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Abstract

This research addresses the problem of developing
transformational leadership capabilities as part of
organization's leadership training program. It focu
how leadership grid training affects the transforma
leadership factors measured by the Multifactor Lead
Questionnaire (MLQ 5X).

A multinational manufacturing firm in the automotiv
parts business with annual sales of $7.9 billion in
and 59,000 employees worldwide was studied. Evaluat
research, using a quasi-experimental design, was th
research method. A nonprobability sample was collec
37 class employees who took part in a certified gri
training class as part of a corporate management
development program. Participants were given the ML
pre- and post- participation in the class. The resu
this survey were compared to determine the affect o
training on MLQ scores.

The results of this study indicate that leadership
grid training can improve the transformational lead
characteristics of those who participate in this tr
The research suggests that it is possible to improv
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followers, and stimulating creativity through leade
grid theory training. The study contains an analysi
scores that supports these findings and establishes
baseline for future research on the effects of othe
leadership theories on transformational leadership
Organizations that effect social change often look
charismatic leaders who inspire creativity. Social
often requires the type of deep structural change t
referred to as transformational change. This resear
indicates that leadership grid theory training can
positively affect these transformational leadership

characteristics.
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CHAPTER 1: INTRODUCTION
Introduction
Transformational change, for the purpose of this

study, is defined as the type of change that includ
changes to an organization’s structure, culture, an
processes. Transformational leaders are those leade
perform with a style that allows them to successful

deep structural changes to an organization (Northou
2000; Lussier & Achua, 2001).

Organizations typically experience periods of smoot
operation and growth. During these periods of evolu
incremental change occurs as part of the normal gro
the organization. However, external or internal cha
the environment often cause existing structures to
ineffective. When this happens, successful firms en
transformational change projects as a response to t
threats to survival. The faster an organization can
through the transformational period, the sooner it
advantage of the changes and return to a smooth per
operation (Cummings & Worley, 2001).

Transformational leaders are often brought into an
organization to manage deep structural changes. Man

the existing management does not possess the skills
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necessary to implement changes successfully (Lussie
Achua, 2001).

Transformational change is driven by senior executi
and line management. They are responsible for the s
direction and actively lead all phases of the
organization’s change process. Existing managers of
not well suited to lead a transformational change.
of this, they are often replaced by outsiders who a
specifically recruited to lead change (Cummings & W
2001).

The focus of this research was to measure the effec
of grid theory training on employees who participat
leadership grid theory training class through the c
university of a Fortune 500 company. The specific v
studied are those measured by the Multifactor Leade
Questionnaire (MLQ 5X). The MLQ 5X is a questionnai
measures transformational leadership characteristic
nonprobability sample was used to measure the resul

the questionnaire.

Background
Some researchers believe that organizations should

develop an internal capacity to transform. In an ev

ré&

ves

trategic

ten are
Because
re

orley,

ts
edina
orporate
ariables
rship
re that
S.A

ts of

er-



changing business environment, the ability to lead
transformational change becomes a core competency.
not one of the business functions that can be outso
since it will become more necessary in the future.
(Anderson & Anderson, 2001).
Creating this environment for change requires leade
to have unique transformational skills. Leadership
are developed, to a great extent, by leveraging per
abilities with training (Thaler-Carter, 2000). To
accomplish this, many organizations institute leade
development programs that produce transformational
Transformational change is driven by senior executi
and line management. They are responsible for the s
direction and actively lead all phases of the
organization’s change process. Existing managers of
not well suited to lead a transformational change (
& Worley, 2001). Anderson writes:
They will typically attempt classic problem-solving
and project-management techniques, training, and
improving communications, each of which has value,
is not sufficient for leading transformation. React
leaders attend mostly to the surface symptoms they

face, seldom addressing the underlying root causes.
(Anderson & Anderson 2001, p. 61)
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These managers have benefited most from the status
they are often unfamiliar with alternative methods.
change is needed, they often resort to project-mana
processes and attempt to manage scope instead of ex
it to include deep structural change. To reduce the
failure during times of transformational change, al
managers and leaders in an organization need to be

transformational.

This study is worthy of merit because it isolated a

specific leadership theory and, using an accepted m
measurement, identified changes in how training rec
perceive transformational leadership characteristic
research by Corrigan, Lickey, Campion, and Rashid u
similar methods to assess a short generalized leade
class (Corrigan, Lickey, Campion, & Rashid, 2000).
class studied in Corrigan’s research was not based
specific theory. This study goes beyond general lea
training and focuses exclusively on training based
leadership grid theory while using the same Multifa

Leadership Questionnaire as the instrument of measu
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Problem Statement

The problem addressed in this research is the
difficulty of developing leaders with the proper
characteristics to be successful as transformationa
leaders. Transformational change efforts often fail
organizations because the behavior of the leadershi
not properly support deep structural change. Failur
successfully execute transformational change, when
needed, can adversely affect an organization’s surv
growth. Organizations need a way to educate and pre
their leaders for executing transformational change
is required. It is up to the top managers in an
organization to develop the norms and structures th
promote the behavior that they want (Dutton, Ashfor
O'Neill, & Lawrence, 2001).

In this research, the Multifactor Leadership
Questionnaire is used to measure which (if any)
transformational change factors are affected by lea
grid theory training. This study measures changes i
trainees’ perceptions of transformational leadershi
measured by the Multifactor Leadership Questionnair

The specific dependent variables, those that measur

transformational leadership, studied in this resear
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idealized influence, inspirational motivation, inte
stimulation, individualized consideration, continge
rewards, management-by-exception, laissez-faire man
extra effort, effectiveness and satisfaction. The
independent variable is the grid theory training cl
relationship between the dependent and independent

variables was determined by the pre- and post test

Purpose Statement
The purpose of this study was to measure the effect

of certified Leadership Grid training on transforma
leadership characteristics as measured my the Multi
Leadership Questionnaire (MLQ 5X). The results of t
measurements were used to evaluate the effectivenes
grid theory training on transformational leadership
characteristics. This analysis can aid in the appli
of Grid training in those organizational and social
situations where transformational leadership

characteristics must be developed.

Significance of Study
The results of this research are applicable to soc

situations where transformational change is necessa
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social changes may require a transformational appro
Charismatic leaders that can inspire followers are
effective when a transformational approach is requi
(Fiol, Harris, & House, 1999). The results of this

can help predict the outcomes of potential training
programs developed for future societal and organiza
leaders.

Transformational change affects the social structu
of the society in which it occurs. It is a type of
change that requires deep structural changes. Failu
execute this type of change successfully can have a
significant effect on the prosperity and survivabil
the business or social organization being changed.

This study addressed the effect of Leadership Grid
training on transformation thinking. It adds to the
knowledge that researchers and organizational devel
practitioners can use to evaluate and design person
development programs to prepare leaders for

transformational social change.
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Research Questions

1. What are the differences in transformational
thinking prior to and after grid training in the co
studied?

2. How does grid training affect the
transformational aspects of how grid theory trainin
participants think about leadership in the company

3. How effective is grid training itself when
developing transformational leaders in the company
as measured by pre and post Multifactor Leadership
Questionnaires?

4.  Which transformational leadership characteristic
change the most after a leadership grid theory trai

class in the company studied?

Theoretical Foundation
Roepke states that organizational revitalization
requires transformational, not transactional leader
(Roepke, 2000). Transformational leaders engage in
three kinds of activity. These are; the creation of
the mobilization of commitment to the vision, and t
institutionalization of change. Leadership is an en

organizational change (Roepke, 2000).

mpany

g

studied?

studied,

ning

ship

at least
vision,
he

abler of



Participants in transformational leadership conditi
outperform their counterparts in the transactional
leadership conditions. A key characteristic of
transformational leaders is that they build environ
for creativity through intellectual stimulation. Ma
who employ transformational leadership behaviors he
subordinates become more motivated to create new ap
to problems (Jung, 2000-2001). Transformational lea
charismatic, but transformational leadership is dif
from charismatic leadership (Lussier & Achua, 2001)

The leadership grid theory (Blake & Mouton, 1985) i
widely used approach to organizational development
Sorensen, & Mckee, 1999). Leadership grid theory tr
teaches a six-phase approach to organizational deve
and change (Blake & McCanse, 1997). Along with mana
commitment, education is a good place to start when
embarking on an organizational development project
Mouton, 1965a).

Anderson believes that organizations should develop
internal capacity to transform. Trained, internal |
working with organizational development consultants
often the most effective way to address transformat

change in an organization (Anderson & Anderson, 200
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Creating this environment for change requires leade
to have unique transformational skills (Barker, 200
Organizations must institute leadership development
programs that produce transformational leaders.

A study by the University of Chicago Center for
Psychiatric Rehabilitation found that participation
one-day course on leadership skills could result in
improving a person’s perceptions of leadership (Cor
al., 2000). The study suggested that future researc
be done to replicate the results.

This study is focused on Leadership grid theory
training. This leadership theory includes a change
that includes a six-phase approach to organizationa
(Blake & McCanse, 1997). In the theory, organizatio
change is addressed as an organization-wide approac
focuses on team relationships (Blake & McCanse, 199

In this study, the Multifactor Leadership
Questionnaire (MLQ) was used to measure transformat
leadership characteristics. This questionnaire was
developed by Bass and Avolio in 1985 (Northouse, 20
current form (Bass & Avolio, 2000) consists of 45 q

which measure seven transformational leadership fac
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Instead of studying a general leadership class, thi S
study measures the effects of a specific class focu sed on
leadership grid theory and its approach to organiza tional
change. It applies the methods used in the study at the
University of Chicago to training based on Blake an d

Mouton’s grid theory.

Definitions of Terms
Leadership Grid Theory is defined as a behavior theory that
focuses on analyzing an individual's concern for pe ople and

concern for production (Blake & Mouton, 1985).

The Multifactor Leadership Questionnaire (MLQ) is defined
as the most widely used instrument for measuring th e
transformational leadership characteristics of indi viduals

(Bass & Avolio, 2000).

The Transactional Process is defined as a process that

focuses on the exchange of valued things between le aders
and followers (Northouse, 2000).

Transformational Change is defined as a type of change that
includes an organization’s deep structure, culture, and
processes (Northouse, 2000).

Transformational Leadership is defined as a style of

leadership that includes the skills to facilitate d eep
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structural changes to an organization (Lussier & Ac

2001).

Assumptions

It was assumed that transformational leadership is
effective change strategy and that grid theory trai
an effective method for developing a person’s capac
lead change. Another assumption was that the survey
respondents follow the instructions that they are g
complete the MLQ before starting their class prewor
researcher assumed that all training instructors ar
equally qualified.

For the purpose of this study, the researcher used
definitions of transformational leadership and its
as defined and structured by the Multifactor Leader

Questionnaire.

Limitations of the Study

This study was limited to employees of one company

This singular approach limited both the results and
factors that can influence them. All participants w

influenced by a single corporate culture and operat
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philosophy. This limited the variables that can inf
results. It also limited the breadth of the applica
the results. The training studied was limited to gr

theory training.

Scope and Delimitations

This study focused on employees of a Fortune 500

company who participate in a leadership grid traini
program at the corporation’s internal university. T
company is an automotive parts manufacturer that ha
employees and $11 billion in annual sales. Class at
were selected through the company’s usual and custo
selection process. Department managers and supervis
identified current or perspective managers who had
attended the class. Due to the nature of the class,
270 company locations is only allowed two attendees
given class. This restriction minimized bias in the
selection of class participants since the participa

each class were, in all likelihood, chosen by twent
more managers. Typically each location only sends o
person to any class because of the cost associated
class. The leadership grid training class is one of

classes required to obtain the corporation’s certif
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supervisor certificate. Other classes include cost
accounting, employee motivation, supervision, finan
analysis, and problem-solving. The classes are not
administered to individuals in any particular order

The researcher was not able to predict which
instructors would be used for the study, and there
possibility that the same instructors to be used fo
classes. Because of this, the instructors were not
evaluated as a variable.

The intent of the researcher was to focus on grid
theory training and its effect of transformational
leadership characteristics. While acknowledging tha
are systems theory implications to the grid theory,

researcher has excluded them from the scope of this

Methodology
Evaluation research, using a quasi-experimental
design, is used as the research methodology for thi
dissertation. A nonprobability sample was collected
class participants. Students at a corporate univers
given the MLQ 5X pre and post participation in a ce

grid theory training program.
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Summary

In order to predict the effectiveness of leadershi
training programs on transformational leadership fa
researchers must measure the effects of specific pr
on generally-accepted measures of specific factors.
study focused on the leadership grid theory as the
program and the Multifactor Leadership Questionnair
measure of transformational leadership factors.

The next chapters focus on research associated wit
both the grid theory and transformational leadershi
Applications of the Multifactor Leadership Question
are explored and the research method proposed for t
study is defined.

In chapter 2, the researcher provides a review of
current literature on the subjects of leadership,
transformational leadership, leadership grid theory
the Multifactor Leadership Questionnaire. Examples
organizational change and the reasons for this chan
explored. A review of the unique leadership charact
necessary to affect transformational change is pres
along with options for developing these characteris

In chapter 3, the researcher describes the researc

methodology that will be used for this study. A des
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and review of the research design is presented. The
Multifactor Leadership Questionnaire, the survey in
used for this study, will be described along with i
validity and reliability data. Finally, the researc
describes the process that will be used to analyze
gathered.

In chapter 4, the researcher presents an overview
the results of the study. This includes the survey
along with the results of the statistical calculati
results are applied to each research question. The
concludes with a summary.

In chapter 5, the researcher presents the conclusi
of the study. Each research question is addressed.
relationship of this study to past literature is pr
along with recommendations for future research. The
researcher also discussed the possible social impac

this study.
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CHAPTER 2: LITERATURE REVIEW
Introduction

In this section, the researcher reviews the litera
related to leadership, transformational change, lea
grid theory, and the Multifactor Leadership Questio
Leadership characteristics and the criteria for suc
change are also explored.

A general review of leadership and its role in an
organization is presented. This is followed by a
presentation of literature on transformational lead
and development of leadership skills. Organizationa
is then presented along with a review of transforma
change. This chapter concludes with a review of the
theory, the Multifactor Leadership Questionnaire, a
research methods.

The literature chosen for this study includes arti
pertaining to transformational change, leadership g
theory, and the measurements associated with leader
characteristics. Authors directly involved with the
development of this subject matter are used as well

recent research in the application of specific theo
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Leadership

This study focuses on leadership development. The
literature review begins with the broad subject of
leadership and how it is defined.

Peter Northouse (2000) identifies four components t
are central to leadership. First, he defines leader
a process. This implies that leaders affect and are
affected by followers. Because of this, leadership
interactive event and is available to everyone, not
those who are formally defined as leaders. Second,
that leadership involves influence and, without inf
does not exist. The third component is that leaders
takes place in the context of groups of people with
common purpose. The fourth component states that le
involves the attainment of goals (Northouse, 2000).
on these components, Northouse says that “Leadershi
process whereby an individual influences a group of
individuals to achieve a common goal” (Northouse 20
3).

Lussier and Achua (2001) define leadership in a
similar way. They do, however add the element of ch
(Lussier & Achua, 2001). They describe leadership a

process of influencing leaders and followers to ach
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organizational objectives through change” (Lussier
2001, p. 6). The process of setting and influencing
objectives is all about change (Lussier & Achua, 20
Parry and Meindl (2002) write that “The theme of in
by noncoercive means is central to the definition o
leadership, whether in politics or in organizations
and Meindl 2002, p. 2). Most people will be willing
accept ideas if they see how they, themselves, will
(DeBono, 1985). This “willing influence” of persuas
the main distinction between leadership and rulersh
leaders described in literature were really rulers
kings, senior officers, or managers (Parry & Meindl|
Sometimes leadership is described as a trait instea
of a process. Looking at leadership as a trait sugg
that leadership qualities only exist in certain ind
and that these individuals are the only ones with t
inborn talents to be leaders. Some traits recognize
leadership traits are height, intelligence, extrove

and fluency (Northouse, 2000).

Some leaders are assigned and some emerge. Leadersh

that is based on the position a person holds in an
organization is called assigned leadership. Plant m

department heads, and other administrators are exam

& Achua
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assigned leadership. Assigned leadership is acquire

persons of authority and rank in an organization.

person is perceived by others in an organization as

leader, regardless of his or her rank or title, he

is exhibiting emergent leadership. Emergent leaders

acquired through other people in the organization w

support and accept a person’s behavior (Northouse,

Lussier and Achua write:

Effective leaders are not simply born or made, they
are born with some leadership ability and develop i
Researchers indicate that many cognitive abilities
personality traits are at least partly innate. So
certain natural abilities may offer certain advanta

or disadvantages to a leader. (Lussier & Achua 2001

p. 9)

Peter Drucker (1993) describes effective leadership

way:

The foundation of effective leadership is thinking
through the organization’s mission, defining it and
establishing it, clearly and visibly. The leader se
the goals, sets the priorities, and sets and mainta
the standards. (p. 121)

One aspect of leadership is that of power. Leaders

exert power over followers which increases their ba

power. Burns (1978) describes it this way:

Leadership over human beings is exercised when pers
with certain motives and purposes mobilize, in
competition or conflict with others, institutional,
political, psychological, and other resources so as
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arouse, engage, and satisfy the motives of follower
(p. 18)

There are similarities and differences between
managers and leaders. Influence, working with peopl
goal accomplishment are all activities that are con
with both management and leadership. The primary di
lies in the attribute of change (Northouse, 2000).

Northouse describes the difference this way:

The overriding function of management is to provide
order and consistency to organizations, whereas the

primary function of leadership is to produce change

and movement. Management is about seeking order and

stability; leadership is about seeking adaptive and
constructive change. (Northouse 2000, p.8)

Managers are concerned with budgets, schedules, and
agendas. Leaders are concerned with setting directi
building a vision, and creating organizational chan
(Northouse, 2000). Stephen Covey (1990) says that
“Management is a bottom line focus: How can | best
accomplish certain things? Leadership deals with th

line: What are the things | want to accomplish?” (p

Transformational Leadership
Within the broad spectrum of the subject of leaders
is the subset of transformational leadership. This

focuses on the development of this leadership subse

e, and
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section of the literature review focuses on this
leadership subset.

Leadership affects the culture of an organization.
management must be able to make changes and articul

to the rest of the organization (Bass & Avolio, 200

The full range of leadership model, developed by B.

Bass, depicts the factors of transformational and
transactional leadership as a continuum. Four of th
factors are transformational. Factor one is idealiz
influence or charisma. This refers to the leader as
model for followers to emulate. These leaders are h
respected and articulate a vision and mission to fo
The second factor is inspirational motivation. Thes
leaders set high expectations for followers and ins
them to become part of a shared vision. Factor numb
is intellectual stimulation. This type of leader st
creativity in followers. They encourage followers t
challenge their own beliefs as well as those of the
leaders. The fourth factor is individualized consid
Leaders create an environment of support. They list
the needs of the followers and act as coaches and a
Leadership that embodies these factors produces res

that exceed expectations (Northouse, 2000, p. 137).
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Transformational leaders possess certain attributes
Lussier lists the following:

1. They see themselves as change agents.

2. They are visionaries who have a high level of

trust for their intuition.

3. They are risk takers, but not reckless.

4. They are capable of articulating a set of core

values that tend to guide their own behavior.

5. They possess exceptional cognitive skills and

believe in careful deliberation before taking actio

6. They believe in people and show sensitivity to

their needs.

7. They are flexible and open to learning from

experience (Lussier & Achua 2001, p. 383).

There are several strengths to the transformational

approach to leadership. It is appealing to people b
they like the idea of the leader being the lead cha
agent providing the vision of the future. It define
leadership as a process between leaders and followe
includes followers in the process of leadership. Th
transformational approach includes not only the
transactional elements of rewards, but also the lea
attention to the needs of the followers (Northouse,

There are some weaknesses associated with
transformational leadership. Because it covers so m
including vision creation, motivating, and being a

agent, it is difficult to identify its parameters.

people have trouble seeing how transformational lea
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fits in with other approaches to leadership. Northo
(2000) writes:

Another difficulty with transformational leadership
that it is often interpreted too simplistically as

“either-or” approach and not as a matter of degree.

There is a tendency to fail to see transformational
leadership as occurring along a continuum that

incorporates several components of leadership. (p.

147)
Some also see transformational leaders as antidemoc
because of their roles as change agents. This is co
a negative aspect because of how this affects the
perceptions of followers (Northouse, 2000). When ch
are perceived as directives, they are often viewed
arbitrary. When this occurs, a relationship based o
communication and trust does not exist. In these
situations, morale, productivity, and quality suffe

& Mouton, 1961, p.6).

Developing Transformational Leadership
The purpose of this study is to evaluate the
effectiveness of a specific leadership-development
This section of the literature review is focused on

need for developing transformational leadership ski

Some researchers believe that organizations should

develop an internal capacity to transform. It is no
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the business functions that can be outsourced since
will become more necessary in the future. Outside g
and expertise should be leveraged, but relying on o
firms to transform a company is not as desirable as
this internal expertise (Anderson & Anderson, 2001,
191).

Creating an environment for change requires leaders
have unique transformational skills. Barker (2001)
“the best managers are interested in using socializ
to benefit the organization as a whole and are not
concerned to be liked by people” (p. 68). Leadershi
are a combination of personal abilities and develop
abilities (Atwater Leanne E., 1999). “Global leader
born and then made” (Thaler-Carter, 2000), p. 86).
challenge for leaders is to combine logic and objec
in a change process that is highly emotional in mos
organizations (Bowman, 2000). To meet this challeng
organizations must institute leadership development
programs that produce transformational leaders. Dav
(2001) writes “We can define leadership development
stretch of one’s capacity to become aware of and bu
skills around the dynamic of positive leader-follow

outcomes” (p. 29). Harrison (1999) says that leader
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skills, especially transformational leadership skil
be learned by individuals. Leadership training prog
rely heavily on exposing potential leaders to real-
situations. Harrison describes the way leadership
literature is written when he says “many contempora
leadership texts are actually anthologies of succes
managers who are thought to have possessed the secr
motivating others to higher performance” (p. 26).
Developing effective leaders does not, however, cha
the culture of an organization. A fifteen month stu
Scandinavian Airline Systems revealed that changing
developing effective leaders did not result in stra

organizational change (Sharkey 1999).

Types of Change

Transformational leadership development is the focu
of this study. This type of leadership is focused o
change. In this section of the literature review, t
author presents a definition of change that is focu
organizational change.

Change is driven by a sequence of triggers. Each
trigger requires a response or change from the othe

triggers that it affects. Dean and Linda Anderson d
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seven attributes that trigger or drive change. The

is the environment. These are the larger forces wit
which people and organizations operate. These force
include social, economic, political, governmental,
demographic, and natural. The second trigger is the
marketplace’s requirements for change. These includ
customers’ requirements for a business to succeed i
given marketplace. The third is business imperative
imperatives outline the strategic moves the company
make to be successful. The fourth trigger is the
organizational imperatives. These are the changes r
in the organization’s structure, systems, processes
technology, and skills base to be successful. Cultu
imperatives are the fifth trigger. These are the co
ways of working and relating in the company that mu
change to support the organization’s new design. Th
trigger is leader and employee behavior. This is th
collective behavior that makes up an organization’s
culture. The final imperative is leader and employe

mindset which includes the mental models that cause

to behave the way they do (Anderson & Anderson, 200

17).
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The scope of the change required determines the
extent of the type of change needed. Minimal market
and environmental changes may only dictate content
Developmental or transitional changes may be called
address organizational imperatives but not cultural
Transformational change is dictated when marketplac
environmental changes are so great that content, cu
and people must change and all triggers are affecte
(Anderson & Anderson, 2001). Technology changes alo
require transformational change in an organization
(Kuruppuarachchi, 2001).

Anderson (2001) describes three types of change th
occur in organizations. They are developmental chan
transitional change, and transformational change.
Developmental change represents the improvement of
skills, methods, and performance standards in an
organization. Transitional change is more complicat
Instead of improving the current situation, it repl
current situation with something new and different.
Transformational change is the most complex. It is
radical shift so significant that it requires a cha
culture, behavior, and mindset to successfully impl

and sustain (Anderson & Anderson, 2001, P.34). In
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transformational change, leaders must initiate a ch
process that realigns the organization with its env
and involves all of the drivers of change (Anderson
Anderson, 2001). Followers of transformational lead

think of old problems in new ways (Jung, 2000-2001)

Reasons for Transformational Change
Organizations typically experience periods of smoo

operation and growth. During these periods of evolu
incremental change occurs as part of the normal gro
the organization. However, external or internal cha

the environment often cause existing structures to
ineffective. When this happens, successful firms en
transformational change projects as a response to t
threats to survival. These rapid transformational s
structure, culture, and process allow the organizat
return to a period of smooth operation and growth u
next period of required transformational change. Th

an organization can get through the transformationa
period, the sooner it can take advantage of the cha
return to a smooth period of operation (Cummings &

2001).
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Organizational development and change practitioners
describe first-order and second-order change. These
often referred to as transactional change and
transformational change. In first-order change, als
as evolutionary, adaptive, incremental, and continu
change, the fundamental nature of the organization
the same. In second-order change, the fundamental n
the organization is substantially changed. Second-o
change is also known as revolutionary, radical, and
discontinuous change. There is an increasing emphas
organizational development programs on second-order
(French and Bell 1999).

There are several strengths to the transformationa

approach. It is appealing to people because they li
idea of the leader being the lead change agent prov
the vision of the future. It treats leadership as a
between leaders and followers. It includes follower
process of leadership. The transformational approac
includes not only the transactional elements of rew
but also the leader’s attention to the needs of the
followers (Northouse, 2000, P. 145).

Transformational leaders are often brought into an

organization in trouble to affect a turnaround. The
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communicate the need for change, create a new visio
manage the transition, and institutionalize the cha
(Lussier & Achua, 2001).

Executive leadership has three key roles in
transformational change. The first is envisioning.
involves articulating the new strategic direction a
standards for performance. The second is energizing
Executives must demonstrate excitement for and be e
of the expected change. The third is enabling. Lead
provide the resources necessary to accomplish the ¢
developing new management practices and using rewar

reinforce new behaviors (Cummings & Worley, 2001).

The Transactional Process
This study is focused on transformational change. T

initial step is to define transformational change.
to understand transformational change, one must und
the antithesis of the transformational process. Thi
called the transactional process. It focuses on the
exchange between leaders and followers. Examples of
transactions are; politicians who win votes by maki
promises, managers who offer promotions to employee

perform well, and teachers who give grades for comp
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assignments and passing tests (Northouse, 2000, P.

Burns (1978) describes transaction leadership this

Such leadership occurs when one person takes the

initiative of making contact with others for the

purpose of an exchange of valued things. The exchan

could be economic or political or psychological in

nature: a swap of goods or of one good for money; a

trading of votes between candidate and citizen or
between legislatures; hospitality to another person
exchange for willingness to listen to one’s trouble

(p. 19)

There is a transitory aspect to transactional leade

Once a transaction is complete, the relationship be

the leader and the followers may be terminated or c

for the next transaction (Lussier & Achua, 2001). |

stable, repetitive situations, the transactional pr

maintains the status quo. It establishes a relation

between the leader and followers where the leader c

defines objectives and rewards followers for obtain

those goals. Leaders and followers can accurately p

outcomes for themselves and each other. Avolio (199

writes:
Without a transactional base, expectations are ofte
unclear, direction is ill-defined and the goals you
are working toward are too ambiguous. It is certain
possible, however, to get people inspired in this
context, but it is difficult to align them around w
their focus should be and who does what when.
Transactions clearly in place form the base for mor

mature interactions between leaders over time.
(Avolio, 1999, P. 15)
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Weaknesses associated with transactional leadership

include the fact that it is difficult to introduce
in organizations where it is used. The transactiona
of this style of leadership fosters short-term

relationships between leaders and followers.

The Transformational Process

The transformational process became popular with a
work titled Leadership by political sociologist James
MacGregor Burns in 1978. Burns linked the roles of
and followers. Instead of looking at leadership as
position of power, he considered it linked to the n
the followers (Northouse, 2000). Burns described th
schools of thought on leaders and followers as two
things. Leaders were seen as political, social, and
industrial elitists. Followers were seen as powerle
masses. Burns looked at leadership as an engaging
structure that involved leaders and followers (Burn
1978).

Lussier (2001) writes:

Transformational leadership focuses on what leaders

accomplish, rather than on a leader’s personal

characteristics and followers’ reactions. As
organizations continue to face global challenges, t
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need for leaders who can successfully craft and
implement bold strategies that will transform or al
the organization with the level of environmental
turbulence is ever greater. (Lussier & Achua 2001,

381)

The transformational process is focused on change.
writes, “Transformational leadership serves to chan
status quo by articulating to followers the problem

current system and a compelling vision of what a ne

organization could be” (Lussier and Achua 2001, p.

Burns writes, “Such leadership occurs when one or m

persons engage with others in such a way that leade

followers raise one another to higher levels of mot
and morality” (Burns, 1978, p. 20).
Transformational leaders motivate behavior in their
followers that supports the greater good instead of
own self interest (Northouse, 2000, p. 132).
Transformational change is a systemic and
revolutionary change to an organization’s culture a
design. The fundamental elements that define the
organization are altered. Transformational changes
occur rapidly so that they are not stalled by polit
individual resistance. In transformational change,

majority of the individuals in an organization must
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their behavior (Cummings & Worley, 2001). The quant
change, however, does not denote transformational ¢
The nature of the change is what is important. Burn
“the issue is the nature of change is not merely th
degree, as when the temperature in a pot of water i
gradually raised to produce a transformation, boili

(Burns, 2003, p. 25).

Transformational Change Issues
The reactive approach to leading transformation is

most common. This is an unintentional phenomenon as
automatically react in habitual ways to events that
When this happens, managers do not adequately analy
situation and therefore do not understand that a
transformational approach is needed and that this a
is different than developmental or transitional cha
failure to recognize this limits success and contri
most failures. Reactive leaders are slow to heed th
up calls. They have strong denial mechanisms. They
resist or deny the needed changes by explaining awa
signals for change. This is often done unconsciousl|
marketplace conditions become so severe that the

organization’s survival is threatened, reactive lea
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respond quickly to regain their comfort and sense o
control. Because they do not understand the differe
change strategies they often respond with the wrong
approach (Anderson & Anderson, 2001). Anderson and

puts it this way:

They will typically attempt classic problem-solving
and project-management techniques, training, and
improving communications, each of which has value,
is not sufficient for leading transformation. React
leaders attend mostly to the surface symptoms they
face, seldom addressing the underlying root causes.

(Anderson and Anderson 2001, p. 61)
These efforts often produce temporary results becau
do not address systemic causes or provide real chan

solutions (Anderson & Anderson, 2001).

The reactive approach often leads to low morale in

employees. Front line employees often see the effec
leadership denial and inadequate change plans. They
often the first to see the inevitable failure of th

plans. The employees are threatened because they fe
their personal financial success is dependent on th
organization’s ability to transform, and they do no
change efforts to succeed. They feel like they are
their efforts as numerous, nonintegrated change ini
are thrust upon them without adequate planning or

communication. Repeated failures to implement chang
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the organization’s resources and often require extr a and
duplicate effort on the part of the employees (Ande rson &
Anderson, 2001). Anderson and Anderson provide anot her
analogy:

When change continues to be poured into a
saturated sponge, the consequences are threefold:

(&) morale deteriorates;

(b) the initiatives that are attempted result in
only short-term superficial application of the
intended goals; and

(c) people stop listening to the leaders, who
continue to announce changes that never fully
materialize. (Anderson & Anderson 2001, p. 64)

The popularity of the Dilbert cartoon series shows that
many employees identify with the cynicism that it d epicts
(Feldman, 2000). The impact of this is a reduction in
organizational and employee productivity, quality, morale,
and customer relations (Bennett, 2001). In some cas es,
companies that drastically changed their business m odels

experienced high levels of employee turnover (Baron :
Hannan, & Burton, 2001).

Leaders must be aware of employee perceptions,
especially if there have been a number of failed at tempts
to introduce change. As employees lose confidence i n their
leaders, organizational cynicism begins to set in.
Organizational cynicism diminishes organizational

commitment, which is the product of the exchange be tween



the employee and the organization. If employees beg
feel that their skills are not being productively u

their basic needs are not met, then making future
innovations becomes more difficult (Abraham, 2000).
Organizations should examine their past success rat
help predict the probability of success in future c

initiatives (Maurer 2001).

Leadership Grid Theory
The treatment being studied in this research is
leadership grid training. In this section of the li
review, the researcher presents an overview of this

and its relationship to transformational change.

The leadership grid theory, a behavior theory, was

developed by Robert Blake and Jane Mouton in 1964.
been updated in 1978, 1985, and 1991 (Lussier & Ach
2001). The grid theory has historically been a wide
approach to organizational development (Yaeger et a
1999). The grid theory contains two dimensions of
leadership. The first is the concern for production
second is the concern for people. These concerns ar
measured through a questionnaire that rates each on

from one to nine (Lussier & Achua, 2001). This theo

in to

sed and

esto

hange

terature

theory

It has
ua,

ly used

. The
e
a scale

ry has

38



been used extensively to explain how leaders help
organizations reach their goals (Northouse, 2000).
The concern for production measures how a leader i S

concerned for whatever an organization is trying to

accomplish. The concern for people measures how a | eader
attends to the people trying to accomplish organiza tional
goals. The leadership grid joins these two concerns ina
model with two intersecting axes (Blake & McCanse, 1997).
The leadership grid identifies five leadership sty les.
First is the impoverished leader (1,1) who has a lo w
concern for both production and people. This type o f leader
does the minimum to maintain his or her position. T he
second is the authority-compliance leader (9,1) who has a
high concern for production and a low concern for p eople.
This style of leader focuses on accomplishing goals and
treats people like machines. The third is the count ry-club
leader (1,9) who has a high concern for people and a low
concern for accomplishing goals. This kind of leade ris
more concerned with maintaining a friendly atmosphe re
without concern for production. The fourth style, t he
middle-of-the-road (5,5) leader, has a balanced but medium
concern for both people and production. He or she s trives

to maintain a satisfactory level of performance and



employee morale. The fifth style of leader is the t
leader (9,9). This kind of leader has a high concer
both people and production. He or she strives to ma
high levels of both performance and employee satisf
This style is called the high-high leader (Blake &
1997). This system for maintaining cooperation betw
management and subordinates is called integrative g
this system, the employees and the company are view
one unit instead of the traditional manager and emp
structure (Blake & Mouton, 1961).

This grid approach to leadership theory is not a
refined, prescriptive theory to explain effective
leadership. Instead, it provides a framework for as
leadership. It attempts to describe the major compo
leadership behavior at task and relationship levels
(Northouse, 2000, p. 43).

The grid approach to leadership has four primary
strengths. First it has broadened the view of leade
include not only personal characteristics, but thei
behaviors in different situations. Second, with a h
of research from Ohio State University and the Univ
of Michigan, the style approach is well substantiat

offers an approach to understanding the leadership
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Third, the style approach explores leadership,
conceptually, by focusing on tasks and relationship
behavioral level. These two aspects form the core o
leadership process. Fourth, it provides a framework
understand the complexities of leadership. Leaders
assess their actions and identify potential changes

improve their effectiveness (Northouse, 2000, p. 44

The grid approach has several weaknesses. First,

research on styles fails to show how a leader’s sty
affects performance outcomes. Second, no universal
has been found to be effective in all situations. A
weakness involves the high-high style. The theory s
that high-high managers are the most effective. Oth
research suggests that certain situations require d
styles of leadership (Northouse, 2000). Northouse w
“At this point in the development of research on th
approach, it remains unclear whether the high-high
the most preferred style of leadership” (Northouse
45). Critics of the grid approach suggest using a
situational model that prescribes using the leaders
style that best meets the needs of a given situatio

(Lussier & Achua, 2001).
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Leadership Grid Theory and Change

Grid theory training addresses organizational
development and change. It recognizes that the sum
individual changes is not meaningful in the context
entire organization. Grid organization development,
is called, aims to raise the level of achievement o
entire organization (Blake & McCanse, 1997). Blake,
and Mouton (1996) write:

Among the several approaches to organization
development, there is one approach which uses

educational methods to aid the entire membership of

organization to participate in developing itself in

accord with behavioral science basis of management.
This approach is called grid organization developme

(p. 118)

Leadership grid training will serve as the depende
variable for this research. Grid training teaches a
phase approach to organizational development and ch
facilitates a shift from current leadership practic
culture to more effective practices. The grid appro
recognizes that organization change is more difficu
individual change. Blake says, “True organization
development is a system-wide approach to change aim
improving the whole organization” (Blake & McCanse,

p. 333). Blake and McCase write:
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Grid organization development is a six-phase model
for bringing real change to bear on organizations
through a fully integrated approach. From a behavio
point of view grid OD sets in place a common framew
for understanding the dynamics of interaction that
take place in meshing the efforts of people with
required organization purpose. This is accomplished
focusing attention on the interpersonal relationshi
team relationships, and interface relationships.
(Blake and McCanse 1997, P. 359)
Before implementing organization-wide grid
development, an organization should engage in activ
that will introduce grid concepts to the people inv
Background reading can be provided to show how it ¢
strengthen the organization. Grid seminars can teac
concepts to each employee. A pilot group can be est
to let the organization measure the effectiveness o
grid approach. A steering committee should be appoi
develop a long-term strategy for grid organizationa
development and plan for moving forward with the si
(Blake & Mouton, 1985). Successful organizational
development plans require self-motivated commitment
effort. Training and pilot programs help solidify
organizational commitment (Blake & Mouton, 1965a).

Consistent training programs can reduce the risks

associated with cross-cultural deployment of organi
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development programs in global enterprises (Blake &
Mouton, 1965Db).

The first phase addresses projects. Grid literatu
states that, after training, culture-wide issues ca
addressed more effectively using grid techniques to
the success rates of projects. These techniques can
utilized to change organization-wide norms and over
complacency. This is done by holding those who can
problems responsible for their resolution (Blake &
1997, p. 345).

The second phase involves team building. In team
building, grid techniques can be used to identify
opportunities for improvement within teams. Goals f
kind of team building include the ability to replac
obsolete past practices, improve operational result
establish objectives for achievement (Blake & McCan
1997, p. 345).

The third phase is called interface development. |
purpose is to improve problem-solving by helping in
groups work more closely together. The idea is to g
people acting in the best interest of the entire
organization, not just the individual groups to whi

belong (Blake & McCanse, 1997, p. 347). This is sim
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the participatory change process that focuses on gr ass-
roots participation (Castelloe & Watson 2000).

In the fourth phase, the strategic organization mo del
is developed. The outdated model is replaced by a m ore
effective one. Blake and McCanse describe it this w ay:

The model is based on the organization’s defining i ts

future business activity to be geared to the needs of

society for products and services; to the

corporation’s need for profitability; to the

employees’ needs for security and satisfaction with

work based upon involvement, participation, and

commitment; and to the stockholders’ needs for

meaningful return on invested funds. (Blake and

McCanse 1997, p. 351)

The organization defines corporate objectives, iden tifies
future business activities, creates an integrated

structure, and establishes new policies to guide fu ture
decision-making (Blake & McCanse, 1997).

In the fifth phase, the model defined in the fourt h
phase is implemented. Instead of rebuilding the
organization, a blueprint is followed to remodel th e
organization. The organization identifies gaps betw een the
current state and the desired end-state. Sound acti vities
that can be retained or changed are identified as w ell as
those that must be eliminated. A change plan is dev ised
that continues to run the business while it is bein g

changed (Blake & McCanse, 1997, p. 352).
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Phase six involves stabilizing the new organizatio nal
model and preparing for the next round of changes. In this
phase, the organization performs a self-assessment of the
change process to identify additional change opport unities
and to improve the process of change. The criticali ty of

this phase is summed up this way:

It's important to keep in mind that the grid is not a
fad that is ‘in’ for a few years and then phases

‘out’. The program is designed so that the last ste p
is never-ending. The company will always be monitor ing

what is being done, judging how far that is from
ideal, and taking the necessary steps to reach the
ideal. (Blake and McCanse 1997, P. 357)

Comparison of Grid Theory and Lewin’s Change Model

Kurt Lewin developed one of the early models of

planned changed. He identified two forces at work i n
organizations. The first is those who are striving to
maintain the status quo. The second is the group th atis
pushing for change. When those forces are equal, th e

current behavior is maintained in a state of quasi-

stationary equilibrium. Lewin described a change pr ocess
that consists of three steps (Cummings & Worley, 20 01).
The first step is called unfreezing . In this step the

organizational forces that maintain the status quo are
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reduced. The leadership of the organization communi cates
the new, desired behaviors and articulates the chan ges
necessary to achieve the new desired state. Organiz ation
members are motivated to accept and engage in chang e
activities. The second step is called moving . In this step

the organization develops new processes and behavio rs. The
organization shifts to the new desired state. This is the
point where new organizational structures are intro duced.
The third step is called refreezing . In this step, the

organization stabilizes in the new state. New
organizational policies and structures support the new
organizational state (Cummings & Worley, 2001).

Lewin’s change model and the leadership grid model
both have steps in which planned change occurs. Lew in's
model broke the change process down into three step s. The
leadership grid model breaks it down into six steps
Although the number of steps is different, there ar e three
common phases in each of the models. The flowchart in
Appendix B depicts these phases.

In the first phase, preliminary research is done t o]
diagnose the current situation. Opportunities for
improvement are identified and the new end state is

identified. In Lewin’s model, this is called unfree zing. In



the leadership grid model however the emphasis is 0
preparing the organization for change. Projects are
initiated using Grid techniques, teams are formed,
pilot projects are used to prove the theory to the
organization. After this preparation, the new

organizational model is defined.

In the second phase, the change actually occurs.

Lewin’s model refers to this as moving. The grid th
refers to this as implementing the new organization
model. In Lewin’s model, the leadership of the orga
or the consultant can play a dominant role in makin
change happen. An environment is created where the
behavior is accepted and encouraged. In the Grid mo
organization works as a unit to identify gaps betwe
current state and the desired state. A plan is devi
executed.

In the third phase, the changes are solidified. In
Lewin model, this is called refreezing. The Grid mo
refers to this as stabilizing the organizational mo
the Lewin model, changes are solidified by making t
organization’s members feel comfortable with their
changed roles. Feedback is given to help the newly

parts of the organization work well together. In th
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model, the organization, as a unit, performs a self
assessment to identify additional change opportunit
This allows each member to have a sense of ownershi
change and a decision in future directions.

While Lewin’s model seems primarily focused on a
change event and engraining the change in an organi
culture, the grid approach is a more systemic one.
engrains a leadership style into an organizational
that facilitates continuous improvement as well as

transformational capability when it is needed.

The Full Range of Leadership Model
The full range leadership model is the basis of th
Multifactor Leadership Questionnaire used to measur
effects of the treatment that will be studied in th
research. In this section of the literature review,
author presents a definition of this model and its
relationship to transformational leadership.
Transformational leaders evoke superior results fro
their followers. Their behavior employs one or more
four components of transformational leadership (Avo

1999). Bruce Avolio states it this way:
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Leadership is idealized  when followers seek to

identify with their leaders and to emulate them. Th e
leadership inspires  followers with challenge and

persuasion by providing meaning and understanding

regarding the actions required. At the core is

identification , Which drives people to achieve the

vision. The leadership is intellectually stimulating :
expanding the followers’ use of their abilities to

guestion not only other peoples’ perspectives but a Iso
their own, even the most deeply rooted ones. Finall Y,
the leadership is individually considerate , providing
followers with support, mentoring, and coaching.

(Avolio 1999, p. 42)

Each of these factors is measured by the Multifacto r

Leadership Questionnaire (MLQ). The full range of

leadership focuses on transformational, transaction al, and
nontransactional aspects of the leadership process. A
leader that is purely transactional engages followe rs for
rewards or repercussions depending on the follower’ S
behavior compared to expectations. By honoring tran sactions
consistently, the leader establishes trust with fol lowers

which results in high levels of trust. This becomes
transformational as the relationship moves beyond
compliance (Avolio, 1999).
There are a total of seven components, or factors that
measure transformational, transactional, and nonexi stence

of management characteristics in the full range mod el.



These components or factors will serve as the depen
variables that will be studied in this research.

In the full range model, there are four components
transformational leadership. The first is idealized
influence. This refers to leaders being role models
Followers identify with their leaders and emulate t
behavior over time. The second component is inspira
motivation. Leaders involve followers in thinking a
future scenarios. They provide meaning and challeng
work of followers. The third component is intellect
stimulation. This refers to the leader’s ability to
stimulate innovation and creativity. The fourth com
is individualized consideration. This is the leader
ability to coach and mentor followers (Avolio, 1999

There are two transactional components to the full
range model. Transactional leadership occurs when f
are either rewarded or chastised for their behavior
first component is contingent reward. This is when
reward followers for desired behaviors and outcomes
second component is management-by-exception. This i
corrective transaction used to address behavior whe
needs to be changed. This is considered less effect

most situations, than contingent reward (Avolio, 19
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Nontransactional/Laissez-Faire leadership is the
absence of leadership. There is little interaction
leaders and followers. This is the most ineffective

of leadership (Avolio, 1999).

The Multifactor Leadership Questionnaire
The Multifactor Leadership Questionnaire (MLQ) is t
most widely used measure of transformational leader
(Northouse, 2000). This questionnaire was developed
Bass and J. Avolio in 1985 (Northouse, 2000). The ¢
form (Bass & Avolio, 2000) consists of forty-five q
which measure the following seven transformational
leadership factors:
Factor 1: Idealized influence indicates how well a
leader holds the trust of their subordinates and sh
dedication to them.
Factor 2: Inspirational motivation measures how we
a leader provides a vision and makes subordinates f
their work is significant.
Factor 3: Intellectual stimulation measures the
degree to which leaders encourage subordinates to

think creatively about old problems.

52

between

style

he
ship
by M.
urrent

uestions

ows

eel



53

Factor 4. Individualized consideration measures ho w
well a leader shows interest in the well-being of

subordinates and pays attention to those who are le SS
involved.

Factor 5: Contingent reward measures the degree to

which leaders tell subordinates what they need to d o]
to be rewarded.

Factor 6: Management-by-exception assesses how wel I
leaders communicate job requirements to subordinate S
and if they are content with standard performance.

Factor 7: Laissez-faire measures the degree to whi ch
leaders require little of subordinates and are cont ent

to let them manage themselves.

Measuring the Effectiveness of Training Using MLQ

The Multifactor Leadership Questionnaire will be u sed
in this study to measure the effectiveness of grid theory
training on transformational leadership characteris tics. In
this section of the literature review, the research er
presents an overview of how this questionnaire is u sed to

measure transformational leadership characteristics
Research on training effectiveness has been done us ing

the MLQ. A study of sixty six participants in a thr ee-day



leadership development workshop showed improvements
idealized influence, inspirational motivation, inte
stimulation, individualized stimulation, and contin

reward. Decreases were observed in management-by-ex
and laissez-fair management. Results were better wh
participants were involved in a structured personal
improvement plan (Avolio & Bass, 1998).

Additional research at the University of Chicago
Center for Psychiatric Rehabilitation showed that b
one-day classes can be effective in improving leade
skills. Improvements in individualized consideratio
management-by-exception were measured using the MLQ
Twenty-seven participants were administered the MLQ
post class. Attendees were asked to rate items acco
their perceptions of the ideal leader. Pre- and pos
scores for this study show improvement in individua
consideration and active management by exception. T
researchers concluded that a brief course on leader
skills could improve an individual's perceptions of

leadership (Corrigan et al., 2000)

A study by Blake and Mouton showed that leadership

grid training can be effective in large-scale

organizational development programs. Operational da
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gathered to measure changes before and after traini
data gathered for the study included productivity,
meeting attendance, and management mobility (Blake,

Barnes, & Greiner, 1964).

Research Methodologies

In this section of the literature review, the auth
will present research on the methodologies that wil
used to analyze the data gathered through this rese
Alternative methods will also be presented along wi
justification for the methods chosen.

Surveys are useful in social research. Babbie says
that “Surveys may be used for descriptive, explanat
exploratory purposes. They are chiefly used in stud
have individual people as the units of analysis” (B
1998, p. 256). Self-administered surveys are those
sent or given to subjects along with some means of
returning them to the researcher. The advantages to
are that they are inexpensive to administer, allow
complex instruments, and are perceived as anonymous
Disadvantages to surveys are low response rates, an

among some respondents, and the need for a suitable
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environment for completion (Cooper & Schindler, 200
313).
Other methods for collecting data for social resea
include personal interviews and telephone interview
of these methods allow for in-depth probing of the
and the use of computer-aided tools to improve accu
reduce cost. They also are susceptible to higher co
bias than survey methods (Cooper & Schindler, 2001)
survey approach will be used for this study because
concerns and the need for accurate, unbiased result
The classic experimental design has three
characteristics. First, each experiment has a treat
a control treatment. Second, the subjects are rando
assigned to the treatment and control groups. Third
outcome must be measured before and after treatment
guasi-experimental design has all of the same
characteristics as the classic experimental design
for that of random assignment (Greeno, 2002).
Quasi-experiments are often used in evaluation

research (Babbie, 1998). Babbie says that “Quasi-

experiments are distinguished from true experiments

primarily by the lack of random assignments of subj

an experimental and a control group” (Babbie, 1998,
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340). Quasi-experiments are often required in a nat
environment where external variables cannot be cont
(Cooper & Schindler).

The quasi-experimental method will be used for thi
study because it is a field study. The nature of th
training that will be studied requires that the stu
unobtrusive as possible so as not to influence the
of the training or the study.

In an experiment, pretesting and posttesting are u
to determine the effect of a stimulus or treatment
subjects of the experiment. In this design, the tre
is the independent variable and the subjects of mea
are the dependent variables (Babbie, 1998). Greeno
“Students using this type of design do not compare
different treatments, they simply compare some aspe
functioning before and after clients receive a trea
(Greeno, 2002, P. 735).

An alternative to this approach is to add a contro
group to the study. Using this method, a group woul
tested without receiving a treatment (Cooper & Schi
This is unfeasible for this study because the resea
attempting to measure the difference of the survey

before and after a treatment.
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Summary

As market, financial, and regulatory conditions
change, businesses are required to change to ensure
survival and growth. Incremental change is part of
normal evolution of a business. Occasionally increm
change is not enough to ensure a company’s survival
these cases, transformational change is required (C
& Worley, 2001; French & Bell, 1999).

Transformational change affects the entire
organizational structure of a company. Systems, pro
and reporting structures are changed as people and
departments learn new ways of working together.
Transformational change presents a unique set of
challenges. Most leaders do not possess the unique
necessary to execute transformational change. Becau

this, many organizations bring in new leadership to

transformational change (Anderson & Anderson, 2001,

& Achua, 2001).

Some researchers believe that organizations should

develop transformational leadership internally. Cha
be faster and more effective if it is led by an

organization’s existing leadership team. Having
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transformational leaders within an organization pre
it for faster, more effective action when transform
change is needed (Anderson & Anderson, 2001).

The leadership grid theory is widely used in
leadership training. It teaches a management method
that systemically incorporates a change capability
an organization (Blake & McCanse, 1997).

The Multifactor Leadership Questionnaire (MLQ) is
most widely used instrument for measuring transform
leadership characteristics. It has been used as a p
post training assessment tool to measure the effect
training on students’ perceptions of transformation
leadership characteristics (Northouse, 2000; Bass &
2000; Corrigan et al., 2000).

By using the MLQ before and after grid theory
training, one can measure the effects of this train
the trainees. By measuring each of the MLQ factors
independently, changes in those specific transforma
and transactional factors will indicate which ones
affected by the training. To determine how useful g
theory training is, when developing transformationa
leaders, survey results from multiple training even

be analyzed (Corrigan et al., 2000).
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CHAPTER 3: RESEARCH METHODOLOGY

Introduction

This section contains the methodology and design o f
the dissertation research. The target research popu lation,
the survey, and the data analysis procedures are de scribed.
Also presented, is the research design and a descri ption of

the data collection and analysis methods.

Description of the Research Design
Evaluation research was used for this dissertation
(Babbie, 1998). Within this model, a quasi-experime ntal
design was used to evaluate whether grid training r esulted

in a change in the trainees’ perceptions of

transformational leadership’s importance. This meth od is
often used to evaluate programs in question (Babbie , 1998,
p. 340). This design facilitates the study of how a n

intervention affects dependent variables (Cooper &

Schindler, 2001). The intervention studied as the

independent variable was the leadership grid traini ng. The
dependent variables were the factors measured by th e
Multifactor Leadership Questionnaire. An advantage to using

this design is that the independent variable can be

manipulated and the resulting effects on dependent



variables can be measured. This creates a tighter |
between independent and dependent variables. Anothe
advantage is that the survey can be replicated to s
multiple occurrences of the grid training class. Al
using the class as a naturally occurring event, the
researcher is not perceived by the subjects as bein

of the independent variable being studied (Cooper &
Schindler, 2001). Disadvantages to using this desig
include the ethicality of manipulating and studying
the ability to generalize results across a broad ra
subject types, and the effect of artificial study
environments on the subjects being studied (Cooper
Schindler, 2001). Since this study focused on a spe
population and was done in a classroom setting, the
of these disadvantages should not have an adverse e
the results of this study.

The research design for this dissertation was one-
group pretest-posttest design (Babbie, 1998). Using
method, subjects were pretested, via self-administe
5X surveys, before they attended a leadership grid
class. The same data were collected after the parti
attended the class via posttest MLQ 5X surveys. The

datasets were compared to measure the effect of the
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training on the participants. Surveys are the best
for collecting data from a population too large and
geographically dispersed for the researcher to enga
person (Babbie, 1998).

An advantage to this design is that it isolates th
results of the testing to the intervention studied
1998). Pre- and post training results were paired b
individual subject to measure the differences.

A disadvantage to this design is that a factor, ot
than the independent variable, could affect the res
the test (Babbie, 1998). To address this issue, the
interval was 4 to 6 weeks. Another disadvantage is
possibility that the effect of testing subjects may
an awareness in them that could influence the respo
(Babbie, 1998). Again, the 6-week interval between
minimized the testing effect. Another disadvantage
design is the researcher’s inability to control the
to which the subjects have been exposed. Some event
influence survey results (Babbie, 1998). By using e
of the same company, an element of consistency was
introduced. The assumption is that the researcher c
better identify events that occur or may have occur

could affect the study. This, however, potentially
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the validity of the results to the environment stud
Subject maturation is another potential disadvantag
this design, especially in long-term experiments (B
1998). Since the total time between surveys was 4 t
weeks, it was assumed that the maturation effect wa
minimal, and the intervention itself was the cause
maturation. To ensure this, the researcher compared
post class survey dates and eliminated any that fel

3 weeks of each other.

Target Population

The target population was students in leadership g
training classes. All students were employees of th
Fortune 500 company in the automotive parts industr
leadership grid training was provided by employees
corporate university. All instructors were college
graduates trained and certified to teach the class.
attendees were selected by managers for this traini
class is part of a structured management training p
designed to develop the company’s future leaders.

The population represents a cross-section of the
company’s employees. The class participants include

technical people, supervisors, managers, and cleric
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people who managers believe show the potential for
promotion in the organization. The majority of the
were based in the United States; however, there wer
international attendees. The educational level of t
subjects ranged from high school graduate to people

master’s degrees.

Sample

Nonprobability sampling was used for this research.

Managers within the enterprise determined who the c
participants were. The nonprobability method was ac
for this study because it met the sampling objectiv
There was no need to generalize across the entire
population of employees. The results of this study
relevant to those who are selected to attend the tr
classes (Cooper & Schindler, 2001). All participant
classes were surveyed for this study. Department ma
selected a purposive sampling of candidates for the
classes based on each individual’s potential to mov
supervisory role. This purposive method was less re
than other alternatives, but was well suited for th
because the selection of class attendees was not ba

MLQ factors (Babbie, 1998). Instead, it was based u
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perceived potential of an individual as evaluated b

or her manager. Because of this, how a person was s
was less likely to introduce a bias to the research
results. Furthermore, the managers responsible for
selection of attendees were not aware that the stud
being conducted. Class participants were asked for
voluntary participation in the study after they wer

selected to attend the class.

Treatment

The treatment being studied was a leadership train
class based on the leadership grid theory. Students
selected by their managers to participate in the cl
part of a management training program. All instruct
college graduates and certified by Grid Internation
teach the class. Each class lasted 1 week.

Four to 6 weeks prior to each class, participants
mailed a packet containing class prework. The parti
were required to read a textbook and complete a wor
The text used was
(Blake & McCanse, 1997).

40 hours of effort to complete.

Leadership Dilemmas - Grid solutions
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The training was delivered in a classroom setting.

Classes ran between 8 and 10 hours per day for 5
consecutive days. During the classroom sessions, th
students participated in exercises and discussions
helped them develop the 9,9 management style (Blake
McCanse, 1997). Part of this training included a si
approach to organizational development and change.
The class is an ongoing effort that is repeated
several times throughout the year. The researcher s

two classes. Each class had approximately 28 partic

Data Gathering Procedure

The researcher worked with the corporate university

staff to include the MLQ 5X survey in the existing
leadership grid theory training. The survey forms w
color-coded and pretest and posttest forms were dif
colors to eliminate identification errors. Appendix
contains a copy of the survey form. An e-malil lette
sent to each participant prior to the class explain
the survey would be sent to them and the focus of t
research project. Appendix D contains a copy of the
text. Each survey packet included an instruction sh

MLQ 5X survey form, and a return envelope. Appendix
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contains a copy of the preclass instruction sheet. The
pretest survey was green to identify it as the item that
was to be completed and returned as soon as it was
received. Upon completion of the class, each partic ipant
was given the postclass survey pack, which included the MLQ
survey form, an instruction sheet, and a return env elope.
Appendix F contains a copy of the postclass instruc tion
sheet.
Instrumentation

The measurement instrument used for this study was the
Multifactor Leadership Questionnaire (MLQ) (Form 5X -Rater)
from the Center for Leadership Studies (Bass & Avol io,
2000). An example of this instrument is included in
Appendix C. The instrument consists of 45 items whi ch use a
5-point Likert response scale. The scale ranges fro m
Frequently, if not always to Not at all . Response scores

range from 4 if Frequently, if not always
Not at all is chosen.

The transformational leadership scale titles are as
follows:

1. Idealized Influence (Attributed) — I11(A)

“Instills pride in being associated with him/her”

is chosen to O if



Internal reliability coefficient of .86.

2. Idealized Influence (Behavior) — 11(B)

“Talks to us about his/her most important values an
beliefs”

Internal reliability coefficient of .87.

3. Inspirational Motivation — IM

“Expresses his/her confidence that we will

achieve our goals”
Internal reliability coefficient of .91.

4. Intellectual Stimulation — 1S

“Emphasizes the value of questioning assumptions”
Internal reliability coefficient of .90.

5. Individualized Consideration — IC

“Treats me as an individual rather than just a memb
of a group”

Internal reliability coefficient of .90.

6. Contingent Rewards — CR

“Gives me what | want in exchange for my support”
Internal reliability coefficient of .87.

7.  Management-by-exception (Active) — MBEA
“Focuses attention on irregularities, mistakes,
exceptions, and deviations from standards”

Internal reliability coefficient of .74.

er
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8. Management-by-exception (Passive) — MBEP

“Fails to intervene until problems become serious”

Internal reliability coefficient of .82.

9. Laissez-Faire — LF

“Avoids getting involved when important issues aris e”
Internal reliability coefficient of .83.

10. Extra Effort — EE

“Getting others to do more than they expected to do ”
Internal reliability coefficient of .91.

11. Effectiveness — EFF

“Meeting job-related needs and leading an effective

group”

Internal reliability coefficient of .91.

12. Satisfaction — SAT

“Working with others in a satisfying way”

Internal reliability coefficient of .94.

(Bass & Avolio, 2000, pp. 13-23)

Validity and Reliability
The original studies that led to the MLQ 5X survey
date back to the original six-factor model in 1985. The
instrument has been critiqued and revised to its cu rrent

12-factor form (Bass & Avolio, 2000). The data used for



validity and reliability consists of a set of nine

drawn from various groups of respondents representi
raters. The scores show that reliabilities range fr

to .94.

The MLQ is usually used as an instrument for
subordinates to rate their leaders. For this study,
participants were instructed to rate each item acco
their perceptions of what the ideal leader is (Corr

al., 2000).

Grid research shows that self-deception is a major

barrier to achieving change. As part of a grid semi
participants are given a questionnaire as a self-as
tool. The questionnaire measures their personal man
style. Seminar participants are measured before and
the seminar. Overall, self-assessments drop an aver
51.4%. This reduction is explained several ways. Fi
participants become more objective through better
understanding of grid concepts. Second, as one beco
able to separate personal intentions from personal
behavior, self-deception plays less of a role in se
evaluation. Third, as part of the grid seminar,

participants are able to see how others evaluate th
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new information improves objectivity (Blake & Mouto
1985).

To avoid issues with self-deception, and to recogn
that class participants are not able to accurately
their own leadership characteristics immediately af
class, it was determined that a measure of ideal le
characteristics would be more appropriate (Corrigan
2000).

Because of privacy concerns, the survey was modifi
to not require the subjects to include their names
form. Instead, they were asked to use an identifica
number of their own choosing. They were asked to us
same number on both the pre- and postsurveys. This
facilitated the matching of surveys to ensure that
postsurveys were obtained from each participant. It
facilitated matching the surveys into pairs so that
and postdeltas could be calculated. Surveys that we

matched into pairs were omitted from the study.

Data Analysis
The researcher used Microsoft Excel and Minitab fo
data analysis. As each survey was returned, the dat

entered into an Excel spreadsheet. Pre- and postsur

71

ize
evaluate
ter the
adership

et al.,

ed
on the
tion

e the

pre- and
also
pre-

re not

awere

veys



were matched and entered as a complete row. Formula
used to automatically calculate each MLQ factor and
delta between the pre- and postcourse responses. Th
were exported to Minitab for analysis of mean, and
deviation for each factor and delta.

A paired-observation comparison was used to analyz
the pretest and posttest survey results. By using p
observation comparisons, the researcher was able to
variations caused by external factors, which makes
experiment more precise (Aczel, 2002). A paired-sam
test was performed on each MLQ factor to calculate
variance of differences (Kaniji, 1999). This method
preferred when comparing results using the same sub
In this case, a paired comparison t test is more pr
(Aczel, 2002). Limitations of this test include the
necessity to obtain samples in pairs, make observat
under identical conditions, and ensure that the pop
are normally distributed (Kanji, 1999).

Research Question 1,
transformational thinking prior to and after grid t
in the company studied
factors labeled idealized influence, inspirational

motivation, intellectual stimulation, and individua

What are the differences in

, was addressed directly by the
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consideration. Pretest and posttest deltas that are
for these factors represent a change in transformat
thinking. Lower deltas in the factors labeled conti
reward, management-by-exception, and laissez-faire
a change in transactional thinking, which also indi
change in transformational thinking.
Research Question 2, How does grid training affect the
transformational aspects of how grid theory trainin
participants think about leadership in the company
was addressed directly by the factors labeled ideal
influence, inspirational motivation, intellectual
stimulation, and individualized consideration. Pret
posttest deltas that are higher for these factors r
an increase in transformational thinking.
Research Question 3, How effective is grid training
itself when developing transformational leaders lea
in the company studied, as measured by pre and post
Multifactor Leadership Questionnaires , was addressed
directly by the factors labeled idealized influence
inspirational motivation, intellectual stimulation,
individualized consideration contingent reward, man

by-exception, and laissez-faire. A comparison of pr
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and posttest deltas for each factor indicate which factors
are more and less affected by the treatment.

Research Question 4, Which transformational leadership
characteristics change the most after a leadership grid
theory training class leadership in the company stu died ,
was addressed directly by the factors labeled ideal ized
influence, inspirational motivation, intellectual
stimulation, and individualized consideration. Pret est and
posttest deltas that are higher for these factors r epresent
an increase in transformational thinking. Lower del tas in
the factors labeled contingent reward, management-b y-
exception, and laissez-faire indicate a decrease in
transactional thinking, which is also a positive in dicator
for transformational thinking.

Ethical Concerns

Since this research involved the use of human
subjects, the participants’ rights to privacy were
considered. Participants attested to their voluntar y
participation in the study by indicating so on the survey
form that was used. The anonymity of the subjects w as
protected by using a self-defined code to match pre -and
postsurveys instead of their actual names. Written approval



was obtained from the company to be studied. All
confidential, anonymous documents will be archived

years and then destroyed.
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CHAPTER 4: ANALYSIS OF FINDINGS

Introduction

This study was instituted to investigate the effec
leadership grid theory training on transformational
leadership characteristics as measured by the Multi
Leadership Questionnaire (MLQ 5X). Grid theory trai
facilitated by certified grid trainers. The MLQ 5X
as the pretest and posttest survey instrument to de
the impact of the training.

The objective of this chapter is to explain the
investigation of the research questions raised in ¢
one of this study. The statistical data analysis wa
performed with the use of the Minitab version 13.32

software package.

Situational Overview
Two grid theory classes were studied. A total of 5
students participated in the training. The classes
consisted of 42 males and 14 females. One patrticipa
from Japan, one from Brazil, one from India, one fr
Canada, and the rest were from the United States. A
purposive sample of 37 paired pretest and posttest

were derived from the total population of 56 partic
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Nineteen participants were eliminated because the
researcher was unable to match pretest and posttest
surveys, class participants failed to turn in compl
surveys, or the minimum 3 week interval between pre
postsurveys was not met.

The 45 questions on the Multifactor Leadership
Questionnaire were categorized into the twelve
transformational leadership scale titles. Each titl
consisted of 2 to 4 questions. The total score for
guestions in each title was divided by the number o
guestions for that title. The calculations were as

Idealized Influence (Attributed) Total/4
Idealized Influence (Behavior) Total/4
Inspirational Motivation Total/4

Intellectual Stimulation Total/4

Individualized Consideration Total/
Contingent Rewards Total/4
Management-by-exception (Active) Total/4
Management-by-exception (Passive) Total/4
Laissez Faire Total/4

Extra Effort Total/3

Effectiveness Total/4

Satisfaction Total/2

(Bass & Avolio, 2000, p. 1)

The individual pretest and posttest results were

paired. Paired observation comparisons remove extra

variations between pretreatment and posttreatment r
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the data collected. Each MLQ 5X factor was analyzed

individually. The results of this analysis are summ arized
in Table 1.

Table 1

Grid Training Pre and Post test Differences in Mult iFactor

Leadership Questionnaire (MLQ) Scores

78

MLQ Variable Pre Post Diff P-Value
Test Test
M SD M SD M SD
Idealized 3.14 64 3.19 .54 .05 .62 .647
Influence
(Attributed)
Idealized 3.15 45 342 44 27 .56 .006
Influence P<.05
(Behavior)
Inspirational 3.35 45 3.2 43 .27 .50 .002
Motivation P<.05
Intellectual 3.08 53 3.6 43 .68 .50 .000
Stimulation P<.05
Individual 34 |53 343 5 .03 .60 .735
Consideration
Contingent 3.03 42 295 .48 -.08 .59 448
Reward
Active Manage 162 84 1.2 75 .10 .92 .506
by Except
Passive a7 65 .5pb .75 -.22 .81 112
Manage by
Except
Laissez Faire 1.0/ .48 | .81 44 .19 .58 .054
Extra Effort 3.41| .48 |3.79 .34 .39 .53 .000
P<.05
Effectiveness 3.41 .47 | 3.61 .39 20 .56 .033
P<.05
Satisfaction 3.21 .79 |3.10 .99 112 1.21 .569

General Observations

The Multifactor Leadership Questionnaire factors

labeled idealized influence, inspirational motivati on,



intellectual stimulation, and individualized consid
represent transformational thinking characteristics
Increases in these factors indicate an increase in
transformational thinking. Decreases in these facto
indicate a decrease in transformational thinking (B
Avolio, 2000). All of these factors showed a mean i

in the posttest surveys. The factors labeled ideali
influence, inspirational motivation, and intellectu
stimulation showed significant differences in the p
difference t test. The Multifactor Leadership Questionnaire
factors labeled contingent reward, management-by-ex
and laissez-faire indicate a decrease in transactio
thinking, which is also a positive indicator for
transformational thinking (Bass & Avolio, 2000; Nor
2000). These 3 factors showed a decrease in posttes
surveys; however the difference was not significant

to meet the .05 p-value threshold for significance.
Additionally, the factors labeled extra effort and

effectiveness increased significantly in posttest s

Research Question 1
Research Question 1, What are the differences in

transformational thinking prior to and after grid t
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leadership in the company studied
by the factors labeled idealized influence, inspira
motivation, intellectual stimulation, and individua
consideration. Pretest and posttest deltas that are
for these factors represent an increase in transfor
thinking. Lower deltas in the factors labeled conti
reward, management-by-exception, and laissez-faire
a decrease in transactional thinking, which is also
positive indicator for transformational thinking (B
Avolio, 2000; Northouse, 2000).

Pretest posttest deltas for the factors labeled
idealized influence, inspirational motivation, inte
stimulation, and individualized consideration all s
mean increases. The factors labeled idealized influ
inspirational motivation, and intellectual stimulat
showed significant differences in the paired-differ
test. The factor labeled idealized influence, inspi
motivation, and intellectual stimulation showed sig
differences. Idealized influence (behavior) had a p
mean of 3.15 and a posttest mean of 3.42 giving am
difference of .27. Inspirational motivation had a p
mean of 3.35 and a posttest mean of 3.62 giving a m

difference of .27. Intellectual stimulation had a p

, Is addressed directly
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mean of 3.08 and a posttest mean of 3.76 giving a m
difference of .68.

Pretest-posttest deltas for the factors labeled
contingent reward, management-by-exception, and lai
faire showed a decrease in their mean difference; h
these differences did not meet the p-value threshol
<.05 for significance.

This research question addresses the participants’
overall thinking about transformational concepts. T
concepts include, not only transformational factors
also the antithesis of transformational factors kno
transactional factors. Because of this, all of the
measured by the Multifactor Leadership Questionnair
5X) are considered in the analysis (Bass & Avolio,
Northouse, 2000). By observing each factor individu
is possible to determine which factors show a diffe
transformational thinking after participating in gr

theory training and which factors’ deltas are signi

Research Question 2
Research Question 2, How does grid training affect the
transformational aspects of how grid theory trainin

participants think about leadership in the company
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is addressed directly by factors labeled idealized
influence, inspirational motivation, intellectual
stimulation, and individualized consideration. Pret
posttest deltas that are higher for these factors r

an increase in transformational thinking (Bass & Av
2000; Northouse, 2000).

Pretest-posttest deltas for the factors labeled
idealized influence, inspirational motivation, inte
stimulation, and individualized consideration all s
mean increases. The factors labeled idealized influ
inspirational motivation, and intellectual stimulat
showed significant differences in the paired-differ
test. The factors labeled idealized influence,
inspirational motivation, and intellectual stimulat
showed significant differences. Idealized influence
(behavior) had a pretest mean of 3.15 and a posttes
of 3.42 giving a mean difference of .27. Inspiratio
motivation had a pretest mean of 3.35 and a posttes
of 3.62 giving a mean difference of .27. Intellectu
stimulation had a pretest mean of 3.08 and a postte

of 3.76 giving a mean difference of .68.

Unlike Research Question 1, this research question

addresses only the participants’ thinking about
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transformational leadership concepts. These concept
include only transformational factors and exclude t
transactional factors (Bass & Avolio, 2000; Northou
2000). By observing only these factors, it is possi
determine which transformational factors show a dif

after participating in grid theory training.

Research Question 3

Research Question 3, How effective is grid training
itself when developing transformational leaders in
company studied, as measured by pre and post Multif
Leadership Questionnaires , Is addressed directly by the
factors labeled idealized influence, inspirational
motivation, intellectual stimulation, individualize
consideration, contingent reward, management-by-exc
and laissez-faire. A comparison of pretest and post
deltas for each factor indicates which factors are
less affected by the treatment.

Table 2 shows a list of the Multifactor Leadership
Questionnaire factors sorted by pretest posttest me
delta. Idealized influence (behavior) had a pretest
3.15 and a posttest mean of 3.42 giving a mean diff

of .27. Inspirational motivation had a pretest mean
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and a posttest mean of 3.62 giving a mean differenc
.27. Intellectual stimulation had a pretest mean of
and a posttest mean of 3.76 giving a mean differenc
.68. Idealized influence (attributed) had a pretest
3.14 and a posttest mean of 3.19 giving a mean diff
of .05. Individual consideration had a pretest mean
and a posttest mean of 3.43 giving a mean differenc
.03. Contingent reward had a pretest mean of 3.03 a
posttest mean of 2.95 giving a mean difference of -
Active management-by-exception had a pretest mean o
and a posttest mean of 1.72 giving a mean differenc
.10. Passive management-by-exception had a pretest
.77 and a posttest mean of .55 giving a mean differ
-.22. Laissez faire had a pretest mean of 1.0 and a

posttest mean of .81 giving a mean difference of -.
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Table 2
Ranking of Multifactor Leadership Questionnaire Pre test
Posttest Deltas Listed Highest To Lowest

MLQ Variable etest Posttest

Mean Delta

Intellectual Stimulation .68

Idealized Influence (Behavior) 27

Inspirational Motivation .27

Passive Manage by Except -.22

Laissez Faire -.19

Active Manage by Except .10

Contingent Reward -.08

Idealized Influence .05

(Attributed)

Individual Consideration .03

With this research question, the researcher

established a baseline for future research on the s ubject
of leadership training and transformational leaders hip
characteristics. By evaluating each transformationa | and
transactional factor, it is possible to gauge the r elative
level of effectiveness of the training on each fact or.
Unlike Research Questions 1 and 2, Question 3 looks at
pretest-posttest deltas without regard for signific ance.

Research Question 4

Research Question 4,

characteristics change the most after a leadership

theory training class in the company studied

directly by factors labeled idealized influence,

Which transformational leadership

grid

, is addressed



inspirational motivation, intellectual stimulation,
individualized consideration. Pretest and posttest
that are higher for these factors represent an incr
transformational thinking. Lower deltas in the fact
labeled contingent reward, management-by-exception,
laissez-faire indicate a decrease in transactional
thinking, which is also a positive indicator for
transformational thinking (Bass & Avolio, 2000; Nor
2000).

Idealized influence (behavior) had a pretest mean o
3.15 and a posttest mean of 3.42 giving a mean diff
of .27. Inspirational motivation had a pretest mean
and a posttest mean of 3.62 giving a mean differenc
.27. Intellectual stimulation had a pretest mean of
and a posttest mean of 3.76 giving a mean differenc
.68. Idealized influence (attributed) had a pretest
3.14 and a posttest mean of 3.19 giving a mean diff
of .05. Individual consideration had a pretest mean
and a posttest mean of 3.43 giving a mean differenc
.03. Contingent reward had a pretest mean of 3.03 a
posttest mean of 2.95 giving a mean difference of -
Active management-by-exception had a pretest mean o

and a posttest mean of 1.72 giving a mean differenc
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.10. Passive management-by-exception had a pretest
.77 and a posttest mean of .55 giving a mean differ
-.22. Laissez faire had a pretest mean of 1.0 and a
posttest mean of .81 giving a mean difference of -.
Refer to Table 2 for a list of the Multifactor Lead
Questionnaire factors sorted by pretest posttest me
delta.

This research question differs from the others bec
it required the researcher to rank the pretest-post
deltas in the order of their values. By doing so, i

possible to determine which factors changed the mos

Summary
This chapter concludes with a summary analysis of

research questions and analysis criteria described
chapter three. For Research Question 1, differences
transformational thinking include significant diffe
in idealized influence, inspirational motivation, a
intellectual stimulation. For Research Question 2,
training had a significant positive effect on the
transformational factors of idealized influence,
inspirational motivation, and intellectual stimulat

Research Question 3, grid training was most effecti
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the factors labeled intellectual stimulation, ideal
influence (behavior), inspirational motivation, pas
manage-by-exception, and laissez faire factors whic
indicate a high level of effectiveness when develop
leaders. For Research Question 4, the factors label
idealized influence, inspirational motivation, and
intellectual stimulation factors showed the most po
change.

Each research question segments the effects of gri
theory training on transformational leadership
characteristics. The overall indications are that t

results for each research question show positive re
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CHAPTER 5: SUMMARY, CONCLUSIONS, AND RECOMMENDATIGN

Introduction

The research completed in this study was designed t

measure the effects of leadership grid theory train
transformational leadership factors. In this chapte
researcher will recap the reasons for this study an
how the results address the issues brought forward
chapter one. Conclusions drawn from the analysis of
data collected will be presented as well as recomme

for future research.

Conclusions of the Study
The study concludes that Multifactor Leadership
Questionnaire (MLQ 5X) scores are different before

after leadership grid training.

The factors labeled idealized influence, inspiratio
motivation, intellectual stimulation, individualize
consideration, contingent rewards, passive manageme
exception, laissez faire, and extra effort showed a
that was consistent with a movement toward transfor

leadership thinking. Active manage by exception did
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The factors labeled idealized influence, inspiratio
motivation, and intellectual stimulation showed sig
increases in the level of transformational leadersh
thinking.

This positive shift toward transformational thinkin
suggests that the grid theory training was effectiv
increasing the transformational characteristics of
class participants. The three factors that showed
significant increase are those that refer to a lead
ability to become a role model, challenge followers
stimulate creativity. These characteristics are ess
for leaders to affect transformational change in an
organization.

Overall, this study concludes that leadership grid
theory training can be an effective tool for develo
transformational leaders. Through this study, the
researcher adds to the body of knowledge that resea
and organizational development practitioners can us
prepare leaders for transformational change. The ne
knowledge presented in this study indicates that le
grid training improves transformational thinking in
ways. It increases a person’s tendency to use

transformational leadership methods, and it reduces
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her tendency to use transactional leadership method S.
Organizations that wish to develop transformational leaders
should consider grid theory training in their leade rship

development programs.

Conclusions Related to the Research Questions

The purpose of this study was to use the Multifacto r
Leadership Questionnaire (MLQ 5X) in a quasi-experi mental,
pretest-posttest research design to measure how lea dership
grid theory training affects transformational leade rship
characteristics. Three transformational leadership factors,

idealized influence, inspirational motivation, and

intellectual stimulation showed significant increas es.
Idealized influence, or charisma, refers to the lea der as a
role model for followers to emulate. These leaders are
highly respected and articulate a vision and missio nto
followers. Inspirational motivation refers to leade rs who
set high expectations for followers and inspire the m to
become part of a shared vision. Intellectual stimu lation
refers to leaders who stimulate creativity in follo wers.
They encourage followers to challenge their own bel iefs as

well as those of their leaders (Northouse, 2000).



Research Question 1:
transformational thinking prior to and after grid t
in the company studied?
overall it is possible to improve an individual’s
transformational thinking and minimize his or her
transactional thinking through leadership grid theo
training. This conclusion is supported by the incre
mean scores for transformational leadership factors
decrease in mean scores for transactional leadershi
factors.

Leadership grid theory training includes developin
higher levels of effectiveness in leading changes a
improving the whole organization. This training foc
a team approach to leveraging individuals to effect
organizational change (Blake & McCanse, 1997).

Leaders who complete leadership grid theory traini
will be more successful in effecting deep structura
changes in organizations while introducing the mini
amount of risk. Organizations that have a need to d
transformational leaders should introduce leadershi
training programs into their leadership development
programs. Individuals who complete this type of tra

and leverage grid theory concepts can expect to be

What are the differences in

The researcher concludes that
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effective leaders of deep, structural organizationa
change.

Organizations can use this research to evaluate
leadership grid training by comparing it to researc
other types of management training. Depending on th
and type of change needed, the appropriate training
selected, or the training can be tailored to addres
specific needs of the organization. By using this a
training can be more effective because it can be be

aligned to the level of change leadership needed.

Research Question 2: How does grid training affect the
transformational aspects of how grid theory trainin
participants think about leadership in the company
The researcher concludes that it is possible to imp
transformational aspects of being a role model, cha
followers, and stimulating creativity through leade
grid theory training. This conclusion is supported
increases in the transformational factors idealized
influence, inspirational motivation, and intellectu
stimulation.

Grid theory training addresses how leaders form

relationships within an organization to achieve res
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These relationships develop creativity and improve
organizational morale. This allows leaders to conve
resources to results (Blake & McCanse, 1997).
Organizations that have a strong transactional base
place for setting expectations can use leadership g
theory training to improve the transformational
characteristics of its leadership. Leadership effec
can be improved by leveraging the knowledge gained
this training to improve an individual’s ability to
and focus subordinates. After training, leaders sho
more effective in developing mature relationship wi

other members of the organization.

Research Question 3: How effective is grid training

itself when developing transformational leaders in

company studied? The researcher concludes that leadership

grid theory training can be an effective part of a
transformational leadership development program. Th
conclusion is supported by the increase in transfor
factors and the decrease in transactional factors.
researcher also concludes that grid training is mos
effective in the areas of charisma, being a role mo

challenging followers, and stimulating creativity.
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Organizations that are interested in developing

transformational leaders should use leadership grid theory
training as part of their management training progr ams.
Leadership effectiveness can be improved by develop ing a
person’s ability to inspire others when transformat ional
change is necessary. Organizations with a strong

transactional base should, however, be careful not to
change so much as to make goal-setting too ambiguou S.
Organizations that need to maintain more stable

environments without change should temper their lea dership
grid theory training to deemphasize the change meth odology
in the theory. This research, in conjunction with o ther
research on leadership theory training, can be used to make
tempered decisions about the type of training that is
appropriate in specific situations.

Research Question 4: Which transformational leadership
characteristics change the most after a leadership grid
theory training class in the company studied? The
researcher concludes that the transformational
characteristic of intellectual stimulation increase s the
most after Leadership grid theory training. This co nclusion
is supported by the fact that this factor showed th e
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highest pretest posttest delta and the highest leve | of
statistical significance.

This result is consistent with the grid theory of
developing an R2 leader. R2 leaders are able to har ness the
talents of an organization to achieve results (Blak e&
McCanse, 1997).

Organizations that need to increase creativity and
inspire employees to look for new and innovative so lutions
can benefit from leadership grid theory training fo r their

managers. By developing this transformational

characteristic, managers can improve their effectiv eness by
challenging subordinates to question the status quo and
look for new ways of doing things. This, of course, is
contraindicated in environments where process stabi lity is
desired.

Relationship to Past Literature

One purpose of this study was to contribute to the

existing body of literature that exists on the subj ects of
training, transformational leadership, and the lead ership
grid theory. Prior research by Corrigan, Lickey, Ca mpion,

and Rashid used similar methods to assess a short

generalized leadership class. The study also sugges ted that



future research should be done to replicate the res
(Corrigan et al., 2000). This study goes beyond the
research by focusing exclusively on training based
grid leadership theory while using the same Multifa
Leadership Questionnaire as the instrument of measu
This approach expands Corrigan, Lickey, Campion, an
Rashid’s method to the study of a specific theory w
creating a base of knowledge that is focused specif

on the leadership grid theory.

Possible Social Impact

The transformational factor labeled

ults
prior
on the
ctor
rement.
d

hile

ically

Idealized

Influence refers to a leader’s function as a charismatic

role model (Northouse, 2000). Charismatic leaders o
emerge during tumultuous periods of social change (
1978). Based on the conclusions presented here, tra
the grid theory approach to leadership would help p
an individual to assume these responsibilities as a
leader in an organization.

The transformational factor labeled
Motivation  refers to a leader’s ability to inspire
followers to become part of a shared vision (Northo

2000). Successful leaders of social change are able

ften
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Inspirational
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inspire followers (Fiol, Harris, & House, 1999). Ba sed on
the significance of the mean increase in the factor labeled
inspirational motivation , grid theory training would help
potential leaders of social change develop the skil Is
necessary to inspire followers to become part of a shared
vision.

The transformational factor labeled Intellectual

Stimulation refers to a leader’s ability to stimulate

creativity in followers and get them to challenge t heir own
beliefs as well as those of their leaders (Northous e,

2000). To lead social change in an organization, le aders
must break through status-quo thinking in followers and get
them to challenge the justifications that support ¢ urrent
beliefs (Jost, Pelham, Sheldon, & Sullivan, 2003). Based on
the significance of the mean increase in the factor labeled
intellectual stimulation, grid theory training would help

future leaders of social change develop the ability to get

followers to challenge their beliefs.

Recommendations for Additional Research
This research builds on research conducted at the
University of Chicago Center for Psychiatric Rehabi litation

that showed that a brief, one-day general leadershi p class



can be effective in improving leadership skills.
Improvements in individualized consideration and
management-by-exception were measured using the MLQ
researchers concluded that a brief course on leader

skills could improve an individual's perceptions of
leadership (Corrigan et al., 2000).

The research presented here narrows the leadership
training to include only leadership grid training.
conclusions are applicable to a corporate training
using a grid theory training program. The Multifact
Leadership Questionnaire (MLQ 5X), in this study, i
to measure perceptions of ideal leadership.

Recommendations for future research include using t
same research methodology to measure training in ot
leadership theories. The results of this additional
research could be included with the research presen
to evaluate the effectiveness of each theory’s trai
it relates to perceptions of ideal leadership
characteristics.

Additional research should also include a follow-up
class participants using the Multifactor Leadership
Questionnaire to survey subordinates of class parti

This research would go beyond the perceptions of le
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by class participants and study how well the concep

presented in the class are put into practice.

Summary

Market and economic conditions often require
organizations to change as a reaction to these new
conditions. Companies must often go through periods
transformational change in order to survive.
Transformational changes often require deep structu
modifications to people, processes, and technology.
Companies are often not well-equipped to lead thems
through transformational changes. Special leadershi
are required to execute deep structural changes. Du
periods of transformational change, companies are a
due to the disruptions caused by the change. Change
consultants are often brought in to help with the c
New leadership is often brought in as well (Anderso

Anderson, 2001).

Some believe that companies should develop internal

capabilities to deal with transformational change.
think that this change capability is too critical t

to leaders not familiar to the company and its micr

macro environment. Many companies have internal man

ts
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training programs. Leadership grid training is one of the

most popular programs deployed in companies (Anders on &
Anderson, 2001; Yaeger, Sorensen, & Mckee, 1999).

This study aimed to evaluate which, if any,

transformational leadership characteristics are aff ected by
leadership grid training. The Multifactor Leadershi p
Questionnaire (MLQ 5X) was used as a pretest postte st
instrument to measure changes in transformational ¢ hange
characteristics as a result of leadership grid trai ning.

The researcher used a quasi-experimental design to

study leadership grid training classes held in a co rporate
training facility. Class participants were surveyed before
and after attending the class. This purposive sampl e of
survey results was analyzed using a paired comparis on t
test to determine if there was a significant differ ence in

the pretest and posttest scores.

By analyzing differences in transformational

leadership characteristics, the researcher was able to
measure differences in transformational thinking, w hich
include transactional factors, after students parti cipated
in grid theory training. The researcher was also ab le to
isolate only the transformational factors to determ ine the

effects on those elements alone. A baseline of over all
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effectiveness was established for comparison to fut ure
research on the effectiveness of other leadership t heories
in the development of transformational leaders. Fin ally,

the researcher determined which transformational le adership
characteristic changed the most as a result of grid theory
training.

The findings show that grid theory training has an

overall positive effect on transformational leaders hip
factors. The researcher also determined that the fa ctor
labeled intellectual stimulation showed the most

significant improvement after grid theory training.

Organizations that require transformational leaders hip
should include grid theory training as part of thei r
management development programs. The inclusion of t his
training can minimize risks to the organization dur ing

times when transformational change is required for
survival. Failure to successfully execute transform ational
change, when it is needed, can result in the demise of the
organization. grid theory training reduces these
organizational risks.

The ability to inspire and challenge followers is
essential for successful leaders. This study shows that

grid theory training can improve these transformati onal



103
factors. Leaders of social change as well as

organizational leaders can benefit from grid theory
training. Current and future leaders should include grid
theory training as part of their personal developme nt

programs.
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Flowchart of Change Models
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Phase Of Change Lewin’s Model Leadership Grid
Model
Research Phase
Unfreezing Project

Implementation

Team Building

Interface
Development

A

Develop
Organizational
v Model

Changing Phase
Movement

A

Implement
Organizational
Model

Solidification Phase Stabilize

Refreesing Organizational

Model

Adapted From (Cummings & Worley, 2001)
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Appendix B

Sample Multifactor Leadership Questionnaire (MLQ-5x )
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Appendix B

Leader Form

Identification Key: eDat

| have read the instruction sheet accompanyingstimigey and voluntarily consent to
participate in this study. Please circle yes or no

Yes No

This questionnaire is to describe your percepticanoldeal Leader. Please answer all
items on this answer shedf.an item isirrelevant, or if you areunsureor do not
know the answer, leave the answer blank.

Forty-five descriptive statements are listed onfttlewing pages. Judge how frequently
each statement fits your perception of the Idealdee. The word “others” may mean
your peers, clients, direct reports, supervisard/a all these individuals.

Use the following rating scale:

Not at all Oncein awhile Sometimes Fairly Often Frequently,
if not
always

0 1 2 3 4

Theldeal leader .....

1. Provides others with assistance in exchangth@r efforts............cccoeeeeiieeniennnn. 0234
2. Re-examines critical assumptions to questioethédr they are appropriate.........
012 34
3. Fails to interfere until problems become segiou................cccc 0.1 2 3 4
4. Focuses attention on irregularities, mistak&septions and deviations
100 ] IS £= 15 0 F= 1 0 012 314
5. Avoids getting involved when important iSSUBSE.................cevvvvvvvvvinninninnninnn. D2 3 4
Adapted from (Bass & Avolio, 2000)
© 1995, 2000 by Bernard Bass and Bruce Avolio (Repr inted

with permission)
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R

m @“ d a rd en 1690 Woodside Road, Suite 202  Redwood City, CA 94061
g 650-261-3500 fax 650-261-3505 www.mindgarden.com

Date: “5\:}(\@ %O ¢ ZOOL\

To whom it may concern,

lare—Trig
This letter is to grant permission for M\pr e \ Lotk e

to use the following purchased copyright material;
Instrument: N‘ L e gr:\(}q)r L eoderswi Q Qe svionad c@

Author: %ef NOXCN M E&’ABS % B\“ ole. X A\Johc

for her/his thesis research.

In addition, 5 sample items from the instrument may be reproduced for

inclusion in a proposal or thesis.
The entire measure may not at any time be included or reproduced in other published material.

Sincerely,

ar

Vickie Jaimez
Director of Operations
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Appendix C

Sample of E-Mail that was be Sent to Class Particip ants



Appendix C

My name is Tom Luckett. | am a Dana employee at th
Information Technology Group in Maumee, Ohio. | am
Doctoral Candidate at Walden University in Minnesot
currently conducting research through Dana Universi
study Transformational Leadership characteristics.

You will soon be receiving your prework for your
upcoming Leadership Styles class. Included in this
will be a GREEN packet. Before you begin your prew
please take a few minutes to complete the confident
GREEN survey included in this packet as soon as you
it. A cover letter is included with the questionna
provide you with some more information.

Once you have completed the questionnaire, place i
the anonymous envelope and return it to me.

If you have any questions or comments, please feel
free to reply to this E-Mail and | will be glad to

any questions you have.

e Global
also a
a. lam

ty to

prework
ork,
ial
receive

ire to

tin

answer
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Appendix D

Sample of Preclass Survey Cover Letter



Appendix D

Hello, my name is Tom Luckett. | am a Dana employe
at the Global Information Technology Group in Maume
| am also a Doctoral Candidate at Walden University
Minnesota. Dana Corporation presents a unique envi
in which to do research in Transformational Leaders
The results of this research will be available to D
University for future Transformational Leadership s

| would appreciate your voluntary participation in
this doctoral research project, administered throug
University, to study Transformational Leadership
Characteristics. Included in this packet is a GREE
form titled “Multifactor Leadership Questionnaire”.
guestionnaire is intended to be filled out by parti
in the “Developing the 9,9 Style of Managing” class
Please complete it and mail it in the enclosed retu
envelope before starting your prework. At the end
class, you will be asked to complete an additional
guestionnaire. Each questionnaire should take no |

than 5 to 10 minutes to complete.

The questionnaires ask that you supply an
identification key. This key will allow for the co

of Pre and post individual responses while protecti
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confidentiality. Anonymous Individual and class re sults
will be calculated. In order to maintain confident iality,
please use a combination of The Make Of Car You Dri ve and
Your Mother’s Birth Month and Day for your personal key.
An example of this could be Ford0121. You must, ho wever
use the same identification key on both this precla SS
guestionnaire and the one you will be given after t he
course, so please remember the ID that you use. To ensure
confidentiality, stamped, addressed envelopes are p rovided
for the return of your questionnaire. Simply place the
envelope containing the survey in the mail. Do not include
your name or location on the survey or return envel ope.
Please send your survey in as soon as possible. Yo u should
complete and mail it prior to doing your class prew ork.
Your participation is voluntary and completing the

guestionnaire will serve as your anonymous consent to use
the information you provide. The Dissertation Chai r for
this study is Prof. Earl Joseph. He can be reached through
e-mail at ejoseph@waldenu.edu or by phone at (612)377-3591.
The Research Participant Advocate for this study is Dr.
Dale Good. He can be reached through e-mail at
dgood@waldenu.edu or by phone at (612)312-1210.

If you are interested in seeing the results of this

study, please send an e-mail request to

mluckett@waldenu.edu.
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Thanks again for your cooperation!!

Tom Luckett
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Appendix E

Sample of Postclass Survey Cover Letter



Appendix E

Thank you for your participation in this research o
Transformational Leadership. Included in this pack
BLUE survey form titled “Multifactor Leadership
Questionnaire”. This questionnaire is intended to
filled out after participating in the “Developing t
Style of Managing” class. This questionnaire shoul

no longer than 5 to 10 minutes to complete.

The questionnaire asks that you supply an identific

key. Please use the same combination of numbers an

letters that you used on the GREEN survey that was
in your prework. This key will allow for the compa
Pre and post individual responses while protecting
confidentiality. Anonymous Individual and class re
will be calculated. To ensure confidentiality enve
are provided for the return of your questionnaire.
include your name or location on the survey or retu
envelope.

If you are interested in seeing the results of
study, please send an e-mail request to

mluckett@waldenu.edu.
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