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The purpose of this descriptive non-experimental study was to determine if 

significant relationships exist between the leaders' use of strategic leadership actions and 

their success as perceived by their followers, and mediated by environmental contexts, 

and demographics. The participants in this study were 124 university professors and 22 

Deans from Florida Atlantic University, Universiti Putra Malaysia, and Universiti 

Teknologi Malaysia. The participants were chosen via a random stratified sampling. 

They were asked to response to 77 questions on the Strategic Leadership Questionnaire 

((SLQ), which was developed based on Pisapia's theory of Strategic leadership. The data 

collected was analyzed through multiple regression and correlation techniques to 

ascertain the hypothesized relationships. The criterion variable involved in this study was 

leader success as interpreted by the professors. The predictor variables were the adaptive 

actions employed by the Deans as interpreted by the professors. Environmental context 

and demographic variables serve as control variables. 
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The results of the study revealed that the SLQ was reliable, even though the 

construct validity of the SLQ was not supported. The instrument is strongly 

recommended for use in measuring Pisapia' s theory of strategic leadership. The study 

also found that successful leaders use a wider array of leadership strategies than less 

successful leaders. There was also a significant difference between the array of action 

sets used by successful Dean's in Malaysian and American Universities and the array of 

action sets used by less successful Dean's in Malaysian and American Universities. 

Therefore, these findings are supportive of Pisapia' s proposition that leaders often fail 

because they are trained in and rely upon a linearity of thinking mindset, which does not 

work in situations characterized by ambiguity and complexity that requires them to be 

flexible and change oriented. 
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Chapter 1 

Introduction 

I was introduced by Dr. John Pisapia to his Strategic Leadership idea when taking 

his Executive Leadership course in 2002 and since then became interested in his thoughts 

about leadership, which I felt were quite relevant to my background and applicable to my 

working culture. His theory enticed me because its fit into average Malaysian life. 

Politics are important elements in life and at the same time politics must not be 

disconnected from the questions of morals and values. Second, after a few years of 

reading Bolman and Deal's (1997) views on the organizational reframing through the 

human resource, structural, political and cultural frameworks, I found that Pisapia's 

leadership thinking was quite parallel with Bolman and Deal's framework; therefore, 

Pisapia's theory was easy to understand. Third, initially, I was naiVe in perceiving that 

his idea contradicted American working culture or organization (although I had started 

reading Bolman and Deal's book in 1997), when I thought the U.S. was purely tied to 

rules and regulations without tolerance for strategic thinking. But after being exposed to 

the real organizational dynamics here, as well as from readings, I was surprised that his 

idea in many ways reflected the reality and dynamics of organizations in America. 

Influenced by these three factors, I eventually decided to examine his idea in Malaysian 

universities to see if there are interesting findings that could be discovered through 
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research and academic perspectives, and then to compare these results to a sample from 

an American university. 

Background of the Study 

Leadership is an important subject of discussion and research in organizational 

studies. Max Depree (1999) statement that leadership is "the subject of much thought, 

discussion, writing, teaching, and learning" (p.ll) exemplified this idea. Bolman and 

Deal ( 1997) in their famous book, "Reframing Organizations, Artistry Choice and 

Leadership," mentioned how leadership is universally offered as a panacea for almost any 

problem. Bennis and Nanus (1985) stressed that leadership is the pivotal force behind 

successful organizations and that to create vital and viable organizations, leadership is 

necessary to help organizations develop a new vision of what they can be, and mobilize 

organizations to change toward their new visions. 

According to Bass ( 1990), the word "leadership" did not appear until the frrst half 

of the 19th century while scholars were writing about the political influence and control 

of British Parliament. Rost (1993) reported his research on scholarly definitions of 

leadership by authors from the United States, Canada, Australia, and Europe. He wrote: 

I analyzed 221 definitions of leadership that I found in 587 books, book chapters 

and journal articles, which by title indicated that they were primarily concerned 

with leadership. These materials were written from 1900 to 1990. Definitions of 

leadership written in the 1900-1919 period were obtained from secondary sources, 

mainly Gibb (1954), Stogdill (1974), and Bass (1981). I could find only one 

definition of leadership from the nineteenth century. I do not doubt that 

definitions of leadership were given by authors of books and articles on leadership 
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in the 19th century, although I now believe them to be in very short supply, but I 

could not find them. Large libraries, even research libraries, thin out their 

collections, and old books have a way of disappearing except for those placed in 

rare book collections. I found no books on leadership, in any of the rare book 

collections in which I did research. The earliest books on leadership that I could 

find were from the 1930s. (Rost, 1993, p. 44) 

Scholars and researchers in different academic disciplines have been trying to 

give new ideas and interpretations to the term "leadership." In analyzing the development 

of leadership studies, Northouse (2001) pointed out that for the past 50 years, there have 

been as many as 65 "different classification systems" to explain the dimension of 

leadership. Bass (1981) collected and analyzed "more than 4725 studies on leadership 

that Bass listed on 189 pages of references in his handbook" (Rost, 1993, p.4). Despite 

the efforts made to understand leadership, "the fact remains that little is actually known 

about the phenomenon we refer as leadership" (Birnbaum, 1988, p. 22). Bennis and 

Nanus (1985) contended that "thousands of empirical investigations of leadership have 

been conducted in the last seventy-five years alone, but no clear and unequivocal 

understanding exists as to what distinguishes leaders from non leaders" (p. 4). 

Leadership Issues, Dynamics and Complexity in Higher Education 

Birnbaum (1988) noted that most studies of leadership have taken place in other 

organizations such as business, military, and governmental agencies with little attention 

given to higher education institutions, despite the fact that the study of leadership is more 

difficult in colleges and universities than in other organization settings, due to the 

complexity of the university governance system. Yet, leadership has become more 
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complex and challenging since the adaptation of a business model within higher 

education institutions. Most higher education institutions lack a clear and unambiguous 

mission; achievements are not easily assessed through agreed upon quantifiable measures 

such as "profits." Therefore, the processes, structures, and systems used for 

accountability commonly in business firms "are not always sensible for them 

[universities]" (Birnbaum, 1988, p. 27). In the past, accountability was not discussed so 

much in public higher education institutions. Now, accountability is an important issue 

faced by leaders, even in public higher education institutions (Meisinger, 1994). Ranging 

from student activities to staff development, student affairs, academic affairs to business 

affairs, every activity in the organization is assessed base on accountability (e.g., inputs 

vs. outputs), cost, and profit. 

There is a growing trend toward recruiting educational managers from outside the 

educational system. Due to the expansion and increased complexity of the university 

administration, federal regulations, grant and financial aid procedures, as well as the 

utilization of management information systems, many positions are now filled by 

specialized managers and administrators. Also, funding problems experienced by higher 

education since the beginning of the early 1980s, for example, has had a marked impact 

on higher education institutions. In institutions efforts to maintain good funding, many 

universities have recruited financial and business affairs personnel, as well as university 

President from profit sectors (Meisinger, 1994). Birnbaum (1988) reported that the day 

where faculty members temporarily assumed administrative positions in the university 

level before returning back to teaching, are "long since over at most institutions (p. 6)." 

He explained: 
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Administration and management can become so complex that even those faculties 

who are interested in governance may not have the time or expertise to fully 

understand the processes of decision making or resource acquisition and 

allocation that are the heart of many governance issues. Because of these changes, 

administrators become identified in the faculty mind with red tape, constraints, 

and outside pressures that seek to alter the institution. They come to be seen by 

the faculty as ever more remote from the central academic concerns that define 

the institutions. Faculty in turn come to be seen by the administration as self 

interested, unconcerned with controlling costs, or unwilling to respond to 

legitimate requests for accountability. (p. 7) 

The hiring of business managers or leaders has transformed universities into 

business-like institutions. Karol and Ginsburg (1980) argued that some of these leaders 

have brought fresh and valuable perspectives into the organization, however others, 

accustomed to a more structured environment, find themselves unable or unwilling to 

cope with the dynamics of university governance. Many of the business managers do not 

emerge into the system, but rather retain their values and practices brought from the 

business world that contradict the collegial environment. Their interests and the ways 

they perceive education are different from educators who perceive education as a 

collection of services rather than a series of business products. This situation gets worst 

when the faculty members are trying hard to preserve the collegial non-profit 

environment, while leaders and administrators are pursuing a business direction. The 

situation is becoming more complex when a big percentage of board members or trustees 

are business people (Birnbaum, 1988). Birnbaum argued that board members are more 
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likely "than faculty to see their institutions as comparable to business firms in their 

structure and authority patterns and to support ideas of top down management." (p. 6) 

Scholars such as Barth, (1990), Senge (1990), and Sergiovanni (1992), have 

suggested that the practice of "imitating business practice" in educational institutions is 

not suitable and definitely misleading. Birnbaum (2000) argued, "there is no evidence 

that doing so would strengthen our colleges and universities, and some believe it would 
I 

be unwise for colleges and universities to try emulate the change-driven cultures of many 

for-profits corporations" (p. 151). 

When the business model is brought into practice, money and profits are the 

ultimate measures normally used to define success and performance. Meisinger (1994) 

clearly mentioned that for the Dean "success in the budget process is measured in terms 

of the ability to gain additional resources for the college and to restrain departmental 

desires so as to arrive at an overall reasonable budget request" (p. 51). Department 

leaders, on the other hand, play advocate role, which "at minimum [is] to maintain the 

department's current resource base and at best to acquire as many additional resources as 

possible" (Meisinger, 1994, p. 50). 

Another complex issue exists in higher education regarding the way that 

administrative structures are built. Structurally, universities have two structures, which 

exist in parallel (a) the conventional administrative hierarchy, and (b) the structure 

through which faculty make decisions in matters related to their professionalism. 

According to Birnbaum (1986), this dual system is "further complicated by the fact that 

neither system had consistent patterns of structure or delegation" (p. 9). As colleges and 

universities become more fragmented, with the existence of branch campuses and 
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development centers within the system, in most cases in most activities exist in the 

institutional levels, "institutions mission do not become clearer; rather they [are] multiple 

and become sources of stress and conflict rather than integration" (p. 11). Birnbaum 

added that: 

Lack of clarity and agreement on institutional goals and mission has equally 

important effects on organization and management. The list of legitimate 

institutional mission is [a] lengthy one, but the problem can be seen in a 

consideration of only three commonly articulated missions of teaching, research, 

and service. Each of these three missions is likely to rely on different structures 

for its effective implementation ... Teaching research and service are interTelated 

and mutually reinforcing production processes in the higher education system as a 

whole. However, on many campuses these activities are performed by different 

people operating within overlapping yet competing structures. (p. 12) 

Conflicts in Higher Education Institutions 

Bolman and Deal (1997) maintained that in any type of organization where 

resources are scarce, "conflict is inevitable, and power is a key resource" (p. 164 ). Most 

of the time, the power influence will overshadow the rationality of decision-making. 

That is why we often encounter cases where budget allocations and resources 

distributions are not determined merely by performance. Usually, in the performance 

based budgeting system, is popular among business-like institutions, colleges or 

departments with better performances and profits gain a greater share of the budget 

allocation. However, this is not always true, especially during budget crises when funding 

is scarce. Leaders and administrators from colleges and departments will strike bargains 
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and make trade-offs, and assert their leadership and influence to bring about changes in 

the distribution of resources (Meisinger, 1994 ); bargaining, lobbying, and the power of 

influencing are increasingly important in order for leaders to attract and retain resources. 

Tucker (1984) suggested that conflicts often arise either through personality 

clashes or as a result of institutional demands on faculty members. He noted however, 

that the conflicts in higher education that require formal grievance procedures normally 

' 
arise from complaints about salary inequities, tenure and promotion decisions, 

assignment of responsibilities, and cases like non renewal, academic freedom etc., and 

most of the grievances are related to the faculty reward system. Altman (2000) mentioned 

how a college or university chooses to recognize and reward faculty performance based 

on the merit system, which can become divisive and may pit faculty members against 

administrators and, not infrequently, faculty members against one another. He pointed out 

a potential problem, which is the decline of collegiality caused by this system that 

promotes the hostility of faculty toward the institution, the department, colleagues, or the 

department chair. He contended, "jealousy and aggravated feelings are not uncommon 

among who's denied a merit increase ... feelings of isolation and ostracism have been 

reported by those who receive increases far beyond those awarded to previously friendly 

colleagues" (Altman, 2000, p.140). Tucker (1994) pointed out how this system usually 

put a lesser weight for teaching activities as compared to research activities, especially to 

those researches that could bring dollars to the institution. He argued that much of what 

faculty do is difficult to quantify, yet most merit systems that have been based on a 

business model, require numerical measures of performance, which he believed quantify 
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work, rather guaranteeing accuracy or fairness. In conclusion to his writing, he 

concluded: 

At a time when all segments of higher education are being forced to rethink what 

they do and why and how they do it, it is fitting that department chairs rethink 

how they can be most effective as leaders whose actions, at least as much as those 

of anyone else in the institution, affect the quality of faculty careers, student life, 

and academic programs. (p. 157) 

Birnbaum (1988) argued "the problems of higher education would presumably 

diminish if only leaders would be willing to exercise leadership-or if we would have the 

courage to replace them with others who would" (Birnbaum, 1988, p. 22). However, it is 

the intention of this study to studies leaders who are perceived to exercise leadership. 

Tucker (1994) suggested that one skill that the chairperson can learn in dealing with 

conflict is by practicing the technique of active listening. They should also learn to 

transform conflicts into opportunities for problem solving and practice flexible leadership 

(Pisapia, in process). We believe that leaders such as the Deans and head departments can 

make a difference by exercising the correct leadership actions to face the problems, 

conflicts and complexities that exist in higher education institutions especially among the 

faculty members at the college level. The leader's role in dealing with conflict and 

maintaining morale is crucial to the smooth operation of the department. He or she must 

be prepared with analytic ability, good judgment, creativity and good leadership skills, in 

order to contribute to some solutions or relief to the problems within their leadership 

circle and authority. 
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Pis apia's Theory of Strategic Leadership 

Realizing the need for a renewal in leadership concepts, Pisapia (in process) has 

introduced Strategic Leadership as an alternative way to understanding and practice 

leadership. It is a generic approach, which tries to provide the elasticity, practicality and 

pragmatic approach to leadership as "the ability (as well as wisdom) to make 

consequential decisions about ends (goals), ways (strategies) and means (actions) in 
' 

complex and ambiguous environments." Pisapia believes that universities, like all 

organizations, are in continuous development. He perceives that these institutions need 

to change, whether slowly or quickly, but as systems, they should be ready to change or 

they will not survive and thrive. 

Pisapia bases the need for strategic leadership on the need to overcome the failure 

of leaders who practice from a modern perspective in an increasingly postmodern 

environment. Leaders in this environment, he believes, fail for a number of reasons: (a) 

they are trained in and rely upon a linear thinking mindset, which does not work in 

situations characterized by ambiguity and complexity; (b) they are unable to identify 

critical societal and institutional forces impacting their environment and thus do not 

connect their organizations to the major themes associated with success; (c) their concept 

of change is also linear and therefore they overuse quantifiable parameters in the change 

process and seek to rationally plan their way to success; (d) they do not see their 

organizations as dependent upon the actions and views of other organizations and 

individuals, therefore, they do not connect with significant forces on their critical paths of 

success; (e) they do not connect the principle concepts of necessary organizational 

changes to the minds and spirit of their followers, therefore removing an important 
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component of empowerment and self-management; and (t) they use a limited set of 

leadership actions to influence followers to join in a common cause and therefore are 

effective only when conditions match their one-dimensional set of leadership actions. 

An underlying assumption is that before one can practice strategic leadership, a 

person must be grounded in these three preconditions: (attributes, core processes and 

functions, and acquiring a strategic mindset). Once these three preconditions are 

acquired, leaders can implement the strategies of awareness, articulation, affiliation, 

alignment and accountability which Pisapia calls "Learn the Labyrinth," "Chart the 

Course," "Raise the Sails," "Drop the Anchor," and "Apply the Artist's Paintbrush." 

He further assumes that to successfully use these strategies, leaders must use a 

multifaceted set of action sets: managerial-transformational, and political-ethical. He 

hypothesizes that the combination of preconditions, strategies and actions enables leaders 

to be successful in many different contexts and under conditions of ambiguity, 

complexity and chaos. Pisapia also assumes that successful leaders use a wider array of 

strategic leader actions than less successful leaders; particularly in complex and chaotic 

environments. This assumption is tested through this research study. 

Pisapia organizes his strategic leadership action sets around two key tensions (a) 

the tension between the need for stability and the need for change, and (b) tension 

between "what is right" and "what is possible"---between the need for leaders who can 

manage and managers who can lead. The leadership actions are designed to apply 

managerial, executive, political and ethical behaviors to satisfy the organizations need for 

control, continuity and change, therefore inducing followers to join in a common 

purpose. He terms this action The Fifth Strategy, -"applying the artist's paintbrush." The 
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model that Pisapia presents is a demarcation from most leadership theories which have 

treated management and leadership as separate entities performed by different people 

(Zaleznik, 1977). He perceives leaders use both of these actions through a process of 

balancing the organization's need between stability and change. He also perceives that 

the political and ethical actions of leaders are used to balance the leader's use of 

managerial and transformational actions. 
I 

Pisapia's Strategic Leadership theory, especially his proposal on the four 

leadership action sets, has a few advantages because (a) it is a generic model based on 

several literatures and research done by previous theorists and organizational experts, and 

as a result the model proposed by him is comprehensive and covers ideas, which although 

had been proposed by earlier scholars, were not thought of as an ensemble, and (b) his 

model has proposed a unique and rational way of practicing leadership by promoting a 

balance between the organization's need for stability and change, and the ethical nature 

of the task and the political realities that exist; which is a rare thing to find in higher 

education literatures. 

The model has been tested only in parts (see Pisapia, Reyes-Guerra & Coukos, 

2004; Pisapia, Reyes-Guerra & Coukos, 2005; Pisapia, Reyes-Guerra, & Yasin 2006). 

This study proposes to test his assumption that the use of a multifaceted set of strategic 

leadership actions in complex and sometimes chaotic environments will lead to greater 

leader success than singular use of available actions. 

Research Problem 

Pisapia's Strategic Leadership is a generic theory that is built from his decades of 

experiences in teaching, researching, and practicing leadership. His experiences and the 
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way that he perceives leadership, which is now being documented, needs to be tested to 

provide an analytical perspective to this model, establish it in the research literature and 

provide the foundation needed to recommend it as a way to improve leadership practice. 

Currently the model has only been tested in one piece. An instrument, the Pisapia 

Strategic Thinking Questionnaire (STQ) was created to test one of the preconditions he 

says are necessary- the cognitive processes leaders use to think strategically. The (STQ) 

definitions and items were validated by a panel of experts and tested for reliability in 

2004, presented at three international conferences of learned societies, and published in 

the Leadership Review in 2005. Pisapia and Reyes-Guerra as well as Professor Nicholas 

Pang of the Chinese University of Hong Kong are collecting data that will test the 

proposition that successful leaders in complex and chaotic environments think differently 

than less successful leaders in these environments. 

In order to test his assumption about the use of leader actions, a reliable and valid 

instrument must be developed based on his model similar to his strategy of testing the 

assumption about the use of strategic thinking skills identified above. While many 

leadership instruments are available, none test for the use of the use of the four leader 

action sets -transformational, managerial, political and ethical actions. Thus, to 

determine how comprehensively and successfully this model explains the adaptive use of 

strategic leader actions in furthering the goals of the organization and individuals, an 

instrument must be developed and then applied to his assumption that more successful 

leaders use a multifaceted set of actions than less successful leaders; particularly in 

complex and chaotic environments. 
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The Purpose of This Study 

The purpose of this study was to determine if successful University Deans in 

complex environments use a more multifaceted set of leaders' actions than less successful 

Deans in similar environments. A sub purpose of this study was to develop a reliable 

and valid instrument to measure the leaders' use of strategic leadership actions based on 

Pisapia's strategic leadership idea. This study is guided by these questions: 
I 

1. Can a reliable and valid instrument be developed to determine the relationship 

between the leaders' use of strategic leadership action sets and their success? 

2. Do successful University Deans use a wider array of strategic leadership 

action sets than less successful Deans? Do Deans in Malaysian Universities use a wider 

array of strategic leadership action sets than Deans in American Universities. 

3. Do successful University Deans in chaotic and complex contexts use a wider 

array of strategic leadership action sets than less successful Deans in similar contexts? 

4. Do the demographics affect the relationship between the Deans' use of 

strategic leadership action sets, context and leader success? 

The Significance of the Study 

This study is significant for several reasons. First, it provides an opportunity to 

develop and test an instrument based on Pis apia's notion of Strategic Leadership. The 

results provide reliable statistical evidence on the strength of the questionnaire in 

measuring leadership actions as proposed by the model. The reason that the development 

and testing of Pi sa pia's strategic leadership model is important is that the topic of 

strategic leadership has been largely under researched (House, 1997; Jackson & 

Ruderman, 1995). Where the topic has been researched, researchers tended to focus on 
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strategic management or strategic decision-making rather than leaders' strategic use of 

actions. This sparse research also has been focused on upper echelon leaders with very 

little effort on how strategic leaders at all levels of the organization affect organizations. 

Thus, this study will extend the literature into new directions.Second, this study provides 

a very interesting cross-cultural perspective of the model. The strategic leadership model 

is introduced by Pisapia, while the research is conducted by a faculty member who is 

from Malaysia. The questionnaire developed was tested at two Malaysian universities 

where many faculty members are educated in Western countries. In addition to the 

Malaysian faculties, participants from an American University were also included to 

provide a comparative analysis between responses gathered from Malaysian and 

American participants. 

Finally this research, gives momentum to research on the model in the future, so 

that further suggestions and improvements can be made to it. 

Research Conceptual Framework 

The conceptual framework in this study postulates that leaders' success, 

contextual factors, and demographics are related to the leaders' use of adaptive actions. 

Visually, the relationships could be illustrated in Figure 1. 
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Internal 
External 
Environment 

Strategic Actions 

1. Transformational 
2. Managerial 
3. Ethical 
4. Political 

Context 
Stable 
Complex 
Chaotic 

1 
1 

Leaders' Demographics 

1. Age 
2. Gender 
3. Education level 
4. Academic discipline 
5. Academic background 

Figure]. Research Conceptual Framework. 

Success 

1.Most successful 
2.Somewhat successful 
3.Less Successful 

As shown in Figure 1, the conceptual framework is built on four major variables 

which guided this study: (a) leader actions, (b) leader success, (c) contextual variables 

and (d) demographics. These variables are described in the following paragraphs. 

Strategic leadership actions. As part of Pisapia' s conceptualization of Strategic 

Leadership, he introduces four action sets available to leaders as illustrated in Figure 2. In 

this model, he identifies two major tensions in the application of leader actions. The 

tension between managerial and transformational leadership actions and the tension 

between political and ethical leadership actions. 
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POLITICAL 
(What is possible?) 

TRANSFORMATIONAL 
(Frame Breaking Change) 

MANAGERIAL 
(Frame Sustaining Change and Stability) 

ETHICAL 
(What is right?) 

Figure 2: Model of Pisapia' s Four Strategic Leader Action Sets (Simplified). 

As shown in Figure 2, the four strategic leadership actions are (a) managerial (b) 

transformational (c) ethical, and (d) political. Along with the managerial-transformational 

actions, Pisapia also recognizes that human organizations also have needs for power and 

moral approaches. These needs are many times in tension and affect the application of 

managerial and transformational leaders' actions. He perceives this as the reality of the 

organization. This is the same argument made by Bolman and Deal (2001), Hoy and 

Miske! (1997), and Sergiovanni (1996) that in any organization, including schools, 

colleges, and universities, horse-jockeying, exploitation, conflicts, competition, and 

organizational politics always exist, and leaders should acknowledge and deal with this 

reality instead of ignoring it. 

In order to transform the organization and to survive, leaders "must also juggle 

the political realities required to sell their ideas, while following the values identified as 

important by the organization" (Pisapia, in process). He further describes: 
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The political actions are concerned with what can be done while the 

ethical actions are concerned with what should be done. There is a 

constant tension between these two actions in the activity of leadership. 

The leader balances decisions and actions by understanding and utilizing 

the political while being guided by ethics. The tension between these two 

action sets is that the ability to lead purely through ethical stances and 
I 

actions is always balanced by the reality of political needs. A strategic 

leader is comfortable in both arenas and is able to balance them 

constantly, in order to make progress. (In process) 

Pisapia grounds the managerial actions in the behavioral sciences and theorizes 

that these actions work best in a hierarchical environment which views followers as 

subordinates during the frame sustaining change. The transformational actions are 

grounded in cognitive and behavioral research and focuses on frame breaking change and 

development of a new normative order. He theorizes that transformational actions works 

best with "a relatively mature, responsible, committed, stable, and immensely thoughtful, 

and talented group of followers which I call collaborators" (Pisapia, in process). 

Political actions are grounded in the sociological understandings of organizations 

and followers are seen as competitors. The political approach is particularly suitable for 

an organization where "muddling through" is the norm rather than selecting and carrying 

out the best possible alternatives. The ethical frame "houses the moral compass of 

leaders," and followers are viewed as colleagues. Ethical actions are seen as a good 

antidote to a politicized environment. Ethical leaders "seek to create cultures that are 

people centered, supportive of ethical work and provide opportunities for others to take 
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responsibility" (Pisapia, in process). Table 1 represents further comparisons through the 

frames working to illustrate major differences between lack of the four adaptive actions. 

Table 1 

Differences Among the Four Adaptive Actions 

Transformational Managerial Ethical Political 

Theoretical Cognitive/Behavioral Behavioral Educational, Sociological 
Grounding moral, and 

human frames 

Images of Leader of Leaders Bureaucrat/ Hero Activist Partisan Leader 
Leadership Or Prince 

Slogan "Change is "Effectiveness and "Lead from Best "Keep the People 
inevitable" Efficiency" Practice" and Affected as 

common good Satisfied as 
Possible" 

Leadership Holistic approach Rational approach Moral approach Pragmatic/ 
Approaches Utilitarian 

Approach 

Followers Collaborators Subordinates Colleagues Competitors 
Challenge Status Quo Change Shared-Values Survival 

Priorities for Developing members Developing members Developing Developing 
Organization's into leaders into good workers empowered relationships 
Members members into 

colleagues 

Motivator Compelling vision Achievement/Equity Spiritual Expectancies and 
and persuasive Intuitive and rewards 
stories moral appeal 
Intuitive and exciting 
appeal 

(table continues) 
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Table 1 (continued) 

Transformational Managerial Ethical Political 

Communication Formal and Informal Formal Personal InformaVGrapevine 
communication 

Decision-making Conceptual-broad in Behavioral-concern Ideal-concern Analytical-
style their looking for long about achievements about best information 

run and creative and practices dependent and 
solution · acceptance/compliance adaptive 

Focus Change and ' Creating a smooth- · Connecting the Allocating 
development of new running organization organization's authority and 
normative order 

,. 
need for change resources through 
or stability with the use of power, 
what is the best authority and 
practice influence 

Concern Organization ' s Operation Right and wrong Power/Competition 
Direction 

Emphasis Where are we going How things are to be Do the right Do what is possible 
and what needs to be done and thereby things right 
realigned to get us maintaining control and 
there increasing efficiency 

Do things faster and 
more productively 

Source of Control Trust I commitment Rules and Regulations Codes of Ethics Bargaining & 
Reward.s/Punishment Moral Principles, Negotiating 

Norms Accommodating 
Conflict Resolving 

Actions Team-work Establishing routines or Understanding Developing power, 
Coordinating policies, which wiJJ problems and and building 
Collaborating ensure more reliable issues from coalitions and 
Self management behavior on behalf of different point of networks, finding 
Empowering goals via command, views, decide the the sources of 

control, directing importance and power, promoting 
what can be consensus building, 
compromised, and bargaining 
push against 
policy limits by 
inserting values 
and data into 
discussions 

(table continues) 
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Table 1 (continued) 

Works Best In 

Strength(s) 

Weakness(es) 

Transformational 

Relatively mature, 
responsible, 
committed, stable, 
and immensely 
thoughtful , and 
talented group of 
followers 

Complex 
environments 

Works from inside 
out, and significantly 
affect the feeling, 
thought and 
behaviors of 
followers 

Enormous complex 
task for transformers 
to create change and 
maintain stability 

Adapted from Pisapia (in process) 

Managerial 

Stable Environments 

Maximizing the people 
and resources to benefit 
the organization 

Significant changes are 
hard to promote since 
internal stability is the 
goal 

Ethical Political 

All environments Messy or chaotic 
organizations 
where "muddling 
through is the norm 
rather than carrying 
out best possible 
alternatives 

High place on 
values and ethics, 
and conscientious 
decision-making 

Too much 
emphasis on 
individual 
perspectives may 
neglects the 
organization's 
need 

Knowing what is 
right and how to 
do it correctly is 
extremely 
difficult, 
especially in 
complex 
environments 

Complex 
environments 

Powerful skills in 
tradeoff and 
bargaining to bring 
people into the 
coalitions/networks 

Inadequate to bring 
substantive 
changes to 
organization 

Reactive rather 
than proactive 
model of operation, 
particularly in the 
absence of ethical 
compass to guide 
direction 

According to Pisapia, one of the first decisions leader make is between the 

organization's need for stability and change which he describes through a change 

pyramid of deciding between frame sustaining and frame breaking change. Continuing 

his analysis of the use of strategic leader actions, Pisapia discusses the use of these 

actions when considering frame sustaining and frame breaking change. He theorizes that 
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when leaders are faced with situations where stability or procedural change is required 

they should employ frame sustaining behaviors such as managerial leadership actions. On 

the other hand if transformative frame breaking change is required they should employ 

transformational leadership actions. To guide leaders in making these choices, he creates 

his pyramids of action. If the decision is to sustain the current frame then the leader 

applies managerial, political and ethical actions. On the other hand, if the decision is to 

break the current frame then the leader applies transformational, political and ethical 

actions. Thus in both cases, frame sustaining or frame breaking, the managerial or 

transformational leader actions are balanced by the tension between political actions and 

ethical actions. In describing the tension between managerial and transformational 

change, Pisapia clearly explains: 

Strategic leaders and their colleagues accept the inevitability of change and the 

need to reexamine their internal beliefs, mental models and understanding of its 

impact on organizational life. They promote managerial change to maintain 

present success, make the machine run faster, more efficiently and more 

productively. I call this frame sustaining change. But they also promote 

meaningful, momentous, transformational (frame breaking) change as a way to 

provide long-term stability to their organization. (Pisapia, in process) 

Leaders' success. In general, the term "success" and "effectiveness" have often 

been used interchangeably to describe leaders' outcomes and assumed to be equivalent. 

However, writer such as Luthans (1988) had clearly distinguished the differences 

between successful and effective leaders. Successful leaders according to him refers to 

"those who have been promoted relatively quickly," while effective leaders as "those 
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who have satisfied committed subordinates, and high performing work units" (p. 137). 

According to Kim and Yuki (1995), most of the research on leadership theory and 

behavior deals with the outcomes of leadership effectiveness rather than success. 

According to Kolb, Osland, and Rubin (200 1), to be successful or effective, 

today's managers must possess the capacity to analyze complex situations accurately and 

choose appropriate responses. This is what Pisapia means when he says strategic 

leadership is defined as the ability to make consequential decisions about direction, 

strategy, actions and then successfully carry them out. Weick (1995) considered such 

pragmatic thinking and action to be basic to the success or effectiveness of an executive. 

According to Bass (1990), successful executives are those who are able to "unite the 

intuitive and the rational and respond to behavior, not intentions or preconceptions" (p. 

106). In his later writing, he maintained that in order to be effective and successful, 

leaders need to be "truly transformational in identifying and publicizing the inadequacy 

of defensive pseudosolutions" (p. 43). He believed that in order for leaders to be 

successful or effective in crisis conditions, they must be transformational---able to rise 

above what their followers see as their immediate needs and appropriate reactions. 

According to him, instead of catering to the group's immediate needs and fears, leaders 

need to calm the demands for hasty change effective and successful; leaders need to be 

"truly transformational in identifying and publicizing the inadequacy of defensive 

pseudosolutions" (p. 43). Another scholar, Maccoby (2001) found that there are five 

interrelated elements or competencies (foresight, systems thinking, visioning, motivating 

and partnering) that make up successful leaders. According to him, some leaders score 

well on different elements; a few notable leaders like Gates, Andy Grove and Jack Welch 
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seem to score highly on all of them (Maccoby, 2001). 

Leader success in this study is measured based on followers' perceptions of their 

leaders. It measures leader success through the variables of (a) successful provision of 

value to the organization (Collins, 2001; Selznick, 1957); (b) success in meeting the 

goals of the organization's mission or vision (Bass, 1990; Bass & Avolio, 1994; Collins, 

2001; Collins & Porras, 1997; Kotter, 1996; Leithwood, Jantzi & Steinbach, 1999; 
I 

Rountree & Marsh, 1997; (c) bringing about change i'n the organization (Collins, 2001; 

Kotter, 1996; Leithwood, Jantzi & Steinbach, 1999 ); (d) maintaining an orderly work 

environment (Bums 2004; Heifetz, 1997 ); (e) satisfying the needs of the organization ' s 

internal stakeholders (Barnard, 1938; Bass & Avolio, 1990; Bass & Avolio, 1994; Bums, 

1978; Collins, 2001; Kotter, 1996; Leithwood, Jantzi & Steinbach, 1999); (e) satisfying the 

needs of the organization's external stakeholders (Bums, 1978); and (f) empowering 

followers (Kotter 1996; Leithwood, Jantzi & Steinbach, 1999; Senge, 1990). 

Organization's environment as perceived by followers. In this study, the 

organization's environment whether it is chaotic, stable etc., is determined through the 

perception of the followers. According to Pisapia, order and chaos are two extreme 

environments found in and around systems. According to him, orderly systems have little 

interaction and flexibility among its elements and tend to lead to rigidity, stubbornness 

and conformity. Chaotic systems, on the other hand, have few standards, and lead to 

disarray, disorder and dismay. Complexity is a state between order and chaos; this is 

where systems seem to operate best. 

A wider array of strategic leadership actions is thought to be necessary in 

environments that are grounded on the principle of complexity. In these complex 
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environments, Pisapia believes that productive organizations need to interact with their 

environment continuously and adjust themselves based on the feedback received, thereby 

shifting the focus to interdependence and adaptation. It is necessary that leader in this 

environment are able to shift leadership practices in operating in isolation from their 

environment to operating within an environment to accommodate, adapt or conform. 

Kolb et al. (2001) claimed that the organizational environment variable is an 

important factor influencing how the leader behaves. They believed that environmental 

uncertainty is high when information on environmental factors is insufficient and it is 

difficult to predict what will happen. Thus, in this context that the situation or the 

environment, dictates the choice of structure and the way the communication is 

implemented in the organization, and not vice versa. For example, Duncan (1979) 

suggested that organizations that are complex and unstable are more likely to 

decentralize, and promote team-working, as well as establishing numerous departments 

and boundary spanners, while organizations that are simple and stable are more likely to 

centralize and become more formal, with only a few departments. 

Leaders' demographics. Demographics refer to the demographic variables that 

will be analyzed in the study (a) gender (b) age (c) academic level (d) academic 

discipline, and (e) academic background. Demographics have been included in the study 

of leadership for many years. It is connected to the idea of traits that believed in the 

"great man" theories (Northouse, 2001) that emerged in the early 1900s. Bass (1990) had 

reported that in the early 20th-century factors such as age, weight, height, as well other 

factors such as fluency of speech, talkativeness, and intelligence had been used in the 

study of trait leadership between 1904-1947. He concluded that in spite of considerable 
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negative evidence, the general trends of the results suggested a low positive correlation 

between leadership variables such as age, height, weight, and physique (Bass, 1990, p. 

75). 

In contradiction to the belief in masculinity as an important factor of leadership 

success, researchers in the past 20 years have built a large body of research to address 

fundamental questions of women leadership (Northouse, 2001). These questions are: Can 
I 

women be leaders? Do leadership behavior and effectiveness differ by gender? And, if 

the answer is yes, why are there so few women in the top leadership position in 

organizations? In a research done by Eagly (1991), consistent differences between males 

and females were found in leadership styles, particularly, women leaders tended to be 

more democratic and participative than their male counterparts. Bass (1998) reported 

three studies done using the Multifactor Leadership Questionnaire (Form 5), which 

revealed that some of the differences favoring woman leaders in transformational 

leadership were small and some failed in statistical significance. However, according to 

Bass, in all four studies, the women leaders attained higher scores for all four components 

of leadership: charisma, inspirational motivation, intellectual simulation, and 

individualized consideration (Bass, 1998, p. 74). 

According to Karambaya (1991); Okimoto (1998), organizational research on 

gender and leadership does not apply to people of color, people with disabilities, or 

people with gay or bisexual orientations because of the interpretation male and female, 

masculinity and femininity are very much influenced by different by cultural or 

backgrounds. It is obvious that research in cross-cultural settings has always been 

interesting subject to explore. Other demographic factors (education level, academic 
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discipline, academic background, and organizational level) are included in this study to 

address the researcher's interest, based on the belief that there are cultural differences. 

Even literature reviews have difficulty figuring out studies that address demographic 

factors in leadership. 

Based on the foregoing, the present study was designed to examine the responses 

of faculty at two Malaysian and one American University through the use of Pisapia' s 

Strategic Leadership Model. It explores changes in leader actions to determent if 

successful University Deans use a wider array of leader action sets than less successful 

Deans, particularly in complex contexts. It is anticipated that the level of use of the 

strategic action sets posed by Pisapia leads to greater degrees of success in complex 

chaotic environments. This assumption was tested in this study and is depicted in Table 2. 

Table 2 

The Anticipated Effect of the Use of Strategic Leadership Actions 

Leader Actions Stable Contexts Complex, Chaotic Contexts 

Wide Array Less Successful Successful 

Narrower Array Successful Less Successful 

Methodology 

Research design. The design of the study is both descriptive and correlational and 

it investigated the use of strategic leadership's actions by the academic leaders in 

Universiti Teknologi Malaysia (UTM), Universiti Putra Malaysia (UPM), and Florida 

Atlantic University (FAU). Using a questionnaire, called as Strategic Leadership 
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Questionnaire or SLQ, which was constructed and developed based on Pisapia's strategic 

leadership theory, the research questions were addressed. 

Study population. The study was conducted in two Malaysian universities (UTM 

and UPM) and FAU. These two universities are chosen by the researcher due to the 

expectation that past experiences and relationships with these universities can ensure 

maximum cooperation and participation in the data collection process in the study. 
I 

The leadership actions of the college Deans are the unit of analysis for this study. 

A stratified sample of faculty members reporting to the Deans was used to collect data on 

the Dean's use of the adaptive actions of strategic leadership. The number of colleges in 

UTM, UPM, and FAU was 10, 13, and 8 respectively, which brings the total of 31 

colleges. As the research was trying to figure out the academic staffs' perceptions toward 

their Deans' use of strategic action sets and success, it was important that every level of 

academic hierarchy was involved. Therefore, academic staffs (excluding tutors) in these 

colleges were divided into three major categories (a) Deputy Deans/Full Professor, (b) 

Associate Professors, and (c) Lecturers or Assistant Professors; with two members were 

selected randomly from each category. Details about the study population are provided 

in Chapter 3. 

Instrumentation. The SLQ questionnaire was constructed by a collaboration 

between Pisapia, Reyes-Guerra and the researcher (2005) through three phases (a) 

literature review and construction of items to represent all four leader's adaptive actions 

(b) validation of items in the instrument, and (c) reliability testing of the instrument. 

The first phase was the literature review and the construction of preliminary 

statements to illustrate the four strategic leadership action sets. These statements were 
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used as items in the Strategic Leadership Questionnaire (SLQ). The items were 

constructed from the literature, Pisapia's articles and writings; few of the items were 

extracted from the Strategic Thinking (STQ) survey (Pisapia, Reyes-Guerra & Y as in, 

2006). There were also demographic items added in order to investigate the leaders' 

background. Details about these items are discussed in Chapter 3. 

In the second phase, the questionnaire was reviewed by a panel of experts to 

establish its face validity. Based on their suggestion, corrections or recommendations 

were made to items in the questionnaire, improved and finalized, before being submitted 

to the Internal Review Board (IRB) at Florida Atlantic University, along with the 

research proposal for approval. In order for the research to be conducted in Malaysia, 

approvals were also received from the Economic Planning Unit of the Prime Minister 

Department, as well as from the universities involved. 

In the third phase, the questionnaire was field tested for reliability so it could be 

used in a research setting. Further details of the process mentioned above are explained in 

Chapter 3. 

Data collection. In the data collection process, the questionnaires were distributed 

to study participants in these universities (UTM, UPM, and FAU), along with specific 

instructions on how to answer and return the questionnaires. The researcher then 

followed-up with emails or phone calls to encourage each individual to respond. In 

addition to the data gathered through questionnaires, information regarding leaders' 

demographics was obtained from the colleges through a separate form. The researcher 

traveled to these two universities to gather the questionnaires and to thank each of the 
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individuals who participated in this research. More details about the data collection 

process are addressed in Chapter 3. 

Data analysis. The data was compiled and analyzed using the Statistical Package 

for the Social Sciences (SPSS) version 11.0. Using this software, the degree to which the 

leaders' use of actions was determined and correlated with leaders' success as perceived 

by the followers was investigated. In addition to that, the organizational contexts and the 

demographic variables were added to the analysis to determine their effects on the 

relationship between the leaders' use of the action sets and leaders' success. Details about 

the data analysis are further explained in Chapter 3. 

Limitations/Delimitations of the Study 

There are several limitations and delimitations to this study, which include but not 

limited to the followings: 

1. It was assumed that every leader and followers sampled was willing to 

participate in the study and accurately and candidly expressed their answers when 

responding to the instrument. However there are possibilities that some subjects chose 

not to participate due to personal reason. 

2. The Malaysian participants are presumed to have adequate English 

proficiency to answer the questionnaire since most Malaysian professors have obtained at 

least one of their educational degrees from English speaking country. 

3. The study was based on a model that tries to identify leaders' actions in 

organizations. However, the "leaders" in the study are officially appointed by the 

university's administration, which is somewhat contradictory to some definitions of 

"leaders" found in literature. There is a possibility that the sample selection could lead to 
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individuals whose attributes may not really represent the concept of "leaders" that the 

study tries to examine. Samples might display strong administrators' rather than leader 

attributes and this may (or may not) affect the research finding to some degree. 

4. The distance between Florida and Malaysia limited the communication and 

questionnaires collection effort. Only two to four weeks was provided for the distribution 

and collection of the questionnaires. The researcher made sure that high percentages of 

returned questionnaires resulted in this study. Therefore, the questionnaire was also 

placed online so that it could be accessed and answered by respondents in Malaysia 

through the website. 

5. The number of sample was relatively small to allow the generalization of the 

findings to all leaders of all levels in the organization. As the focus of the research is to 

develop the instrument, sample size was not addressed by researcher in this study. 

Chapter Summary 

This chapter introduced the important aspects of the research such as the research 

problem, purpose of the study, conceptual framework, and methodology used in this 

research. Chapter 2 presents the development of the research questions and the 

conceptual framework. Chapter 3 explains in further detail the methodology as well as 

the hypotheses involved in this study. Chapter 4 presents the statistical analysis of the 

data and results. In Chapter 5, findings, conclusions and recommendations are presented 

based on the results of the study. 
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Chapter 2 

Literature Review 

The purpose of this study was to examine the use of strategic leadership action 

sets (transformational, managerial, political, and ethical) by Deans in two Malaysian 
I 

public universities and one American University. The. study explored the use of these 

action sets to determine if successful University Deans use a wider array of leader actions 

than less successful Deans, particularly in complex contexts. The variables identified in 

the conceptual framework found in Chapter 1 guided this study- strategic leadership 

actions- success - context - demographics - providing the structure for this review of 

literature. 

First a general introduction leadership on higher education institutions is 

presented. Then the development of leadership paradigms is introduced and explored. 

This introduction is followed by discussions of transformational, transactional, 

managerial, ethical and political leadership paradigms, which have contributed to 

Pisapia's leadership thoughts. Then the key concepts of Pisapia's Strategic Leadership 

paradigm are presented and discussed in detail. 

Leadership and Complex Issues in Higher Education Institutions 

According to Pisapia the lack of conceptual clarity in the leadership literature, 

combined with the fact that many higher education leaders come to their positions from 

discipline-based roles, results in many cases with an inability within higher education 

institutions to meet the institutional and societal demands placed on them. Higher 

32 



education leaders, according to him, may have read about leadership but have not been 

trained in the basic constructs that underlie leading people and organizations in today's 

complex education institutions. 

Albert Vicere (2003), a professor of strategic leadership in the executive 

education program in the Smeal College of Business at The Pennsylvania State 

University, concurs that leadership in the university system is much more complex than 

in a business. Even though universities have adapted business practices and become 

"corporatized," disconnect between senior management and faculty because the academic 

environment is much more complex than the internal environment found in the corporate 

world. A good example of a complex issue brought forward by business practice is the 

implementation of distance learning courses in higher education. These distance learning 

programs have stirred up quite a sizeable debate. Opponents argue that distance learning 

is influenced by the attempt to increase the number of courses offered and thereby 

increase student enrollment at the expense of the quality of teaching and learning. 

Proponents disagree, since the practice is clearly influenced by the funding process. 

Issues like this one are hard to ignore. On one perspective, the quality of education is 

important but looking at other factors such as the changing demographics of higher 

education students, fiscal challenges, increased emphasis on use of technology in 

program delivery by the state, and competition from private and proprietary institutions, 

leaders need to find the best approaches to adapt and bring a win-win solution; this is a 

hard thing to achieve. 

According to Senge, McCabe, Lucas, Smith, Dutton and Kleiner (2000), in this 

kind of situation, leaders need to adapt to the environment and change and recreate it into 
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a more successful and purposeful collaborative environment. However, as Pisapia (in 

process) notes, one of the mistakes many leaders make is to focus on projects rather than 

processes in building learning organizations capable ofadapting to chaotic environments. 

Often these projects are based on scientific thoughts and experiments that always have 

had a strong influence on administrative practice and theory (Overman, 1996), rather than 

on human factors. 

Good illustrations of the faddish projects higher education leaders seem to be 

enamored with are Total Quality Management (TQM), Management by Objectives 

(MBO), Quality Control (QC) etc.), and strategic planning. All of these practices stem 

from the business schools, and have proven to produce mixed results in higher education 

institutions (Cutright, 1999; Swen, 1992; Schmidtlein & Milton, 1990). While these 

practices focus on the improvement of the quality of services, they are based on the 

assumption that organizations work like machines in stable environments. They work 

well in "mechanistic" organizations where there are high levels of certainty and high 

levels of agreement. Furthermore, these illustrations are implemented in mechanistic and 

rigid ways which doesn't mesh well with the academic culture. For example, the idea of 

strategic planning is good since it establishes the organization's overall goals, and seeks 

to position the organization in terms of its environment. However, the formulation of the 

operational plan, long term plans, short terms plans, specific plans, directional plans, 

single use plans, and standing plans (policies, rules and procedures) has been so rigid that 

critics claim that strategic planning is not able to cope with uncertainty and change due to 

the fact that the planning relies heavily on rational and linear assumption of cause and 

effect, rather than the events in the organization (Shipengrover, 1996). These fads have 
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led many higher education faculty to wonder why these practices, started in the 

production sectors, are being brought to academia. 

Birnbaum (2000) disagreed with the implementation of fads such as those noted 

above to address changes in higher education institutions. Birnbaum argued that fads 

have failed since they were based upon invalid premises that organizations are rational 

and not complex, possessing clear goals and operating via an understandable (and 

therefore manipulable) causality. Robbins and Coulter (2002) agreeing with Birnbaum, 

noted that it's the organic nature of higher education institutions which leads to 

complexity and non-linearity, with little certainty about how to achieve and realize the 

mission and vision. Based on the understanding of organizations as complex, Birnbaum 

and others preferred to focus on leadership, improper implementation of ideas, and lack 

of resources as ways to move higher education institutions forward. 

Introduction to Leadership 

Leadership is a simple word with complex ideas commonly used to simplify 

solutions to big problems in organizations. James MacGregor Bums noted in his seminal 

1978 book, Leadership, that leadership is the most observed phenomena on earth. 

Bernard Bass (1990), a disciple of Burns in his classic Bass and Stogdill's Handbook of 

Leadership: Theory, Research, and Managerial Applications concluded that leadership is 

a universal phenomenon in humans. Actually, since the term leadership was introduced, 

there are more than 7,000 books and articles written on leadership (Kolb et al., 2001), and 

there are as many as 65 "different classification systems" to explain the dimension of 

leadership (Northouse, 2001). Rost (1993) reported in his research that where he found 

2221 scholarly definitions of leadership from 587 books, book chapters and journal 
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articles written from 1900 to 1990. Pisapia (see Table 3) selected fifteen definitions of 

leadership that tell the story of the changing nature of leadership over the last eighty-five 

years. He sees leadership "as a process in which leaders attempt to influence followers 

and vice versa to accomplish a desired goal" (Pisapia, in process). 

Table 3 

Leadership Definitions Through the: Years 
I 

DEFINITIONS 

1. Succeeding in getting others to follow (Cowley, 1920). 

2. The ability of a superior to influence the behavior of a subordinate or group 
and persuade them to follow a particular course of action (Chester Bernard, 
1938). 

3. One form of dominance in which the followers more or less willingly accept 
direction and control by another person (Young, 1946). 

4. The initiation of a new structure or procedure to accomplish organizational 
goals and objectives (Lipham, 1964). 

5. The ability to effectively influence the actions of people. The dynamics of 
influence process is a function of the personal characteristics of the leader, his 
followers, and the nature of the specific situation (Richards & Greenlaw, 
1966). 

(table continues) 
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Table 3 (continued) 

DEFINITIONS 

6. Those activities engaged in by an individual or members of a group which 
contribute significantly to ... development and maintenance of role structure 
and goal direction, necessary for effective group performance. The focus of 
leadership is on increasing the performance effectiveness of the group 
(Stodgill, 1974). 

7. The process in which an individual takes initiative to help a group to move 
toward production goals that are acceptable, to maintain the group, and to 
dispose of the needs of individuals that impelled then to join the group (Boles 
& Davenport, 1975). 

8. The reciprocal process of mobilizing, by persons with certain motives and 
values, various economic, political and other resources, in a context of 
competition and conflict, in order to realize goals, independently or mutually 
held by both leaders and followers (Burns, 1978). 

9. The ability to capture the attention of people, to get people thinking about the 
things you as a leader think are important (Richard Cyert 1985). 

10. An influence process whereby one gains the trust and respect of subordinates 
and moves them toward goals (Lt Gen Walter F. Ulmer, 1987). 

11. The art of influencing and directing people in such a way that will win their 
obedience, confidence, respect and loyal cooperation in achieving common 
objectives (U. S. Air Force, 1988). 

12. Designing a learning process, by which people can deal productively with the 
critical issues they face (Senge, 1990). 

13. The ability to work with people and through people to attain the goals of the 
organization (Sergiovanni, Burlingame, Coombs, & Thurston, 1992). 

14. Actions which focus resources to create desirable opportunities. Actions refer 
to any behaviors that result in desirable organizational outcomes (Campbell, 
1991). 

15. A process that occurs within the minds of individuals who live in a culture --a 
process that entails the capacities to create stories, to understand and evaluate 
these stories, and to appreciate the struggle among stories (Gardner, 1995). 

Source: Pisapia, J. (In process) 
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Chronology of Leadership Theories 

As indicated above, many writers and scholars have been trying to give new 

definitions and perspectives to leadership. The chronology of leadership thought in the 

last seventy years can be viewed as a series of paradigm shifts. In these paradigm shifts, 

the definitions and descriptions of leadership have changed as the environment in which 

leaders work has changed. The first leadership paradigm came from psychologists who 

believed that leaders were born with certain innate qualities and characteristics and that 

these traits are assumed to be inherited capacities. We are either born a leader or a 

follower. The theory identifies several traits that can be associated with a leader such as 

confident, alertness, persistence, sociability, masculinity, integrity, enthusiastic, decisive, 

charismatic, willingness to lead, motivation, intelligence, and etc. This theory was 

prevalent prior to the 1940's and continues to have some, but diminished, support today. 

However, Northouse (2001) contends that the trait approach is still relevant and alive; 

however, it has shifted from emphasis on qualities of great persons to the impact of 

situations on leadership, and "shifted back to reemphasize the critical role of traits in 

effective leadership" (p. 16). 

In contrast to trait theories, the behavioral theories argue that leadership is a set of 

behaviors that can be taught; so literally, leaders can be made. This school of thought, 

which began in the early 1940s, has described leadership as a combination of skills and 

observable behaviors, such as initiating consideration and/or structure (Bass, 1985; 

Fiedler, 1974; Stogdill, 1974; Yukl, 1989); employee and job centered behaviors (Blake 

& Mouton, 1985), and task and relationship behaviors (Hershey & Blanchard, 1988). 

Likert ( 1967) and his team at the University of Michigan had identified two distinct styles 
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of leadership that they referred to as "job-centered" and "employee-centered." They 

interviewed leaders' followers and also used questionnaires with followers. Job-centered 

kind of leaders believe that employees are just a means to an ends (production of the 

product, profit) and that the best way to get them to do what we want is to closely 

supervise them and use rewards and coercion to communicate with them. This leader uses 

the legitimate/position of power as the basis of influencing employees. 

Employee-centered leadership thought believes that it is necessary to create a 

supportive work environment in order for workers to be successful in helping the 

company meet its goals. This leader is concerned with giving employees opportunities for 

advancement, growth, and for meeting their achievement needs. Employees are viewed as 

part of the team and leader believes that in order for the company to be successful, the 

individuals who work there must feel successful too (Blake & Mouton, 1985). 

During the late 1960s some behaviorist began to notice that just understanding 

what leaders did was not enough, without. the understanding of the right time to use the 

behaviors. This led to the emergence of situational leadership (Fiedler, 1967; Hershey & 

Blanchard, 1993) which professes that leaders behave the way followers dictate they 

should, depending on the situation at hand. 

There has been extensive research conducted on the behavioral approach. However, 

researchers failed to identify any core group of behaviors that could be associated with 

effective leadership (Bass, 1981; Bryman, 1992; Hersey & Blanchard, 1993). They also 

failed to convincingly establish a consistent connection between leaders' behaviors and 

performance outcomes, such as high morale, productivity, and job satisfaction (Bryman, 

1992). Critics of the behavior approach implied leader effectiveness relied on the follower, the 
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leader, or other situational elements (Bass, 1981; Hersey & Blanchard, 1993; Yukl, 1981). 

Despite these critics, the behavioral approach to leadership is still practiced in situations 

where there are hierarchical managerial authority relationships, and followers are seen as 

subordinates. 

The behavior-based theorists were followed by scholars seeing leadership as a 

sociological process. Sociologists use social exchange theory to base their perceptions of 
I 

leadership. At the foundation of these social theories are the uses of power, authority, 

influence, conflict, and transactions. Sociologists developed a series of power based 

models of leadership founded on the notion that legitimized power can be granted by the 

organization and established through the authority of the positions (Bums, 1978). Power 

can also be applied coercively through forcing people to do something against their will. 

Power can be exerted through influence when the leader shapes follower behavior 

through persuasion. 

The latest and most recent paradigm shift in leadership thinking is represented by 

the cognitive approach, which focuses on ideas and thinking processes, and the mental 

connection between the leader and follower. This cognitive approach focuses on people's 

mindset and thinking and cognitive capabilities such as mental models, reframing, and 

critical thinking, and how to utilize these elements to improve organizations. There are 

also other authors such as Topping (2000), who depicts Goleman's (2000) idea on 

Emotional Intelligence as the best current thinking of leadership that discusses a leader's 

effectiveness within organizations at the onset of the twenty-first century, where 12 

personal competencies are detailed based on self-mastery such as accurate self-

assessment, self-control, initiative, and optimism) and 13 key relationship skills such as 

40 



service orientation, developing others, conflict management, and building bonds are 

described. Nevertheless, Goleman's idea still represents a mutation of the trait and 

behavioral approaches discussed in previous paragraphs, with the added dimension of 

emotional intelligence in leadership. 

Transformational and Transactional Leadership 

Transformational and transactional leadership thought is a blend of the 

behavioral, sociological and cognitive schools of leadership. James MacGregor Bums, a 

Pulitzer Prize-winning Presidential biographer, coined the terms in 1978 to describe the 

relationship between leaders and followers. His theory emerged from Bums' histories of 

various political leaders. He described the transformational leaders as individuals who 

sought to satisfy the higher needs of the follower so that the follower reached their fullest 

potential. He made the point that the way leaders influenced followers is based on their 

shared sense of what is important, worth doing well, and expending energy. While 

believing that this type of leadership could be exhibited or copied by anyone at all levels 

and in any position within an organization, he believed that leadership was the ability to 

induce followers to act on certain goals that represent the values and the motivations, the 

wants and needs, the aspirations and expectations of both leaders and followers. 

According to him, the transformational leader looks for potential motives in followers, 

seeks to satisfy higher needs, and engages the full person of the follower. The result of 

transforming leader is "a relationship of mutual stimulation and evaluation that converts 

followers into leaders and may convert leaders into moral agents" (p. 4). 

Building on Bums' idea, other scholars (Bass & Alivio, 1992; Bennis & Nanus, 

1985; Deal & Peterson, 1994; Kouzes & Posner, 1996) extended the studies of 
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transformational and transactional leadership. Bass ( 1985) described that 

transformational leaders motivate followers to do what is beyond expectation by raising 

followers' awareness about the value and importance of goals, getting followers to 

transcend their own interests for the sake of organization, and by helping followers to 

address higher level needs. Bass (1998) argued that "evidence has accumulated that 

transformational leadership can move followers to exceed expected performance" (p. 2). 

Bass (1985, 1990) expanded Burns discussion .on transformational leadership by 

introducing four transformational leadership interrelated components: (a) charisma (b) 

inspirational leadership (c) individualized consideration, and (d) intellectual stimulation. 

He also proposed the term "idealized influence" to be used synonymously with 

"charisma" as the first component of transformational leadership. In his idea of 

charisma/idealized influence, he believed that genuine trust must exist between leaders 

and followers. According to him, if leadership is truly transformational, idealized 

influence (charisma) is characterized by high morale and ethical standards. Thus, trust for 

both leader and follower is built on a solid morale and ethical foundation. Bass's second 

component is inspirational motivation. Inspirational motivation provides followers with 

challenges and meaning for engaging in shared goals and undertakings. The leader 

portrays to followers what is right and needs to be done in order for all to move forward. 

The third component is intellectual stimulation, which helps followers to question 

assumptions and to generate more creative solutions to problem-solving. Vision provided 

by the leader will enable them to view the bigger picture to overcome any obstacles in the 

way of the mission. The final component identified by Bass was individual consideration, 

which treats each follower as an individual and provides coaching, mentoring and growth 
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opportunities for them. The next generation of leaders fulfills the individuals' needs for 

self-actualization, and self-fulfillment. This helps motivate followers to further 

achievement and growth in the organization. According to Bass (1998), "the truly 

transformational leaders manifest individualized consideration and convert crises into 

developmental challenges" (p. 42). 

Transactional leadership is a rather different concept than transformational 

leadership. It involves the exchange of rewards, such as tenure, promotion, security, 

recommendation and punishment for compliance. Some writers regarded the transaction 

process as a bartering process. Burns (1978) argued that in transactional leadership, 

persons engage in a relationship for the purpose of exchanging valued things, to pursue 

their own purposes and goals, and form temporary (or materialistic) relationships. Bass 

( 1985) contended that transactional leaders work within the organizational culture, the 

shared values and meanings of organizational members, whereas transformational leaders 

work to change subordinates' values and beliefs in order to change the organizational 

culture. 

Bass (1998) detailed transactional leadership through the inclusion of three 

factors; (a) contingent reward, (b) management-by-exception, and (c) Laissez Faire 

leadership. In contingent reward behavior, leaders engage in a constructive path-goal 

transaction of reward for performance. Transactional leaders clarify expectations, 

exchange promises and resources, arrange mutually satisfactory agreements, negotiate for 

resources, exchange assistance for effort, and provide commendations for successful 

follower performance. In management-by-exception, leaders' behaviors are divided into 

two types: active, and passive. In active management by-exception, leaders actively 
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monitor deviance and mistakes and take corrective action if they occur. In this case, the 

leader enforces rules in order to avoid mistakes. Active management by-exception is 

useful and effective in situations such as when safety is paramount and important. In the 

passive management by-exception, leaders wait passively to intervene until problems 

become serious. They wait to take action until mistakes are brought to their attention. 

This is practiced when leader are required to supervise a large number of subordinates 
I 

who report directly to leaders. The Laissez Faire Leadership is regarded as non-

leadership component where leaders avoid accepting their responsibilities, absent when 

needed and necessary decisions are not made. 

Although Burns (1978) and Leithwood (1994) found that most leaders were more 

transactional than transformational, Bass (1990), believed that the evidence pointed to a 

general rejection of Machiavellian approaches (the aims justify the means). He also 

maintained clearly that transformational leaders are more effective than transactional 

leaders in many ways: 

Overall, I hope to show that transformational leadership is more effective 

and satisfying than constructive transactions, and constructive transaction 

is more effective and satisfying than corrective ones. Passive leadership is 

least effective and satisfying. Leaders use all these approaches, but some 

do more than others in how they lead. Better leaders are transformational 

more frequently; less adequate leaders concentrate on correction and 

passivity. (Bass, 1998, p. ix) 

Although transformational and transactional leadership represents different 

concepts about leadership, they, however, compliment each other. Burns (1978) 
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perceived leaders as either being transformational or transactional. Bass (1990) stated 

"transformational leadership should account for unique variance in ratings of 

performance (or other outcomes) over and above that accounted for by active 

transactional leadership (Bass, 1990, p. 10). Later on, Bass and Steidlmeier (1998) 

suggested that the best practice of leadership is by using both transformational and transactional 

approaches. They believed that "most leaders have a profile of the full range of leadership 

that includes both transformational and transactional factors" (p. 3). 

Sergiovanni (1990) considered transactional leadership as a first stage and an 

effective way in getting day-to-day routines accomplished. Leithwood (1994) maintained 

that there is a clear difference between transformational and transactional leadership but 

doubted that transactional leadership will stimulate improvements in the long run. Bass 

(1998), however, believed that temporary satisfaction is important, especially in a 

stressful condition. Thus, it is up to leaders to evoke higher-level needs "to move 

followers into fully vigilant search for long term readiness" (Bass, 1998, p. 43). Pisapia 

(in process) believes that both leadership factors are important but are not powerful 

enough to meet the conditions facing 21st century leaders. Table 4 below presents basic 

differences between Transformational and Transactional Leadership. 
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Table 4 

Basic Differences between Transformational and Transactional Leadership 

Connection with 
subordinates 

Motivation of 
followers 

Actions of Change 

Basis of Interaction 

Method to increase 
involvement 

Transformational 

Leadership 

Recognizes subordinates 
needs and self interests and 
developm~nt 

Looks for potential motives in 
followers, seeks to satisfy 
higher needs, and engages the 
full person of the follower 

Works to change 
subordinates values and 
beliefs in order to change the 
organizational culture. 

Morality 

Empowerment 

Environment that it fits Chaotic and messy 
in environment 

Transactional 

Leadership 

Encourages subordinates' 
involvement in goals 
achievement 

Exchanges valued things, as 
well as conscious of each 
other's power and pursue their 
own purposes and goals, and 
form temporary (or 
materialistic) relationships 

Works within the 
organizational culture, the 
shared values and meanings of 
organizational members 

Mutuality 

Reward 

Stable environment where 
rules and regulation are well 
followed 

Beginning 1985, Bass developed an instrument to measure both transactional and 

transformational leader behaviors and the relationship between leader's styles and work 

unit effectiveness and satisfaction. The instrument created, the Multifactor Leadership 

Questionnaire (MLQ), was conceptually and empirically constructed through extensive 

observations, interviews, factor analyses, as well as descriptions of ideal leadership 

gathered from leaders and followers, which were then refined and validated to reflect the 
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dimensions of transformational and transactional leadership. By using Bums' initial ideal, 

141 behavioral statements were produced, and "eleven judges agreed on 73 as 

representing transformational or transactional" (Bass, 1998, p. 12). Factor analysis and 

partial least square analyses were done to support the components that emerged. 

The MLQ has since acquired the reputation as the primary quantitative instrument 

to measure the transformational/transactional leadership constructs. Looking into the 

literatures, it is obvious that studies on transformational and transactional leadership by 

Bums and Bass were all done most exclusively in the military, political or business 

environments, but not in educational settings such as schools and universities. However, 

Leithwood and Jantzi's (1997) studies, based on their own interpretation of 

transformational and transactional factors, showed similarities in transformational 

leadership, whether it is in a school setting or a business environment. 

There have been several modifications to the original concepts of transformational 

and transactional leadership proposed by Mac Gregor Bums in 1978. This began with 

Bass's (1985) proposal of the two-factor theory, in which transactional and 

transformational leadership represent opposite ends of the leadership continuum; and was 

continued by his proposal of the Model of Full Range of Leadership (Bass, 1998) that 

included Laissez Faire as a component of transactional leadership. Other scholars, such as 

Gronn (1996), Hipp & Bredeson (1995), and Leithwood (1994) have also contributed 

with different approaches to transformational and transactional leadership. For instance, 

Leith wood had managed to expand the research in education settings based on Bass's 

belief on the continuum between transactional and transformational leadership, and 

managed to come out with description of transformational leadership based on six 
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dimensions (a) vision and goals (b) providing intellectual stimulation (c) offering 

individualized support (d) symbolizing ethical practices and values (e) demonstrating 

high performance expectations, and (f) developing structures to foster participation in 

school decisions (Leithwood, Jantzi, & Steinbach, 1999). 

Pisapia (in process), in his theory of strategic leadership, moves from reliance on 

' 

the two factor model of transformati0nal and transactional to a four factor approach that 
I 

incorporates transformational and transactional leadership with two other factors, 

managerial and ethical factors. He also decouples transactional leadership from 

management and reclassifies it as a political factor. Table 4 illustrates a general 

comparison of the ideas between the four scholars, Bums, Bass, Leithwood, and Pisapia. 

48 



Table 5 

Differences Among Burns, Bass, Leithwood, and Pisapia on Transformational and 

Transactional Leadership 

Concept of 
Leadership 

McGregor Burns 

Blll11s views 
transformational 
leadership and 
transactional 
leadership as opposite 
ends of a single 
continuum with 
transactional 
representing 
ineffective behaviors 

Sees leader as either 
being transactional or 
transformational 

Bernard M. Bass 

Leader displays 
various patterns of 
leadership behaviors 
along a continuum. 
Bass' continuum of 
leadership styles ranges 
from the ineffective 
and inactive style 
termed laissez-faire 
to the most active and 
effective style termed 
transformational 
(Bass, 1998) 
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Kenneth Leithwood 

Holds Bass' ( 1985) 
belief on two-factor 
theory, the continuum 
between transactional 
and transformational 
leadership. 
Leithwood identified 
six factors that make 
up transformational 
leadership (a) 
building school 
vision and goals (b) 
providing intellectual 
stimulation (c) 
offering 
individualized 
support (d) 
symbolizing ethical 
practices and values; 
(e) demonstrating 
high performance 
expectations, and (f) 
developing structures 
to foster participation 
in school decisions 
(Leithwood, 1994; 
Leithwood, Jantzi , & 
Steinbach, 1999). 

John Pisapia 

Leadership is a 
multi-factor 
approach that 
balances between 
transformational 
(need for change), 
managerial (need 
for stability), 
political realities 
that exist 
(transactional), and 
ethical nature of 
the task. 

(table continues) 



Table 5 (continued) 

McGregoc Burns Bernard M. Bass Kenneth Leithwood John Pisapia 

Idea on Transfonnationalleader 'Transformational In line with Bums' Views the 

Transfor- seeks to satisfy higher leadership is an original thought. transformational 

mational needs, in terms of expansion of Transformational leadership as an 

Leadership 
Maslow's (1954) need transactional leaders pursue three opposite end of 
hierarchy and engages Leadership" (Bass, goals: helping staff managerial 
them in mutual stimulatio1 1998, p.4) members develop and leadership. In ocder 
and elevation that maintain a to be effective 
"converts followers into collaborative school leaders should be 
leaders and may convert culture; fostering able to balance 
leaders into moral agents:, teacher development; transfonnational 
while at the same time and helping leadership with 
recognizes the need for organizational managerial 
potential follower" (Bass, members to solve leadership. 
1990, p. 23) efficiently solve 

problems together. 

Idea on Views transactional View transactional Views transactional 

Transactio- leaders as bargainers oc leaders as pursuing a leadership as being Transactional 

nal bureaucrats, legislative cost benefits, economic concerned with carrying leadership is 

Leadership 
leaders who approach exchange to meet out the day-to-day viewed as political 
followers with an e)e to subocdinates' current operational duties of an leadership, where 
exchanging one thing material and psychic organization and leaders negotiate, 
foc another needs in return for synonymous with barter, and do 

"contracted" services management trade-offs foc 
rendered by the (Transactional is followers' 
subocdinate viewed as managerial) compliance 

Views transactional Views transactional 
leadership as leadership does not 
"prescription foc result in improved 
mediocrity'' especially performance or 
if the leader was commitment 
passive (Bass, 1990) (Leith wood & Jantzi, 

1999). 

(table continues) 
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Table 5 (continued) 

McGregor Burns Bernard M. Bass Kenneth Leithwood John Pisapia 

Moral Views transfonnational Transfonnational Believes on the idea Pisapia addresses 
and leadership as one that leadership is not of organizational ethical and moral 

Ethical was necessarily necessarily beneficial culture that includes concerns ina 

Issues elevating, furthering or (non-evil) norms, values, dimension that he 
what was good rather leadership (Bass, beliefs, and refers as ethical 
than evil f<r the person 1990) assumptions that leadership. 
and the polity shape members 

decisions and He believes there 
practices. also must be balance 
depends on the between the 
extent to which they ethical or 
are shared, through professional 
"learning nature of the task 
environment" and and the political 
the "consensus and realities that 
cooperative planning exist 
"to which 
Scheerens ( 1992), 
and Creemers and 
Reetzig (1996) refer. 

Research Political leaders Military, business, Schoolenvironrrxnt Non profit and f<r 
settings and educational (including leaders, profit settings 

organizations (Bass, students and 
1998) stakeholders) 

The transformational and transactional leadership discussion by Bums, Bass, 

Leithwood, Pisapia and other scholars has changed the focus of behavioral leadership, 

from issues such as "autocratic versus democratic approaches" (Bass, 1985, p. 3), to 

issues that involves the interaction between leaders and followers, such as in the issue 

transactional exchange between the leader and the led and the benefits or self interests of 

the followers for compliance; to something which is more important, moving the 

followers to transcend their own interest for the good of the group, as portrayed by the 

idea of transformational leadership. Pisapia has extended the two factor transformational 

transactional notions by proposing a multi-perspective, four factor approach that 
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incorporates the discussion of transformational, managerial, ethical and political 

leadership onto one leadership paradigm. 

Managerial Leadership 

Before the term managerial leadership can be fully understood, the concept of 

management must be clarified. An early description of management was given by Henri 

Fayol, during the earlier part of the twentieth century. In his book published in 1916, 
I 

entitled Industrial and General Administration, the French industrialist proposed that all 

managers perform five management functions: planning, organizing, commanding, 

coordinating, and controlling. Long after that, another scholar, Mintzberg (1973) 

described managerial roles grouped into three primary areas: interpersonal roles 

(figurehead, leader, and liaison), informational roles (monitor, disseminator, spokes-

person) and decisional roles (entrepreneur, disturbance handler, resource allocator, and 

negotiator). Blake and Mouton (1985) who are famous with their managerial grid theory, 

listed seven managerial roles: planning, or~anizing, directing, controlling, staffing, 

management-by-objectives, and performance appraisal. Pisapia has simplified 

management roles into four: planning, organizing, allocating, and monitoring. 

Robbins and Coulter (2002) maintained that despite all these descriptions of 

management, the best and most realistic way to describe the functions that managers 

perform is to view them from the perspective of processes that managers are involved. 

They simplified the essential processes of management into four: planning, organizing, 

leading, and controlling. According to them, planning is related to defining goals, 

establishing strategy, and developing sub-plans to coordinate activities. Organizing is the 

process of determining what needs to be done, how it will be done, and who will do it. 
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Leading is about directing and motivating all involved parties and resolving conflicts. 

While controlling, according to them is the process of monitoring activities to ensure that 

they will be accomplished as planned. 

The classification of the management processes as proposed by Robbins and 

Coulter (2002) clearly placed management as the bigger concept while leadership was 

part or branch of the management processes. This is how leadership is normally espoused 

by scholars in the management schools. Contrary to this trend, Hersey and Blanch:rrd 

(1993) noted that "Leadership is a broader concept than management" (p.5). 

Other scholars in the field of organizational psychology, organizational behavior, 

and leadership such as Bennis and Nanus (1985), Rost (1993), Kotter (1996), and Kolb et 

al. (2001) rejected that one was more important and declared that leadership and 

management are different entities with distinct constructs. Yuki (1981) believed that even 

leaders and managers are different, managers can be leaders and leaders can be managers. 

Rost (1993), Kolb et al. (2001) and Zaleznik (1977) had a different interpretation. 

They maintained that leaders and managers exhibited two distinct types of behavior. For 

example, Zaleznik argued that not only are leaders and managers basically different types 

of people. Managers, according to Zaleznik have low emotional involvement or . 
.. 

consideration. In other words, managers are only concerned with rules and regulations 

and perceive problems only through black and white perspective. Leaders, on the other 

hand, are emotionally active and involved, especially in decision-making. Rost 

characterized leadership as the process of developing mutual purposes in an organization. 

Management is focused more on coordinating activities to get the jobs accomplished. 

Kolb et al. argued that leaders establish a vision, while managers do planning and 
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budgeting. Leaders according to him, focus on imaginative ideas, while managers focus 

on processes and systems. While leaders spend time and effort aligning people so that 

they understand and accept their vision and actions, managers ' focus on organizing and 

staffing. Leaders motivate and inspire others and managers focus on control and problem 

solving. 

Other discussions on the differences between the two concepts seemed to be more 
I 

moderate in approach. For example, Northouse (2001) proposed that there is a 

considerable amount of overlap between management and leadership. According to him, 

when managers are trying to influence members to meet their goals, they are involved in 

leadership, but when leaders are involved in planning, organizing, staffing, and 

controlling, they are actually involved in management processes. Another scholar, 

Topping (2002) argued that senior executives also need to manage, and managers, 

especially at or below the general manager level need to have the capability of being both 

managers and leaders. He introduced the slogan "Leading change as a manager; 

managing change as a leader" (p. 3). Using the proposed concept of "managerial 

leadership," he maintained that without diminishing the importance of good management, 

the critical need today is to enhance managers' leadership behaviors. 

Managerial leadership concept lies on the word inspiration. Managerial leaders 

are managers who can act beyond the regular duties of a manager and imbibe the 

"inspirational quality" that could create a motivated self-directed team that does not 

require his or her constant attention. Managerial leaders do not only use their formal 

authority to influence people but also other power sources, such as knowledge and trust, 

as a base to influence their employees. 
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Pisapia provides another explanation of the concepts by introducing in Figure 3 

the tension between rigid managerial practices and the true transformational leaders. He 

argues that the use of the managerial or transformational actions is dependent upon the 

leader's interpretation of the environment. If stability and or frame reinforcement is 

needed, then managerial leadership is required. Similarly, if frame braking change is 

required, then transformational leadership is required. 

Managerial Leadership+----------+-Transformational Leadership 

Figure 3. The Tension between Managerial and Transformational Leadership. 

The ability to transit from managerial to transformational leadership is important 

since most organizations today are over managed and under led (Bennis & Nanus, 1985; 

Kotter, 1996). According to Kotter, as a result of strong emphasis on management along 

with the corporate culture that discourages employees from learning to lead, "many 

managers today listen poorly and learn slowly" (p. 27). Kotter criticized many 

organizations today that according to him do not have much leadership despite his 

calculation that successful transformation is 70 to 90 percent leadership and only 10 to 30 

percent management. Pisapia believes that in order to bring changes to the organizations, 

leaders should blend managerial and transformational leadership together, along with 

political and ethical leadership constructs discussed below. Table 6 shows the basic 

differences between transformational and managerial leadership. 
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Table 6 

Basic Differences Between Transformational and Managerial Leadership 

Motivator 

Communication 

Decision-making 
style 

Focus 

Concern 

Emphasis 

Source of Control 

Transformational Leadership 

Compelling vision and persuasive 
stories Intuitive and exciting appeal 

Formal and Inf~rmal 

Conceptual-brdad in their looking for 
long run and creative solution 

Change and development of new 
normative order 
Organization 's Direction 

Where are we going and what needs to 
be realigned to get us there 

Trust I commitment 
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Managerial Leadership 

Ach ievemen t/Equi ty 

Formal 

Behavioral-concern about 
achievements and 
acceptance/compliance 

Creating a smooth-running 
organization 
Operation 

How things are to be done and 
thereby maintaining control and 
increasing efficiency 
Do things faster and more 
productively 

Rules and Regulations 
Rewards/Punishment 

(table continues) 



Table 6 (continued) 

Leaders' Action 

Transformational Leadership 

Focus on change and development of a 
new normative order 

Treat followers as collaborators where 
decision-making is shared and 
developing followers into leaders is a 
priority 

Challenge the status quo by reacting to 
their environment but most of the time 
they create the environment 

Recognize patterns, create direction, 
shape meaning, focus attention, 
identify resistance, interpret events, and 
focus on image, consensus and team 
building 

Work from the inside out by 
developing agreements on values, the 
vision, then priorities 

They find and reveal skills, talents and 
values, and focus on the individuals' 
development of colleagues, followers, 
and constituents 

Construct and communicate 
compelling vision and persuasive 
stories, which significantly affect the 
feelings, thoughts, and behaviors of 
followers 

Strategically placing their organization 
in its environment and use consensus 
and team building, creativity, and 
imagination to accept ambiguity. 

Adapted from Pisapia (in process) 
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Managerial Leadership 

Focus on things the organizations 
has already decided to do-
monitoring and establishing 
priorities, and looking for ways to 
achieve goals 

Emphasis on the operations of the 
organization, how things are to be 
done and thereby maintaining 
control and increasing efficiency 

Establishing routines or priorities, 
which may ensure more reliable 
behavior on behalf of goals 

Minimize constraints form internal 
(legal mandates, community 
pressures etc) and external (work 
rules, followers' expectation, 
unwritten rules etc) factors that that 
limit what the organization ' s 
accomplishment 

Plan, organize, direct, control and 
motivate staff to accomplish the 
organization's goals 

Use people and resources to 
maximize the benefit to the 
organization and make it 
operationally efficient 

Motivate people to do the right 
things right. 



Ethical Leadership 

Practically all leadership activities occur within the context of decisions made 

about good and bad, right and wrong. Leadership behavior is therefore can be viewed as a 

reflection of beliefs about ethics and morality. Since leaders' behaviors are reflections of 

what is inside their mind or beliefs, Howard Gardner (1995) stressed that great leaders 

should embody the messages they advocate and not just through words, but also through 
I 

actions. They can do this by giving more attention to concepts of ethical and moral 

authority in their actions and decisions. In his book, The Ethics of Educational 

Leadership, Ronald Rebore (2001) suggested that ethical educational leaders are those 

who make decisions with the dignity of each person in mind, empower others, have sense 

of solidarity, and promote equality in all aspects of education, and who are responsible 

stewards in their organization. 

Sergiovanni (1996) emphasized the importance of group membership, sense and 

meaning, morality, self-sacrifice, duty and _obligation. According to him, to be an ethical 

leader is not easy since it is not a matter of following a few simple rules that could lead to 

being a good decision-maker. This is because the whole idea of good decisions is so 

complex and multi-dimensional, rooted less in technical expertise than in simple human 

integrity, even when the intention to produce good decisions is benign. Although based in 

centuries-old moral philosophies, ethical decision-making and leadership is a dynamic 

process requiring vigilance and open mindedness by those who practice it effectively. 

Such behavior does not occur naturally, but needs to be learned by leaders. 

Leaders' acts, whether ethical or not, are the manifestation of complex 

interactions between the management and moral development of several factors, which 
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inc Jude the organization's culture, intensity of the ethical issue, and the moral level of 

the individual person (Robbins & Coulter, 2002). According to Kohlberg (1981), this 

moral level can range from "principled," "conventional" to "pre-conventional," 

depending on the personal moral development, as shown in Table 7. The highest moral 

level is the principled one, where leaders follow self-chosen principles and value rights of 

others, upholding absolute values and rights in any situation. On the other hand, the 

lowest moral level is the pre-conventional type, where leaders will follow or stick to rules 

for the sake of immediate interest, avoiding physical punishment. 

Table 7 

States of Moral Development 

Moral Level States 

1. Following self-chosen principles even if they 
violate the law Principled 

2. Valuing rights of others and uph_olding absolute 
values and rights regardless of the majority's 
o inion 

3. Maintaining conventional order by fulfilling 
obligations to which you have agreed Conventional 

4. Living up to what is expected by people close to 
ou 

5. Following rules only when doing so is in your Pre-conventional 
immediate interest 

6. Sticking to rules to avoid physical punishment 

Ethical leadership requires a commitment from the top level of the organization 

that in practice sets the cultural tone by their behaviors. If top manager's use company 
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resources for personal use, or being unjust to certain employees, or promote someone 

with questionable performance, this gives impression to others, especially followers, that 

such behavior is acceptable for all employees. According to Light (2002), even charitable 

organizations have lost considerable trust in recent years. He quoted a report from The 

Brookings Institution between July 2001 and September 2002 that the percentage of 

Americans who claimed "having a lot of trust" in charities had dropped from 25 percent 

to 18 percent, while those with no trust increased from 8 percent to 15 percent. 

There are at least two schools of thought at looking at the way that leaders 

practice ethical leadership. The first one views ethical decision making from the lens of 

individual's personal beliefs, attitudes and behaviors, with a focus on what has influenced 

them in the actions they took. The second school of thought focuses more on the process 

of ethical reflection and reasoning that that leaders use in decision-making (Beck & 

Murphy, 1994). 

Educational leaders must pay attentions to both school of thoughts, and they must 

try hard to produce clearer organization codes of conduct, and related policies and 

procedures, as well as maintain their personal ethics that could serve as good examples 

for their followers (Greenleaf, 1996). Sergiovanni (1992), in discussing the concept of 

an effective school, maintained that schools should possess a shared covenant which 

clearly articulates school's core values and provides a standard by which actions can be 

judged. Nevertheless, leaders must not only take the lead in formulating the covenant 

without actively support and enforce it. According to him, when a vital standard is 

ignored, principals should "lead by outrage" (p. 24). 
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Ethical leadership is an important concern in today's organizations. For example, 

many corporate organizations are reaching out to implement values-based management in 

their organizations. These efforts incorporate among others, the commitment to ethical 

codes and standards in the organization, and the practice of "social-responsibility" as an 

obligation, beyond what is required by law and econorrlics, to pursue long term goals that 

are good for society (Bucchoiz, 1990). Among the social responsibilities introduced by 

these organizations are their involvements in donation to education funding, radical 

changes in the way they do their practice and the efforts to produce biodegradable 

products that are greener to the environment, as in the case of industries. By and large, 

higher education institutions also evidence such changes in their practices. More intention 

is given to shared value decision making, student involvement in decision making, and 

efforts to preserve and maintain the values highly affected by the increased collaboration 

between education and business sectors (Tasker & Packam, 1994 ). Through the creation 

of a formal statement of values for the institution, inclusion of diversity within the code 

of ethics governs the institution and the formation of a board-level diversity committee to 

oversee these efforts. 

Political Leadership 

Those who consider politics as dirty and unethical choose to ignore the political 

realities existing in organizations. However, scholars such as Sergiovanni (1992), 

Bolman and Deal (1997), and Pisapia (in process) have taken a more realistic and 

pragmatic approach that brings the political realities into the leadership discussion, along 

with ethical and moral issues. According to Pisapia, political leadership emphasizes 

another set of behaviors leaders must master such as developing relationships and 
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negotiating power, and the ability to use bargaining and negotiation actions, especially in 

chaotic types of environments. Pisapia perceives that the ability to implement and use 

political leadership is extremely important, if leaders want to succeed in environments 

where jockeying for competing power and influences is an everyday practice and way to 

survive. 

In the "real" organization, fotmal authority does not necessarily shape the 

decision-making process, nor determine the way the organization behaves, because there 

are also informal authorities, networks, and power plays that are more influential than to 

the formal processes. These informal processes are exemplified best by the classic 

Hawthorne Studies that showed how informal leaders could control the production or 

outputs of the organization. Hoy and Miske] ( 1997) urged leaders to recognize these 

forces, as they could be significant barriers to change, if not well treated. Instead, 

political leaders can only be successful if they are able to determine who these leaders 

are, connect themselves with these informal networks, and develop effective interactions 

with them. The degree to which individuals feel comfortable and trust leaders usually 

depends on the frequency of interaction that exist between these formal and groups 

(Sergiovanni, 1984). Since leaders of informal groups within the organization usually 

have low profiles and attitudes, political leaders must be able to identify those members 

seen as opinion leaders to influence their followers' thinking and behaviors, and increases 

their commitment and trust in the organization. 

Bolman and Deal (1997) proposed that leaders should realize how important 

interest groups are, with separate agendas due to limited resources and diverse interests. 

Political type leaders should be able to recognize major constituencies and players, and 
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try to negotiate and bargain with them. Conflict is managed as these leader build power 

bases and use power carefully. Leaders should also able to reduce differences and come 

up with reasonable compromises that serve everybody's interests. The political leader 

also works at articulating what different groups have in common and helps to identify 

external "enemies" for groups to fight together. According to Bolman and Deal, leaders 

who are not able to understand and implement a political approach to leadership will be 

unlikely to succeed, especially when the resources are scarce and declining, and conflicts 

and jockeying for power is the only way to survive. Table 8 represents the basic 

differences between ethical and political leadership. 

Table 8 

Basic Differences between Ethical and Political Leadership 

Motivator 

Communication 

Decision-making 
style 

Focus 

Concern 

Emphasis 

Source of Control 

Ethical Leadership 

Spiritual 
Intuitive and moral appeal 

Personal 

Ideal-concern about best practices 

Connecting the organization's 
need for change or stability with 
what is the best practice 

Right and wrong 

Do the right things right 

Codes of Ethics 
Moral Principles, Norms 
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Political Leadership 

Expectancies and rewards 

Informal/Grapevine communication 

Analytical-information dependent and 
adaptive 

Allocating authority and resources through the 
use of power, authority and influence 

Power/Competition 

Do what is possible 

Bargaining & Negotiating 
Accommodating Conflict Resolving 



Table 8 (continued) 

Leaders' Action 

Ethical Leadership 

Connecting the organizations' 
need for stability and change with 
good ethical practice 

Demonstrate for love and lead 
from best practice and model 
moral principles 

' 
"Chart" the course by ,adopting 
knowledge about the best practice 
as the basis for action 

Develop expertise in the areas 
needed and understand the 
different issues and views 

Decide which issues are truly 
important and what can be 
compromised 

Push against policy limits by 
inserting values and data into 
discussions of alternative methods 
of improving the organization. 

Seek to create organization 
cultures that are people centered, 
supportive of professional and 
ethical work and provide 
opportunities for others to take 
responsibility 

Convey a sense of caring for 
followers and stakeholders, place 
value on what they do, 
demonstrate a willingness to share 
control by looking for ways to 
empower others, and serve as 
facilitators of continuous growth 
and improvement. 

Adapted from Pisapia (in process) 

Political Leadership 

Focus on the power of relationship, which 
exists between leaders and followers . 

Perceive followers as competitors in a 
continuous contest for gaining and /or 
maintaining power 

Allocate authority and resources through the 
use of power, authority, influence and conflict 
management 

Seek not to maximize but rather "satisfice" 
with policies that "keep all the people affected 
as satisfied as possible" 

Develop relationship and control the decision 
making process 

Treat the process as important as the product 

Work at developing power, and building 
coalitions and networks, finding the sources of 
power, promoting consensus building, and use 
bargaining actions in the process 

Emphasis on consensus building and facilitate 
more responsibility and a greater sense of 
ownership for the systems' goals 

Use reactive rather than proactive model of 
operation. 

Pisapia sees political and ethical leadership actions as acting independently of 

each other. He says, however, that in most leaders' minds, there is always a tension 

between the right thing to do and the possible thing to do. This tension between ethics 
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and politics is pictured in Figure 4. Ethical leadership actions sit on one end of a 

continuum, opposite from political actions; and they pull against each other. He argues 

that these action sets are used when leaders are leading for frame sustaining and frame 

breaking change in the organization. No matter if a leader uses the managerial or 

transformational actions; the political and ethical issues are present and must be 

considered. 

Political Leadership Ethical Leadership 

Figure 4. The Tension between Political-Ethical Leadership. 

Strategic Leadership 

John Pisapia' s theory of strategic leadership is a product of the extracted lessons 

from the athletic field, the graduate classroom, the crucible of leadership, the scholarly 

bench and the podium of leadership classes taught at three universities. Pisapia defines 

strategic leadership as "the ability (as well as wisdom) to make consequential decisions 

about ends (goals), ways (strategies) and means (actions) in complex and ambiguous 

environments" (in process). Ends describe the strategic intent of the organization in a 

purposeful manner. Ways and means are the strategies and actions leaders use to align 

their organization with their strategic intent. 

He stresses that Strategic Leadership should not be confused with strategic 

planning or strategic management which relies on long term planning, linearity and 

rationality. However, a strategic leader according to him will not only try to understand 

their environment, determining ends, creating coherent but not comprehensive plans and 
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act to achieve the goals, establish power networks, and craft a responsible and continuous 

flexible learning organization. Pisapia believes that merely depending on the strategic 

planning process will not provide leaders of higher education institutions today a clear 

path toward success because they live in a world where cause and effect is difficult to 

identify since the environment is "messy" and complex. In fact, strategic planning or 

strategic management is regarded by ,him as "anathema to strategic leadership." The 
I 

benefit of strategic leadership to the organization is that plans can tolerate ambiguities 

and uncertainties and the acceptance of continuous adaptations as its process. 

Pisapia (2005) believes that leaders in a postmodem context need to act 

differently to cater the organization's needs. In the postmodem context, organizations are 

no longer seen as a mechanistic, reductionist, nai've realist, and deterministic, a 

world view from the Newtonian era. Rather, in the postmodem era, ways of thinking are 

based on concepts such as entropy, evolution, organism, indeterminacy, probability, 

relativity, complementarily, interpretation, chaos, complexity, and self-organization 

which see the world through a non-linear lens (Best & Kellner, 1997; Snyder, Acker-

Hocevar & Snyder, 2000). Thus, if leaders in a postmodem world retain the same ideas 

practiced decades ago, they will not be able to provide the real solutions to problems 

today. 

Today's employees are different from the ones that organizations had two or three 

decades ago. As they are different and complex, the approach taken by leaders to deal 

with them should also take into consideration the uniqueness of these workers. For 

example Topping (2002) describes the motivation technique in work environments, 

stressing that the way to motivate a 58-year-old manager is different from how to 
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motivate a 32-year-old, the older manager is looking for some ability to control the 

environment and work from his or her own terms, while the younger one will respond 

well to opportunities to expand his or her skills and knowledge to work with start-up 

activities inside the company. He added that even the concept of "office" is different 

between the "Working-age Matures" who work at their desk, the Baby Boomers who feel 

more comfortable to work at home, and the Generation-Xers who desire to work 

"virtually" from anywhere. 

Pisapia' s theory of strategic leadership does not assume the shift from modem to 

postmodem worlds has occurred in every context but accounts for it in some contexts. 

Therefore the strategic leader must make consequential decisions about ends, ways and 

means according to their interpretation of the context in which they practice. According 

to Pisapia, the ability to determine the vital signals emanating from their context allows 

leaders to react proactively to the developments happening in their organizations, 

rethinking and reframing their actions based upon the success of their previous action, 

which will be indicated by the performance of their employees and the achievement of 

vision and goals of the organization. 

Organizations today, including higher education institutions are so dynamic and 

complex, leaders are required to embrace changes and renew their approaches and actions 

to be successful. Would it possible that such responsiveness and awareness of differences 

could have happened through rigid administrative directive in a linear institution? The 

answer is definitely 'no." However, without understanding this reality, some colleges 

would require colleagues to punch in and out when coming and leaving offices, which is 
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not a bad thing to introduce. How sure, though, that this change will increase productivity 

among their academic staffs? 

Pisapia (2004) believes that leaders will fail for a number of reasons; (a) they are 

trained in and rely upon a linear thinking mindsets, which do not work in situations 

characterized by ambiguity and complexity; (b) they are unable to identify critical 

societal and institutional forces impacting their environment and thus do not connect their 
I 

organizations to the major themes associated with success; (c) their concept of change is 

also linear and therefore they overuse quantifiable parameters in the change process and 

seek to rationally plan their way to success; (d) they do not see their organizations as 

dependent upon the actions and views of other organizations and individuals, therefore, 

they do not connect with significant forces on their critical paths of success; (e) they do 

not connect the principle concepts of necessary organizational changes to the minds and 

spirit of their followers, therefore removing an important component of empowerment 

and self-management; and (f) they use a limited set of leadership actions to influence 

followers to join in a common cause and therefore are effective only when conditions 

match their one-dimensional set of leader actions. 

In contrast to these drawbacks, Pisapia identifies characteristics of strategic 

leaders use with the concepts of; mindset, context, relationships with followers, 

colleagues and constituents and the ability to use flexible tactics: 

1. They are leaders who are trained in non-linear thinking mindset that works in 

situations characterized by ambiguity and complexity. They are leaders who are able to 

maximize their conceptual agility and their organization's adaptability and flexibility. 

They are leaders who have a non-linear concept of change. They use both quantifiable 
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and non-quantifiable parameters in the change process and seek to rationally plan their 

way to success. They are leaders who understand that change is inevitable and trying to 

steer clear of it is fruitless. They are leaders who accept the inevitability of change and 

the need to reexamine the.ir internal beliefs, mental models and understanding of its 

impact on organizational life. They are leaders who do not view change as a difficulty but 

as an opportunity and a challenge. They are leaders who prepare themselves and their 

organizations to take advantage of opportunities associated with change. 

2. They are leaders who are able to live with and in an environment replete with 

vague roles, contradictions and ambiguities. They are leaders who are successful because 

they understand that their organization needs to be in constant development. They are 

leaders who are able to identify critical societal and institutional forces impacting their 

environment and connect their organizations to the current rna jor themes associated with 

success. 

3. They are leaders who are able see their organization as dependent upon the 

actions and views of other organizations and individuals. They are leaders who are able 

to connect the vital concepts of necessary organizational changes to the minds and spirit 

of their followers, which enable them to benefit from empowerment and self

management. 

4. They are leaders who use an unlimited set of leadership actions to 

influence followers to join in a common cause. Leaders who can manage and transform, 

and carry out the purposes of the organization using individual and group held concepts 

and beliefs - carry out the purposes of the organization. They are leaders who guide the 

transformations of the organization with a profound appreciation of stability. They are 
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leaders who believe in common values and adaptable ways and means in bringing 

changes to the organization. They are the leaders who act as moral stewards, interpret and 

understand the political realities of the organization and promote balance between the 

ethical nature of the task and the political realities that exist. 

Pisapia (in process) stresses that Strategic Leadership rests on a foundation of 

three preconditions necessary for leading. First, it requires that the leader possess a 
I 

majority of the eight leadership attributes associated with successful leaders: aspiration, 

adaptation, attraction, assertiveness, character, confidence, connection and competence. 

Second, it necessitates that the leader can effectively apply the foundational skills of 

decision-making, communicating, motivating, and conflict management. Third, it 

assumes that successful leaders employ a strategic mindset by engaging in the cognitive 

processes of reflection, reframing and systems thinking needed to guide transformations. 

Equipped with these three preconditions, employing the actions identified in 

Table 9 to bring stability and make changes in their organization. The actions are thought 

to be useful in both linear and non-linear change opportunities but essential in complex 

and chaotic environments. 
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Table 9 

The Five Interlocking Actions in Strategic Leadership 

Strategy Details of Strategy Metaphor 

Strategy 1 Study and understand the environment in which one Learn the 
practices leadership. Labyrinth 

Strategy 2a Clearly establish direction, identify shared values and Chart the 
beliefs and create a flexible set of priorities in order to Course 
exploit opportunities presented by the environment and "light the way" 
induce followers to join in a common purpose. 

Strategy 2b Practice Strategic Opportunism by analyzing the Chart the 
strategic context of the organization and are prepared to Course 
take advantage of opportunities as they arise, thereby "run to 
creating organizational advantage and success. daylight" 

Strategy 3a Build organizational capacity and cohesiveness therefore Raise the Sails 
gaining internal support for organizational direction and "set the glue" 
priorities. 

Strategy 3b Use the power of networking to connect the leader and Raise the Sails 
his or her organization to powerful forces in the internal "emphasize 
and external environment, therefore gaining support for relationships" 
organizational direction and priorities. 

Strategy 4 Establish a process for renewal and accountability to "Drop the 
embed the organization's direction, beliefs, values and Anchor" 
priorities into the minds and spirit of colleagues, leaders 
and other stakeholders to develop a self managed 
organization. 

Strategy 5 Constantly and consciously making strategic choices to Apply the 
employ some combinations of the political, ethical, "Artist's 
transformational and managerial windows of action to paintbrush" 
guide the organization through the maze of change. 

This study inquires on Strategy 5, how leaders apply the artist's paintbrush. At 

the core of Pisapia' s beliefs is the necessity to lead for stability and change, and for "what 
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is right." He realizes that what is right however is many times subjective and that being 

right is not enough. He also realizes that the word stability can be misconstrued as the 

status quo and therefore he uses the concepts of frame sustaining and frame breaking to 

communicate that change is inherent in both sides of the tension. But it's a different kind 

of change. In frame sustaining change the organization adapts and learns to work more 

efficiently. In frame breaking change the organization changes direction and procedures 
I 

to work more effectively. As seen in Figure 5, he proposes that leaders are confronted 

with two main tensions in organization-the tension between frame sustaining and 

breaking change and the tension between doing "what is right" and "what is possible." 

In figure 5 those tensions are displayed. 

(Frame Breaking Change) 

(What is possible?) (What is right?) 

(Stability/Frame Sustaining Change) 

Figure 5. The two tensions faced by strategic leaders. 

Understanding these tensions is crucial and the leader's ability to maneuver 

among them is important if chaotic higher education institution's need to be improved 

and maintained. He argues that in this environment, the traditional heroic model of 

leadership is not sufficient to create major and lasting change effectively. Instead, in 

order for leaders to be effective, there must now be adaptive and flexible to balance 

between the ethical or professional nature of the task and the political realities that exist. 
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This balance must be in existence in practicality in leaders' behavior and action, since it 

is crucial factor in determining their relevancy, acceptance, and competence in their 

organization. This balance provides leaders with flexibility and endurance to survive 

since they have the capability to continually adapt their actions to the changing 

environment and not be rigid. The ability of not being rigid and act strategically based 

upon the condition or situation is crucial for success. Pisapia believes that leaders who 

think and acting strategically emphasize the necessity of constructive change and would 

be able to provide long-term stability to their organization and accept the inevitability of 

continued changes. 

It is important to note here that being flexible does not mean that the organization 

is losing its principles since the organization is built on a set of common aspirations, 

values and beliefs since it was coalesced around a commonly defined strategic direction 

and shared goals in the planning process. Being flexible is actually seen as learning and 

adapting to realities around us. Strategic leaders and their colleagues accept the 

inevitability of change and the need to reexamine their mental models, embrace the vital 

signals from their context and then rethink, revise and reform their organizations as the 

situations dictate (Pisapia, in process). 

Even though Pisapia has mentioned in his writing that "being right is not 

enough," it does not necessarily mean that moral value is not important. In fact, he 

maintained that strategic leader must be a "moral steward," also be able to interpret and 

understand the political realities of the organization and be able to use both managerial 

and transformational actions to lead the organization through the maze of modem 

complexities. The major difference between his ideas and other leadership theories is the 
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maneuverability ofthe strategic leaders in ambiguous and complex contexts to make 

decisions and promote changes and yet at the same time meet the organization's values, 

aspirations and needs. That is why he proposes that there is a tension between "what is 

possible" (political dimension) and "what is right" (ethical dimension) that leaders should 

be able to balance their decision-making so that problems and issues could be treated 

practically, without losing moral or ethical ground. 

The ethical political tension it is always there whether you are employing the 

managerial or the transformational actions. The political/ethical tension can distract 

leaders from traveling from transformation to managerial but more commonly once the 

leader makes a strategic choice between managerial and transformational, then they must 

also deal with the political/ethical tension. This tension either hinders or facilitates the 

leader whether they are in managerial or transformational mode (J. Pisapia, personal 

communication, January 1, 2004). 

According to Pisapia, these tensions pull on the leader. Therefore, he theorizes 

that leaders must be able to use a wide array of actions to be more effective in dealing 

with these tensions than leaders who use a narrower array of actions. Pisapia's claim is 

that leaders deal with these two tensions by using the four sets of actions managerial -

transformational- political- ethical- rather than the two sets proposed earlier by the 

Ohio State Studies, Blake and Mouton, Fiedler, Blanchard and Hersey, Burns, Bass and 

Leith wood. Unlike most of his predecessors, Pisapia theorizes that more successful 

leaders use a wider array of strategic leader actions than less successful leaders; 

particularly in complex and chaotic environments. This four factor assumption is tested 

through this research study. Pisapia assumes that successful leaders in complex and 
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chaotic environments will use a more diverse repertoire of actions than less successful 

leaders in similar environments. Figure 6 displays Pisapia's four factors of strategic 

leader actions. 

POLITIC6.L 

TRANSFORMATIONAL 

STRATEGIC 
LEADERSHIP 

• 
MANAGERIAL 

ETHIC6.L 

Figure 6. The Four Strategic Leader Action Sets-'-Source: Pisapia (in process) 

These actions are summarized in Table 10, which compares major differences 

between the transformational, managerial, ethical, and political leadership actions that 

have been identified in previous paragrap~s. 
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Table 10 

Differences Among the Four Strategic Leadership Actions 

Transformational Managerial Ethical Political 

Theoretical Cognitive/ Behavioral Educational, Sociological 
Grounding Behavioral moral , and 

human frames 

Images of Leader of Leaders Bureaucrat/ Hero Activist Partisan Leader or 
Leadership I Prince 

Slogan "Change is "Effectiveness and "Lead from Best "Keep the People 
inevitable" Efficiency" Practice" Affected as 

Satisfied as 
Possible" 

Leadership Holistic approach Rational approach Moral approach Pragmatic/ 
Approaches Utilitarian 

Approach 

Followers Collaborators Subordinates Colleagues Competitors 
Challenge Status Quo Change Shared-Values Survival 

Priorities for Developing Developing members Developing Developing 
Organization's members into into good workers empowered relationships 
Members leaders members into 

colleagues 

Motivator Compelling vision Achievement/Equity Spiritual Expectancies and 
and persuasive Intuitive and rewards 
stories moral appeal 
Intuitive and 
exciting appeal 

Communication Formal and Formal Personal Informal/Grapevine 
Informal communication 

Decision-making Conceptual-broad Behavioral-concern Ideal-concern Analytical-
style in their looking for about achievements and about best information 

long run and acceptance/compliance practices dependent and 
creative solution adaptive 

Focus Change and Creating a smooth- Connecting the Allocating 
development of running organization organization's authority and 
new normative need for change resources through 
order or stability with the use of power, 

what is the best authority and 
practice influence 

(table continues) 
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Table 10 (continued) 

Transformational Managerial Ethical Political 

Concern Organization's Operation Right and wrong Power/Competition 
Direction 

Emphasis Where are we How things are to be Do the right Do what is possible 
going and what done and thereby things right 
needs to be maintaining control 
realigned to get us and increasing 
there efficiency 

Do things faster and 
more productively 

Source of Control Trust I Rules and Codes of Ethics Bargaining & 
commitment Regulations Moral Principles Negotiating 

Rewards/Punishment , Norms Accommodating 
Conflict Resolving 

Actions Team-working/ Establishing routines Understanding Developing power, 
Coordinating/ or policies, which problems and and building 
Collaborative will ensure more issues from coalitions and 
Self management reliable behavior on different point of networks, finding the 
Empowering behalf of goals via views, decide the sources of power, 

command, control, importance and promoting consensus 
directing what can be building, and 

compromised, bargaining 
push against 
policy limits by 
inserting values 
and data into 
discussions 

Best Work In Relatively mature, Stable organization All environments Messy or chaotic 
responsible, organizations where 
committed, stable, "muddling through is 
and immensely the norm rather than 
thoughtful, and carrying out best 
talented group of possible alternatives 
followers 

Complex 
environments 

Strength(s) Works from inside- Maximizing the High place on Powerful skills in 
out, and people and resources values and tradeoff and 
significantly affect to benefit the ethics, and bargaining to bring 
the feeling, thought organization conscientious people into the 
and behaviors of decision-making coalitions/networks 
followers 

(table continues) 
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Table 10 (continued) 

Weakness(es) 

Transformational 

Enormous complex 
task for 
transformers to 
create change and 
maintain stability. 

Adapted from Pisapia (in process) 

Managerial 

Significant changes 
are hard to promote 
since internal stability 
is the goal. 

Ethical 

Too much 
emphasis on 
individual 
perspectives may 
neglects the 
organization's 
need 

Knowing what is 
right and how to 
do it correctly is 
extremely 
difficult, 
especially in 
complex 
environments. 

Political 

Inadequate to bring 
substantive changes 
to organization 

Reactive rather than 
proactive model of 
operation, 
particularly in the 
absence of ethical 
compass to guide 
direction. 

According to Pisapia one of the first decisions a leader must make is determining 

between the organization's need for stability and change. He refers to this decision as the 

strategic leadership pyramid of change in which the leader decides whether frame 

sustaining or frame breaking change is required in the organization. He theorizes that 

when leaders are faced with situations where stabilizing or procedural change is required 

they should employ frame sustaining behaviors such as managerial leadership actions. 

On the other hand if trans formative change is required they should employ frame 

breaking behaviors such as transformational leader actions. To guide leaders in making 

these choices, he creates his pyramids of action. If the decision is to sustain the current 

frame then the leader applies managerial, political and ethical actions. On the other hand, 

if the decision is to break the current frame then the leader applies transformational, 

political and ethical actions. Thus in both cases, frame sustaining or frame breaking, the 
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managerial or transformational leader actions are balanced by the tension between 

political actions and ethical actions. 

Leaders' Success and Effectiveness 

The term "success" and "effectiveness" have often been used interchangeably to 

describe leaders' outcomes and have traditionally been assumed to be equivalent. 

However, (Luthans, 1988) has clearly distinguished the differences between successful 

and effective leaders. Successful leaders according to him refers to "those who have been 

promoted relatively quickly," while effective leaders as "those ho have satisfied 

committed subordinates, and high performing work units" (p. 137). Effectiveness can be 

examined from three perspectives, individual effectiveness, group effectiveness, and 

organizational effectiveness (Gibson, lvancevich, & Donnelly, 1991). According to Peter 

Drucker (1973), effectiveness is the founding of success, while efficiency is a minimum 

condition for survival after success has been achieved. Efficiency is concerned with 

doing things right while effectiveness is doing the right things. According to Kim and 

Yuki (1995), most of the research on leadership theory and behavior deals with the 

outcomes of leadership effectiveness rather than success (Kim & Yuki, 1995). 

Hersey and Blanchard (1993) perceived that someone that tries to have some 

effect on the behavior of another could be called as "attempted leadership" (p. 141). 

Thus, if A attempted leadership leads to successful response from B, he or she will be 

considered as either successful or effective depending on the type of power that has been 

used to influence. If B was influenced by A, based on formal power or punishment, so A 

could only be regarded as successful but not necessarily effective. Hersey and Blanchard 

(1993) believed "success has to do with how the individual or group behaves. On the 
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other hand, effectiveness describes the internal state, or predisposition of an individual or 

a group, and thus is attitudinal in nature" (p. 142). 

The discussion of leadership success or effectiveness is always an interesting and 

debatable area to explore since there are many factors and variables involved that may 

have influenced directly or indirectly to the leaders' behavior that led to their success. 

There are also many ways and frameworks from which this concept could be perceived 
I 
' 

and researched. For example, looking through the gender lens, in the early 70s when 

women leadership in organization was quite rare, it was perceived that a man's success is 

more likely to be attribu.ted to ability, but a woman's success will be attributed to hard 

work, good luck, or an easy task (Deaux & Emswiller, 1974). Other interesting research 

studies on success were done by Huse (1962), Herriot and Ruthwell (1983), Howard and 

Bray (1988), and Rasmussen (1984) that showed how leaders' success could be predicted 

as early as they were interviewed through their interviewers' rating. For example, Bray 

reported that interviews with candidates who were assessed 20 years earlier could detect 

a number of attributes of consequence to the managers' success in AT & T. 

Another researcher, Winter (1987) demonstrated that the contents of the inaugural 

addresses of U.S. president could be judged and coded to obtain valid inferences of their 

leadership-motivation patterns and that such patterns, in tum, were predictive of the 

success of their administration. The rational is that even speech writers provided the 

specific words, but the leaders reviewed, modified and approved the text. According to 

Kolb et al. (200 1 ), followers' expectations affect the performance of their leaders; 

followers' perceptions of their leaders motivates and actions constrain what their leaders 

can succeed in doing. 
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Gray (1997) in a case study that explored African American female college 

administrators' and leaders' perceptions of factors instrumental to their success and the 

impact of their presence on the college campus reported that she interviewed twelve 

African American female leaders/administrators from Kentucky colleges and universities 

seeking their perceptions of factors instrumental to their success and asking them to 

describe the impact they had on the college campus. The data from her research showed 

that the factors instrumental to their success were perseverance, self-development, 

discipline, impeccable interpersonal skills, over preparedness, collective sisterhood, 

healthy paranoia, cultural role models, organizational savvy, and problem-solving skills. 

Hersey and Blanchard (1993) believed is not merely a function of attributes 

possessed by the individual, but also depended on the organization and the environment. 

According to them, individuals or leaders can be highly motivated and have the skills and 

job, but they will not be succeeded or effective without organizational support and if their 

work does not fit the needs of their organizational environment Expanding from this 

understanding, researchers and scholars, such as Sashittal and Jassawalla (1999), Shaw, 

Duffy and Stark (2000), Steward and Barrick (2000) and Tjosvold and Tjosvold (1991) 

are more interested in the performance of the team rather than individual leader(s) in an 

organization. The belief is that members of an effective team regarded the failure or 

success of an organization as represented by the team members as a whole, rather than 

certain individual or leaders in the organization. Through this unified commitment, 

studies showed that the dedication to the team's goal and a willingness to expend 

extraordinary amounts of energy to achieve them were important factors to success. 

Inspired by the Japanese style of management, effective teams are flexible and 
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continually making adjustment in who does what. Leadership positions in many 

situations were circulated or rotated among members. Even in the extreme case, a CEO of 

an organization could be seen doing works that should be done by low level workers. 

Robbins and Coulter (2002) outlined nine characteristics of effective team (a) clear goals 

(b) relevant skills (c) mutual trust (d) unified commitment (e) good communication (f) 

negotiation skills (g) appropriate leadership (h) internal support, and (i) external support. 
I 

Hersey and Blanchard (1993) reported that some progressive companies 

introduced a policy, which state that no leader or managers would be promoted in the 

organization unless they have accomplished two things; first, they have to perform well 

in what they were asked to, secondly they have to prepare their replacements or 

substitutes who can take over their job tomorrow. This perspective is some degree to 

what has been proposed by Pisapia through the notion of "leader of leaders" that he 

incorporates in his strategic leadership. According to him, finding the right leader is 

crucial, but less to provide answers than to build the conditions under which followers 

can flourish and give their best. 

Pisapia's concept of success used in this study is more comprehensive and cuts 

across the discussions of success that have been provided above, ranging from concern of 

success of individual, organizations, as well as internal and external stakeholders. It 

measures leader success through the variables of (a) successful provision of value to the 

organization (Collins, 2001, Selznick, 1957); (b) success in meeting the goals of the 

organization's mission or vision (Bass, 1990; Bass & Avolio, 1994; Collins, 2001; Collins 

& Porras, 1997; Kotter, 1996; Leithwood, Jantzi & Steinbach, 1999; and Rountree & Marsh, 

1997; (c) bringing about change in the organization (Collins, 2001; Kotter,1996; 

82 



Leithwood, Jantzi & Steinbach, 1999); (d) maintaining an orderly work environment 

(Heifetz, 1997; Bums 2004); (e) satisfying the needs of the organization's internal 

stakeholders (Barnard, 1938; Bums, 1978; Bass & Avolio, 1990; Bass & Avolio, 1994; 

Collins, 2001; Kotter, 1996; Leithwood, Jantzi & Steinbach, 1999); (e) satisfying the needs 

of the organization's external stakeholders (Bums, 1978); and (f) empowering followers 

(Kotter 1996; Leithwood, Jantzi & Steinbach, 1999; Senge, 1990). Leader success in this 

study is measured based on followers' perception of their leaders. 

Chapter Summary 

This chapter has presented several selected theories related to the study such as 

the evolution of leadership thinking and the complexities of leadership in higher 

education institutions in today's world. A discussion was presented that placed Pisapia's 

strategic leadership theory in the context of other conceptualizations of leader behavior 

and leader success. Chapter 3 served to provide information on the methodology involved 

in carrying out this study. 
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Chapter 3 

Methodology 

This chapter presents an overall description of the research design and procedures 

in the study, which includes: (a) research design, (b) research variables, (c) research 
I 

hypotheses, (d) population and sampling, (e) instrumentation, (t) data collection, and (g) 

data analysis. 

Review of the Purpose and Research Questions 

The purpose of this study was to determine if successful University Deans in 

complex environments use a more multifaceted set of leaders' actions than less successful 

Deans in similar environments. A sub purpose of this study was to develop a reliable and 

valid instrument to measure the leaders' use of strategic leadership actions based on 

Pisapia's strategic leadership idea. The study was guided by these questions: 

1. Can a reliable and valid instrument be developed to determine the relationship 

between the leaders' use of strategic leadership action sets and their success? 

2. Do successful University Deans use a wider array of strategic leadership 

action sets than less successful Deans? Do Deans in Malaysian Universities use a wider 

array of strategic leadership action sets than Deans in American Universities? 

3. Do successful University Deans in chaotic and complex contexts use a wider 

array of strategic leadership action sets than less successful Deans in similar contexts? 

4. Do the demographics affect the relationship between the Deans' use of 

strategic leadership action sets, context and leader success? 

84 



Research Design 

This study employed a non-experimental quantitative design using statistical 

analysis via multiple regression and correlation techniques to identify the relationships 

between variables examined in the study. Figure 7 below shows the conceptual 

framework and relationships between the variables. This research tried to examine 

whether or not leaders' success could be predicted from their use of strategic leadership 

action sets, contextual factors, and leader's demographics. Because of the research was 

conducted in a non-experimentalway, the independent variables are referred as predictor 

variables and the dependent variable is referred as criterion variable. 

Internal 
External 
Environment 

Leader's Adaptive 
Actions 
1. Transformational 
2. Managerial 
3. Ethical 
4. Political 

Context 
Stable 
Complex 
Chaotic 

l 
l 

Leaders' Demographics 
1. Age 
2. Gender 
3. Academic Level 
4. Academic Discipline 
5. Academic Background 

Figure 7. Research Conceptual Framework 
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Research Variables 

The predictor variables involved in this study are the leader' s use of strategic 

leader actions, organizational contexts, and leader' demographics. The strategic leader 

action sets are classified as: transformational, managerial, ethical, and political. The 

organizational contexts are divided into three: chaotic, complex, and stable. The variables 

I 
for leader's demographics in this study are gender, age, education level, academic 

discipline, academic background, and organizational level. 

The criterion variable in the study is the leader's success as perceived by their 

followers. Leader success has been determined through literatures as well as from items 

taken from the strategic thinking questionnaire developed by Reyes-Guerra, Coukos and 

Pisapia (2005). The term "success" and "effectiveness" have often been used 

interchangeably to describe leaders' outcomes and have traditionally been assumed to be 

equivalent (Luthan, 1988). However, most of the research on leadership theory and 

behavior deals with the outcomes of leadership effectiveness rather than success (Kim 

and Yuki, 1995). This research focuses on success because Pisapia's leadership theory 

stresses not only outcomes of leadership but rather, the whole process from the 

construction of vision, the development of organizational capacity and culture and the 

achievement of the goals of the organization (J. Pisapia, personal communication, 

October 1, 2004). Leader's success is divided into two categories: most successful, and 

less successful. Table 11 shows the variables, sub-factors, sources, and measurements 

involved in the study. 
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Table 11 

Variables, Sub-factors, Source, and Measurement 

Variable Sub-factors Source Measurement 

Leader's 1. Transformational Pisapia's SLQ 
Adaptive Actions 2. Managerial Strategic Questionnaire 

3. Ethical Leadership theory 
4. Political 

Organizational 1. Stable Strategic Thinking SLQ 
Contexts 2. Complex Questionnaire Questionnaire 

3. Chaotic 

Leader's 1. Gender Literatures/ SLQ 
Demographics 2. Age previous studies Questionnaire 

3. Academic Level 
4. Academic Discipline 
5. Academic background 

Leader's Success Most successful Strategic Thinking SLQ 
Somewhat successful Questionnaire Questionnaire 
Less successful 

Research Questions and Hypotheses 

RQ#1 Can a reliable and valid instrument be developed to determine the 

relationship between the leaders' use of strategic leadership action sets and their 

success? 

RQ#2 Do successful University Deans use a wider array of strategic leadership 

action sets than less successful Deans? Do Deans in Malaysian Universities use a wider 

array of strategic leadership action sets than Deans in American Universities? 

Hot: There is no significant correlation between the leaders' use of 

transformational, managerial, political and ethical action sets and the leaders' 

success 
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H0 2: There is no significant difference between the array action sets used by 

successful and less successful Deans in Malaysian and American Universities 

RQ #3 Do successful University Deans in chaotic and complex contexts use a 

wider array of strategic leadership action sets than less successful Deans in similar 

contexts? 

H0 3: The Deans ' use of strategic leadership action sets is not significantly related 
I 

to the stability, complexity, or chaos found in t.he organizations context. 

Ho4: The array of strategic leadership action sets used by Deans is not 

significantly related to the stability, complexity, or chaos found in the 

organizations context. 

H0s: Successful Deans in chaotic, complex, and stable contexts do not 

significantly use a wider array of strategic leadership action sets than less 

successful Deans in similar contexts 

RQ# 4 Do the demographics affect the relationship between the Deans' use of 

strategic leadership action sets, context and leader success? 

Ho6: The relationship between the leaders' use of strategic leadership action sets 

and their success is not significantly influenced by the stability, complexity, or 

chaos found in the organizations context. 

Ho7: The Deans' use of the strategic leadership action (transformational, 

managerial, ethical, and political) sets is not significantly influenced by leader 

demographics (age, gender, academic level, academic discipline, and academic 

background) 
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H0 s: The array of the strategic leadership actiorr sets used by Deans is not 

significantly influenced by leader demographics. 

H0 g: The Deans' success is not significantly influenced by leader demographics 

H01o: The relationship of the Deans' array of use of the strategic leadership action 

sets and their success is not significantly influenced by leader demographics. 

Population and Sampling 

The leadership behaviors of the college Deans in Universiti Teknologi Malaysia 

and Universiti Putra Malaysia were the units of analysis for this study. The number of 

colleges in Universiti Teknologi Malaysia and Universiti Putra Malaysia are 10 and 13 

respectively, which brings the total of 23 colleges and therefore 23 Deans. A stratified 

sample of faculty members reporting to the Deans was used to collect data to reveal the 

Deans' use of the strategic leadership action sets. To make this study more interesting, 48 

professors from eight colleges at Florida Atlantic University were also sampled to 

provide a comparison from a cross-cultural perspective on the leadership actions. 

The researcher created a list of academic staffs in these colleges based on the 

information published in the universities' official Websites. Every level of academic 

hierarchies was be included in order to get representative perceptions of faculties' 

perceptions toward their Deans. Thus, the list divided academic staffs of every college 

into three major categories (a) Deputy Deans/Full Professor, (b) Associate Professors, 

and (c) Lecturers or Assistant Professors. 

Two members were selected randomly from each category. For example, as for 

the Full Professors category, there were two professors selected from every college in 

these three universities, which resulted in the numbers of full professors from UTM, 
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UPM, and FAU who were sampled in this study were 20, 26, and 16 respectively. Table 

12 shows the distribution of samples in this study according to their academic hierarchies. 

For the purpose of this study, academic staff such as tutors and adjunct faculties were not 

sampled in this study. 

Table 12 

Distribution of Samples According to Participants' Academic Hierarchy 
I 

Universities Full Associate Lecturers or Asst. 
Professors Professors Professors 

Universiti Teknologi 20 20 20 
Malaysia (10 colleges) 

Universiti Putra Malaysia 26 26 26 
(13 colleges) 

Florida Atlantic 16 16 16 
University (8 colleges) 
Subtotal 62 62 62 

Total Respondents 186 

After the list was established, the researcher contacted the participants through 

email or phone call for approval. Where approval was not received, additional 

respondent(s) where selected again from the list randomly. Once the study had been 

approved by the three universities involved, as well as by the Malaysian Economic 

Planning Unit of The Prime Minister Department, researcher distributed the 

questionnaires to the participants via emails that directed them to the online 

questionnaire. Researcher traveled to Malaysia in July 2005 to distribute the SLQ 

questionnaires to respondents. The final responses used in the data analysis included 22 
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Deans and 124 professors. Some of the responses were not used because the Deans had 

not participated in the study. 

Instrumentation 

The instrumentation development process produced the Strategic Leadership 

Questionnaire (SLQ) that was used in this study. The SLQ was constructed through three 

phases (a) literature review and construction of items to represent all four leader's action 

sets, (b) validation of items in the instrument, and (c) testing the reliability of the 

instrument. 

Phase 1: Literature review and items construction. In the ftrst phase, a literature 

review was conducted to support or refute the constructs as promoted by Pisapia as well 

as to create the know ledge base to draw on for the eventual creation of an instrument. 

The researcher examined Pisapia' s Strategic Leadership theory as reflected by his 

writings, academic papers, and publications to understand the concept, and establish 

discussions and questionings to verify any information or statements related to his idea, 

to ensure exact meanings and interpretation of his leadership concepts, as perceived by 

researcher. An initial item pool was created using direct phases or sentences found 

within the literature describing specific behaviors, actions or assumptions involved in the 

adaptive actions. Following Schwartz's (1987) criteria of simplicity, familiarity and 

unambiguousness, the item pool was narrowed. The items were placed in a random order 

in an instrument format. 

In the instrument, 15 items represent each of the actions. In addition to these 

items, there are several items that are taken from Reyes-Guerra and Pisapia's Strategic 

Thinking Questionnaire (STQ) to measure leaders' success and the organizational context 
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that they practice in. The SLQ was divided into four parts (a) Leader Actions (b) Leader 

Success (c) Organizational Contexts, and (d) Leader's Demographics. The total number 

of items in the questionnaire was 77. Details about the items are provided in Table 13. 

Table 13 

Distribution of Items, Status, and Responses 

Part Number of Item Status Response Scales 
I 

Items 

I Leader Actions 60 New Items 1---Almost Never 
a)Transformational (Items 1-60) 2---0ccasionall y 
b )Managerial 3---Sometimes 
c )Professional 4---Frequently 
d)Political 5---Almost Always 

II Leader Success 10 Taken from 1---Not Applicable 
(Items 61-70) STQ 2---Not Successful 

3---Somewhat Successful 
4---Successful 
5---Very Successful 

III Organizational 2 Taken from 1---Chaotic 
Context (Items 71-72) STQ 2---Somewhat Chaotic 

3---Complex 
4---Somewhat Complex 
5---Somewhat Stable 
6---Stable 

IV Leader's 5 New Items Vary depend on the 
Demographics (Items 73-77) questions 

As mentioned above, the responses to the demographic items in this study varies 

depending on the variables: gender, age, education level, academic discipline, academic 

background, and organizational level. For the demographic variable of age, participants 

were divided into five categories (a) under 25 years (b) 26 to 35 years (c) 36 to 45 years 
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(d) 45 to 55 years, and (e) over 56 years. For the demographic variable of gender, 

participants were divided into two categories (a) male, and (b) female. For the 

demographic variable of academic level, participants were divided into three categories 

(Professor, Associate Professor, or Assistant Professors/Lecturers). For the demographic 

variable of academic background, respondents were asked to about the Universities that 

they have received the degrees from. The answers for the academic background were 

then coded into four categories (a) Non Applicable, for leaders who do not fall into either 

one of earlier categories (b) U.S. Educated, for leaders receiving two or more degrees 

from U.S. universities (c) British Educated, for leaders receiving two or more degrees 

from U.K. universities, and (d) Malaysian Educated, for leaders receiving two or more 

degrees from Malaysian universities. For the last demographic question i.e. the academic 

discipline, they were also asked to specify their field of specialization or area of 

expertise. The answers for this question were used to divide them into two categories (a) 

art and (b) science for the purpose of data analysis. The researcher had also collected 

leaders' background information from the colleges' office. 

Phase 2: Validation of items by experts in the field. In this phase, the researcher 

selected three experts who teach in the area of leadership studies to examine SLQ 

questionnaire in order to verify the validity of the items being used. The researcher 

modified items in the questionnaire to accommodate their suggestions. The experts were 

asked to evaluate whether or not the items representing the managerial, transformational, 

political and ethical actions were appropriate. Adjustments were made to the definitions 

based on their feedback. The standard used to determine if a change would be accepted 

or rejected is as follows: (a) if two out of the three experts agree with the item, it was 
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accepted, (b) if two of the three experts expressed a similar disagreement or suggestion, 

the researcher considered the recommendation, and (c) the final changes to the survey 

were made by the researcher and the study supervisor. 

One of the assumptions in this research was that the participants in the study have 

adequate English proficiency enough to answer the questionnaire since most Malaysian 

' 
professors have obtained at least one; of their educational degrees from English speaking 

countries. However, the researcher collaborated with Mr. Hamdan Said, a Malaysian 

lecturer who taught English at UTM to ensure that the language tone used in the 

questionnaire suitable to be used in Malaysian context. Upon completion of the processes 

mentioned above, the questionnaire was submitted to Internal review Board (IRB), FAU 

for approval. In order for the research to be conducted in Malaysia, approvals from the 

Economic Planning Unit of the Prime Minister Department, and the two universities 

involved were required and achieved. 

Phase 3: Pilot study to determine reliability. A pilot study was conducted to test 

the reliability of the instrument. A pilot study survey of a 97-item questionnaire was 

given to 25 students training for leadership positions in the College of Education FAU, 

and 15 students training for leadership positions at the College of Education, UTM. So 

the total number of respondents for the pilot study was 38. Alphas for the 

transformational, managerial, ethical, and political action sets were .9401, .9343, .9578, 

and .8900 respectively. The alpha for the success items was .9665. The Cronbach Alpha 

for these 97 items was 0.9838. 

A total of 25 items were then deleted to shorten and improve the questionnaire. 

Alphas for the transformational, managerial, ethical, and political action sets were .9243, 
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.9244, .9606, and .8879 respectively. The alpha for the success items was .9621. The final 

SLQ was deemed sufficiently reliable to be used in the study. The steps involved in the 

construction of the SLQ as discussed above are simplified in Table 14. 

Table 14 

Steps in the Construction of SLQ 

1. Extensive research on Pisapia's writings, academic papers, publications, 
and other literatures 

2. Establish discussions and questionings to verify information or statements 
related to his theory 

3. Constructed Items and presented them to Panel of Experts for review 

4. Modified items. 

5. Established a 97-items Strategic Leadership Questionnaire 

6. Attained approval from IRB and EPU 

7. Conducted Pilot Study 

8. Statistical analysis and modifications to items to obtain Reliability. 

Data Collection 

The questionnaires were distributed to research participants in these universities 

(Universiti Teknologi Malaysia and Universiti Teknologi Malaysia) via emails and mails 

along with specific instructions on how to answer and return the questionnaires. The 

direction of the questionnaires consisted of the followings instructions: 

1. This is an anonymous survey. You are not required to write down names or 
anything that would enable researcher to detect your identity. 
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2. Please answer the following items carefully but do not spend too much time on any 
one item. 

3. In your perception toward your leadership style, please respond to each question 
according to what your practice or behavior in each situation. 

4. There are 77 items in the survey, Read item one and indicate by circling the number 
that best indicate how often you this actually happens. Then proceed to read and 
respond in the same manner to other items in the survey. 

5. When you finish, please comp~ete the information section at the conclusion of the 
questionnaire. r 

6. Please secure the questionnaire in the given .. envelope to be posted to researcher .. 

7. Thank you for your participation in the study. 

Participants were given a week to answer the questionnaire. The researcher then 

followed-up with emails or phones to encourage each individual to respond. In addition 

to the data gathered through printed questionnaires, an online questionnaire was also set 

up. Selected respondents, most of them at FAU were emailed to ask for their 

participation, and link to the URL address was provided, along with the emails. The 

researcher had also traveled to these two universities in year 2005 to complete the data 

collection process and personally thank the individuals who had participated in this 

research. 

Data Analysis 

The data were displayed and analyzed through descriptive statistics, correlations, 

and regressions and determine the significance of statistical tests. An alpha level of 0.05 

was set for all statistical tests. Multiple regression and correlational analysis were used to 

explore the relationships between the leaders' use of strategic leader actions, context and 

demographics, and leader success. 
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The strength of the relationships was determined by the Pearson Correlation (r) 

values. Effect sizes were also calculated when statistical significance was achieved. 

Effect sizes are reported based on Cohen's (1992) suggestions on the effect size, effect 

sizes of 0.20 or less are considered as small, medium effects are between 0.20 and 0.80, 

and large effects are above 0.80. This study also used beta coefficients and R2 to measure 

effect size. 

The statistical procedures were applied to the data to test the null hypotheses 

associated with the research questions. All analytical procedures were conducted using 

the Statistical Packages for Social Scientists (SPSS) software version 11.0 for Windows. 

An alpha level of .05 was used for all statistical tests. 

Chapter Summary 

This chapter included a detailed description of the research design and procedures 

that were followed in this study. A quantitative non-experimental design was used to 

study the leaders' use of strategic leader action sets in two Malaysian public universities, 

and FAU. The leaders in this study were Deans of colleges in three universities. The 

Deans' use of the action sets was measured through the perceptions of their followers 

(academic staffs) which were collected through the SLQ instrument. Chapter 4 presents 

the analysis of the data collected through this study. 
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Chapter 4 

Data Analysis 

The purpose of this study was to determine if successful University Deans in 

complex environments use a more multifaceted set of leaders' actions than less successful 
I 

Deans in similar environments. A sub purpose of this 'study was to develop a reliable and 

valid instrument called Strategic Leadership Questionnaire (SLQ) to measure the leaders ' 

use of strategic leadership actions based on Pisapia's strategic leadership idea. The study 

was guided by these questions: 

1. Can a reliable and valid instrument be developed to determine the relationship 

between the leaders ' use of strategic leadership action sets and their success? 

2. Do successful University Deans use a wider array of strategic leadership 

action sets than less successful Deans? Do Deans in Malaysian Universities use a wider 

array of strategic leadership action sets than Deans in American Universities? 

3. Do successful University Deans in chaotic and complex contexts use a wider 

array of strategic leadership action sets than less successful Deans in similar contexts? 

4. Do the demographics affect the relationship between the Deans' use of 

strategic leadership action sets, context and leader success? 

Respondents 

The primary source of data for this research was extracted from the responses of 

professors and Deans from three universities (a) Universiti Teknologi Malaysia (b) 
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Universiti Putra Malaysia, and (c) Florida Atlantic University. They were given the 

survey via hard copy and online SLQ questionnaires. 

The professors of these three institutions were sampled and administered the 

Strategic Leadership Questionnaire (SLQ). The Deans at these three institutions were 

administered a shortened version of the SLQ. This version only inquired into the Deans' 

perception of the context in which they worked; their perceived success, and their 

demographic information. The overall percentage of return questionnaires from the 

Deans and the professors were 71%, and 66% respectively. The details of the percentages 

are provided in Table 15 and 16. 

Table 15 

Percentage of Returned Questionnaires by Professors 

Universities Samples Responses 

# % # % 

FAU 48 26 29 23 
UPM 78 42 53 43 
UTM 60 32 42 34 

TOTAL 186 100 124 100 

Table 16 

Percentage of Returned Questionnaires by Deans 

Universities 

FAU 
UPM 
UTM 

TOTAL 

# 
8 
13 
10 

31 

Samples 

% 
26 
42 
32 

100 

Responses 

# % 
6 27 
9 41 
7 32 

22 100 

99 

Returned 

% 

60 
68 
70 

Avg.= 66 

Returned 

% 
75 
69 
70 

Avg.= 71 



As seen in table 15 and 16, the responses from the professors were 60%, 68%, and 

70% from FAU, UPM, and UTM respectively. For the Deans, the responses were 75%, 

69%, and 70% from FAU, UPM, and UTM respectively. However, not all of the 

responses were used. Few of the colleges only had less than three responses from the 

professors, therefore their responses were considered not adequate to assess their Deans' 

leadership actions. A few of the Deans chose not to participate. In this case, the responses 
I 

from their followers were not used in the analysis. The distributions of demographics for 

both Deans and the professors can be seen in Table 17 and 18. 

Table 17 

The Demographics of the Deans 

FAU 

Gender # % 

Male 3 50.0 

Female 3 50.0 

Total 6 100 

Age # % 

< 25 0 .0 

26 to 35 0 .0 

36 to 45 0 .0 

46 to 55 3 50.0 

>56 3 50.0 

Total 6 100 

Level # % 

Prof. 6 100.0 

Assoc. 0 .0 

Assist. 0 .0 
Total 

6 100 

UPM 

# % 

6 66.7 

3 33.3 

9 100 

# % 
0 .0 

0 .0 

11.1 

88.9 

0 .0 

9 100 

# % 
6 66.7 

3 33.3 

0 0 

9 100 

100 

UTM 

# % 

6 85.7 

14.3 

7 100 

# % 

0 .0 

0 .0 

0 .0 

7 100.0 

0 .0 

7 100 

# % 

6 86.7 

1 14.3 

0 .0 

7 100 

Total 

# % 

15 68.2 

7 31.8 

22 100 

# % 

.0 .0 

.0 .0 

4.5 

18 81.8 

3 13.7 

22 100 

# % 

18 81.8 

4 18.2 

0 .0 

22 100 

(table continues) 



Table 17 (continued) 

FAU UPM UfM Total 

Discipline # % # % # % # % 

Art 3 50.0 2 22.2 2 28.6 7 31.8 

Science 3 50.0 7 77.8 5 71.4 15 68.2 
Total 

6 100 9 100 7 100 22 100 

B/ground. # % # % # % # % 

U.S.A 6 100.0 3 33.3 2 28.6 11 50.0 

U.K. 0 .0 11.1 4 57.1 5 22.7 

M'SIA 0 .0 11.1 1 14.3 2 9.1 

NONE 0 .0 4 44.4 0 .0 4 18.2 
Total 

6 100 9 100 7 100 23 100 

Note. Percents may not equal one hundred because of rounding. 

Table 18 

The Demographics of the Professors 

FAU UPM UTM Total 

Gender # % # % # % # % 

Male 11 37.9 39 73.6 29 69.0 79 63.7 
Female 18 62.1 14 26.4 13 31.0 45 36.3 

Total 29 100 53 100 42 100 124 100 

Age # % # % # % # % 

< 25 0 .0 1.9 0 .0 1 0.8 
26 to 35 3.4 12 22.6 8 19.0 21 16.9 
36 to 45 8 27.6 19 35.8 16 38.1 43 34.7 

46 to 55 18 62.1 20 37.7 18 42.9 56 45.2 
>56 2 6.9 1 1.9 0 0 3 2.4 

Total 29 100 53 100 42 100 124 100 

Note. Percents may not equal one hundred because of rounding 
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Research Questions and Hypotheses Testing 

Four research questions guided the data collection and analyses, and 10 

hypotheses were tested to answer the questions. The data were displayed and analyzed 

through descriptive statistics, correlations, and regressions and determine the significance 

of statistical tests. An alpha level of 0.05 was set for all statistical tests. Effect sizes were 

also calculated when statistical significance was achieved. Effect sizes are reported 

based on Cohen's ( 1992) suggestions on the effect size, effect sizes of 0.20 or less are 

considered as small, medium effects are between 0.20 and 0.80, and large effects are 

above 0.80. This study also used beta coefficients and R2 to measure effect size. 

Research Question 1: Can a reliable and valid instrument be developed to 

determine the relationship between the leaders' use of strategic leadership action sets and 

their success? 

Research Question 1 was investigated by developing and validating a reliable 

instrument to be used in the study. The questionnaire, the Strategic Leadership 

Questionnaire (SLQ), was developed to measure leader actions. 

In the first stage of the development, Pisapia' s theory of strategic leadership was 

studied, discussed, and understood. Then the constructs were delineated into several 

behavioral statements called actions. A panel of experts was used to determine if these 

actions represent the four leadership factors Pisapia identified in his theory. Items that did 

not represent the four factors: transformational, managerial, ethical and political were 

reworded or deleted. A final list of these items were built into a questionnaire and pilot 

tested for reliability before it was finalized and used 
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A pilot study of the 97-item SLQ instrument was conducted with 38 respondents 

from FAU and UTM to evaluate their leaders on a series of 5-Likert scales. There were 

80 items for the four leadership strategies, 15 items for success, and two items for the 

context. The scales of the items consisted of (a) Never (b) Occasionally (c) Sometimes 

(d) Frequently, and (e) Almost Always for items 1 through 80. For items 81 through 91, 

the scales were (a) Not Applicable (b) Not Successful (c) Somewhat Successful (d) 

Successful, and (e) Very Successful. For items 91 through 95, the scale were (a) Bottom 

10% (b) Bottom 25% (c) Top 50% (d) Top 25%, and (e) Rank in Top 10%. For items 96 

and 97, the scales were (a) Chaotic (b) Somewhat Chaotic (c) Complex (d) Somewhat 

Complex (e) Somewhat Stable, and (f) stable. Alphas for the transformational, 

managerial, ethical, and political action sets were .9401, .9343, .9578, and .8900 

respectively. The alpha for the success items was .9665. The Cronbach Alpha for these 

97 items was 0.9838. 

An inspection of the data analysis indicated that reliability scale could be 

improved by eliminating 25 items from the SLQ (items 1, 4, 8, 13, 17, 22, 27, 32, 35, 38, 

53, 56, 57, 59, 60, 63, 66, 71, 78, 80, 82, 83, 89, 94, and 95). By going through this list, 

the researcher and study adviser decided the items that need to be deleted based on the 

projected Alpha values if the items were deleted. The comments from the participants 

regarding some bad items were also considered in this review. Then, the researcher and 

the study director went through all the items and made other necessary changes to reflect 

the changes that had been made before. In short, there were three considerations used in 

deleting the unwanted items: 
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1. Items that lowered the alpha value the most were put in the highest probability 

for deletion. 

2. However, certain items from this list were retained because (a) they 

represented the critical component(s) of the embedded theory in the questionnaire, and 

(b) they did not significantly reduce or improve the total Alpha value of the SLQ. 

3. Certain items were adjusted to reflect changes that were made to other items. 

For example item 82 (How would you rate him/her as· a leader?) and item 83 (How would 

you rate him/her as a manager?) from the original SLQ were deleted since items 89 and 

90 had already been addressed by similar questions that were retained. 

A re-analysis with these 25 items removed from the final scale indicated that the 

measured reliability had changed. After deletion, there were 60 items representing the 

four leadership actions, 10 items representing success, and two items representing the 

context (72 items total). Alphas for the transformational, managerial, ethical, and political 

action sets were .9243, .9244, .9606, and .8879 respectively. The alpha for the success 

items was .9621. The total Alpha for this instrument had slightly decreased to 0.9812, due 

to the fact that the 25 items were deleted not merely based on their projected Alpha 

values but also based on considerations explained above. Nevertheless, the altered 72-

item instrument still carried a strong conventional standard for reliability (above Alpha 

value of0.70). 

A post confirmatory factor analysis could not be conducted to verify the construct 

validity of the instrument due to insufficient number respondents from the research. For 

example, Bryant & Yarnold (1995) suggested that the subjects-to-variables ratio should 

not be lower than 5. Therefore, it was suggested that a psychometric approach as 
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proposed by Nunnally & Bernstein (1994) be used to establish the construct validity of 

the instrument using the data from the research. First the reliabilities for each subscale 

(transformational, managerial, ethical and political actions) were established by simply 

summing the items within-scales and applying the Cronbach alpha. Then, the four sub 

scales were cross-correlated. According to Nunnally and Bernstein and Professor Morris, 

if the reliabilities for each subscale are high and the subscale inter-correlations are not, 

then the construct validity for the instrument can be argued. 

The reliability analyses were conducted to determine the alphas for each strategic 

leader action set. The results revealed that the reliabilities for each subscale were high. 

Alphas for the transformational, managerial, ethical, and political action sets were .9436, 

.9337, .9507, and .6893 respectively. The alpha for the success items was .9642. Then, a 

bi-variate correlation analysis was conducted between the four subscales. The results 

show that in general, the inter-correlations between the subscales were high as shown in 

Table 19 and 20. Thus, the construct validity of the SLQ was not supported. 
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Table 19 

Inter-correlations Among the Subscales ( I24 Respondents) 

Transformational Managerial Professional Political 

Transformational r 
.927(**) .899(**) .901(**) 

Sig. (2-tailed) .000 .000 .000 

Managerial r .927(**) .915(**) .865(**) 
Sig. (2-tailed) .000 .000 .000 

Professional r .899(**)· .915(**) .832(**) 
Sig. (2-tailed) .000 .000 .000 

Political r .901(**) .865(**) .832(**) 
Sig. (2-tailed) .000 .000 .000 

**Correlation is significant at the 0.01 level (2-tailed). 

Table 20 

Inter-correlations Among the Subscales (22 Deans). 

Transformational Managerial Professional Political 

Transformational r .910(**) .853(**) .857(**) 
Sig. (2-tailed) .000 .000 .000 

Managerial r .910(**) .843(**) .794(**) 
Sig. (2-tailed) .000 .000 .000 

Professional r .853(**) .843(**) .782(**) 
Sig. (2-tailed) .000 .000 .000 

Political r .857(**) .794(**) .782(**) 
Sig. (2-tailed) .000 .000 .000 

**Correlation is significant at the O.Ql level (2-tailed). 

106 



Research Question 2: Do successful University Deans use a wider array of 

strategic leadership action sets than less successful Deans? Do Deans in Malaysian 

Universities use a wider array of strategic leadership action sets than Deans in American 

Universities? 

Two hypotheses were posed to answer the questions proposed by research 

question 2. The analyses of the data were processed as follows. 

H01 : There is no significant correlation between the leaders' use of 

transformational, managerial, political and ethical action sets and the leaders' 

success. 

In order to test null hypothesis one, the leaders' average score on 

transformational, managerial, ethical, and political actions were correlated with the 

leaders' average score on success. These scores were determined through the responses 

of the followers to the SLQ. For example, if Dean A had six followers who participated 

in this study, the scores on the actions sets and success by these followers were averaged, 

and used to determine the Dean A's action sets and success. Table 21 lists all the 

correlation values and the effect sizes of the analysis. 

Table 21 

Bivariate Analyses of the Four Leader Action Sets and Leader Success 

Action Set Correlation (r) r Effect Size 

Transformational 0.744* 0.553 Medium 

Managerial 0.664* 0.441 Medium 

Ethical 0.642* 0.412 Medium 

Political 0.647* 0.419 Medium 

*p =< .05, n=22 
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Table 21 reflects a significant correlation between leaders' use of transformational 

actions and the leaders' success. The Pearson correlation value was 0.744 (p<0.05), and 

the effect size was 0.553 (medium effect size). There was also a significant relationship 

between leaders' use of managerial actions and the leaders' success. The Pearson 

correlation value was 0.664 (p<0.05), and the effect size was .441 (medium effect size). 

There was also a significant relationship between leaders' use of ethical actions and the 
I 

leaders' success. The Pearson correlation value was 0.642 (p<0.05), and the effect size 

was .412 (medium effect size). There was also a significant relationship between leaders' 

use of political actions and the leaders' success. The Pearson correlation value was 0.647 

(p<0.05), and the effect size was .419 (medium effect size). 

In all four instances tested, the results indicate a substantial practical effect of the 

relationship between the four leader action sets and the leader's success ranking by 

professors. Therefore, null hypothesis one, which stated that no significant correlation 

between the leaders' use of transformational, managerial, political and ethical action sets 

and the leaders' success is rejected. 

H02: There is no significant difference between the array of action sets used by 

successful and less successful Deans in Malaysian and American Universities. 

In order to answer this hypothesis, three sub hypotheses were formed to test for 

the differences among successful and less successful Deans. Null hypothesis 2.1 stated 

that there is no significant difference between the array of action sets used by successful 

Deans in Malaysian Universities and the array of action sets used by successful Deans in 

American Universities. Null hypothesis 2.2 stated that there is no significant difference 

between the arrays of action sets used by less successful Deans in Malaysian Universities 
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and the array of action sets used by less successful Deans in American Universities. Null 

hypothesis 2.3 stated that there is no significant difference between the array of action 

sets used by successful Deans in Malaysian and American Universities and the array of 

action sets used by less successful Deans in Malaysian and American Universities. 

Successful and Less Successful Deans 

The Deans ' level of success was computed for each Dean by pooling the 

responses of their followers to the success items. Two levels of success were created: (a) 

less successful Deans, and (b) Successful Deans. These levels of success were created by 

grouping scores that fell above the mean as "successful Deans" and scores that fell below 

the mean as "less successful Deans". Table 22 shows the grouping of the Deans as rated 

by their followers. 

Table 22 

The Distributions of Deans' Success 

Success Rank FAU UPM UTM Total 

# % # % # % # % 

1. Less Successful Deans 3 50.0 0 .0 5 71.4 8 36.4 

3. Successful Deans 3 50.0 9 100 2 28.6 14 63.6 

Total Respondents 6 100 9 100 7 100 22 100 

The results from Table 22 show that 50%, and 71.4% of the leaders were rated as 

less successful at FAU and UTM respectively. No leaders were rated as less successful at 

UPM. About 50%, 100%, and 28.6% of leaders were rated as successful at FAU, UPM, 

and UTM respectively. As overall, 36.4% of the leaders were rated as less successful, and 
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63.6% were rated as successful at these three universities. The following null hypothesis 

was then tested to answer research question one. 

The study of the use of action sets was further analyzed by determining if 

successful university Deans used a wider array of action sets than less successful Deans. 

Array Used by the Deans 

Array in this study meant the: ability of the leader to use more than one set of 
I 

actions. Pisapia has classified the "array of actions use by leaders" into three categories: 

(a) wide array, for those leaders who used four strategic leadership action sets, (b) narrow 

array for those leaders who use three or four action sets, and (c) constricted array for 

those leaders who use none or one action set (Pisapia, personal communication, January 

10, 2006). Table 23 portrays the definition of wide and narrow arrays of actions. 

Table 23 

Wide Array and Narrow Array of the Strategic Leadership Action Sets 

Array of Actions Number of Leadership Action Sets Used 

Wide Array 

Narrow Array 

Constricted Array 

4 

2 or 3 

0 or 1 

Based on this understanding, the array of action sets used by the Deans were 

categorized as wide, narrow or constricted depending on their average array scores 

computed through their followers' responses on their strategic leadership actions. 

Depending on these average scores, their array of actions was determined whether it is 

wide, narrow, or constricted as categorized above. 
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Before we would be able to determine the array, first, the average score Deans 

achieved in every action set was computed. Deans who received scores one standard 

deviation below the mean score on the action sets were considered as "not using the 

action set". Those who received scores one standard deviation above the mean were 

regarded as "using the action set". Those who received scores score between these two 

values were regarded as "somewhat using" those particular actions. The analysis results 

are shown in Table 24. 

Table 24 

Distribution of Strategic Leadership Action Sets Used by FAU, UPM, and UTM Deans 

(Professors' Perception of the Use of Action Sets by Deans) 

Action Sets FAU UPM UTM Total 
Transformational # % # % # % # % 

Not Used 2 33.3 0 .0 1 14.3 3 13.6 
Somewhat 

4 66.7 6 66.7 6 85.7 16 72.7 
Used 
Used 0 .0 3 33.3 0 .0 3 13.6 

Total 6 100 9 100 7 100 22 100 
Managerial # % # % # % # % 

Not Used 2 33.3 0 .0 0 .0 2 9.1 
Somewhat Used 4 66.7 5 55.6 7 100.0 16 72.7 
Used 0 .0 4 44.4 0 .0 4 18.2 

Total 6 100 9 100 7 100 22 100 
# % # % # % # % 

Ethical Not Used 2 33.3 0 .0 1 14.3 3 13.6 
Somewhat Used 2 33.3 6 66.7 6 85.7 14 63.6 
Used 2 33.3 3 33.3 0 .0 5 22.7 

Total 6 100 9 100 7 100 22 100 
# % # % # % # % 

Political Not Used 2 33.3 0 .0 4 14.3 3 13.6 
Somewhat Used 4 66.7 4 44.4 6 85.7 14 63.6 
Used 0 .0 5 55.6 0 .0 5 22.7 

Total 6 100 9 100 7 100 22 100 
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For this analysis, "somewhat used" and "used" were regarded as using the 

particular actions. As Table 7 indicates that the Deans at FAU (66.7%), UPM (100.0%), 

and UTM (85.7%) were using the transformational actions. The rests of the Deans at 

FAU (33%), UPM (.0%), and UTM (14.3%) were not using the transformational actions. 

As overall, 86.3% Deans were using the transformational actions and 13.6% Deans were 

not using the transformational actions. 
I 

The results also indicate that Deans at FAU (66.7%), UPM (100.0%), and UTM 

(85.7%) were using the managerial actions. The rests of the Deans at FAU (33%), UPM 

(.0%), and UTM (14.3%) were not using the managerial actions. As overall, 90.9% 

Deans were using the managerial actions and 9.1% were not using the managerial actions 

at these universities. 

The results also indicate that Deans at FAU (66.7%), UPM (100.0%), and UTM 

(85.7%) were using the ethical actions. The rests of the Deans at FAU (33%), UPM 

(.0%), and UTM (14.3%) were not using the ethical actions. As overall, 86.3% Deans 

were using the ethical actions and 13.6% were not using the ethical actions at these 

universities. 

The results also indicate that Deans at FAU (66.7%), UPM (100.0%), and UTM 

(85.7%) were using the political actions. The rest of the Deans at FAU (33%), UPM 

(.0%), and UTM (14.3%) were not using the political actions. As overall, 86.3% Deans 

were using the political actions and 13.6% were not using the political actions at these 

universities. 
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Based on the results from the above analysis and the classification of arrays, a 

cross tabulation analysis was then conducted to identify the cases that fell into each 

narrow and wide array set of actions. The results of the analysis are shown in Table 25. 

Table 25 

The Array of Strategic Leader Actions Sets Used by Deans at FAU, UPM, and UTM as 

Perceived by the Followers 

Arra~ Used FAU UPM UTM Total 
# % # % # % # % 

Constricted Array 0 .0 0 .0 0 .0 0 .0 
Narrow Array 4 66.7 2 22.2 6 85.7 12 54.5 
Wide Array 2 33.3 7 77.8 1 14.3 10 45.5 

Total 6 100 9 100 7 100 22 100 

The results above indicate that about 66.7%, 22.2%, and 85.7% Deans were using 

a narrow array set of actions at FAU, UPM, and UTM respectively. No Deans were 

using a constricted array of actions at FAU, UPM, and UTM. About 33.3%, 77.8%, and 

14.3% of the Deans were using a wide array set of actions at FAU, UPM, and UTM 

respectively. As overall, majority of Deans (54.5%) were using a narrow array set of 

actions, and the rest ( 45.5%) were using a wide array set of actions. No Deans were using 

a constricted array set of actions. 

A cross-tab analysis was performed to see the distribution of the leaders' array 

versus their success as rated by the followers. The results of the analysis are presented in 

Table 26. 
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Table 26 

Success Versus Array Used 

Array Used 

Constricted Array 
Narrow Array 

Wide Array 
Total 

Deans Ranking 
Less Successful Successful 

# % # % 
0 .0 0 .0 
7 87.5 5 35.7 
1 12.5 9 64.3 
8 100 14 100 

Total 

# % 
0 .0 
12 54.5 
10 45.5 
22 100 

Results from Table 26 show that there were no leaders who were using a 

constricted array set of actions. About 87.5% of the leaders who were rated as less 

successful were using a narrow array set of actions. About 12.5% of the leaders who were 

rated as less successful were using a wide array set of actions. 

On the other hand, about 35.7% ofthe leaders who were rated as successful were 

using a narrow array set of actions, while a majority of them (64.3%) were using a wide 

array set of actions. Overall, 54.5% of the leaders were using a narrow array set of 

actions, while 44.5% were using a wide array set of actions. 

Hypothesis 2.1 

Hypothesis 2.1 stated that there is no significant difference between the array of 

action sets used by successful Deans in Malaysian Universities and the array of action 

sets used by successful Deans in American Universities. 

In order to answer the hypothesis, a regression analysis was run to see the 

difference between the two groups in predicting the array set of actions use by the 

leaders. The results show that the successful American Deans tended to have lower 

(0.443 units lower) array scores than successful Malaysian Deans. The regression was a 

modest fit (R2
actj = 0.187), and the overall relationship was not significant (F1, 12 =3.986, p 
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> 0.05). Thus, there was no significant difference between the array of action sets used by 

successful Deans in Malaysian Universities, and the array of action sets used by 

successful Deans in American Universities. Therefore the null hypothesis 2.1 is retained. 

Hypothesis 2.2 

Attention then turned to the less successful Deans. Hypothesis 2.2 stated that there 

is no significant difference between the arrays of action sets used by less successful 

Deans in Malaysian Universities and the array of action sets used by less successful 

Deans in American Universities. In order to answer the hypothesis, a regression analysis 

was run to see the difference between the two groups in predicting the array set of actions 

used by the leaders. 

The results show that the less successful American Deans tended to have lower 

(0.133 units lower) array scores than less successful Malaysian Deans. The regression 

was a poor fit (R2
adj = 0), and the overall relationship was not significant (FL6=0.748, p > 

0.05). Thus, there was no significant difference between the array of action sets used by 

less successful Deans in Malaysian Universities, and the array of action sets used by less 

successful Deans in American Universities. Therefore the null hypothesis 2.2 is retained. 

Hypothesis 2.3 

The null hypothesis 2.3 stated that there is no significant difference between the 

array of action sets used by successful Deans in Malaysian and American Universities 

and the array of action sets used by less successful Deans in Malaysian and American 

Universities. In order to answer the hypothesis, a regression analysis was conducted to 

see the difference between the two groups in predicting the array set of actions use by the 

leaders. 
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The results show that the successful Deans in Malaysian and American 

Universities have higher (0.485 units higher) array scores than the less successful Deans 

in Malaysian and American Universities. The regression was a moderate fit (R2 
adj 

=0.210), and the overall relationship was significant (F1,2o=6.570, p< 0.05) with a 

medium effect size of 0.247. Thus, there was a significant difference between the array of 

action sets used by the successful Deans in Malaysian and American Universities, and the 
I 

array of action sets used by less successful Deans in Malaysian and American 

Universities. Therefore the null hypothesis 2.3 is rejected. 

Null Hypothesis H02 stated that there is no significant difference between the 

array of action sets used by successful and less successful Deans in Malaysian and 

American Universities. Based on the results from null hypotheses 2.1, 2.2 and 2.3, Null 

Hypothesis Ho2 is rejected. 

Research Question 3: Do successful University Deans in chaotic, complex, and 

stable contexts use a wider array of strategic leadership action sets than less successful 

Deans in similar contexts? To answer this question, three hypotheses (Hypotheses 3, 4, 

and 5) were tested in the manner indicated in the following paragraphs. 

In order to answer these hypotheses, a descriptive statistical analysis was done 

first to identify the distributions of the contexts among the three universities involved in 

this study. The contexts in this study were determined by the Deans rather than by 

followers. There were two items representing the context. Responses for these two items 

were averaged. For the purpose of analysis, chaotic and somewhat chaotic responses were 

grouped as "chaotic", complex and somewhat complex responses were grouped as 

"complex", and somewhat stable and stable responses were grouped as "stable". Table 27 
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shows the distributions of the contexts among the three universities involved in this 

study. 

Table 27 

Organizational Contexts (Chaos, Complex, and Stable) as Perceived by Deans. 

Contexts FAU UPM UTM Total 

# % # % # % # % 
Chaotic 0 0 0 .0 0 0 0 .0 
Complex 5 83.3 0 .00 0 .0 5 22.7 
Stable 1 16.7 9 100.0 7 100.0 17 77.3 

Total 6 100 9 100 7 100 22 100 

As shown in the table above, no Deans at FAU perceived their environments as 

chaotic. At FAU, all Deans perceived their environments as complex (83.3%) or stable 

(16.7%). At UPM, all Deans (100%) perceived their environment as stable. The same 

finding was found at UTM, all Deans (100%) perceived their environments as stable. No 

Deans at UPM and UPM perceived that they were in chaotic and complex contexts. 

Overall, 22.7% and 77.3% of the Deans perceived that they were in complex and stable 

environments. Overall, no Dean perceived their environments as chaotic. 

H 03: The Deans' use of strategic leadership action sets is not significantly related 

to the context found in the organizations. 

In order to answer this hypothesis, a correlation analysis was performed to 

investigate the correlation between the four strategic leadership action sets and the 

context found in the organizations. The results of the analysis are shown in Table 28. 
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Table 28 

Strategic Leadership Action Sets in Correlation with the Context. 

Leader Action Sets Context 

Transformational 
Managerial 
Ethical 
Political 

P=<.05 

Pearson r 
.331 
.203 
.240 

.430(*) 

Sig. (2-tailed) 
.132 
.365 
.283 
.046 

There were no significant relationships between the transformational, managerial 

and ethical leadership actions, and the context found in the organizations as perceived by 

the Deans and professors. However, there was a significant relationship between the 

political actions (r=.430, p <.05, small effect size) and the organizations' context. When 

the stability increased, so did the leaders' use of the political action set. 

Null Hypothesis Ha3 stated that the Dean's use of strategic leadership action sets 

is not significantly related to the context found in the organizations context. The results 

show that the transformational, managerial, and ethical strategic leadership action sets 

were not significantly related to the stability found in the organizations context. The 

political action set, however, was significantly related to the context (degree of stability) 

found in the organizations. When the context or degree of stability increased, so did the 

Dean ' s use of political action set. Based on the results presented above, the null 

hypothesis Ha3 is rejected. 

Ho4: The array of strategic leadership action sets used by Deans is not 

significantly related to context found in the organizations. 
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In order to answer this question, array scores for 22 Deans were determined 

through averaging the array scores they had received from the professors. The average 

array scores for all Deans were calculated and the array status for the Deans was 

identified. The arrays were then correlated with the context. The result shows that there 

was a significant relationship (r= .485, p=.022, medium effect size) found between the 

array of strategic leadership action sets used by the Deans and organizations' context. 

When the degree of stability increased, so did the leaders' array. 

Null Hypothesis Ho4 stated that the array of strategic leadership action sets used 

by Deans was not significantly related to the context found in the organizations. 

Therefore, null hypothesis ~ is rejected. 

H05 : Successful Deans in complex and stable contexts do not significantly use a 

wider array of strategic leadership action sets than less successful Deans in similar 

contexts. 

In order to answer the hypothesis, multiple regression analyses were conducted to 

investigate the relationship between the less successful dean and the array used in 

complex, and stable context. Two sub hypotheses were formed to test hypothesis 5 since 

no data was available on chaotic environments. 

Null hypothesis 5.1 stated that successful Deans in complex context do not 

significantly use a wider array of strategic leadership action sets than less successful 

Deans in similar contexts. In order to answer the hypothesis, a regression analysis was 

done to see the difference between the two groups in predicting the array set of actions 

used by the leaders in the complex context. 
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The results show that successful Deans in complex context tended to have higher 

(0.852 units higher) array scores than less successful Deans in similar context. The 

regression R2
adj was .366, and the overall relationship was not significant (Fu=4.461, p > 

0.05). Therefore, the null hypothesis 5.1 is retained. 

Null hypothesis 5.2 stated that successful Deans in stable contexts do not 

significantly use a wider array of strategic leadership action sets than less successful 
I 

Deans in similar contexts. In order to answer the hypothesis, a regression analysis was 

done to see the difference between the two groups (less successful and successful Deans) 

in predicting the array set of actions used by the leaders in the stable context. 

The results show that successful Deans in stable context tended to have higher 

(0.419 units higher) array scores than less successful Deans in similar context. The 

adjusted R2 
adj value was 0.226 and the overall relationship was significant (F1, 15=5.670, p 

< 0.05), with an effect size of 0.226 (medium). Therefore the null hypothesis 5.2 is 

rejected. 

Null Hypothesis H05 stated that successful Deans in chaotic, complex, and stable 

contexts do not significantly use a wider array of strategic leadership action sets than less 

successful Deans in similar contexts. Based on the results of Hypothesis 5.1 and 5 .2, null 

Hypothesis Hos is rejected. 

Ho6 The relationship between the leaders' use of strategic leadership action sets 

and their success is not significantly influenced by the organization's context. 

In order to answer the hypothesis, the data collected from the followers of the 

Deans were analyzed to yield the average success score for every Dean. Null Hypothesis 

6 stated that the relationship between the leader's use of the strategic leadership action 
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sets and their success sore is not significantly influenced by the context that the leaders 

were in. To answer the hypothesis, a series of multiple regression analyses were 

conducted on the moderating effect of the organizations' context on the relationship 

between the use of the four strategic leadership actions and leaders' success score. The 

results are presented in Table 29. 

Table 29 

Multiple Regressions: Context as the Moderator between Leadership Actions Sets and 

Leaders' Success Score 

Leadership Action Sets 

Transformational * Context 
Managerial * Context 
Professional * Context 
Political * Context 

p=<.05 

B 

-.552 
-.205 
.464 

-.351 

SE 

.788 

.118 
.535 

1.079 

Beta 

-1.793 
-.746 
1.510 

-1.182 

t Sig. 

-.709 .487 
-1.726 .101 
.867 .397 

-.325 .749 

Table 29 shows the significance of the interaction in four regressions using the 

organizations' context as the moderator. The organizations' context did not moderate the 

relationship between transformational leadership behaviors and leaders' success score. 

None of the interaction terms were statistically significant. 

Research Question 4: Do demographics affect the use, the array, and the success 

of the Deans? To answer this question, three hypotheses were tested in the manner 

indicated in the following paragraphs. 
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H 07: The Dean's use of the strategic leadership action sets is not significantly 

influenced by leader demographics (age, gender, academic level, academic 

discipline, and academic background) 

To answer the hypothesis, a bivariate correlation analysis was done to see the 

correlations between the Deans' use of the strategic leadership action sets and their 

demographics. The results from the ,transformational leadership correlations with the 
I 

demographics are as shown in the Table 30. 

Table 30 

Bivariate Analysis: Transformational Action Set Versus Leaders' Demographics. 

Transforma-
tiona! Action A cad. Acad. Acad. 

Set Age Gender Level Discieiine Background 
Dean's average r 
Transformational -.329 -.264 .087 .249 -.317 
Score 

Sig. (2-
.134 .235 .700 .264 .151 

tailed) 
Age r -.329 .142 -.386 -.085 -.182 

Sig. (2-
.134 .528 .076 .706 .419 tailed) 

Gender r -.264 .142 .026 -.328 -.262 
Sig. (2-

.235 .528 .910 .136 .239 
tailed) 

Academic Level r .087 -.386 .026 -.184 .121 
Sig. (2-

.700 .076 .910 .412 .590 
tailed) 

Academic r 
.249 -.085 -.328 -.184 .143 

Discipline 
Sig. (2-

.264 .706 .136 .412 .525 tailed) 
Academic r 

-.317 -.182 -.262 .121 .143 
Background 

Sig. (2-
.151 .419 .239 .590 .525 

tailed) 
* Correlation is significant at the 0.05 level (2-tailed). 

The results above indicate that the leaders' demographic variables were not 

significantly correlated with the transformation action that the Deans used. The above 
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analysis only shows individual correlations of the variables involved. In order to 

investigate the effect of the demographics on the transformational leadership actions used 

by Deans as a whole, a multiple regression analysis was done between the 

transformational actions used by leaders and the leader's demographics. The results of 

the analysis show an R2 
adj value of .071 and the overall relationship was not significant 

(F5, 16 =1.322, p> 0.05). The leader demographics as a whole were not particularly good at 

predicting the transformational actions used by the leaders. Overall, the demographic 

variables were just representing about 7.1% of the variance in the transformational 

actions used by the Deans and the model was not significant (p> .05). 

The next analysis was between the managerial strategic leadership action set and 

the Deans' demographics. The results from the correlations between the managerial 

leadership and the demographics are as shown in the Table 31. 

Table 31 

Bivariate Analysis: Managerial Action Set Versus Leaders' Demographics. 

Managerial A cad. A cad. Acad. 
Action set Age Gender Level Discieline Background 

Managerial r 
-.402 -.218 .066 .203 -.321 

Actions 
Sig. (2-

.064 .329 .771 .365 .146 
tailed) 

Age r -.402 .142 -.386 -.085 -.182 
Sig. (2-

.064 .528 .076 .706 .419 
tailed) 
N 22 22 22 22 22 22 

Gender r -.218 .142 .026 -.328 -.262 
Sig. (2-
tailed) .329 .528 .910 .136 .239 

(table continues) 
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Table 31 (continued) 

Managerial Acad. Acad. A cad. 
Action set Age Gender Level Discipline Background 

Academic r 
.066 -.386 .026 -.184 .121 

Level 
Sig. (2-
tailed) .771 .076 .910 .412 .590 

Academic r 
.20~ -.085 -.328 -.184 .143 

Discipline 
Sig. (2-
tailed) .365 .706 .136 .412 .525 

Academic r 
-.321 -.182 -.262 .121 .143 

Background 
Sig. (2-
tailed) .146 .419 .239 .590 .525 

* Correlation is significant at the 0.05 level (2-tailed). 

Overall, the results above clearly indicated that the leaders' demographic 

variables were not significantly correlated with the managerial actions that the Deans 

used. The above analysis only shows individual correlations of the variables involved. In 

order to investigate the effect of the demographics on the managerial leadership actions 

used by Deans as a whole, a multiple regression analysis was done between the 

transformational actions used by leaders and the leader's demographics. The results of 

the analysis show an R2 
actj value of .113 and the overall relationship was not significant 

(Fs, 16 =1.534, p> 0.05). The leader demographics as a whole were not particularly good at 

predicting the managerial actions used by the leaders. Overall, the demographic variables 

were just representing about 11.3% of the variance in the managerial actions used by the 

Deans and the model was not significant (p> .05). 

124 



The next analysis was between the professional strategic leadership action set and 

the Deans' demographics. The results from the correlations between the professional 

leadership and the demographics are as shown in the Table 32. 

Table 32 

Bivariate Analysis: Professional Action Set Versus Leaders ' Demographics 

Managerial Acad. A cad. A cad. 
Action set Age Gender Level Disci Eline Background 

Professional r 
-.323 -.065 .016 .377 -.163 

Actions 
Sig. (2-
tailed) .143 .775 .942 .084 .469 

Age r -.323 .142 -.386 -.085 -.182 
Sig. (2-
tailed) .143 .528 .076 .706 .419 

Gender Pr -.065 .142 .026 -.328 -.262 
Sig. (2-
tailed) .775 .528 .910 .136 .239 

Academic r 
.016 -.386 .026 -.184 .121 

Level 
Sig. (2-
tailed) .942 .076 .910 .412 .590 

Academic r 
.377 -.085 -.328 -.184 .143 

Discipline 
Sig. (2-
tailed) .084 .706 .136 .412 .525 

Academic 
-.163 -.182 -.262 .121 .143 

Background 
Sig. (2-
tailed) .469 .419 .239 .590 .525 

* Correlation is significant at the 0.05 level (2-tailed). 

Overall, the results above clearly indicated that the leaders' demographic 

variables were not significantly correlated with the ethical actions that the Deans used. 

The above analysis only shows individual correlations of the variables involved. In order 

to investigate the effect of the demographics on the professional leadership actions used 
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by Deans as a whole, a multiple regression analysis was done between the professional 

actions used by leaders and the leader's demographics. The results ofthe analysis show 

an R2
adj value of .065 and the overall relationship was not significant (Fs. 16=1.290, p> 

0.05). The leader demographics as a whole were not particularly good at predicting the 

professional actions used by the leaders. Overall, the demographic variables were just 

representing about 6.5% of the variance in the professional actions used by the Deans and 
I 

the model was not significant (p> .05). 

The next analysis was between the political strategic leadership action set and the 

Deans' demographics. The results from the correlations between the political leadership 

actions and the demographics are as shown in the Table 33. 

Table 33 

Bivariate Analysis: Political Action Set Versus Leaders' Demographics 

Political 
Action Gende A cad. Acad. A cad. 

set Age r Level Discipline Background 
Political r 

-.407 -.336 .060 .367 -.216 
Actions 

Sig. (2-
.060 .126 .791 .092 .335 

tailed) 
Age r -.407 .142 -.386 -.085 -.182 

Sig. (2-
.060 .528 .076 .706 .419 

tailed) 
Gender r -.336 .142 1 .026 -.328 -.262 

Sig. (2-
.126 .528 .910 .136 .239 

tailed) 
Academic r 

.060 -.386 .026 1 -.184 .121 
Level 

Sig. (2-
.791 .076 .910 .412 .590 

tailed) 
Academic r 

.367 -.085 -.328 -.184 .143 
Discipline 

Sig. (2-
.092 .706 .136 .412 .525 

tailed) 
Academic r 

-.216 -.182 -.262 .121 .143 
Background 

Sig. (2-
.335 .419 .239 .590 .525 

tailed) 
* Correlation is significant at the 0.05 level (2-tailed). 
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Overall, the results above clearly indicated that as overall, the leaders' 

demographic variables were not significantly correlated with the political action set that 

the Deans used. The above analysis only shows individual correlations of the variables 

involved. In order to investigate the effect of the demographics on the political leadership 

actions used by Deans as a whole, a multiple regression analysis was done between the 

political actions used by leaders and the leader's demographics. The results of the 

analysis show an R2
actj value of 0.171 and the overall relationship was not significant (F5, 

16 =1.864, p> 0.05). The leader demographics as a whole were not particularly good at 

predicting the political actions used by the leaders. Overall, the demographic variables 

were just representing about 17.1% of the variance in the political actions used by the 

Deans and the model was not significant (p< .05). 

Hypothesis Ho7 stated that the Dean's use of the strategic leadership action 

(transformational, managerial, professional, and political) sets is not significantly 

influenced by leader demographics (age, gender, academic level, academic discipline, 

and academic background). The results of the analyses above showed that that as overall, 

the Dean's use of the strategic leadership action sets was not significantly influenced by 

leader demographics. Therefore, null hypothesis Ho7 is retained. 

H0s: The array of the strategic leadership action sets used by Deans is not 

significantly influenced by leader demographics. 

To answer the hypothesis, a bivariate correlation analysis was done to investigate 

the correlations in the array of action sets used by the Deans with their demographics. 

The results from the Deans ' array correlations with the demographics are as shown in the 

Table 34. 

127 



Table 34 

Bivariate Analysis: Deans' Array Versus Leaders' Demographics 

Deans Acad. Acad. Acad. 
Array Age Gender Level Discif21ine Background 

DEANS ARRAY Pearson r 1 -.501 (*) .070 .117 .183 -.072 
Sig. (2-
tailed) .018 .759 .605 .416 .752 

Age Pearson r -.501 (*) .142 -.386 -.085 -.182 
Sig. (2-
tailed) .0181 .528 .076 .706 .419 

Gender Pearson r .070 .142 .026 -.328 -.262 
Sig. (2-
tailed) .759 .528 .910 .136 .239 

Academic Level Pearson r .117 -.386 .026 -.184 .121 
Sig. (2-
tailed) .605 .076 .910 .412 .590 

Academic Pearson r .183 -.085 -.328 -.184 .143 
Discipline 

Sig. (2-
tailed) .416 .706 .136 .412 .525 

Academic Pearson r -.072 -.182 -.262 .121 .143 
Background 

Sig. (2-
tailed) .752 .419 .239 .590 .525 

*Correlation is significant at the 0.05 level (2-tailed). 

The results above indicated that the array used by Deans was not significantly 

correlated with the leaders' gender, academic level, and academic discipline. However, 

the array used by Deans was significantly correlated with leaders' age (r=-.501 , p< .05, 

medium effect size=.2517). 

The above analysis only shows individual correlations of the variables involved. 

In order to investigate the total effect of the demographics on the array used by Deans, a 

multiple regression analysis was done for all the demographics variables and the array 

used by Deans. The results show an adjusted R square value of0.124 that suggests leader 
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demographics as a whole were representing about 12.4% of the variance in the array used 

by the Deans. The model was not significant (F5• 16 =1.594, p> 0.05). 

The results of the analyses show that there were no significant influences by the 

leader's demographics as a whole on the array used by the leaders. However, since there 

was a significant relationship between the array used and the leader's age, the null 

hypothesis Hos. which stated that the array of the strategic leadership action sets used by 

Deans is not significantly influenced by leader demographics, is rejected. 

H 0 9: The Deans' successes are not significantly influenced by leader 

demographics. 

To answer the hypothesis, a correlation analysis was performed to investigate the 

correlations in the Deans' successes with their demographics. The results from the 

Deans' success correlations with the demographics are as shown in the Table 35. 
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Table 35 

Deans' Success Versus Leaders ' Demographics 

Dean's 
Success Acad. Acad. A cad. 
Average Age Gender Level DisciJ2line Background 

Dean's Success r -.494(*) -.098 .073 .115 -.155 
Average 

Sig. (2-
.019 .665 .747 .610 .491 

tailed) 
Age r -.494(*) .142 -.386 -.085 -. 182 

Sig. (2- I 

tailed) 
.019 .528 .076 .706 .419 

Gender r -.098 .142 .026 -.328 -.262 
Sig. (2-

.665 .528 .910 .136 .239 
tailed) 

Academic Level r .073 -.386 .026 -.184 .121 
Sig. (2-

.747 .076 .910 .412 .590 
tailed) 

Academic r 
.115 -.085 -.328 -.184 .143 

Discipline 
Sig. (2-

.610 .706 .136 .412 .525 
tailed) 

Academic r 
-.155 -.182 -.262 .121 .143 

Background 
Sig. (2-

.491 .419 .239 .590 .525 
tailed) 

*Correlation is significant at the 0.05 level (2-tailed). 

The results above indicate that the Deans' success was not generally significantly 

correlated with the leaders' demographics. However, the Deans' success was 

significantly correlated with leaders' age (r=-.494, p< .05) with medium effect size 

(.244). 

The above analysis only shows individual correlations of the variables involved. 

In order to investigate the total effect of the demographics on the Deans' success, a 

multiple regression analysis was conducted for all the demographics variables and the 

Deans' success. The results show an adjusted R square value of .080 suggesting that 
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leader demographics as a whole were representing about 8.0% of the variance in the 

Deans' success. The model was not significant (Fs. 16 =1.364, p> 0.05). 

The results of the analyses show that there were no significant influences by the 

leader' s demographics as a whole on Deans' success. However, the array used by the 

Deans showed a significant correlation with the leaders' age. Therefore null hypothesis 

Ho9 is rejected. 

Ho1o: The relationship of the Dean's array and their success is not significantly 

influenced by leader demographics. 

In order to investigate this hypothesis, a series of multiple regression analyses 

were done to identify the relationships between Dean's Array and Success, and if the 

relationships were moderated by Leaders Demographic variables. The moderating effect 

of the leaders demographics on the relationship of Dean's array and success are presented 

in Table 36. 

Table 36 

Multiple Regressions: Leader Demographics as the Moderator between 

Deans' Array and Success 

Leader Demographics 
(Moderators) 

B SE Beta t Sig. 
Age *Array .544 .631 1.729 .862 .400 
Gender * Array -1.020 .518 -1.495 -1.970 .064 
Academic Level * Array -.177 .610 -.264 -.290 .775 
Academic Discipline *Array .143 .506 .276 .283 .780 
Academic Background * Array -.209 .305 -.543 -.685 .502 

p=<.05 
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Table 36 shows the significance of the interaction in four regressions using the 

leader demographics as the moderators. The leader demographics did not moderate the 

relationship between the Deans' array and leader success. None of the interaction terms 

were statistically significant. 

Chapter Summary 

In this chapter, there are four
1 

research questions and 10 hypotheses, which were 

tested to determine the relationship between the leaders' use of strategic leadership action 

sets and success. The summary of the hypotheses tested in the study and the results are 

presented in Table 37. 
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Table 37 

Summary of Hypotheses Testing 

Null 
Hypothesis 

Hol 

Ho2 

Description Results 

There is no significant correlation between the Reject 
leaders' use of transformational, managerial, political 
and ethical action sets and the leaders' success 

There is no significant difference between the array 
of action sets used by successful and less successful Reject 
Deans in Malaysian and American Universities 

Null hypothesis 2.1 

There is no significant difference between the array Fail to reject 
of action sets used by successful Deans in Malaysian 
Universities, and the array of action sets used by 
successful Deans in American Universities. 

Null Hypothesis 2.2 

There is no significant difference between the array 
of action sets used by less successful Deans in 
Malaysian Universities and the array of action sets 
used by less successful Deans in American 
Universities. 

Null hypothesis 2.3 

Fail to Reject 

There is no significant difference between the array Reject 
of action sets used by successful Deans in Malaysian 
and American Universities and the array of action 
sets used by less successful Deans in Malaysian and 
American Universities. 

(table continues) 
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Table 37 (continued) 

Null 
Hypothesis 

Ho3 

Ho4 

Ho5 

Ho6 

Description 

Null Hypothesis Ho3 stated that the Dean's use of 
strategic leadership action sets is not significantly 
related to the organizations' context. 

The array of strategic leadership action sets used by 
Deans is not signific:antly related to the 

. . ' I orgamzattons context. 

Successful Deans in complex and stable contexts do 
not significantly use a wider array of strategic 
leadership action sets than less successful Deans in 
similar contexts. 

Null hypothesis 5.1 

Successful Deans in complex context do not 
significantly use a wider array of strategic leadership 
action sets than less successful Deans in similar 
contexts. 

Null hypothesis 5.2 

Successful Deans in stable context do not 
significantly use a wider array of strategic leadership 
action sets than Jess successful Deans in similar 
contexts. 

The relationship between the leaders' use of strategic 

Results 

Reject 

Reject 

Reject 

Fail to reject 

Reject 

leadership action sets and their success is not Fail to Reject 
significantly influenced by the organizations' 
context. 

(table continues) 
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Table 37 (continued) 

Null 
HyPothesis 

Ho7 

Ho8 

Ho9 

HolO 

Description Results 

The Dean's use of the strategic leadership action sets Fail to Reject 
is not significantly influenced by leader demographics 
(age, gender, academic level, academic discipline, and 
academic background) 

The array of the strategic leadership action sets used Reject 
by Deans is not significantly influenced by leader 
demographics 

The Dean's success is not significantly influenced by Reject 
leader demographics. 

The relationship of the Dean's array of use of the Fail to reject 
strategic leadership action sets and their success is 
not significantly influenced by leader demographics. 
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Chapter 5 

Findings, Limitations, Conclusions, and 

Recommendations 

The purpose of this study was to determine if successful University Deans in 
I 

complex environments use a more multifaceted set of leadership actions than less 

successful Deans in similar environments. A sub purpose of this study is to develop a 

reliable and valid instrument to measure the leaders' use of strategic leadership action 

sets based on Pisapia' s strategic leadership proposal. Pisapia proposed a four factor 

leadership model composed of four leadership actions (transformational, managerial, 

ethical, and political) that leaders could use in their actions depending on the contexts 

where the leaders are in. He posits that the transformational actions works best in a 

mature organization. Managerial actions works best in a hierarchical formal organization. 

Political actions provides leaders with the ability to use the bargaining process and 

exercise power, while the ethical actions works best as an antidote to balance a 

politicized environment. 

The study was guided by these questions: 

I. Can a reliable and valid instrument be developed to determine the relationship 

between the leaders' use of strategic leadership action sets and their success? 

2. Do successful University Deans use a wider array of strategic leadership 

action sets than less successful Deans? Do Deans in Malaysian Universities use a wider 

array of strategic leadership action sets than Deans in American Universities? 
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3. Do successful University Deans in chaotic and complex contexts use a wider 

array of strategic leadership action sets than less successful Deans in similar contexts? 

4. Do the demographics affect the relationship between the Deans' use of 

strategic leadership action sets, context and leader success? 

This chapter will answer these questions based on the outcomes of the research 

and the results of the analysis as discussed in the Chapter 4. This chapter also reviews the 

limitations involved in the study and how future research could be improved using the 

Strategic Leadership Questionnaire (SLQ) instrument. 

Review of the Procedures 

The research started with the development of the SLQ instrument that was based 

on Pisapia' s strategic leadership theory. The constructs from his leadership ideas were 

delineated into several behavioral statements called actions. Using a panel of experts, 

these actions were confirmed to represent the intended theory or assumptions. By 

deleting and rewording the items, final lists of the best items were built into a 

questionnaire. The strategic leadership action sets proposed by Pisapia can be seen in 

Table 38. 
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Table 38 

The Strategic Leadership Action Sets 

TRANSFORMATIONAL ACTION SET 
The actions used to induce organizational members to act on goals that represent the values, aspirations and expectations of 

leaders, followers, and the organization itself. 

Definition 

Transformational leadership 
is the ability to use frame 
braking actions that develop 
a new normative order 

Actions 

There are 8 actions used in transformational leadership: 
1. Promotes change and development of a new normative order. 

I 
2. Recognizes strengths, weaknesses, opportunities, threats and creates a 

process that strategically places the organization into its competitive 
environment. 

3. Establishes a process that makes individual and organizational learning a 
priority. 

4. Looks for opportunities and uses creativity and imagination to accept 
ambiguities. 

5. Challenges the mental models of all members of the organization. 

6. Models the change actions and the new normative order desired. 

7. Constructs and communicates a compelling vision and persuasive stories, 
which significantly affect the feelings, thoughts, and behaviors of followers. 

8. Motivates people to work by promoting agreements on vision, values, and 
priorities through dialogue and shared decision-making. 

MANAGERIAL ACTION SET 
The actions used to coordinate activities to get the jobs accomplished 

There are 8 actions used in managerial leadership: Managerial leadership is the 
ability to use frame sustaining 
actions to create structural 1· Establishes formal plans and policies, routines or priorities to maintain 

reliable performance toward goal achievement. changes to improve the 
efficiency and effectiveness of 
the current organization 2· Organizes human and material resources to maximize the benefit to the 

organization. 

3. Acts quickly and firmly to correct and redirect individual and group 
behavior 

(table continues) 
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Table 38 (continued) 

Definition Actions 
4. Emphasizes uniform procedures and the necessity for task accomplishment. 

5. Monitors and emphasizes the organizational priorities and operational 
standards and rules to achieve the set objectives and expectations. 

6. Minimizes constraints from external factors (legal mandates, community 
pressures etc) and internal factors (union contracts, followers ' expectations, 
unwritten rules etc.) that that limit what the organizational accomplishment 

7. Enforces rules 

8. Motivates people to work through rewards and punishments. 

ETHICAL ACTION SET 
The actions used to imbed sense and meaning, morality, self-sacrifice, duty and obligation, the process of ethical 

reflection and reasoning that leaders use in decision making. 

Ethical Leadership is the 
ability to follow self-chosen 
principles and virtues, 
valuing right of others and 
upholding absolute values 
and rights in any situation. 

There are 8 actions used in transformational leadership: 

1. Uses knowledge about the best practice as the basis for action. 

2. Creates organization cultures that are supportive of professional and ethical 
work. 

3. Focuses on what needs to be done and what is right and wrong. 

4. Decides which issues are truly important and what can be compromised 

5. Inserts values into discussions of improving the organization . 

6. Follows self-chosen principles even if they violate the law 

7. Values rights of others and upholds absolute values and rights regardless of 
the majority's opinion 

8. Fulfills obligations to which you have agreed 

9. Enforces good moral and just practices. 

10. Being honest in order to create trust. 

11 . Displays self determination to reaching goals. 

(table continues) 
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Table 38 (continued) 

Definition Actions 
POLITICAL ACTION SET 

The action used to develop relationships and power, ability to use bargaining, and negotiation strategies. 

Political leadership is the 
ability to barter, engage in 
relationships for the purpose 
of exchanging valued things, 
and form temporary (or 
materialistic) relationship 

Source: Pisapia (in process) 

There are 8 actions used in Political leadership: 
1. Manages power relationships existing between leaders and followers. 

2. Seeks not to maximize but rather "satisfice" with policies and practices hat 
"keep all the people affected as satisfied as possible" (what is possible) 

3. Seek~ to control the decision making process 

4. Treats the process as important as the product 

5. Work at developing power, and building coalitions and networks, finding 
the sources of power, promoting consensus building, and use bargaining 
strategies in the process 

6. Build motivation and compliance through exchanging yalued things and 
expectations. 

7. Uses reactive rather than proactive model of operation 

8. Follows rules only when doing so is in your immediate interest 

9. Does personal favors for organizational members and stakeholders. 

These action sets were further defined by items on the SLQ. There were 77 items 

in the final SLQ. Sixty items represented the four leadership actions, 10 items for 

success, two items for context and five items for the demographics. The respondents were 

selected from Universiti Teknologi Malaysia, Universiti Putra Malaysia, and Florida 

Atlantic University. After approvals were approved by those institutions, the SLQ 

questionnaires were distributed via online and traditional methods. A total of 124 

professors and 22 Deans had responded to the SLQ instrument. 

The data were analyzed using multiple regression and correlation analyses. The 

level of significance was set at .05. The effect size was also calculated for significant 
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findings to determine the practical significance as explained by the correlations and 

regressions. After the data collection was completed, a psychometric analysis was 

conducted to investigate the construct validity and reliability of the SLQ. 

Summary of Findings and Discussion 

The main purpose of this study was to determine if successful University Deans in 

complex environments use a wider array of leadership actions than less successful Deans 

in similar environments. Generally the results show that most Deans (64.3 %) from the 

universities involved who were rated as successful were using a wide array set of actions 

while some of them (35.7%) were using a narrow set of actions. 

There was also a significant difference between the array of action sets used by 

successful and less successful Deans in Malaysian and American Universities. The results 

also show that the successful Deans in Malaysian and American Universities tended to 

have significant higher (0.485 units higher) array scores than the less successful Deans in 

Malaysian and American Universities. 

Further analysis show that successful Deans in stable context tended to have 

significant higher array scores (0.419 units higher) than less successful Deans in similar 

context. The results also show that successful Deans in complex context tended to have 

higher array scores (0.621 units higher) than less successful in similar context Deans even 

though the relationship was not significant. 

A sub purpose of this study is to develop a reliable and valid instrument to 

measure the leaders' use of strategic leadership action sets based on Pisapia's strategic 

leadership theory. In this regard, this study has succeeded in transforming Pisapia's 

theory of strategic leadership into a reliable and content valid instrument and the SLQ. 
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The reliabilities for the four leadership actions' subscales were high, .9436 for 

transformational, .9337 for managerial, .9507 for ethical, and .8695 for political. 

However, the inter-scales correlations were high, indicating weak construct validity. 

The SLQ was pilot tested for reliability, finalized, tested in the field. Research 

was not able yet to achieve good construct validity of the instrument. However, the 

researcher believes that the construct validity could be improved through continuous 

work on the SLQ instrument as suggested later in this chapter. 

The general outcomes of this research were supported by the following findings: 

Finding 1: There was a significant correlation between the leaders' use of 

transformational, managerial, political and ethical action sets, and the leader success 

(medium effect size). 

Finding 2: There was a significant difference between the array of action sets used by 

successful and less successful Deans in Malaysian and American Universities (medium 

effect size). 

Finding 3: The array of strategic leadership action sets used by Deans was significantly 

related to the organizations' context. 

Finding 4: The Deans' use of strategic leadership action sets was significantly related to 

the stability or complexity found in the organizations context (medium effect size). 

Finding 5: Successful Deans in complex, and stable contexts used a significantly wider 

array of strategic leadership action sets than less successful Deans in similar contexts 

(medium effect size). 

Finding 6: The array of action sets used by Deans was significantly but negatively related 

with the age of the leaders (medium effect size). The Deans success was also 
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significantly negatively related with leaders' age (medium effect size). 

The findings are discussed in the following paragraphs: 

Finding 1: There was a significant correlation between the leaders' use of 

transformational, managerial, political and ethical action sets, and the leaders' success. 

This finding revealed that the leaders' transformational, managerial, ethical, and 

political actions were significantly correlated (r values are 0.744, 0.664, 0.642, 0.647 

respectively) with the leader success. When the leaders' use of transformational, 

managerial, political and ethical action sets increased, so did the success scores of all 

leaders in the study. All the effect sizes involved in these correlations were medium or 

moderate (0.553, 0.441, 0.412, and 0.419 effect sizes respectively) thus allowing the 

researcher to consider the results as practically significant. 

From the literature review, it was clear that these four leadership actions or action 

sets are important. According to Bums (1978) transformational leaders look for potential 

motives in followers, seeks to satisfy higher needs, and engage the full person of the 

follower. The managerial actions have been known for decades as important. It was 

claimed by Henri Fayol in the beginning of the 20th century as important element to 

increase production as well as by current scholars in the leadership and management 

fields. As indicated by the results in this research, in general, more leaders (90.9%) were 

using managerial actions as compared to the transformational actions (86.3% ), ethical 

actions (86.3% ), and political actions (86.3% ). 

Zaleznik (1977) asserted that leadership (transformational) and management 

require different behaviors and should be conducted by different people. However, Bums 

(1978), Bass and Steidlmeir (1998), Kotter (1996), Yuki (1981) and Pisapia (2006) 
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concluded that the best leaders use both transformational and management actions. 

Pisapia believes that not only are both important but essential. He asserts that the first 

question a leader should answer is "does this environment require frame sustaining or 

frame breaking actions." If the answer is frame sustaining he assumes that managerial 

actions are more appropriate. Whereas if frame breaking is the answer then 

transformational actions are more appropriate along with managerial to maintain some 

semblance of stability while the organization goes through the process of significant 

change. 

The ethical and political aspects are not found in many leadership theories as 

separate factors. Pisapia sees them as important balancing factors to either frame 

sustaining or frame breaking change. Although he does not limit these two factors to 

only this role. Some leaders do lead through a strong ethical framework and others 

through a political framework. It will take more research to fully describe the way they 

interact most of the time in leadership situations. 

The ethical aspect of leadership is well known as a core element to leadership 

which leaders are expected to exhibit but it is not portrayed normally as an action 

oriented factor. Pisapia perceived ethical leadership as more sophisticated than a moral 

system since it incorporates the personal commitment to ethics, as well as the attentions 

to an organization's formal statement of values, the diversity of ethics within the 

institution, commitment to the ethical codes of conduct and standards, and rational 

decision-making. 

Pisapia believes that the political action set is an essential factor in supporting 

getting things done in the organization whether they are in a frame breaking or frame 
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sustaining mode. Pisapia, uniquely, regards transactional leadership as political since 

leaders bargain and do favors to satisfy followers' needs and encourage their involvement 

in goals achievement. Thus he leaves other scholars who interpret transactional 

leadership differently (Burns, Bass & Leithwood), and considers it a distinctive factor in 

his theory. 

The results from this study show that leaders were using all four actions. A slight 
I 

higher percentage in the use of managerial leadership ·as compared to other action sets 

was explained by the fact that most leaders (59 .1%) were perceived to be in the stable 

context as opposed to the complex context (40.9%). In this regard the findings support 

one of Pisapia ' s propositions that in organizations where stability and frame 

reinforcement are needed, managerial action is a good choice. The existence of equal 

high scores in ethical and political were explained by his assumptions that no matter if a 

leader uses the managerial or transformational actions, the political and ethical issues are 

present and must be considered. Therefore the findings are supportive ofPisapia's 

proposition that successful leaders are able to use a multifaceted set of leader actions but 

many more confirming studies need to be conducted in other environments than higher 

education. 

Finding 2: There was a significant difference between the array of action sets 

used by successful and less successful Deans in Malaysian and American Universities 

(medium effect size). 

There was no significant difference between the arrays of action sets used by 

successful Deans in Malaysian Universities, and the array of action sets used by 

successful Deans in American Universities. Even though the difference was not 
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significant, the results show that the successful American Deans tended to have narrower 

array scores than successful Malaysian Deans. 

There was no significant difference between the array of action sets used by less 

successful Deans in Malaysian Universities and the array of action sets used by less 

successful Deans in American Universities. Even though the difference was not 

significant; the results show that the less successful American Deans tended to have 

narrower array scores than less successful Malaysian Deans. 

There was, however, a significant difference between the array of action sets used 

by successful Deans in Malaysian and American Universities and the array of action sets 

used by less successful Deans in Malaysian and American Universities. The results show 

that the successful Deans in American and Malaysian universities tended to have higher 

array scores (0.485 units higher) than less successful Deans in American and Malaysian 

universities. The effect size was 0.247 (medium). 

Hence, there was a significant difference between the array of action sets used by 

successful and less successful Deans in Malaysian and American Universities. The study 

revealed that majority of leaders (64.3%) who were using a wide array set of actions were 

rated as successful. In contrast only small minority (12.5%) of them who were rated as 

less successful were using a wide array set of actions. 

This finding is supported by several literatures in the field. For example Topping 

(2002) believed that senior executives also need to manage, and managers especially at 

below the general manager level need to have the capability of being as both managers 

and leaders, preserving the stability and make the changes when necessary. Kotter 

(1996), and Blanchard and Hersey (1985) draw a similar conclusion. Leaders who try the 
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same approach and solution to every problem will eventually fail. The truly successful 

leaders are the one that can anticipate changes, constantly preparing for it, and adapting 

to it (Heifetz, 1994). In this case, flexibility has to be built into the leadership paradigm. 

In contrast, the leader who is in it for ego, wants it his way or no way, wants something 

out of it, and always sees the process as a zero sum game will always fail to see the 

complexity of the environments around him. 
I 

The finding also supports Pi sa pia's proposition that successful leaders use a wider 

array of actions than less successful leaders. Pisapia assumes that all the four actions 

coexistent with each other. Meaning that all four actions can be practiced by leaders, 

depending on the contexts they are in. The strategic leader, he proposes, is one who can 

"apply the artist's paintbrush." Strategic leaders are those who use a wide array set of the 

leader action sets. His theory eliminates the distinction between managers and leaders 

but integrates them in a construct of leadership that he calls strategic leadership. His idea 

has submerged the debate of the superiority of leadership over managers or vice versa by 

combing them in one paradigm of strategic leadership along with elevating previously 

submerged factors of ethical and political actions. His theory of strategic leadership 

recognizes the needs to balance between stability and change. While there is a tension 

created by the need for stability and change, leadership and management are not 

incompatible. In fact they must be used by the very same leader in different situations. 

The same holds true for the tension between ethical and political. Some people might 

perceive one as more the important than the other, instead, Pisapia regards them as 

equally important and supportive of the managerial and transformational action sets. 
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Finding 3: The array of strategic leadership action sets used by Deans was 

significantly related to the organizations' context (medium effect size). 

Pisapia (in process) believes that leaders need to be flexible when leading the 

organization. This is because of the complexity of the environment makes no single way 

of leading, suitable for all situations. What leaders need to do is to change strategy 

whenever needed to suit the context that they are facing. 

A wider array of strategic leadership actions is thought to be necessary in 

environments that are grounded on the principle of complexity. In complex 

environments, Pisapia believes that productive organizations need to interact with their 

environment continuously and adjust themselves based on the feedback received, thereby 

shifting the focus to interdependence and adaptation. In contrast, orderly or stable 

systems have little interaction and flexibility among its elements and tend to lead to 

rigidity, stubbornness and conformity. 

In the finding, when the degree of stability increases, so did the array used by the 

leaders. When the degree of stability decreased so did the array used by leaders. In this 

case, the phenomenon seems to be contradicted to what has been proposed by Pisapia. 

There may be some rational to this finding. Stable environment, is no longer regarded as 

the ideal environment for an organization, therefore, the way leaders react to the stability 

is by pushing the organization toward a transformational state, using a wider array of 

action sets. If leaders keep using a narrow array of action sets in stable environment, it 

will be hard for change to take place in the organization. So, to move the organization 

and be transformational, leaders need to be flexible and use multiple set of actions in their 

leadership. 
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Finding 4: The Deans' use of strategic leadership action sets is significantly 

related to the organizations' context (medium effect sizes). 

Overall, the results of the analyses did not find significant relationships between 

the four action sets and context concepts except for the political actions. However, a 

significant positive relationship between the political actions and context (r= .475, p < 

.05) in organizations was found. So,: when stability increased, so did the political actions. 
I 

The effect sizes for both relationships were 0.225 (medium effect sizes). 

Bolman and Deal (2001), Hoy and Miskel (1997), and Sergiovanni (1998) 

confirm that in any organization including schools, colleges, and universities; horse-

jockeying, exploitation, conflicts, competition, and organizational politics are always 

exist, and leaders should acknowledge and deal with this reality instead of ignoring it. 

These actions strengthen leaders who are able to tradeoff and bargain to bring people into 

the coalitions/networks. 

Pisapia theorizes that using merely political actions is inadequate to bring 

substantive changes to organization. However, he stresses that political actions are 

particularly suitable for messy or complex organizations where "muddling through" is the 

norm rather than selecting and carrying out the best possible alternatives. This 

proposition could not be tested in this study since there were no chaotic environments 

reported. 

Furthermore, Pisapia believes that the first decision that leader makes is between 

the organizations' need for stability and change. If stability or frame sustaining change is 

required, the leader is cued to employ managerial leadership actions. If transformative 

frame breaking change is required, they are cued to employ transformational leader 
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actions. Managerial actions work well in stable environments. However, whether 

managerial or transformational leader actions are applied; they are balanced by political 

and ethical actions. Therefore, we can assume that the political actions did balance 

managerial and transformational leaders in this study. No similar effect was found for 

ethical actions. 

Finding 5: Successful Deans in complex and stable contexts significantly used a 

wider array of strategic leadership action sets than less successful Deans in similar 

contexts (medium effect sizes). 

The results of the analysis show that successful Deans in stable context tended to 

have significant higher (0.419 units higher) array scores than less successful Deans in 

similar context. The effect size was 0.226 (medium effect size). The results also show 

that successful Deans in complex contexts tended to use wider array than less successful 

Deans in similar context even though the relationship was not statistically significant. 

In general, the study found that successful Deans used wider array of leadership 

actions in both complex and stable context. The results seemed to support the literature. 

Warren Bennis and Burt Nanus (1985) maintained that successful leaders lead 

organizations using many skills, all of which focus on people within the organization. 

On the one hand, the finding lends support to Pisapia's contention that the array 

of leader actions is related to success. On the other hand, his theory could not be fully 

confirmed in this study since successful leaders in both stable and complex environments 

used a wider array of actions than less successful leaders. This underlying phenomenon is 

unclear. However, Marion (2002) argued that stable or "rich" environments are easy to 

exploit and leaders within such an environment can literally used any actions and survive 
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just fine. Therefore, it was a possible reason why leaders in stable can use a narrower set 

of actions and still be successful. In contrast, lean or unstable (or chaotic) environments 

are difficult to exploit and organizations in such environments cannot afford strategic 

errors. There was also no chaos cases reported so comparison could not be made using 

the analysis. As the contexts are believed in the continuum between chaos, complex, and 

stable, data analysis was missing an important part of the theory to investigate. 

Cross cultural differences should be further investigated between use of strategic 

leadership action sets by successful and less successful Deans in Malaysian and 

American Universities. The results show that the less successful American Deans tended 

to have lower (0.133 units lower) array scores than less successful Malaysian Deans but 

the relationship was not significant. The results also showed that the successful American 

Deans tended to have lower (0.443 units lower) array scores than successful Malaysian 

Deans but the relationship was not significant. 

Finding 6: The array used by Dea~s was significantly and negatively related with 

leader age. The Deans' success was also significantly negatively related with leader age 

(medium effect sizes). 

The arrays used by Deans was significantly negatively related ( -.501) with 

leaders' age. The effect size was 0.252 (medium effect size). The relationship was 

negatively significant. Meaning that the older the leaders were, the narrower the array of 

action sets they used. When the age decreased, the array of action sets used increased. 

There was also a significant negative correlation ( -.494) between the leader 

success and age. The effect size was 0.244 (medium effect size). The relationship was 
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negatively significant. Meaning that the older the leaders were, the less successful they 

were. When the age decreased, the success scores increased. 

These phenomena were not anticipated in Pisapia's theory. It was assumed that 

older leaders who have longer experiences in the field tend to provide more choices and 

approach to the problems and be more successful. While it is plausible to believe that 

older leaders have more experience to draw on and therefore would be able use a wider 

array of leader action sets, it was not the case in this study. This research indicates that 

younger Deans were using a wider array of leader action sets and were more successful. 

In retrospect, this may be due to older Deans being educated in classical patterns of 

leadership and younger Deans being exposed to new constructs and actions proposed by 

Bums, Bass, Bennis, Bolman and Deal, Tichy, Kouzes and Posner, Senge, Greenleaf, 

Gardner and Pisapia .. 

There are several researchers that have linked age or gender to ethical behaviors, 

leadership styles or success. Peterson, Rhoads and Vaught (2001) found that age is a 

significant predictor of ethical behavior. They stressed that older people have higher 

ethical beliefs that make them less likely to be influenced by other people at work or at 

home. Many Deans in this study were relatively old ranging from 46 to 55 years old and 

they usually received the position as Deans after several years of service in the lower 

level of leadership position in college. Particularly in Malaysian context, Deans' selection 

was influenced by the seniority and the ranking of the professors. 

On the other hand, Pisapia proposed that leaders often fail because they are 

trained in and rely upon a linearity of thinking rnindset, which does not work in 

situations characterized by ambiguity and complexity that requirement them to be 
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flexible and change oriented. Therefore, they are unable to identify critical societal and 

institutional forces impacting their environment and do not connect their organizations to 

major themes associated with success. The increase in age probably would make the 

situation worst if leaders have rigid beliefs and traditional way of thinking that makes 

change impossible in the organization. Thus, this finding strengthens the need for this 

research to be extended to further in~estigate the finding 
I 

Conclusion and Recommendations 

Two conclusions can be drawn from this study which add to the leadership 

literature and support the practical application of strategic leadership by leaders in most 

organizations. 

Conclusion 1. The statistical results confirmed that the SLQ is a reliable and 

content valid instrument for measuring the leaders' use ofPisapia's strategic leadership 

actions sets. The reliability scores of the subscales were high. The only problem is with 

the high inter-correlations between the subscales. Thus, the researcher was not able to 

establish the construct validity in this study. However, the researcher believes that the 

SLQ instrument could be improved further through factor analysis to eliminate the 

overlapped items from the questionnaire. 

There are modifications that should be explored. The context items could be 

improved by creating more items representative of the leaders' perception toward their 

environment. This is to avoid bias towards positive responses such as stable or complex 

to describe the organizations that they are in. 

Second, some respondents complained that the 77-item questionnaire is too long 

and took more time than they thought it would take to complete. Since each action set 
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was measured by 15 items, they should be reviewed and it is recommended that 5 items 

from each action set that do not lower the high reliability or construct validity of the 

instrument be removed from the instrument. 

Conclusion 2. This study generally supports Pisapia's theory of strategic 

leadership that successful leaders are able to use a multifaceted set of leader actions. For 

example, the study found that successful leaders use a wider array of actions than less 

successful leaders. It was clear that the array of leader actions is related to success. 

Therefore these findings are supportive ofPisapia' s proposition that leaders often fail 

because they are trained in and rely upon a linearity of thinking mindset, which does not 

work in situations characterized by ambiguity and complexity that requires them to be 

flexible and change oriented. 

The only thing is not clear in this study is when the researcher tried to correlate 

the context and the leaders ' use of the leadership action sets. For example, it is unclear 

why when stability increased, leaders' use of the political strategy also increased. Also it 

is unclear why when the complexity increased the used of the political strategy decreased. 

A possible explanation to this is that in stable environment the rules, regulation, 

procedures and behaviors are so clear that leaders did feel comfortable to use discretion 

in this environment. In contrast in complex environment that has moved in the direction 

of chaos, everything was unpredictable and using political actions is basically a gamble 

that most leaders will not dare to implement. 

Pisapia proposed that the use of a wide array of action sets would result in greater 

leader success in stable, complex and chaotic environments. These propositions and the 

actual results are displayed in Table 39. 
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Table 39 

The Anticipated and Actual Effect of the Use of Strategic Leadership Actions* 

Leader Actions 

Wide Array 

Narrower Array 

Stable Contexts 

Anticipated 

Less Successful 

Successful 

Actual 

Successful 

Less 
Succes'Sful 

* Chaotic contexts could not be measured due lack of cases reported. 

Complex Contexts 

Anticipated Actual 

Successful Successful 

Less Less Successful 
Successful 

This study confirmed his propositions to a degree. The results show that majority 

of successful Deans (64.3%) use a wider array set of actions and a majority of less 

successful Deans (87 .5%) were using a narrow array set of actions. The results also show 

that the successful Deans in Malaysian and American Universities tended to have 

significant higher (0.485 units higher) array scores than the less successful Deans in 

Malaysian and American Universities. 

Further analysis show that successful Deans in stable context tended to have 

significant higher array scores (0.419 units higher) than less successful Deans in similar 

context. The results also show that successful Deans in complex context tended to have 

higher array scores (0.852 units higher) than less successful in similar context Deans even 

though the relationship was not significant. 

The findings clearly suggest that using wider array set of actions in both complex 

and stable contexts will help make leaders more successful. Using a wider array set of 

actions means that leaders should use all the four leadership actions in their environment. 
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Thus, instead of proposing a two factor models of leadership, this research clearly 

supports the four factor model of strategic leadership that include all the four leadership 

actions (transformational, managerial, ethical, and political). 

Recommendations for Higher Education Leaders 

Although it is premature to draw definite conclusions regarding the importance of 

strategic leadership actions, this research has demonstrated that leaders with a wider array 

set of actions were perceived as more successful in their organizations. There is a need 

for leaders to vary their approach and solutions to the problems in their institutions. 

The organizations and its stakeholders nowadays are so dynamic and complicated 

not like the ones we have in the '80s and '90s. Organization's needs are harder to predict 

and demanding, therefore one rigid solution will not cure all the problems the leaders 

might have in his or her organization. Hence, leaders should be able to provide flexible 

comprehensive actions to help them deal with the problems and bring positive changes in 

their institutions. 

One noble thing about Pisapia's strategic leadership theory is the non-egoistic or 

humble approach of leadership that it proposes. It gives a very strong message to 

followers that regardless of how ambitious leaders are to bring changes into their 

organization, leaders should not exempt themselves from the change process itself but 

include themselves as well so that changes could be embraced from both top-down and 

bottom-up directions. It is incumbent on the leaders to "walk the talk" and lead by 

examples so that the change will take place in the hearts and minds of the followers, and 

they will be more willing to participate in the change process. 

156 



Recommendations for Research 

A study to improve the construct of the SLQ questionnaire is needed. Thus, a 

bigger number of respondents; for reliable components, respondents should be at least 

100, and at least five subjects per variable will be needed so that factor analysis could be 

done to eliminate unnecessary and overlapping items from the SLQ (Stevens, 1986). 

There is also a need to be selective in: identifying the organizations to be involved in this 

kind of study. Researchers need to classify the organizations into chaotic, complex, and 

stable contexts using a short questionnaire that assesses the organizations' context prior 

to their selection. By doing this, researchers will have three types of environment as 

proposed by the theory so that analysis on the leadership strategies could be 

comprehensively performed. The ·researcher would also like to suggest that the 

organizations' context to be analyzed using both followers and leaders' perception. 

A longitudinal study is also recommended to determine the impact of strategic 

leadership on leaders' success over a period oftime. At this point it is unclear how this 

could be done; whether it could be through experimental or ex-post facto research etc. but 

with proper research designs, planning, and implementations, this could be possible in 

future research in similar and other leadership contexts: public, organizational and school 

leadership. 

The analysis of the demographics has suggested interesting findings that could be 

explored in future research. There was a significant correlation between the Deans' 

success and arrays with the leaders' age. These findings are probably premature due to the 

fact that the number of respondents was limited. Hence, it is recommended that a future 

research with a greater number of respondents and gender be implemented. 
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These findings were probably caused by a mask of other variables but this could 

only be known via further research in this area. At this point, there were no clues of the 

underlying variables that might have influenced the results. This topic may interest some 

researchers and valid to some culture in the world. With greater participations and an 

improved questionnaire and research designs, it is hope that a future research on this 

subject will be able to reveal interesting revelation that will lead to new ideas and 

know ledge in the field. 

Recommendations for Leadership Development Programs 

Leadership development programs should give a priority to the need of preparing 

future leaders with wider leadership actions so that they would be successful in today's 

organizations. Since the followers in the organization come from different needs, 

expectations, and backgrounds, the way they need to be treated should be different from 

individual to individual as well as organization to organization. Leaders need to be 

flexible and understand the contexts that they are in so that the treatment given will 

address and fix that particular problem. 

The four factors of strategic leader actions (transformational, managerial, ethical, 

and political) as proposed by Pisapia need to become the thrust of discussions in any 

leadership programs especially for leaders in higher education institution. This leadership 

theory and actions need to be transformed into modules and activities, and offered as an 

alternative to other leadership approaches in the training programs. Then, follow-up 

needs could be done via research to identify the effects ofPisapia's theory to leaders' 

behaviors and success. This will ensure that the scientific learning process will continue, 
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and organizations will be served by excellent leaders who can bring proposed changes to 

reality. 

Limitations 

In drawing implications from this study, it is acknowledged that results could 

have differed for several reasons: 

1. The followers were assumed to feel free to answer the SLQ questionnaire. 
I 

However, there seemed to be few cases where respondents had expressed their concern 

about the confidentiality of the instrument and the concern that their participation will 

affect their promotion in the college. This concern was raised even though the instruction 

clearly mentioned about the confidentiality of the process and the fact that they were not 

required to write their names on the questionnaire. The way the problem was addressed 

was to give them choices to response via online or on paper. Some respondents 

comfortably chose the online questionnaire while few respondents trusted the traditional 

pencil and paper method. 

2. The number of participations was limited by the distant location of the 

universities. Even though the primary focus of the study was on the instrument building, 

the results achieved could have been different, if more respondents were involved. The 

researcher tried to overcome the issue by implementing a second stage of data collection 

somewhere in October 2005, in addition to the earlier one, which was held in July 2005. 

3. There were no cases that reported chaotic contexts, so this study was not able 

to address some of the assumptions proposed by Pisapia's strategic leadership theory. 

4. There was a significant correlation when age was correlated with the leader 

success, and the arrays used by Deans. The relationships may be a mask result of other 
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variables, such as knowledge about leadership training, or leaders' experience that could 

only be identified in follow-up research. 

5. The surveys were subjected to errors in instruction and data processing. The 

researcher found cases where the responses were meant for the head department instead 

of the Deans. In this case, these responses were not used and resampling was conducted. 

The data was checked several times to make sure there were no errors. Some input errors 

were found and had been corrected before the data analyses were done. 

6. The assessment of the organizations' context was performed using limited 

number of items because the main focus of the research was on the leadership action sets. 

The context was analyzed based on the leaders' rather than fo Bowers' perceptions of the 

context. These two factors might have affected the results and findings in this study. 
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