four Is” as cornerstones of 
transformational leadership. 

Idealized influence refers to leaders who act as role models with high ethical 
principles: they are admired and trusted and will go beyond their individual self-
interest for the greater good of the group and make personal sacrifices for others’ 
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benefit (Podsakoff, Mackenzie and Bommer 1996; Whitener 1997; Bass and 
Steidlmeier 1999; Dirks and Ferrin 2002; Bass and Riggio 2006; Kazmi, 
Naarananoja and Kytola 2016). 

Individualized consideration describes the extent to which leaders listen, 
accept and take into consideration subordinates’ unique needs. The leaders act as 
a mentor or coach, encouraging two-way communication, listening to others’ 
concerns and helping colleagues to develop their strengths (Bass and Riggio 2006; 
Hughes 2014). 

Inspirational motivation characterizes leaders who behave enthusiastically 
and optimistically. They share positive future visions, display confidence and 
communicate expectations that subordinates want to meet (Bass and Riggio 2006; 
Bass 1985). This type of motivational behaviour encourages a sense of team spirit, 
creating general enthusiasm, especially towards difficult challenges (Hughes 2014: 
9). 

Intellectual stimulation implies leaders who focus on stimulating 
subordinates’ creativity and innovativeness. These leaders seek differing 
perspectives, encourage their team member to think out of the box when solving 
problems and generate new ideas to complete assignments (Jung and Avolio 1999; 
Bono and Judge 2003; Bass and Riggio 2006; Northouse 2013).  

These four ‘Is’ emerge and establish a central idea of transformational leadership 
to indicate how leaders effectively achieve the desired behaviour to satisfy their 
followers and gain each other’s respect. Bass (1977) insists that these four 
antecedents’ behavioural traits of transformational leadership are generic in their 
nature, can exceed different nationalities and cultures, and are not limited to 
specific types of operating environment for leaders.  

According to Ng (2016) and Sosik et al. (1998), the most important behaviour is 
individualized consideration as transformational leaders using this behaviour 
listen to followers’ concerns, spend time coaching them and help them to develop 
their strengths, “and in doing so, the leaders promote self-development” (Hughes 
2014: 9). Meanwhile, Herrmann and Felfe (2014) argue that intellectual 
stimulation enhances individuals’ creative outcomes. In line with these findings, 
Mumford et al. (2002) propose that inspirational motivation and intellectual 
stimulation promote creativity.  

In terms of innovation process, Hyypiä and Parjanen (2013) believe that idealized 
influence and inspirational motivation are practiced more in the initial phases, 
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whereas intellectual stimulation is performed more in the later phases. Given that 
individualized consideration is especially varied in different phases, it should be 
used at all times during the innovation process. 

Nissinen (2001, 2004) and Takala et al. (2006a, 2006b, 2008b) have utilized these 
four I components as the foundation of, and incorporated them into, their 
transformational leadership model, which will be presented in the following 
section.  

Transformational leadership model  

The transformational leadership model is a tool that has been adopted from 
educational psychology and leadership training to enhance leadership coaching in 
operational environments (Nissinen 2001; Takala 2002; Takala et al. 2005, 
2006a, 2006b, 2008b; Tommila et al. 2008; Takala and Uusitalo 2012; Takala et 
al. 2013). The model was developed based on the foundation of transformational 
leadership ideas, as mentioned above. 

 

Figure 3. Transformational leadership model (adapted from Takala et al. 
2008b) 
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Figure 3 depicts a bridge between theory and practice (Takala et al. 2005, 2006a, 
2008b). The potential for leadership can evolve into achieved outcomes as a result 
of appropriate and effective leadership behaviour. Professional skills are the 
knowledge base and practical skills that a person learns from his or her working 
life as “the basic requirement of excellent leadership behaviour” (Nissinen 2001). 
They are the necessary foundation (potential) for leaders. Next, the middle level 
(leadership behaviours) consists of six factors, in which the first four factors 
are the cornerstones, i.e., a) building trust and confidence, b) individualized 
consideration, c) inspirational motivation, and d) intellectual stimulation. Two 
additional behaviours in the second level can be seen as the least effective 
behaviours, i.e., controlling and passive behaviour. Controlling leaders 
concentrate more on corrective actions, usually do not listen to the opinions of 
followers, and always take part in every decision. Passive leaders do not appear to 
have much ambition to move up; they can either avoid responsibility or delay their 
decision-making.  

Finally, the third level (outcomes) of this model contains three variables: 
effectiveness, satisfaction and extra effort. Effectiveness is nurtured for success, 
when efficient leaders exceed their settled goal. Satisfaction is a widespread factor 
as it relates to the success of the organization, when leaders and their subordinates 
are satisfied to work with each other and make success possible (Nissinen 2001). 
Extra effort refers to subordinates’ capacity to voluntarily increase their 
performance due to their commitments and encouragement by leaders. 

The fundamental ideas of transformational leadership and the transformational 
leadership model offer a conceptual framework for the SCM, which will be 
presented in further detail in the next section. 

2.2 The sand cone model of transformational leadership 

Takala et al. (2005, 2006, 2008b) developed and constructed a normative SCM, 
based on the original sand cone cumulative capability model of Ferdows and De 
Meyer (1990). This model is a specific concept that has multidimensional or 
hierarchical aspects in order to visualize the structure of leadership behaviours. It 
is worth noting that the variables of the model are similar to those proposed by 
Nissinen (2001, 2004), but the data collection process, data analysis and actual 
definition, as well as the research instrument, were based on a different approach 
(Takala 2013: 71; Takala et al. 2005, 2006, 2008). Figure 4 present the SCM of 
transformational leadership behaviour. 
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Figure 4. SCM of transformational leadership (Takala et al. 2005, 2008b) 

This conceptual sand cone consists of four main components. Firstly, the highest 
level is the “directions of outputs”. The next level on the left refers to the 
“cornerstones” of transformational leadership, while “results” are on the right. The 
“resources” are at the ground level of the model (Takala et al. 2008b). Each 
component contains different elements. Takala, Kukkola and Pennanen (2008) 
and Takala et al. (2008b) explained, in their findings that, “for each variable 
[element] there has been defined an optimal value, which should give the most 
balanced leadership. In theory, the optimal balanced leadership will be found 
when directions of outputs (each 33%), cornerstones (each 25%) and resources 
(each 25%)” (Takala et al. 2008; Takala et al. 2013: 78). This distribution was 
defined according to idealization theory and introduced as follows: 

 The “resources” component is at the ground level, which is formed by four 
elements: processes (PC); people, technology and know-how (PT); 
information systems (IT); and organizational groups and teams (OR). 
These four elements are built, based on the explanation that, when new 
tasks are given in new situations or new conditions, we first need an 
increase in people, technology and know-how, then processes, followed by 
organization and finally an increase in information systems. 

 The “cornerstones” component consists of four elements: building trust 
and confidence (BT); inspirational motivation (IM); intellectual 
stimulation (IS); and individualized consideration (IC). These four 
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elements are the basic ideas of transformational leadership according to 
Burns (1978) and Bass (1985) and the transformational leadership model, 
as shown above.  

 The “results” component consists of three elements: dynamic leadership 
(DL); controlling leadership (CL); and passive leadership (PL). Why is 
dynamic leadership needed? It is needed because the world has become 
more complex, and dynamic times require dynamic, driven leaders 
(Williams 1998) who can lead with courage, passion and vision (Duffy 
2006). Progen (2013) explains that dynamic leadership is dual-focused on 
both subordinates and the situation of leadership, which allows a leader to 
react to changes by being proactive. Dynamic leadership accepts diversity 
and enables leaders to be effective leaders, and is a source of organizational 
creativity and innovation. In contrast, passive and controlling forms of 
leadership are the least effective, as they are associated with lower 
perceived support, weaker organizational identity, less citizenship 
behaviour and greater workplace incivility (Harold and Holtz 2014). 
Dynamic leadership plays a crucial role: the optimal balanced value defined 
for dynamic leadership is 82% and, for the controlling and passive 
leadership styles, it is 9% each (Ha-Vikström and Takala 2016). 

 The “direction of outputs” component on the top of the sand cone consists 
of three types of accomplishment: effectiveness (EF); satisfaction (SA); and 
extra effort (EE). These accomplishments are the main foundation of the 
‘prospector, analyser and defender model’, as invented by Takala, Kukkola 
and Pennanen (2008a). Extra effort (EE) equates to “prospector” (oriented 
towards the future and extra effort); effectiveness (EF) equates to 
“defender” (oriented towards current results, less effort concerning the 
future); and satisfaction (SA) equates to “analyser” (oriented between 
prospector and defender). 

This conceptual and theoretical model was constructed by Takala et al. (2005, 
2006a, 2006b, 2008b) in the course of a longitudinal empirical study. In light of 
the many studies on this model since then, one can still criticize the vague concept 
of “the given optimal values (cornerstones 25% each, or direction of outputs 33% 
each) for a balanced leadership”, because, if there is such an optimally balanced 
leadership model, these optimal values can be assumed to be strongly context- and 
case-dependent.   
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2.2.1 Analytic Hierarchy Process 

The AHP is a multicriteria decision-making system based on mathematics and 
psychological concepts. It plays a crucial role in the construction of an SCM of 
transformational leadership, as the AHP-based questionnaire is used in this 
context. The AHP was innovated by Thomas L. Saaty in 1970 and has been 
significantly studied and improved since then. Saaty (1980: 17) describes the AHP 
as: 

“a method of breaking down a complex, unstructured situation into its 
component parts, arranging these parts or variables, into hierarchy 
order; assigning numerical values to subjective judgments on the relative 
importance of each criterion, and synthesizing the judgments to 
determine which variables have the highest priority and should be acted 
upon to influence the outcome of the situation.” 

In brief, the AHP helps the decision maker to set priorities in complex situations 
by synthesizing the results. Nowadays, it is a methodology with broad usage 
around the world for a variety of decision-making purposes in fields such as 
business, healthcare, shipbuilding, education and government (Saracoglu 2013; 
Dalalah et al. 2010; Khatrouch et al. 2014; Deniz and Metin 2009). 

Figure 5 presents an example of an AHP hierarchy. 

 

Figure 5. The AHP hierarchy structure (Adapted from Wikipedia.org) 

Level 1 is the objective of the analysis, level 2 is the multicriteria/-factoral level. 
Each criterion can contain several subcriteria (level 2a), while the last level refers 
to the alternative of choices.  
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A simple example of an AHP-based questionnaire without subcriteria is illustrated 
in Figure 6. The objective of the analysis is to “select a leader”. The factors or 
criteria to be considered in this example are: A) credibility, B) experience, C) 
education, and D) leadership skills. Six pairwise comparisons are created: A 
compares with B, A compares with C, A compares with D, B compares with C, B 
compares with D, and C compares with D. The black dot in the line of each pair 
(Figure 6) is the judgement of the decision maker/voter based on his/her 
preference. On a scale from 1 to 9, 1 in the middle of a factor in a pair means 
“equally important”. The closer to the A factor the voter gets when selecting or 
judging means that factor A is more important than B, and vice versa. In this 
example, all digits (1 to 9) are not visible, as in the real questionnaire. 

 

Figure 6. An example of AHP-based questionnaire 

The judgement by the voter (Figure 6) will be added in the Expert Choice software, 
which implements the AHP, where a quantitative value will be calculated and 
providing two results. The first result is the consistency ratio (CR), in this example 
CR = 0.026, which is lower than 0.1 that is considered as reliable (Saaty and 
Vargas, 2005) and can be analysed further. The second result is the priority result 
as shown in Figure 7. In this example, the first priority to select a leader is 
Leadership skills (48.5%), the second priority is Credibility (36.2%), the third is 
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Experience (9.8%) and the last priority is Education (5.5%). This is the first part of 
the long and complex AHP analysis process. 

 

Figure 7. Resulting priorities example 

In the first three publications (1, 2 and 3), the AHP principle was used in the design 
of the questionnaire (30 pair questions/statements) and analysis of the weight of 
different leadership behaviours based on respondents’ evaluation. As was 
explained, Expert Choice software was used to calculate the consistency, which 
reduces the biases that respondents may have in their decision-making process 
when answering. The Expert Choice tool also helped in evaluating alternatives and 
prioritizing objectives so that the leadership profile could be constructed. 
Microsoft Excel was used to calculate the leadership indexes according to the 
formulas presented in Publication 1.  

Takala et al. (2005, 2008a, 2008b) argue that “the results [i.e., priorities results, 
48.5%, 36.2% etc.] are easiest to show as a sand cone model and the values of the 
variables are coloured using a traffic light technique”. Green is good, yellow 
should be improved and red should be avoided. The sand cone traffic light values 
can be found in Appendix 1. 

Analytical models for leadership indexes 

During the past 10 years, many researchers (Takala et al. 2005, 2006, 2008; Liu 
and Takala 2010) have used the four equations (Equations 1-4) shown below to 
calculate the outcome index, leadership index, resource index and total 
transformational leadership index. However, there is a need for an elucidatory 
explanation of how these equations were constructed, as the absence of such an 
explanation may weaken the scientific credibility and validity of the equations. 
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Outcome index (OI) formula: 

1003
1,

1003
1,

1003
1max1 EESAEFOI      (Equation 1) 

EF = Effectiveness 

SA = Satisfaction 

EE = Extra effort 

Below is an example of how to calculate the outcome index: 

EF = 22; SA = 34; EE = 44 (answered by a respondent) 

We apply 22, 34 and 44 to Equation 1: 

100
44

3
1,

100
34

3
1,

100
22

3
1max1OI  

OI = 0.89 Answer: the outcome index is 0.89. 

 

Leadership index (LI) formula: 

100
,,,max

4
11

100
,max1

100
BTISIMICCLPLDLLI  (Equation 2) 

DL = dynamic leadership 

PL = passive leadership 

CL = controlling leadership 

IC = individualized consideration 

IM = inspirational motivation 

IS = intellectual stimulation 

BT = building trust and confidence 

 

Resource index (RI) formula: 

100
,,min3

100
1 ORITPCPTRI           (Equation 3) 
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PT = people, technology, know how PC = processes 

IT = information systems  OR = organization (groups, teams) 

 

Total leadership index formula: 

      (Equation 4) 

The purpose of the author’s first publication was to pursue and validate the SCM, 
as well as test it in a business environment, which has not been done before. During 
the examination and validation process, some discrepancies were found in the 
formulas (Equations 1-4) presented above. The discrepancies appeared for two 
reasons: 

a) The max and min functions used in the formulas – For example, in the 
three values (6, 45 and 49), 6 is the min value and 49 is the max value. In 
the formula using max, 49 is taken into account, while 6 and 45 are ignored. 
In the formula using min, 6 is taken into account, while 45 and 49 are 
ignored. Therefore, the correctness of the total result can be violated.  

b) There is no defined optimal/best index for each old formula – For example, 
when applying optimal values to the old RI equation, we get: RI = 0.56; 
optimal LI = 0.75; optimal OI = 1.00; and optimal total leadership index 
TLI = 0.42. Surprisingly, one informant can get RI = 0.57, which is higher 
than the optimal index that can be obtained by an informant. This means 
the validity of the mathematical model is violated. Furthermore, due to the 
fluctuation in the four optimal indexes, the comparison of indexes between 
different participants is much more difficult.  

Therefore, Publication 1 offers a more accurate formula by calculating the 
“absolute value” (ABS) for each variable instead of using max or min. The absolute 
value used for every weight shows the distance between current performance and 
the optimal performance, without a negative value.  

Five equations for measuring leadership behaviour (presented in Publication 1) 
are: 1) specific index (SI), 2) resource index (RI), 3) outcome index (OI), 4) 
leadership index (LI), and 5) total transformational leadership index (TLI). In 
order to ensure the validity of the mathematical model, and explicitly for all 
evaluation as well as comparison purposes, the author has determined 1.00 to be 
the highest index and 0.00 to be the lowest index for every new formula shown 
below. 
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     (Equation 1) 

Note: absolute difference value = respondents’ answer value - optimal value (see 
Table 3 for an explanation) 

Optimal value:   IC = IM = IS = BT = 25  

PC = PT = IT = OR = 25 

EF = SA = EE = 33.3  

DL = 82, CL = PL = 9 

 

   (Equation 2) 

Note:  Maximal difference EF = SA = EE = (100 - 33.3) = 66.7 

Maximal difference IC = IM = IS = BT = (100 - 25) = 75 

Maximal difference PL = CL = 91;  

Maximal difference DL = 82 

Maximal difference PC = PT = IT = OR = (100 - 25) = 75 

 

OI = outcomes index 

                                    (Equation 3) 

Mean = a calculated central value of Specific index of EF, SA and EE 

 
LI = leadership index 

       (Equation 4)  

 

RI = resource index 

   (Equation 5) 
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Table 3, as well as the following formulas, presents an example of how to calculate 
the total leadership index, specific index, outcome index, leadership index, 
resource index and total transformational leadership index. 

Table 3. An example of how to calculate indexes 

 

 

 

 

 

 

 

 

It is worth noting that the new version of the SCM of transformational leadership 
provides not only an effective measuring method, but also a fresh perspective on 
the theory of how culture, gender, education, working experience or financial 
status might impact on the effectiveness of transformational leaders. This new 

TL components and factors Optimal 
values

Response 
values

Absolute 
difference TLI Specific 

index OI LI RI

Directions of outputs
Effectiveness EF 33.33 12.20 21.13 0.68
Satisfaction SA 33.33 32.00 1.33 0.98
Extra Effort EE 33.33 55.80 22.47 0.66
Cornerstones
Individualized consideration IC 25.00 30.40 5.40 0.93
Inspirational motivation IM 25.00 29.00 4.00 0.95
Intellectual stimulation IS 25.00 20.30 4.70 0.94
Building trust and confidence BT 25.00 20.30 4.70 0.94
Results
Passive leadership PL 9.00 26.00 17.00 0.81
Controlling leadership CL 9.00 11.00 2.00 0.98
Dynamic leadership DL 82.00 63.00 19.00 0.77
Resources
Process PC 25.00 13.40 11.60 0.85
People, technology, know-how PT 25.00 48.40 23.40 0.69
Information system IT 25.00 15.50 9.50 0.87
Organisation (group, teams) OR 25.00 22.80 2.20 0.97

Total 400.00 148.43 0.63 0.78 0.90 0.84
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theory was presented in Publication 3, which can be found in the second part of 
the dissertation. 

2.3 Different dimensions of leadership behaviour 

According to Bass (1990), since the 1940s, research on leadership began to analyse 
the effects of certain leadership behaviours, mainly task-oriented (Fleishman 
1953a; 1953b; Halpin 1954; Stogdill and Coons 1957; Stogdill 1963; Bowers and 
Seashore 1966; House 1971; Bass 1990; Griffin and Ebert 2010; Anzalone 2012) 
and relationship-oriented behaviour, which is also known as people-oriented 
leadership (Fleishman 1957; Blake and Mouton 1964; Bass 1967; Anderson 1974; 
Fiedler and House 1988; Johannsen 2012). The two dimensions, people- and task-
oriented leadership behaviours, have been widely studied and compared (Burke et 
al. 2006; Sahertian and Soetjipto 2011; Gartzia and Baniandrés 2016).  

In general, relations-/people-oriented leadership behaviour focuses on human 
relations, increasing mutual trust and building commitment in a team. In contrast, 
task-oriented behaviour is primarily concerned with production activities or 
concentrates on the performance of the task assigned to the team (Mullins 2008; 
Künzle 2010). Many researchers have studied this same behaviour over past 
decades. The key problem is that many and varied titles have been used to 
categorize task-oriented leadership behaviours; some of them are similar and 
some of them are dissimilar. For example, task-orientation can be referred to goal 
achieving (Cartwright and Zander 1960), goal emphasizing (Bowers and Seashore 
1966) or initiating structure (Hemphill 1950).  

In parallel with this, Bass and Avolio (1995, 1997) also presented a third 
dimension, known as laissez-faire or inactive leadership behaviours, which are in 
fact non-relations- and non-task-oriented. Table 4 presents a brief survey of 
previous research on leadership behaviour. 
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Table 4. Previous research on leadership behaviours at a glance 

Category Authors Focus 

Relations-
oriented 
leadership 
behaviours 

Hemphill (1950) Consideration of well-being and 
contributions of followers 

Fleishman (1957) Emphasizing employee needs 

Blake and Mouton (1964) Concern for people 

Mann (1965) Human relation orientation 

Bowers and Seashore (1966) Facilitative and supportive interaction 

Anderson (1974) People-centred 

Ouchi (1981) Participatory decision-making 

Misumi (1985) Building mutual trust and democratic 
processes 

Bass and Avolio (1995, 1997) Idealized influence, individualized 
consideration, intellectual stimulation, 
and inspirational motivation 

Griffin and Ebert (2010) Prioritize the welfare of everyone in a 
team 

Conger (2011) Encouraging interaction within teams 

Task-
oriented 
leadership 
behaviours 

Hemphill (1950) Initiating structure 

Katz, Maccoby and Morse 
(1950) 

Production 

Fleishman (1951) Defining group activities 

Fleishman (1957) Production emphasizing 

Cartwright and Zander 
(1960) 

Goal achieving 

Blake and Mouton (1964) Concerned with production 

Bowers and Seashore (1966) Goal emphasizing 

Reddin (1977) 
Zaleznik (1977) 

Autocratic and management 
behaviours 

Indvik (1986) Achievement-oriented 

Bass and Avolio (1995, 1997) 
Bass (2000, 2008) 
Conger (2011) 

Contingent reward, management by 
exception (active and passive) 

Non-relations-oriented   
and non-task-oriented     

Bass and Avolio               
(1995, 1997) 

Laissez-faire, avoidance of 
making decisions 

However, Antonakis and House (2014), who introduced and developed the 
instrumental leadership model, have argued that the people- and task-oriented 
behavioural dimensions “fail to consider the strategic monitoring and formulation 
roles of leaders” (2014: 6). In addition, Yukl (1999, 2008) also reported certain 
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omissions in the task-oriented behaviour of Bass’ theory. Furthermore, in terms of 
process-oriented behaviours, even Harrington (2011) suggested that, if people are 
the heart of the organization, then processes represent the brain. This important 
path (business process-oriented leadership behaviour), as well as the combination 
of three other paths (people, process and goal), remains unexplored. 

As Srikumar Rao, a TED Talk speaker and the author of Happiness at Work, 
articulated in 2010: 

“We live in a world where what we [people] think of, what we invest in, 
is the outcome [goal]. We define our life in the following way: here I am, 
here is where I want to go, these are the steps [process] I have to take in 
order to get from where I am to where I want to go, and if I succeed, life 
is wonderful. And if you don’t succeed, still wonderful, because now you 
have a new starting point, and from that new starting point, you select 
another outcome and keep going.”  

It is the aim of this research to explore leadership behaviours, which are perceived 
or experienced by different levels of leaders/managers in an organization, in order 
to gain greater insight into how leaders and managers focus on three central areas 
in a business environment: people, process and goal. People create and design the 
working process in order to achieve a goal; as Harrington (2011: 122) emphasizes, 
“the process is brought to life by people, our people make the process work, 
without them, we have nothing”. Figure 8 shows the key focus areas of leadership 
behaviour. 

 

Figure 8. Essential focus areas of leadership behaviour 
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In brief, the conceptual framework of this dissertation incorporates different 
partial elements borrowed from leadership theories, the transformational 
leadership model, and the SCM of transformational leadership, as well as different 
dimensions of leadership behaviour. These varying theoretical perspectives are 
useful and enrich our understanding of organizational phenomena (Hitt et al. 
2007), together with deepening our insight into leadership behaviour.  
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3 RESEARCH DESIGN AND METHODOLOGY  

This chapter presents the selected philosophical positions that underline the 
research approach, strategies and research methods adopted in this dissertation, 
as well as the validity and reliability of the study. 

As background, it is useful to consider existing themes of research design. Wyk 
(2012) defines research design as the overall plan for connecting conceptual 
research problems to pertinent (and achievable) empirical research (2012: 4). The 
research design articulates what data are required, what methods are going to be 
used to collect and analyse the data, and how all this will answer the research 
questions (Flick 2011; Wyk 2012).  

For the purpose of this dissertation, several types of research design have been 
studied, for example, the scheme of Burrell and Morgan (1979), which divides 
sociology into four distinct paradigms, namely, radical humanist, radical 
structuralist, interpretive and functionalist. These four paradigms are based on 
four dimensions: regulation vs. radical change, and subjective vs. objective. 
Another model, which, to some extent, is more explicit than Burrell and Morgan 
(1979), is the research design framework by Creswell (2009), who identifies four 
basic philosophical assumptions that researchers make when undertaking 
qualitative research. These four fundamental philosophical assumptions 
(ontology, epistemology, axiology and methodology), as described by Creswell 
(2009), were also depicted by Saunders, Lewis and Thornhill (2009) in their views 
on the research ‘onion’. The research ‘onion’ comprises multiple layers 
demonstrating various perspectives that can be adapted for almost any type of 
research methodology. It describes a step-by-step process, which makes the design 
more explicit than in the case of the other two models, as illustrated in Figure 9. 
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Figure 9. Research ‘onion’ (adapted from Saunders, Lewis and Thornhill 2009) 

However, the terminologies used to name the seven layers in the research ‘onion’ 
seem to be overlapping; for example, the strategies layer (Figure 9) encloses 
experiment, case study, survey grounded theory etc. and the choices layer 
contains mono-method, multi-methods and mixed methods. The terms strategies 
and choices here do not seem to be well defined, because mixed methods refers to 
a set of methods, while a survey or grounded theory is also a method or theory, 
respectively. Due to such ambiguity, this study attempts to follow fundamental 
principles or ideas based on all three of models, rather than one, in order to answer 
the following questions: 

 What is real in the context of this study (ontology)? 

 What and how can I know reality/knowledge (epistemology)? 

 What approach can I use to get knowledge (theoretical perspective)? 

 What procedure can I use to acquire knowledge (methodology)? 

 What tools can I use to acquire knowledge (method)? 

 What data can I collect (sources)? (See Crotty 1998; Hay 2002: 64) 
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3.1 Research philosophies and paradigm 

Each research design can contribute something unique and valuable to business 
and management research by representing a different and distinctive ‘way of 
seeing’ organizational realities (Morgan 1986; Saunders, Lewis and Thornhill 
2009). Paradigm is a term frequently used in the social and behavioural sciences 
(Saunders et al. 2009). Research paradigms are sets of fundamental assumptions 
and common beliefs, agreements or frameworks supported by theories and a set of 
practices that guide a researcher in exploring, understanding and addressing the 
research problems in a research discipline (Cohen, Manion and Morrison 2011; 
Jonker and Pennink 2010). Therefore, the choice of research paradigm affects the 
ways in which social scientific research is conducted, or guides the philosophical 
stance, which in turn guides the choice of research methods (Wahyuni 2012; 
Lincoln and Guba 2000).  

From that perspective, it is important to clarify the research philosophies and 
paradigm that were applied in conducting this study, because they substantially 
influenced how the researcher undertook the study in terms of framing and 
understanding the social phenomena (Creswell 2009; Saunders, Lewis and 
Thornhill 2009; Neuman 2011; Wahyuni 2012). A research paradigm can be 
characterized through its ontology, epistemology and methodology (Guba and 
Lincoln 2005). Table 5 below explains these terms and their relationship. 
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Table 5. Four basic beliefs of research philosophies in management research 

Fundamental 

beliefs 

 
Positivism 

 

 
Realism 

 
Interpretivism 

 

 
Pragmatism 

Ontology:  
the 
researcher’s 
view of the 
nature of reality 

External, objective 
and independent of 
social actors 

Objective. Exists 
independently of 
human thoughts 
and beliefs or 
knowledge of their 
existence (realist), 
but is interpreted 
through social 
conditioning. 
 

Socially 
constructed, 
subjective, may 
change, multiple 
realities 

External, multiple, 
view chosen to best 
enable answering 
of research 
question 

Epistemology: 
the 
researcher’s 
view regarding 
what constitutes 
acceptable 
knowledge 

Only observable 
phenomena can 
provide credible 
data, facts. Focus 
on causality and 
law-like 
generalisations, 
reducing 
phenomena to 
simplest elements 

Observable 
phenomena 
provide credible 
data, facts. 
Focus on 
explaining within a 
context or 
contexts.  

Subjective 
meanings and 
social phenomena. 
Focus 
upon the details 
of situation, a 
reality behind 
these details, 
subjective 
meanings 
motivating actions 

Either or both 
Observable 
phenomena and 
subjective meanings 
can provide 
acceptable 
knowledge 
dependent upon the 
research question. 
Focus on practical 
applied research, 
integrating different 
perspectives to help 
interpret the data. 
 

Axiology:  
the 
researcher’s 
view of the role 
of values in 
research 

Value-free 
 
Research is 
undertaken in a 
value-free way, 
the researcher is 
independent of the 
data and maintains 
an objective 
stance. 

Value-laden 
 
Research is value-
laden; the 
researcher is 
biased by world 
views, cultural 
experiences and 
upbringing. 
 

Value-bound 
 
Research is value-
bond, the 
researcher is part 
of what is being 
researched, cannot 
be separated and 
so will be 
subjective. 
 

Value-bound 
 
Values play a large 
role in interpreting 
results, the 
researcher adopting 
both objective and 
subjective points of 
view. 

Data collection 
methods most 
often used 

Quantitative Quantitative 
or qualitative 

Qualitative Quantitative and 
qualitative (mixed or 
multi-method 
designs). 
 

Adapted from Saunders et al. (2009: 119), Lincoln, Lynham and Guba (2011), 
Hallebone and Priest (2009), and Wahyuni (2012: 70) 

3.1.1 Ontological choices in this study 

Ontology refers to researchers' assumptions about the nature of reality. 
Dudovskiy (2016) explains that “in simply terms, ontology is associated with a 
central question of whether social entities need to be perceived as objective or 
subjective”. Objectivism (or positivism) and subjectivism (or constructionism) can 
be specified as two important aspects of ontology. Objectivists hold that the social 
entities exist independent of social actors. Subjectivists hold that “social 
phenomena are created from the perception and consequent actions of social 
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actors” (Saunders et al. 2009: 111). According to Smircich (1983) “objectivists 
would tend to view the culture of an organization as something that the 
organization ‘has’. On the other hand, the subjectivist’s view would be that culture 
is something that the organization ‘is’ as a result as a process of continuing social 
enactment” (see Saunders et al. 2009: 111). This dissertation examines the 
leadership behaviour and explores its key focus areas and creates measurement 
models for organization success. Ontologically, this dissertation follows social 
constructivism, based on the view that reality consists of social phenomena that 
are constructed and formed by participants or the leaders/managers. In other 
words, reality is created based on the perceptions, interpretations of the 
informants and their consciousness of the world. 

3.1.2 Epistemological choices for this study 

Epistemology concerns assumptions about knowledge, i.e., what we accept as 
being valid knowledge (Burrell and Morgan 1979; Crotty 1998; Ritchie, et al. 2013). 
The two main extreme epistemological stances are positivism and interpretivism. 
The positivists believe that meaningful realities exist apart from the operation of 
any consciousness, and only phenomena that are observable and measurable can 
be regarded as valid knowledge (Saunders et al. 2009; Sanda et al. 2012: 154). On 
the other hand, the interpretivists assume that knowledge is based on the 
perception of the individuals (Burrell and Morgan 1979). In between these extreme 
views is pragmatism. Pragmatists “recognise that there are many different ways of 
interpreting the world and undertaking research, that no single point of view can 
ever give the entire picture and that there may be multiple realities” (Saunders et 
al. 2012). 

Kiridena and Fitzgerald (2006) argue that operations management is an applied 
field and, therefore, researchers working in this field are expected to produce 
readily usable knowledge. In other words, the philosophical stance taken by 
pragmatists helps them to understand the problem through a practical approach, 
which is more compatible with research in the field of management (Tilmisina 
2017). Furthermore, Meredith et al. (1989: 298) emphasize that pragmatism is 
directly useful to operations manager, as well as being important to the 
management field and to industry and society in general. Based on these 
perspectives, this dissertation has first modified an existing theory (the SCM of 
transformational leadership), and also built up a new theory (the PPGM). 
Therefore, epistemologically, this dissertation follows pragmatism as the 
research’s objectives emphasize the practical applications and implications of 
ideas about leadership behaviours. The study assumes this epistemological stance 
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by acting on the practical application of ideas and scanning them in the context of 
managers’ experiences by integrating both objective and subjective point of views 
in order to interpret the nature of knowledge, meaning and belief of the 
phenomena of leadership behaviour. 

3.1.3 Axiology in this study 

The third fundamental assumption and belief of research philosophies is axiology. 
Axiology is a branch of philosophy that studies judgements about values in the 
context of research (Saunders et al. 2009). Axiology refers to the relationship 
between researchers’ own values, feelings and beliefs and how these influence the 
research process (Sanda et al. 2016). In other words, axiological assumptions 
incorporate questions about how we, as researchers, deal with our own values and 
those of our research participants (ibid.: 128). Three central philosophical 
thoughts describing a value system are value-free, value-laden and value-bound.  
The claim ‘research is value-free’ means that “the researcher is independent of and 
neither affects nor is affected by the subject of the research” (Remenyi et al. 1998: 
33) and that the results are unbiased. When research is ‘value-laden’, this means 
that the researcher acknowledges that the research is subjective, according to his 
or her own values, and that the findings are biased. Finally, research is value-
bound when “the researcher is part of what is being researched, cannot be 
separated and so will be subjective” (Saunders et al. 2009: 119). 

In this particular study in the field of management or social sciences, the value-
free role is not supported, because social and management sciences are 
constructed and maintained by human beings, who are in turn very much 
dependent on human activities and thus dealing with values. Strictly speaking, 
Heron (1996) stresses that our own values are the guiding reason behind all human 
actions. 

Although knowledge derives from participants’ subjective evidence, value-laden 
views cannot be fully supported in this research on leadership behaviour. The 
reason is that the author has attempted to avoid biases by openly discussing values 
shaping the informants’ narrative, and incorporating the author’s own 
interpretation with that of the informants. It is worth noting that these 
interpretations are related to the values of ethics (see the section on ethical 
consideration for details), as well as research validity and reliability, AS discussed 
in Section 3.5. Due to the fact that the author has sought to adopt both subjective 
and objective points of view, which are based on the quantitative and qualitative 
mixed methods approach in the research settings, the value-bound axiological 
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view was used in this research process, while also having played an important role 
in interpreting the results. 

3.2 Theoretical perspective 

The research approach can be found in the second layer of the research ‘onion’, 
proposed by Saunders et al. (2009) (Figure 9). It is concerned with how theories 
are used or how knowledge is gained (Saunders et al. 2007; Ritchie et al. 2013). 
Theories are either tested deductively (often quantitative) or built up 
inductively (qualitative) (Sanda, Anigbogu and Molwus 2016), or incorporate 
existing theory where appropriate to build new theory or modify existing theory 
(abductive reasoning) (Saunders et al. 2009). 

In deductive reasoning (top-down approach), a conclusion is reached logically in 
a binding manner from the premises to the conclusion. On the contrary, in 
inductive reasoning (bottom-up approach), a conclusion is derived from individual 
observations to broader generalizations and theories (ibid.; Ritchie et al. 2013). 
Abductive reasoning is a form of logical inference, which starts with the 
identification and examination of symptoms, then seeks to find the simplest and 
most likely explanation. Abduction is thus also referred to as ‘inference to the best 
explanation’ (Elliott 2013: 28) 

In this particular study, in the first three publications (1, 2 and 3), the theories are 
tested deductively using the quantitative data collected by a questionnaire, with a 
new theory created due to certain discrepancies found in the existing theory. This 
means that knowledge is gained through abductive reasoning. In Publications 2 
and 3, the new theory is tested deductively among a larger number of participants. 
Meanwhile, in the fourth publication, a new theory is generated based on existing 
theories, while using both quantitative and qualitative data, which means this 
study acquired knowledge via abductive reasoning. In the last publication, new 
data are not required, as this paper only compares the two outcomes from the four 
previous publications. In brief, this study genuinely represents the abductive 
research approach, as the study begins with an investigation into existing theory, 
then tries to find the best explanations for the phenomenon of leadership 
behaviour. 
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3.3 Research methodology 

The term research methodology refers to the theory of how research should be 
undertaken or how a researcher obtains knowledge of phenomena. Methodology 
is also a vital element in a paradigmatic foundation (Saunders et al. 2009; Tronvoll 
et al. 2011). On the other hand, the term methods refers to techniques and 
procedures used to obtain and analyse data (Saunders et al. 2009), for example, 
conducting interviews, surveys or experiments. Meanwhile, methodology involves 
the acquisition of knowledge, the justification and the explanation of why various 
tool and techniques were used in conducting research. 

In order to answer the research questions that follow on from the research 
strategies, we can either use a single data collection technique (mono-method) and 
corresponding analysis procedures, or use more than one data collection technique 
and analysis procedure (multi-method) (ibid.: 151). The general term mixed 
method approach is used when both quantitative and qualitative data collection 
techniques and analysis procedures are involved, “either at the same time 
(parallel) or one after the other (sequential) but does not combine them” (ibid.: 
152). In this dissertation, the mixed methods strategy was chosen and guided by 
research questions and research objectives mentioned in the introduction chapter. 
As this dissertation consists of five publications focusing on areas of leadership 
behaviour, it is important to explain the technique and procedure adopted in 
conducting each study. 

The first publication takes a quantitative approach. The purpose of this article is 
twofold: firstly, to pursue and validate the existing transformational leadership 
SCM (a model allowing for a simple direct measurement of transformational 
leadership profiles) by testing it in a new environment; secondly, to examine the 
direction of transformational leadership capabilities for middle-level leaders in a 
multinational company. The proposal is based on the existing SCM, and applies a 
descriptive and normative approach with deductive reasoning and analytic claims. 
The mono-method, which was chosen for this publication, combines a quantitative 
data collection technique (questionnaire) with quantitative data analysis 
procedures to answer the research questions. The data for this paper were collected 
using an AHP-based questionnaire. The participants comprised 26 middle 
managers working in four different business units in a global company, located in 
Finland in 2015. 

The second publication also employs a quantitative research method. The purpose 
of this article was to validate and verify the new SCM proposal, which is one of the 
outcomes of the first publication. The data were analysed using the AHP tool and 
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new SCM equations, following deductive reasoning and analytic claims. In the 
same manner as the first publication, the required data for Publication 2 were also 
collected using an AHP-based questionnaire. The participants comprised 86 
middle managers from four different business units, located in 21 different 
countries in 2015 and 2016. 

The third publication follows, to a great extent, the same settings as the second, 
i.e., a quantitative method and deductive reasoning. The purpose of this article was 
to investigate how different internal and external factors, such as culture, gender, 
education, working experience or financial status, might influence the 
effectiveness of transformational leaders. This third publication used the same 
data acquired from Publication 2, i.e., from 86 middle managers from four 
different business units, located in 21 different countries in 2015 and 2016. 

The main aim of the fourth publication was to explore leadership behaviours as 
perceived or experienced by different levels of leaders/managers in a global 
company. In this publication, methods with three independent sources 
(triangulation), i.e., in-depth interview (qualitative), questionnaire (quantitative) 
and observations (qualitative), were adopted in order to corroborate the research 
findings and enrich our understanding of organizational phenomena. These data 
were thematically analysed, following inductive reasoning and normative claims. 
The participants involved in this publication comprised 20 managers across 
different organizational levels in 2016 and 2017. 

The purpose of the fifth publication was to evaluate and self-criticize the two 
outcomes from the four previous publications, i.e., the SCM of transformational 
leadership and the PPGM. For that reason, this paper did not require new data, as 
it only compares and identifies the major benefits and limitations of the models 
and how they could be combined and prioritized. 

To summarize, this dissertation is an assimilated summary of five publications, 
following both qualitative and quantitative methods, as an embedded case 
study. The appropriate philosophical stance adopted in this dissertation is 
pragmatism with an abductive approach, supported by both deductive and 
inductive reasoning, as well as normative claims (empirical and descriptive 
behaviour and outcomes). 
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3.3.1 Justification for adopting a case study approach 

A case study is “a strategy for doing research which involves an empirical 
investigation of a particular contemporary phenomenon within its real-life context 
using multiple sources of evidence” (Robson 2002: 178). There are many strategies 
for carrying out research, such as experimental, survey, grounded theory or action 
research. A brief summary of some of the basic method is provided in Table 6 
below: 

Table 6. Summary of basic methods 

Theories Descriptions 

Experimental 
This strategy is adopted in answering the ‘how’ and ‘why’ questions when 
control and or comparison of behavioural event is required. 

Survey 
This method is a popular and common strategy in business and management 
research most used to answer ‘who, ‘what’ ‘where’, ’how many’ and ‘how much’ 
questions. It is normally used in deductive approach. 

Case study 
A research inquiry in which the researcher explores in depth a program, event, 
activity, process, or one or more individuals. It is applied when a research 
addresses either a descriptive question (What happened?) or an explanatory 
question (how or why did something happen?). 

Grounded 
theory 

A research inquiry in which the researcher derives a general, abstract theory of 
a process, action, or interaction grounded in the views of participants. 

Ethnography 
A research inquiry in which the researcher studies an intact cultural group in a 
natural setting over a prolonged period of time by collecting, primarily, 
observational and interview data. The researcher is also regarded as part and 
parcel of it in order to enable extensive observation and explanation of the 
phenomenon. 

Action 
research 

A strategy adopted with the purpose of providing a tentative solution to an 
existing problem. It is seen as participatory in nature as the researcher is directly 
involved; knowledge and theory are thus advanced by learning. 

Constructive 
research 

A pragmatic rigorous methodological approach, a productive solution to solve 
practical problems while generating academically theoretical contributions. 

Source: Author’s understanding based on Yin (2006), Collis and Husey (2003), 
Creswell, (2009), Saunders, Lewis and Thornhill (2009), Taggart, Koskela and 
Rooke, (2015), Sanda et al. (2016) and Lehtiranta et al. (2015). 

Yin (2014) argues that implementing a case study is a suitable method in a 
situation where the main research questions are “how” or “why” questions, 
especially when the researcher has little or no control over behavioural events and 
the focus of the study is a contemporary phenomenon. Yin (2003) also 
distinguishes four case study strategies, based upon discrete dimensions: single 
case vs. multiple case; and holistic case vs. embedded case. 
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A case study strategy can involve either a single case or multiple cases (more than 
one case). A holistic case study refers to research concerned with a single 
organization as a whole. Conversely, an embedded case study is when research 
examines a number of departments/business units or work groups within a single 
organization. A single-case study can be utilized when a case represents an extreme 
or unique case (Saunders et al. 2009). A multiple-case study makes it possible to 
draw conclusions from a set of cases and is useful for examining phenomena that 
might occur in a variety of situations (Gagnon 2010). Case studies can be 
categorized for cross-sectional and longitudinal research. Cross-sectional studies 
research a phenomenon at a particular time (Saunders et al. 2009; Hair et al. 
2015), whereas longitudinal research studies research a phenomenon over time. 

However, case study research is subject to criticism; for example, Yin (2011) argues 
that case studies are vulnerable in the case of positivist research, because it may 
not have the rigour of natural scientific designs, while specific cases rarely allow 
for generalizations to the general population (Easterby-Smith, Thorp and Jackson 
2012).  

In response to the criticism, Sanders et al. (2009) insist that a case study strategy 
can be a worthwhile way of exploring existing theory and also provide a source of 
new research questions. As in the case of this study,  

“the strength of case study research strategy lies in the capacity for in-
depth study of complex social phenomenon in real-life settings. Case study 
research provides an opportunity to gather first-hand experience using a 
variety of data collection methods, and is based on establishing long term 
relationships between the researcher and the research participants.” 
(Greenaway 2011)  

From a similar perspective, Siggelkow (2007) argues that case studies are 
particularly valuable for demonstrating the importance of particular research 
questions, for inspiring new ideas and for illustrating abstract concepts. Moreover, 
this author (2007) insists that even single cases can provide highly convincing tests 
of theory by quoting the famous ‘talking pig’ example (see also Easterby-Smith et 
al. 2012). 

Based on what is being explained, this dissertation is a multiple-case study because 
the samples for analysis were collected from four different business units (see 
Publications 1, 2, 3 and 4), and the participants were located in 21 different 
countries (see Publications 2 and 3). Each of these case study is interconnected 
with a theoretical framework. Furthermore, this research is also an embedded case 
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study since the study included four different cases within a global organization, 
i.e., “the first case occurs in the other cases, and, as consequence, the need to 
generalize from these findings” (Saunders et al. 2011: 146).  

The thesis is a cross-sectional study as the research data were collected at a 
particular time. Importantly, the data, which were mainly sourced by survey, 
interviews and direct observation by the author, were systematically recorded and 
archived. The author strictly followed the scientific conventions (i.e., significant 
figures, formula and units, data in graph and table form etc.) used in social 
sciences. These sets of procedures represent a chain of evidence for different 
practical solutions. In order words, this case study research used evidence from 
multiple sources to reveal the complexity of real-life situations. From this 
perspective, the study provided unique and comprehensive information about 
leadership behaviour in management areas. 

To conclude, the embedded case study was the best fit for this research: it is a 
viable method to bring out implicit and explicit data on the subject of leadership 
behaviour. The cases were unique and provided the author with the opportunity to 
collect, observe and interpret the insights and opinions of individual informants 
(hermeneutics) into a cohesive whole. Consequently, this increased confidence in 
the research data and conveyed a clearer understanding of the research problem 
(see Jackson and Parry 2011), which has not been previously considered. 

Alternatively, with regard to the constructive research approach (a pragmatic 
rigorous methodological approach, or a productive solution to solve practical 
managerial problems, while generating academically theoretical contributions; see 
Lehtiranta et al. 2015), the author has retrospectively considered this 
conceptualization and compared the six main phases of constructive research 
theory by Lehtiranta et al. (2015) with the six steps of ‘case study’ research theory. 
Table 7 presents a comparison of these two methodology theories. 
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Table 7. A comparison of case study theory and constructive research theory. 

Step/ 

Phase 

Case study theory (Yin 1984) Constructive research theory 

(Lehtiranta et al. 2015) 

1 
Determine and define the research 
questions. 

Understand the context and selecting a 
problem.  

2 
Select the cases and determine data 
gathering and analysis techniques. 

Understand the study area. 

3 
Prepare to collect the data. Designing one or more solutions. 

4 
Collect data in the field. Demonstrating the solution’s feasibility. 

5 
Evaluate and analyse the data. Validation of the results. 

6 
Prepare the report. Generalising the results. 

As shown in Table 7, except for Step 4, which is somewhat divergent (i.e., ‘Collect 
data in the field’ vs. ‘Demonstrating the solution’s feasibility’), the procedural 
steps/phases are relevantly similar in both approaches. 

Nevertheless, the construction of the PPGM from Publication 4 in this dissertation 
is meticulous in line with the ideas about the constructive research approach 
(Kasanen et al. 1993). As Lehtiranta et al. (2015) argue, by combining existing 
theories with real-world problems (as accomplished in Publication 4), the aims of 
constructive research are achieved. Furthermore, according to these (ibid.) 
authors, this constructive research approach offers significant potential in 
bridging some of the gaps between academic research and practice, especially in 
management accounting research (Kasanen et al. 1993) or project-based operation 
research (Oyegoke 2011), and model design for the virtualization of construction 
companies (Alsakini 2012). 

A clear conclusion in hindsight from this study is that constructive research, in 
combination with the case study approach, would have been a worthwhile 
conceptualization for this dissertation research process. 

3.4 Data collection and data analysis 

Data collection and  analysis techniques are at the centre of Saunders et al.’s 
(2009) research ‘onion’ (Figure 9), and include selecting cases, data gathering, 
measuring and observing, analysing and reporting results (Creswell 2009; 
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Saunders et al. 2009). More implicitly, they refer to how a researcher selects 
quantitative and/or qualitative techniques and procedures for a particular 
research project (Sanda et al. 2016; Saunders et al. 2009). In all kinds of research, 
the terms quantitative and qualitative are used widely to differentiate between 
data collection techniques and data analysis procedures (ibid.). 

As previously stated, this dissertation is composed of five publications, where each 
publication includes primary data collected by the author. The quantitative data in 
the first three publications (1, 2 and 3) were collected via a self-administered 
questionnaire, i.e., the respondents completed and administered the questionnaire 
electronically over the Internet. According to Saunders et al. (2009), respondents 
to self-administered questionnaires are relatively unlikely to answer simply to 
please the researcher (ibid.: 363) or according to social desires (Dillman 2007). 
Thus, this technique should increase the reliability of responses. Furthermore, the 
questionnaire is based on the AHP concept, a multicriteria decision method 
constructed through pairwise comparison questions, which help in disqualifying 
inconsistent responses (see Section 2.2.1 for details). As may be expected, graphs 
and statistics were utilized for data analysis procedures in these three publications 
(Publications 1, 2 and 3 for details) in order to clearly introduce the key points of 
each finding.  

Meanwhile, in Publication 4, besides the self-administered questionnaire to 
discover participants’ attitudes, this paper was further complemented by in-depth 
interviews and observations. The interviews allowed the participants to freely 
express their own perspectives, whereas the observations played an extra role in 
strengthening the facts based on the data collected from the questionnaire and the 
interviews. The coding and categorizing of data were conducted as part of the 
qualitative data analysis procedure for this publication (see Publication 4 for 
details). In Publication 5, as mentioned before, new data were not required as its 
aim was to compare and self-critically evaluate two leadership behaviour models, 
based on the author’s previous publications.  

Bartunek and Louis (1996) and Easterby-Smith et al. (2012) suggest that methods 
should combine insider and outsider perspectives in order to gain better insights 
into management and organizational research. In response to that, the first three 
publications in this dissertation were conducted by a research team, comprising 
people working inside and outside the organization. The fourth publication was 
conducted by the researcher working inside the organization; however, this paper 
utilized the mixed methods approach, to help enhance the opportunity “to 
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challenge and extend conventional wisdom and to generate new insights into 
human behaviour” (Easterby-Smith et al. 2012: 51) and organizational life.  

3.5 Reliability, validity and ethical considerations 

Reliability and validity refer to the quality and trustworthiness of the research, 
respectively. For, Bryman and Bell (2015), validity concerns the integrity of the 
conclusions generated from a piece of research, and reliability is the degree to 
which the measure of a notion is stable. Similarly, Easterby-Smith et al. (2008) 
note that reliability refers to the extent to which data collection techniques or 
analysis procedures yield consistent findings.  

When assessing the validity and reliability of a study, Bryman and Bell (2015) 
suggest applying different criteria to quantitative and qualitative research. For 
example, in order to deal with case study validity and reliability, Yin (2014) and 
Dubois and Gibbert (2010) propose four tests: a) construct validity, b) internal 
validity, c) external validity and d) reliability (see Figure 10). 

1. Construct validity refers to how well a researcher can generalize from 
measurement questions in relation to the studied construct. To enhance 
construct validity in this study, the author established a chain of evidence 
by using multiple sources, such as utilizing the AHP-based questionnaire 
adopted in Publications 1, 2 and 3. The AHP concept provides a technique 
to check the consistency of respondents’ evaluation; consequently, it 
reduces the biases that respondents may have during the answering 
process. In addition, this questionnaire included six extra questions in 
order to check the possible inconsistencies in the answers.  

Furthermore, a control test was generated for each equation in Publication 
1, 2, 3 and 4. In all publications, multiple evidence was additionally 
obtained by illustrating the theoretical concepts through properly 
appropriate citations. As this research was in the field of leadership or 
social human nature, the author also paid particular attention to other 
major threats concerning construct validity; for example, in Publication 4, 
since most human beings want to look good and sound smart, the interview 
was conducted in parallel with a questionnaire and observations 
(triangulation data technique). Moreover, the author applied the 
‘quantitizing’ technique proposed by Miles and Huberman (1994) to 
convert the qualitative data into numerical responses in order to ensure the 
construct validity. 
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2. Internal validity seeks to establish a causal relationship, whereby certain 
conditions are believed to lead to others. To increase internal validity in 
Publications 1, 2 and 3, the inconsistency ratio of o.3 was only defined to 
select qualified answers. In relation to the questionnaires, the author 
recognized that the questionnaire actually represented reality, i.e., the 
respondent interpreted the questions in the same way as the author 
intended. Furthermore, in the data analysis phase, in order to control for 
the validity of the statistical results, the author measured the 
intercorrelation values within independent and dependent variables (see 
Publications 1, 2 and 3 for details about correlation coefficients acquired 
from intercorrelation analysis). In addition, during the sample selection 
phase, the author attempted to obtain a relatively equal number of 
participants from each business unit. In Publication 4, internal validity was 
achieved through data triangulation, with both quantitative and qualitative 
methods adopted to increase the credibility of the results. 

 

Figure 10.  Validity and reliability 

3. External validity defines the domain to which a study’s findings can be 
generalized, i.e., it reflects the extent to which the study findings can be 
applied to other contexts and to a larger population. This validity can be 
achieved by employing the replication method in multiple-case studies.  In 
this study, the author attempted to increase external validity by conducting 
the first study (Publication 1) with 26 informants. Then, due to the need to 
generalize from these initial findings, the author conducted two new 
studies (Publications 2 and 3) with a larger and more representative 
number of participants (N = 86). While a quantitative method was used in 
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the first three publications, the fourth publication utilized mixed methods 
in order to increase the validity and reliability of the research. Finally, in 
each publication, the results were checked with a semi-strong and weak 
market test (based on Fatma 1970; Jensen 1978; Forss 2003), in the form 
of a short interview, in which key informants or higher-level managers, 
such as CEOs, directors and general managers, were asked for feedback 
about the final results.  

4. Reliability refers to the accuracy and consistency of the research study, as 
well as test measurements, results and findings. It is “concerned with the 
robustness of the questionnaire, and the consistent findings at different 
times and under different conditions, with different samples or, in the case 
of an interviewer-administered questionnaire, with different interviewers” 
(Saunders et al. 2009: 373). The reliability of this study was achieved 
through the design of the case study, involving extensive reviews of existing 
theory, i.e., collecting evidence, criticizing and evaluating previous studies 
and following current discussions on leadership behaviour, and the 
reporting of the case studies. Furthermore, the degree of reliability in this 
research can be judged through the high positive correlation coefficients 
(0.91, 0.84, 0.78 etc.) within the variables in each publication (see 
Publications 1 to 4 for details). Moreover, the use of a triangulation 
technique (Publication 4) and a comparison technique (Publication 5) was 
intended to capture the perceptions of reliability for this dissertation. 

Ethical considerations 

Ethical considerations are crucial in all types of research. The main reason is that 
the integrity, reliability and validity of the findings rely strongly on ethical 
principles. Easterby-Smith et al. (2015) summarize 10 principles of ethical 
practice, as originally identified by Bell and Bryman (2007), based on “a content 
analysis of the ethical principles of professional associations in the social sciences”. 
The first six principles are about how to protect the interests of the participants or 
the research subjects, i.e., to ensure that no harm or other material disadvantage 
comes to them. The last four principles are about how to protect “the integrity of 
the research community, through ensuring accuracy and lack of bias in research 
results”, i.e., to avoid any deception concerning the aims of the research, to declare 
affiliations, funding and conflicts of interest, to be honest and transparent about 
the research, and to avoid any misleading conclusions about the research findings 
(Easterby-Smith et al. 2015: 122). 
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As this research was in the management field and related to “human subjects”, the 
author has understood the importance of ethical issues and followed the 10 key 
principles of ethical practice, based on Bell and Bryman (2007). In fact, when 
collecting data for the articles, the author was completely transparent with the 
participants, i.e., the purpose of each case study was clearly explained,  a clear 
example of how to answer the questionnaire was provided and how confidentiality 
and anonymity would be handled was especially emphasized. The data collected 
through the Web survey was password-protected, and only the author had access 
to them. When the study was completed, the Web survey was removed and the 
data were deleted. 

Trust is important; therefore, during the in-depth interviews for the fourth 
publication, the author additionally asked for permission to record the interviews 
and later transcribe them for analysis. As interview responses can be biased, the 
author devised probing questions and used effective interview techniques in order 
to minimize bias and avoid possible misinterpretations. For confidentiality 
purposes, all audio recordings and transcriptions were saved and password-
protected until the study was finalized, after which they were deleted. Taking all 
special precautions about the vulnerability of participants and research ethics into 
account, the author has, in every publication, strived to “justify extremely carefully 
every deviation from the ethical standards” (Saunders et al. 2009) in order to 
minimize harm and maximize benefits to the participants, i.e., “to distribute the 
benefits and burdens of research fairly” (Shamoo and Resnik 2015). 

To conclude, each publication in this thesis has a validity and reliability section, 
which justifies the trustworthiness and strengths of the data collection process, 
data analysis, results and findings (see Publications 1 to 4 for details). This means 
that the validity and reliability of each publication have been examined 
separately and accepted by the scientific community. From this perspective, it is 
reasonable to claim that the knowledge and ideas shared throughout this 
dissertation are reliable (Timilsina 2017: 37) and are fully in line with the research 
ethics. 
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4 SUMMARY OF PUBLICATIONS 

This chapter summarizes the overall objectives, key results and contributions of 
the five publications included in this dissertation. Each publication provides 
different findings related to leadership behaviour, either from a transformational 
leadership perspective or that of leadership behaviour in general. Four of the 
papers were published in peer-reviewed international journals, while a fifth was 
published in a book. The interconnection between the publications can be seen in 
Figure 11 below: 

 

Figure 11. The interconnection between the five publications 

As explained in the introductory chapter, these five publications have a logical and 
strong interconnection. Publication 1 starts by re-examining the existing SCM in 
the context of a global business environment (N = 26 in one nation). This first 
publication became the basis for Publications 2 and 3 as the outcomes of 
Publication 1 comprised five new transformational leadership index formulas to 
assess the effectiveness of leadership behaviour and a new comprehensive layout 
of leadership profiles. Based on these findings, there was a need to validate and 
verify the new models with a larger sample; therefore, Publications 2 and 3 (N = 
86 in 21 countries) were written in order to fill the gaps in knowledge. 

Next, based on the results and knowledge obtained from Publications 1, 2 and 3, 
Publication 4 achieved further progress (beyond the transformational leadership 
perspective) in exploring the leadership behaviour perceived and experienced by 
managers across organizational levels. As a result, the PPGM was constructed to 
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measure the key focus areas of leadership behaviour. Finally, Publication 5 is a 
self-critical evaluation study, which clarifies the values of two leadership behaviour 
models, the SCM and the PPGM, and justifies the prioritization of one model over 
the other. Table 8 presents the main information from these publications. 
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4.1 Publication 1 summary 

Research objectives, findings and contributions 

The aim of this first paper (“Knowledge management and analytical modelling for 
transformational leadership profiles in a multinational company”) is to examine 
the direction of transformational leadership capability for middle-level managers 
in a business organization, and to pursue/validate the existing SCM, which allows 
for the direct evaluation and measurement of transformational leadership profiles 
and offers a total leadership index. 

This study utilizes descriptive and normative research approaches, together with 
an AHP-based survey and the existing transformational leadership SCM. 
Contributing to the analysis, 26 experienced middle-level leaders from four 
different business units participated. 

During the examination and validation process, some discrepancies were found in 
the equations for the leadership index (LI), resource index (RI) and total 
leadership index (TLI) used in the existing SCM. Therefore, this article provides 
an epistemological account of five new equations for transformational leadership 
indexes, namely: 1) specific index, 2) outcome index, 3) leadership index, 4) 
resource index, and 5) total transformational leadership index, all of which provide 
accurate assessments on leaders. Furthermore, this first publication offers a novel 
visualization of the SCM, in which each behaviour is presented. 

This paper supports the view that the SCM is a holistic analytic concept to evaluate 
leadership effectiveness and create a transformational leadership profile. The 
article also provides two pragmatic findings. First, the improved SCM with its clear 
and comprehensive layout can be used as a guideline for leaders to increase their 
self-awareness skills. Second, significant features and factors found in the 
results may convey new visions for leadership training programmes to companies, 
to assist their managers in improving their leadership skills, as well as develop 
their own career. Figure 12 shows an example of the improved SCM of 
transformational leadership. 

On the whole, the aim of this first article is descriptive, yet critical of the flaws 
associated with the SCM as reported in previous research. As a result, the improved 
SCM now has clear targets and clear indicators (compared with the old one), which 
means that all indexes are normalized by scaling between 0.00 and 1.00 (an index 
of 1.00 is the best and an index of 0.00 is the worst). In other words, the higher the 
index a leader obtains, the greater the essentiality of leadership effectiveness. 
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Despite several practical and theoretical contributions to knowledge in this area, 
one limitation of this publication is the relatively small sample (N = 26), in 
comparison with the total number of managers in the studied organization. 
Therefore, further studies with a larger number of participants would be needed in 
order to validate and verify the new transformational leadership indexes. 

 

Figure 12. SCM of transformational leadership 
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4.2 Publication 2 summary 

Research objectives, findings and contributions 

Due to the limitation of the relatively small number of participants involved in the 
first publication, the second article addresses this concern by expanding the 
sample from one country to 21 countries, and by increasing the number of 
participants from 26 middle-level leaders to 86. The purpose of this paper 
(“Measuring transformational leadership profiles – an empirical study across 21 
nations in a multinational company”) is to validate and verify the new 
transformational leadership SCM. 

A descriptive and normative research approach is utilized in this second article. 
The conceptual frameworks used were the AHP principle and the new 
transformational leadership SCM, which included five new equations for 
transformational leadership indexes. Two tools were used in this study, namely, 
Expert Choice software (for implementing the AHP) and Microsoft Excel. The 
questionnaire data in this article were analysed by using correlation via cross 
tabulations, as well as descriptive and statistical techniques. 

The model contains four main components with 14 performance factors: the 
resources component consists of four factors; the results component consists of 
three factors; the cornerstones component consists of four factors; and, finally, the 
direction of outcomes component consists of three factors. When the answers of 
the respondents are closer or equal to the optimal values, the transformational 
leadership index will be good (1 is the best index). The better the performance, the 
higher the index. The performance result will be reflected on the leadership profile. 
In other words, a good performance will give a green leadership profile. In 
contrast, if the answers are far away from the optimal values, the index will be low; 
consequently, the leadership profile will be shown as red. 

This second piece of research strongly indicates the existence of a trustworthy 
model, due to the high inter-correlation values within the 14 behavioural factors. 
The paper enhances the empirical evidence that leadership behaviour can be 
effectively visualized by using the transformational leadership SCM. The study 
provides not only an effective measuring method, but also a quantitative result for 
the company. Figure 13 shows a total transformational leadership index based on 
64 usable responses. Every dot in the graph represents the transformational 
leadership index for one participant, while the circle in the graph indicates the 
mean index for all participants (TLI = 0.53).  
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Figure 13. Transformational leadership index 

This outcome conveys to the organization a new insight into developing training 
programmes to support managers in improving their leadership behaviours from 
national to global levels. Furthermore, this evaluation concept can be utilized for 
recruitment, selection or promotion purposes for any company. These new 
findings may increase the use of the transformational leadership SCM, given that, 
beyond the benefits mentioned earlier, this new model can also be used as an aid 
in developing sustainable careers for global leaders, or as a recipe for leadership 
success. 

4.3 Publication 3 summary 

Research objectives, findings and contributions 

The purpose of this third publication (“Do cultures, genders, education, working 
experience or financial status influence the effectiveness of transformational 
leaders?”) is to investigate how different internal and external factors, such as 
cultures, genders, education or financial status, might influence the effectiveness 
of transformational leaders. This study is motivated by the research question, “In 
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what way, and to what extent, does culture, gender, education, working experience 
or financial status influence the effectiveness of transformational leadership?”. 

In line with the previous publication, this empirical study is predominantly 
focused on the new SCM in order to assess and measure transformational 
leadership capabilities and profiles. The analysis data are based on the same survey 
responses (86 leaders from four different business units, who are located in 21 
countries) used in the second article. 

The conceptual frameworks for this study include: (1) the AHP and an AHP-based 
questionnaire; (2) the transformational leadership SCM and transformational 
leadership indexes. In addition, the Expert Choice software package (to implement 
the AHP) and Microsoft Excel are the two tools used in this third study. 

The results show that, first, the effectiveness of transformational leaders with a 
higher education tends to be better than those with a lower level of education. 
Second, fresh leaders who have recently joined the company (within the previous 
one to five years) are more effective, compete harder and may enhance the 
company’s innovation better than senior leaders (who have worked for more than 
20 years at the same company). Third, female leaders are more transformationally 
effective than their male counterparts. Fourth, leaders in the Middle East and Asia 
could be more effective than leaders in Europe. However, this result could be 
ambiguous because of the unbalanced number of participants from these four 
regions. Fifth, unexpectedly, leaders in the studied company seem to have failed to 
take advantage of their multinational subordinates, that is, leaders who have 
multicultural subordinates seem to be less effective according to the results. 
Finally, we find a clear positive link between the effectiveness of transformational 
leaders and the good financial health of a company; in other words, the better the 
financial status, the better the leaders. These results, together with more details, 
can be found in the discussion section of the article. 

This third empirical study offers a fresh perspective on the theory of how national 
diversity, gender, education and working experience, as well as financial status, 
might have an impact on the effectiveness of transformational leaders. The model 
can be used as a direct guideline for leaders to follow and improve their 
transformational leadership skills. In addition, this assessment method can be 
applied to recruitment selection or promotion. Finally, this new conceptual model 
can also be employed as an aid in developing sustainable careers for global leaders. 
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4.4 Publication 4 summary 

Research objectives, findings and contributions 

The purpose of this fourth paper (“People-, process- and goal-focused leadership 
behaviour: an empirical study in a global company”) is to explore leadership 
behaviour, as perceived and experienced by managers in a global business 
organization. This single intrinsic case study attempts to answer the research 
question, “How is leadership behaviour manifested across organizational levels?”. 

The study utilizes a triangulation research method, involving a combination of 
qualitative and quantitative approaches, including the use of a questionnaire, 
followed by in-depth interviews and observations in order to examine primary data 
collected from 20 male and female managers from three levels (directors, general 
managers and line managers). They all have either an engineering or an 
information technology background within a global business organization. 

The data analysis exposes seven pairwise categories reflecting leaders’ behaviour 
and their actual deep meanings in a real-life context. Based on these specific 
categories, four equations are constructed. The results reveal a clear pattern of 
managerial behaviour in three key focus areas for success, people, process and 
goal, in which, directors and general managers are more people-focused than line 
managers, who in turn tend to be more process-focused. 

In terms of a theoretical contribution, this fourth publication provides a new 
insight into how leadership behaviour manifests differently across organizational 
levels, and also addresses calls for research on the link between the paths of 
people-, process- and goal-focused leadership behaviour, which no prior research 
has considered. 

In terms of a practical contribution, the normative PPGM (Figure 14) can be used 
to directly support leaders in enhancing their leadership skills, as well as strike the 
desired balance for their own organizational success. Furthermore, organizations 
can use this model for selection or recruitment, or to match the right competent 
leaders to the right positions. In addition, the model can be used as a compass for 
leadership development programmes in order to train leaders according to the 
vision and mission of the respective organization. Among the outcomes of this 
publication are a new instrument and methodology to measure the convergence of 
leadership behaviour, which can help an organization to achieve greater success. 
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Figure 14. Three focus areas of leadership behaviour 

4.5 Publication 5 summary 

Research objectives, findings and contributions 

The purpose of this fifth publication (“The people, process and goal model vs. the 
sand cone model of transformational leadership – critical evaluation”) is to 
compare and self-critically evaluate two leadership behaviour models (the SCM of 
transformational leadership and the PPGM). This publication is motivated by the 
following research questions (R1 and R2). 

R1. What are the major differences and similarities between the PPGM 
and the SCM of transformational leadership?  

Figure 15 below illustrates an answer to the first question. In terms of similarity, 
the SCM and the PPGM are both analytical and normative models of leadership 
behaviour. They are both aligned with organizational interests because they can be 
used as guidelines for leaders to follow and improve their leadership skills. Both 
models can be regarded as a compass for organizations when considering 
leadership training programmes. Finally, they can also be applied to recruitment, 
selection or promotion procedures. 
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Figure 15. Differences and similarities between the SCM and the PPGM 

In terms of differences, first, the SCM aims to measure the effectiveness of 
transformational leadership behaviours (by using five formulas), whereas the aim 
of the PPGM is to measure the key focus areas of leadership behaviours (by using 
four formulas). Second, the measurement of the SCM involves reflecting the 
current situation as it describes how leaders behave at present, while the PPGM 
reflects the future focus, as it concentrates more on how leaders transform their 
behaviour and attitude towards their followers. 

Third, the SCM uses an AHP-based questionnaire, i.e., the measurement method 
is mainly quantitative, whereas the PPGM is based on a questionnaire, in-depth 
interviews and observations, i.e., the measurement method is both quantitative 
and qualitative. Finally, the SCM has a clear optimal target, with index 0 being the 
worst, and index 1 being the best. The common traffic light colour in the SCM is a 
clear indicator for leaders to follow. On the contrary, the PPGM has flexible targets 
according to organizational type (non-profit vs. for-profit organization), i.e., 
people-focused behaviour in a private company may not be the same as people-
focused behaviour in a public hospital, and so forth. 

R2. What are the major benefits and limitations of these models and 
how could the models be combined or prioritized? 

For leaders, the two models will help them become more aware of their own 
competences and opportunities. Subsequently, they will be able to improve their 
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leadership skills and, as a result, skilful leaders will have better prospects of 
retaining their key followers. For organizations, these models are pragmatic; 
organizations can use them as a compass for leadership training programmes, as 
well as a recruitment tool for selection or promotion purposes.  

Furthermore, these models can be cost-effective ways of developing people, as they 
will positively impact on employees’ satisfaction and motivation. Consequently, 
they will increase employees’ performance and productivity. As a result, the 
models will support succession planning for the company, as well as ensure 
organizational success.  

Table 9 below briefly presents the major benefits and limitations of the SCM and 
the PPGM. 
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Table 9. Major benefits and limitations of the two models 

 
SCM 
An analytical 
model to 
measure the 
effectiveness of 
transformation
al leadership 
behaviour 

Benefits  Limitations 

The model offers a leadership 
index and a profile as a 
guideline for leaders to follow 

Expertise is needed to interpret 
the leadership profile 
 
The structure of the model 
seems to be less rational due to 
the use of ambiguous 
terminologies, e.g., “results” and 
“direction of outputs”, and may 
be less robust because of a weak 
correlation between these two 
components 

Can be used as a compass for 
leadership development 
training programmes 

Can be used for recruitment, 
selection or promotion 
purposes 

Contributes to our 
understanding of how internal 
and external factors impact on 
leadership effectiveness 

A cost-effective way of 
developing people to ensure 
organizational success 

PPGM 
A normative 
model to 
measure the 
key focus areas 
of leadership 
behaviour 

The model offers diagnostic 
feedback on leaders’ key focus 
areas 

This model is constructed based 
on a single-case study 
 
The attributes in the model are a 
blend of different categories 
(the attributes are defined based 
on the patterns in the 
interviews, survey and 
observations data) 
 

Can be used as a compass for 
leadership development 
training programmes 

Can be used for recruitment, 
or selection, or to match the 
right competent leaders to the 
right positions 

Contributes to our 
understanding of how 
leadership behaviour 
manifests across 
organizational levels 

A cost-effective way of 
developing people to sustain 
organizational success 

The model opens up avenues 
for further research on 
leadership behaviour 
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5 DISCUSSION 

This final chapter discusses and self-critically evaluates the major research 
achievements. The chapter begins with an account of the theoretical contributions, 
followed by a consideration of the managerial implications of the primary 
outcomes. Finally, limitations and future research directions are presented. 

5.1 Theoretical contributions 

The overall purpose of this dissertation is to identify the relevant ways of 
measuring different dimensions of leadership behaviours, as perceived and 
experienced by managers themselves in a global organization. 

The first publication takes a proactive approach to pursuing and validating the 
existing SCM by applying it in a new environment (a global business organzation), 
where no similar research has been done before. The key contribution of this 
publication is in recognizing the discrepancies from the old formulas, and 
demonstrating the nature of omissions. Indeed, the max (maximum) and min 
(minimum) in the old equations meant that participants were able to obtain an 
index greater than what was optimally allowed (e.g., the best/optimal RI = 0.56, 
but one could obtain 0.57). Furthermore, as the old existing formulas gave 
fluctuating optimal indexes (for example, optimal LI = 0.75; optimal RI = 0.56; 
optimal OI = 1; optimal TLI = 0.42), these varying optimal indexes made the 
comparison between one index and another more complicated. 

 

Figure 16. Leadership indexes: old and new 

In contrast, based on these discoveries and the knowledge about why and how the 
incorrectness occurred, the study provides five simple equations that ensure the 
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validity of the mathematical model, i.e., the closer to the optimal value, the better 
the index (see Figure 16). This construct will ensure the correctness of the 
evaluation of leadership behaviour’s effectiveness. In particular, five optimal 
indexes (specific index, resource index, leadership index, outcomes index and total 
transformational leadership index) follow the same principle, with index 1.00 the 
best and index 0.00 the worst. This is the most straightforward and productive 
way to compare indexes with each other. 

 

Figure 17. SCM of transformational leadership: old and new 

In brief, this study confirms the empirical evidence that “leadership behaviour can 
be effectively visualized in a holistic way by using the Sand Cone Model” (Takala, 
Hirvelä, Hiippala and Nissinen 2006a; Takala et al. 2006b), while also extending 
current knowledge in this area. The study’s uniqueness contributes to leadership 
theory, by introducing not only an improved model with five new formulas of 
leadership indexes, which allow for accurate assessments for leaders, but also a 
new comprehensive layout for the transformational leadership profile, which 
illustrates 14 behavioural anchors for leadership performance (see Figure 17). 

The second publication aims to verify and validate the improved SCM, which 
includes the five new equations presented in the previous publication. Therefore, 
the number of participants in this publication is more than three times larger than 
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that of participants in the first publication (26 vs. 86). In addition, participants’ 
geographical zone was expanded from one country to 21 countries.  

The findings confirm that the new formulas are logical and beneficial for analysing 
the transformational leadership profile. This work also contributes to our 
understanding of the extent to which leaders display transformational leadership 
effectiveness. The leadership profile offers a visual guideline, which can help 
leaders to improve self-awareness of their own leadership behaviour. This will also 
offer new insight to their respective organization into developing training 
programmes for these leaders, enabling them to improve their transformational 
leadership skills (Ha-Vikström and Takala 2016b). 

It is worth noting that this analytical concept can be applied to any respondent who 
is able to answer the questionnaire consistently; indeed, the respondent does not 
need to be a leader, as he/she can be a student, a teacher, an officer, a nurse or 
belong to any other occupation (Ha-Vikström and Takala 2016b). An additional 
theoretical contribution made by the second publication is that the three factors 
(effectiveness, satisfaction and extra effort) of the new SCM can potentially be 
extended to other fields of research, such as in developing sustainable careers (the 
prospectors, analysers and defenders model) for global leaders. 

The third publication utilizes the SCM to explore the impact of gender, culture, 
education, working experience or financial status on the effectiveness of 
transformational leaders. Figure 18 presents the factors that may influence 
leadership effectiveness.  

  

Figure 18. Internal and externals factors influencing leadership effectiveness 
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This publication seeks to answer the following five questions:  

1. To what extent does education influence the effectiveness of 
transformational leaders? The results show that leaders with a higher 
degree obtain a higher leadership index than leaders with lower-level 
degrees. However, it should be noted that the small number of participants 
with a PhD in this study imposed certain limitations on the generalization 
of this finding. The results are nevertheless supported by many previous 
researchers (see Ramsden 1998; Caldwell and Spinks 1999; Basham 2010; 
Friedman 2014). 

2. To what extent does working experience influence the effectiveness of 
transformational leaders? The results show that leaders who have one to 
five years of working experience in the company have obtained a higher 
leadership index than senior leaders who have long-term working 
experience in the company. This is consistent with the recent findings of 
Grohsjean, Kober and Zucchini (2016), who insist that mobility leaders 
tend to strengthen their identity and compete harder in their new 
organization. Earlier research has also revealed that newcomer leaders can 
help their company increase market share (Somaya, Williamson and 
Lorinkova 2008) and develop innovations (Singh and Agrawal 2011). 

3. To what extent does gender influence the effectiveness of 
transformational leaders? The findings reveal that female leaders are 
more transformationally effective than their male counterparts. Clearly, 
multiple research findings (Carless 1998; Bass 1999; Eagly and 
Johannesen-Schmidt 2001; Ayman and Korabik 2010; Hoyt 2013; Bahe et 
al. 2014) support this view and provide several reasons why female leaders 
are perceived to be more effective than male leaders. Moreover, a recent 
study by Javidan, Bullough and Dibble (2016), which utilizes the ‘Global 
Mindset Inventory’, discovered that “women demonstrated stronger global 
leadership profiles, in regard to passion for diversity, intercultural 
empathy, and diplomacy” while “men tended to show strong global 
leadership regarding global business savvy, cosmopolitan outlook, and 
interpersonal impact”. 

4. To what extent does national diversity influence the effectiveness of 
transformational leaders? The results show that leaders who have 
followers with the same nationality as themselves acquire a higher 
leadership index than those who have multinational followers. This result 
may be consistent with the findings of the Global Leadership Forecast 
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studies of 2014 and 2015, and of Fitzsimmons (2013), who conceded that a 
successful national leader does not automatically become a high-
performing leader of an internationally diversified team. Therefore, it is 
suggested that, in order to benefit from the skills of diverse followers, 
leaders should take a holistic approach towards developing a multicultural 
ideology, while being aware of the range of their multicultural followers’ 
outcomes and leading them strategically (Ha-Vikström and Takala 2016c). 

5. To what extent does financial status influence the effectiveness of 
transformational leaders? The results of this paper indicate a clear 
reciprocal effect between transformational leadership effectiveness and the 
financial health of a company. This result is supported by Kazmi (2016), 
who observed a positive link between transformational leadership and 
financial performance. Jin, Seo and Shapiro (2016) also insist that happy 
leaders lead better. This can be interpreted thus: when a company’s 
financial status is low, this will probably negatively affect the atmosphere 
at work fostered by leaders and their behaviours; as a consequence, these 
leaders’ effectiveness will decrease (Ha-Vikström and Takala 2016c). 

The third publication not only highlights an effective measuring method for 
transformational leadership behaviour, but also provides a fresh perspective on 
the theory of how culture, gender, education, working experience or financial 
status might impact on the effectiveness of transformational leaders. This theory 
offers new ideas for developing leadership training programmes, for example, 
organizing ‘cultural diversity training’ to support leaders who have multicultural 
subordinates, or strategic leadership training for senior leaders to increase their 
transformational role behaviour, in order to take the company to the highest level 
of performance (Ha-Vikström 2016c: 14).  

However, it should be noted that the research was conducted within a male-
dominated organization where the number of female participants was relatively 
small. Moreover, as stated, the number of the participants with a doctoral degree 
was limited, while the number of participants from Europe was dominant. 
Therefore, in those particular respects, there is a need to treat these findings with 
caution, given that generalization to some extent is limited. 

The fourth publication seeks to answer the question, “How is leadership 
behaviour manifested across different organizational levels?”. Beyond the 
transformational leadership perspective, this paper is based on an experimental 
and experiential framework, which incorporates different partial elements 
borrowed from leadership theories. As the author has over 20 years of experience 
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in industrial and supply chain management, this study was conducted on the basis 
of a greater breadth of perspectives and a deeper understanding of the leadership 
behaviour phenomenon (through multiple investigation lines, such as a survey, in-
depth interviews and long-term observations on the reality of the studied business 
environment). 

 

Figure 19. The pattern of leaders’ focus areas 

The results reveal the patterns of managerial behaviour in three key focus areas, 
people, process and goal (see Figure 19); higher management focus least on 
process compared with lower management. 

The major contribution of the fourth publication is that it bridges a gap in the field 
by initiating a new normative leadership behaviour model, the PPGM, as well as a 
new instrument and methodology (with three simple equations and one equation 
for validation), to measure the key focus areas of leadership behaviour. This 
research contributes to the literature in the form of new insight into how 
leadership behaviour manifests differently across different organizational levels. 
Moreover, the empirical study has identified productive opportunities for further 
research on the link between the paths of people-, process- and goal-focused 
leadership behaviour, which no prior research has considered (Ha-Vikström 
2017). 

The fifth publication makes a comparison between two major achievements 
(i.e., the improved SCM and the PPGM), while providing a self-critical evaluation 
of the overall contributions. This study contributed to the literature by exposing 
the importance of leadership behaviour in both models. In fact, the elements 
incorporated in the SCM conceptualize and specify the effectiveness of 
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transformational leadership behaviour, while different factors integrated into the 
PPGM indicate the patterns of leaders’ focus areas in real-life experiences. 

Figure 20 illustrates a “helicopter view” of the two models: the SCM is used for 
current prospects (as it describes how leaders behave at present); conversely, the 
PPGM can be used for long-term opportunities or in the future (as it concentrates 
more on how leaders want to transform their behaviour and attitude towards 
followers). 

  

Figure 20. An overview of the two models and their main focus 

To summarize, both the SCM of transformational leadership and the PPGM extend 
the theories of leadership behaviour. This research not only enhances our 
understanding of the significance of leadership behaviours and how they can be 
analysed and measured, but also contributes to the clarification of the values of the 
two models and the justification of prioritizing one model over the other. 

5.2 Implications of the findings in practice 

Besides the theoretical contributions mentioned above, each publication offers a 
number of practical implications. For example, the comprehensive SCM provides 
an excellent opportunity for leaders to improve their self-awareness, as it gives a 
clear indication to leaders of which areas are good and which should be improved. 
In other words, the improved SCM can be used as a guideline for managers to 
improve their leadership skills. Furthermore, this evaluative concept can be 
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applied by any organization to recruitment, selection or promotion activities. 
Finally, the findings of Publication 1 offers top management or organizations new 
insights into how to develop training programmes to support leaders in improving 
their leadership behaviour, as well as developing their own profession. 

The results of Publication 2 (one of the first large-scale studies to empirically test 
the analytical SCM in a global environment) indicate that the SCM is an effective 
measuring method, which can generate a clear leadership profile. Similarly, with 
the managerial contribution from Publication 1, the leadership index can be used 
as a parameter for leaders to improve their performance. Furthermore, the colours 
in the profile (green means “good”, yellow means “should be improved” and red 
means “should be avoided”) can be utilized to direct leaders to follow and improve 
their leadership skills.  

In fact, the new SCM (presented in Publications 1, 2 and 3) exclusively contributes 
remarkable value to the use of assessments in helping to make the recruitment of 
leaders more effective, as well as in designing global leadership development 
training programmes. Importantly, Publication 3 suggests that organizations 
should be proactive in developing their strengths and overcoming their 
weaknesses, such as how to inspire senior leaders so that they feel more motivated 
to do their best, because their experiences and knowledge can be (too good to 
ignore) valuable resources for the company. In particular, leaders/managers who 
work in a diverse team can take concrete steps to help their team members to 
develop a hybrid culture and become more effective. 

Publication 4 makes several managerial contributions. Firstly, the normative 
leadership behaviour model, the PPGM, provides diagnostic feedback that leaders 
can follow to develop their leadership skills according to the desired balance of 
their own organizational success. Secondly, companies or organizations can apply 
this model to selection or recruitment activities in order to match the right 
competent leaders to the right positions (Ha-Vikström 2017). Finally, this 
instrument for developing people should support succession planning for the 
organization in pursuit of greater success.  

As stated, Publication 5 consolidates all the managerial contributions from the 
SCM and the PPGM. These two models will help managers and leaders to become 
more aware of their own competences, such that they will consequently be able to 
improve their leadership skills. Moreover, skilful managers have better prospects 
of retaining their key subordinates, which in turn will contribute to the financial 
benefits enjoyed by organizations and ensure organizational triumph. 
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To conclude, the practical implications of this research are useful in the following 
areas: 

1) Managers can use the SCM for developing self-awareness and identifying 
their own strengths and weaknesses to improve their transformational 
leadership skills. 

2) Higher-level management teams can use the PPGM to identify the desired 
level of their own organization, then to use the model for matching the right 
competent leaders to the right positions. 

3) Human resources departments could apply both the SCM and the PPGM 
to recruitment, selection or promotion activities.  

4) Human resources department can utilize the leadership profiles and 
indexes obtained by the leaders through either the SCM or the PPM, which 
would act as a guideline in the design of global leadership development 
training programmes. 

5) Subordinates (or any respondents who are able to answer the 
questionnaire consistently) can use the SCM to develop their self-
knowledge about leadership behaviour, or to identify strengths and 
weaknesses for their own career planning. 

5.3 Limitations and future research avenues 

This section describes the general limitations of the SCM of transformational 
leadership and the PPGM, then makes recommendations for future research. 

The strengths of the SCM are based on many remarkable findings by many 
researchers over the past decade. Despite the fact that several substantial 
improvements have recently been applied to the model, expertise is still needed to 
interpret every detail in a leadership profile with a view to providing “a clear 
diagnostic comment to the leaders or coaching them to create a specific individual 
development plan” (Kang and Jin 2015). This is because the two components 
(results and direction of outputs) in the SCM are, to some extent, ambiguous; in 
other words, the term “results” can be interpreted in a similar way to “direction of 
outputs”, which means that these two terms may not offer a decisive description 
and could confuse the leader. 
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Even though, in all three publications (1, 2 and 3), the results show that the 
intercorrelation values among the 14 behaviour factors of the model were high, i.e., 
from 0.40 to 0.85 (for more details, see Publications 1 to 3), this gives a strong 
indication of a trustworthy model. However, the logical connection between the 
“cornerstones” and the “direction of output”, as well as the defined optimal value 
for each element in the model, seems to be inexplicit. Thus, these limitations could 
make the structure of the SCM less rational and robust. 

From this perspective, further research on the SCM would be needed in order to 
fine-tune the logical construction of the model and make it even more explicit. 
More research is also recommended to establish the strong validity and reliability 
of the model by testing it in different types of organizations, such as non-profit vs. 
for-profit, or business vs. public organizations. Finally, further studies to measure 
the effectiveness of middle managers on the basis of evaluations by managers’ 
superiors or subordinates would be useful as well. 

Turning to the PPGM, despite the fact that the three focus areas are apparent and 
easy to understand (i.e., people, process and goal), the major limitation of the 
model is related to the attributes pattern (coach vs. results; facts vs. philosophy; 
introvert vs. extrovert and so forth). One might ask why the attributes are a 
combination of different categories. It is important to keep in mind that the model 
describes the behaviour and attitude experienced by the leaders across different 
organizational levels. These attributes are the findings based on in-depth 
interviews, surveys and observations in a real-life global business organization. 

Furthermore, despite many sufficient findings about the model, another limitation 
to consider from the fourth publication is related to the features of the sample. We 
do not know whether these results would have been generalizable if the sample size 
had been somewhat larger or more balanced in terms of gender, or if the 
participants’ nationalities had been other than Northern European (Ha-Vikström 
2017: 96). In particular, the sample size (N = 20) may not have been statistically 
representative to a sufficiently strong extent. However, it should be remembered 
that the triangulation of multiple sources (in-depth interviews, questionnaire and 
long-term observations), together with strong techniques involving 
multidimensional levels of measurement, should increase the credibility and 
trustworthiness of the results.  

Nevertheless, this is the first study combining three dimensions of leadership 
behaviour (people, process and goal) through a triangulation method, which no 
prior researchers have connected. The nature of this dissertation enables 
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researchers to shed new light on leadership behaviour in the course of further 
investigations from different aspects, as follows: 

 To validate and verify the PPGM with a more diverse or balanced sample 
size, including different organizational settings 

 To measure and compare the focus areas of the PPGM in different 
organizational types (within the private sector vs. the public sector, or 
within for-profit organization vs. non-profit organizations) 

 To determine the focus of leaders’ behaviour by utilizing the seven pair 
factors in an AHP-based questionnaire 

 To explore the relationship between the PPGM and organizational 
performance 

With regard to the research design and assumptions, the real context of this 
research (ontology) is formed by the perceptions and interpretations of the 
participants and their consciousness of the world (i.e., social constructivism). One 
could argue that this may have introduced some biases, e.g. the double roles 
(researcher role and employee role) of the author in Publications 4 and 5 may have 
increased the level of subjectivity or prejudice concerning the observations or 
interpretation of the research.  

However, as stated in Section 3.5 on validity and reliability, in order to explain the 
different tests and techniques used to ensure perceptions of validity and reliability, 
this study adopted a ‘complete participant’ approach, which means that the 
researcher intervenes in the environment (Gold 1958). As a matter of fact, the 
existence of a long-term relationship between the participants and the researcher 
helped the latter to draw out leaders’ deeper thoughts and feelings much more than 
would have otherwise been possible (Maclean, Harvey and Chia 2012). As this 
study focused on leaders’ behaviour and attitude, that perception could be 
effortlessly observed via social contact and business relationships (Ha-Vikström 
2017: 81).  

Furthermore, in order to increase the reliability of the research, all data collected 
through observations were quantified and then compared with the data collected 
from the questionnaire and in-depth interviews. From such a perspective, in terms 
of the methodological aspects, the author stresses the usefulness of the 
triangulation method adopted in Publications 4 and 5, which combined multiple 
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data sources and multidimensional levels of measurement with strong techniques 
in order to provide credibility and validity to the research findings. 

Moreover, this dissertation has attempted to respond to the practical application 
of ideas, as well as scanning them in the context of managers’ experiences 
(pragmatism), by interpreting both objective and subjective points of views of 
individual participants (hermeneutics) into a cohesive whole. This is a good 
transition to the reality (epistemology) or meaning and belief of the phenomenon 
of leadership behaviour. 

Based on the above-mentioned perspective, the dissertation was successful in 
adopting both hermeneutics and pragmatism: a healthy and fruitful combination 
in research, which advances the relevance of the study and provides a rich 
depiction of life and behaviour in a global organization.  

Finally, as was stated in the chapter on the research design and method, a clear 
conclusion in retrospect is that the case study chosen for this study should have 
been combined with a constructive research approach (Kasanen et al. 1993, 
Lehtiranta et al. 2015). Indeed, such a combination would have been worthwhile 
for the whole dissertation research process. 
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6 CONCLUSION 

The evidence shows that leaders make a difference, that great leaders make a great 
difference and that poor leaders create dissatisfaction. Importantly, any 
developing leadership behaviour will have a positive impact on employee 
satisfaction and commitment. Without effective measuring tools, many poor 
leaders secure positions by chance or luck, while lacking the right skills and 
competences. Consequently, many subordinates will suffer, job satisfaction and 
motivation will decrease, productivity will reduce, and talented employees will 
move to other competitive organizations. This will impact the bottom line and 
negatively affect organizational performance, as well as result in a downturn in 
economic growth. 

For that reason, now more than ever, in order to succeed in an intensely 
competitive market, every organization should identify new and effective ways to 
measure leadership behaviour in order to master the global business arena and 
ensure optimum success. 

The purpose of this PhD research has been to explore novel ways of measuring 
different dimensions of leadership behaviour, as perceived by the leaders 
themselves in a global industry. With respect to this objective, the dissertation has 
been successful, not only in improving the existing SCM of transformational 
leadership, but also in creating a newly efficient measuring model, the PPGM. Both 
of these models extend the theories of leadership behaviour: the first model 
focuses on the effectiveness of transformational leadership behaviour, while the 
latter model pays attention to leaders’ focus areas across different organizational 
levels, regardless of the leadership styles. 

However, as stated, the SCM can be used for short-term pursuits, whereas the 
PPGM is best suited for long-term endeavours. Due to these differences, each 
leader is recommended to utilize the SCM to enhance his or her current leadership 
skills. Meanwhile, higher-level management teams are advised to use the PPGM to 
strike or define the healthiest balance between different leadership focus areas in 
their own organization. 

Although the similarities between the two models are evident, the differences are 
noteworthy. In fact, the SCM and the PPGM were developed independently for 
partially different purposes. Therefore, this study suggests that every organization 
should apply each model’s strengths to their own situation in order to maximize 
organizational effectiveness and success. 
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FIGURE 11.1 Transformational leadership model (TLM)

Adapted from Takala et al. (2008b) 
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FIGURE 11.2 Sand cone model (Takala et al., 2008b)
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FIGURE 11.3 Transformational leadership sand cone model. In this traffic light model, the 
portions left blank indicates the areas in green, those filled with dots refer to yellow, and 
those with dashed lines refer to red.



92 Acta Wasaensia

156 CHAPTER 11 Knowledge management and analytical modeling

ANALYTIC HIERARCHY PROCESS (AHP)

-

-

-

-

RESEARCH ENVIRONMENT AND METHODS
-
-

-

-

-



 Acta Wasaensia 93 

157  Results

-

TRANSFORMATIONAL LEADERSHIP INDEX (TLI)

= − − − −OI 1 MAX(ABS((1/3) (EF/100));ABS((1/3) (SA /100));ABS((1/3) (EE/100)))
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FIGURE 11.4 Old total leadership index

FIGURE 11.5 New total leadership index
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Table 11.6 Resource Index (RI), E1 and M2 Versus Optimal

Table 11.5 Leadership Index (LI), Respondent S8 Versus S10
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Table 11.7 New Transformational Leadership Index
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ABSTRACT
The main purpose of this empirical research is to validate and verify the
transformational leadership sand cone model, a decision-making model
covering essential behaviours for transformational leaders, from
resource allocations to the direction of outcomes. By using
transformational leadership indexes and the Analytic Hierarchy Process-
based questionnaire as well as a descriptive research approach, we
measure the effectiveness of transformational leadership for 86 leaders
located in 21 different geographical zones around the world. The
results provide an effective measuring method and also a quantitative
result that may provide the organisation a new insight into developing
training programmes for global leaders. The model can be used as a
direct guideline for leaders to follow and improve their
transformational leadership skills. It can also be used for recruitment,
selection or promotion purposes. Moreover, the model can be utilised
as an aid in developing sustainable careers for global leaders.

KEYWORDS
Transformational leadership
effectiveness;
transformational leadership
sand cone model; leadership
profile; leadership
measurement; leadership
index

Relevance to human factors/ergonomics theory

Global organisations need an agile adjustable learning leadership, this paper presents a decision
making model which outlines the fundamental behaviours for transformational leaders. This
empirical study also demonstrates an effective evaluation method to assess the capabilities of trans-
formational leaders.

1. Introduction

In order to survive in a seemingly weak economic environment, multinational organ-
isations need to grow and continually try out and adapt to new ideas. This is the
reason why they need new transformational leaders (Chen, Li, and Tang 2009).
Transformational leaders, as Burns (1978), Bass (1985, 1997, 1998), Bass and Avolio
(1994), Bass and Riggio (2006) have defined them, are those who stimulate and
inspire followers to explore existing as well as new horizons. In other words, trans-
formational leaders provide a perfect fit for challenging organisations or complicated
work groups, where followers really need an inspirational leader who can motivate
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and encourage them through a complex or uncertain situation and also make them
feel empowered (Bass and Riggio 2006).

In recent years, many case studies have revealed a trend that 80% of the total sample of
leaders demonstrate the transformational leadership style (Kazmi, Takala, and Naaranoja
2015). Surprisingly, in a real business environment, for example in a multinational com-
pany, the term transformational leadership still seems to be unknown to many middle-
level leaders. This is even despite the fact that nowadays almost every profitable multina-
tional company tries to invest in leadership training, and to make sure that all leaders
have the right skills to take the company to the highest level of performance.

The purpose of this study is to examine and measure the effectiveness of transforma-
tional leaders, and to strengthen the value of a transformational leadership sand cone
model.

Our main research question is: ‘To what extent do leaders in this multinational com-
pany display transformational leadership?’

Earlier studies have developed measurement methods focusing on describing the theo-
ries and techniques to show the correlation between different leadership styles and perfor-
mance (Podsakoff et al. 1990; Nissinen 2001; Schaubroeck, Lam, and Cha 2007). From
such a perspective, Takala et al. (2005, 2006a, 2008b) investigated the theoretical model
developed by Bass (1985) to identify a model with five dimensions of transformational
leadership. Takala et al. (2006a, 2008b) re-examined this theoretical model and intro-
duced a conceptual sand cone model, which in turn can evaluate leadership behaviours
from resource allocations to the direction of outcomes. This concept was studied and
tested in a military environment in Finland from 2005 to 2008.

Despite the promising findings of this longitudinal research, further empirical research
is still needed to verify and validate the earlier mentioned conceptual model in an envi-
ronment other than the military. In a recent study, Ha-Vikstr€om and Takala (2016) have
developed and re-constructed the existing concept into a new analytical model for a trans-
formational leadership profile, and also offered new equations of transformational leader-
ship index, which provides a more descriptive assessment of the capabilities of
transformational leaders. In that study, 26 experienced middle-level managers/leaders
from four different business units in a global company participated. In spite of the notice-
ably results mentioned earlier, the sample size was still relatively small compared with the
total number of leaders in the company. Therefore, this study addresses that concern by
expanding the sample from 1 country to 21 countries, and by increasing the number of
participants from 26 middle-level leaders to 86.

This empirical research offers a fresh perspective in systematic means for assessing the
capabilities of transformational leaders. This simple evaluation concept can be utilised for
recruitment, selection or promotion purposes. Finally, this new conceptual model can
also be used as an aid in developing sustainable careers for global leaders.

The present study has utilised a descriptive research method, a questionnaire and three
conceptual frameworks: (a) transformational leadership sand cone model, (b) Analytic
Hierarchy Process (AHP) tool and (c) transformational leadership indexes. This paper is
organised as follows: first, the conceptual frameworks are introduced; second, the method
with data collection and measuring are described; third, the results are presented; and
finally, discussion and conclusions are addressed.

2 T. HA-VIKSTR€OM AND J. TAKALA
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2. Conceptual frameworks

The conceptual frameworks of this study are constructed and incorporated the AHP tool
and the transformational leadership sand cone model, but the overall coherence concept
builds on from our previous research.

2.1. AHP tool and Questionnaire

The first conceptual frame used in this study is the AHP, a multi-criteria assessment tool
which is based on mathematics and psychological concepts through pair-wise compari-
sons. The AHP was innovated and developed by Saaty in 1970 and has been widely stud-
ied and developed since then. The evaluation among different factors helps us in making
decisions in complex situations. The model has been used around the world in a wide
variety of decision situations, in fields such as business, industry, healthcare, education
and government (Saracoglu 2013). In this study, the Expert Choice software (which
implements the AHP) was utilised for the calculation, where qualitative objects are con-
verted to quantitative values (Saaty 1982).

The qualitative object is a questionnaire which consists of in total 30 pair-wise compar-
ison statements that based on the AHP concept, and the ten dimensions of deep leader-
ship of Nissinen (2006). Details of the questionnaire will be presented in Section 3.1

2.2. Transformational leadership sand cone model

The second conceptual frame used in this research is the transformational leadership
model (Figure 1). It was developed and re-constructed based on the original sand cone
model, which was invented by Takala et al. (2005, 2006a, 2006b; Takala, Kukkola, and
Pennanen 2008a, 2008b). This transformational leadership model is supported by four
main parts: resources, results, cornerstones and direction of outcomes. Resources are the
basis that consists of processes (PC); people, technology, know how (PT); information sys-
tems (IT); and organisation groups and teams (OR). These four resources (PC, PT, IT,
OR) are equally important; therefore the defined balance optimal value is 25% each
(Takala, Kukkola, and Pennanen 2008a, 2008b).

Next, the following level is Results component, which includes three categories of lead-
ership: passive, controlling and dynamic leadership in which passive and controlling lead-
ership are least effective and concentrate more on corrective actions (Bass and Riggio
2006). In contrast to passive and controlling leadership, dynamic leadership plays a signif-
icant role; Progen (2013) defines dynamic leadership as a dual-focused form of adaptive
leadership that allows a leader to react to changes by being proactive. Duffy (2006)
explains dynamic leadership as leading with courage, passion and vision. In fact, as the
world has become more complicated, dynamic times require dynamic, driven leaders
(Williams 1998). Thus, the optimal value defined for dynamic leadership element is 82%,
while for controlling and passive leadership is 9% each (Ha-Vikstr€om, Takala 2016).

The third level is Cornerstones component, where the group of the three ‘I’s element
and building trust element were formed: Intellectual stimulation (IS), Individualised con-
sideration (IC), Inspirational motivation (IM) and Building trust and confidence (BT).
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Figure 1. Transformational leadership sand cone model.
Source: Thanh Ha-Vikstr€om and Takala (2016).
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Jung and Avolio (1999); Kirkpatrick and Locke (1996); Bono and Judge (2003) describe
these three ‘I’s as follows:

� Intellectual stimulation (IS): describes those transformational leaders who stimulate
their followers’ efforts to be innovative and creative. It refers to the leader’s capacity
to encourage his or her followers to think out of the box and generate new ideas.

� Individualised consideration (IC): describes those transformational leaders who pay
special attention to each individual follower’s needs for achievement and growth by
acting as a coach or mentor, creating new learning opportunities helping followers to
develop their own leadership potential.

� Inspirational motivation (IM): means leaders provide meaning and a vision for their
followers’ work by displaying enthusiasm. Motivate and set more challenging expect-
ations and typically achieve higher performances.

� Building trust (BT), which originated from Idealised Influence constructed by Bass
(1999) to describe transformational leaders, is a role model for their followers,
encourage their followers by demonstrating care, showing respect, development of
mutual trust and demanding equality. (Bass 1999; Bass and Riggio 2006; Bass and
Steidlmeier 1999; Dirks and Ferrin 2002).

� Due to the equivalent importance of each element in this ‘Cornerstones’ component, the
defined optimal value for each element is 25% (Takala, Kukkola, and Pennanen 2008a,
2008b).

Finally, the highest level of the model is the Direction of outputs component, which is
divided into three types of performances: Effectiveness (EF), Satisfaction (SA) and Extra
effort (EE); a main foundation of the ‘Prospector, Analyser and Defender model’ which
was invented by Takala, Kukkola, and Pennanen (2008a). Extra effort EE, or Prospector
(oriented for the future and extra effort); Effectiveness EF, or Defender (oriented for cur-
rent results, less effort for future); Satisfaction SA, or Analyser (oriented between prospec-
tor and defender). In contrast with three previous components, the optimal value defined
for ‘directions of outputs’ is 33.3% each, that is Effectiveness EFD Extra Effort EED Satis-
faction SA D 33.3%.

The values of variables mentioned earlier (given in the appendix section) are coloured by
using a traffic light technique defined by Takala, Kukkola, and Pennanen (2008a, 2008b).
The green colour stands for strength in thecurrent variable, the yellow colour stands for pos-
sibility for development, and the red colour stands for focus in the development potential.

2.3. Transformational leadership indexes

The last conceptual frame utilised in this study is five new equations that have been devel-
oped and constructed based on our recent research. These formulas as follows:

Transformational leadership index (TLI)

TLI D 1�
P

ABS valuesP
Optimal values

(1)

Note: ABS values D ABS (respondent behaviour’s result – optimal value)
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Optimal value IC D IM D IS D BT D 25; PC D PT D IT D OR D 25
EF D SA D EE D 33.3; DL D 82, CL D PL D 9

Specif ic index D 1� Absolute dif ference
Maximal dif ference

� �
(2)

Note: Maximal difference EF D SA D EE D (100 – 33.3) D 66.7
Maximal difference IC D IM D IS D BT D (100 – 25) D 75
Maximal difference PL D CL D 91;
Maximal difference DL D 82
Maximal difference PC D PT D IT D OR D (100 – 25) D 75
Outcome index OI; Leadership index LI; Resource index RI equations:

OI D Mean Specif ic index EF; SA; EEf gð Þ (3)

LI D Mean Specif ic index IC; IM; IS;BT; PL;CL;DLf gð Þ (4)

RI D Mean Specif ic index PC;PT; IT;ORf gð Þ (5)

Note: All acronyms mentioned in Equation (1)–(5) were explained in the previous
transformational leadership sand cone model given in Section 2.2.

3. Method

This study is a cooperative venture between the University of Vaasa and the Learning and
Development department of a multinational energy company. With respect to the
requirement of the studied company, its name as well as the different business units will
not be revealed. The participants are the middle-level managers/leaders in four different
business units. This level of managers was chosen since they have the largest amount of
subordinates/followers compared to higher levels. Regarding the research method, we uti-
lise a descriptive research approach to answer our specific research question and also to
describe the facts in an accurate way.

3.1. Questionnaire

The questionnaire we used in this study was designed as a web survey, which included two
main parts, the first part contains 12 questions related to the participants’ background; the
second part consists of 30 pairwise comparison statements divided into seven groups. This
second part was developed by Takala et al. in 2005 to 2008 and has been comprehensively
improved since then and also at this time (a sample of the questionnaire can be found in
the appendix). The goal of this AHP-based questionnaire is to get the best description of
the leaders’ behaviour.

A survey invitation email which included a web survey link was sent out to 138 mid-level
managers/leaders at the same company but located in 21 different countries around the
world (a list of these countries and locations can be found in the appendix). In the survey
invitation email we assured that respondents’ answers will be completely anonymous and in
the questionnaire we have also emphasised that there are no right or wrong answers.

6 T. HA-VIKSTR€OM AND J. TAKALA



116 Acta Wasaensia

3.2. Data collection

All in all, 86 leaders filled in the questionnaire, which gives a response rate of 62% (86/
138). The average completed time for the questions was 20 minutes.

� Nationality region: 35% of the participants were from Europe, 40% from Northern
Europe and 25% from the Middle East and Asia.

� Business unit: this studied company consists of four business units A, B, C, D. 16%
(14/86) of the participants were from unit A, 14% (12/86) from unit B, 16% (14/86)
from unit C and 53% (46/86) from unit D.

� Gender: 80% of the participants were male (69 leaders), and 20% of participants were
female (17 leaders).

� Leaders/followers have the same nationalities: 55% (47/86) of the participants have
subordinates with the same nationality as themselves, and 45% (39/86) of the partici-
pant leaders have subordinates from other nationalities.

� Education: 6% (5/86) of respondents have a doctoral degree and 36% (31/86) have a
Master’s degree; 37% (32/86) have a Bachelor’s degree; and 21% (18/86) have other
degrees.

� Experience: 14% (12/86) of respondents have been working in this company for over
20 years, 44% (38/86) have under 20 years’ experience, and the rest with less experi-
ence is 14% (12/86).

� Number of followers: 47% (41/86) of respondents have over 10 direct subordinates/
followers, and the rest or 53% (45/86) have less than 10 direct followers.

� Leaders’ responsibilities recently changed (survey question: Have your responsibili-
ties recently (during this year) significantly changed? e.g. change of position or job
description, working conditions or location etc.) The result of this question is: 30%
(25/86) of respondents have recently or during this year had some significant respon-
sibility changes (such as position, work conditions or location). This last factor was
taken into account because it may have some impact on the leaders’ decision-making
behaviour which might reflect on the responses.

At the final stage of the AHP measurement, we calculated a Consistency Ratio (CR) in
order to measure how consistent the judgments have been relative to large samples of
purely random judgments (Saaty 1982). If the CR is higher than 0.3 the judgments are
untrustworthy; therefore, in this case study only answers with CR of 0.3 or lower can be
considered as reliable and can be analysed further.

3.3. Measures

The Expert Choice software package (which implements the AHP) was utilised in this
study to calculate and obtain priorities for each transformational leadership behaviour.
The first calculation was performed by applying the answers from all 86 respondents to
the Expert Choice software (86£ 30D 2580 answers). From this first round of calculation
the results were: 64 out of 86 respondents have trustworthy answers (74%), and 22 out of
86 respondents have one or more answers with CR higher than 0.3 (26%). Now, the num-
ber of respondents who have qualified answers is 64 (a collection of these usable answers
can be found in the appendix). Then, the following calculation was performed by
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exporting the data of 64 £ 30 D 1920 answers into Microsoft Excel; in which data were
analysed further by following the transformational leadership concept and the traffic light
values (see appendix).

From this second round of calculation and analysis, 64 leadership profiles were created;
an example can be seen in Figure 1. Finally, TL indexes for each leader were calculated by
using five transformational leadership equations (Section 2.3) in Microsoft Excel. In the
final step, each leader obtained not only a transformational leadership profile with traffic
light colours, but also five different indexes: total leadership index, specific index, resource
index, leadership index and outcomes index.

The average and median are two of the most common valid measures for central ten-
dencies; however, in different situations, the mean/average is more appropriate to use
than the median or vice versa (Statistics and Probability Dictionary 2016). In this study,
the data-set is quite symmetric (the lowest index is 0.37 and the highest is 0.74); therefore,
the mean or average is appropriate to use for this survey’s statistics.

3.4. Validity and reliability

In order to verify the transformational leadership sand cone model, our measurement proce-
dure has been designed to gain access to the construct validity, internal and external validity.

� In terms of construct validity, we made a control test for each equation (see appen-
dix). In addition, the questionnaire also included 12 extra questions to reduce possi-
ble inconsistencies in the answers.

� For the internal validity, as mentioned earlier, we utilised the inconsistency ratio
ICR (0.3) to disqualify all the inconsistent answers from the respondents.

� For the external validity, we utilised a semi-strong and weak market test. It was car-
ried out by interviewing high-level managers in order to get a confirmation for either
low or high data correlation acquired from our inter-correlations analysis. In this
case study, we asked a Director and a General Manager who both work at the same
studied company. The interview took place in a short meeting. Both interviewees
supported the high negative correlation results (¡0.66) between Effectiveness and
Extra Effort factors.

Finally, we also learn from literature related to different types of leadership to verify
and validate the transformational leadership sand cone model.

4. Results

Due to space constraints, only sample results for a few randomly chosen participants is
presented in the below paragraphs.

Table 1 demonstrates a sample result of two participants; group 1 to group 7 indicate the
results from the questionnaire. Resources, Results, Cornerstones and Outputs are the four
components of the sand cone model. The traffic light colour visible in this table can be trans-
ferred to the transformational leadership sand cone model. All acronyms in this table such as
IC, IM, IS, BT and so forth were explained in the previous section. CRD consistency ratio.

Table 2 demonstrates a sample result of five participants ID. This result shows the
absolute/ABS difference value between the optimal value and the value obtained from the
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answers. The last column is the sum of the ABS difference values of 14 factors. Theoreti-
cally, the highest absolute difference value can be equal to 400 (4 £ 100 for each compo-
nent). For this result, the lower ABS difference value, the better the TL index. In other
words, the closer the optimal value, the smaller the ABS difference value.

Table 3 demonstrates a sample result of five participants ID. This result shows the spe-
cific index for each factor using Equation (2) (see Section 2.3).

Table 4 demonstrates a sample result of the total of the absolute difference values and
transformational leadership index. The higher the index, the better the performance. The
scale for transformational leadership index is 0 to 1. 0 is the worst and 1 is the best.

Table 5 demonstrates a sample result of three indexes: outcomes index, leadership
index and resource index. The scale for these three indexes ranges from 0 to 1. 0 is the
worst and 1 is the best. However, do note that the indexes in Table 5 are not comparable
to the TL index in Table 4 and specific index in Table 3 due to different normalisation
formulas.

Figure 2 presents a consolidation of the transformational leadership index based on 64
usable responses. Every dot in the graph represents the transformational leadership index
for one participant. The highest TL index of this group (n D 64) is 0.74, and the lowest is
0.37. As a result, the mean transformational leadership index for all participants is 0.53.
The circle in the graph (Figure 2) indicates the mean index for all participants.

Table 6 presents descriptive statistics and inter-correlations between the outcome
index, leadership index, resource index and transformational leadership index. Observ-
ably, the correlation between three indexes (OI, LI, RI) and the TL index are high (0.4;
0.6; 0.6); and this could justify the validity of the new equations.

Table 3. A sample result: specific index.

ID
Specific

IC
Specific
IM

Specific
IS

Specific
BT

Specific
PC

Specific
PT

Specific
IT

Specific
OR

Specific
EF

Specific
SA

Specific
EE

Specific
PL

Specific
CL

Specific
DL

1 0.87 0.96 0.94 0.97 0.97 0.92 0.83 0.78 0.79 0.83 0.62 0.71 0.96 0.64
2 0.77 0.90 0.82 0.86 0.60 0.98 0.74 0.84 0.69 0.88 0.56 0.63 0.99 0.58
3 0.84 0.84 0.75 0.75 0.86 0.59 0.99 0.74 0.91 0.91 0.82 0.58 0.97 0.57
4 0.83 0.96 0.78 1.00 0.80 0.83 0.79 0.81 0.53 0.76 0.77 0.91 0.89 0.77
5 0.81 0.99 0.70 0.88 0.95 0.79 0.74 0.99 0.75 0.66 0.91 0.51 1.00 0.46

Table 4. A sample result: ABS transformational leadership index.
Part. ID Total of ABS diff. TL index

1 167.3 0.58
2 239.9 0.4
3 222.7 0.44
4 191.2 0.52
5 222.9 0.44

Table 5. A sample result: outcomes index, leadership index and resource index.
Part. ID OI LI RI

1 0.74 0.87 0.87
2 0.71 0.79 0.79
3 0.88 0.76 0.79
4 0.68 0.88 0.81
5 0.77 0.76 0.87
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Table 7 presents the data analysis and inter-correlations between 14 factors and trans-
formational leadership index. The correlation coefficients can vary numerically between
0.0 and 1.0. The closer the correlation is to 1.0, the stronger the relationship between the
two variables. In this table, there are several correlation coefficients that indicate the exis-
tence of a medium to strong relationship, for example: a) between effectiveness EF vari-
able and extra effort EE variable (¡0.66); b) between extra effort EE and satisfaction SA
(¡0.52); c) between dynamic leadership DL and passive leadership PL (¡0.85); d)
between controlling CL and passive leadership PL is (¡0.50).

5. Discussion

5.1. Discussion

This study strengthens the empirical evidence that leadership behaviour can be effectively
visualised in a holistic way by using the transformational leadership sand cone model.
The analytical model is definitely simple to use, with respect to the AHP-based question-
naire which is quite straightforward for the leader to answer. The common traffic light
defined in the model could help leaders easily recognise on what and where they should
focus in order to get maximal results of the outcomes. The colourful profile is a clear

Figure 2. Total transformational leadership index.

Table 6. Descriptive statistics and indexes inter-correlations.
Variables Mean SD Min Max 1 2 3

1 TL index 0.53 0.09 0.37 0.74 1
2 Outcome index, OI 0.82 0.09 0.62 1 0.4 1
3 Leadership index, LI 0.82 0.05 0.72 0.9 0.67 ¡0.2 1
4 Resource index, RI 0.84 0.07 0.72 1 0.62 0.17 0.04

NOTE: The correlation coefficients between TL index and Outcome index is 0.40. The correlation coefficients between
TL index and Leadership index is 0.67. The correlation coefficients between TL index and Resource index is 0.62.
These high scores indicate the presence of a strong relationship between 4 indexes.
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guideline for leaders to follow and improve their leadership behaviours as well as their
decision-making.

With respect to the research question:

‘To what extent do leaders in this multinational company display transformational leadership?’

The results obtained from the total of the TL index presented in Figure 2, which shows
an average index of 0.53. By using a word rating scale: Excellent � 0.8, Good � 0.6, Aver-
age � 0.5, Poor � 0.3, Very poor � 0, we can conclude that 0.53 is the average. This result
conveys a clear message to help the organisation in having better understanding of their
current transformational leadership effectiveness.

In this study, we focused on the transformational leadership sand cone model, which
contains four components with 14 performance factors. That is, first, the Resources com-
ponent consists of four factors; second, the Results component consists of three factors;
third, the Cornerstones component consists of four factors and finally, the Direction of
outcomes component consists of three factors. Each performance factor was defined with
an optimal value (see Section 2.2); if the answers of the respondents are closer or equal to
the optimal values, then the calculated TL index will be good (1 is the best index). The bet-
ter the performance, the higher the index. The performance result will reflect on the lead-
ership profile; in other words, a good performance will give a green leadership profile. In
contrast, if the answers are far away from the optimal values, then the TL index will be
low; consequently the leadership profile will be shown as red. Furthermore, as the inter-
correlation values within the 14 behaviour factors were high, from 0.40 to 0.85 (Table 7),
this gives a strong indication of a trustworthy model.

5.2. Implications

This research delivers three practical implications:
Implication 1, our results offer a simple but effective measuring method to create a

clear leadership profile with traffic light colours, the colour and the weight for each behav-
iour in the profile provide a visual guideline, which leaders easily can follow to increase
their own self-awareness and improve their leadership skills. Admittedly, this concept can
be utilised for any respondents who are able to answer the questionnaire consistently, he/
she does not need to be a leader, he/she can be a university student, a teacher, an officer, a
nurse or any other occupation.

Implication 2, the indexes obtained through the results from Implication 1 above, can
be utilised by management or Human Resources for recruitment or promotion purposes.

Implication 3, the three groups of people in the model (Prospectors, Analysers and
Defenders) provide a foundation for further research in developing sustainable careers for
global leaders.

5.3. Limitations and further research

In spite of the size and diversity of the studied company, our investigation still has limita-
tions that must be addressed in order to open a reference point for further studies. First,
this study examines and measures the effectiveness of global mid-level transformational
leaders, although it is clear that leadership behaviours can be visualised and measured by
using the sand cone model; however, what is less clear is how factors such as cultures,
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genders, education, working experience or financial situation of the company influence
the effectiveness of transformational leaders. Therefore, further research should focus on
this perspective in order to get better understanding of the fundamental changes in people
management practices. The second limitation of this research is related to the descriptive
statistics results, although the correlation between transformational leadership index and
three other indexes (OI, LI, RI) was high (0.4; 0.7; 0.6), the correlation between LI and RI
was not as strong as expected (0.04). Thus, further longitudinal studies are needed as we
continue to expand this model deeply into the sustainable career research area.

6. Conclusions

This is one of the first large-scale studies to empirically test the analytical transformational
leadership sand cone model in a multinational business environment. This study’s
uniqueness is the large sample of participants from 21 different geographical zones
around the world. The research provides not only an effective measuring method, but
also offers a quantitative result to the company. This finding may convey to the organisa-
tion a new insight into developing training programmes to support the leaders in improv-
ing their transformational leadership behaviours from national to global levels.
Furthermore, this simple evaluation concept can be utilised for recruitment, selection or
promotion purposes for any company. We expect these new findings to significantly
increase the use of this transformational leadership sand cone model, because this new
model, beyond the benefits mentioned earlier, can also be used as an aid in developing
sustainable careers for global leaders, or as a recipe for leadership success.
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Appendix 1. Participants’ locations and nationalities
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Appendix 2. Collection of usable data from the survey

Note: This figure represents the collection of usable data in eight categories. The number display under each
group (e.g. 23 in group Europe) is the total participants in group Europe, and the percentage in Italic, for example
36% is the percentage of respondents in group Europe (23/64). 64 is the total number of the usable responses.

Appendix 3: Transformational leadership sand cone traffic light values

Directions of outputs/optimal 33%
50–100 (red)
40–50 (yellow)
20–40 (green)
10–20 (yellow)
0–10 (red)

Cornerstones/optimal 25%
40–100 (red)
30–40 (yellow)
20–30 (green)
10–20 (yellow)
0–10 (red)
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Dynamic leadership/optimal 82%
70–100 (green)
50–70 (yellow)
0–50 (red)
Controlling and passive leadership/optimal 9%
25–100 (red)
15–25 (yellow)
0–15 (green)
Resources/optimal 25%
40–100 (red)
30–40 (yellow)
20–30 (green)
10–20 (yellow)
0–10 (red)

Appendix 4: A sample of the web survey
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Appendix 5: A sample of an equation control test
1 2

TOTAL of ABS diff. 1
TL index ¡1 1

Note: Total of ABS diff D Total of absolute difference.
TL index D Transformational leadership index.
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ABSTRACT
The main purpose of this study is to investigate how factors such as
cultures, genders, education, working experience or financial situation
of the company influence the effectiveness of transformational
leaders. By using transformational leadership (TL) sand cone model,
together with an analytic hierarchy process-based questionnaire and
TL indexes as well as a descriptive research approach, we measure
the TL effectiveness for 86 middle managers located in 21 countries
at the same company. We find that highly educated leaders, female
leaders or leaders in a business unit with stable financial status
were more effective (higher TL index) than the leaders in the
opposite counterparts. Surprisingly, senior leaders and leaders of
multicultural teams seem to be less effective (lower TL index) than
fresh leaders who recently (within 1–5 years) joined the company.
The implications of the findings for both theory and practice as well
as directions for further studies are also discussed.
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Relevance to human factors/ergonomics theory

This empirical research highlights a decision-making model which outlines the fundamental behav-
iours for transformational leaders. This study also offers a fresh perspective of how cultures, gen-
ders, education as well as several other human factors would have an impact on the effectiveness of
transformational leaders.

1. Introduction

Throughout the past two decades, transformational leadership is one of the most fre-
quently supported leadership theories (Avolio, Walumbwa, and Weber 2009; Sosik and
Jung 2010; Li, Zhao, and Begley 2015; Bai, Lin, and Li 2016; Wang, Kim, and Lee 2016;
Banks et al. 2016). Although scholars have already examined relations between transfor-
mational leadership and personality (Judge and Bono 2000; Hautala 2005), some studies
have maintained a focus on transformational leadership behaviours and attitudes analysis
(e.g. Podsakoff et al. 1990; Podsakoff, MacKenzie, and Bommer 1996; Lehmann-
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Willenbrock et al. 2015; Jin, Seo, and Shapiro 2016), other studies have focused on mea-
suring the effectiveness of transformational leaders by using transformational leadership
sand cone model (e.g. Nissinen 2006; Takala et al. 2005; Takala, Hirvel€a et al. 2006;
Takala, Leskinen, et al 2006; Takala, Kukkola, and Pennanen 2008; Takala et al. 2008;
Kazmi, Naaranoja, and Takala 2013; Ha-Vikstr€om and Takala 2016). However, what is
less clear is how factors such as cultures, genders, education, working experience or finan-
cial situation of the company influence the effectiveness of transformational leaders. In
order to fill in that gap, this study attempts to assess the influences of these above-men-
tioned factors on transformational leadership, and focus on a main research question:

Do nationality diversity, genders, education, working experience as well as the financial
status of the business unit influence the effectiveness of transformational leaders?

We address our research question by using a dataset of 86 middle level managers from
17 different nationalities, who are working at a same multinational company, but located
in 21 different geographical zones around the world.

The empirical study offers a fresh perspective to the theory of how nationality diversity,
genders, education and working experience as well as financial status would have an
impact on the effectiveness of transformational leaders. This theory may convey to global
organisations new ideas for leadership training program to support their leaders to reach
their ultimate career. In addition, this simple assessing method can be used for recruit-
ment selection or promotion purposes. Finally, this new conceptual model can also be
used as an aid in developing sustainable careers for global leaders.

This paper is structured as follows. Section 2 describes the conceptual frameworks. Sec-
tion 3 explains the method with data collection and measuring. Section 4 introduces the
results analysis. Finally, Sections 5 and 6 present our discussion and conclusions.

2. Conceptual frameworks

In line with the overall coherence concepts based on the previous research of Ha-
Vikstr€om and Takala (2016), the conceptual frameworks we use in this study included (1)
analytic hierarchy process (AHP) and an AHP-based questionnaire; (2) transformational
leadership sand cone model and transformational leadership indexes (TLI).

2.1. Analytic hierarchy process (AHP) tool and questionnaire

Analytic hierarchy process is a multiple criteria evaluation tool based on mathematics and
psychological concept through pairwise comparison. Developed by Thomas Saaty since
1970, AHP provides a proven, effective means to deal with complex decision-making and
can assist in identifying and weighing criteria, analysing the data collected and expediting
the decision-making process. In other words, AHP helps the decision-maker to set priori-
ties in complex situations by synthesising the results. Nowadays, AHP is used around the
world in a wide variety of decision situations, in fields such as government, business,
industry, healthcare, shipbuilding and education (Saracoglu 2013).

We utilise the AHP-based questionnaire because AHP helps to capture both subjective
and objective evaluation measures by respondents. The AHP concept could provide a
technique to check the consistency of the respondents’ evaluation; consequently it reduces
the biases that respondents may have in their decision-making process. More details about
the contents of the questionnaire will be presented in the method section.
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2.2. Transformational leadership sand cone model

The transformational leadership sand cone model was developed and re-constructed
based on the original conceptual sand cone model to evaluate the transformational leader-
ship performance that was invented and improved by Takala et al. (2005), Takala, Hirvel€a,
et al. (2006), Takala, Leskinen, et al. (2006), Takala, Kukkola, and Pennanen (2008) and
Takala et al. (2008). The structure of this model supported by four main components that
is called RRCD (Resources, Results, Cornerstones and Directions of outputs).

� Resources are the foundation which is formed by four equally important elements:
processes (PC) 25%; people, technology and know-how (PT) 25%; information sys-
tems (IT) 25% and organisation groups and teams (OR) 25%.

� Results include three styles of leadership: passive, controlling and dynamic leadership in
which passive and controlling leadership concentrate more on corrective actions and
least effective (Bass and Riggio 2006). While dynamic leadership plays a crucial role,
the world has become more complicated, dynamic times require dynamic, driven lead-
ers (Williams 1998) who can lead with courage, with passion and vision (Duffy 2006)
and can also react to changes by being proactive. Therefore, the optimal value defined
for dynamic leadership element is 82%, while the optimal value for controlling and
passive leadership is 9% each (Ha-Vikstr€om and Takala 2016)

� Cornerstones contain a group of three ‘I’ factor and building trust factor. That is, Intel-
lectual stimulation (IS), Individualised consideration (IC), Inspirational motivation
(IM) and Building trust and confidence (BT). Jung and Avolio (1999), Kirkpatrick and
Locke (1996) and Bono and Judge (2003) have described these four factors as follows:
- Intellectual stimulation (IS) refers to leaders’ capacity to encourage his or her fol-
lowers to think out of the box, to be innovative and creative and generate new ideas.

- Individualised consideration (IC) refers to leaders’ ability to pay special attention
to each individual follower’s needs for achievement and growth; to act as a coach
or mentor and create new learning opportunities helping followers to develop
their own leadership potential.

- Inspirational motivation (IM) describes those leaders who can provide a clear
vision for their followers’ work by displaying enthusiasm. Inspirational motiva-
tion (IM) describes leaders who motivate and provide a clear vision, encourage
and set high standards for followers for future goals.

- Building trust (BT) originated from Idealised influence which is constructed by Bass
(1999) to describe a leader, a role model for their followers, showing respect by dem-
onstrating care, development of mutual trust and demanding equality (e.g. Bass
1999; Bass and Steidlmeier 1999; Dirks and Ferrin 2002; Bass and Riggio 2006).

Due to the equivalent importance of each element in this Cornerstones component
explained above, the defined optimal value for each element is 25% (Takala, Kukkola, and
Pennanen 2008; Takala et al. 2008). Finally, the top level of the transformational leader-
ship sand cone model is as follows:

Direction of outputs includes three types of performances: Effectiveness (EF), Satisfac-
tion (SA) and Extra effort (EE). These are also the main foundation of the ‘Prospector,
Analyser and Defender’ model, which was innovated by Takala, Kukkola, and Pennanen
(2008). Extra effort EE, or Prospector – oriented to the future and extra effort.
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Effectiveness EF, or Defender – oriented for current results, less effort for the future. Satis-
faction SA, or Analyser – oriented between prospector and defender. Based on the equiva-
lent importance of these three performances, the defined optimal balance for each element
in this direction of outputs component is: Effectiveness EF D Extra Effort EE D Satisfac-
tion SA D 33.3% (Takala, Kukkola, and Pennanen 2008; Takala et al. 2008).

Figure 1 is an example of the transformational leadership sand cone model.
This colourful model is defined by a list of traffic light values, which can be found in
Appendix 3. Green stands for strength in the current variable, yellow stands for possibility
for development and red stands for focus in the development potential. In the black and
white printed version, the green colour is signified with blank, yellow with dots and red
with horizontal lines.

2.3. Transformational leadership indexes

Five formulas of TLI used in this study are: specific index, outcomes index, leadership
index and resource index (Ha-Vikstr€om and Takala 2016)

Transformational leadership index (TLI)

TLID 1�
P

ABS valuesP
Optimal values

(1)

Note: ABS values D ABS (respondent behaviour’s result ¡ optimal value)
Optimal value IC D IM D IS D BT D 25; PC D PT D IT D OR D 25
EF D SA D EE D 33.3; DL D 82, CL D PL D 9

Specif ic indexD 1� Absolute dif ference
Maximal dif ference

� �
(2)

Note: Maximal difference EF D SA D EE D (100 ¡ 33.3) D 66.7
Maximal difference IC D IM D IS D BT D (100 ¡ 25) D 75
Maximal difference PL D CL D 91;
Maximal difference DL D 82
Maximal difference PC D PT D IT D OR D (100 ¡ 25) D 75
Outcome index OI; leadership index LI; resource index RI equations:

OIDMean Sspecif ic index EF; SA; EEf gð Þ (3)

LIDMean Sspecif ic index IC; IM; IS;BT;PL;CL;DLf gð Þ (4)

RIDMean Sspecif ic index PC; PT; IT;ORf gð Þ (5)

Note: All acronyms mentioned in Equations (1)—(5) were explained in the previous
transformational leadership sand cone model in Section 2.2.

3. Method

In order to describe the facts of our specific research questions in an accurate way, we use a
descriptive research approach. Participants in this study are the middle level managers/
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leaders in four different business units in a multinational energy company. With respect to
the request of this company, different business units as well as the name of the company
will not be revealed. The mid-managers were chosen since they have the largest amount of
subordinates/followers compared to higher levels (Ha-Vikstr€om and Takala 2016).

Figure 1. Transformational leadership sand cone model (Ha-Vikstr€om and Takala 2016).
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3.1. Questionnaire

The questionnaire used in this study was designed as a web survey, it consists of two main
parts, the first part included 12 questions related to the participants’ background; the sec-
ond part contains 30 pairwise comparison statements. This second part was developed by
Takala et al. during 2005–2008 and has been comprehensively improved since then. A
sample of this questionnaire can be found in Appendix 4. In order to maximise honest
responses from the participants, we emphasised in the survey invitation email that there
are no right or wrong answers, also that all answers will be completely anonymous.

3.2. Data collection

All in all, 138 survey invitations were emailed to the chosen mid-level managers/leaders at
the same company but located in 21 different countries around the world (list of countries
and locations can be found in Appendix 1). Of the 138 invitations, 86 leaders completed
the survey, which gives a response rate of 62% (86/138). For a web-based survey, this is a
robust result (Hoonakker and Carayon 2009; Shih and Fan 2008).

Data collection details:
Nationality region (%) N

Europe 35 (30/86)
North Europe 40 (34/86)
Middle East and Asia 25 (22/86)
Business unit
A 16 (14/86)
B 14 (12/86)
C 16 (14/86)
D 53 (46/86)
Education
Doctoral degree 6 (5/86)
Master’s degree 36 (31/86)
Bachelor’s degree 37 (32/86)
Other degree 21 (18/86)
Work experience
1–5 years 17 (15/86)
6–10 years 36 (31/86)
11–15 years 20 (17/86)
16–20 years 13 (11/86)
over 20 years 14 (12/86)
Number of followers
Over 10 followers 47 (41/86)
Less than 10 53 (45/86)
Leaders/followers have the same nationalities
Yes/same nationalities 55 (47/86)
No 45 (39/86)

Responsibilities recently changed: 30% (25/86) of participants have recently or during
this year had some significant responsibility changes (such as position, work conditions
or location). This last factor was taken into account because it may have some impact on
the leaders’ decision-making behaviour which might reflect on the responses (Ha-
Vikstr€om and Takala 2016).

In order to increase the internal validity, only responses with an inconsistency ratio (ICR)
value of 0.3 or lower can be considered as reliable or usable answers and can be analysed fur-
ther. From AHP-first round of analysis, 74% (64/86) of the answers were usable, 24% (21/86)
were disqualified due to a high ICR. A collection of usable data can be found in Appendix 2.
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3.3. Measures

The main tool we used in this study is the Expert ChoiceTM software package (which
implements the AHP) and Microsoft Excel. First, we transfer the data received from the
questionnaire to the Expert Choice software, from these first results all responses with
high ICR will be disqualified. Second, the usable or qualifying data will be analysed further
by following the transformational leadership concept and the traffic light value (see
Appendix 3). Specifically, we apply the value of each behaviour to the five transforma-
tional leadership equations presented in Section 2.3. In the final results, each leader
obtains a transformational leadership profile with clear traffic light colour (e.g. Figure 1)
and also five different indexes: total leadership index, specific index, resource index, lead-
ership index and outcomes index.

3.4. Reliability controls

In order to ensure the reliability of the measurement effects, we utilised different techni-
ques for controlling common method biases. First, in the invitation email we assured
respondents that their answers will be completely anonymous and that there are no right
or wrong answers. Second, in the questionnaire, we add 12 extra pairwise comparison
questions to control the possible inconsistencies of the answers. These extra questions
should reduce biases in the retrieval stage of the response process (Podsakoff et al. 2003).
Third, in the calculation and analysis process, we also use the ICR to disqualify all the
inconsistent answers. Fourth, for each result, we made an equation control test, and for
the total results we made inter-correlations. In addition, we also take into account the
margin of error (with 95% confidence interval) for the analysis. Finally, we utilised a semi
strong and weak market test (e.g. Fama 1970; Jensen 1978; Forss 2013) to confirm the low
data correlation obtained from the inter-correlations analysis by interviewing a General
Manager and a Director at the same studied company. According to Podsakoff (2003),
this psychological separation between the measurement of the predictor and criterion
variables helps to reduce the common method biases and increase the beneficial effects.
The interviews with high level managers took place in a face-to-face meeting; both inter-
viewees supported the high score correlation results (¡0.66) between Effectiveness and
Extra Effort factors. A table of data analysis and inter-correlations within 14 behaviour
factors can be found in Appendix 5.

4. Results

Based on the quite symmetric results of indexes which we received from the calculation
(the lowest index is 0.37 and the highest is 0.74), we considered that the mean/average is
more appropriate to use than the median (Soong 2004).

In line with many previous findings, we find that first, the effectiveness of transforma-
tional leaders with higher education may be better than with lower education. Second,
fresh leaders who have recently joined the company (within 1–5 years) are more effective –
compete harder and may enhance the company’s innovation better – than senior leaders
(who have worked more than 20 years at the same company). Third, female leaders are
more transformational effective than their male counterparts. Fourth, leaders in Middle
East and Asia might be more effective than leaders in Europe and North Europe.
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However, this result is quite ambiguous because of the unbalanced number of participants
in these three regions. Fifth, unexpectedly, leaders in this studied company seem to fail to
take advantage of their multinationalities subordinates, that is, leaders who have multicul-
tural subordinates seem to be less effective. Finally, we find a clear positive link between
the effectiveness of transformational leaders and a good financial health of a company, in
other words, the better financial status, the better leaders. Figure 2 presents the average of
the total transformational leadership index for the respondents from three nationality
regions: Europe, northern Europe and the Middle East and Asia. Europe includes partici-
pants from Italy, France, Germany, Greece, Netherlands, Poland and the United King-
dom. Northern Europe includes participants from Finland, Sweden, Denmark and
Norway. The Middle East and Asia include participants from Cameroon, India, Pakistan,
Turkey and China. As a result, the leaders from the Middle East and Asia obtain the high-
est TL index. The red error bars with accompanying error values in italics are shown on
the top of each sample group representing the confidence interval or margin of error.

Figure 3 presents the average of the total transformational leadership index for the
respondents in four different business units. Due to confidentiality matters, these business
units are coded A, B, C and D. The results show that the leaders from business D obtain
the highest TL index and the leaders from business unit A obtain the lowest TL index.

Figure 2. Transformational leadership index per region.

Figure 3. Transformational leadership index per business.
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Figure 4 presents the mean of the total transformational index for male and female par-
ticipants. This is a male dominated multinational company, therefore the number of
female participants is only 23% compared to 77% male participants. However, the results
show that female leaders achieve a higher TL index than male leaders.

Figure 5 presents the mean of the total TL index for leaders who have followers either
with the same nationality as themselves or not (the survey question is: do all of your sub-
ordinates have the same nationality as you?). The results show that the leaders who have
the same nationality as their followers obtain a slightly higher TL index than the other
leaders who have a team of diverse nationalities.

Figure 6 presents the mean of the total TL index for the participants according to their
education. The results show that the leaders who have a doctor’s degree obtain a higher TL
index than the leaders who have lower degrees. However, due to the percentage of doctoral
participants/leaders was only 3%, the margin of error in this group is quite high (0.19).

Figure 7 presents the mean of the total TL index of the participants according to the
years of experience of working in the company (the survey question is: how long have you
been working in this company?). The results show that the novice leaders who have
recently joined the company (between 1 and 5 years ago) obtain a higher TL index than
the senior leaders in the company.

Figure 4. Transformational leadership index per gender.

Figure 5. Transformational leadership index per different or same nationalities.
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Figure 8 presents the mean of the total TL index for leaders, according to the number
of followers they have. The results show that the leaders who have more than 10 followers
obtain a lower TL index than the leaders who have less than 10 followers.

Figure 9 presents the mean of the total TL index for the participants whose responsibil-
ities recently (during this year) have or have not significantly changed. Change here,
means for example change of location, position or working conditions. The results show
two equal indexes and this provides an indication that the recently changed responsibili-
ties do not impact on the leaders’ effectiveness.

Figure 6. Transformational leadership index per education.

Figure 7. Transformational leadership index per working experience in the company.

Figure 8. Transformational leadership index per number of followers.
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5. Discussion

Figure 10 is an extract from Figure 3 to Figure 10 to show a consolidation of the lowest
index versus highest index of significant factors that impact on the transformational
leadership. With respect to the research question: ‘Do national diversity, genders, edu-
cation, working experience, as well as the financial situation of the business unit influ-
ence the effectiveness of transformational leaders?’, a group by group interpretation
follows:

R1: Does education influence the effectiveness of transformational leaders? The results
show that the leaders who have a doctoral degree obtain a higher TL index than the
leaders who have lower degrees. However, as the percentage of participating doctor
leaders was only 6%, consequently the margin of error became quite high (0.19). Nev-
ertheless, Bass and Avolio (1993) and Bass (1999) emphasise that transformational
leadership is value driven and affected by moral and personal development, training
and development. In fact, in order to meet the constantly changing economic and

Figure 9. Transformational leadership index per responsibilities recently changed.

Figure 10. Transformational leadership highest index vs. lowest index per group.

THEORETICAL ISSUES IN ERGONOMICS SCIENCE 11



 Acta Wasaensia 141 

academic environment, transformational leadership is essential within higher educa-
tion so that adaptation can be completed (Ramsden 1998; Caldwell and Spinks 1999;
Gous 2003; Basham 2010). Friedman (2014) also concludes ‘people are not born to be
great leaders’ however, generally, a high educated leader might not automatically
become a high-performing leader; without passion, discipline or courage; without lead-
ership education and training, especially without the self-awareness and the unique set
of skills for transformational leadership, leaders cannot achieve at the highest of their
ability to help their organisation stay on ahead of the competition.

R2: Does working experience influence the effectiveness of transformational leaders? The
results show that the leaders who have 1–5 years of working experience in the company
have obtained a higher TL index than the senior leaders who have long working experi-
ence in the company. This interesting result may suggest as follows: young/novice or
energetic newcomer leaders, who have recently (within 1–5 years) joined the company,
might be under more pressure to show their best, or they may have more enthusiasm
with new challenges than senior leaders. This result is consistent with the recent
research findings of Grohsjean, Kober, and Zucchini (2016) that mobility leaders tend
to strengthen their identification and compete harder in the new organisation. Earlier
research has also revealed that employees’ mobility/newcomer leaders can help their
companies develop innovations (Singh and Agrawal 2011) and increase market share
(Somaya, Williamson, and Lorinkova 2008).

R3: Does gender influence the effectiveness of transformational leaders? The results
reveal that female leaders obtain a higher TL index than male leaders. Bass, Avo-
lio, and Atwater (1996) and Bass (1999) observe that several studies have shown
that women tend to be somewhat more transformational than their male counter-
parts and therefore females are more likely to become effective leaders. In terms
of interpersonal oriented behaviour, the results from self-ratings can be much dif-
ferent from others’ rating; however, in a study of 304 bank managers, in which
120 were women and 184 were men, Carless (1998) found that female managers
were more transformational than male managers, regardless if they rated them-
selves or they were rated by their supervisors. Furthermore, Eagly and Johanne-
sen-Schmidt (2001) have done a meta-analysis 47 studies and found that women
exceeded men significantly on individualised consideration, an important element
of the cornerstones component in transformational leadership. Hoyt (2013) and
Bahe et al. (2014) observe that women have the kind of transformational leader-
ship skills that the new global market requires. Clearly, multiple research findings
also support this view and explain why female leaders are perceived more effective
than male leaders. Because women make better androgynous leaders, they are
more likely to adopt leadership behaviours that combine a task orientation and a
person orientation and are transformational in nature; this is related to enhanced
leadership effectiveness (Ayman and Korabik 2010).

Moreover, a recent research which utilises the Global Mindset Inventory by Javidan,
Bullough, and Dibble (2016) discovered that ‘women demonstrated stronger global lead-
ership profiles, in regard to passion for diversity, intercultural empathy, and diplomacy’
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while ‘men tended to show strong global leadership regarding global business savvy, cos-
mopolitan outlook, and interpersonal impact.’ Yet, in this study, only 23% of the total
qualified participants are female as this is a male dominated company.

R4: Do different cultures influence the effectiveness of transformational leaders? The
results demonstrate that leaders from the Middle East and Asia (Turkey, India, Came-
roon, Pakistan and China) obtain a higher TL index than leaders from Europe (Italy,
France, Germany, Greece, Netherlands, Poland and the UK) or from northern Europe
(Finland, Sweden, Norway and Denmark). This result reveals an interesting perspec-
tive between transformational leadership and culture. However, according to Ayman
and Korabik (2010) leadership behaviours are not necessarily culturally universal,
which means that this actual valuable leader’s behaviour may not work as effectively
for those in heterogeneous work groups. In addition, the Global Leadership and
Organizational Behavioural Effectiveness study has found both universal transforma-
tional characteristics of ideal leadership, and ones reflecting the cultural specificity
within and between the proposed six clusters: charismatic/value based, team oriented,
participatory, human oriented, autonomous and self-protective (House et al. 1999;
Scandura and Dorfman 2004).

R5: Does nationality diversity in a team influence the effectiveness of transformational
leaders? The results show that leaders who have followers with the same nationality as
themselves acquire a higher TL index than the leaders who have multinational fol-
lowers, even though Bass (1999) argues that transformational leadership is more
likely to be enhanced further by the centrality of work in life and the high level
of group orientation among followers. However, this result may be consistent with
the findings of the Global Leadership Forecast study 2014 and 2015, which indi-
cate that a successful national leader does not automatically become a high-per-
forming leader of an internationally diversified team. As Fitzsimmons (2013)
observes that multinational organisation often fails to take advantage of their
nationality diversity employees. In order to benefit from the skills of diversity fol-
lowers and enhance the leadership effectiveness, Fitzsimmons suggests that leaders
should take a holistic approach to developing a multicultural ideology; the leaders
should be aware of the range of their multicultural followers’ outcomes and lead
them strategically.

R6: Does the financial situation influence the effectiveness of transformational leaders?
This studied company consists of four business units, and interestingly, the leaders
who obtained the highest TL index were from a business unit that has been financially
stable for a quite long time, while the lowest index is acquired by leaders from business
units being in more difficult financial situations. This result indicates a clear reciprocal
effect between transformational leadership effectiveness and the financial health of a
company. Admittedly, a recent study also observes the positive link between transfor-
mational leadership and the financial performance (Kazmi 2016). Furthermore, a new
finding of Jin, Seo, and Shapiro (2016) suggests that happy leaders lead better. This can
be interpreted that when the company’s financial status is low, it will probably affect
the pleasantness at work of the leaders and their behaviours; as a consequence, the
effectiveness of the leaders decreases.
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In brief, although a large number of studies have examined the benefits of transforma-
tional leadership, this empirical study has predominantly focused on the new model to
assess and measure the transformational leadership capabilities and profiles. By utilising
the rational transformational leadership sand cone model and the transformational lead-
ership indexes, based on the survey responses from 86 leaders from four different business
units, our results reveal that in different extent, factors such as cultures, genders, educa-
tion, working experience as well as the financial situation influence the effectiveness of
transformational leaders.

5.1. Limitations and further research

The first limitation to consider is related to the characteristics of the sample; as this study
was conducted in a male dominated organisation, the number of female participants was
relatively small. Also the number of the participants who have a doctoral degree was lim-
ited, while the number of participants from northern Europe was dominant. We do not
know whether these results would be generalisable to other types of organisations where
the number of females and males is similar, or the sample size for each condition is some-
what more balanced. Therefore, future research should explore whether our findings are
generalisable to samples from different organisational settings, such as profit organisa-
tions versus non-profit organisations, or private industries versus public sectors with dif-
ferent gender and culture composition.

Besides the limitation of generalisability, another limitation of this research is related to
the self-assessment of the leaders. However, as Podsakoff et al. (2003) noted:

One of the major causes of common method variance is obtaining the measures of both pre-
dictor and criterion variables from the same source, and one way of controlling for it is to
collect the measures of these variables from different sources.

Therefore, further studies to measure the effectiveness of middle managers but evaluate
by managers’ superiors would be needed. Finally, a longitudinal research to analyse the
direction of sustainable career for global leaders would also be useful.

6. Conclusions

This empirical study highlights not only an effective measuring method, but also offers a
fresh perceptive to the theory of how culture, gender, education, working experience or
financial status of the company as well as several other aspects might impact on the effec-
tiveness of transformational leaders. This new theory may deliver new ideas into develop-
ing training programs to support leaders, especially senior leaders to increase their
transformational role behaviour, and to lead their multicultural subordinates strategically,
in order to take the company to the highest level of performance. In addition, for practical
implications, the model and its assessing method can be used for recruitment or promo-
tion purposes. Exclusively, the ‘direction of outputs’ component of the transformational
leadership sand cone model can also be utilised as an appliance in developing sustainable
careers for global leaders.
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APPENDIX 1: Participants’ locations and nationalities.

No. Participants’ locations n No. Participants’ nationalities n

1 Cameroon 1 1 British 5
2 China 6 2 Cameroonian 1
3 Denmark 2 3 Chinese 7
4 Estonia 1 4 Danish 2
5 Finland 25 5 Dutch 3
6 France 3 6 Estonian 1
7 Germany 8 7 Finnish 25
8 Greece 3 8 French 3
9 India 7 9 German 8
10 Italy 4 10 Greek 3
11 Netherlands 2 11 Indian 11
12 Norway 2 12 Italian 4
13 Pakistan 1 13 Norwegian 2
14 Poland 3 14 Pakistan 1
15 Saudi Arabia 1 15 Polish 4
16 Sweden 3 16 Swedish 4
17 Taiwan 1 17 Turkish 2
18 Turkey 2 Total 86
19 United Arab Emirates 4
20 United Kingdom 6
21 United States 1

Total 86
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APPENDIX 2: Collection of usable data from the survey.
Nationality region % N

Europe 36 (23/64)
North Europe 45 (29/64)
Middle East and Asia 19 (12/64)
Business unit
A 14 (9/64)
B 13 (8/64)
C 19 (12/64)
D 55 (35/64)
Education
Doctoral degree 5 (3/64)
Master’s degree 41 (26/64)
Bachelor’s degree 38 (24/64)
Other degree 17 (11/64)
Work experience
1–5 years 17 (11/64)
6–10 years 41 (26/64)
11–15 years 17 (11/64)
16–20 11 (7/64)
Over 20 years 14 (9/64)
Number of followers
Over 10 followers 50 (32/64)
Less than 10 50 (32/64)
Leaders/followers have the same nationalities
Yes/same nationalities 50 (32/64)
No 50 (32/64)

APPENDIX 3: Transformational leadership sand cone traffic light values.

Directions of outputs/optimal 33%
50–100 (red)
40–50 (yellow)
20–40 (green)
10–20 (yellow)
0–10 (red)

Cornerstones/optimal 25%
40–100 (red)
30–40 (yellow)
20–30 (green)
10–20 (yellow)
0–10 (red)

Dynamic leadership/optimal 82%
70–100 (green)
50–70 (yellow)
0–50 (red)

Controlling and passive leadership/optimal 9%
25–100 (red)
15–25 (yellow)
0–15 (green)
Resources/optimal 25%
40–100 (red)
30–40 (yellow)
20–30 (green)
10–20 (yellow)
0–10 (red)
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APPENDIX 4: A sample of the web survey.
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This study explores the focus of leadership behaviours that per-
ceived and experienced by leaders in a multinational company.
By using triangulation method including questionnaires, in-depth
interviews and observations, we analyse the data collected from
twenty managers across organisational levels. The results reveal
the patterns of managerial behaviour in three key focus areas for
success: people, process and goal. Directors and general managers
are more people-focused than line managers, who in turn tend to
be more process-focused. The research findings bridge the gap in
the field and initiate a new normative leadership behaviour model
(people-, process and goal-focused), which can be used to directly
support leaders in enhancing their leadership skills as well as for
recruitment or promotion purposes. The model can be utilized
as an aid to organisations when developing training programs to
support leaders in different types of organisations (for-profit or
non-profit) to focus their development efforts on organizational
success.

Key words: leadership, leadership behaviour, people-focused,
process-focused, goal-focused
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Introduction

Today’s business world is changing more rapidly and more dra-
matically than ever before. Changes are driven by, among other
things, advanced technological innovation, globalization and hyper-
competition. In order to deal with such a complex dynamic envi-
ronment, business leaders must help their companies to adapt to
rapid speed of change in order to ensure enduring organisational
success. Business leaders, meanwhile, need to enhance employees’
aspiration and activate their higher order needs through ethical,
symbolic and helping behaviours (Bass et al. 2003; Antonakis and
House 2014).

Despite agreement on the importance of leadership behaviour in
business success, since 1940s it was becoming clear that there were
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two separate but related paths for thinking about leadership be-
haviours orientations. One path, the relationship/people-oriented
behaviour (Fleishman 1957; Bass 1967; Fiedler and House 1988; Jo-
hannsen 2012); the second path, the task- or goal-oriented leader-
ship behaviour (Fleishman 1953a; 1953b; Halpin 1954; Stogdill 1963;
House 1971; Bass 1990; Griffin and Ebert 2010; Anzalone 2012); and
the third path, non-relations-oriented and non-task-oriented, which
is called laissez-faire or inactive leadership behaviours (Bass and
Avolio 1995; 1997). Unrelated to these paths, De Jong and Den Hartog
(2007) proposed that there are 13 relevant leadership behaviours in-
cluding innovative role-modelling, stimulating knowledge diffusion,
providing vision, providing resources, organizing feedback, monitor-
ing, and consulting etc. (see table 1).

The key problem is that many various titles have been used to cat-
egorize the task-oriented leadership behaviours. For example, task-
orientation can be referred to goal achieving (Cartwright and Zan-
der 1960) or goal emphasizing (Bowers and Seashore 1966) or initi-
ating structure (Hemphill 1950). Actually, some of them are similar
and some of them are dissimilar. Furthermore, in terms of process-
oriented behaviours, even Harrington (2011) explains that if peo-
ple are the heart of the organization, then processes represent the
brain. This important path (business process-oriented leadership
behaviour) as well as the combination of three paths: people, pro-
cess and goal at the same time remains unexplored.

Based on above shortcoming, the aim of this study is to explore
leadership behaviours as perceived or experienced by different lev-
els of leaders/managers in a company, especially in three key focus
areas: people, process, and goal. By relating directly to the real, prac-
tical experience of people in a business organization, we pursue to
answer the following research question: how leadership behaviour
is manifested across organisational levels.

As Srikumar Rao (2010), a ted Talk speaker and the author of
Happiness at Work, has said:

We live in a world where what we (people) think of, what we in-
vest in, is the outcome (goal). We define our life in the following
way: here I am, here is where I want to go, these are the steps
(process) I have to take in order to get from where I am to where
I want to go, and if I succeed, life is wonderful. And if you don’t
succeed, still wonderful, because now you have a new starting
point, and from that new starting point, you select another out-
come and keep going.

76 management · volume 12
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People Process Goal

figure 1 Essential Focus Areas for Leadership Behaviour

We use triangulation method, a combination of qualitative and
quantitative approaches, comprising a questionnaire, in-depth in-
terviews and observation to examine data collected from 20 female
and male managers, 90% of whom were European, across different
organisational levels: namely, directors, general managers and line
managers. Each of them has an engineering or information technol-
ogy background within a global company in Northern Europe (at the
request of the studied company, its name will not be revealed).

This paper proceeds as follows. First, we briefly explain our con-
ceptual framework. We then describe our methodology, the way in
which we collected and analysed the data, as well as the validity and
reliability of the work. We next provide details of our findings and
present our evaluations. Finally, we conclude with a discussion of
the findings, limitations and opportunities for further research.

Conceptual Framework

The conceptual framework for this research is constructed, not
found. It incorporates different partial pieces that are borrowed from
the leadership theories but ‘the overall coherence, is something that
we build, not something that exists ready-made’ (Maxwell 2012).
These varying theoretical perspectives are supposed to be useful
and enrich our understanding of organisational phenomena (Hitt et
al. 2007). Our conceptual framework are constructed from four main
sources (see Maxwell 2012):

1. Researcher’s experiential knowledge: after over 20 years in a
global business environment, we have got used to the mind-
sets of ‘to think out of the box.’ Despite many existing theories
and research about leadership behaviour, we endeavour to other
ideas from outside this traditionally defined field, to incorporate
different attitudes and thoughts reflecting what managers expe-
rience in their real working life.

2. Existing theory and research: table 1 presents a brief previous
research on different leadership behaviours.

3. Our pilot and exploratory research: we attempt to integrate differ-
ent approaches survey, in-depth interview and observation. We
utilize the triangulation approach in order to get greater breadth
of perspectives and a deeper understanding of the leadership
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table 1 Previous Research on Leadership Behaviours

Category Authors Focus on

Relations-
oriented
leadership
behaviours

Hemphill (1950) Consideration regarding wellbe-
ing and contributions of followers

Fleishman (1957) Emphasizing employee needs

Blake and Mouton (1964) Concern for people

Mann (1965) Human relation orientation

Bowers and Seashore (1966) Interaction facilitative and sup-
portive

Anderson (1974) People centred

Ouchi (1981) Participatory decision-making

Misumi and Peterson (1985) Building mutual trust and demo-
cratic

Bass and Avolio (1995; 1997) Idealized influence, individual-
ized consideration, intellectual
stimulation, and inspirational
motivation.

Griffin and Ebert (2010) Prioritize the welfare of everyone
in a team

Conger (2011) Encouraging the interaction
within teams

Task-
oriented
leadership
behaviours

Hemphill (1950) Initiating structure

Katz, Maccoby, and Morse (1950) Focused on production

Fleishman (1951) Defining group activities

Fleishman (1957) Production emphasizing

Cartwright and Zander (1960) Goal achieving

Blake and Mouton (1964) Concerned with production

Bowers and Seashore (1966) Goal emphasizing

Reddin (1977) and Zaleznik (1977) Autocratic and management

Indvik (1986) Achievement oriented

Bass and Avolio (1995; 1997)
Bass (2000)
Bass and Bass (2008)
Conger (2011)

Contingent reward,
management-by-exception
(active), and management-by-
exception (passive)

Non relations-oriented
and non-task-oriented

Bass and Avolio
(1995; 1997)

Laissez-faire, avoid making deci-
sions

Continued on the next page

behaviour phenomenon, not leadership in general (Mingers
2001; Venkatesh, Brown, and Bala 2013). Through multiple in-
vestigation lines, we are more confident in our research data
and enhance the creative potential of the study; consequently,
we are able to provide a clearer understanding of the problem
and easily to reveal unique findings (Thurmond 2001).

78 management · volume 12
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table 1 Continued from the previous page

Category Authors Focus on

13 relevant
leadership
behaviours
findings

De Jong and Den
Hartog (2007)

Innovative role-modelling, support for innova-
tion, intellectual stimulation, stimulating knowl-
edge diffusion, providing vision, providing re-
sources, organizing feedback, consulting, del-
egating, monitoring, recognition, rewards and
task assignment.

4. Our thought experiments: the purpose of our thought experi-
ments is to describe reality, the present business environment.
The most essential objectives that could define business success
should be people and goal. However, how could the people reach
the goal, in which way? The answer is we have to act and achieve
it in a good procedure or process.

While management and leadership are distinct concepts or views,
in this study, leadership and management are roles that are not mu-
tually exclusive because our informants fulfilled these roles. We use
‘managers’ and ‘leaders’ interchangeable in referring to the infor-
mants (see De Jong and Den Hartog, 2007).

Research Methodology

This paper adopts the mixed methods approach, which combines
qualitative and quantitative methods, involving the use a question-
naire, followed by in-depth interviews, in order to examine the be-
haviours of 20 managers from three management levels (directors,
general managers and line managers) within a global company. The
purpose in applying this method is to integrate all the collected in-
formation into a cohesive whole, as well as increase confidence in
the research data, reveal unique findings, integrate theories and pro-
vide a clearer understanding of the problem (Jackson and Parry 2011;
Venkatesh, Brown, and Bala 2013). Figure 2 describes our research
design.

The weak and semi-strong market test (Jensen 1978; Forss 2013)
was conducted in the form of a short interview with a director, a gen-
eral manager and a line manager to confirm the inter-correlations of
the findings.

questionnaire

The questionnaire used in this study was designed as a web survey.
The survey introduction briefed the respondent about the purpose
of the study and provided a confidentiality statement. The invitation
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Quantitative survey
& results N =20

Observation &
interpretation

Qualitative
interviews & results

N = 20

Findings

Qualitative
interviews & results

N =3

Semi-strong &
weak market test

Verify cor-
relations

figure 2 Research Design

was sent to 28 leaders across different organisational levels in 2016,
20 of whom agreed to participate in the research. At that point, a time
and date were established for interviews, while leaders were asked
to fill in the survey at their earliest convenience. A personal code
was also given to each leader in order to complete the web survey so
that his/her answers could be correctly attached to his/her interview
responses for the purposes of data analysis.

The goal of the survey was to identify the participants’ leader-
ship profile and investigate how leaders utilized their organization’s
existing resources (such as their people, know-how, processes and
information technology systems), as well as how they applied their
ability to lead people in order to achieve a long-term or overall aim.
The survey consisted of two main parts: the first part, which was fully
consumed in this study, included 11 questions related to the partici-
pants’ background; the second part contained 14 questions covering
14 leadership behaviours, which were incorporated into the trans-
formational leadership sand cone model (Ha-Vikström and Takala
2016a; 2016b; 2016c), of which only 50% were used in this study be-
cause they focused on important insights of behaviours and attitudes
among leaders. Furthermore, due to the space limitations in the ar-
ticle, we decided not to present the remaining survey results, as they
were related to the effectiveness of transformational leadership.

In order to meet the aim of the research and maximize the like-
lihood of honest responses from the participants, we emphasized in
the survey that there were no right or wrong answers, as well as
stressed that all answers were completely anonymous. This should
have helped to reduce the anxiety of the participants or ensured that
they were ‘less likely to edit their responses to be more consistent

80 management · volume 12



 Acta Wasaensia 157 

People-, Process- and Goal-Focused Leadership Behaviour

with how they think the researcher wants them to respond’ (Pod-
sakoff et al. 2003).

in-depth interviews

We conducted interviews throughout October and November 2016.
The purpose of the interviews was to capture the attitudes, be-
haviours and perspectives in the context of being a manager in a
global company. Skype video calling was used to make it possible
for the interviewees to participate. Before recording the interview,
we clearly explained to the participants about the aims and impor-
tance of the study, as well as assured them about the confidential-
ity. A semi-structured interview technique was used with four key
open-ended questions and follow-up questions (Seidman 2013; Pad-
gett 2016). Overall, 20 interviews were conducted, with each inter-
view typically lasting less than an hour. The interviews were audio
recorded for transcription and coding purposes. Furthermore, in the
verification phase, after the results were generated, we also con-
ducted a short interview, which is known as a weak and semi-strong
market test with three leaders (a director, a general manager and a
line manager) to confirm our final results.

observation

We could utilize the ‘complete participant’ or ‘participant observa-
tion’ type in this study, which means the researcher intervenes in the
environment (Gold 1958) due to that the researcher has been work-
ing in the studied company over the past 20 years. Based on that,
the participants have been well known to the researcher in different
contexts for a quite long time. This existence of a long-term relation-
ship helped the researcher disclose the leaders’ deeper thoughts and
feelings better than otherwise would have been possible (Maclean,
Harvey, and Chia 2012). As this study focused on the leaders’ be-
haviour and attitude, that perception could be effortlessly observed
via social contact and business relationship. In order to make the
observations more reliable, we quantified the observation data, and
in unclear circumstances the researcher contacted the informants
for confirmation. From such a perspective, the observations in this
study play an extra role to strengthen the facts based on the data
collected from the questionnaire and the interviews.

data collection

The details of the data collection obtained from the questionnaire
are presented in table 2.
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table 2 Data Collection Obtained from the Questionnaire

Position Directors 35 (7/20)

General managers 45 (9/20)

Line managers 20 (4/20)

Gender Male 65 (12/20)

Female 35 (7/20)

Leaders’ nationality region Northern Europe 90 (18/20)

Asia 10 (2/20)

Age 35–44 years 25 (5/20)

45–54 years 50 (10/20)

>54 years 25 (5/20)

Working experience 6–19 years 50 (10/20)

>20 years 50 (10/20)

Leadership experience 1–5 years 10 (2/20)

6–10 years 25 (5/20)

>10 years 65 (13/20)

Total number of subordinates Less than 10 50 (10/20)

More than 10 50 (10/20)

Education Doctoral degree 5 (1/20)

Master’s degree 50 (10/20)

Bachelor’s degree 35 (7/20)

Below bsc 10 (2/20)

data analysis

The data analysis was conducted in five steps. First, the interviews
were transcribed verbatim into a text file, after which we manually
separated the original raw data into Excel to enable easy sorting,
filtering and grouping of the data for later comparison. Second, we
performed content analysis to analyse the text in the transcripts and
identify the core meaning behind each answer. Third, based on these
core meanings, we identified the categories or patterns by using a
technique called ‘open coding’ (Strauss and Corbin 1998, 223) or ‘an-
alytical coding’ (Corbin and Strauss 2007; Merriam and Tisdell 2015).
In this stage, we worked back and forth between these codes (Sal-
daña 2015) in the whole data set, searching for meaningful labels
and themes. Next, we used the ‘quantitizing’ technique of Miles and
Huberman (1994) to convert the qualitative data or verbal results
into numerical responses. Fourth, we calculated the survey results
for each respondent and then compared these results with the data
obtained from the interviews (the third step above) by applying the
‘member checking’ strategy, which sends the results of the analysis
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back to the participants. In this sense, the survey data became more
meaningful when interpreted in the light of essential qualitative in-
formation; at the same time, we were able to identify ambiguous or
uncertain information. Fifth, with the use of a constant comparative
method (Lincoln and Guba 1985; Lincoln, Lynham, and Guba 2011),
we compared all data with each other, searching for convergences
and eliminating discrepancies. This technique provided a rather rich
and comprehensive picture of leaders’ behaviour, such that we were
able to discover contextual patterns and uncover different dimen-
sions of the research problem.

validity and reliability

In order to ensure the internal and external reliability of the mea-
surements, we utilized different techniques for controlling common
method biases. Firstly, in terms of internal validity, we utilized data
triangulation, both quantitatively and qualitatively, in order to in-
crease the credibility and validity of the results. Furthermore, we
also conduct a control test for each equation.

Secondly, for external validity, we followed Jensen (1978) and Forss
(2013) in choosing a weak and semi-strong market test to check
low and high data correlation coefficients acquired from our inter-
correlations analysis. This was carried out by interviewing three
managers (a director, a general manager and a line manager), in
which we showed them the final results in order to receive their
feedback and confirmation. A tabulated presentation of the data
analysis and inter-correlations between 14 factors can be found in
the discussion section. Finally, we consulted the literature related to
different types of leadership behaviour in order to verify and vali-
date the findings. In all, this indicates that the measurement method
used has internal and external reliability.

Findings

The data analysis reveals seven specific pairwise categories reflect-
ing leaders’ behaviour and their actual deep meanings in real-life
context, as follows.

pair 1: facts versus philosophy

Between being a doer (facts) and being a thinker (philosophy), Hill
(2003) highlights that, prior to managerial promotion, most people
work as ‘doers’ or contributors; their primary responsibility is to per-
form tasks. Meanwhile, the ‘thinker’ prefers to seek a wider context,
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imagines different possibilities of how things should be done, con-
siders why or how everything connects and so forth. Fullan (2006)
defines another type of leaders’ behaviour, that is, ‘system thinkers
or theoreticians.’ In fact, the essence perception of this pairwise dis-
tinction ‘facts versus philosophy’ is essentially about a theory of atti-
tude, which acts as a guiding principle for leadership behaviour. The
distinction between these two behaviours can be interpreted and
evaluated throughout our interviews and observations, especially in
the first interview question when the leaders were asked to narrate
their own professional career story. Philosophical leaders tend to de-
scribe their career story in a figurative or poetic way, for example, a
respondent could take several minutes to answer a short question:

In an earlier part of my career in 1992, I learned from other lead-
ers and copied what they did a little bit. A leader is someone who
really believes in you and trusts you [the participant explained
with an example]. When the guy is actually trying his best, why
interfere. [Male general manager – philosophy]

Meanwhile, factual leaders tend to express themselves in a more
specific, literal way, for example:

I started 22 years ago as project engineer. In 1999, I moved over
to become a development manager, but I left the company in
2002. Two years later, in 2004, I returned. And since the begin-
ning of 2009, I have been a general manager . . . [Male general
manager – facts]

pair 2: results versus coach-oriented

In order to be successful in organisational settings and responding
to needs, leaders will either use behaviours and orientations, in or-
der to lead their followers towards delivering the highest level of
performance (results-oriented), or collaborate and foster an individ-
ualized relationship with their followers in order to work together on
reaching an agreed-upon destination (coach-oriented).

According to MacKenzie, Podsakoff, and Rich (2001) and Yukl
(2002), coaching and mentoring tend to be viewed as more useful
for leading employees because they are tailored to individual needs,
especially among those who are expected to work in unfamiliar or
new situations, as well as assume new responsibilities.

Results-based orientations, however, are regarded as involving
more stable personality traits (Payne, Youngcourt, and Beaubien
2007), in which people tend to judge successful performance (Rob-
erts, Treasure, and Conroy 2007).
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When we asked about leadership identity, leaders described their
own identity when leading people. The purpose of this question was
to determine whether the focus of leaders was on outcomes/goals or
on coaching/mentoring; 65% of managers admitted that they imple-
ment a coaching style:

My role is as a coaching type of leader. I listen and try to al-
low the person to find out the answers. If needed, I give advice,
brainstorm together and try to find solutions. [Female general
manager – coach]

Meanwhile, 35% of managers acknowledged that they were more
results- or goal-focused:

Somebody might say that I was a born leader, but it’s more about
a willingness to get things done. If I think that things are not
proceeding, I really take the lead, I tend to get things done and
get them running. [Male general manager – results]

pair 3: procedures versus human relations

For evaluation purposes, in this paragraph, we use the term pro-
cess for procedures and people for human relations. Process-focused
leadership is a behavioural approach in which the leader focuses
on the process that needs to be performed in order to meet cer-
tain goals, i.e., an adaptation of the task-focused leadership defini-
tion by Forsyth (2010). People-focused leadership is a behavioural
approach in which the leader focuses on the satisfaction, motivation
and general well-being of team members. The interviews and survey
responses demonstrated that 80% of managers were more people-
focused:

People will do their best when they know I care . . . You really
communicate with people, you inform them, follow-up, but you
also really have to show that you care for them. [Male line man-
ager – people/human relations]

I want to see the big picture, supporting people, developing trust,
being empathetic, listening to people, understanding how team
members feel. [Male director – people/human relations]

Listen to your people, your mind and heart, and always be hon-
est . . . I usually say that you have to always keep your ears and
eyes open, observing, talking with your people. [Male director –
people/human relations]

Meanwhile, 20% of managers admitted that they were more pro-
cess-focused:
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I’m quite structured and would like my subordinates to be struc-
tured, by being somewhat punctual. [Male line manager – pro-
cess/procedures]

I do not consider myself as a micro manager, but it’s easier
to lead an operational team. [Female general manager – pro-
cess/procedures]

pair 4: introvert versus extrovert

Allbeck and Badler (2008) explain that personality is a pattern of be-
haviour, which includes introversion and extroversion. Furthermore,
in Western European or American culture, it is well documented,
according to Zaccardi, Howard, and Schnusenberg (2012) that the
perception of a successful leader is one with outgoing characteris-
tics that is a charismatic extrovert. In other cultures, it is also well
known that having an extrovert in a leadership role means there is a
more evident connection to people, active engagement and enthusi-
asm than is observed from a reserved introvert.

However, a recent study conducted by Stephens-Craig, Kuofie, and
Dool (2015) revealed that the majority of participants believed both
introverts and extroverts could be successful leaders, while just a
few participants were minded that only extroverts could be effec-
tive leaders. This finding is based on qualitative research involving
31 mid- to high-level leaders in a variety of occupations. In fact,
regardless of the preference for introversion or extroversion, each
individual is capable of learning and compensating for one’s own
weaknesses in order to adapt and operate in the corporate world, a
world that may be designed for extroverts (Stephens-Craig, Kuofie,
and Dool 2015). The interviews demonstrated that 25% of respon-
dents were introverts:

My personality is introverted. I use up my energy if there is a lot
of controversy and hassle. [Female director – introvert]

I prefer to work independently in my own office, a workplace
that allows you to work innovatively. [Male line manager – intro-
vert]

Meanwhile, 75% of respondents admitted that they were more ex-
troverted:

I’m very extroverted. I would never be able to work on a long-
term basis by myself, it would kill me. [Male director – extrovert]

I’m not afraid to listen and talk to different people . . . I want
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to communicate with people, that’s a sustainable approach. [Fe-
male general manager – extrovert]

pair 5: the past versus the future

Future orientation, which is derived from Kluckhohn and Strodtbeck
(1961), is the degree to which individuals in organisations engage
in future behaviours, such as planning and investing in the future.
Shenhar (1993) emphasizes that future-oriented behaviour reduces
uncertainty. Furthermore, according to Ulrich, Zenger, and Small-
wood (2013), the future is more important than the past because
the working environment changes so quickly. Skip Prichard (2016),
the ceo of Leadership Insight, argues that: ‘It’s always easier to stay
where we are comfortable. But don’t become an expert on the prob-
lem; become known as someone who drives to a better future. That’s
the essence of leadership.’ That said, 70% of respondents indicated
that they were more inclined towards to the future, as indicated by
the following examples:

I’m interested in the future; I’m interested in looking at different
ways of doing things, interested in figuring out what happens if
we do something this way or another way. [Male general man-
ager – future]

Meanwhile, approximately 30% of respondents tended to think
about the past:

You should ask younger leaders to share [what they know] be-
cause now I have just (x) years and (x) months until retirement.
With the situation that the company has today, I wouldn’t want
to stay more than a day longer. [Male general manager – past]

pair 6: laissez-faire versus proactive

Generally speaking, the laissez-faire attitude (letting things take
their own course, without interfering) usually leads to lower produc-
tivity compared to a proactive attitude. Wooden and Jamison (2009)
insist that ‘successful leadership is not about being tough or soft,
sensitive or assertive, but about a set of attributes; first and foremost
is character . . . get ready to respond quickly and correctly; intensity
makes you stronger.’

Wooden and Jamison (2009) emphasize that a leader must have
the initiative and courage to make decisions, as well a willingness to
risk failure. Meanwhile, laissez-faire leadership should not be con-
fused with empowering management; nor should it be confused with
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democratic leadership behaviour (Frischer 1993). However, the nar-
rative data below are more about the attitudes displayed in the con-
text of leaders’ career development behaviour than any leadership
style. Surprisingly, the interviews revealed that 20% of respondents
tended to have adopt a laissez-faire attitude:

I’m the kind of person who needs to get support from a superior.
My boss encouraged me to apply for a position that I wouldn’t
have necessarily considered myself. [Female general manager –
laissez-faire]

I’ve been pushed by managers, I’ve been lucky. My manager has
been pushing me and got me moving forward, which is typical
of my own professional career. Recently, changes and my man-
ager forced me to take on a new role. [Female general manager
– laissez-faire]

On the contrary, approximately 80% of managers claimed they
were more proactive.

I am always proactive, motivating people and paying attention to
each individual. [Male general manager – proactive]

I’ve done a lot of work on myself, investigated myself, my stren-
gths and weaknesses, in order to develop myself all the time.
[Female director – proactive]

I am always prepared and have a rough idea every week of what
I need to do, how to better arrange my time and energy. [Male
line manager – proactive]

pair 7: unplanned career versus planned career

According to Wooden and Jamison (2009), any activity to produce
real results must be organized and executed meticulously. In fact,
anything that is achieved without effort is seldom worthwhile or long
lasting. Furthermore, one essential element of leadership develop-
ment is career planning. Surprisingly, 25% of respondents confessed
that they had not planned for their career:

I have never had a plan to become anything, nor ever actively
thought about my career. For me, it’s all about learning, not about
the career. [Male director – unplanned career]

I am not a career person. My career moves are more dependent
on the moves in the organization. [Female general manager –
unplanned career]
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table 3 A Sample of Verbal Results

Factors Participant

1 2 3 4 5

Facts Moderately Moderately Slightly Slightly Moderately

Philosophy Moderately Moderately Very Very Moderately

Results Slightly Slightly Not at all Moderately Slightly

Coach Very Very Extremely Moderately Very

Procedures Slightly Slightly Not at all Moderately Slightly

Human relations Very Very Extremely Moderately Very

Introvert Slightly Not at all Slightly Moderately Slightly

Extrovert Very Extremely Very Moderately Very

Past Moderately Moderately Slightly Extremely Slightly

Future Moderately Moderately Very Not at all Very

Laissez-faire Moderately Moderately Not at all Extremely Not at all

Proactive Moderately Moderately Extremely Not at all Extremely

Unplanned career Extremely Moderately Not at all Very Not at all

Planned career Not at all Moderately Extremely Slightly Extremely

Meanwhile, 75% of respondents admitted that they had intention-
ally put more focus on their leadership career.

I was prepared and ready to get a career, but started with an un-
clear situation. So, I created my own position and path, which
has been leading me throughout my years in the company. Ev-
erything is possible and I can see openings. [Female general
manager – planned career]

I have always had a personal career strategy, including in other
perspectives, not just my working life. When I have a clear tar-
get, it is easier to aim at the ultimate goal. [Male general man-
ager – planned career]

measurement

We quantified each participant’s behaviour by using a scale with five
ratings: not at all, slightly, moderately, very and extremely. Table 3
present sample results for five participants (the entire results for all
participants can be found in table 8).

Table 4 shows the same results, although the word rating was re-
placed with a quantitative rating: not at all = 0, slightly = 0.25, mod-
erately = 0.5, very = 0.75 and extremely = 1.

According to Brown (2003), personality is an outline of behaviour,
while attitude is both a decision-oriented and learned behaviour.
When we refer to a person’s attitudes, we are trying to explain his
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table 4 A Numeric Sample of Results

Factors Participant

1 2 3 4 5

Facts 0.50 0.50 0.25 0.25 0.50

Philosophy 0.50 0.50 0.75 0.75 0.50

Results 0.25 0.25 0.00 0.50 0.25

Coach 0.75 0.75 1.00 0.50 0.75

Procedures 0.25 0.25 0.00 0.50 0.25

Human relations 0.75 0.75 1.00 0.50 0.75

Introvert 0.25 0.00 0.25 0.50 0.25

Extrovert 0.75 1.00 0.75 0.50 0.75

Past 0.50 0.50 0.25 1.00 0.25

Future 0.50 0.50 0.75 0.00 0.75

Laissez-faire 0.50 0.50 0.00 1.00 0.00

Proactive 0.50 0.50 1.00 0.00 1.00

Unplanned career 1.00 0.50 0.00 0.75 0.00

Planned career 0.00 0.50 1.00 0.25 1.00

People ProcessGoal

Human
relations*

Philosophy*
Proactive*

Coach*
Extrovert*
Unplanned

career
Past

Results*
Future*
Planned
career*

Laissez-faire
Introvert

Facts

Pro-
cedures*

Facts
Introvert

Laissez-faire
Unplanned

career
Past

figure 3 The Pattern of Leaders’ Focus Areas

or her behaviour, which in turn helps us to define how we behave
towards a situation or object. With this aspect in mind, and by indi-
vidually and collectively examining the data set, we found that lead-
ers’ behaviours could be categorized into different attributes. Con-
sequently, a pattern of people-, process and goal-focused behaviours
was discovered. Figure 3 demonstrates the pattern of leaders’ focus
areas.

Large oval on the left contains five leading attributes: Human re-
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lations* (Hu), Philosophy* (Ph), Proactive* (Pro), Coach* (Co), and
Extrovert* (Ex). In addition, it contains two sub- attributes or non-
leading attributes: Unplanned career (Un_ca) and Past (Pa).

Large oval on the right contains one leading attribute: Procedure*
(Proc). In addition, it contains five sub- attributes: Facts (Fa), In-
trovert (In), Past (Pa), Unplanned career (Un_ca), and Laissez-faire
(lf).

Large oval in the middle contains three leading attributes: Results*
(R), Future* (Fu), Planned career*, (Pl_ca) and three sub-attributes:
Introvert (In), Facts (Fa), and Laissez-faire (lf).

All leading attributes are categorized into one of the focus areas
(e.g. human relations belongs to People, results to Goal etc.). In addi-
tion, as the sub-attributes do not naturally belong to one of the two
remaining focus areas, we decided to split them evenly. With this
split, the sum of all attribute pairs equals to 1, which ensures the
validity of the mathematical model. This split is visible in the math-
ematical formulas where the sub-attributes are always divided by 2.

Equation 1 was used to calculate people-focused leadership be-
haviour index, in which Ph = philosophy, Co = coach, Hu = human
relations, Ex = extrovert, Pa = past, Pro = proactive, and Un_ca = un-
planned career.

Peoplefocused = Ph+Co+Hu+Ex+ Pa
2 +Pro+ Un_ca

2
7

×100. (1)

Equation 2 was used to calculate process-focused leadership be-
haviour, in which Fa = facts, Proc = procedures, In = introvert, Pa =
past, lf = laissez-faire, and Un_ca = unplanned career.

Processfocused =
Fa
2 +Proc+ In

2 + Pa
2 + lf

2 + Un_ca
2

7
×100. (2)

Equation 3 was used to calculating goal-focused leadership be-
haviour, in which Fa = facts, R = results, In = introvert, Fu = future,
lf = laissez-faire, and Pl_ca = planned career.

Goalfocused =
Fa
2 +R+ In

2 +Fu+ lf

2 +Pl_ca
7

×100. (3)

Peoplefocused +Processfocused+Goalfocused = 100. (4)

Table 5 shows the results from the 20 participants.
Due to the high level of skewness between people-focused vari-

ables, we decided to use the median (the midpoint of a frequency
distribution of observed values) to calculate the focus results for
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table 5 Results from the 20
Participants

Particip. People Process Goal

1 0.571 0.232 0.196

2 0.571 0.179 0.250

3 0.661 0.054 0.286

4 0.464 0.339 0.196

5 0.554 0.107 0.339

6 0.696 0.036 0.268

7 0.429 0.250 0.321

8 0.464 0.179 0.357

9 0.589 0.089 0.321

10 0.393 0.214 0.393

11 0.411 0.179 0.411

12 0.375 0.196 0.429

13 0.464 0.250 0.286

14 0.411 0.250 0.339

15 0.286 0.196 0.518

16 0.429 0.196 0.375

17 0.393 0.214 0.393

18 0.732 0.125 0.143

19 0.607 0.107 0.286

20 0.554 0.107 0.339

People 55 %
Process 11 %

Goal 34 %

figure 4 Key Focus Areas for
Directors

People 45 %
Process 20 %

Goal 35 %

figure 5 Key Focus Areas for
General Managers

People 47 %
Process 22 %

Goal 31 %

figure 6 Key Focus Areas for Line
Managers

People 47 %
Process 19 %

Goal 34 %

figure 7 Key Focus Areas for all
Participants

table 6 Total Results

Position People-focused Process-focused Goal-focused

Directors 55% 12% 33%

General managers 50% 17% 33%

Line managers 48% 21% 31%

each management level. Figure 4 presents the key focus areas for
directors, figure 5 presents the key focus areas for general managers
and figure 6 presents the key focus areas for Line Managers. Finally,
figure 7 presents the total focus areas for all participants.

Discussion

This study presented an outline of behaviour (personality) and
learned behaviour (attitude) as perceived and experienced by man-
agers in a global company. We utilized a mixed methods approach
to answer the research question: How is leadership behaviour man-
ifested across organisational levels?

Table 6 presents the percentage of the total results for the three or-
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ganisational levels. From a big picture perspective, the results show
that the largest focus area for all three management team levels is
people (Dir = 55%, gm = 50%, lm = 48%). The second largest focus
area is goal (Dir = 33%, gm = 33%, lm = 31%), while the last focus area
is process (Dir = 12%, gm = 17%, lm = 21%). The total results are dis-
played in table 6. Surprisingly, directors focus most of all on people
(55%) and least of all on process (12%). As Harrington (2011, 122) em-
phasizes, ‘the process is brought to life by people, our people make
the process work, without them, we have nothing.’ Furthermore, the
people-focused results in this research are supported by the find-
ings of Larsson and Vinberg (2010), who found that people-oriented
leadership behaviour was by far the strongest in three-dimensional
leadership behaviour theory (change, structure and people orienta-
tion).

The results also show that directors focus least on process com-
pared with general and line managers (Dir = 12%, gm = 17%, lm =
21%), which could be regarded as both logical and understandable
because directors probably focus more on the big picture compared
to their subordinates. Furthermore, line managers inevitably focus
more on process than general managers and directors, given that
the former’s subordinates typically perform operational tasks where
processes are important.

Although goals or results are usually considered to be the final
measure of success, the outcomes unexpectedly show an almost
identical focus on goals across the three management levels (Dir =
33%, gm = 33%, lm = 31%), even though many researchers argue that
process should be focused on more than goals (Wooden and Jami-
son 2009). Furthermore, business processes can help organisations
vastly improve their effectiveness and the quality of their products
and services (Harrington 2011).

Let us now look at the context of ‘weak or strong position power’
among the directors from a medium-sized company who partici-
pated in this study, where a director is typically below three other
chief positions, namely, chief information officer, chief financial of-
ficer/chief digital officer and chief executive officer. This ‘position
power’ aspect may have some influence on the focus of directors.

Table 7 presents the inter-correlation matrix of 14 variables. In
general, the correlations were rather high between several variables,
including between the ‘human relations’ and ‘procedures’ variables
(0.91), or between the ‘proactive’ and ‘future’ variables (0.78). Con-
versely, the coefficient correlation between the ‘planned career’ and
‘introvert’ variables was very low (0.01). However, this low correla-
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table 7 Inter-Correlation Matrix for Study Variables

(1) (2) (3) (4) (5) (6) (7) (8) (9) (10) (11) (12) (13)

(1) 1

(2) –1 1

(3) .534 –.534 1

(4) –.534 .534 –1 1

(5) .588 –.588 .913 –.913 1

(6) –.588 .588 –.913 .913 –1 1

(7) .212 –.212 .468 –.468 .307 –.307 1

(8) –.212 .212 –.468 .468 –.307 .307 –1 1

(9) –.043 .043 .126 –.126 .290 –.290 –.100 .100 1

(10) .043 –.043 –.126 .126 –.290 .290 .100 –.100 –1 1

(11) –.139 .139 .179 –.179 .289 –.289 .104 –.104 .777 –.777 1

(12) .139 –.139 –.179 .179 –.289 .289 –.104 .104 –.777 .777 –1 1

(13) –.248 .248 –.254 .254 –.182 .182 –.010 .010 .536 –.536 .660 –.660 1

(14) .248 –.248 .254 –.254 .182 –.182 .010 –.010 –.536 .536 –.660 .660 –1

notes Column/row headings are as follows: (1) facts, (2) philosophy, (3) results, (4) coach, (5) pro-
cedures, (6) human relations, (7) introvert, (8) extrovert, (9) past, (10) future, (11) laissez-faire, (12)
proactive, (13) unplanned career, (14) planned career.

People 43 %
Process 25 %

Goal 32 %

figure 8 Optimal Key Focus Areas

tion is logical and understandable because these two variables are
independent of each other.

To conclude, where a participant has seven pair factors of the same
neutral weight (moderately = 0.5), applying this value to the Equa-
tions 1, 2 and 3 produces the following results: people-focused = 43%;
process-focused = 25%; goal-focused = 32%. These percentages can be
considered as the optimal values for people, process and goal mod-
elling, if we exclude all potentially influencing factors on the results
(such as gender, position power or the financial situation of the stud-
ied company). Figure 8 presents an optimal people, process and goal
model.

theoretical implications

This study conveys several theoretical implications for leadership
research. The first and major theoretical contribution is the pro-
posed normative model. Our results reveal the existence of a pat-
tern of leadership behaviour in three focus areas: people, process
and goal. This pattern signifies the strategic choices made to ensure
the organization’s long-term success.
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table 8 Total Verbal Results
(1) Facts Philosophy Results Coach Process Human

relations
Introvert

1 Moderately Moderately Slightly Very Slightly Very Slightly

2 Moderately Moderately Slightly Very Slightly Very Not at all

3 Slightly Very Not at all Extremely Not at all Extremely Slightly

4 Slightly Very Moderately Moderately Moderately Moderately Moderately

5 Moderately Moderately Slightly Very Slightly Very Slightly

6 Not at all Extremely Not at all Extremely Not at all Extremely Slightly

7 Moderately Moderately Moderately Moderately Moderately Moderately Moderately

8 Moderately Moderately Moderately Moderately Moderately Moderately Slightly

9 Moderately Moderately Slightly Very Slightly Very Not at all

10 Very Slightly Very Slightly Very Slightly Slightly

11 Moderately Moderately Very Slightly Very Slightly Not at all

12 Very Slightly Moderately Moderately Moderately Moderately Moderately

13 Very Slightly Slightly Very Moderately Moderately Slightly

14 Very Slightly Moderately Moderately Very Slightly Slightly

15 Very Slightly Very Slightly Moderately Moderately Extremely

16 Very Slightly Moderately Moderately Moderately Moderately Slightly

17 Very Slightly Moderately Moderately Moderately Moderately Very

18 Moderately Moderately Not at all Extremely Not at all Extremely Not at all

19 Moderately Moderately Slightly Very Slightly Very Not at all

20 Very Slightly Slightly Very Slightly Very Not at all

(1) Extrovert Past Future Laissez-
faire

Proactive Unplanned
career

Planned
career

1 Very Moderately Moderately Moderately Moderately Extremely Not at all

2 Extremely Moderately Moderately Moderately Moderately Moderately Moderately

3 Very Slightly Very Not at all Extremely Not at all Extremely

4 Moderately Extremely Not at all Extremely Not at all Extremely Not at all

5 Very Slightly Very Not at all Extremely Not at all Extremely

6 Very Not at all Extremely Not at all Extremely Slightly Very

7 Moderately Moderately Moderately Moderately Moderately Moderately Moderately

8 Very Slightly Very Slightly Very Slightly Very

9 Extremely Slightly Very Not at all Extremely Not at all Extremely

10 Very Moderately Moderately Not at all Extremely Not at all Extremely

11 Extremely Slightly Very Slightly Very Not at all Extremely

12 Moderately Slightly Very Slightly Very Not at all Extremely

13 Very Moderately Moderately Moderately Moderately Moderately Moderately

14 Very Moderately Moderately Slightly Very Slightly Very

15 Not at all Not at all Extremely Not at all Extremely Not at all Extremely

16 Very Slightly Very Slightly Very Slightly Very

17 Slightly Slightly Very Not at all Extremely Slightly Very

18 Extremely Slightly Very Not at all Extremely Extremely Not at all

19 Extremely Moderately Moderately Not at all Extremely Not at all Extremely

20 Extremely Slightly Very Not at all Extremely Not at all Extremely

notes (1) Participant.

Secondly, our study addresses calls for research on the link be-
tween the paths of people-, process- and goal-focused leadership
behaviour that no prior researchers have considered. Finally, our
finding provides a new insight into how leadership behaviour mani-
fests differently across organisational levels.
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practical implications

The findings of this study contribute to managerial practices. Our re-
sults pinpoint the percentage of specific behaviours that leaders can
follow to develop their leadership skills as well as to find the desired
balance for their own organisational success. In addition, organisa-
tions can utilise the People, Process and Goal model for recruitment,
selection or to find the right competent leaders to the right positions.
Especially, the model can be used as a compass for leadership devel-
opment programs to train leaders according to the vision and mis-
sion of the organisations. Finally, our findings provide a new instru-
ment and methodology to measure the convergence of leadership
behaviour, which will assist the organisation to achieve the greater
success.

limitations and opportunities for further research

The first limitation to consider is related to the features of the sam-
ple. We do not know whether these results would have been gener-
alizable had the sample size been somewhat larger or more gender-
balanced, or if the participants’ nationalities had been those other
than Northern European.

The second possible limitation is related to the time-dependent
variables and conditions. It is unknown whether the results would
have been the same had the data gathering process been conducted
in another period, for example, when the financial situation of the
company was significantly different. As Ha-Vikström and Takala
(2016c), Jin, Seo, and Shapiro (2016), and Kazmi (2016) argue, when
a company’s financial status is low, this tends to negatively affect the
atmosphere at work, as well as how leaders are perceived and be-
have. Therefore, further research involve a more diverse or balanced
sample size, including within different organisational settings, such
as the private sector versus the public sector, or for-profit organiza-
tion versus non-profit organisations, in order to validate and verify
the optimal values of the model.

Third, although our use of the triangulation of multiple sources,
together with multidimensional levels of measurement and strong
techniques, contribute to the confidence, credibility and trustworthi-
ness of the results, an unavoidable shortcoming concerns the diffi-
culty of replication. Hence, further studies should utilize the seven-
factor pairs in a survey, possibly using the analytic hierarchy process
tool, in order to determine the focus of leaders’ behaviour.

Finally, this study has only considered how leadership behaviour
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is manifested across three management team levels, while excluding
the measurement of the respective company’s performance. There-
fore, further research to explore the relationship between the peo-
ple, process and goal model and organisational performance is rec-
ommended.

Conclusion

This research has interrogated the leadership behaviours, as per-
ceived and experienced by managers in a global company, through a
triangulation method that no one had previously connected. The re-
sults reveal a pattern of leaders’ behaviour in three key focus areas
for success: people, process and goal. This paper not only contributes
to our understanding of how leadership behaviour manifests differ-
ently across organisational levels, but also provides an instrument
and methodology for measuring the convergence of leadership be-
haviours. The people, process and goal model can be used to directly
support leaders in leading and improving their leadership skills, as
well as to focusing their development efforts on their own organisa-
tional success. In addition, the model can also be used as a compass
for organisations when considering leadership training programs or
for recruitment, selection or promotion purposes. Finally, this empir-
ical research study on leadership behaviour has identified produc-
tive opportunities for further research in order to develop a more
effective leadership behaviour model that is applicable to different
types of organisations.
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Appendix 1: Interview Questions

1. Please tell about your professional career story and significant career
events. The purpose of this question is that the interviewees in a
free manner describe the significant or important career events that
they have had during their leadership career. A kind of success in
their life-history narratives.

2. What has supported vs. what has prevented your development as a
leader? This question seeks to explore the interviewees existing sig-
nificant career events, based on those events, what has supported
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them to develop their leadership career versus what has hindered
their leadership development.

3. Please describe your leadership identity or how you grow with your
role as a leader. The purpose of this question is to investigate the in-
terviewees’ leadership identity, how do they further leverage their
leadership brand, and how do they fill in gaps for even greater lead-
ership.

4. What gives you energy for leadership activities vs. what takes energy
away from you? The aim of this question is that the interviewees de-
scribe the positive versus negative thoughts on leadership activities
that support or hinder their leadership career.

Appendix 2: A Sample Excerpt from the Observations’ Diary

• Participant 9: a talkative and outgoing skillful leader, who enjoys
being the center of attention.

• Participant 3: a warm empathetic and harmonic leader, who used
to please other people and tends to pay attention of his actions in
relation to others.

• Participant 15: a facts and details leader who likes to describe things
in a specific way and focuses on how things are, prefers ideas that
have practical application.

• Participant 7: a punctual leader who prefers step-by-step instruc-
tions, likes to make plans and deadline is very important.

• Participant 18: a very spontaneous leader who enjoys new situation,
loves changing and quite flexibility with rules and deadlines.

• Participant 6: a calm leader who prefer to discuss possibilities of
how things could be done in different way and likes to notice the
big picture.

• Participant 4: a taciturn reserved leader who rather observe than
stay in the center of attention.

• Participant 15: a fairness leader who likes fast actions and can make
decision in an impersonal way.
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3. Introduction  

It has been understood for a long time that leadership behaviours are major factors 
that influence employees’ motivation and inform their work and other activities 
(Antonakis, Day and Schyns, 2012; Fischer, Dietz and Antonakis, 2016). 
Leadership behaviours activate the company resources in the fulfilment of the 
organization’s mission. Leadership behaviours are also vital for organizational 
innovation, adaptation and performance (Antonakis and House, 2014). 
Leadership behaviours matter to teams, organizations and entire nations (Day and 
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Lord, 1988; House, Spangler and Woycke, 1991; Waldman and Yammarino, 1999; 
Flynn and Staw, 2004; Jones and Olken, 2005; Yukl, 2008; Crossan and Apaydin, 
2010). 

Based on our four previous investigations, this paper aims to compare and self-
critically evaluate two leadership behaviour models: the sand cone model 
(SCM) of transformational leadership and the people, process and goal model 
(PPGM). The sand cone model was introduced and discussed in three peer-
reviewed research articles (Ha-Vikström and Takala, 2016a, 2016b, 2016c), in 
which empirical data were collected via analytic hierarchy process-based surveys 
involving a global organization (with approximately 18,000 employees, located 
around the world). The survey was collected during two different periods in 2015 
and 2016. In total, 112 mid-level managers participated.  

The people, process and goal model was introduced in a recent peer-reviewed 
research article (Ha-Vikström, 2017), for which the empirical data were collected 
via surveys, in-depth interviews and observations with 20 managers across 
different organizational levels (directors, general managers and line managers) 
from the same aforementioned global organization during 2016.  

The central focus of the sand cone model is to measure the effectiveness of leaders’ 
performance from a transformational leadership perspective, while the central 
attention of the people, process and goal model is to measure the key focus areas 
of leadership in an organization in terms of people, processes and goals. For 
practical implications, these models and their assessing methods can be used for 
recruitment, selection or promotion purposes in any organization. These new 
theories provide ideas to develop training programmes to support leaders in order 
to take the organization to the highest level of performance. 

This paper not only enhances our understanding of the importance of leadership 
behaviours and how they can be analysed and measured, but also contributes to 
the clarification of the values of the two models and the justification for prioritizing 
one model over the other. 

The paper is structured as follows. Sections 1 and 2 describe the sand cone model 
and the people, process and goal model. Section 3 discusses the models’ major 
differences and similarities. Section 4 introduces the benefits and limitations of 
the models, as well as how they could be combined or prioritized. Finally, Section 
5 concludes with arguments about the findings and opportunities for further 
research. 



182 Acta Wasaensia

   3 
 

MANAGEMENT 13 (1), 2018 

2. Description of the sand cone model of transformational 
leadership 

Transformational leadership theory has inevitably emerged as one of the most 
dominant leadership theories during the last three decades (Mhatre and Riggio, 
2014). The baseline and purpose of transformational leadership are to inspire, 
encourage and motivate each other, to trust each other and to work together 
towards a common goal. In other words, transformational leadership describes 
how a leader seeks to meet the higher-order needs of followers (Banks et al., 2016). 

Extensive reviews of the sand cone model of transformational leadership already 
exist (Takala et al., 2005; Takala, Hirvelä et al., 2006a, 2006b; Takala et al., 
2008a; Takala et al., 2008b; Ha-Vikström and Takala, 2016a, 2016b, 2016c). Thus, 
in this section, we present a brief description of this model. 

The structure of this model is supported by four main levels. The first and highest 
level is the “directions of outputs”. The next level concerns the “cornerstones” of 
transformational leadership followed by the “results” level. The “resources” are at 
the ground level of the model. Each component contains different elements. Takala 
et al. (2008a, 2008b) explain that “each variable has been defined an optimal 
value, which should give the most balanced leadership. In theory, the optimal 
balanced leadership will be found when directions of outputs (each 33%), 
cornerstones (each 25%) and resources (each 25%)” (Takala, 2013: 78). This 
distribution was defined according to the idealization theory and introduced as 
follows: 

The “resources” level is formed by four elements: processes (PC); people, 
technology and know-how (PT); information systems (IT); and 
organization groups and teams (OR). These four elements are built on the 
basis that, when new tasks are given in new situations or under new 
conditions, we first need people, technology and know-how, then 
processes, followed by organization, and finally an expansion of 
information system. 

The “cornerstones” level covers a group of three “I” elements/factors 
and building trust elements: intellectual stimulation (IS); individualized 
consideration (IC); inspirational motivation (IM); and building trust and 
confidence (BT). Jung and Avolio (1999), Bono and Judge (2003), and 
Judge and Piccolo (2004) have proposed these four factors as follows: 
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Intellectual stimulation (IS) characterizes leaders’ capacity to 
encourage his or her followers to think outside of the box, take risks 
and be innovative and creative. 

Individualized consideration (IC) refers to leaders’ ability to pay special 
attention to each individual follower’s needs for achievement and 
growth.  

Inspirational motivation (IM) describes those leaders who can provide 
a clear vision and encourage and set high standards for followers in the 
pursuit of future goals. 

Building trust (BT) originates from the idealized influence concept 
from Bass and Steidlmeier (1999), which describes a role model leader 
for followers. The leaders and followers relationship is based on mutual 
trust and demands equality (e.g., Bass and Steidlmeier, 1999; Dirks and 
Ferrin, 2002; Judge and Piccolo, 2004; Bass and Riggio, 2006). 

The “results” level includes three styles of leadership: passive leadership, 
controlling leadership (Takala et al., 2006a, 2006b) and dynamic 
leadership (Ha-Vikström and Takala, 2016a, 2016b, 2016c), in which 
passive leadership and controlling leadership focus more on corrective 
actions and are thus the least effective (Bass and Riggio, 2006). In contrast, 
dynamic leadership is necessary because the world today is becoming more 
complex and dynamic. Dynamic times require dynamic, driven leaders 
(Williams, 1998) who can lead with courage, passion and vision (Duffy, 
2006). Progen (2013) explains that dynamic leadership is dual-focused on 
both subordinates and the situation of leadership, enabling a leader to react 
to changes by being proactive. Dynamic leadership accepts diversity and 
helps leaders to be effective, as well as being a source of organizational 
creativity and innovation. Optimal balanced leadership can be found when 
there is 82% dynamic leadership equates, while controlling leadership and 
passive leadership are 9% each (Ha-Vikström and Takala, 2016a, 2016b, 
2016c). 

“Direction of outputs” incorporates three types of accomplishment: 
effectiveness (EF); satisfaction (SA); and extra effort (EE). These 
accomplishments are also the main foundation of the ‘prospector, analyser 
and defender model’, as invented by Takala, Kukkola and Pennanen 
(2008a). Extra effort (EE), or the ‘prospector’, is oriented towards the 
future and extra effort); effectiveness (EF), or the ‘defender‘, is oriented 
towards current results and less effort for the future); and satisfaction (SA), 
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or the ‘analyser‘, is oriented towards the prospector and the defender. 
Figure 1 is an example of the transformational leadership sand cone model 
with corresponding results. A list of traffic light values can be found in 
Appendix 1. Green is good, yellow should be improved and red should be 
avoided. 

Figure 1. An example of a sand cone model of transformational 
leadership. (Ha-Vikström & Takala 2016)
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2.1 Transformational leadership indexes  

Five equations for calculating leadership indexes – total leadership index (TLI); 
specific index; outcomes index (OI); leadership index (LI); and resource index (RI) 
– in order to measure the effectiveness of leadership behaviour have been 
constructed and used in three previous studies (Ha-Vikström and Takala, 2016a, 
2016b, 2016c). 

 

Table 1 presents an example of how to calculate the TLI, specific index, OI, LI, RI 
and total transformational leadership index. 

Table 1. An example of how to calculate TL indexes 
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Table 2 presents the data analysis and intercorrelations between 14 factors and the 
transformational leadership index. The correlation coefficients can vary 
numerically between 0.0 and 1.0. The closer the correlation is to 1.0, the stronger 
the relationship between the two variables. In this table, there are several 
correlation coefficients that indicate the existence of a medium-to-strong 
relationship, for example: a) between the effectiveness EF variable and the extra 
effort EE variable (0.66); b) between extra effort EE and satisfaction SA (0.52); c) 
between dynamic leadership DL and passive leadership PL (0.85); and d) between 
controlling CL and passive leadership PL (0.50). 
 

Table 2. Intercorrelation matrix for variables in the sand cone model 

Note: p < 0.05. Diff. IC = absolute difference in individualized consideration. All 
other abbreviations in this table can be found in the description of the sand cone 
model. 
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4. Description of the People, Process and Goal model 

The people, process and goal model is a normative model of leadership behaviour, 
based on ideas that relate directly to organizational practice and the real-life 
experiences of leaders, rather than on any abstract hypotheses. The model 
describes leaders’ focus areas across different organizational levels. An extensive 
review of this model has been presented in a recent empirical study (Ha-Vikström, 
2017).  

 

Figure 2. Essential focus areas of leadership behaviour (people use processes to 
achieve a goal) 

Based on an investigation involving a triangulation approach, the findings reveal 
seven specific pairwise categories reflecting leaders’ behaviour and their actual 
deeper meanings in real-life contexts (Ha-Vikström, 2017). Below is a succinct 
explanation of these seven pairwise categories: 

Pair 1: Facts vs. philosophy 

Here, the notion of facts refers to being a doer; most people work as ‘doers’ or 
contributors, with their primary responsibility being to perform tasks. Philosophy 
refers to being a thinker, preferring to seek a wider context, imagining different 
possibilities of how things should be done and considering why or how everything 
connects and so forth. 

Pair 2: Results vs. coach-oriented 

In a successful organizational setting, leaders may either use behaviours or 
orientations in order to lead their followers towards delivering the highest level of 
performance (results-oriented) or collaborate and foster an individualized 
relationship with their followers in order to work together on reaching an agreed-
upon destination (coach-oriented). 

Pair 3: Procedures vs. human relations 

For evaluation purposes, we use the term procedures for process and human 
relations for people. Process-focused leadership is a behavioural approach in 
which the leader focuses on the process that needs to be performed. People-
focused leadership is a behavioural approach in which the leader focuses on the 
satisfaction, motivation and general well-being of team members. 



188 Acta Wasaensia

   9 
 

MANAGEMENT 13 (1), 2018 

Pair 4: Introvert vs. extrovert 

Introversion (reserved and solitary behaviour) and extroversion (talkative, 
outgoing and energetic behaviour) are personalities’ patterns of behaviour. 
Stephens-Craig, Kuofie and Dool (2015) insist that, regardless of the preference for 
introversion or extroversion, each individual is capable of learning and 
compensating for one’s own weaknesses in order to adapt and operate in the 
corporate world, a world that may be designed for extroverts.  

Pair 5: The past vs. the future 

“A past-oriented leader, for example, may need a future-oriented person working 
with him to create an organizational vision and to drive strategic planning. A 
future-oriented leader may need a past-oriented person working with her to review 
past performance data and analyse trends in data to be used in future planning” 
(Thoms, 2004: 45). 

Pair 6: Laissez-faire vs. proactive 

In general, the laissez-faire attitude (allowing things to take their own course, 
without interfering) usually leads to lower productivity compared to a proactive 
attitude (taking responsibility for one’s role by engaging and cooperating with 
others, and always looking for ways to improve).  

Pair 7: Unplanned career vs. planned career 

An essential element of leadership development is career planning. Career 
planning used to be considered as the responsibility of a leader. The leader either 
does not plan his or her career for some reason, or attempts to explore and 
progress his or her potential career path through different activities and by setting 
personal development goals. 

Based on these categories, each participant’s behaviour (obtained through in-
depth interviews, a questionnaire and observations) was quantified by using a 
scale with five ratings: not at all (0), slightly (0.25), moderately (0.5), very (0.75) 
and extremely (1). 

According to Brown (2003), personality is an outline of behaviour, while attitude 
is both a decision-oriented and learned behaviour. When we refer to a person’s 
attitudes, we are trying to explain his or her behaviour, which in turn helps us to 
define how we behave towards a situation or object. With this aspect in mind, and 
by individually and collectively examining the data set, we found that leaders’ 
behaviours could be categorized into different attributes. Consequently, a pattern 
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of people-, process- and goal-focused behaviours was discovered. Figure 3 
demonstrates the pattern of leaders’ focus areas (Ha-Vikström, 2017). 

 

Figure 3. The pattern of leaders’ focus areas 

The large oval on the left contains five leading attributes: human relations* (Hu); 
philosophy* (Ph); proactive* (Pro); coach* (Co); and extrovert* (Ex). In addition, 
it contains two sub-attributes or non-leading attributes: unplanned career 
(Un_ca) and past (Pa). 

The large oval in the middle contains one leading attribute, procedure* (Proc), 
and five sub-attributes: facts (Fa); introvert (In); past (Pa); unplanned career 
(Un_ca); and laissez-faire (LF). 

The large oval on the right contains three leading attributes, results* (R), future* 
(Fu) and planned career* (Pl_ca), and three sub-attributes: introvert (In); facts 
(Fa); and laissez-faire (LF). 

All leading attributes are categorized into one of the focus areas (e.g., the human 
relations attribute belongs to people, results to goal). As the sub-attributes did not 
naturally belong to one of the two remaining focus areas, we decided to split them 
evenly.  

With this split, the sum of all attribute pairs equalled 1, thus ensuring the validity 
of the mathematical model. This split was visible in the mathematical formulas 
where the sub-attributes were always divided by 2. (Ha-Vikström, 2017).  
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Equation 1 was used to calculate the people-focused leadership behaviour index: 

 

Note: Ph = philosophy, Co = coach, Hu = human relations, Ex = extrovert, Pa = 
past, Pro = proactive and Un_ca = unplanned career.  

Equation 2 was used to calculate the process-focused leadership behaviour 
index:  

 

Note: Fa = facts, Proc = procedures, In = introvert, Pa = past, LF = laissez-faire 
and Un_ca = unplanned career. 

Equation 3 was used to calculating the goal-focused leadership behaviour index:  

 

Note: Fa = facts, R = results, In = introvert, Fu = future, LF = laissez-faire and 
Pl_ca = planned career. 

 

Note: The sum index of the three focus areas is 100. 

Let us consider an example of how to calculate the people focus, in which the 
received values from an informant, based on the triangulation analysis, are as 
follows: philosophy = 0.5, coach = 0.75, human relations = 0.75, extrovert = 0.75, 
past = 0.5, proactive = 0.5 and unplanned career = 1. If we apply these values to 
Equation 1, the people-focused index will be: 

 

That is, people-focused equates to 47%. 
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Figure 4. A sample of key focus areas for a leader 

Table 3 presents the intercorrelation matrix of 14 variables of the people, process 
and goal model. As mentioned in the previous section, the correlation coefficients 
can vary numerically between 0.0 and 1.0. The closer the correlation is to 1.0, the 
stronger the relationship between the two variables. In this table, there are several 
correlation coefficients that indicate the existence of a medium-to-strong 
relationship, for example, between the “human relations” and “coach” variables 
(0.91), or between the “proactive” and “future” variables (0.78). Conversely, the 
coefficient correlation between the “planned career” and “introvert” variables was 
very low (0.01), but this is logical and understandable because these two variables 
are independent of each other. 

Table 3. Intercorrelation matrix for variables in the PPGM 

5. Comparative evaluation 

This study is motivated by the following research questions (R1 and R2, 
respectively): 

- What are the major differences and similarities between the sand cone 
model of transformational leadership and the people, process and goal 
model?  
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- What are the major benefits and limitations of these models, and how could 
the models be combined or prioritized? 

R1. What are the major differences and similarities between the sand 
cone model of transformational leadership and the people, process 
and goal model? 

The major similarity between the sand cone model and the people, process and 
goal model is that they are both analytical and normative models. They are also 
aligned with organizational interests because the models can be taken as 
guidelines for leaders to follow and improve their leadership skills, while both 
models can be utilized as a compass for organizations when considering leadership 
training programmes. Finally, they can also be applied to recruitment, selection or 
promotion activities. 

There are three main points that highlight the connection between the sand cone 
model and the people, process and goal model. Firstly, people-focused leadership 
behaviour has a direct relation to all elements included in the sand cone model, 
because its four components (resources, results, cornerstones and direction of 
outputs) are always more or less focused on people. Secondly, process-focused 
behaviour has a connection to three of the aforementioned components: a) 
resources, because this component contains the process factor; b) results; and c) 
direction of outputs, as different styles and performances involve processes. 
Thirdly, goal-focused behaviour relates to the a) direction of outputs and b) 
results components of the sand cone model. Appendix 2 describes the connection 
between the two models. 
The differences between the sand cone model and the people, process and goal 
model are: 

The purpose of the sand cone model is to measure the effectiveness of 
transformational leadership behaviours, while the aim of the people, 
process and goal model is to measure the focus of leadership behaviours. 

The measurement of the sand cone model involves reflecting the present 
situation, because the method used with this model, the analytic 
hierarchy process-based questionnaire, measures what leaders’ behaviour 
and attitude are right now or in the current situation. In contrast, the 
measurement of the people, process and goal model reflects future focus, 
because the aim is to investigate leaders’ behaviour in the long-term, for 
example, planned or unplanned careers, human relations and being 
proactive. 
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The sand cone model uses an analytic hierarchy process-based survey, 
whereas the people, process and goal model is based on a survey, in-depth 
interviews and observations. 

The measuring method for the sand cone model is mainly quantitative, 
while the measuring method for the people, process and goal model is 
both qualitative and quantitative. 

Unlike the sand cone model, which uses five measurements or five 
formulas to calculate different indexes for leadership behaviours, the 
people, process and goal model uses three equations to calculate leaders’ 
focus areas, reflecting their real-life experiences.  

Finally, the sand cone model has a clear optimal target, with index 0 being 
the worst and index 1 being the best. The common traffic light colour in 
the sand cone model is a clear indicator for leaders to follow. In contrast, 
the people, process and goal model has flexible targets according to 
organizational types (non-profit vs. profit organization), e.g. people-
focused behaviour in a private company may not be the same as the 
people-focused behaviour in a public hospital. 

Figure 4 presents the differences and similarities between the sand cone and 
people, process and goal models. 

 

Figure 5. Differences and similarities between the SCM and PPGM 
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By using these models, leaders can make themselves more aware of their own 
competences and opportunities. Subsequently, leaders are able to improve their 
leadership skills, such that skilful leaders have better prospects to retain their key 
followers. As these models are practical, organizations can use them as a compass 
for leadership training programmes, as well as a recruitment tool for selection or 
promotion purposes. These models can be cost-effective ways of developing people 
because they will positively impact employees’ performance and productivity. At 
the same time, they will ensure employee satisfaction and motivation. 
Consequently, they can support succession planning for the company, as well as 
ensure organizational success. Table 1 below briefly presents the major benefits 
and limitations of the sand cone model and the people, process and goal model. 
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Table 4. Major benefits and limitations 

 
Sand cone 
model 
 
An analytical 
model to 
measure the 
effectiveness of 
transformation
al leaders 

Benefits  Limitations 

The model offers a leadership 
index and a profile as a 
guideline for leaders to follow 

Expertise is needed to interpret 
the leadership profile 
 
The structure of the model 
seems to be less rational due to 
the use of ambiguous 
terminologies, e.g., “results” and 
“direction of outputs”, and may 
be less robust because of a weak 
correlation between these two 
components 

Can be used as a compass for 
leadership development 
training programmes 

Can be used for recruitment, 
selection or promotion 
purposes 

Contributes to our 
understanding of how internal 
and external factors impact 
leadership effectiveness 

A cost-effective way of 
developing people to ensure 
organizational success 

People, process 
and goal model 
 
A normative 
model to 
measure the 
key focus areas 
of leadership 
behaviour 

The model offers diagnostic 
feedback on leaders’ key focus 
areas 

This model is constructed based 
on a single-case study 
 
The attributes in the model are a 
blend of different categories 
(the attributes are defined based 
on the patterns in the 
interviews, survey and 
observational data) 
 

Can be used as a compass for 
leadership development 
training programmes 

Can be used for recruitment, 
or selection, or to match the 
right competent leaders to the 
right positions 

Contributes to our 
understanding of how 
leadership behaviour 
manifests across 
organizational levels 

A cost-effective way of 
developing people to sustain 
organizational success 

The model opens up avenues 
for further research on 
leadership behaviour 

It is worth noting that the questionnaire is based on the analytic hierarchy process 
principle which increases the reliability and value of the sand cone model. 
Furthermore, the results from this measuring method involving a large number of 
participants (see Ha-Vikström and Takala, 2016b, 2016c) may make an important 
contribution to our understanding of how cultures, genders, education, working 
experience or financial status might influence the effectiveness of transformational 
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leaders. These key factors can help organizations to be proactive in developing 
their strengths and overcoming their weaknesses, for example, in terms of how to 
utilize the best resources or experience/knowledge from senior leaders. 

Alternatively, the people, process and goal model represents a unique aspect of 
leadership behaviour with specific consequences in three key focus areas for 
achieving organizational success: people, process and goal. This instrument and 
methodology for measuring the convergence of leadership behaviours will help 
businesses and organizations to build consensus around common goals and 
ultimately achieve greater success. 

4.1 Self-critical evaluation 

The strength of the original sand cone model is emphasized by the fact that many 
researchers have studied and developed it since 2005 (Takala, Hirvelä, Hiippala 
and Nissinen, 2005, 2006; Takala, Pennanen, Hiippala, Maunuksela and Kilpiö, 
2008; Takala, Kukkola and Pennanen, 2008b; Takala, Maunuksela, Pennanen, 
Rintamäki and Kukkola, 2010; Kazmi and Takala, 2012). In a recent study by Ha-
Vikström and Takala (2016a, 2016b, 2016c), which sought to re-examine the 
model in a global business environment, some discrepancies were found in the 
transformational leadership index formulas. The model was improved with five 
new equations to provide accurate assessments to leaders and a new 
comprehensive layout for the leadership profile. The improved sand cone model 
now has clear targets and clear indicators (compared with the old one), which 
means all indexes are normalized into a range between 0.00 and 1.00 (index 1.00 
is the best and index 0.00 is the worst). In other words, the higher the index a 
leader obtains, the greater the essentiality of leadership effectiveness.  

Despite several improvements have been made to the sand cone model, expertise 
is needed to interpret all details within a leadership profile in order to provide “a 
clear diagnostic comment to the leaders or coaching them to create a specific 
individual development plan” (Kang and Jin, 2015). This is because two 
components (results and direction of outputs) in the sand cone model are, to some 
extent, ambiguous, as the term “results” can be interpreted in a similar way to 
“direction of outputs”; thus, as these two terms may not provide a decisive 
description, they may confuse a leader. 

In addition, it may not be easy for a leader to understand the distinction between 
several elements in the model, for example, between the two elements “people, 
technology and know-how” and “organization (groups, teams)” in the “resources” 
component, given that, to some extent, both elements refer to people. In particular, 
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the logical connection between the “cornerstones” component and the “direction 
of output”, as well as the defined optimal value for each element in the model, 
seems to be far from explicit. Thus, these limitations may make the structure of the 
sand cone model less rational and solid. 

Regarding the people, process and goal model, despite the fact that the three focus 
areas are apparent and easy to understand (people, process and goal), some 
guidelines and recommendations from the top or higher level of management 
teams about the healthiest balance for their own organizations are still needed. 
Admittedly, the biggest shortcoming of the people, process and goal model could 
be the attributes patterned into the model, such that one could ask why the 
attributes are a combination of different categories (coach vs. results; facts vs. 
philosophy, introvert vs. extrovert etc.). The answer is that the model describes the 
behaviour and attitude experienced by leaders across different organizational 
levels. These attributes are the findings based on in-depth interviews, a survey and 
observations conducted in a global business organization.  

Furthermore, as mentioned in Table 5, another limitation that needs to be 
acknowledged is that the people, process and goal model was constructed, based 
on a single-case study (Ha-Vikström, 2017). However, this limitation opens up an 
avenue for further research. Our first recommendation is to conduct quantitative 
and/or qualitative research on this model in different organizational settings, for 
example, for-profit organizations vs. non-profit organizations or the private sector 
vs. the public sector, in order to validate and verify the model. Secondly, as the 
people, process and goal model only measures the focus areas of leaders 
(regardless of leadership styles), it does not concentrate on the healthiest balance 
for different types of organization. Thus, further research would be need to explore 
the relation between this model and organizational performance. 

A third suggestion for further research is to conduct more quantitative research on 
the sand cone model in multiple-case studies in order to fine-tune the model. 
Finally, further research to explore the relation between the people, process and 
goal model and organizational transformational leadership performance is also 
recommended. 

4.2 How could the models be combined or prioritized? 

As may be expected, these two models extend the theories of leadership 
behaviours. The sand cone model is used in the pursuit of short-term prospects, as 
it describes how leaders behave at present. Conversely, the people, process and 
goal model is used in the pursuit of long-term opportunities, by concentrating 
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more on how leaders transform their behaviour and attitude towards their 
followers. Based on these differences, each leader is recommended to utilize the 
sand cone model in order to enhance their leadership skills, while higher-level 
management teams are recommended to use the people, process and goal model 
in order to form or define the healthiest balance for their own organization. 

This implies that our studies on the two models have been developed 
independently for partially different purposes. One model concentrates on the 
effectiveness of transformational leadership behaviour, while the other pays 
attention to leaders’ focus areas across different organizational levels, regardless 
of leadership styles involved. Therefore, this study suggests that every organization 
should apply each model’s strengths to its own situation, in the same way a golfer 
chooses his or her club, in order to maximize organizational effectiveness and 
success. 

6. Conclusion 

Poor leaders create dissatisfaction; conversely, great leaders make a significant 
difference in terms of organizational success (Culp and Smith, 2005; Prinsloo, 
2012; Kang and Jin, 2015). But, without any helpful measurement tool, how can 
we distinguish between great leaders and poor leaders? 

This study offers a critical evaluation of two practical tools that can help leaders to 
improve their leadership skills and strike the desired balance in order to meet their 
own organization’s target. These models and their assessing methods can also be 
used for recruitment, selection or promotion purposes for any organization. The 
major theoretical contribution of this study is the clarification of the values of these 
two models and the justification for prioritizing one model over the other. 

On the whole, these two models offer a novel perspective on how leadership 
behaviour can be measured and analysed by scholars and practitioners. Top 
executives should strategically apply each model’s strengths to their own situation, 
in order to meet the challenges of today’s turbulent and uncertain environment, as 
well as achieve and sustain organizational success.  
  



 Acta Wasaensia 199 

20     
 

MANAGEMENT 13 (1), 2018 

References 

Antonakis, J., and R. J. House. 2014. ‘Instrumental leadership: Measurement and 
extension of transformational–transactional leadership theory.’ The Leadership 
Quarterly 25: 746-771. 

Antonakis, J., D.V. Day, and B. Schyns. 2012. ‘Leadership and individual 
differences: At the cusp of a renaissance.’ Leadership Quarterly 23: 643–650. 

Banks, G. C., K. D. McCauley, W. L. Gardner, and C. E. Guler, 2016. ‘A meta-
analytic review of authentic and transformational leadership: A test for 
redundancy.’ The Leadership Quarterly 27 (4): 537–712. 

Bass, B., and P. Steidlmeier. 1999. ‘Ethics, Character, and Authentic 
Transformational Leadership Behaviour.’ The Leadership Quarterly 10 (2): 181–
217. 

Bass, B., and R. Riggio. 2006. Transformational Leadership. 2nd ed. Mahwah, 
NJ: Lawrence Erlbaum Associates. 

Bono, J., and T. Judge. 2003. ‘Self-Concordance at Work: Toward Understanding 
The Motivational Effects of Transformational Leaders.’ Academy of Management 
Journal 46: 554–571. 

Brown, B. B. 2003. ‘Employees’ Organizational Commitment and Their Perception 
of Supervisors’ Relations-Oriented and Task-Oriented Leadership Behaviors.’ PhD 
Dissertation, Virginia Polytechnic Institute and State University, Blacksburg, va. 

Crossan, M. M., and M. Apaydin. 2010. ‘A Multi-Dimensional Framework of 
Organizational Innovation: A Systematic Review of the Literature.’ Journal of 
Management Studies 47 (6): 1154-1191. 

Culp, G., and A. Smith. 2005. ‘Leadership Effectiveness and Behavior.’ Leadership 
& Management in Engineering 5 (2): 39-48. 

Day. D. V., and R. G. Lord. 1988. ‘Executive leadership and organizational 
performance: Suggestions for a new theory and methodology’. Journal of 
Management 14: 453-46. 

Dirks, K., and D. Ferrin. 2002. ‘Trust in Leadership: Meta-Analytic Findings and 
Implications for Research and Practice.’ Journal of Applied Psychology 87 (4): 
611–628. 

Duffy, F. 2006. Power, Politics, and Ethics in School Districts: Dynamic 
Leadership for Systemic Change, Leading Systemic School Improvement. Lanham, 
MD: Rowman & Littlefield Publishing Group. ISBN-13: 978-1578863181. 

Fischer, T., J. Dietz, and J. Antonakis. 2016. ‘Leadership process model: A review 
and synthesis.’ Journal of Management, 
http://dx.doi.org/10.1177/0149206316682830. 



200 Acta Wasaensia

   21 
 

MANAGEMENT 13 (1), 2018 

Flynn, F.J., and B. M. Staw. 2004. ‘Lend me your wallets: the effects of charismatic 
leadership on external support for an organization.’ Strategic Management 
Journal 25 (4): 309-330. 

Frischer, J. 1993. ‘Empowering Management in New Product Development Units.’ 
Journal of Product Innovation Management 10 (5): 393–401. 

Ha-Vikström 2017. ‘People-, process- and goal-focused leadership behaviour: an 
empirical study in a global company’. http://www.hippocampus.si/ISSN/1854-
4231/12.75-103.pdf  Management journal. 2(1): 1854-4231. DOI: 10.26493/1854-
4231.12.75-103. 

Ha-Vikström, T., and J. Takala. 2016a. Knowledge Management and Analytical 
Modelling for Transformational Leadership Profiles in a Multinational Company. 
In Successes and Failures of Knowledge Management, edited by J. Liebowithz, 
151–174. Cambridge: Elsevier. 

Ha-Vikström, T., and J. Takala. 2016b. ‘Measuring transformational leadership 
profiles – An empirical study across 21 nations in a multinational company.’ 
Theoretical issues in ergonomics science, 
http://www.tandfonline.com/doi/abs/10.1080/1463922X.2016.1239780 

Ha-Vikström, T., and J. Takala. 2016c. ‘Do cultures, genders, education, working 
experience or financial status influence the effectiveness of transformational 
leaders?’. Theoretical issues in ergonomics science 
http://www.tandfonline.com/doi/abs/10.1080/1463922X.2016.1243275?needAc
cess=true&journalCode=ttie20 

House, R. J., W. D. Spangler, and J. Woycke. 1991. ‘Personality and charisma in 
the U.S. presidency: A psychological theory of leader effectiveness.’ 
Administrative Science Quarterly 36: 364- 396. 

Jones, B. F., and B. A. Olken. 2004. ‘Do Leaders Matter? National Leadership and 
Growth since World War II, Northwestern University and Harvard University - 
Society of Fellows. 2004. 

Judge, T. A., and R. F. Piccolo. 2004. ‘Transformational and transactional 
leadership: A meta-analytic test of their relative validity.’ Journal of Applied 
Psychology 89: 755–768. http://dx.doi.org/10.1037/0021-9010.89.5.755. 

Kang, S. K., and S. Jin. 2015. ‘What are the best practices to assess leadership 
effectiveness?’ Retrieved 01.06.2017 from Cornell University, ILR School site: 
http://digitalcommons.ilr.cornell.edu/student/72 

Kazmi, A. and Takala, J. 2012. ̀ Individual Differences` in work-force substantiate 
greater levels of Operational responsiveness through `Transformational 
Leadership´. Conference: International Conference on Business Strategy and 
Organizational Behaviour. Singapore. doi:10.5176/2251-1970_BizStartegy38, pp 
50-55 



 Acta Wasaensia 201 

22     
 

MANAGEMENT 13 (1), 2018 

Kirkpatrick, S., and E. Locke. 1996. ‘Direct and Indirect Effects of Three Core 
Charismatic Leadership Components on Performance and Attitudes.’ Journal of 
Applied Psychology 81: 36–51. 

Kluckhohn, F. R., and F. L. Strodtbeck. 1961. Variations in Value Orientations. 
Evanston, il: Row and Peterson. 

Mhatre, K. H., and R. E. Riggio. 2014. Charismatic and transformational 
leadership: Past, present, and future. The Oxford Handbook of Leadership and 
Organizations, 221–240. 

Prinsloo, M. 2012. ‘Towards an Integrated Assessment of Leadership Potent.’ 
Leadership Review 12 (1): 1-31. 

Ragin, C. 1987. The comparative method: Moving beyond qualitative and 
quantitative methods. Berkeley: University of California. 

Stephens-Craig, D., M. Kuofie, and R. Dool. 2015. ‘Perception of Introverted 
Leaders by Mid to High-Level Leaders.’ Journal of Marketing and Management 
6 (1): 62–75. 

Takala, J., A. Kukkola, and J. Pennanen. 2008a. ‘Prospector, Analyzer and 
Defender Models in Directions of Outcome in Transformational Leadership.’ 
Paper presented at the 17th International Conference on the Israel Society for 
Quality, ISAS, Jerusalem, November 18–20. The 10th Management International 
Conference, MIC 2009 Sousse, Tunis, November 25–28. 

Takala, J., H. Hirvela, P. Hiippala, and V. Nissinen. 2005. “Management and Deep 
Leadership Sand Cone model for Human Resource Allocation, The First Phase of 
the Study.” Paper presented at the Fourth International Automation and 
Manufacturing Conference, ATDC (Advanced Technologies for Developing 
Countries), Slavonski Brod, Croatia, September 21–24. 

Takala, J., H. Hirvela, P. Hiippala, and V. Nissinen. 2006a. “Management and 
Deep Leadership Sand Cone Model for Human Resource Allocation, The Second 
Phase of the Study.” Paper presented at the Eleventh International Conference on 
Productivity and Quality Research, ICPQR. December 12–15. New Delhi, India. 
International Conference on Multinational Enterprises Multinational Enterprise 
in the Global Economy, March 14–16, 2006, Taipei, Taiwan. 

Takala, J., J. Leskinen, H. Sivusuo, J. Hirvelä, and T. Kekäle. 2006b. ‘The Sand 
Cone Model: Illustrating Multi-Focused Strategies.’ Management Decision 44 (3): 
335–345 

Takala, J., J. Pennanen, P. Hiippala, A. Maunuksela, and O. Kilpiö. 2008b. 
‘Decision Maker’s Outcome as a Function of Transformational Leadership.’ In 
Simplify Leadership and Coaching Effectiveness, edited by T. Kinnunen, 67–86. 
Lahti, Deep Lead Oy, Aldus Oy. 

Thoms, P. 2004. Driven by time: Time Orientation and Leadership. Praeger 
Publishers. Westport. Connecticut. London. 



202 Acta Wasaensia

   23 
 

MANAGEMENT 13 (1), 2018 

Ulrich, D., J. Zenger, and N. Smallwood. 2013. Results-Based Leadership. Boston, 
Massachusetts: Harvard Business School Press. 

Waldman, D. A., and F. J. Yammarino. 1999. ‘CEO charismatic leadership: Levels-
of-management and levels-of-analysis effects.’ Academy of Management Review 

 

Wooden, J., and S. Jamison. 2009. Coach Wooden’s Leadership Game Plan for 
Success: 12 Lessons for Extraordinary Performance and Personal Excellence. 
New York: McGraw-Hill. 

Yukl G 2008. Leadership in organizations. New Jersey: Pearson Education, Inc. 

Appendix 1. Traffic light values for the SCM of transformational 
leadership 

Directions of outputs/optimal 33% 

50–100 (red) 

40–50 (yellow) 

(20–40 (green) 

10–(20 (yellow) 

0–10 (red) 

Cornerstones/optimal 25% 

40–100 (red) 

30–40 (yellow) 

(20–30 (green) 

10–(20 (yellow) 

0–10 (red) 

Dynamic Leadership/optimal 82% 

70–100 (green) 

50–70 (yellow) 

0–50 (red 

Controlling and passive leadership/optimal 9% 

25–100 (red) 

15–25 (yellow) 

0–15 (green) 
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Resources/optimal 25% 

40–100 (red) 

30–40 (yellow) 

20–30 (green) 

10–20 (yellow) 

0–10 (red)  

Table 5. An illustration of appendix 1
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Appendix 2. The connection between the PPGM and the SCM 

Figure 6. Relationship between the SCM and the PPGM 


