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Abstract

For a global society to function well its members need certain attitudes, such as a
desire for cooperation, mutual understanding and respect, as well as continuous and self-
motivated learning. A model of education is needed that engenders these attitudes such
that students critically understand these attitudes instead of passively accept them. This
kind of education requires leadership that agrees with, and engages in, the same attitudes.

This dissertation proposes a model of educational leadership for a global society,
and presents an exploration and comparison of public high schools across three countries:
Canada, Turkey, and Iran. The proposed model consists of three interrelated dimensions:
leadership style (transformational leadership and high leadership delegation),
organizational structure (highly ranked Learning Organization structure that is more
horizontal than vertical), and approach to learning (an active learning approach that
utilizes critical pedagogy). The schools were explored in terms of: their current practices
and policies in the three dimensions, how well they ranked in those dimensions relative to
the proposed model, and what obstacles exist for implementing the proposed model. A
case study methodology was used in which 15 participants (5 per country) at different
organizational levels (students, teachers, and principals) were interviewed to gather their
opinions. The interview questions were organized by the three dimensions and followed
the INVEST framework for Learning Organizations.

The results of this research indicated that, although the Canadian school ranked
the closest to the proposed model and the Iranian school ranked the furthest, all three
schools had problems. None of the schools used transformational leadership, though the

Canadian teachers were the most interested in doing so. The Canadian leaders (teachers
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and principal) seemed to have a high level of leadership delegation (5 or 6 out of 7), but

the students’ comments suggested otherwise. The Iranian and Turkish leaders’
commented suggested a low level of delegation (3 out of 7) in which they made decisions
with little input from others, except to indicate what their decisions were. All of the
schools had a vertical organizational structure with almost the same hierarchical levels,
but the Iranian school was the most hierarchical and inflexible. The Canadian school
ranked the highest as a Learning Organization and the Iranian school ranked the lowest,
but the most common score was 3.5 out of 9. The Canadian and Turkish students were
both highly ranked as motivated to learn, but it seemed largely due to family support. All
of the principals were convinced that their school had a clear vision of its goals, but none
of the teachers and students knew this vision or agreed that a vision existed. Lastly, active
learning was performed at a minimal amount and none of the schools engaged in critical
pedagogy; all of the teachers liked brainstorming and teamwork as active learning
techniques, but only the Canadian teachers engaged in them regularly and the Iranian
teachers explicitly complained that they were unable to use teamwork in their classes.
From these results none of the studied schools followed the proposed model, and
missed many opportunities to prepare their students for a global society. However, this
was often due to structural problems and not lack of knowledge or interest. For example,
the teachers liked active learning and wanted to use it but gave reasons why they were
unable to (e.g., Turkish teachers did not want to compromise the hierarchy, Iranian
teachers were working two or three jobs due to low salary and worried that “critical
pedagogy’ was too threatening to the government). As such, gradual changes are likely

needed to move the schools towards a more global model of educational leadership.
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Chapter One: Introduction

The world is becoming more socially, economically, politically, and culturally
interconnected, to the point where the term ‘global society’ may be used. Such
interconnectedness can often lead to prejudice, tension, and conflict as diverse groups of
people interact in new, powerful, and often unequal methods. Cooperation and mutual
respect can be encouraged to avoid potential conflict, since attitudes can facilitate
peaceful and productive interaction among people such that their society can grow and
flourish (Chang, 2010). Education is often presented as a powerful tool for reducing the
likelihood of conflict (Harris, 2008). However, to reduce the tension and potential for
conflict resulting from increasing diversity in a society, it may not be simply education
that is needed, but rather societal institution including education that encourages
cooperation, mutual respect, and intercultural understanding (Chang, 2010; Mundy, 2008;
UNESCO, 2013). Yet, even if this kind of education is necessary, how can such a
statement be empirically studied or explored for the context of the whole world (i.e., the
‘global society’)?

A high degree of interconnectedness is often a defining feature for a ‘global
society,” but ‘global society’ can also be defined as a society that is highly diverse, and
whose people realize the importance of respect for that diversity, cooperation, and mutual
support (Spring, 2014). Such a definition allows contexts smaller than the whole planet,
such as a single, highly diverse country, to be examined in order to better understand
theories, models, and policies that may be beneficial for the broader setting. In other

words, studying the situation within highly diverse countries (i.e., small ‘global
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societies’) can inform the development of models for the world (i.e., the larger ‘global
society’).

To promote education that functions within, and supports, a global society there
needs to be leadership that also function within, promotes, and supports the necessary
attitudes for such a society. In other words, there needs to be leadership that promotes
education that recognizes diversity and the need for mutual collaboration and cooperation
(Spring, 2014). However, many different styles of leadership could potentially be used;
but how well a particular style of leadership provides an education that fosters such
global values is poorly understood. While it is possible that a new style (or styles) of
leadership may need to be developed in order to foster such values, it is also possible that
existing styles would be just as effective. Although a single country could be
conceptualized as a microcosm of a global society (i.e., that country is diverse and
provides education that promotes cooperation among its own groups of people), it would
be better to explore leadership appropriate for any country; in this way, the leadership
model would be applicable regardless of the country and would support a growing global
society composed of many countries throughout the world. Since the countries of the
world are quite diverse, the exploration of leadership should likewise contain a diversity
of views across cultures and time.

However, an examination of leadership, either in theory or in practice, would be
incomplete without considering contextual factors that may influence the implementation
of leadership. For example, a leader may want to regularly gather feedback from others in
the group but has difficulty doing so because various policies prevent such

communication from occurring. A principal may want to hear from the students of her
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school, only to realize that board policy prevents her from talking to students directly; she
must ask the teachers to gather this information first. In other words, the organizational
structure of the school--whether it is highly vertical, requiring intermediaries for
communication and decision making, or highly horizontal, where responsibilities are
spread out over the group (Cruz-Cunha, 2010) may influence how leadership actually
occurs within a particular school. In a global context, where a diversity of opinions may
need to be considered, and potentially vastly differing views resolved, how
communication and influence is distributed through an organization may impact the style
of leadership that occurs.

Similarly, the capacity for adaptation to change that has been incorporated into
the structure of an organization may also influence the style of leadership that can operate
within that organization. For schools, adapting to change may take the form of
encouraging individual learning or personal growth (e.g., the school is a learning
organization; see Senge, 1990), or emphasizing creativity instead of knowing content
(e.g., classroom management practices that encourage a transformational instead of
transactional style of management; see Lussier & Achua, 2015). For education in a global
context, encouraging behaviours and attitudes conducive to handling change may be quite
useful. As such, the degree to which the leadership of a school agrees with adapting to
change, and whether some kinds of adaptation are actively encouraged, is another
contextual factor to consider.

Problem Statement
The purpose of this research was to explore educational leadership that has been

theorized or used in various countries and cultures in terms of three dimensions
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(leadership style, organizational structure, and approach to learning) so as to identify a

model for educational leadership that is appropriate for a global society. In particular,

theories from a Western secular perspective will be compared against those from an

Islamic background in the Middle East, and the practice of different leadership styles will

be explored in schools of three countries: Canada, Turkey, and Iran. As such, certain

questions need to be explored in order to understand this topic more fully. Therefore, this

research seeks to explore the following seven research questions:

1.

What leadership styles are used in the public education systems of the studied
countries? (i.e., are the school leaders using a transactional or transformational
leadership style?)

To what degree are these leadership styles authoritative or cooperative, as measured
by the Tannenbaum and Schmidt model (Tannenbaum & Schmidt, 1973)?

Are the organizational and educational structures of the education systems of the
studied countries more vertical (i.e., top-down or hierarchical) or horizontal (i.e.,
team-based) in nature?

To what degree are the schools in the studied countries learning organizations, as
measured by the INVEST model (Pearn, Roderick, & Mulrooney, 1995)?

What approaches to learning are in use? (e.g., do the methods encourage personal
growth? Do they instead encourage conformity? Or adapting to change?)

If a school is using a leadership style, organizational structure, or approach to
learning that is maladaptive for a global society (e.g., the style promotes inherent

superiority of one group over another, or highly centralized decision-making, or

The reason for choosing these countries is explained in Chapter Three. Briefly, it is because these
countries provide a mix of Western and Islamic contexts and are also sufficiently diverse societies in which
the practice of various leadership styles can be explored.
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uncritical conformity to one group’s ideology) then what are some factors that could
prevent or delay changing to a more adaptive style?

7. What could be an appropriate model for educational leadership for a global society?
(i.e., what leadership style, organizational structure, and approach to learning could
work best for education in a global society)

The method by which these research questions were investigated is described in
detail in Chapter Three. Briefly, RQ2, RQ3, and RQ4 used specific instruments for
measuring the state of the studied schools, while RQ1, RQ5, RQ6, and RQ7 involved
comparing the actual situation of the studied schools to possible methods mentioned in
the literature (e.g., question 1 compares leadership styles actually used to many possible
ones that could be used). The instruments and possible methods used for investigation or
comparison are briefly described in Chapter Two. Later chapters contain data,
interpretations, and analysis corresponding to these questions. In particular, RQ1, RQ2,
RQ3, and RQ4 are discussed in Chapter Five while RQS5, RQ6, and RQ7 are discussed in
Chapter Six.

Purpose of this Research

The ultimate objective of this research is to conceptualize a model for educational
leadership appropriate for a global society. Such a model might include: leadership styles
adaptive for a global society, and promotes the attitudes and values necessary for a stable
global society; organizational structures that support this style; management that supports
this model in the classroom and the education system overall; and an approach to learning
that teaches any content necessary for the curriculum in a manner consistent with the

leadership style and organizational structure.
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Although any model needs to take into account the theories that would promote
this global approach, it is important to understand what is currently in use and why;
despite the theoretical superiority of one approach, it may be impossible to implement it
given the prevailing situation within schools. Thus, the first five research questions
explore the current setting of education so that this information can be compared against
current theories of leadership. The next step would be to identify what changes might be
needed in both Islamic and Western countries in order to implement a new leadership
model (i.e., determine what changes are needed to properly use, teach, and support this
leadership style, organizational structure, and classroom management methods). Again,
the first five research questions will help identify potential changes, while the sixth
question will explore any necessary changes in more detail. Therefore, attempting to
answer the first six questions will, at least, create the foundation necessary to
conceptualize and suggest a model for educational leadership for a global society (i.e., the
first six questions will help to answer the seventh question).

Furthermore, this research attempts to implement global competence in its
approach. One aspect of global competence is “the capacity to analyse global and
intercultural issues critically and from multiple perspectives” (OECD, 2016) so as to
better understand the different ideas people have of themselves and others. Thus, the
global model would need to be informed through perspectives from a diversity of
cultures. Although a full approach to global competence would involve many cultures,
such an approach was impractical in the context of this dissertation and would be better
suited for future areas of research. However, the three countries chosen in which to

conduct this research are examples of diverse cultures, both in terms of being different
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from each other and themselves being multicultural countries. Thus, by conducting this
research in three countries, and allowing participants from each culture to express their
ideas, values, and opinions without needing to conform to the norms of the researcher’s
culture or perspective, this research is able to implement global competence.
Significance of this Study

It could be suggested that the best model for educational leadership in a global
society would be to use the dominant or most common style. However, there is no
evidence suggesting which style is dominant or most commonly used across the world.
Although it could be argued that the Western approach to leadership in education is the
dominant one, given the dominance of Western culture and politics on the global stage,
this says little about whether the Western approach would actually be appropriate for a
global society. Does the Western approach to leadership promote the cooperative attitude
necessary for a stable global society? Would the Western approach work the same when
directly applied to different cultures, such as countries in the Middle East? Likewise, it
could be the case that a leadership style used in some completely different culture may
actually be more effective for promoting this cooperative attitude. Perhaps the leadership
style used in Middle Eastern countries would be better. The point is that there is no
evidence to say whether any currently used leadership styles would be appropriate for
educational leadership for a global society.

Furthermore, the current forces of globalization are changing the relationships
between countries and people in a way that is unique in history in terms of scope and
complexity; leadership styles that would be appropriate to such a context are still under-

researched. Organizational structure and management of schools is critical but leadership
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has the capacity to push for change in both of these areas; this makes leadership style a
very important factor to consider. Thus, one of the main goals of this research is to better
understand what leadership styles would be appropriate to use in the education system to
produce a more cooperative, stable, and harmonious global society and explore the
circumstances within the education system of various countries that may be more or less
conducive to such leadership styles.
Situating the researcher within the research

Due to my background as a university-level instructor for many years, and my
experiences in the Iranian education system, I believe that there are many problems
within education. After spending some time in Canada, it became clear to me that
although its education system is better, there are also some problems with it.
Furthermore, it seemed that a single approach to education may not be effective since
local differences need to be properly respected and understood. For example, in the
Iranian education system all classes need to be taught in the Persian language, even
though many students in different parts of the country do not speak Persian as their first
language (i.e., their parents, surrounding relatives, and friends regularly and prefer to
speak in a language other than Persian). Research that I conducted on this problem
suggested that being forced to learn in languages other than their first language
negatively affected students’ ability to learn and may lead students to drop out of school
(Tabrizi, 2013). Since the Iranian education system, at least in this topic, did not respect
local diversity then it harmed the overall effectiveness of the system and resulted in many

students not learning well or outright leaving school.
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Since my academic background is in management, I believed that incorrect
leadership was a major factor for such problems in the Iranian education system.
Likewise, I assumed incorrect leadership could also be a factor for problems in other
education systems. I initially thought the leadership used in Canada would be good, and
started exploring differences between Western leadership (i.e., leadership used in
Canada) and Islamic leadership (i.e., leadership used in Iran and Turkey) in the context of
education. However, it soon became clear that this initial research was too limited, since
it only looked at a few aspects of leadership. Topics in leadership needed to be connected
to research about organizational structure and approaches to teaching and learning.
Furthermore, the topics needed to be connected in a way that would lead to a global
approach such as a leadership model that would take into account the diversity of its
country and the need to have critical, informed, and respectful students.

Although I already had a model in mind, as described in Chapter Two, I also
knew that I needed to see not simply how well that model would work in various
countries but how people already thought about and used leadership in the education
system. Thus, it was necessary to conduct interviews with different people to hear their
opinions about the leadership, organizational structure, and approaches to learning used
in their own education system. The three countries in which I chose to conduct this
research had several benefits, as explained in Chapter Three, but were also countries in
which I had personal experience and a personal connection (e.g., currently living and
studying in Canada, growing up and working in Iran, speaking Turkish as my first
language and regularly visiting Turkey). Although this made it easier to conduct research

in those countries, it is possible that my many years of exposure the local religious and
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political ideologies and patterns of education may have biased my expectations and
understanding of their education systems. As such, it was very important to get opinions
from people natively living in those countries and working or studying within its
education system.
Summary

In this chapter, the purpose of this research, the research questions, and the
significance of this research were described. The ultimate goal of this research was also
mentioned: to conceptualize a model for educational leadership appropriate for a global
society. This model may include existing theories in leadership, organization, and
teaching approaches or it may require something different. Therefore, in chapter two will
be presented a description of educational leadership followed by multiple theories in
leadership, organization, and teaching approaches. These theories are popular or
significant in their respective areas, and could be potentially relevant for the above-
mentioned model; hence, they should be examined and discussed to conceptually

determine their usefulness for the global education leadership model.
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Chapter Two: Literature review

This chapter will contain a brief description of educational leadership as a broad
starting point. Consistent with the purpose of this research, comparing styles of
leadership between Middle-Eastern Islamic and Western Secular perspectives to
determine a model for global educational leadership, this literature review will highlight
particular needs with respect to leadership in the context of education for a global society.

To conduct this literature review, I used the Education Resources Information
Center (ERIC) database and Google scholar. ERIC is an Internet-based digital library of
research and information in Education, sponsored by the Institute of Education Sciences
of the United States Department of Education. It provides access to a variety of academic
literature going back to 1966, with a full-text database that can be searched online. When
conducting this literature review, [ would frequently look up papers based on the
references and authorship of other papers that I thought were relevant, and then would
search using keywords similar to the accepted ones. For example, once I learned about
transformational leadership then I would look for other papers on the same topic.
Usually, the full text of these papers was available on ERIC.

For analyzing the literature, Onwuegbuzie and colleagues suggest two main
forms: within-study literature analysis and between-study literature analysis (2010). A
within-style analysis involves a rigorous and comprehensive analysis of a single work,
looking at all components (e.g., title, literature review, theoretical framework, and
discussion) rather than just looking at the results section. A between-study analysis
involves comparing and contrasting information from two or more sources. Most

commonly, the results of empirical works are compared. However, I will use the more
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exhaustive form in which multiple components of multiple works are compared (e.g.,
comparing the results of one work with the theoretical framework of another; comparing
the literature review sections of two works; etc.).

After gathering literature I categorized them into three main groups: leadership,
organization, and approaches to learning. The literature on organization focuses on how
organizations are structured and operated, and how both structure and operation are
connected to leadership. The literature on approaches to learning focuses on particular
methods of teaching that are related to leadership. In other words, if we consider a
teacher as a leader in the classroom, their approach to teaching is an expression of their
role as a leader. However, teaching is not merely an act of leadership, and much of the
research on different approaches to teaching ignores this leadership dimension. Hence,
the literature for approaches to learning only covers a few theories that complement, or
are associated with, specific leadership theories.

Globalization and Intercultural Relations

Globalization brings both good and bad opportunities for many countries. It
brings innovation, new experiences and technologies, and new opportunities for work,
but it also contributes to economic inequality, weakened job security, and social division
and tensions (OECD, 2016). When describing globalization, it can generally be done in
two ways. One method involves describing how economic and political interconnectivity
increases, typically through business interests, even when such interconnectivity is not
necessarily desired. This method is often referred to as globalization from above
(Brecher, Costello, & Smith, 2000). The second method involves describing the

interconnectivity that occurs as individuals work together to find cooperation and mutual
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respect within an increasingly diverse society. This method is often referred to as
globalization from below, since it occurs at the grassroots level (Brecher et al., 2000).
Both cases acknowledge that forces at the global level influence events at the local level,
but in an attempt to better theorize and discuss the interaction between the global and
local level Weber (2007) describes the concept as ‘glocal.” Glocalization, where forces at
the global and local level merge and interact, is gaining interest in education because of
how complicated and challenging these forces are for the development of education
(Spring, 2008).

Although glocalization is of interest to researchers in education, there is limited
discussion of the material in educational leadership. Brooks and Normore (2010) discuss
how the educational leadership literature has not been considering the implications of
glocalization, such that the leaders are either ignorant of this perspective or they are
aware of the perspective but are not using any such material so as to engage their students
in this perspective. This is a problem, since the skills that students need as a result of
glocalization differ from an education setting that ignores or does not consider that
perspective. The new skills are typically grouped under the heading of global competence
(OECD, 2016).

Global competence refers to “the capacity to analyse global and intercultural
issues critically and from multiple perspectives, to understand how differences affect
perceptions, judgments, and ideas of self and others, and to engage in open, appropriate
and effective interactions with others from different backgrounds on the basis of a shared
respect for human dignity.” (OECD, 2016, pg 3) In other words, it is the capacity to

engage with others in a way that seeks to understand their perspective, is respectful of
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their cultural norms, and is mutual in that the others with whom you speak are likewise
curious, respectful, and are engaged without being forced or required to do so. The main
underlying belief of global competence is that diversity should be valued provided it does
not violate human dignity (OECD, 2016). A summary of key themes of global
competence across different cultures includes: respect, listening, adaptation, relationship
building, seeing from multiple perspectives, self-awareness and cultural humility
(Deardorft, 2013).

The need for this concept derives from the realization that the youth in a global
society need to learn how collaborate with others from different countries, cultures,
backgrounds, and academic and industrial disciplines, primarily because such
collaborations are often necessary in order to solve complex economic and social
problems. Complex problems require careful and critical analysis, and when these
problems involve cross-cultural engagement there also needs to be mutual respect and a
desire to understand multiple perspectives (OECD, 2016). Although global competence
involves more than knowledge, the knowledge component can be thought about as
‘intercultural knowledge.” This is not simply seeking to understand the perspectives of
others, but recognizing the influences that have shaped one’s own perspective and
recognizing the commonalities between different perspectives (Doscher, 2012). It is also
important to acknowledge that understanding the values of a different culture does not
mean to accept or agree with them, but understanding how those values affect the way
that others think and behave provides a means of reflecting on one’s own values and

seeing how they have shaped how one thinks and behaves (Fennes & Hapgood, 1997).
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Since leaders are often responsible for setting the vision and direction of an
organization, they also need global competence in order to communicate effectively with
people from diverse cultures and determine how best to work within different cultural
contexts (Pusch, 2009). For leaders, the global competence required is the ability to
consciously shift the cultural perspective and behavior used depending on the local
circumstances, as well as using these different cultural perspectives to evaluate the
current circumstances and goals (Pusch, 2009). Teachers also need to develop global
competence in order to properly understand how it can be taught. Thus, global
competence needs to be not simply within the curriculum but also part of the leadership
style that it used. There is no leadership style specifically for global competence, but
some researchers have explored what it looks like for leaders to develop global
competence (e.g., Osland, Mendenhall, & Li, 2017) while other leadership theories, such
as transformational leadership and leadership in learning organizations that are discussed
below, consider global competence as part of the necessary skill set that leaders should
have and empower in others.

Leadership Theories

The recent literature on leadership can be grouped by whether it comes from a
Western or Islamic perspective. “Western leadership” here includes the various
leadership theories that have been developed predominantly in the United States, Western
Europe, and countries from a similar cultural background (e.g., Australia). “Islamic
leadership” includes various leadership theories that have been developed in countries
with an Islamic ideological approach (e.g., Iran, Turkey, Malaysia, and Saudi Arabia).

Even though such theories are typically from Middle-Eastern countries, it is the religious
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element that matters the most; in other words, the Islamic foundation is critical for these
theories, whereas leadership theories from the Western literature, such as Situational
Leadership (Hersey & Blanchard, 1982), Transformational Leadership (Roueche, Baker
III, & Rose, 2014), and Scientific Management (Robbins, Bergman, Stagg, & Coulter,
2002) excludes, ignores, or limits a religious dimension. Leadership theories could be
developed using a religious dimension other than Islam. However, the goal of this
dissertation is to consider leadership theories in light of a global society, which means it
is necessary to consider the approach taken in various countries and cultures. This
dissertation did not look at every country, but considered theories from Western countries
(e.g., Canada and the United States) and Islamic countries (e.g., Iran and Turkey) because
of their global political and financial strength, the differences in their ideological
approach to leadership, and the recent impact of terrorism (i.e., terrorism seems to be
more active in or from Middle-Eastern countries, regardless of any underlying reasons
there may be for such terrorism).

Furthermore, the conception of leadership from a Western perspective has
undergone changes over the past 150 years such that various theories can be associated
with a particular time-period of Western thought. Roughly speaking, these time periods
can be organized as pre-modern, modern, and postmodern, with postmodern often
considered the current time period of Western thought. Although it could be argued
whether Islamic leadership theories have undergone similar changes, academics who
discuss and analyze such theories (e.g., Khan, 2008) do not conceptualize them as fitting
into particular Western time periods but rather emphasize the Islamic foundation. In other

words, while Western academics may discuss whether a theory is ‘modern’ or
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‘postmodern’, Islamic academics discuss what ideological or theological school of
thought that a theory fits into regardless of the time period. To avoid forcing one method
of conceptual categorization, the leadership literature is simply divided into four groups:
pre-modern, modern, postmodern, and Islamic.
Nature of Leadership

Leadership is a part of human life, and has been since the beginning of human
civilization. Yukl (2006) defined leadership as “the process of influencing others to
understand and agree about what needs to be done and how to do it, and the process of
facilitating individual and collective efforts to accomplish shared objectives” (p. 8).
Northouse (2012) defined leadership as “a process whereby an individual influences a
group of individuals to achieve a common goal” (p. 3). These definitions suggest several
components central to leadership. Some of them are as follows: (a) Leadership is a
process, (b) leadership involves influencing and engaging in dialogue with others, (c)
leadership happens within the context of a group, (d) leadership involves goal attainment,
and (e) these goals are shared between leaders and other group members. Each of these
components will be examined below, followed by a brief discussion on the related topics
of how trait leadership is different from leadership as a process, how emergent and
appointed leadership are different, and how coercion, power, and management are
different from leadership.

Process leadership. Some have suggested that leadership is an inherent quality
with which a person is born, similar to other qualities like charisma or patience
(Northouse, 2012). However, conceptualizing leadership as a process moves away from

thinking about leadership as a single characteristic or trait received at birth towards the
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relationships that are formed between leaders and other group members. In other words,
leadership is thought about in terms of how leaders affect, and are affected by, their
followers either positively or negatively. It stresses that leadership is a two-way,
interactive event between leaders and followers rather than a linear, one-way event in
which the leader affects the followers but not vice-versa. Defining leadership as a process
makes it available to everyone—not just a select few who are born with it. “More
important, it means that leadership is not restricted to just the one person in a group who
has formal position power (i.e., the formally appointed leader)” (Rowe, & Guerrero,
2012, p. 2). Howeyver, it should be noted that simply because leadership is two-way does
not mean the effects are equal in strength or quality; the leader could have a much
stronger effect. For example, in the context of a school community, parents can be
affected by decisions and actions by various leaders in the community without having
any opportunity to contribute a comparable degree of effect. How this two-way process
operates in practice can vary greatly depending on the dialogue that occurs.

Leadership is about influence. Influence can be in any level of work or
organizational context, such as subordinates, peers, and bosses. Without influence, it
might be impossible to be a leader (Dubrin, 2007). At the same time, having influence
increases the need to be ethical with how that influence is used. For instance, a leader
who has significant influence over a group could cause happiness or suffering of the
group, depending on what decisions he or she makes. If more dialogue occurs (i.e, the
leader receives greater input from others in the group) then the leader has less influence,

but can make decisions that are more consistent with the desires of the rest of the group.
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Leadership operates in groups. This means that leadership is about influencing a
group of people who are engaged in a common purpose or goal (Hollander, 1992). This
can be a small center for management improvement in a business school with a staff of
four, a naval ship with a company of 300, or a multinational enterprise such as Starbucks
with almost 10,500 stores worldwide and in excess of 100,000 employees. This definition
of leadership confines the inclusion of leadership training programs to those that teach
and help people to lead themselves.

Leadership includes the achievement of goals. Leadership is working with
different groups of people and directing them toward the accomplishment of a task or the
reaching of an endpoint through diverse means (Dubrin, 2007). Leaders and their
employees work together and incorporate their energies to achieve something together.
For example, a sports coach works with his or her players to get high points in a game or
win a championship. As another example, a teacher can be a classroom leader who would
like to help his or her students develop a better understanding of some topic.

Leaders and followers share objectives. Leadership means that leaders work with
their followers to achieve private or organizational objectives (Hollander, 1992).
Establishing shared objectives, leaders and followers can coalesce around difficulties to
find a logical solution. If followers and leaders work together, those leaders who offer
better opportunities and support for determining goals will be able to find goals that are
more appropriately defined for their organizations (Dubrin, 2007).

Trait versus process leadership. Statements such as “She is a born leader” or
“He was born to lead” suggest leadership is trait-based. Yukl (2006) explained that the

trait approach “emphasizes leaders’ attributes such as personality, motives, values, and
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skills. Underlying this approach was the assumption that some people are natural leaders,
endowed with certain traits not possessed by other people” (p. 13). In other words, trait-
based leadership means leadership is innate and restricted to only certain people. Since
leadership is restricted to these special people, due to their birth, adherents of this
approach would believe that it is impossible to train people who are not born with those
traits to become leaders (Yukl, 2006). Bryman (1992) described some example traits that
are helpful for leadership, including: an extroverted personality, good speaking ability,
and various physical characteristics such as height. In contrast, considering leadership as
a process means that leadership is not dependent on personal traits; it suggests that
anyone can be a leader, leadership is observable, and leadership can be learned through
seeing how leaders behave or what they do (Daft, 2005; Jago, 1982; Northouse, 2012).
Assigned versus emergent leadership. Assigned leadership occurs when a person
is appointed to a formal position of authority within an organization (Yukl, 2006). In
contrast, emergent leadership occurs when one member of a group is treated as a leader
by his or her peers. For example, a general manager of a sports team or CEO of a
business are appointed leaders. However, people within those groups may look to another
person for leadership; this other person is an emergent leader. Emergent leadership
appears when others perceive a person in their group to be the most influential, regardless
of his or her formal position within the group (Yukl, 2006). This form of leadership
grows entirely by how the emergent leader behaves and others in the group support,
accept, and/or encourage leadership behaviour. Therefore, emergent leadership does not
appear as a result of being appointed to a position but gradually over time from positive

communication and interactions (Yukl, 2006). For instance, some examples of
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communication and interactions that result in emergent leadership are keeping others well
informed, asking others for opinions, being firm in one’s decisions but still remaining
flexible, and suggesting new or compelling ideas (Fisher, 1974; Northouse, 2012). In
other words, emergent leadership appears due to the leader’s “ability to inspire
confidence and support among the people who are needed to achieve organizational
goals” (Dubrin, 2007, p. 2).

Leadership and power. McFarland (1969) has suggested that power and
leadership are related, because power is part of the ability to influence others, but having
power is not the same thing as leadership. One way of defining power is the capacity to
influence others so they create the desired effect. In other words, a person with influence
has the power to affect the beliefs, attitudes, opinions, and behaviours of others.

Daft (2005) explained that power within an organization can be roughly divided
into two types: positional and personal power. Positional power is the power a person
gets due to their position within the organization. For example, the president of a
university, the dean of a faculty, and a professor within a faculty may have different
amounts of power but they all have positional power. In contrast, personal power is the
power arising from having positive relationships (i.e., supportive, encouraging, helpful)
with others (Yukl, 2006). When someone is viewed by his or her peers as being
knowledgeable, likable, and supportive then that person has personal power.

Furthermore, if a person has both positional and personal power, Daft (2005)
suggested it is best to use personal power; positional power is much easier to overuse,
whereby people think someone with positional power is “abusing” or “misusing” it. Once

positional power is seen as abusive, it ceases to have influence; more often it results in no
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influence, or influence that encourages others to act in a contrary manner. Therefore, it is
important to know when to use positional power and to what extent, so that the influence
one desires to exert does not become harmful. For example, if the goal is to encourage
students to spend more time reading about some topic, the positional power of a teacher
could be overused such that the students no longer want to read; in other words, the
power no longer has influence and the goal is now more difficult or impossible to
achieve.

Furthermore, using power can often result in an unequal exchange (Daft, 2005);
power can be used to achieve goals that enhance the state of the person with power, at the
expense of others, and it can enhance the state of the group at the expense of the person
with power. This is not guaranteed to occur, but it can happen.

Leadership and coercion. Daft (2005) also stated that coercion is a different kind
of power. This is using force to cause change to occur, such as through penalties,
rewards, threats, punishments, and negative reward schedules. While leaders can use
coercion, coercion is not the same thing as leadership. In addition, coercion is often
counter-productive when trying to achieve shared goals, and being coercive can have
unintended negative effects such as provoking obstructive or even hostile behaviour
(Dubrin, 2007; Yukl, 2006).

Leadership and management. Leadership and management are similar, since
they both involve influencing and working with people and achieving shared goals.
Zaleznik (1977) suggested that managers and leaders are very different, and that a person
cannot be both a leader and manager. According to Zaleznik (1977), managers are

reactive, work with others to solve problems, and have minimal emotional or personal
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involvement with others; leaders are instead proactive, work to shape the ideas of others,
and have emotional involvement in the overall process. In other words, managers limit
choice and leaders seek alternatives to change the choices available. Therefore, managers
can change people’s behaviour but do not address underlying issues of attitude or
purpose; leadership focuses on these issues, and can change people’s attitudes but does
not focus on the specific details of implementation. Other authors have also stressed this
difference. Mintzberg (1998) argued that managers see an organization from the
perspective of calculations, portfolio components, rationality, and numbers and
keywords; on the other hand, leaders look at the organization from an integrative or
holistic perspective, emphasizing commitment.

Although Zaleznik (1977) suggested managers could not be leaders, and vice-
versa, Mintzberg (1998) said that managers in particular need to be both managers and
leaders. Kotter (1998) suggested that a balance of leadership and management is
necessary; an organization with strong leadership and weak management is probably
worse than one with weak leadership and strong management. In other words, it is best to
have strong leadership and strong management. According to Kotter (1998), managers
are needed to handle the planning, budgeting, organizing, and staffing of an organization
and to control and solve various problems that arise. Leaders are there to set direction and
align, motivate, and inspire others to move in that direction. Like Mintzberg, Kotter says
that organizations need people who can be both a manager and a leader (a leader-
manager).

Bennis and Nanus (1985) indicated strong management with weak leadership

would result in an organization that is very bureaucratic, with limited creativity and
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innovation. Strong leadership and weak management will result in an organization that
pushes for misdirected or meaningless change. This difference is well described by
Bennis and Nanus’ often quoted phrase: “Managers are people who do things right and
leaders are people who do the right thing” (1985, p. 221). In other words, organizations
need leaders so that the right thing gets done and organizations also need managers so
that things get done right.

Rowe (2001) argued that the differences between being a leader and a manager
could be a philosophical one, in that managers follow a deterministic belief system while
leaders follow a free-will one. In this case, managers think that the decisions they make
are determined by their organization and the industry or environment in which this
organization functions. In contrast, leaders think that their decisions affect their
organization and that the organization will in turn affect or shape the industry or

environment.
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Figure 2.1. This figure shows the leadership topics that are discussed in the literature
review, and how they are organized.
Pre-Modern Leadership
Feldman (2000) described a pre-modern worldview as one in which natural and
supernatural events and objects were thought of as existing side-by-side. He contrasted
this with a modernist worldview, in which science and the natural world tended to be

overemphasized to the point where the supernatural does not exist. In other words, people
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who hold a pre-modern worldview tend to consider inherent qualities and the
supernatural as important while those with a modern worldview tend to look at other
qualities. Therefore, people with a pre-modern worldview think about the nature of
leadership differently from those with a modern worldview.

In the pre-modern worldview, leadership was something given to specific
individuals because of their character, background (e.g., social status, family wealth), and
education. These leaders have elsewhere been called “great people,” or “great men and
women” (Feldman, 2000). Great people not only led organizations but also influenced
history and established societal values. As such, leadership was considered something
inherent in individuals; someone was a leader because they were born with the necessary
qualities (referred to as trait-based leadership) or born with the potential to become a
leader that was made possible through elite education. Given the role that the
supernatural played in a pre-modern worldview, a person’s inherent qualities could
include the possibility that God had ‘chosen’ him or her to be a leader. Feldman (2000)
stated that it was common for great people to exert their authority through a more
paternalistic or maternalistic concern for the welfare and education of others. Although
someone in a leadership position had the power to