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ABSTRACT
Leadership sets the tone and determines and sttaesganization. The more proficient
individuals are in leadership and management skilks more the organizations will
thrive. Technical challenges have and will alwagdhrriers, but competent leadership
will always resolve those barriers. There are lesdé organizations who revel in success
and those that perish in futility. What is the eiffnce? Is it the organizational structure?
Could it be luck? Throughout history there arewndlials who have been praised for
their leadership abilities. What can we learn fittvem?

The purpose of this study was to determine theldagership characteristics of
mid-level managers in the business divisions atdeFally Funded Research and
Development (FFRDC). FFRDC organizations, as natfitgr have different leadership
challenges from those of for-profit organizations.

Managers need to utilize and adapt to changeptbaide us with better
understanding the generational gaps in organizationsidering the particular strengths
and weaknesses of individual skill sets and thealanpacts of international finance.
Leadership skills from prior generations may natvmte the necessary dynamics and
flexibility that is needed in today’s business @amment.

History also has proof of poor leadership abilitgitthas condemned countless
organizations. What are the differences? Additignale must factor in the inevitable
change variable since organizations are movingtaygonstantly evolving based on the
ever-changing technology, workforce and global hess landscape. What may have
been considered a successful leadership style &8 wgo may not be considered

successful in today’s world. However, there arestamnts that withstand the test of time.



Xi

The findings suggest that the majority of manadpenge leadership styles,
flexibility range, and adaptability level appropddo become effective leaders within

FFRDCs.



Chapter 1. Introduction

“Defining leadership has been a complex and elusieblem largely because the
nature of leadership itself is complex” (Daft, 20p04). Obviously, non-profit
organizations have an alternate purpose and opgifegeently than profit making
organizations. There may be commonalities withegtructure or culture of profit and
non-profit organizations, but the purpose and gasdsquite different. According to
Smith & Cooper (1994), whatever the problems ofrdigdn, whatever the complexities
of theories, leadership is an important contribtibosrganizational success (p. 3). Many
people would agree that leadership sets the tartdodirection of an organization.

Federally Funded Research and Development CefERCs) make most of
their decisions based on what direction the spens@h to pursue, therefore strategic
decisions are not solely made at the FFRDC orgaoiza\No organization is immune to
change, and the organizations that are flexibleaaiagt rapidly and easily tend to thrive
in today’s world. With that said, the problem ig téver-changing business environment
which calls leadership skills to be more harmoniith the organization’s mission.
According to Myers (2004), “In today’s ever evolgibusiness world we have never
been more connected by information technology eraailability of information. Since
this time there has been increased discussioméUK non-profit sector in terms of
skills development and leadership for future” (9% With the global presence,
advances in technology and a more demanding warfahe pressures on senior leaders
is more intense from the perspective of doing nvatk fewer resources. According to

Drucker (2008),



During the years since the 1930s, every developadtcy has become a

society of institutions. Every major social task—etirer economic

performance or health care, education or the ptioteof the

environment, the pursuit of new knowledge or dedenss today being

entrusted to organizations, designed for longdifd managed by their

own managements. On the performance of theseunstis, the

performance of modern society—if not the very suabof its members—

increasingly depends. The performance and thewalrof the institution

depend on the performance of management. (p. 21)
Corporate change is constant, based on necessigy¢ompetitive and satisfy
shareholders. The increasingly competitive envirentiinas forced traditional non-profit
organizations to place great emphasis on innovati@t their social value creating
activities (Kong, 2010, p. 160). Non-Profit orgaations feel change in a different way,
yet it does not go unnoticed. Lyons (2001) say$e‘Tole of traditional non-profit
organizations is widely recognized as the orgaiminat activities influence almost every
imaginable human need or interest in society (p.With 90,000 new nonprofit
organizations started in the United States each ged the booming number of new
businesses and nonprofit organizations startirigarlJ.S. in Latin America, and in those
countries that were formerly part of the Sovietdmimany of which are being started by
women taking their first steps into the worlds nfrepreneurship and leadership, there
are simply many more positions of leadership tatlay there were just 5 years ago, and
there will be many more created over the next deead beyond (Rubenstein, 2005, p.
249). Governmental Agencies must also withstanai@dahowever, they inevitably lag
in the ability to implement rapid change. One caalkb argue that by creating a culture
that assesses their status on a regular basis aviting to divest itself of outdated

knowledge is more willing to accept change (Korgl@ p. 170). FFRDC organizations

serve an alternate purpose, which is to complirmesupplement the government in



bettering humanity or a particular group of peotilés clear that all organizations
experience change and every organization is imgdmntets leadership decisions.
Drucker States “Indeed, there is a management lgwing on among the non-profit
institutions, large and small. Yet little is spécafly designed for the non-profit
institutions to help them with their leadership ananagement” (Drucker, 2010, p. 6).

It is commonly accepted that leadership is not s&mely a trait that individuals
are born with, but an acquired skill. As stateddmhen (1998), “...my research shows
conclusively that effectiveness as a leader depkesdson some innate trait you are born
with, and much more on specific principles thatamg/can follow” (p. 1). With that said,
there are a variety of methods individual leaderdct utilize to develop into a more
proficient leader, such as, leadership trainingpsting, succession planning, mentoring,
coaching, leadership literature, etc. There areip@rganizations that are widely
known to focus on leadership training for execugiged managers, such as, The Center
for Creative Leadership. “Every leader and orgamnafaces obstacles that are difficult
to surmount — from corporate executives confrontimgcomplex global marketplace to
educators trying to lift student achievement toprofit groups and government agencies
addressing critical social issues with tight budtjéCenter for Creative Leadership,
2012, p. 1).

Some organizations align a high potential managir an experienced executive
to hone their skills toward a strategic succespian. With the wide array of leadership
concepts and prescriptive theories coming to the fias come a general consensus that
leadership — whatever its specific components neay Is distinct from management

(Mannarelli, 2006). Additionally, corporate coaclaelwvise executives through various



situations while providing an independent pointiefin. Many organizations have a goal
to develop future leaders by building appropri&tiéssin order to assist the organization
in maintaining continuity as leadership transitiakes place. Many organizations build
executive training programs, like the Boeing Compavhich has a dedicated facility,
called the Boeing Leadership Center, staffed wkilesl executive coaches and training
curricula. “Boeing invests $150 million in interrlalrning programs and $82 million in
tuition reimbursement annually at preferred schaols$ in areas of study strategic to our
business” (The Boeing Corporation, 2012, p. 1).9@me organizations there are the
more traditional means of developing managers bimgause of universities skilled at
teaching leadership and management.

A public or private university has the infrastrugtuexpertise and availability to
support organizational needs in employee developmekllaster in Business
Administration (MBA) program at a public or privat@iversity outlines the foundation
of mainstream literature on management and leager&tiditionally, many universities
such as Harvard, have world class faculty alondp wijournal, the Harvard Business
Review, which publishes many articles by professmié experts on the subject of
leadership. With all the available resources oddeship, utilizing the proven leadership
models would assist most organizations. Organigataiten perform more efficiently
and effectively if they understand what knowledgeytpossess and how to configure
their intellectual resources to create organizatiealue (Marr, 2005).

As stated by Lansford, M., Clements, V., Falzon,Aish, D., & Rodgers, R.
(2010), “A common theme across leadership theovgldpment has been motivation on

the part of theorists to ascertain whether thetrilg a formula or set of skills that could



be emulated to mold successful leaders” (p. 51)laNhere are numerous commonalities
and time tested models in the published literaturgvhat leadership characteristics are
most effective for organizations, there are reasdmssome methods may work in one
organization and fail in another. Managers beli@vmotivate their employees well, so to
achieve organizational goals and to make theirrozgiion more effective (Siddique,
Aslam, Khan, & Fatima, 2011).

The culture of Google is most likely not similarttat of PriceWaterhouse
Coopers. Additionally, the culture of a non-prefiries from a profit based organization.
For non-profits, social purposes are typically dedi by their legal charters and by
actions of their boards of directors (Davis, KeelN&wvcomer, 2010). Understanding the
culture of an organization plays a role in underdiiag the leadership characteristics
within that organization.

“Behavioural scientists have attempted to discawvleat traits, abilities,
behaviours, sources of power, or aspects of that&in determine how well a leaders is
able to influence followers and accomplish groupectives” (Aronson, 2001, p. 245).
This descriptive study will study the current leeslgp characteristics of mid-level
managers within the business divisions, such asupement, finance, accounting and
logistics, at a Federally Funded Research and Dpuant Center (FFRDCT.he
rationale for choosing this topic is that leadgpskian essential element in guiding any
organization, therefore, understanding the curesdership characteristics, may assist in
developing the future leaders. The work being penéal at FFRDCs is critical for the
government to stay on the cutting edge of technodd@nd scientific discoveries. In

order to achieve and strive for technological siguity as a nation, strong leadership is



required within the FFRDC communities. Determinihg current leadership
characteristics was the first step in developipdea for the future. Once the leadership
characteristics were identified, the foundation Wive been set to further study how
those characteristics provide direct inputs intong-term strategic plan.
Chapter Structure

This chapter outlined the background of leadershithin an FFRDC, delving
into the small amount of leadership characterishfmation that was available. This
chapter also described the problem statement ldaiimdoundation for the study. The
purpose of the study was to define the leaderdiapacteristics of the mid-level
management team within the business divisions &FRDC. Next, this chapter covers
the research questions, significance of the stiiditations and assumptions of the
study. Finally, key terminology was defined alongjma conclusion of the chapter.
Background

FFRDCs have a long history which began in the $9#0the Federal
Government. FFRDCs are nonprofit entities sponsaneibfunded by the U.S.
government to meet a specific long-term researategelopment need. Government
agencies have decided to establish long-term oglsttips with their FFRDCs in order to
provide continuity for research programs. FFRDCsrate in the industries of defense,
homeland security, energy, aviation, space, healthhuman services, and tax
administration (Defense Aquisition University, 201Generally, FFRDCs are operated
and managed by a university or a consortium ofernsities. Some are operated by non-
profit organizations, or an industrial partner. BERES do not have a prescribed

organizational structure. They can be structuredrat traditional contractor-



owned/contractor-operated relationships, governmspeahsored private organizations, or
government-owned/contractor-operated relationshipsin reflect various balances of
contractor/government control and ownership. ThRBE identified for this study is
approximately 75% NASA funded and 25% other GoverninAgency funded.

Many successful research projects have emergedtfrelAFRDC community.
The government develops tasks through the chantehé FFRDC. The FFRDC
proposes the cost of the government project aagréed upon by the government,
begins to work on the project. One key elementirgjado the FFRDC charter, is that
they will not compete with industry for work. Thadiness organization within the
FFRDC is an important partner in developing thess estimates along with managing
the finances, procurements, facilities, IT infrasture and regulations of the
organization. With the criticality of assisting thevernment in times of need, the more
efficient an FFRDC runs its business activitieg, gheater benefit there is to the
government.

Additionally, the charter of the FFRDC is technigalention or innovation, not
on developing strong leadership, especially inbtiingness divisions; however, no
organization can be successful without strong lesiie. The Department of Defense
(DOD) has specialized training programs, suchlesDiefense Acquisition University
(DAU) that has a very detailed curriculum to deypetontracting officers. There are
DAU certifications that go along with the curricaiuiso when positions open there are
education requirements tied to the level of thatjpes There are additional programs for

upper management called Senior Executive Serviogram. This program has a detailed



agenda in order to properly train individuals tdifiiexecutive roles. These are examples
of programs that exist in the government but derist in the FFRDC world.

The benefits of having the above training classeiscartifications could greatly
assist the workforce. If further certifications meanerit increases or promotions, then
the workforce would have a known career path. Adddtlly, if there was a succession
planning program then workers would be training preparing for their future job. This
would also assist the organization in workforcenplag for the future. Without these
programs, FFRDCs scramble to make decisions oraeveork around processes that
band aid the issue.

Developing these types of programs would be ctifwaFFRDCs to have
consistent leadership. Determining the charactesistith the current management team
at an FFRDC will lay the groundwork for future seglthat could identify individuals
with leadership potential and provide the propetiremment for training, individual
development plans, mentoring, coaching, etc.

Problem Statement

The problem is that there are many studies definirgacteristics of business
management within the private sector, however gtiwevery little literature on the nature
of leadership characteristics of FFRDCs. Additibnahere are no known studies that
define key characteristics of mid-level businessiaggment within an FFRDC.

Purpose of the Study

Since there is very little published literaturetba key leadership characteristics

of business management within FFRDCs, the reseanahdd like to expand the

knowledge in this area. The purpose of this studyg t@ define the leadership



characteristics of mid-level management withinkheiness divisions at an FFRDC.
Expanding the knowledge of determining key leadprsharacteristics at an FFRDC
will lay the foundation for further research stusl& FFRDCs.
Research Question

The research proposed to determine the leaderkhiaaeristics of mid-level
business management at an FFRDC. Therefore, theaving research question will be
explored:

1. What were the most prevalent leadership charatitarisf mid-level

management, within the business divisions, at &RIKE?

Significance of the Study

The significance of this study was to determingentrleadership characteristics
of mid-level managers within an FFRDC businessremment. “The field of strategic
leadership, or the study of how top-level leadeflience organizational performance,
has not yet been widely extended to the nonpreéitas” (Phipps & Burbach, 2010, p.
137). Most of the leadership material that has hmdiished is geared toward profit
making organizations, which leaves a gap in the[ERrganizations leadership focus.
FFRDC organizations have a different goal from stdpor even governmental agencies.
Therefore, the leadership characteristics may aanyell. Given the role of FFRDCs to
serve the government and the governments needskpa@ded to a more global
environment over time, means that FFRDCs must densnore of a global mindset.
Leaders must be able to adapt to the evolving tzapisto best serve their organizations.
To better define the current leadership charatiesishis study will use proven

leadership models for gathering data by surveyhmnte/ing key personnel within the
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business organizations of FFRDCs. Currently, littieearch has been completed to
identify leadership characteristics within the In@sis organizations of FFRDCs.
Interviewing/surveying the mid-level managementieill lay the foundation for
gathering the leadership characteristics. The stinterview tools can be found in
Appendix G of this study. The information gatheoedld be used by executive
management to determine key attributes for futeaeérs and lay the foundation for
leadership training, succession planning and ledwg@iprograms. For example,
management may use this information to developelesdbp training, succession
planning programs for the executives, promotioteod, and possibly hiring criteria.
Additionally, the information may develop the foatihn for future studies which may
assist in leadership selection, training, successianning, coaching, mentoring, etc.
Over the past 15 years, such research has fouhdrlyal2 to 33 % of nonprofits had
established a formal executive succession plam@ngergency succession plan for that
matter, one where the departure of the executsetsefrom a unscheduled departure
such as death in office (Santora, 2009, p. I). fBisearcher felt that the narrow focus of
this study on just the business segments of thenargtion will provide a wealth of data
to the other FFRDC organizations. Additionally, erstanding the current leadership
characteristics could provide consistency throwgliérship transitions with less
interruption to the organization.
Limitations of the Study

The following were the limitations of the study:

e The study involved leadership characteristics ity one FFRDC; and

e The study only utilized the LEAD-Self Assessmermtito
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Key Assumption

The following was a key assumption of the study:

e Assume that the responses will reflect the trubnige of the respondents.
Definition of Key Terms

The following terms were used throughout this disé®n, and the definitions

below are consistently applied.

e Federally Funded Research and Development CentadR[FC). Activities
that are sponsored under a broad charter by a Goesit agency (or
agencies) for the purpose of performing, analyzingggrating, supporting,
and/or managing basic or applied research andi@iaement, and that
receive 70 % or more of their financial suppornirthe Government; and—

o0 A long-term relationship is contemplated;

0 Most or all of the facilities are owned or fundedthe Government;
and

0 The FFRDC has access to Government and suppliey elaployees,
and facilities beyond that common in a normal cacttral relationship
(Acquisition.gov, 2012).

¢ Not-For-Profit Organization Organization that has primary objectives such as
public service rather than returning a profit ®oatvners (Kurtz & Boone,
2011, p. 5).

¢ Mid-Level ManagersOrganizationally defined as supervisors and secti

managers that are responsible for managing people.
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e Business DivisionThe business divisions include Finance, Accoigntin
Acquisition, Facilities, IT systems, Logistics, aRtbgram Business
Management. These divisions manage the businessgses of an FFRDC.

Chapter Summary

As business evolves into a more global and comptexronment, leaders are
called on to be more adaptable than ever. Undatstgiow the business divisions at an
FFRDC can best serve the technical organizati@viray to simplify business matters
and allowing the researchers to perform impressoience and engineering while
protecting the organization by complying with lasrgl regulations is an ever evolving
challenge. Leaders have more and more demand®ontthfind answers to more
complex problems, while dealing with tremendousegational gaps in the current
workforce. The proceeding chapters will descritzl&rship characteristics in detail that

are the core of an FFRDC business organization.
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Chapter 2. Literature Review

According to Papadimitriou (2007), “Similar to pitefnaking and public
organizations, non-profit organizations are unaeitinuous pressure to develop
strategies and embrace management practices, ehstiie organizational effectiveness”
(p. 571). Leadership is the core of any organimatiocluding both profit and non-profit
organizations. “Current texts for for-profit andmprofit leaders all seem to use the
findings from the for-profit sector leadership raszh as the basis for their prescriptions
for effective leadership” (Thach & Thompson, 20p7358). Without quality leaders
guiding the organization, the probability of fagucertainly increases. In order for
organizations to build solid leadership, enduréoilitate change, prepare successors,
there must be a strategic plan for developing tkeyecompetencies. Jackson, Farndale,
and Kakabadse (2003) state, “We argue that orgaomzé success depends on the top
team and board members possessing an appropriatedaf skills, competencies and
capabilities” (p. 186). Identifying key charactéids for successful leaders is the crux of
building the future of the organizatiohhe majority of the non-profit organizations are
involved in service production, which aims at idBrig, and satisfying socially defined
needs and expectations (Papadimitriou, 2007).

One of the guiding principles of FFRDCs is to adv&acience and technology
while completing programs for the sponsor. Manyhefe activities prove to be of
national interest by the government as well agtliigic. Non-Profit organizations rely
on public funding sources such as governmental@ggnprivate foundations and
individuals (Heap, 1998). FFRDCs receive billiondaderal funding by the U.S.

Government. Certain responsibility comes along whtt amount of money for these
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agencies. Over the years, agencies have foundfiliend advantageous to ask Congress
to create, or authorize an agency to create, néihprganizations to perform functions
that the agency itself finds difficult to integratéo its regular policy and financial
processes (Moe, 2001). The government is relyinthemesponsibility of the FFRDC
when spending taxpayer funds. The business untteesé FFRDCs generally don’t have
leadership development training programs desigaethé stewards of the taxpayer
dollars. Many of these FFRDCs do support educatitim external organizations such as
graduate degrees or even doctoral degrees at smiwemwhich cover, among other
programs, business related topics and leadershgonmly stipulation on these programs
chosen is that they must coincide with the emplsye@rrent job and that the university
is accredited. Many FFRDCs also support particedaernal training programs and
professional certifications that relate to the emgpks work assignment. Is this enough
leadership training for the FFRDC business managéetmams? What are the needs,
expectations of those positions? Are there gafiseiorganizational needs? Are there
future positions that will be developed based @endilanging/evolving environment?
Once these questions are answered, then lead@mslgams and training should be
discussed. Gaps should be assessed between théatigpaal goals or objectives versus
the leadership abilities of the management team.
Chapter Structure

This chapter will provide a comprehensive literataverview of proven
leadership theories, models and characteristiegacutive management. The literature
used in this chapter will not only be related to+poofit agencies, but will be a

comprehensive summary of sources including provaimstream leadership models.
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First, an understanding of leadership charactesishiat are determined by executive
management to be core to the organization will pi®the foundation that will build it
into the strategic plan. Second, the agency mustmee if there are individuals that
naturally meet that criteria or have the poternitadevelop those skills. Finally, instilling
these behaviors organizationally as part of theuoelis the next goal of the agency. This
is no easy task. Training toward incorporating t@laviors as core competencies will
ingrain the criteria as the new culture.
History of FFRDCs

The FFRDC is a hybrid organization designed to radetleral need through the
use of private organizations (Moe, 2001). FFRD@sram-profit organizations that are
funded by a U.S. federal government agency. The dde FFRDC began in the 1940s
based on the government needs during the war @noav prominent organizations that
allow the United States government to fulfill otlspecific missions. They are exempt
from most taxes, facilities and equipment are oftemed or financed by the federal
government, and they receive operating expensé®uitassuming business risks or
costs associated with competing for most federalrects. The following agencies have
developed FFRDCs, Department of Defense (DOD), Beant of Energy (DOE),
National Aeronautics and Space Administration (NA®¥ational Science Foundation
(NSF), Health and Human Services (HHS), Departroéhtomeland Security (DHS),
Department of Transportation (DOT), Veterans Adstnation (VA), Nuclear Regulatory
Commission (NRC), and the U. S. Department of ttea3ury (TREASURY). For
example, the DOD employs 10 FFRDCs that perfornvities such as, technology

development and communications that prepare UStates (U.S.) fighters for winning
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wars. The department of energy employs 16 FFRD&st#lckle issues of nuclear energy
and technology development that assist the U.®8wire efficient infrastructure design
and development, harnessing the power of nucleanggnThe National Science
Foundation has five FFRDCs that perform a variétyasks, such as, earth science and
astronomy. These agencies utilize the talentseoFFRDCs for particular activities that
support that agencies mission. FFRDCs are grouptedhree categories focusing on
different types of activities:

e System Engineering and Integration Centers

e Study and Analysis Centers

e Research and Development Centers (includes nat@atatories)

(Defense Aquisition University, 2011)

Originally, FFRDCs were Federal Contract Researeht€rs (FCRCs), developed
to assist the military, in World War 11, to assistresearch solutions for success in war.
FFRDCs developed from FCRCs and are mostly manbgediversities, a consortium
of universities, non-profit organizations or pubhterest partnerships. Public interest
partnerships are Government Owned and Contracteradgd (GOCO) partnerships and
University Affiliated Research Centers (UARCs). FRemployees are not government
employees; they are private employees of the ozgdonh managing the organization.
The goal of the FFRDC is tied to the mission ofglo®ernment agency sponsor. There is
a link between the FFRDC and the government agenbgw they share data in order to
meet the sponsor requirements. Furthermore, obtamiganizational legitimacy and
ensuring operational continuity in a non-profittsgf precludes basic agreement on the

mission statement and minimum satisfaction of ifferént interest parties participating
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in the operation of the organizations (Papadimitr007). Some performed studies and

analyses on topics such as anti-submarine walfatehe majority were laboratories

engaged in the development of radar, the proxifoite, and other war-winning weapons

in including nuclear weapons (U.S. Congress, Offit€echnology Assessment, 1995).

The research was seen as critical in bridging gapseen science goals and military

execution.

An FFRDC'’s performance of its tasks requires thgpecial relationship exist

between the FFRDC and its sponsor. That relatipnsiciudes:

Comprehensive knowledge of sponsor needs — missidtire, expertise and
institutional memory regarding issues of enduringaern to the sponsor
Adaptability — ability to respond to emerging needsheir sponsors and
anticipate future critical issues

Objectivity — ability to produce thorough, indepentlanalyses to address
complex technical and analytical problems

Freedom from conflicts of interest and dedicatiomhte public interest —
independence from commercial, shareholder, politereother associations
Long-term continuity — uninterrupted, consisterp@urt based on a
continuing relationship

Broad access to sensitive government and commér@alietary information
— absence of institutional interests that could keamisuse of information or

cause contractor reluctance to provide such inftioma
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¢ Quick response capability — ability to offer shtetm assistance to help
sponsors meet urgent and high-priority requiremédédense Aquisition
University, 2011)

There are many benefits to the government in pangevith universities and
other organizations to operate an FFRDC. The heoktine FFRDC is that there is no
profit motive or conflict of interest, and the FFRRan therefore function as an
independent, trusted advisor and honest broker FHRDC is answerable only to the
government customer and has no vested interestriicylar technologies or solutions
(Defense Aquisition University, 2011).

FFRDCs operate differently than traditional corpiorss and even typical non-
profit organizations. It is important to recogntbat the FFRDC does not compete for
federal contracts against non-FFRDCs, but may ctenpeh other FFRDCs for
contracts. The FFRDC is required to work within phepose, mission, general scope, or
competency as assigned by the sponsoring ageney=HRDC must not perform work
that is otherwise performed by a for profit corgimna (Defense Aquisition University,
2011).

There is a master list of FFRDCs formally estaleltsin 1967 that is maintained
by the NSF (2012). The National Science Foundadicimmandated the NSF to “provide
a central clearinghouse for the collection, intetation, and analysis of data on scientific
and engineering resources, and to provide a safiioéormation for policy formulation
by other agencies of the Federal Government” (pFAR 35.017-8 states that the NSF

will maintain a master federal government list 8RDCs (Defense Aquisition
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University, 2011). As of 2011, there were 39 recpgth FFRDCs working for the United
States Government, according to the master listigNal Science Foundation, 2012).

The charter or purpose of the FFRDC requires tbaspring agencies to have a
written agreement between the specific governmgeney and the FFRDC. FAR
35.017-1 describes the special relationship betw®&DCs and their sponsors. The
FAR requires a written agreement of sponsorshivéen the government and an
FFRDC and sets forth the federal policy regardirgdstablishment, use, review, and
termination of FFRDCs. FFRDCs agree to terms amdlitons more restrictive than
those of other organizations that work with theefedl government. The substance of the
agreement is that FFRDCs not make a profit, notpadenfor federal work with industry,
not work for commercial clients, not manufacturedurcts, and not carry out functions
performed by the DoD. Sponsors do not assign waak¢ould be carried out effectively
by for-profit companies except on a very limitegisago maintain expertise and
continuity within their FFRDC (Defense Aquisitiomiversity, 2011).

A Sponsoring Agreement is unique to FFRDCs. Itreesfithe work and describes
the context in which that work is performed. A Sponrng Agreement is clearly
designated as such by the sponsor, may take vddous, and is written to facilitate the
long-term, special relationship between the Govemtnand an FFRDC. It:

o States the purpose and mission of the FFRDC
e Provides provisions for the orderly terminatiomonrenewal of the
agreement, disposal of assets, and settlemerahulities

o Directs how retained earnings may be used
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e Prohibits the FFRDC from competing against any RERDC except to
operate an FFRDC

e Determines whether or not an FFRDC can accept Work any
organizations other than the sponsor(s) (Defensasfmpn University,

2011)

L eadership Issuesat FFRDCs

FFRDCs have a different charter than governmeaheigs or corporate entities.

Some FFRDCs are tied to academia which could fudbmplicate the leadership

aspects based on the organizational structure.rAeepto Siddique, Aslam, Khan, and

Fatima (2011), “Academic leaders have more chadlserigan the leaders of business

organizations” (p. 188). With that said, all nomfitrorganizations have unique

leadership issues that oppose them from profit ngakrganizations which have several

challenges involving the development of leadersjuglities. The first is called

fieldwide: this is used in evaluating leadershipgrams by understanding and critiquing

leadership for others. The second challenge isadetbgical as shown below:

Engage multiple stakeholders

Look for change in multiple arenas
Use multiple methods

Invest in longitudinal evaluation
Develop a theory of change
Acknowledge the complexity of change
Consider context

Participate in cross-program learning
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The leadership challenge is to see the extent tohwhis possible to
construct/integrate a statement of organizationgb@se that incorporates the visions of
key stakeholders while addressing environmentabdppities, constraints and risks
(Dauvis, et. al., 2010).

Need for Leadership Programs

Dynamic market conditions and advances in techrnyodog set to affect the way
development is tackled in the future, with a spesmphasis on distance delivery as a
means to accommodate the time constraints faciag éxecutives (Jackson et al., 2003).
Training programs for upper management and fueaddrs is essential for the
consistency of any organization. The idea behiretetive development was, and still is,
to provide advanced management training and edurcedimature, motivated and
experienced managers. FFRDCs are no different. rllgagp to Rubenstein (2005), “The
leadership revolution will put leadership developmin@nd training in the ‘emergency
room’ of organizations, where it belongs, just agmas it belongs in the classrooms and
the libraries of organizations and educationalitusdns” (p. 351). There are companies
that specialize in leadership training and develepimvhich could be utilized in putting
programs in place. Also, there are universities laae degree programs which address
leadership and management curriculum. Both of tee&dions may be too costly for an
organization. Many organizations develop their om¢arnal program that is customized
to their organization. No matter which directiorci®sen, leadership programs and
curriculum are essential to developing leadershkipalviors and characteristics for the

betterment of the organization.
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Leadership has evolved over time, including moexgje training classes,
degrees and schools, such as The Harvard BusicaeslSocusing their curriculum and
publication on the art of leadership. Organizatiaresconstantly revisiting the leadership
methodology based on the changing generation oifaare and the specific dynamics
of their organization. With the constant changalirorganizations and their workforce,
leaders need to keep their skills ahead of theniwgaonal needs. Maxwell (2007) states,
“To lead well, we must do 21 things well” (p. xccording to Maxwell,

It's still true that leadership is leadership, nattar where you go or what you do.

Times change. Technology marches forward. Cultdifés from place to place.

But the principles of leadership are constant —thdreyou’re looking at the

citizens of ancient Greece, the Hebrews in theT@stament, the armies of the

modern world, the leaders in the international camity, the pastors in local
churches, or the businesspeople of today’'s glotah@my. Leadership principles

are unchanging and stand the test of time. (p. xxi)

There are many examples of what organizations gperts consider key
leadership characteristics. Cultures differ frone onganization to another and the
attributes that are valued shift as well. The roissif the organization plays a role in the
desired leadership styles. Additionally, change @rilve the shift in leadership values.
As stated by Rubenstein (2005), “we need a cleargrhasis on ethics, we need better
communication skills, we need a stronger abilitytirk together and solve our
problems” (p. 352).

Not all individuals have the capacity or abilitydecome leaders. For example,
Maxwell (2007) states in the 21 Irrefutable Lawd.e&dership, that the law of the lid
determines a person’s level of effectiveness iddeship ability. Identifying potential in

future leaders is also a key factor in providing thundation, training and dedicating

resources to developing individual leadership cdpab.
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It is clear based on Maxwell's (2007) 21 Laws oéfutable Leadership that
change and adaptability are major components oédjo@tion. Not only is change
inevitable, it is a necessary component of leader€brganizations want to see benefit
from their investment in developing the future leedin their organization. Managers
who show a sincere interest in the employee’s &ubareer, who provide feedback on
strengths, who ensure work assignments are stiesiching assignments, and who
actively help align learning opportunities with #ployee’s interests all gain greater
employee commitment (Wallace & Trinka, 2009).

Culture is another important aspect of determinuhgt the key leadership
characteristics are of an organization. In theidgton corporate culture (Schwartz &
Davis, 1981), found that having acquired an undedihg of culture an organization
might reduce the risk of failure. Schein (1999) tiwred that analysis of culture elicits
from an organization’s attempts to resolve fundamdgsroblems or to develop new
strategies. The culture will impact and may everaie some aspects of the
organizational leadership.

According to Jackson et al. (2003), in the pasd, iadeed today, some
organizations were never convinced of the relevaridermal executive education.
Instead, they preferred their executives to gapeernce on-the-job through such
methods as job rotation and project assignmentgvthey believed equipped them with
enough knowledge of vital operations to preparetfer senior-level positions.
Developing future leaders is a key component fgr@ganization since they will
become the leadership team. Identifying those iddads that have the talent to

eventually lead the organization is a difficult téage. How does an organization
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determine who are the high potential candidatesviiielead the organization in the
future? Once identified is there a succession fdagrepare the employee? Is there a
leadership program to further develop the cand®lariditionally, capturing the key
leadership characteristics that the organizatiduegare also critical elements for
developing successful leaders.
Transformational L eadership

Transformational leadership is a newer conceptubas leadership buzzwords
such asempoweringandinspiring your followers. Transformational leadership is a
building process for long-term visions that incagies responsibility into the meaning.
“Transformational leaders inspire followers to &sla extraordinary outcomes by
providing both meaning and understanding” (Boer&é&senbeiss, & Griesser, 2007, p.
16). Some of the key aspects of transformatioradeship according to Northouse
(2007) are emotions, values, ethics, standards$cengdterm goals and includes assessing
followers’ motives, satisfying their needs, andatneg them as full human beings. A key
aspect of transformational leadership is the dgaraknt of the followers by inspiring
them in an ethical and value driven direction. &lpervades most topics and should be
constantly represented in the materials (Brock4200

Transformational leadership has been broken dawnfour factors, charisma,
inspirational motivation, intellectual stimulati@md individualized consideration
according to Northouse (2007). Charisma is the fastor. Leaders that have a specific
vision and a high ethical standard that followensseribe to and wish to emulate would
demonstrate charisma. Mannarelli (2006) descrihasigmatic leaders as having the

ability to inculcate followers with a shared migsiavhich depends on exceptional
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performance for success. Charismatic leaders hawegsconvictions, high self-
confidence and a deep sense to dominate and icBuathers.

The second factor is inspirational motivation, whis a leader building a team
through inspiration of a shared vision. “What is@&sary for leaders, whether regarded
as charismatic or transformational, is that theyeha compelling vision and that they
find a way to communicate it” (Mannarelli, 2006 47.).

The third factor is intellectual stimulation whighsupportive leadership in
challenging followers by innovation or problem soly. As stated by Masood, Dani,
Burns, and Backhouse (2006), transformational lesadgse the consciousness of the
followers with ideals, morals and values while sobscribing to negative emotions such
as fear or greed.

Individualized consideration is the fourth factbeaders use this factor to
develop their followers by coaching or mentoringrthin reaching fulfillment. “In
addition to providing inspirational motivation amdellectual stimulation,
transformational leaders provide individualized sideration to followers, showing
respect and dignity and serving as mentors” (Beuigear, & Braun, 2006, p. 55).

To further demonstrate the importance of identdyar developing the key
leadership characteristics in the organizatiohas the FFRDCs leadership is mostly
only several years away from retirement. There béllarge gaps on the leadership team
if those leadership characteristics are not idextibr developed prior to the current

leadership team exit.
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Trait Theory

Fundamental to the trait theory was the ideasbate people are born with traits
that make them natural leaders (Daft, 2010). Lesdkderstyles emerge in many forms,
and one style that surfaces from the inner coeelading is the trait approach theory of
leadership. The trait approach theory of leadperdbeieloped as the greatness possessed
by leaders was studied. Intrinsic qualities anaratteristics streamlined the model
leader in the early part of the®26entury. With such a profoundness being expeeiénc
in the results of leadership, this style was oadlincoinedgreat man(Northouse, 2007).
As the theory evolved, it was believed that speg@@rsonality traits were foundational to
a leader’s success. Throughout th8 aad 21 centuries, much research has been
conducted surrounding the depth of the trait apgrabeory of leadership.

“Traits are considered to be patterns of individatidibutes, such as skills, values,
needs, and behaviors, which are relatively stabtbe sense that they tend to repeat over
time” (Strang, 2007, p. 431). The most commorigrassociated with this leadership
style are: intelligence, self-confidence, determong integrity, and sociability.

Intelligent leaders bring strong verbal, perceptaatl reasoning abilities to the task; self-
confident leaders believe in their own abilitiesriake a difference; determined leaders
meet and even exceed their goals; leaders of ingegthere to strong principles that
create a safe and trusted environment during a &asksociable leaders develop
cooperative relationships. Although these traitsy wary according to researchers, they

seem to represent the major traits involved wilit ipproach leadership.
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The following diagram (see Figure 1) categorizaditional and emerging traits

that were adapted by Strang (2007) from the costehKatz and Kahn (1978), Stogdill

(1974), and Yukl (1971, 1998).

Traditional effective
leader ship traits

Organized (als
an administrative ability)

Clever (intelligent)
Conceptually skilled

Knowledgeable abo
the work

Socially skillec

Fluent in speakin
(could also be technical skil)

Diplomatic

Tactful

Creative

Persuasive

Traditional effective
leader ship skills

Ambitious, achieveme
oriented

Assertive
Decisive

Dominant
(power motivation)

Energetic (high activity levels)

Alert to social environme
Cooperative

Dependabl
Selt-confiden
Adaptable to situations
Tolerant of stres
Persistent

Willing to assume
responsibility

Emer gent effective
leader ship traits

Moderately higt
achievement orientation

Internal locus of control

High energy level

Emotional maturit
Socialized power motivatior

Personal integrit

Selfconfidenc:

Stress tolerant

Low need for affiliation

Figure 1.Traditional and emerging traits. Adapted from ekang effective technology
project leadership traits and behaviors by K. Bar®i, 2007 Computers in Human
Behavior 23, p. 425. Copyright 2007 by Elsevier. Adapted vipdrmission.

Theoretically, these traits have been acknowledgechtalysts igreat

leadership. Because this theory of leadershipseth upon personal traits, it is important
to mention that not all leaders will possess athefe traits or even any of these traits.

The idea stemming from this concept is simply #fédctive leaders have greatness in
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their ability to influence a group of people towsiathieving goals. That greatness is
believed to be derived from traits.

There is little argument that great leaders haedibte traits that lead to their
success. Collins (2001) has studied the concegreaitness in leadership for many years.
While conducting research Collins admits that heoty found him and he eventually
developed what is the now well-known Level 5 Hiehgrof Leadership. Collins
adamantly states:

But Level 5 found us. Over the course of the studgearch teams kept saying,

"We can't ighore the top executives even if we want here is something

consistently unusual about them." | would push bacffuing, "The comparison

companies also had leaders. So what's differest?h@&ack and forth the debate
raged. Finally, as should always be the case,dteewlon. The executives at

companies that went from good to great and sustadhme performance for 15

years or more were all cut from the same clotme @markably different from

that which produced executives at the comparisompemies in our study. It
didn't matter whether the company was in crisisteady state, consumer or
industrial, offering services or products. It didmatter when the transition took

place or how big the company. The successful orgéions all had a Level 5

leader at the time of transition. (pp. 138-139)

According to Strang (2007), “The level 5 hierarechodel is an interesting
description of a leadership taxonomy which somewlaasllels the leader trait/maturity
concepts evident in transformational, charismaiityal reality leadership theories” (pp.
434-435). Collins’ (2001) research indicates thaits are absolutely a proponent of
great leadership. Figure 2 portrays the five lee¢éleadership that depict traits in

leadership style that are credited to experiensuggess in leadership.
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LEVEL 5 LEADERSHIP/ LEVEL 5 HIERARCHY

LEVEL 3
EXECUTIVE
Builds enduring
grealness through a
paradaxical blend of pessonal
humility and professional wil

LEVEL 5
EFFECTIVE LEADER
Catalyzes commitment o and vigorous pursult of a clear and
compeling vision, stimuiating higher performance standards
LEVEL 4
COMPETENT MANAGER
Organizes people and resources foward the effective and eflicient pursul of
pradatamined chjeclives
LEVEL 3
CONTRIBUTING TEAM MEMEER
Confributas individual capab¥ifies 1o the achievament of group cbjectives, and works effectively with athersin a
group setting
LEVEL 2
HIGHLY CAFABLE INDIVIDUAL
LEVEL 1 Makes produciive contributions throwgh falent, knowledge, skills, and good work Rabits

Figure 2.Five levels of leadership. Reprinted fr@ood to Grea(p. 20), by J. Collins,
2001, New York, NY: Harper Business. Copyright 2@§1Harper Business. Reprinted
with permission.

By closely viewing this hierarchy of traits, thersa list of common traits that
many previous researchers have compiled can béglada Level 1 necessitates
intelligence, level 2 requires self-confidence glethree entails determination, and level 4
involves integrity and sociability. According twlins (2001), “Level 5 leaders are a
study in duality: modest and willful, shy and fesms. To grasp this concept, consider
Abraham Lincoln, who never let his ego get in tleywf his ambition to create an
enduring great nation” (p. 140).

The trait approach leadership theory is effedbeeause it explains leadership
development in an energetic work environment, aléeaders to work from their

strengths, identifies strengths that lead towardatgess, and is supported by more than

100 years of research. There are, however, soiti@stns that dispute the effectiveness
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of trait approach theory of leadership. Opponenftse trait approach theory of
leadership argue that personality cannot expladdeship (Anderson, 2005). Anderson
(2005) states, “Traits of leaders cannot explaganizational effectiveness.
Management and leadership in formal organizatioesat about possessing special
traits. It is about acting” (p. 1078).

Contemporary research suggests that personaktyé bearing on emergence in
leadership. Even though Stogdill (1974) is quatedlaiming that leaders who have
traits are not necessarily equipped for any ledm@ysosition, but that there are indicators
that traits do work with other factors in leadepspositions, Anderson (2005) still
believes that it is a weak correlation to effecteadership. Furthermore, in 1969, Gibb
(as cited in Anderson, 2005) concluded in his netethat “there is no scientific basis for
a relationship between traits and leading positigps1078). Yet, Gibb (1969) does
mention that personality traits cannot be excluidech leadership positions.

Additionally, this theory of leadership does ndeofany type of training for leaders nor
does the research accurately measure that a speeaifiis indeed responsible for
success.

In short, the trait approach is alive and wellbdgan with an emphasis on
identifying the qualities of great persons; neixshifted to include the impact of
situations on leadership; and most currently, & $taifted back to reemphasize the critical
role of traits in effective leadership (Northouge07).

Style Theory
In the style approach to leadership the behaviar lebder is emphasized, thus

separating it from the trait approach which focuse€haracteristics. There are two
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general behaviors recognized in the style appredubh are task behavior and
relationship behavior. Leaders who measure higtaskbehaviors are generally
focused on helping followers accomplish goals, @/hdlationship behaviors from leaders
tend to make followers feel more comfortable whiarhselves, their colleagues, and their
work situations. “The central purpose of the sgpgroach is to explain how leaders
combine these two kinds of behaviors to influendgeosdinates in their efforts to reach a
goal” (Northouse, 2007, p. 65).

The most reputable research of style approach fighigels credited to Ohio State
University (1940-1950), the University of Michigét®50-1960), and Blake and Mouton
(1964). The Ohio State studies developed thegareh around a questionnaire called the
Leader Behavior Description Questionnaire (LDB@ B&gure 3).

The survey considered two elements of leadershifgating structure, which
focused on task behavior, and consideration fokers; which focused on relationship
behavior. Richards (2012) states “An importamdiing of the Ohio State studies was
that these two dimensions are independent. Thisxmthatonsideration for workers
andinitiating structureexist simultaneously and in different amountscfiirds, 2012,

p. 1). Figure 4 shows the various combinationsuahtities of the factors.
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Questlonnalreselow is a list of statements about leadership behavior. Read each one carefully, then,
using the following scale, decide the extent to which it actually applies to you. For best results, answer
as truthfully as possible.
never somet i mes al ways
0 1 2 3 4 5
1. | encourage my team to participate when it comessa® making time and | try to implement theiradeand
suggestions.
2. Nothing is more important than accompligtargoal or task.
3. | closely monitor the schedule to ensueesk or project will be completed in time.
4. | enjoy coaching people on new tasks aodeplures.
5. The more challenging a task is, the mergdy it.
6. | encourage my employees to be creativetabeir job.
7. When seeing a complex task through to cetiopl, | ensure that every detail is accounted for.
8. | find it easy to carry out several congikd tasks at the same time.
9. | enjoy reading articles, books, and joisrahout training, leadership, and psychology; #eeh putting what | have
read into action.
10. When correcting mistakes, | do not worrgulieopardizing relationships.
11. I manage my time very efficiently.
12. | enjoy explaining the intricacies and detaf a complex task or project to my employees.
13. Breaking large projects into small manalgetaisks is second nature to me.
14. Nothing is more important than building ead team.
15. | enjoy analyzing problems.
16. | honor other people's boundaries.
17. Counseling my employees to improve thaifopmance or behavior is second nature to me.
18. | enjoy reading articles, books, and trade jouradlsut my profession; and then implementing the peveedures |
have learne:

Figure 3.The managerial grid. Adapted frohmne Managerial Gridp. 18), by R. Blake,
1964, Houston, TX: Gulf Publishing. Copyright 196¢4 Gulf Publishing. Adapted with
permission.

HIGH CONSIDERATION AND HIGH STRUCTURE AND
High Consideration
LOW STRUCTURE HIGH CONSIDERATION

LOW STRUCTURE AND HIGH STRUCTURE AND

Low Consideration
LOW CONSIDERATION LOW CONSIDERATION

Low Initiating Structure High Initiating Structure

Figure 4.Combinations of leadership factors. Adapted ffovimat is Organizational
Development?” by D. Richards 2012. Copyright 20§D Portal.com. Adapted with
permission.
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In the late 1950s, Cartwright and Zander (1968\bdgeir research through the
University of Michigan focusing on group workers:

Dorwin Cartwright and Alvin Zander studied the altjees of groups, finding

that group objectives fall into one of two categeri The first objective was the

achievement of the group's goals. This aligns Wightask orientation. The
second objective was the maintenance or strengitperiithe group. This aligns

with the human or worker orientation seen in pagtiss. (Richards, 2012, p. 1)

As these studies were closely interpreted, it agguetne final result was that
effective leaders fall into two groups, autocratid democratic. Then, from such
conclusions, more details surfaced in developiglg stpproach leadership. Basically, a
production oriented leader was labeled as an atghian type leader; as one who uses
their authority and makes the decisions that leagbals being accomplished. If
employees are able to participate in the decisioaking, then the leader is labeled
democratic (Cartwright & Zander, 1968).

Renis Likert (1967) expanded on the studies angarebed what differentiated
effective leaders from ineffective leaders. Acdogdo Likert, “Supervisors with the
best records of performance focus their primargraibn on the human aspects of their
subordinates' problems and on endeavoring to leffiéttive work groups with high
performance goals” (p. 7)Likert’s research found that the most effectivalkra were
employee centered versus job centered. In 19&@értiLdeveloped a graph to help
determine the recipe for effective leaders. Thetratiective leaders were found to be

ones who have trust, goals based on participatidnraprovements, and friendly

interaction with employees.
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Trust M otivation Interaction
fear, threats, little interaction,
System no trust
and punishment always distrust

little interaction,
System master/servant rewards and punishment
always caution

substantial but rewards, punishment, moderate interaction,
System
incomplete trust some involvement some trust

goals based on participation extensive interaction,.
System complete trust
and improvements Friendly, high trust.

Figure 5.The table of organizational and performance charstics of different
management systems. Adapted frohe Human Organization: Its Management and
Value(p. 86), by R. Likert, 1967, New York, NY: McGrai#l. Copyright 1967 by
McGraw-Hill. Adapted with permission.

Blake and Mouton (as cited in Blake, 1964) devedbtieir studies of leadership
behavior by creating the famous Managerial Gri@ [Sgure 6), which identifies two
functions: the task function or concern for productand the relationship function or

concern for people. The grid depicts five leadgrstyles:

Impoverished Managers measure low concern for mtamtuand people

1.9 Country Club Managers measure high concerpdople and low concern

for production

e 9.1 Task Managers measure high concern for pradueind low concern for
people

¢ 5.5 Middle of the Road Managers measure mediumezorfor production

and medium concern for people
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e 9.9 Team Managers measure high concern for praxtuand high concern

for people

High |. (9.9)

9 * (1.9) Team *

Country style

g8k club style

l
2
2 o}
[ ]
2 (5.3)
'6 5pP .
‘E Middle-of-the-road style
s 4}
<
)
[ 3h

2

' 9.1)
(1.1)
1p + Impoverished Produce or
style perish style
Low A A A A A A A A R
Low 1 2 3 A 5 6 7 8 9 High

Concern for production

Figure 6. The managerial grid. Reprinted frorhe Managerial Gridp. 18), by R. Blake,
19641 Hpuston, TX: Gulf Publishing. Copyright 1984Gulf Publishing. Reprinted with
permission.

The strengths of style approach leadership atelibaresearch is more specific to
behaviors than simply characteristics; the studislucted are highly credible, the
identification between task and people bring argfrioalance to the essence of leading,
and the concept is easily understood for applioaiad improvement of leaders who can
identify their own behaviors from the research.

The criticisms of this leadership theory drattthe research does not depict the

overall performance of the leaders in relationé¢bdviors and morale, job satisfaction

and productivity, universal behaviors are not gadintifiable, and lastly the high-high
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style of leadership is not always a consistent omeagf effective leadership because
situations vary for all leaders.

The style approach of leadership helps leadergrere their behavior, and is not
to be used as a tool for telling leaders how taalieh The balance of task and people is a
valuable instrument for leaders as they combinekingrconditions with human
relationships to accomplish goals.

Situational Leadership Theory

Situational leadership is one of the most widebognized approaches and is
commonly used by organizations in developing lesd@&ituational leadership is a
popular and widely used model that emphasizes uaorg than one leadership style,
particularly in developing subordinates in the taiy” (Yeakey, 2002, p. 82). The
situational theory of leadership was developed byskly and Blanchard (1996) and has
been refined as time has gone on.

The approach of the situational model is that éaelér must vary or adapt their
leadership style based on the needs of the situaki® stated by Grover and Walker
(2003), to be effective, a leader must use a stiylet of behaviors that fits the unique
demands of the situation. The approach relies atioNve and supportive behaviors
based on the current need. The leader must asgessmpetence of the employees and
determine if a directing, coaching, supporting eledating style is required to complete
the task at hand. There are times when the leadst shift approaches mid-stream to
accomplish the work product. Yeakey (2002) stéfBs,develop subordinates to become

effective leaders and operate as cohesive teaatgrie must be adaptable in their own



37

leadership styles to move toward participative éalip” (p. 81). As the employees
skills evolve, the leader should shift the stylaécommodate the group.

The directing style has a high directive and a smpportive behavior. This is
when the leader communicates the required outcomiearefully manages the
employees. Avery and Ryan (2002) believe a managetvised to be more directive and
less supportive with a new task to a new employee.

The coaching style has a high directive and a bigiportive behavior. In this
case, the leader works with the employees as aomehitecting the activity and
supporting the employees along the way. HerseyBdaiachard (1996) confirm that
coaching is essential for moving an employee thnahg dissatisfaction stage when the
group needs direction, support, encouragementligteding to. In the end the leader will
decide the best course of action for the desirécooue.

Next is the supporting style, which is high supp@raind low directive. The
leader takes on more of a facilitator approachalluvs the employees to use their skills
to produce the goal. The leader is there to resaiyedifficult situations or be used as a
reference when employees are posed with complegides. Leaders in this style are
generally engaging in detailed dialog and recoggiamployees for excellent work
product. In recognition and situational leadershilanchard (1997) states that a
manager of an employee in this stage of developmeeds to provide clear, specific
positive recognition to the employee for the achieent of the desired performance.

Finally, the delegating style is a low supportivela low directive behavior. The
leader takes a hands-off approach in this style. rdke of the leader is more of inspiring

or motivating the employees to accomplish the gddiere is little task oriented or
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intervention by the leader. Grover and Walker (9083te, “By delegating, the leader
provides the follower full autonomy to do the assid work with the leader only
monitoring work outcomes” (p. 14). The leader alboive employees to take
responsibility for the final product.

One strength of situational theory is a well-docated process. This is not a new
theory and it has been practiced by many largenizgdons over many years. Therefore,
it has evolved into a positive instrument that pm/en a certain amount of success over
time. The situational leadership model has arguabéyof the most utilized leadership
tools and theories in the business industry to8ag$, 1990).

The situational theory is a very easy approachtterstand for leaders. As stated
by Northouse (2007), a strength of situational ézalip is its practicality.
Implementation of the approach may pose a grehtdlenige, however, the concept of
the style is clear to future leaders.

Another positive aspect of the situational modé¢hat it allows for the leader to
determine the employees’ competence and implerherdapiproach best suited for that
scenario, while providing the flexibility to modithe approach. According to Yeakey
(2002), “Change may occur in the maturity levells follower, new technology may be
introduced in the organization, or a structuralngemay occur requiring the leader to
move backward on the curve to provide the apprtpfével of support and direction” (p.
77). Each employee is unique and the situationalehallows for the leader to consider
the impact to each individual and to adapt wheressary.

One of the models drawbacks is that it is not geea the concept. This means

that employees are complex and not all employeededucketed in these four
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categories. There is some ambiguity in determinieglevel of employee competence for
the sake of the models consistency. Not all em@ewgxperience the wave of highly
committed, then change to little commitment anahtback to a highly committed status.
According to Avery and Ryan (2002), the situatioleaddership model is puzzling
because it combines high and low directive and sume behaviors with high and low
competence and commitment in the developmentaldef@other basic assumption is
that the leader is an experienced and mature shadiand that the employees are
inexperienced and immature individuals. This i@er@w point of view and lends itself to
guestioning the accuracy of the model.

Finally, there is a question to the large groupirsgtersus the small group
setting. The model would take the same approatietgroup development as it would to
the individual development, when there are cenaiifferent aspects and dynamics to
the two scenarios. As cited by Blanchard and He($896), the Parisi-Carew argued that
if groups go through these stages, why would thveldement process for individuals be
different?

A comprehensive knowledge of how groups develop@lwith the intricacies of
group dynamics will help in deciding the readinkes®| of the group at a particular time
(Grube, Phipps, & Grube, 2002). Figure 7 presdmslituational Leadership Il Model

by Blanchard (1997).
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sl AMErage Com
situational Leadership |l Model
(Blanchard)

Leadership Styles

X
k-]

SUPPOCATVE BEHAVIOR ———eeeiti

Low ———— DIRECTIVE BEHAVIOR ——— High

DEVEILOPED -~ DEVELOFING

Development Level of the Individual

Figure 7.Situational Leadership Il Model. Reprinted frome®gnition and Situational
Leadership II,” by K. Blanchard, 199Emergency Librarian, 24p. 38. Copyright 1997
by Emergency Librarian. Reprinted with permission.
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Contingency Leadership Theory

The contingency theory takes a different approbhah the situational theory in
that the leader is matched to the position versedgader adapting to the situation. In the
contingency approach, if a leader has a partigiide that is considered preferable by
the organization, then that leader is the corieébif the position. “A firm’s strategy and
structure must fit each other if performance ibécenhanced” (Meznar & Johnson, 2005,
p. 121).

In describing the styles under the contingencymhethiey are task motivated and
relationship motivated. There is a measure fote¢hder’s style in this model, which is
described by the Least Preferred Coworker (LPCesdde leader is matched to the
proper style based on their score on the LPC sEligg scores are relationship motivated
leaders and low scores are task motivated leadecerding to Northouse (2007), by
measuring a leaders LPC score and the variableanibe predicted if a leader is going to
be effective in a particular situation.

There are three variables in the contingency matith are important to
determine what situation a leader will be succdssfurhese variables are Leader-

Member Relations, Task Structure and Position efé?qsee Figure 8).
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Fiedler's Contingency Model

Situations

LE:H!ET—I_TIEH"II]ET Giood B Good | Good Giood Foar Poar
relations
T ask structure g g I L I Lovr g gh I L I L

__ Yikak Strongl] ek
Position power ‘

Favoraileness
L Mo st favorable Moderate favorable | Mo st favorahle
of situation
Londor Botavior | tesicorientea | - [iationship-orented
Leader Behavior task-oriented relationship-oriente task-oriented

Figure 8.Leader-member relations, task structure and posif power. Reprinted from
Leadership: Theory and practi¢p. 71), by P. G. Northouse, 2007, Thousand O@Rs,
Sage Publications. Copyright 2007 by Sage PubtinatiReprinted with permission.

Leader-Member Relations summarizes the relationséipgveen the employees
and the leader. In short, are there strong pogitiagacteristics versus negative
characteristics thought of the leader overall leygmployees.

The task structure variable is the clarity of tverall task described. Highly
structured tasks create a more organized situédiaie leader, while unstructured tasks
leave goals to be achieved in doubt for employeddesson the influence that a leader
has over the situation.

The third and final variable is position power. 38 actual power by title or

position a leader has to determine the employegisd. Strong power is the promotion



43

or firing of an employee, as opposed to weak pdeaaers that don’t have the authority
to decide the employee’s future.

A strength of the contingency model is that theticg@ncy theory has been
around for a while and has been the focus of masgarch projects which confirm that it
is a solid theory. According to Goodson, McGee @adhman (1989), “The proliferation
of contingency theories of leadership in the orgatmonal literature has resulted in
considerable empirical testing” (p. 446).

By way of the contingency theory, the focus ofadler being matched with a
style had never been considered before. This opiieedoor for a new way of
considering the approach of leading a specific.t@ibke theory allows for leaders to be
effective in a particular given situation. The theallows organizations to place leaders
into a win-win situation based on the style theggass and desired outcome needed to be
achieved.

A criticism for the contingency theory is thatgta narrow way of thinking and
doesn’t explain the rationale for particular leadgp approaches are successful in certain
situations versus why there are unsuccessful iaratituations. Spinelli (2006) states that
the contingent reward process produces only aatieplevels of effort and standard
performance. The LPC scale has been called intstiquefor its accuracy, current
applicability and its bias on determining anotleader’s behavior.

A major criticism is the dilemma of no leaders witthe organization meeting
the criteria determined by the contingency modedullf this change the decision by
management to use the situational theory of leagerather than the contingency theory

of leadership? Spinelli (2006) states, “An integraft of a strategy to improve an
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organization’s leadership process is the identificeof individuals who have the
capability to be effective leaders at all levelsaaforganization” (p. 18).
Transactional Leadership Theory

Transactional leadership is as it sounds, leadetsdsed on individual exchanges
or interaction which lead to the growth of both lsader and the followers. As stated by
Kest (2006), subordinates will respond to the led@dsed upon rewards and punishments
with a clear chain of command. Motivation is a kagtor to a transactional leader due to
fact that both the leader and the follower havalammterests at hand. According to
Aarons (2006), “An effective transactional leadealble to recognize and reward
followers’ accomplishments in a timely way. Howev&ubordinates of transactional
leaders are not necessarily expected to think iatneely and may be monitored on the
basis of predetermined criteria” (p. 1,163).

The transactional model by Bass and Avolio (asdcih Bass, 1990) describes a
contingent reward and management by exceptioneseaipected outcomes. What this
means is that there is a common goal by both @meleand the followers or a contingent
reward. The leader and the follower combine en&rgcquire that common goal.
Leaders use a management by exception procesd) wigians, criticizing or providing
feedback in a negative form to the follower to aghkithe goal. Hood (2003) states that
transactional leadership is based on legitimatego@w authority within the organization.
The expected outcome will be the result of comlgrilme contingent reward with the

management by exception processes.
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L eader-Member Exchange Theory of Leadership

The leader-member exchange (LMX) theory is a dymarancept of leadership
that emphasizes the relationship between a leadkfodlower, which in turn delivers
positive results in the areas of task performamckj@b enrichment. The LMX model
has evolved over nearly 40 years and incorporatsdtransactional and
transformational style of leadership (Graen & Ul 1995). The depth of research
surrounding this theory is directed at the recipf@xchanges between the leader and
follower. According to Wang, Law, Hackett, WangdaChen (2005), “There is a
reciprocal process in the dyadic exchanges betVeagler and follower, wherein each
party brings to the relationship different kindsre$ources for exchange” (p. 421).

In particular, leaders often have a special refatap with an inner circle of
trusted lieutenants, assistants and advisors, tonaithey give high levels of
responsibility, decision influence, and accessswources. This in-group pays for their
position. They work harder, are more committedagktobjectives, and share more
administrative duties. They are also expected tiulhecommitted and loyal to their
leader. The out-group, on the other hand, is gigenlevels of choice or influence
(Syque Consultants, 2012).

Therefore, a high-quality LMX relationship existstiween a leader and follower
who is part of then-group,whereas low-quality LMX relationships involve folers
who are part of theut-group Furthermore, high levels of information exchangetual
support, informal influence, trust, and greateratgging latitude and input in decision

influence represent a high-quality LMX relationsi§omech & Wenderow, 2006).
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While there are no set criteria for initiating aMX relationship, because it is
reciprocal, most research suggests that both leadkefollower commence the design
among each other. Followers with strong persoraitification with their leaders
enhance their sense of self-worth by internalizhmgr leaders’ values and beliefs and by
behaving in accordance with them. In so doindoWeérs garner praise, recognition, and
enriched role responsibilities, and these resnles higher quality of social exchange with
their leaders (Wang et al., 2005).

Syque Consultants (2012) propose three steps &lapeng LMX which involve
the following: role taking- a member joins the teand the leader assesses his/her
abilities in order to offer opportunities for theember to demonstrate his/her skills; role
making- a second phase in which the leader anthdraber exchange informal
negotiations that promote benefits in return fgalty; and routinization- the cycle
begins again, and continues in the relationship.

LMX develops through three sequential stages: gegracquaintance, and
partner which all rely on transformational typeiabexchanges (Graen & Uhl-Bien,
1995). At the stranger stage, leaders will askdlssvers’ ability to fulfill
responsibilities by modestly expanding their roléGreater responsibilities, discretion,
and benefits are given as the follower meets theseessively expanded role
responsibilities” (Wang et al., 2005, p. 423).tHe acquaintance stage, there are
increased social exchanges among members andegeytb share greater information
and resources on both a personal and work related (Graen & Uhl-Bien, 1995).

A mature partnership in the LMX relationship trasrsfis when there is a shift in

the followers’ motivation from a desire to satisifie immediate self interest via quid-pro-
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guo exchanges to a desire to satisfy longer tearbamader collective interests of the
work unit (Wang et al., 2005). LMX is a maturipgpcess that develops and deepens in
quality over time.

The influence of LMX in organizations deliversdant results in task
performance and job enrichment. According to LapieHackett, and Taggar (2006), “In
low-quality LMX relationships, the exchange betw@anties is mostly of an
instrumental, quid-pro-quo nature, wherein follosvezceive standard benefits (e.g. pay,
benefits, safety) in exchange for complying withnfial job requirements (duties, rules,
standard procedures)” (p. 492). In high-quality Xkelationships, loyalty and
contributions from followers in work-related fornsjch as working longer hours to meet
project deadlines, promote great task performarides performance, in turn, rewards
workers with special privileges that lead to car@@nancing opportunities.

“Accordingly, task performance is a form of currgme the social exchange between
leader and follower, and a means of fulfilling glaliions for reciprocity” (Wang et al.,
2005, p. 422).

The LMX model that reflects greater follower jobrfeemance is characterized by
high levels of information exchange, mutual suppoformal influence, trust and greater
negotiating latitude and input in decision makiSgihech & Wenderow, 2006), thus
creating an environment where this theory can vimgk positive cyclic manner. The
idea of greater job performance from employeesnmtvational factor in organizational
leadership.

The job enrichment that is experienced when highiguLMX exists in the work

atmosphere also helps to motivate followers. Wierkers experience a social
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exchange that makes them feel valued, it promobtestihy desire to work toward higher
levels of achievement, both for the worker anddbeapany. A certain level of job
satisfaction allows workers to accomplish this, when high-quality LMX is factored

into the equation, the job enrichment becomesflredocial exchange between followers
and leaders. According to Graen (2003) follow@b’enrichment has been recognized
among LMX scholars as an important component ot X leadership model, whereby
followers engages in higher-quality LMX relationssiare likely to have been given
more enriched work opportunities compared to fo#osvin lower-quality LMX
relationships (Lapierre et al., 2006).

As job enrichment increases, leaders recognizefthetiveness of LMX and are
further inclined to deepen the quality of theirerat the social exchanges that strengthen
the reciprocal cycle. Enriched work opportunitideva followers to provide leaders with
more valuable work contributions, which are necgsgacultivate a high-quality work
relationship (Graen, 2003).

While the many characteristics of LMX appear tawel positive results among
leader-member relationships, task performancejandnrichment, there are some
limiting factors that create stressful LMX circurstes. Graen (2003) cautiously
suggests that because of the demonstration ofdughty exchanges among leaders and
followers, leaders have a fundamental expectatoexemplary job performance. In the
event that LMX is affected by poor social excharnbe,job performance will likely be
affected as well.

There are also stress factors that weave into LM&td the increased

requirements that followers face in high-quality KMrenas. Ideally, low-quality LMX
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exchanges result in higher stress levels becal®edinates do not receive adequate
information to ease their feelings of uncertairtia(ris & Kacmar, 2006). In some
instances, high-quality LMX suffers from high ss@&mn behalf of the member.
Subordinates who continue to receive benefits fnaggh-quality LMX may soon feel
obligated to meeting every request from their supger. According to Harris and
Kacmar (2006), “However, if at some point the resisef their supervisors overwhelm
the subordinates, the requests may lead to inatdasgels of stress as subordinates move
from positive outcomes of LMX to potentially negegtiones” (p. 69). Decreased feelings
of stress are plausible when leaders offer empbyesy/s to increase certainty and limit
perceived threats in the place of work. This imttequires greater efforts from the
leader which in some instances may contributeadde stress in LMX.

While high-quality LMX receives acclaim for its eleint success in task
performance and job enrichment, it does not goomitisome form of criticism. The
LMX relationship can appear to be discriminatingiagt workers who do not fall within
thein-group category. Therefor@ut-groupmembers are treated more formally and
have less opportunity to attain the same levebbfsatisfaction thah-group members
receive from their social exchanges with leadétrss also argued that LMX is a game of
favorites. Leaders and followers form a specialdothat creates an uncomfortable
environment at work for workers who are not inclddethe circle, and rather than
associating the bond with skills and abilitiegs itooked upon as a lowly sense of unjust
leadership. According to Hollander (as cited ia®tura, 1999), “It is perhaps necessary

to rethink the LMX concept, considering what comsés ‘fair exchange in leadership™

(p. 25).
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Finally, there are no valid ideas or theories thlly support the development of a
high-quality LMX relationship (Yukl, 1994). Earigsearch only indicates that LMX
was developed because leaders found compatibitipng subordinates’ competencies,
yet the studies never explained the relative ingome of such competencies, or how the
process of LMX worked.

As LMX continues to evolve, the ideal struetwould be that the reciprocal
exchanges among leader and follower would contioygomote healthy working
circumstances that include task performance, jolclement, and leader-worker equality.
Proficient Leadership M odel

Another method of viewing leadership is by theflerent Leadership Model by
Caporicci and Romejko (unpublished). The ratioriatechoosing this model was based
on the right fit with the goal of the project. Aedong to Northouse (2007),
transformational leadership has been broken dotenfaur factors, charisma,
inspirational motivation, intellectual stimulati@md individualized consideration. The
Proficient Leadership Model captures transformatideadership traits as well as
develops leaders to achieve their maximum potetgbktated by Yeakey (2002),
“Situational leadership is a popular and widelydis@del that emphasizes using more
than one leadership style, particularly in deveigpsubordinates in the military” (p. 74).
The Proficient Leadership Model (see Figure 9)vadl@nough flexibility and
incorporates elements from several other modelswtiearly assisted in leading the

team while keeping the focus of the desired outcoai¢he project.



51

eDeveloped, seasoned manager
eTranscendant Leadership
*¢Owns and Controls the “Big Picture”

eDevelopment & Implementation of Business
Strategy for the organization

*“SKILLED” Attributes plus:

eCoaching/Mentoring/Career Development on
a larger scale

eInspiring “The Team”
eSuccession Planning
eServant Leadership
eTransformational Leadership
eMajor contributor to the “Big Picture”

¢ “FUNDAMENTAL” Attributes plus:
eTeamwork & Teams
eWork with larger groups & inter/intra-
group activities
*Key team member
¢ Delegation
¢ Contingent Leadership
e Situational Leadership
o Flexibility and Adaptability
e Some mentoring

» Understand Vision & Mission of organization

» Ethics

» Establish Credibility in and out of the
organization

» |dentify and adopt appropriate attitude for
both personal and organizational success

» Workplace Safety

* Acquire People Skills

» Individual employee/small group interaction
» Continue/complete formal education

. » Contributing team member

Figure 9.The Proficient Leadership Model, by K. M. Caporiand M. Romejko,
unpublished.

By design, the Leadership Hierarchy is in a pyrahsthape. The significance of
the pyramid is to inform the reader that theresteps of knowledge in order to arrive to
the leadership pinnacle. Each characteristic Ibudtls upon the next. By clearly
understanding each prior level, the reader willersthnd that Proficient Leadership takes

into account all of the characteristics of eackhefprior characteristics. The Leadership
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Hierarchy is a comprehensive culmination of leakiprprinciples that are distinct in
nature. There are four levels that begin with Fumeiatal Leadership, Skilled Leadership,
Advanced Leadership and ultimately Proficient Leadp. Each of these individual
levels has specific characteristics associated tvén, while Proficient Leadership being
the culmination of all the characteristics in therarchy. Each of the characteristics is
deemed to be essential in arriving to Proficieradesship.

Beginning at the base of the hierarchy with Funda@taleeharacteristics, the
premise is that leadership cannot take place withthics being the first step of the
foundation, having an understanding of the visiod mission, obtaining people skills,
etc. The skilled level allows the leader to begipression of their style in managing the
team, learning how to delegate, begin to mentaersthetc. The advanced level allows
the leader to harness the direction of the teanievilding the organization into a self
inspired institution. Some key skills are to deyeservant leadership methods, develop
transformational abilities, consider successiomipilag for critical positions, etc. When
the leader arrives to the proficient level, anghsito utilizing all elements of the
hierarchy is inherent in the leader’s behavior peadormance. The leader has instilled all
of the characteristics in the hierarchy in theimagement team and even the
organization as a whole. The organization is timgcle of efficiency even in the
leaders’ absence.

Each of the levels described within refines theviddials’ leadership skills. The
premise of the Leadership Hierarchy is to develoglity supervisors, mid-level
managers and ultimately provide the skills anditgtdr individuals to become a highly

productive and sustainable top level leader. Thaalum defined within the leadership
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hierarchy is a specific list of quality charactacis that are essential for developing high
quality leadership skills.

An integral part of the project was the abilitywork with other in a team
environment. Clearly, the inability to work in teanvould be fatal to the success of the
project. Decisions were made by the team and wtigually. Assuming that two heads
(or more) may be better than one and that managersake better use of their time by
delegating various decision-making chores, theeessong case for turning to groups
when making decisions (Kreitner, 2008). There werrilar meetings that discussed
issues or concerns that arose, as well as, prendadduals for doing great things.
Lencioni (2004) states, “If we cannot learn to egegan productive, ideological conflict
during meetings, we are through” (p. 10).

The groundwork for the project has been laid bgadding the teams,
establishing the cross organizational team, reegispecific direction from the
executives, inspiring a shared vision with the RB&mn, performing a needs assessment
using the S/PELT analysis to determine the cultunphcts to the organization. Now it's
time to implement the teams’ vision and begin takwoward the project goal.
Developing Candidatesfor Key Leadership Positions

An important element for maintaining focus and diiken of the non-profit
agency is identifying appropriate candidates taesead the current key leadership
positions. First, understanding those essentidlssk@cessary is crucial in order to
develop those candidates. Second, a curriculunt beudeveloped with the appropriate
courses to develop individuals. Third, the candidadbility must be evaluated including

their potential.
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The vision of the organization will play a majorrpia the development of the
key leadership attributes for the future. Thera teemendous amount of literature on
many aspects of leadership elements and many sé thleilosophies on what are the key
characteristics cross over each other. There ang toals that have been developed
which could be utilized in measuring key leadersthipracteristics. For example, Marcus
Buckingham uses a Strengths Finder assessmernbtdetermine what attributes are
strengths for leaders.

There are additional personal self-assessment sools as the Myers Briggs
Type Indicator (MBT]I) that identifies individual ponality types. There is also the
DISC personality test which measures the Dominalméleilence, Steadiness and
Contentiousness of an individual.

Utilizing these tests to gather information woude s like a great way to
determine that the right sets of characteristiescaptured on the leadership team. For
example, if the executive leadership team is homeges in experiences or beliefs, then
another perspective is not available decisionsrage.

According to Cheese (2003), companies with humafopeance leaders have a
couple of things in common, they have more higkilled workers, their development
organization is providing timely, relevant and eefective services for employees and
they have experienced greater success with tlaémryg initiative geared toward
strengthening key workforce skills.

Coaching and M entoring
Leaders serve as mentors, coaches, role modeléeaaets socializing members

in the culture out of a personal obligation to hambers of the organization assimilate
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into the culture (McCann, 2011). Essential in leadg development are coaching and
mentoring sessions. Coaching is a one on one &vainpits a more experienced
individual in a particular area with a less expeced individual looking to learn about a
specific subject. Mentoring is generally a oneoare event where a more experienced
person shares experiences with a less experiendeddual. In order for leaders to learn
practical knowledge based on others experiencas isvaluable activity. High potential
leaders should seek out others that have achiexe@ss in the particular area that the
candidate is interested in. All high potential widuals should be paired up with skilled
leaders in the organization or outside of the oimgdion that can assist them in their
leadership growth. The ultimate goal of coachind mentoring is to give the high
potential individual a perspective on an experienoeividuals point of view to give
them that experience in order to make wise deasaymot to make the same error when
posed with the scenario.
Reinvigorating the FFRDCs

Fundamentally non-profit organizations have différgoals than corporate goals.
A leader in a for-profit organization might rewaohployees based on profit-related
targets (e.g,. sales), while a leader in a noni#poaganization is more likely to reward
employees based on the extent to which the sodssiom is achieved (McMurray,
Pirola-Merlo, Sarros, & Islam, 2010). With thatdsahere are also different leadership
goals by non-profit executives. This is more thast p cultural difference between the
organizations, it's the goals set forth by thet@dimission (Cheese, 2003).

In our daily lives, we hear the terms bureaucraid inefficient used to describe

the federal government. Less than flattering tewsed for one of the most powerful
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organizations on the planet. Change is happemmgnd us constantly, and if the

FFRDCs doesn’t adapt to these changes, then moeadmracy and inefficiency will

follow. These changes won't be easy to implemdintvill take strong leadership to

identify the correct course to follow and gain tiae in guiding the organization down
that path.

Senior Executive Service (SES)

The SES is the executive leadership program ofitlke Government that was
developed to create excellence, consistency anersg in government leadership. The
SES program came about in 1978 through the Civili§e Reform Act.

The SES has five core qualifications associateld leédership competence, they
are:

1. Leading Change: This core qualification involves #bility to bring about strategic
change, both within and outside the organizatioméet organizational goals.
Inherent to this ECQ is the ability to establishoaganizational vision and to
implement it in a continuously changing environment
e Creativity and InnovationDevelops new insights into situations; questions

conventional approaches; encourages new ideasiaadations; designs and

implements new or cutting edge programs/processes.

e External AwarenesgJnderstands and keeps up-to-date on local, natiandl
international policies and trends that affect thgaaization and shape
stakeholders' views; is aware of the organizatiomzact on the external

environment.



57

Flexibility: Is open to change and new information; rapidlypésl#o new
information, changing conditions, or unexpectedadiss.

ResilienceDeals effectively with pressure; remains optimistiel persistent,
even under adversity. Recovers quickly from setback

Strategic ThinkingFormulates objectives and priorities, and implersgans
consistent with the long-term interests of the aigation in a global
environment. Capitalizes on opportunities and mesaigks.

Vision: Takes a long-term view and builds a shared visidgh @thers; acts as a
catalyst for organizational change. Influences @the translate vision into action

(U.S. Office of Personnel Management, 2012).

Leading People: This core qualification involves #bility to lead people toward

meeting the organization's vision, mission, andgydaherent to this ECQ is the

ability to provide an inclusive workplace that ferst the development of others,

facilitates cooperation and teamwork, and supparstructive resolution of

conflicts.

Conflict ManagementEncourages creative tension and differences ofi@pusn
Anticipates and takes steps to prevent counteryatoge confrontations.
Manages and resolves conflicts and disagreemematsamstructive manner.
Leveraging DiversityFosters an inclusive workplace where diversity and
individual differences are valued and leveragedduaeve the vision and mission

of the organization.
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Developing OthersDevelops the ability of others to perform and citoitie to

the organization by providing ongoing feedback bygroviding opportunities to
learn through formal and informal methods.

Team Buildinginspires and fosters team commitment, spirit, pradel trust.
Facilitates cooperation and motivates team mentbeascomplish group goals

(U.S. Office of Personnel Management, 2012).

3. Results Driven: This core qualification involve® tability to meet organizational

goals and customer expectations. Inherent to G s the ability to make decisions

that produce high-quality results by applying tacahknowledge, analyzing

problems, and calculating risks.

Accountability:Holds self and others accountable for measurafgle-guality,
timely, and cost-effective results. Determines otdyes, sets priorities, and
delegates work. Accepts responsibility for mistakesmplies with established
control systems and rules.

Customer ServicéAnticipates and meets the needs of both interralexiernal
customers. Delivers high-quality products and sejis committed to
continuous improvement.

DecisivenessMakes well-informed, effective, and timely decissoeven when
data are limited or solutions produce unpleasanseguences; perceives the
impact and implications of decisions.

EntrepreneurshipPositions the organization for future success bytidlying
new opportunities; builds the organization by depélg or improving products

or services. Takes calculated risks to accomplighmzational objectives.
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Problem Solvingldentifies and analyzes problems; weighs relevamce
accuracy of information; generates and evaluatesmaltive solutions; makes
recommendations.

Technical Credibility:Understands and appropriately applies principles,
procedures, requirements, regulations, and poligllased to specialized expertise

(U.S. Office of Personnel Management, 2012).

4. Business Acumen: This core gualification involves &bility to manage human,

financial, and information resources strategically.

Financial ManagementJnderstands the organization's financial processes.
Prepares, justifies, and administers the progragéu Oversees procurement
and contracting to achieve desired results. Mosiéspenditures and uses cost-
benefit thinking to set priorities.

Human Capital ManagemenrBuilds and manages workforce based on
organizational goals, budget considerations, aaifirsy needs. Ensures that
employees are appropriately recruited, selecteutagged, and rewarded; takes
action to address performance problems. Managagdtasactor workforce and a
variety of work situations.

Technology Managemereeps up-to-date on technological developments.
Makes effective use of technology to achieve resihsures access to and

security of technology systems (U.S. Office of Barel Management, 2012).

5. Building Coalitions: This core qualification invads the ability to build coalitions

internally and with other Federal agencies, Statklacal governments, nonprofit
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and private sector organizations, foreign governsjar international organizations
to achieve common goals.
e Partnering: Develops networks and builds alliances; collab@raoss
boundaries to build strategic relationships andesehcommon goals.
e Political Savvy:ldentifies the internal and external politics thmpact the work
of the organization. Perceives organizational asldigal reality and acts
accordingly.
¢ Influencing/NegotiatingPersuades others; builds consensus through give and
take; gains cooperation from others to obtain imation and accomplish goals
(U.S. Office of Personnel Management, 2012).
Chapter Summary
It is clear that leadership is a key componeh@success or failure of any
organization, however, there are a multitude of e®that may be used during any given
set of circumstances. A comprehensive understarafitige models will lay the
foundation for the following chapters. Many of thedels covered in this chapter are
time tested proven models. There are nuances @neas that address different
attributes in the models. After careful considenatithe Situational Leadership model
was chosen for this descriptive study. It cleanlyicated the quadrants that the current

leadership characteristics fell into.
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Chapter 3. Methodology

Leadership characteristics have been considersciisied, and debated for
centuries. There was very little research availabléeadership characteristics associated
with FFRDCs. For example, the need for profit dnitechniques obviously varies from
the FFRDC model given the profit incentive. Siné&RBC motivations are not
associated with maximizing shareholder wealth okb@ on skyrocketing or plunging
stock prices, the leadership focus varies as Whls chapter identified the methodology
of defining the leadership characteristics witlia business organizations of an FFRDC.
The completion of this research has expanded thw/lkeadge of the key leadership
characteristics of mid-level managers in a FFRDdUture studies.
Chapter Structure

This chapter summarizes the foundation of the nuktlogy used in completing
research on this topic. Details on the nature asijd of the study are included in this
chapter. Additionally, the importance or purposéhef study is described within. The
research question had been built upon from chapterand further described in this
chapter. The data sources of participants in thidysare detailed including rationale
behind the protection of subjects involved. Wherolaing individuals, there was
protection for ethical considerations, respectfsdnr others, beneficence, judicial, and
institutional matters considered. Data collectiogtmods, including verifiability and
reliability along with the analytical techniquesdgo analyze the data are also described.
Nature and Design of the Study

The study was a combination of qualitative and tjtetive data collected

through interviews and a survey with mid-level ngera in the business organizations at
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an FFRDC. The design of the study was conductimgess using the Hersey and
Blanchard LEAD Self-assessment and a series ofseautured follow-up interviews to
gather data. The survey was a commercially availednl that asks a series of questions
and has an associated scoring system based oesttanses. The LEAD Self tool was a
very inclusive instrument that covers multiple leeship styles. A copy of the LEAD
Self-assessment can be found in the attached AppEndhe interview questions were a
follow-up to the survey if the participant agreede interviewed. The intent was to have
approximately 10 follow-up interviews. The intemviguestions are:

1. What do you feel are the top personal charactesishiat led to your being

promoted to your current position?

2. What leadership styles do you use that have besangal in your position?

3. Do you feel that your leadership characteristiggnalvith the organization’s

culture?

4. Is there anything else you would like to add?

The detailed questions and interview agenda cdawe in Appendix C of this
study. The interviews were organized in a semiestmed method in order to allow the
interviewee to elaborate on the responses to thstipms. The questions were provided
to the participants prior to the interviews. Thsules from both the surveys and
interviews provided comprehensive data in detemgirthe key characteristics leaders of
mid-level business managers at an FFRDC.

The data was obtained in qualitative charactesistiitd matched against the
situational leadership model. The study utilizedlgative and quantitative research

methods and techniques to analyze the data anliistéBloe survey data was gathered by
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the researcher and analyzed using the tools provwagie¢he situational leadership model.
While it may have been interesting to gather bioydgraphic data, such as gender and
age group, the gathering of such data might unwgityiidentify the organization.
Purpose

The purpose of this study was to determine theldagership characteristics of
mid-level managers within the business organizatetran FFRDC. By identifying and
compiling these key characteristics based on adatal all FFRDCs may be able to
develop leadership programs for use within thegraoizations.
Research Question

The following research question was the focus fdissertation. The research
guestion was:

1. What are the most prevalent leadership charadtsrist mid-level

management, within the business divisions, at FF&RDC

Sources of Data

An initial criterion for determining the participento be interviewed was that
they must manage people at an FFRDC. The secaedi@ni was that the source of data
must be a generated list of managers with thedft®upervisor or Section Manager
within business directorate at an FFRDC. With tirderion in place, the data sources
were developed from one FFRDC located in Califobhaiaed on the researchers’
location. The overall number of individuals thattrtiee above criterion was 64
Supervisors and 19 Section Managers. The reseasubarited the survey to all mid-
level managers in the business divisions. Accortbnigitzig (2004), “A nonstatistical

sample is selected by the exercise of judgmenthahtty chance. Haphazard,
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judgmental, and purposive sampling are some ofdimas that describe a nonstatistical
sample” (p. 31). Therefore a sample was not usath Bathered from the surveys and
interviews, was analyzed and summarized in Chaht€he data led to determining the
key leadership characteristics by occurrence basdtlie survey responses and the
interviewee’s responses.

Protection of Human Subjects

According to Pepperdine University (2012), “Thenpary goal of the Graduate
and Professional Schools (GPS) Institutional Re\B®ard (IRB) is to protect the rights
and welfare of human subjects participating in aesle activities conducted under the
auspices of Pepperdine University” (p. 1). Formsueing the protection and wellbeing
were submitted for each participant in this stuihye IRB process outlined by
Pepperdine University’s Graduate School of Educatiod Psychology were carefully
adhered to in order to protect all human subjeuvtslved in the studyAdditionally,
Pepperdine University also follows the U.S. Codéederal Regulations, DHHS (CFR),
Title 45 Part 46 (45 CFR 46) entitled ProtectiorHoiman Subjects.

Ethics is essentially the study of standards feerheining what behavior is good
and bad or right and wrong (Aronson, 2001). Theé¢hBStates Congress developed and
enacted the National Research Act in 1974, whielated the National Commission for
the Protection of Human Subjects of Biomedical Betiavioral Research. The goal of
the commission was to oversee the use of humarmiengrgation in medical research
and determine if subjects were treated appropyiafelditionally, Pepperdine University
is guided by the ethical principles identified etBelmont Report (Pepperdine

University, 2012). The Belmont Report is a stateneéasic ethical principles and
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guidelines that should assist in resolving thecallproblems that surround the conduct
of research with human subjects. The expredsasic ethical principlesefers to those
general judgments that serve as a basic justificdtir the many particular ethical
prescriptions and evaluations of human actionsedlasic principles, among those
generally accepted in our cultural tradition, aagtipularly relevant to the ethics of
research involving human subjects: the principle®spect of persons, beneficence and
justice (U.S. Department of Health and Human Sesi2012). Lussier and Achua
(2007), state that ethical leadership requiresamgeirthe ability to do the right thing at
the risk of rejection and loss.

Respect for persons incorporates at least twoatbonvictions: first, that
individuals should be treated as autonomous agantssecond, that persons with
diminished autonomy are entitled to protection (UD8partment of Health and Human
Services, 2012). During this study, it was critit&lt respect for persons in the study was
at the forefront of the researcher’s decision psec€onsent was required by the
participants prior to the survey or interview. Tesearcher clearly explained the purpose
of the study along with the confidentiality and f@tion of the participants’ data. The
principle of respect for persons thus divides imo separate moral requirements: the
requirement to acknowledge autonomy and the repging to protect those with
diminished autonomy.

Persons are treated in an ethical manner not gnigdpecting their decisions and
protecting them from harm, but also by making é¢fdo secure their well-being (U.S.
Department of Health and Human Services, 2012)celaee two general rules that have

been formulated as complementary expressions @fisent actions in this sense: (a) do
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not harm, and (b) maximize possible benefits amtimmze possible harms. The
researcher took appropriate steps to ensure thadréicipants were treated properly.

Consideration tqusticerefers to the fairness in selection of particigahtat may
derive a benefit or a burden by participating is $tudy. There were no judgments made
by ethnic background, age, gender, or religion. péuicipants selected were listed as
mid-level managers in the business divisions dF&RDC.

Using the Pepperdine University website on IRBréhgere countless resources
available to ensure that human subjects are pemtetiiring various studies. According to
the Pepperdine University (2012) website:

The Graduate and Professional Schools InstitutiBeaiew Board (GPS IRB)

seeks to protect the rights and welfare of humdnjests participating in research

activities conducted under the auspices of Pepperdniversity's graduate
schools, which covers faculty members and studemns the Graduate School of

Education and Psychology, School of Public Pokgsaziadio School of Business

and Management, and School of Law. Applicationsystibd to the GPS IRB

generally encompass social, behavioral, and edudtiesearch and are usually

considered medically non-invasive. (p. 1)

Additionally, “Pepperdine University is a Christianiversity committed to the
highest standards of academic excellence and @inmrighlues, where students are
strengthened for lives of purpose, service, anddeship” (Pepperdine University, 2012,
p. 1).” Finally, confidentiality was ensured to @dindidates who agreed to participate in
the study, as well as, the FFRDC where they work.

Data Collection Strategies
The data sources considered were managers withléhef supervisors and

section managers within the business organizatibas FFRDC. The interview

guestions were developed and submitted to thecgeatits in advance, to facilitate a
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smoother discussion during the actual intervieveoAthe survey was distributed with a
two week return date deadline, allowing for dethit®nsideration by the participants.
Participants

The organization where the employees reside wasidened one of the 39 United
States Government FFRDC facilities. Employees withtitle of Section Manager and
Supervisor within the business division of an FFRR&e used to determine the
participants involved in the study. The positiomgctly managed employees. The
positions of the individuals in the data sourcesenapenly known, or not discreet. There
are a total of 83 individuals that met these aatand were selected to participate in the
study. The survey was submitted to all 83 supersiand managers with a follow-up
interview of those interested. Their participatwas voluntary and no replacements were
selected if they chose not to participate. Disanmbory factors such as age, gender,
ethnic background were considered in the parti@patelection process. The method of
acquiring the data necessary to complete the stiadysurveys and follow-up interviews
with carefully formed questions. Each participaatsvbriefed on the purpose of the
study, the interview process, the amount of timbd@pent during on the survey and the
interview as well as the IRB paperwork. Authoripatfor the research and interview
guestions in protecting human subjects was obtdnoead Pepperdine University prior to
involving the participants in the study. See Apperiglfor a copy of the Informed
Consent Letter.

The follow-up interviews were done based on théigpant interest on the
survey. There was a question requesting a follovintgyview if the participant was

interested. Therefore, the interviews were condlatehe request of the participant.
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Prior to any interviews, the researcher advisegttential participants of the
purpose of the study and the interview procedweglith the IRB process. The
participants were provided a copy of the IRB cohgstter (see Appendix B) if they felt
inclined to participate, then they signed the f@amd return it to the researcher. The
researcher proceeded with the participants thatrretl the IRB consent forms. If the
participants had questions related to the form there assisted by the researcher in
answering their questions. Those participants¢hase not to return the form, were
eliminated from consideration. The participantg gigned the form and return it to the
researcher were provided a copy of the intervieastjans prior to the interview.

The researcher established a rapport with eacltipant during the interview.
The participant discussed each question as muah liitle as they desired. None of the
guestions caught the participants off guard, gihenfact that they received the questions
in advance.

Instruments

There are two instruments that were utilized byrdsearcher to obtain the
necessary data to complete this study. The purplasiizing these two tools was to
obtain data in different formats, a well-designed aroven commercially available
survey and an interview with an open dialog. Fits, researcher utilized a survey
instrument developed by Hersey and Blanchard callediD-Self, which was used to
evaluate leadership behaviors of participants wateempting to influence the actions
and attitudes of others. Second, the researchela®ad interview questions designed to
elicit dialog with the participants. The interviguestions were designed to allow

freedom of response while covering a tremendousuatraf territory with the
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participants. Each of the interview questions adldwhe participants to reflect on the key
characteristics of leadership that they have etliin their position.

The LEAD-Self instrument measures three aspedesaotership behavior in terms
of the Situational Leadership Model IlI: (a) leadwpsstyle, (b) style range, and (c) style
adaptability. The questionnaire provided 12 shibuations. Each situation had four
alternative responses that correspond to one ofidadership styles: Telling, Selling,
Participating, and Delegating. The LEAD questionmaiescribed 12 brief situations and
offered four possible leadership responses, onmesepting each of the four Situational
Leadership styles for each situation. The 12 hoiefsituations placed the leader in
interaction with one or more of his or her suboatis. In each of these situations, there
were four possible actions listed that the responden take. From this list, the
individuals must select only one action that inrtb@/n opinion would most closely
approximate what their response would be if cortdrwith such an event in a real
situation. For actual examples from the LEAD insteunt, see Table 1. As the
instructions indicate, one must select the actia they would actually do, not imagine
what they might do. Their selection would be repreative of their actual leadership
behavior. The instructions also stated that notgqpresan be skipped, and if there is no
alternative that provides an adequate descriptidheorespondent’s behavior, the
respondent is asked to select the item that moselyl approximates the respondent’s

action that would be actually taken in the giveanation.
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Table 1

Two Examples of the LEAD Situational Iltems

SITUATION ALTERNATIVE ACTIONS

Your followers are not responsible lately t&ou would..
your friendly conversation and obvious A. Emphasize the use of uniform
concern for their welfare. Their procedures and the necessary for task
performance is declining rapidly. accomplishment.
B. Make yourself available for discussion
but not push your involvement.
C. Talk with followers and then set goals.
D. Intentionally not intervene.
You would..
The observable performance of your group. Engage in friendly interaction, but
is increasing. You have been making surecontinue to make sure that all members are

that all members were aware of their aware of their responsibilities and expected
responsibilities and expected standards oktandards of performance.
performance. B. Take no definite action.

C. Do what you can to make the group feel
important and involved.

D. Emphasize the importance of deadlines
and tasks.

The respondent’s selections of the 12 LEAD alteveadctions were transferred
to the LEAD Leadership Style Selectiscoring grid, and were totaled up. The grid was
arranged to identify the prominent style or stylest were derived from the 12 LEAD
situations. This was the scoring grid that ideatifivhether the respondent were at the S1
(Directing), S2 (Coaching), S3 (Supporting), or(Bélegating) level. See Figure 10 for a

Leadership Style Selection grid example.
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D1
D2
D3
D4
D1
D2
D3
D4
D1
D2
D3

12 D4
Totals
Figure 10.The LEAD scoring grid for the leadership style s&tm

P
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Once the Leadership Style Selection scoring grid eanpleted, the totaled
numbers were applied to the Leadership Style Rr¢dte Figure 11). From this profile a
primary and secondary (backup style was determined. A score of three or morann
guadrant indicates high flexibility, two responsefiect moderate flexibility, and @neis
not statistically significant, and not predictivktbat style (Center for Leadership

Studies, 2005).



72

s 1 2ManEge.com
Situational Leadership 1l Model
(Blanchard)

Leadership Styles

SUPPORTIVE BEHAVIOR i g

Development Level of the Individual

Figure 11.Leadership style profile. Reprinted from “Recogmtand Situational
Leadership II,” by K. Blanchard, 199Emergency Librarian, 24p. 38. Copyright 1997
by Emergency Librarian. Reprinted with permission.

The LEAD-Self instrument also measured the respargléeadership
adaptability. The LEAD Leadership Style Profile reeged the respondents’ leadership
tendencies. The LEAD Leadership Style Adaptabéitgmined one’s ability to adapt or
vary one’s style in relation to development leveaa@onstituent. The four development
levels are D1 (Low Competence and High Commitmédd®)(Low to Some Competence
and Low Commitment), D3 (Moderate to High Commitiand Variable Commitment),

and D4 (High Competence and High Commitment). Edd¢he 12 LEAD alternative

actions were assigned a score of 0-3, with a Gesgmiting a very low probability of
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success, up to a 3, which demonstratbeest fit(Center for Leadership Studies, 2005).
When considered collectively, the alternative atiéor each of the 12 situations were
assigned a point value of O to 36. The scores waegorized into three levels of

adaptability, low or need for self-development @);2noderate (24-29), and high (30-
36). The low level score indicated a need for improent in adaptability of leadership
style and effectiveness dimension. The high levefes indicated the leader accurately
diagnoses the ability and willingness of the folvior the situation and adjusts

accordingly. For a sample scoring grid, see therédelow.

Style Adaptability
A B C D

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

+ + =

Leadership Style
Adaptability
Score

Figure 12.The LEAD leadership style adaptability scoring grid
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Interview Process
Interviews were conducted by the researcher and iedosidual in a one on one
format. The questions were previously providedaoheinterviewee in advance after the
IRB documentation is submitted. The researcheovieed the IRB format informing the
participants of what they could expect during titenview. Specifically, the researcher
disclosed the following information:
e Purpose and benefit of the research
e Purpose for and description of their involvementhia study
e Voluntary nature of their participation
e Researchers contact information if questions shatis®
e Confidentially of all participants in the study
The format was semi-formal in structure, with theerviewee having the ability
to discuss any aspect of the questions posed. heeght were be put into the interview
guestions in order to develop a positive dialog alfawv for the interviewee to elaborate
on the nature of each question. The interviews weterded and transcribed with the
interviewee’s authorization.
Verifiability (Validity)/Reliability
This section elaborates on the concepts of valaly reliability. In addition, the
need to instill a rigorous process into the methoglpof the study ensures that the
results of the study were considered to be botiad \ald reliable was discussed.
Hersey and Blanchard (1982) report that the stglmfithe LEAD-Self was

moderately strong. In two administrations acrosxaveek interval, 75% of the
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managers maintained their dominant style and 71%taiaed their alternate style. The
contingency coefficients were both 0.71 and eachsignificant p < 0.01). The
correlation for the adaptability scores was 0162 0.01). The LEAD-Self scores
remained relatively stable across time, and the msg rely upon the results as
consistent measure. The logical validity of theesedll be clearly established. Face
validity was based upon a review of the items, tlwiedcontent validity emanated from the
procedures employed to create the original seeais.

Several empirical validity studies were conductaedie LEAD instrument.
Satisfactory results were reported supporting the $tyle dimensions of the scale using
a modified approach to factor structure. In onelgta significantg < 0.01) correlation
of 0.67 was found between the adaptability scotbh@imanagers and the independent
ratings of their supervisors. The “twelve-item déles for the adaptability ranged from
0.11to 0.52, and 10 of the 12 coefficients (83%)en0.25 or higher. Eleven coefficients
were significant beyond the 0.01 level and one sigsificant at the 0.05 level” (Green,
1982, as cited in Hersey & Blanchard, p. 105). &fwe, the validity of the LEAD-Self
instrument provides the reliable and consistentltes
Instrument Validity and Panel of Experts

A panel of experts was chosen to review the intev\guestions used in this
study. The proposed panel consists of three expdrswere selected based upon
background and knowledge of the subject matteravoed in the study. The first panel
member was a professor at Azusa Pacific Univemsitiie Graduate School of Business
and Management. She possesses a doctorate in Baigidministration. The second

panel member was a professor at Pepperdine Urtiyenrsil has a doctorate in
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Organizational Leadership. The third panel membes the chair of the business school
at Westwood College and has completed his doctorddeganizational Leadership.
Given the background of the expert panel, eachetliree members was uniquely
gualified to be on the panel as an expert and atdithe interview questions used in the
study.

Each panel member was sent a copy of the Expedl Ratter contained in
Appendix D, a copy of chapter 1 of the study, fackground, and a copy of all interview
guestions. In addition, the panel members wereaeulric form (see Appendix E) that
was used to assist them in assessing each of dsti@pus. Panel members were asked to
rate each question using a scale from 1 to 3. @hkimgs were described as 1 =
Relevant, 2 = Not Relevant, and 3 = Modify as Sholvthe experts ranked the
guestions a 1 = Relevant, the researcher leftstasd. If the experts ranked the question
a 2 = Not Relevant, then the researcher will eitheninate the question or modified it.
Experts that ranked a question with a 3, modifglaswvn, were requested to suggest
modifications to the question and were given smacthe form to offer suggestions. If
there were opposing opinions from the expert paheh the responses were reviewed
and the majority opinion (i.e., two of the thregents) determined whether the question
was considered to be relevant as it stood, notaiateto the study, or required
modification. Each panel member was given two weeksovide a response. After two
weeks, each panel member provided the researctieawesponse through telephone
conference or by mail. Beginning with the intervigquestions, all panel members agreed
that the time it took them to complete the surveyg\weasonable and appropriate. The

time to complete the survey should range from lisuteis to 30 minutes. As for the
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LEAD-Self questions, due to the nature of this gearcommercially available product,
there was no need for the panel to validate thesassent. The LEAD-Self assessment
can be found in Appendix F.
| ssues Related to the Researcher

By having interview data and survey data, the me$ea kept a clear
understanding on the correlation between the twsafedata prior to deriving a
conclusion. Verifiability and reliability were cigial elements. The researcher was a
section level manager in the business organizati@m FFRDC. The researcher was
interested in understanding the key elements dliigalarge organizations by
interviewing and surveying highly experienced indials.
Role of the Researcher

The key element of the role of the researcher wasturately gather the data and
draw reliable conclusions based on those facts.
Statement of the Resear cher Bias

The researcher had an inherent bias with reganet&ing within an FFRDC
business organization. Additionally, some of thieiniewee’s were coworkers, including
those with whom he works together on a regularsbdgie mitigation of the researcher’s
bias was that the surveys were distributed to altlevel managers and not a sample.
Analytical Technique

The researcher was tasked with designing themdstetdata gathered by
interviews and surveys. The survey packages, whidbded the LEAD-Self questions
(Appendix F) were emailed all 83 managers at anO®ERT he survey package included

a cover letter, consent form, and the survey insént. Two weeks was given to
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complete and return the questionnaires. To addm@gsoncerns of anonymity and to
encourage candid responses, a confidentially seatemas included in the package. The
cover letter stressed the fact that participantslevaot be identified since any
identifiable information on the company or the mgpants was not collected.
Furthermore, the information collected was not stiawith the participants’ organization.
The researcher was the only person who had aczéiss tlata collected.

Of those surveys not returned, a follow-up remindeer was sent two weeks
after the first emailing of the survey package .sTi@iminder was designed to increase the
return rate of survey packages. Participation anwhymity were again emphasized on
the reminder letter email.

The responses returned by the deadline were cedldnt the researcher and
prepared for the data entry phase of the study.chhdenge was the consistent
application in order to obtain accurate data.

Data Reduction

Interview data was transcribed and the survey Wataentered into a spreadsheet

for easy analysis.
Data Display

The researcher used tables and figures throughsustudy.
Chapter Summary

The method of data analysis was based on the respgomesearch questions
utilizing the interviews and the completed LEAD{3estrument. The collected data was
transcribed, tabulated and prepared for statiséioalysis. The returned responses of the

LEAD-Self were scored by the researcher accordin@e guidelines suggested in the
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LEAD guidelines provided by the Center for Leadgrstudies. The data, once obtained
was entered into a database created in Microsaf|Har Windows. Once the database
had been established, descriptive statistics werfemned, using frequency distributions
and percentages.

The data from the LEAD-Self instrument was scorgiizing the LEAD
Directions for Self-Scoring and Analysis. Each LEADestionnaire was scored and
checked to ensure accuracy. This study utilizedrifgs/e statistical analysis to compare
leadership styles, leadership style range, ancetsag style adaptability of the

respondent groups.
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Chapter 4. Results

This chapter summarizes the results of the interviand the survey data gathered
from the Leadership Effectiveness & Adaptabilitysoeption Questionnaire (LEAD-
Self) survey. Covered in this chapter are the testant of the purpose of the study, the
review of the data collection process, LEAD-Setfdings, interview results, summary of
the research questions, and the overall chaptemsinym
Restatement of the Purpose of the Study

Since there was very little literature that hasrbeeblished on the key leadership
characteristics of business managers within FFRE@stesearcher would like to expand
the knowledge in this area. The purpose of thidystuas to define the leadership
characteristics of mid-level management withinkheiness divisions at an FFRDC.
Expanding the knowledge of determining key leadprsharacteristics at an FFRDC
lays the foundation for further research studigSERDCs, such as taking a look at
executive manager’s key characteristics.
Review of Data Collection Process

The organization where the research was performedrisidered to be one of the
39 United States Government FFRDC facilities. Emeés with the title of Section
Manager and Supervisor within the business divisioain FFRDC were used to
determine the participants in the study. A criterior selection was that the manager
positions must directly manage employees. In tihidys the managers were responsible
for between 5 and 200 employees each. There wietalaof 83 individuals that met the
criteria and were selected to participate in thiehst The method chosen to acquire the

data necessary to complete the study was survelyfow up interviews with carefully
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formed questions. The purpose of utilizing these t@ols was to obtain data in different
formats, a well-designed, proven and commercialbilable survey and an interview
with an open dialog. First, the researcher utiliaeslirvey instrument developed by
Hersey and Blanchard called LEAD-Self (see Appeiidiwvhich was used to evaluate
leadership behaviors of participants when attergpininfluence the actions and
attitudes of others. Second, the researcher desgloperview questions designed to
elicit dialog with the participants. The interviguestions were designed to allow
freedom of response while covering a tremendousuatraf territory with the
participants. Each of the interview questions adidwhe participants to reflect on the key
characteristics of leadership that they have etliin their positions as leaders of an
organization. The questionnaire provided 12 shtrégons. Each situation had four
alternative responses that correspond to one ofidadership styles: Telling, Selling,
Participating, and Delegating. The LEAD questionmaiescribed 12 brief situations and
offers four possible leadership responses, onesepting each of the four Situational
Leadership styles for each situation. Additionatlhge LEAD-Self instrument measured
three aspects of leadership behaviors in termeo$Situational Leadership Model: (a)
leadership style, (b) style range, and (c) stykpaability. All 83 of the managers were
sent electronically the LEAD-Self survey which bega February 12, 2013. Second
requests on uncompleted surveys were sent outlmu&y 28, 2013. Thirty-three (33)
surveys, or approximately 40% of the surveys weterned by the end date of March 5,
2013. A request for a follow-up interview requestsvgent to the participants that
responded to the questionnaire and five manageesdgo the meeting. All five

managers were interviewed with the questions agthaim Appendix C. Discriminatory
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factors such as age, gender, ethnic backgroundwtilbe considered in the participation
selection process.
LEAD-Self Findings

Data collected from the LEAD-Self instrument reeeblhe frequency
distribution of mid-level managers in their selpogted leadership style, leadership
range, and leadership adaptability.
Leadership Style

LEAD-Self instrument categories leadership styte iour possible categories:
Telling (S1),Selling(S2), Participating(S3), andDelegating(S4). The following are the
defined states of each of the leadership stylegoaies:

Telling: When follower maturity is low, the model callg fhetelling stylewith
its emphasis on task directed behaviditee telling style works best in this situation of
low readiness, by giving instructions and bringstgicture to a situation where followers
lack capability and are unwilling or insecure abthatir tasks. Leaders define the roles
and tasks and closely supervise the followers. Comeation is largely one-way in a
directive mode (Center for Leadership Studies, 2005

Selling Theselling styleds recommended for moderate to high-readiness
situations by the follower. Here, followers lackpedility but are willing or confident
about the task. In this case, the selling styleitmeémphasis on task guidance are
designed to facilitate performance through perseaskplanation. The leader defines the
tasks with a collaborative dialog with the follow&he decision-making process remains
with the leader, but there is more dialog betwéentwo parties (Center for Leadership

Studies, 2005).
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Participating: The participating stylels recommended for low-to-moderate
readiness situations by followers. Here, followas capable but also unwilling or
insecure about the tasks. As you might expect iscipation style with its emphasis
on relationships is supposed to help followerseldgas and thus draw forth
understanding and task confidenceaders pass the day-to-day task decisions to the
followers. The leader’s role is to facilitate argbiat in decision-making, but the overall
control remains with the follower (Center for Leestep Studies, 2005).

Delegating:When follower maturity is high, the situational deaship model calls
for adelegating stylevhich might be described as offering minimal leatigy
intervention. The style is one of turning over dems to followers who have high task
readiness based on abilities, willingness and denfie about task accomplishment.
Leaders are involved in the decision-making proeessproblem-solving, but control for
the activity is with the follower. The follower dees when and how to involve the leader
(Center for Leadership Studies, 2005). An overialiype of the survey results is

presented in Figure 13.

Participating Sdlling
32% 42%
High Relationship High Task
Low Task High Relationship
Delegating Telling
10% 17%
Low Relationship High Task
Low Task Low Relationship

Figure 13.LEAD Self Survey Summary
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The summary of the survey results indicates thaS#illing leadership style was
the most utilized at 42% of the managers surveyai involved a high task focus as
well as a high relationship focus. Next was thdiBpating leadership style at 32% of
the managers surveyed. This style utilizes the hegdtionship and low task focus. The
Telling and Delegating styles were next at 17% Hoftb responses respectively. These
were the least chosen styles by the participantseirsurvey. This data gives an excellent
overall picture of the styles utilized by the FFRBfanagers.

There was @rimary stylewhich is the style that one tends to use most often
There was also secondary stylewhich is thebackupstyle when his or her primary style
was not being used. This may include or incorpomatee than one style. The primary
and secondary leadership styles were determingleblyighest and second highest
scores, respectively, in the four possible quadrgiven the respondents responses to the
12 questions. For example, in the table below,q@pant A scored 2 for S1 (Telling), 5
for S2 (Selling), 3 for S3 (Participating), anda2 £4 (Delegating), therefore the
individuals primary leadership style was S2 andadary leadership style was S3. For
participant B, they scored 1 for S1 (Telling), 2 82 (Selling), 6 for S3 (Participating),
and 3 for S4 (Delegating), therefore the individuadimary leadership style was S3 and

secondary leadership style was S4.
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Table 2

LEAD-Self Scoring Summary Example

Participant Telling Selling Participating Delegatin
A 2 5 3 2
B 1 2 6 3

For those responses with the same scores for @thmeary or secondary
leadership style, separate “Tie” categories weeel tis indicate a tie in more than one
guadrant. The table below represents the frequehtte participant’s primary
leadership styles.

Table 3

Primary Leadership Styles

Primary Leadership Style n Percentage
S1: Telling 2 6
S2: Selling 18 55
S3: Participating 8 24
S4: Delegating 0 0
Tie (S1 and S3) 2 6
Tie (S2 and S3) 3 9

In analyzing the data from the LEAD Self survey grimary leadership style of
the total participants in the Selling or Participgtquadrants was 88% or 29 of the 33
managers, which includes the tie between the twegoaies. This data demonstrates a

large focus by the respondents which determinetetuership style of the mid-level
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managers that completed the survey within the legsininits at an FFRDC. Eighteen of
33 or 55% of the participants have Selling as themary leadership style. Eight of 33
or 37% of the participants reported Participatiadreeir primary style. The Telling style
had only 6% of the managers identifying that chanastic as their primary style.
Surprisingly, none of the participants had the Datang style as their primary leadership
style. Two of the survey results had a tie betwieenquadrants. First, there was a tie
between the Telling and Participating styles fa plrticipant’s primary style, which
indicated 6% response or two of the 33 surveysoiB#ly, there was a tie between
Selling and Participating styles, which had a 9%posse or three of the 33 surveys.
The table below represents the frequency of thBggaant’s secondary leadership
style.
Table 4

Frequency Statistics for Secondary Leadership Style

Secondary Leadership Style n Percentage
S1: Telling 4 12
S2: Selling 8 24
S3: Participating 9 27
S4: Delegating 3 9
Tie (S1 and S3) 3 9
Tie (S2 and S3) 3 9

Tie (S1 and S4) 3 9
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In analyzing the data from the LEAD Self surveye secondary leadership style
again shows the total participants in the Sellin@articipating quadrants was 60% or 20
of the 33 managers, which includes the tie betwkernwo categories. With Selling and
Participating the clear choice as the primary stjdeng with the secondary style lending
further support that those who took the surveyrgtagilized this style of leadership.
Nine of 33 or 27% of the participants had Partitigpas their secondary leadership
style. Eight of 33 or 24% of the participants répdrSelling as their secondary style. The
Telling style had 12% of the managers identifiest ttharacteristic as their secondary
style. Three of the participants or 9% had the §atiag style as their secondary
leadership style. There were several ties in stfgst, there was a tie between the
Telling and Participating styles for the participarsecondary style, which indicated 9%
response or three of the 33 surveys. Secondlye thas a tie between Selling and
Participating styles, which had a 9% responsereetbf the 33 surveys. Finally, there
was a tie between the Telling and Delegating styldsch indicated a 9% response rate.
L eadership Style Range

Style range provides a sense for how flexible marsagre in varying the types of
behaviors when attempting to influence others.eStghge refers to the number of
guadrants in the situational leadership model irctvbthere were two or more responses.
Three or more responses in a quadrant indicatghadagree of flexibility in the use of
behaviors in that particular leadership style. Tregponses within the styles indicate
moderate flexibility. One response in a quadrarg m@ considered statistically
significant and therefore it is difficult to pretiexibility into that style. The style range

was determined by calculating the number of leddprstyles that had two or more
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responses (Center for Leadership Studies, 200%)tdlhle below demonstrates the
leadership style range.
Table 5

Leadership Style Range

Range n Percentage
1 Quadrant 0 0
2 Quadrants 12 36
3 Quadrants 17 52
4 Quadrants 4 12

The leadership style range demonstrated that there no participants that had
only 1 quadrant with less than two responses.Hhearovords, each of the participants
utilized more than one style given a particulanaiion. The majority of the participants,
29 of 33, or 88% had a leadership style rangetbéeiwo or three. Twelve percent
demonstrated a leadership style range of four.nEx¢ table delves into the amount of
flexibility that each manager surveyed possesses.

Table 6

Flexible Leadership Behavior

Highly Moderate Not Significant
S1: Telling 11 7 15
S2: Selling 31 2 0
S3: Participating 25 4 4
S4: Delegating 4 8 21

Total 71 21 40
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The above table indicates the level of flexibilitiithe participants surveyed.
There were four quadrants in the Situational LestiprModel and there were 33
participants in this study which makes up 132 tqtadrants. Fifty-four percent (71 of
132) of the participants indicated highly flexilidehavior in using the leadership style.
Additionally, as you can see, 79% (56 of 66) of paticipants have highly flexible
behavior in the Selling and Participating leadgystyles. Also according to the survey
data, there was a mixed amount of flexibility ie thelling style of leadership, as well as,
an insignificant flexibility in the Delegating sgyl
Leadership Style Adaptability

Leadership Style Adaptability is the degree to Whacmanager can vary his or
her style appropriately to meet the performancdiress level of the followers and the
demands of a given situation (Center for LeaderShilies, 2005).

Leadership style adaptability was an importantaatbr in gaining insight into a
manager’s ability to influence others, and havimg ability or range of styles is
considered helpful. The style adaptability scoeegje from 0 to 36. The style
adaptability scores were assigned to three lel@is(0-23), moderate (24-29), and high
(30-36). The high level indicates a manager withigh degree of adaptability. He or she
can accurately diagnose the ability and willingnefsthe followers for the situation and
adjust accordingly. The moderate level reflectsoal@nate degree of adaptability. The
low level indicates a need for the leader to imprtweir adaptability to the follower. A

summary of the leadership style adaptability iJatle 7.
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Table 7

Leadership Style Adaptability

Style Adaptability n Percentage
High 3 9
Moderate 17 52
Low 13 39

The figure above summarizes the survey data astzida low to moderate
ability to adapt their leadership style given tleegfprmance readiness of the follower.
Only 9% had a high adaptability to the readinesheffollower.

The following table was an aggregate summatiomefeadership style versus
the performance readiness of the follower baseth@motal survey data.

Table 8

Leadership Style/Performance Readiness Matrix

sS4 6.6% 1.8%" 1.3%° 0%"
S3 9.8% 9.6%° 9.3%" 3.3%°
S2 6.3% 11.9%° 12.6%" 10.9%"
S1 2.3% 1.8%° 1.8%" 10.9%"
R4 R3 R2 R1

Note.The ‘a’ boxes indicate a high probability match accordmthe model. Thely
boxes indicate that the selected response wadaefom the high probability match
given the leaders style selection and the follogvezadiness level. The' ‘boxes

indicated that there was a moderate distance battheeparticipant’s responses and the
high probability match. Thed' boxes demonstrated a close response to the high
probability match based on the participant’s resgon
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As a reminder for the categories of the above égtelling (S1),Selling(S2),
Participating (S3), andDelegating(S4). This poses the leader’s style which is best
matched to the performance readiness level givaartacular situation.

To better understand the readiness levels of traemnthe following definitions
are provided.

e R1 - Low Capability and Low Motivatioithis is usually for new employee
who does not have capabilities for a new posithdso, the level of
motivation may be low, due to lack of knowledge ri@e for Leadership
Studies, 2005).

e R2 - Low Capability and High Motivatioff his is typical for employee who
wants to make progress on his position, but isingssome capabilities
(Center for Leadership Studies, 2005).

¢ R3 - High Capability and Low MotivatioExperienced employees are
sometimes lacking the morale (tiredness, too lang &t the same position)
(Center for Leadership Studies, 2005).

e R4 — High Capability and High Motivatiofhis is example of fully
developed employees who have both the capabiltynastivation (Center for
Leadership Studies, 2005).

In summary, 85.2% of the survey responses werereihie high probability

match or one step away from the high probabilityamawhich are thea® and ‘d’ boxes
in Table 8. This would indicate that generally géeatership styles were being used

based on follower readiness.
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Follow-up Interview Findings

All participants were asked if they would like tarpicipate in a follow-up
interview after completing the survey. Thirty-thme@nagers completed the LEAD-Self
survey and five, or 15% indicated that they wolddriierested in participating in a
follow-up interview. All five of the managers wergerviewed using the following
guestions. The questions were open ended by dasayder to solicit dialog with the
participants.

1. What do you feel are the top personal charactesishiat led to your being

promoted to your current position?

2. What leadership styles do you use that have besangal in your position?

3. Do you feel that your leadership characteristiggnalvith the organization’s

culture?

4. Is there anything else you would like to add?

In analyzing the interview data gathered a thoraegiew of the transcribed
interviews took place. The researcher reviewedrdnescriptions looking for key
characteristics or points made by the interviewée researcher then reviewed the data
for themes or commonalities of the respondentdoRuing this process facilitated the
bucketing of the details of the data to determiatgons and categorization. Care was
taken during the process of searching for pattenascategories to ensure the
“plausibility of explanations” (McMillan & Schumaei, 2001, p. 480). As the researcher
identified a group of common themes, the task wdaltulate all the interviews

accurately. As the data was bucketed, the nexteplvas to determine the findings or
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meaning of the data. A Microsoft Excel spreadsheset utilized which assisted in clearly
and accurately tracking the responses to the qunssti
Interview Question 1

Question: What do you feel are the top personalacheristics that led to your
being promoted to your current position?

The responses by the all of the participants weaiethey were very capable in
their prior position; they indicated they were teiclally very strong in their field, and
that they were able to effectively train employeeselp them to grow in their careers.
Four of the five described a personal strengthuiiding teams or groups as a key factor
in being promoted to their current position. Infevwee #5 stated, “l focus on building
trust and empowering my team to achieve greatn€xdy 1 interviewee indicated
integrity as a top characteristic.

Interview Question 2

Question: What leadership styles do you use that baen essential in your
position?

The interpretation of this question was a bit mdifcult, since the openness of the
guestion allowed for many various adjectives thay mr may not have similar meanings.
Terms such as team focus, mutual respect, custeengce and fulfilling the
organization’s mission were used. Interviewee #pest “Building the team in my group
was a key element of my success.” Moving thesegeénto themes would allow for
democratic leadership and servant leadership textmsh was clearly the case based on

further explanation of the participants.
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Interview Question 3

Question: Do you feel that your leadership charasties align with the
organization’s culture? The responses to this gquestere fascinating from a
researcher’s point of view. Three of the particigaresponded that their leadership
characteristics were not aligned with the orgamzret culture. Interviewee #4 stated,
“Absolutely not, | grew up in a military family andas trained in the military, this is a
tremendous adjustment for me.” These participdr@a proceeded to discuss how their
style varied from their direct manager’s leadersype or their direct organizations
leadership style. The other two answered yes amckepded to explain how their style
coincided with their direct boss or organizatiogadership style. Interviewee #1, “I
clearly understand this culture and fully embraceTihis question demonstrates the
importance of the alignment between direct repartke hierarchy of an organization.
That is the perception of an individual if theygaliwith the culture of an organization.
Interview Question 4

Question: Is there anything else you would likadad? All five participants
answered no to this question and the interviewsloded.
Summary of Interviews

The value of the follow-up data was to corrobothtesurvey data, which the
researcher feels did support the data. The intes/@ovided a safe, non-threatening
environment for managers to express themselvesdatzefrom each of the managers
was complimentary, yet diverse enough to providengss in supporting the researcher’s

conclusion.
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Summary of the Research Question

Research Question: What are the most prevalentislaigh characteristics of mid-
level management, within the business divisiongnafFRDC?

The following tables describe the primary and sdeoy leadership styles by the
managers surveyed. Table 9 and Table 10 presefretiigencies statistics for primary
and secondary leadership styles based on the LEADs@ vey.

Table 9

Frequency Statistics for Primary Leadership Styles

Primary Leadership Style n Percentage

S1: Telling 2 6
S2: Selling 18 55
S3: Participating 8 24
S4: Delegating 0
Tie (S1 and S3) 2
Tie (S2 and S3) 3 9
Table 10
Frequency Statistics for Secondary Leadership Style

Secondary Leadership Style n Percentage
S1: Telling 4 12
S2: Selling 8 24
S3: Participating 9 27
S4: Delegating 3 9
Tie (S1 and S3) 3 9
Tie (S2 and S3) 3 9
Tie (S1 and S4) 3 9
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It was a clear indication that the Selling wasphenary style while the
Participating style was the secondary style. Therostyles were not nearly as
represented in the data. The overall finding indidahat mid-level managers at an
FFRDC reported utilizing primarily only two styleSelling and Participating, as their
primary or secondary leadership styles.

Chapter Summary

This chapter results obtained data from mid-levahagers at an FFRDC who
completed and returned a survey by the LEAD-Sealirument, as well as several follow-
up interviews were conducted to corroborate tha dathered. Results were utilized to
profile and compare leadership styles, leaderdlgip sange, and leadership adaptability
along with analyzing interview feedback. Furthesadission of the results is presented in

Chapter 5.
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Chapter 5. Discussion

This chapter summarizes the research includingaingose of the study, the
problem statement, a recap of the research que$ibowed by conclusions developed
from the analysis of the data in Chapter 4. Thegptér also includes recommendations
and suggestions for future research.

Summary of the Research

The purpose of this study was to define the leddeisharacteristics of mid-level
management within the business divisions at an REREXpanding the knowledge of
determining key leadership characteristics at d@RIFE will lay the foundation for
further research studies at FFRDCs.

The problem was that there are many studies deficiaracteristics of business
management within the private sector, however gthes very little literature on the
nature of leadership characteristics of FFRDCs.itAatdhlly, there were no known
studies that define key characteristics of midlléuesiness managers within an FFRDC.

The research proposed to determine the leaderkhiaaeristics of mid-level
business management at an FFRDC. Therefore, tloeving research question was
explored: What are the most prevalent leadershapacteristics of mid-level
management, within the business divisions, at &RIKE?

In order to address the research question, a surggyment, the Hersey and
Blanchard LEAD-Self instrument and an interview sfignnaire were used for data
gathering. The population in this study was 83 taikl managers in an FFRDC. Thirty-

three managers completed the survey. Additiondiigre were five follow-up interviews
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that took place entailing four questions that wagyen-ended which were designed to
solicit thought provoking dialog.

Of the 83 surveys sent out, 33 managers returnegleted survey forms(=
33), yielding a response rate of approximately 40%e researcher confirmed that all
returned surveys were completed accurately. Fdysisgurposes, reports were
generated using a Microsoft excel spreadsheet. EEsglondent’s LEAD-Self responses
were analyzed for themes and an overall summarygenasrated to interpret the group as
a whole. The resulting scores for primary and sdaonleadership style, leadership style
range, and leadership adaptability were also ingata Microsoft excel spreadsheet. The
data collected was used to calculate the frequdistsyibution and percentage which were
captured in Chapter 4 tables.
Review of Research Findings

The descriptive study of key characteristics of-tenkel managers within the
business divisions at an FFRDC yielded several mapbfindings. For leadership style,
the overall finding suggested that mid-level mamageerwhelmingly utilize Selling
(high task and high relationship) as a primaryestyid Participating (low task and high
relationship) as a secondary style. Both of theaddrship styles focus on maintaining
high levels of relationships with followers whiclagicorroborated with the follow-up
interviews, touting customer service and servaaddeship characteristics. These
leadership styles tend to focus on teamwork andmgdynamics with the followers,
which was also a theme of the follow-up interviewke two other leadership styles were
Telling (high task and low relationship) and Delexgg (low task and low relationship),

which are both low relationship focused styles. phevalence of the high relationship
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characteristic may indicate that this style is & pathe fabric or culture of the business
management organization.

The leadership style range refers to the extentiich an individual manager is
able to vary his or her leadership style in diffgérsituations. The leadership style range
demonstrates that there were no participants thbnly one quadrant with less than
two responses. In other words, each of the paantgutilizes more than one style given
a particular situation. The majority of the papmnts, 29 of 33, or 88% had a leadership
style range of either two or three. Twelve peraEronstrated a leadership style range
of four. The next table will delve into the amowniflexibility that each manager
surveyed depicted.

Table 11

Flexible Leadership Behavior

Highly Moderate Not Significant
S1: Telling 11 7 15
S2: Selling 31 2 0
S3: Participating 25 4 4
S4: Delegating 4 8 21
Total 71 21 40

The above table indicates the level of flexibilitiithe participants surveyed.
There were four quadrants in the Situational LestdiprModel and there were 33
participants in this study, which make up 132 totzdrants. As you can see, 79% (56 of

66) of the participants had highly flexible behanimthe Selling and Participating
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leadership styles. Also according to the surveg,déere was a mixed amount of
flexibility in the Telling style of leadership, agll as, an insignificant flexibility in the
Delegating style.

Leadership style adaptability was an importantaatbr in gaining insight into a
manager’s ability to influence others, and havimg ability or range of styles is
considered helpful. The style adaptability scoeegje from 0 to 36. The style
adaptability scores are assigned to three levals(0-23), moderate (24-29), and high
(30-36). The high level indicates a manager withigh degree of adaptability. He or she
can accurately diagnoses the ability and willingnafsthe followers for the situation and
adjust accordingly. The moderate level reflectsoal@nate degree of adaptability. The
low level indicates a need for the leader to imprtwir adaptability to the follower. A
summary of the leadership style adaptability ithmtable below.

Table 12

Leadership Style Adaptability

Style Adaptability n Percentage
High 3 9
Moderate 17 52
Low 13 39

The table above summarizes the survey data as @¥&oahhigh to moderate
ability to adapt their leadership style given tleefprmance readiness of the follower.

Only 39% have a low adaptability to the readindgti@ follower.
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The following table was an aggregate summatiomefieéadership style versus

the performance readiness of the follower baseth@motal survey data.

Table 13

Leadership Style/Performance Readiness Matrix

sS4 6.6% 1.8%" 1.3%° 0%"
S3 9.8%6 9.6%° 9.3%" 3.3%°
S2 6.3% 11.9%° 12.6%" 10.9%"
S1 2.3% 1.8%° 1.8%" 10.9%"
R4 R3 R2 R1

Note.The ‘a’ boxes indicate a high probability match accordmthe model. Thety
boxes indicate that the selected response wadaefom the high probability match
given the leaders style selection and the follogvezadiness level. The' ‘boxes
indicated that there was a moderate distance battheeparticipant’s responses and the
high probability match. Thed' boxes demonstrated a close response to the high
probability match based on the participant’s resgon

In summary, 85.2% of the survey responses werereihie high probability
match or one step away. This would indicate thatgaly good leadership styles were
being used based upon follower readiness.
Summary of the Research Question

What are the most prevalent leadership charadterist mid-level management,
within the business divisions, at an FFRDC?

The following tables describe the primary and sdeoy leadership styles by the
managers surveyed. It was a clear indication tr@aBelling is the primary style while the

Participating style was the secondary style. Therostyles were not nearly as

represented in the data. The overall finding indidahat mid-level managers at an
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FFRDC reported utilizing primarily only two styleSelling and Participating, as their
primary or secondary leadership styles. As a managée business divisions of an
FFRDC, if you would like to be successful with stmaotivated people then you must
treat them as a partner and collaborate with thesaraing to the research.

The findings of key leadership characteristics af-tavel managers at an
FFRDC suggests that the majority of them have lestge styles, flexibility range, and
adaptability level appropriate to become effectivenagers within FFRDCs. Another
finding is that individuals with Selling or Parip@ting leadership style accompanied by
moderate levels of flexibility along with teambund and a serving mentality would be
an effective manager in a non-profit environment.

However, these qualities may not be enough togm ft good manager to an
executive level leader in an FFRDC or non-profitimmment today. According to
Bennis and Nanus (1985), an environment of incngdysicompetitive global economy,
leadership styles such as transformational leagehstve become popular in many
organizations.

Recommendations for Further Research

The researcher suggests further research on tioeateselevel managers within
the business divisions at an FFRDC for future stédgomparison of the two sets of data
may provide data to determine characteristics fioklevel managers to achieve an
executive level management position. Tools sudh@& EAD-Self assessment are ideal

tools for evaluating the criteria.
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Chapter Summary

The purpose of this study was to conduct a desegigtudy on key leadership
characteristics of mid-level managers within theibess divisions of an FFRDC.
Chapter 5 presented the summary of the researtintthaded reiteration of the purpose
of the research, significance of the study, andaesh question. The summary of findings

was discussed and conclusions followed by suggestar future research.
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Kevin M. Caporicci
Date
Participant Name
Address

Dear ,

Thank you for agreeing to participate in this studgur participation is greatly
appreciated and is also completely voluntary. THewing information is provided to
you to relate the process and procedures of tlay.stu

The focus of the study will be determining the kegdership characteristics within the
business organizations of a Federally Funded Relseand Development Center
(FFRDC). One of the possible benefits of this redess that the results will add to the
field of study and knowledge of FFRDC leadershipgpams that exist today. Enclosed
you will find chapter one of this study that | amopiding to you to offer insight and
information describing the problem, purpose, asg@a@ech questions that define this
effort.

You have been selected to participate in this shabed upon a discrete set of criteria
that has been established. As a participant, lasil you to take a survey, which will
consist of questions that are from a commercialbilable tool called LEADSelf. The
survey should last no longer than 30 minutes andobeataken anytime your schedule
permits. As this is not a work-related activitye tsurvey must not be conducted during
normal work hours.

In an effort to provide full disclosure of the pess that will be followed and also to
comply with all of the applicable policies of Pepgiee University, | would like to
advise you of the following:

e No compensation will be offered for participationthis study.

e Your identity (and the identity of the instituti@ which you are employed) will
remain confidential. A pseudonym will be assignegdur transcription.

e You are free to withdraw from participation at guint of the process.
Participation in the study is voluntary, and refusgparticipate or discontinuing
participation at any time will involve no penaltyloss of benefits to which you
are otherwise entitled.

e There are no known risks to the participants assediwith the process.

e If you are interested, the survey results will batgo you for corroboration.

e The information provided will be published in thisgkrtation.

The university requires that you be apprised oflaustand, and agree to the terms stated
in this letter. Your participation in this surveyiMndicate your agreement of such.
Please feel free to contact the researcher, diggariadvisor, or the IRB Chair with
additional questions. Thank you in advance for ymoperation.
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Sincerely,

Kevin M. Caporicci

SIGNATURE OF RESEARCH SUBJECT

| understand, to my satisfaction, the informatiomthe consent form regarding my
participation in the research project. All of myegtions have been answered to my
satisfaction. | have received a copy of this infedhwonsent form which | have read and
understand. | hereby consent to participate irésearch as described above.

Name of Subject

Signature of Subject Date
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Time of interview:

Date:

Place:

Respondent:

Recipient organization:

1. Introductory comments:
a. Thank participant
b. Explain the process including recording and nokenta
c. Confirm receipt and understanding of the informedsent form. Ask if there
are any guestions.
2. Purpose of the study
3. Interview Questions
a. What do you feel are the top personal charactesishat led to your being
promoted to your current position?
b. What leadership styles do you use that have besamtal in your
position?
c. Do you feel that your leadership characteristiggnalith the
organization’s culture?
d. Isthere anything else you would like to add?
4. Closing
5. Review procedures for verification of transcriptioyparticipant.

6. Thank you
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Name of Expert:
Organization:
Address:

Dear ,

Thank you for your willingness to participate oe fhanel of experts for the purpose of
validating my interview questions. The purposehis walidation procedure is to ensure
the interview questions provide data to answerélearch questions of the study and
will lead to the fulfillment of the purpose of tkeudy.

As expressed in chapter one of the dissertatian #aclosed, the purpose of this study is
to determine the key leadership characteristickimihe business organizations at a
Federally Funded Research and Development Ceff&®IOE). | will interview ten
supervisory and section level managers at a FFRDIicit and collect their opinions
regarding this topic.

Based upon your expertise, | am requesting thateyaluate my interview questions in
the context of providing data to answer the reseguestions in the study. The goal of
the research is to allow the respondents to angweajuestions using their own
experiences as references.

Please use the enclosed review form to expressogmuions and return in the self-
addressed, stamped envelope. Next to each questiating scale is provided. Please
circle the appropriate number that represents ygaponse: (1) represents the question as
“relevant” in relation to the research questiorsiated; (2) represents the question to be
“not relevant” in relation to the research questarstated; and (3) represents a
modification as shown in the space provided belosvquestion. Also, at the end of the
form there is room for additional comments.

Please feel free to contact me with any questioaisytou may have regarding this
process. | may be reached at either my home ophelie. | look forward to your
response.

Thank you for your time and consideration in hejpme to complete this important
phase of my study.

Sincerely,

Kevin M. Caporicci
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Please circle the appropriate number in the ragade column indicating that in relation
to the research question, the interview questigh)Belevant; (2)Not Relevant; or
(3)Should be modified as suggested.

Research Question Interview Question Rating

1.

2.

What are the top personal characteristics thatolg@ur being promoted to your
current position?
(1)Relevant; (2)Not Relevant; (3)Modify as Shown

Modify as follows

What leadership styles do you use that have besamtal in your position?
(1)Relevant; (2)Not Relevant; (3)Modify as Shown

Modify as follows

Do you feel that your leadership characteristiggnalvith the organizations mission?
(1)Relevant; (2)Not Relevant; (3)Modify as Shown

Modify as follows

Is there anything else you would like to add?
(1)Relevant; (2)Not Relevant; (3)Modify as Shown

Modify as follows
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LEAD
Self
Leadership Style/Perception of Self

Purpose

This instrument is used to evaluate the leadeisélfaviors you use when you are
engaged in attempts to influence the actions aiitda@es of others. The information
gathered with the LEAD Self provides insight intwuy current strengths and areas for
your leadership skill development. It supplies mfiation about which leadership
behaviors you use and the extent to which you nidwabe behaviors to the needs of
others.

Instructions-Using the Instrument
e Assume you are involved in each of the followingelve situations. Each
situation has four alternative actions you miglitiate.
e Read each item carefully.

e Think about what you would do in each circumstance.

¢ Circle the letter of the alternative action choyoa think most closely describes
what behavior you would use in the situation préesgn

e Circle only one choice.
e Circle a choice for each of the twelve situatidden’t skip any.

e Move through the items quickly and stick with timstfchoice you make on each
item. Your first choice tends to be the most adeucme.

Reminder: Circle what you think you would do, ndtayou should do. The goal is to
evaluate what behaviors you actually use-not taight answers. If there is no
alternative action that describes what you wouldndie situation, circle the item that
most closely resembles what you would do.

L eadershifEffectiveness &AdaptabilityDescription

Copyright © 1979, 2002, Center for Leadership Stadinc. All Rights Reserved.
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1. SSTUATION

ALTERNATIVE ACTIONS

Your followers are not responsible lately
your friendly conversation and obvious
concern for their welfare. Their
performance is declining rapidly.

t&ou would..

A. Emphasize the use of uniform
procedures and the necessary for task
accomplishment.

B. Make yourself available for discussion
but not push your involvement.

C. Talk with followers and then set goals.
D. Intentionally not intervene.

2. SITUATION ALTERNATIVE ACTIONS
The observable performance of your grougou would..
is increasing. You have been making sureA. Engage in friendly interaction, but
that all members were aware of their continue to make sure that all members are
responsibilities and expected standards paware of their responsibilities and expected
performance. standards of performance.
B. Take no definite action.
C. Do what you can to make the group feel
important and involved.
D. Emphasize the importance of deadlines
and tasks.
3. SITUATION ALTERNATIVE ACTIONS
Members of your group are unable to so|véou would..
a problem. You have normally left them | A. Work with the group and together
alone. Group performance and engage in problem solving.
interpersonal relations have been good. | B. Let the group work it out.
C. Act quickly and firmly to correct and
redirect.
D. Encourage the group to work on the
problem and be supportive of their effort.
4. SITUATION ALTERNATIVE ACTIONS
You are considering a change. Your You would..
followers have a fine record of A. Allow group involvement in developing
accomplishment. They respect the need [fdne change, but not be too directive.
change. B. Announce changes and then implement
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with close supervision.

C. Allow the group to formulate its own
direction.

D. Incorporate group recommendations,
direct the change yourself.

but

5. SITUATION

ALTERNATIVE ACTIONS

The performance of your group has beer

dropping during the last few months.
Members have been unconcerned with

meeting objectives. Redefining roles and

responsibilities has helped in the past. T

have continually needed reminding to ha

their task done on time.

1 You would..
A. Allow the group to formulate its own
direction.
B. Incorporate group recommendations,
hege that

supervise carefully.

D. Allow group involvement in
determining roles and responsibilities, bu
not be too directive.

VE. Redefine roles and responsibilities ang

but

F

6. S TUATION

ALTERNATIVE ACTIONS

You stepped into an efficiently run
organization. The previous administrator
tightly controlled the situation. You want
to maintain a productive situation, but
would like to begin humanizing the
environment.

You would..

A. Do what you can to make the group fe
important and involved.

B. Emphasize the importance of deadline
and tasks.

C. Intentionally not intervene.

D. Get the group involved in decision
making, but see that objectives are met.

el

S

7. SITUATION

ALTERNATIVE ACTIONS

You are considering changing to a
structure that will be new to your group.
Members of the group have made
suggestions about needed change. The
group has been productive and
demonstrated flexibility in its operation.

You would..

A. Define the change and supervise
carefully.

B. Participate with the group in developin
the change, but allow members to organi
the implementation.

C. Be willing to make changes as
recommended, but maintain control of
implementation.

D. Avoid confrontation; leave thing alone

N Q
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8. SS TUATION

ALTERNATIVE ACTIONS

Group performance and interpersonal
relations are good. You feel somewhat
insecure about your lack of direction of tl

group.

You would..
A. Leave the group alone.

n@. Discuss the situation with the group ar

then initiate necessary changes.

C. Take steps to direct followers toward
working in a well-defined manner.

D. Be supportive in discussing the situati
with the group, but not too directive.

nd

9. SS TUATION

ALTERNATIVE ACTIONS

Your boss has appointed you to head a t
force that is far overdue in making
requested recommendations for change.
The group is not clear on its goals.
Attendance at sessions has been poor. T
meetings have turned into social
gatherings. Potentially, they have the tale

ayvku would..

A. Let the group work out its problem.

B. Incorporate group recommendations,

see that objectives are met.
'i@irRedefine goals and supervise carefull
D. Allow group involvement in setting
2gfoals, but not push.

necessary to help.

put

10. SSTUATION

ALTERNATIVE ACTIONS

Your followers, usually able to take
responsibility, are not responding to your
recent redefining of standards.

You would..

A. Allow group involvement in redefining
standards, but not take control.

B. Redefine standards and supervise
carefully.

C. Avoid confrontation by not applying
pressure; leave the situation alone.

D. Incorporate group recommendations,
see that new standards are met.

but

11. S TUATION

ALTERNATIVE ACTIONS

You have been promoted to a new positi
The previous supervisor was uninvolved
the affairs of the group. The group has
adequately handled its tasks and directig
Group interrelations are good.

oYiou would..

ir\. Take steps to direct followers working
in a well defined manner.

rB. Involve followers in decision making
and reinforce good contributions.

C. Discuss past performance with the grg
and then examine the need for new

up




130

practices.
D. Continue to leave the group alone.

12. S TUATION

ALTERNATIVE ACTIONS

Recent information indicates some intern

difficulties among followers. The group
has a remarkable record of
accomplishment. Members have effectiv
maintained long-range goals. They have
worked in harmony for the past year. All
are well qualified for the task.

at¥ou would..

A. Try out your solution with followers an
examine the need for new practices.

el. Allow group members to work it out
themselves.
C. Act quickly and firmly to correct and
redirect.
D. Participate in discussion of problem
while providing support for followers.

Note.Reprinted fromThe Driving Force Behind the Situational Leaderskipdel, by the
Center for Leadership Studies, Inc., 2002. Retddvem http://situational.com/about-
us/situational-leadership/. Copyright 2002 by tlent@r for Leadership Studies.

Reprinted with permission.
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APPENDIX G

Business Division Organization
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Business Management

Division Managers

mm Section Managers

mm Group Supervisors




133

APPENDIX H

Human Resources Approval to Survey/Interview
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From: H
Sent: Thursday, October 04, 2012 1:31 PM
To: Caporicci, Kevin M (2
Subject: Re: Site Approval

Permission granted.

Cozette Hart

Sent from my iPhone

On Oct 4, 2012, at 3:00 PM, "Caporicci, Kevin M (2¢lkevin.m.caporicci@ip!. (I

Cozette,

| am a doctoral student at Pepperdine University working on my dissertation. The Pepperdine University
Institutional Review Board requires site permission for me to conduct my dissertation research. I'm
writing to obtain site permission to survey and interview supervisors and managers at JPL. .unreys
and interviews will not take place during regular JPl-'k hours. The employee’s participation is
completely voluntary and the information related to the subjects and the organization will remain
confidential. Your affirmative reply to this email will satisfy the Pepperdine requirement.

Regards,

Kevin Caporicci
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