
 

 

Master's thesis 

Master of Engineering 

Engineering Management 

2015 

 

 

 

 

 

Marko Junno 

SELECTED COMBINATIONS OF 
SITUATIONAL MANAGEMENT 
IN THE CONTEXT OF MODERN 
EXPERT ORGANIZATION. 

– The Leadership Focus. 

  



 

 

MASTER'S THESIS | ABSTRACT 

TURKU UNIVERSITY OF APPLIED SCIENCES 

Tekniikka | Teknologiaosaamisen johtaminen 

Autumn 2015 | 37 pages 

Instructors: Tero Reunanen and Juha Kettunen 

Marko Junno 

SELECTED COMBINATIONS OF SITUATIONAL 
MANAGEMENT IN THE CONTEXT OF MODERN 
EXPERT ORGANIZATION. THE LEADERSHIP 
FOCUS. 

Leadership is a concept proven troublesome to unambiguously define and its ef-
fectivity to assess. What is the role of leadership in modern expert organizations, 
how do the leaders themselves experience it and how can it be measured? Suc-
cessful leaders need a set of leadership and management skills, or competencies 
as called in this study, to lead their organization towards a successful future in 
the fast changing world of today. 

The objective of this study is to examine the feasibility of a leadership competency 
survey tool, which could be used in modern expert organizations to find the 
leader’s conscious awareness towards the different leadership competencies. 
This study involved one target group consisting of leaders from the Faculty of 
Technology, Environment and Business from Turku University of Applied Sci-
ences. 

The management windshield metaphor’s leadership focus is used as the theoret-
ical basis and assessment model to create a survey tool which could be used to 
study the leader’s leadership competencies. The findings show that while the 
study itself gave positive results about the function of the survey, the competence 
level self-evaluation part is difficult and to create a realistic evaluation of the re-
spondent, the survey should be further developed. Those future research direc-
tions are also discussed in this paper. 
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Johtajuuden käsitteen yksiselitteinen määrittely, sekä sen tehokkuuden arviointi, ovat 
osoittautuneet hankaliksi toteuttaa. Mikä on johtajuuden rooli nykyaikaisissa korkean teknologian 
asiantuntijaorganisaatioissa, miten johtajat tuon roolin kokevat itse ja voidaanko johtajuutta 
jotenkin arvioida? Nykypäivän nopeasti muuttuvassa maailmassa menestyvät johtajat tarvitsevat 
johtamisen alan taitoja, tai kompetensseja, kuten tässä opinnäytetyössä niitä kutsutaan. Näiden 
kompetenssien avulla menestyvä johtaja voi auttaa organisaatiotaan eteenpäin kohti parempaa 
tulevaisuutta. 

Tämän tutkimuksen tarkoituksena on tarkastella johtajuuden arviointityökalun toteutettavuutta ja 
soveltuvuutta nykyaikaisten asiantuntijaorganisaatioiden johtajien tietoisten johtajuuden 
kompetenssien tutkimiseen. Tutkimuksen kohteena oli yksi kohderyhmä, joka koostui Turun 
Ammattikorkeakoulun tekniikan, ympäristön ja talouden –tulosalueen johtajista. 

Tässä tutkimuksessa käytetään johtamisen tuulilasin metaforan johtajuuden fokusta teoreettisena 
perustana ja mallina johtajuuden kompetenssien tutkimusvälineen kehittämiseen. Tutkimuksen 
tulokset osoittavat, että vaikka tutkimus itsessään antoi positiivisia tuloksia työkalun 
toimivuudesta, niin omien kompetenssitasojen itsearviointi saattaa olla vaikeaa. 
Tutkimustyökalua on vielä kehitettävä, jotta vastaajista voitaisiin saada realistisempia arvioita. 
Näitä tutkimustyökalun tulevaisuuden kehityskohteita käsitellään myös tässä työssä. 
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1 INTRODUCTION 

Good leadership is like good quality; we can recognize it when we see it. How-

ever, just as quality, leadership can be difficult to define unambiguously. Whether 

it actually exists or can its effectiveness be defined, is still much debated in the 

organizational behavior discussion (Kerr & Jermier 1978; Meindl et al. 1985; Al-

vesson & Sveningsson 2003; Bligh et al. 2011; Yukl 2013). Leadership as a phe-

nomenon is debated also in Finland, but research coverage is not yet sufficient 

enough and this study contributes to that. 

The idea for this study was triggered by the wide discussion about the meaning 

and effectiveness of leadership in general and the debated economic situation in 

Finland. Another trigger was an interesting outcome from a large research about 

the barriers of productivity development that was conducted in Finland. Studying 

239 small and medium-sized Finnish companies during the years 1997 – 2014, 

researchers found that leadership was seen as the single most important inner 

factor, which had a direct impact on companies’ outcomes. (Rantanen, Rantala 

& Pekkola 2015, 30.) Also, while writing this article, another research was pub-

lished, which studied a large Finnish origin company Nokia, during the years 2005 

and 2010. They found that fears in top and middle-management led to poor lead-

ership and thus innovation capability suffered and the company experienced a 

rapid downfall from its position as a market dominant and innovative organization. 

(Vuori & Quy 2015, 1.) 

The purpose of the study is to investigate, whether it is feasible to build a survey 

tool, a well covering set of propositions derived from the theories of leadership 

focus domain of the management windshield (Vanharanta 2008; Reunanen 

2013) and get reliable results. To evaluate the most significant leadership com-

petencies with the tool, all the competencies were broken down to factors and 

then propositions were created to best describe those factors. Answering those 

propositions, the respondent would self-evaluate their own leadership competen-

cies, which would then be analyzed by the researcher. 
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Leadership literature was first reviewed to build an ontology of leadership, to find 

out what organizational scholars have to say about it and what the concept of 

leadership comprise. Particularly how it should be approached and whether it has 

an effect on organizational outcome and if so, how it can be measured. For this 

reason, the metaphor of the managerial windshield (Vanharanta 2008; Reunanen 

2013) was chosen to represent the theoretical frame of reference where this study 

was to be carried out. 

The research strategy used in this study includes both deductive and inductive 

reasoning as they are both needed in scientific research (Uusitalo 1992). Deduc-

tive thinking was used when the propositions were derived from the theories and 

inductive thinking was used when the propositions were tested with the survey. 

Positivist approach and hermeneutic approach are the two main research ap-

proaches when collecting data for a study. Hermeneutic approach is used in qual-

itative research and positivist in quantitative research. Hermeneutic approach is 

used to address non-quantitative data and positivist approach is used to address 

quantitative data using mathematical and statistical methods to analyze data. 

(Gummesson 2000.) Since the nature of this study is quantitative, positivist ap-

proach better describes the methods used here. The main elements in a quanti-

tative research, which can be found in this study also, are conclusions from prior 

studies, prior theories, hypotheses presentation, concept specification, the ac-

quirement of numerical data from a defined universe, the creation of table formats 

from the variables and conclusion making based on statistical analysis of the ac-

quired data (Hirsjärvi, Remes & Sajavaara 2007, 136). 

This paper is organized as follows. In the next section, the concept of leadership 

is presented along with a classification of major leadership approaches: 1) trait 

2) behavior 3) power-influence 4) situational and 5) integrative approaches (Yukl 

2013, 28–29), as the ontology of leadership. The paper continues with the theory 

of the management windshield and concentrates especially to its focus of lead-

ership for its situational nature. Leadership focus comprises such leadership the-

ories and skills as transactional leadership, transformational leadership, servant 

leadership and emotional intelligence. (Vanharanta 2008; Reunanen 2013.) All 
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skills that a good leader should master and use, depending on the nature of the 

situation. After the literature review, the methods of acquiring the data and the 

data itself are presented. Results are discussed in the next section, followed by 

the conclusions and future research issues. 
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2 LITERATURE REVIEW 

“Leadership is one of the world’s oldest preoccupations” as Bass (1990, 3) puts 

it. It has been the interest of people since the beginning of recorded history, but 

scientific research of leadership did not exist before the twentieth century. In the 

context of organizational behavior, leadership has been defined in numerous 

ways. After his review of leadership literature, Stogdill (1974, 259) wrote “there 

are almost as many definitions of leadership as there are persons who have at-

tempted to define the concept”. In their study on the last half-century of leadership 

research, Glynn & DeJordy (2010, 119) found that despite the fact that Harvard 

Business Review alone has published around 500 articles that refer to leadership 

in their abstract, the consensus of the meaning of leadership still remains 

unachieved.  

The interest towards leadership research remains strong and researches tend to 

define leadership according to their own interests of the phenomenon and new 

definitions of leadership have continued to emerge since Stogdill made his ob-

servation (Yukl 2013, 18). Katz & Kahn (1978, 528) defined leadership as “the 

influential increment over and above mechanical compliance with the routine di-

rectives of the organization”, where Hersey & Blanchard (1988, 86) defined it as 

“leadership is the process of influencing the activities of an individual or a group 

in efforts toward goal achievement in a given situation”. Bass (1990, 19–20) takes 

a broader approach with his integrative definition of leadership by stating: “lead-

ership is an interaction between two or more members of a group that often in-

volves a structuring or restructuring of the situation and the perceptions and ex-

pectations of the members. Leaders are agents of change – persons whose acts 

affect other people more than people’s affect them. Leadership occurs when one 

group member modifies the motivation or competencies of others in the group --

- with this broad definition, any member of the group can exhibit some amount of 

leadership and the members will vary in the extent to which they do so”. 

Because of the vast amount of different definitions of leadership and so many 

different meanings to people, some theorists and critics argue that the effects of 
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leadership might not exist at all. Scholars such as Kerr & Jermier (1978, 377), 

claimed that the effect of certain variables neutralize the leader’s effectivity on 

subordinate satisfaction and performance.  Some theorists argue that followers 

see historical, economic, or social forces as leadership effects, when in fact, they 

are just romanticizing the situation. 

In their attempt to “understand the prominence of the concept of leadership in our 

collective minds”, Meindl et al. (1985, 78) were not able to generate an under-

standing about leadership that was both “intellectually compelling” and “emotion-

ally satisfying” and the concept of leadership remained unattainable to them. 

They cited general critique about the leadership theories and research, including 

poor methodology, conceptual problems, definitional ambitions, inappropriate fo-

cus and lack of coherence. They also claimed that people have developed a 

highly romanticized and heroic view of leadership, which they called the “romance 

of leadership” (RoL). This view especially romanticizes the effects of leaders’ ac-

tions and what they are able to accomplish and how they affect their lives. Lead-

ership being a central organizational process and the premier force in the organ-

izational events and activities is seen as the main element in the romanticized 

conception. (Meindl et al. 1985, 78–79.) Alvesson & Sveningsson (2003, 359) 

also argue that leadership could be non-existent as distinct phenomenon. After 

reviewing RoL and the social construction of leadership theory, Bligh et al. (2011, 

1059) said even 25 years after the development of RoL, we still seem to have a 

highly romanticized view of leadership. 

Nevertheless, although there are theorists and critics saying leadership is no 

more than a romanticized illusion and not a real phenomenon, most of the organ-

izational behavioral scientists seem to believe otherwise. They believe leadership 

is a real phenomenon, which can have an impact on the organizational effective-

ness. (Yukl 2013, 19.) In their definition of the state of leadership research, Mac-

kenzie & Barnes (2008, 92) state “interest in the phenomena of leadership knows 

no geographical, political, or temporal boundaries. Leadership is widely acknowl-

edged to be important to groups, organizations and even societies.” They con-
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tinue saying despite the common understanding of how external forces can im-

pact the performance of an organization, “we still attribute organizational success 

to good leadership and failure to poor leadership.” According to Bass (1990, 8), 

leaders do make a difference and all social and political movements require a 

leader to begin them. He also claims leadership to be the most critical factor in 

the success of institutions and in the business and industrial sector for companies 

to survive and prosper, they need a higher level of leadership than ever before 

due to increasing competition, technological advances, changing governmental 

regulations and changing working attitudes. 

The research findings of the barriers of productivity development in Finnish com-

panies, support the idea of leadership being an effective phenomenon. In their 

study, Rantanen et al. (2015) found out that the most significant barrier to in-

creased internal productivity, where the company itself can have a direct impact, 

is the leader’s know-how and education deficiency related to productivity matters. 

This is something that has changed during the last twenty years in Finland. Sim-

ilar studies were made in 1997 and this deficiency was considered only the fourth 

or tenth most important internal barrier then. (Rantanen et al. 2015, 28–30.) 

2.1 Leadership approaches 

The development of theoretical organizational leadership research has a histori-

cal pattern. Leadership theories have always been influenced by the broader the-

oretical milieu of their period and the events and needs of the times in which the 

theoretical models evolved. (Glynn & DeJordy 2010, 122.) There are many ways 

to classify leadership theories and try to organize them to major approaches. To 

understand leadership effectiveness, Yukl’s (2015) version provides means by 

classifying leadership theory and research according to their most emphasized 

variable. Effective leadership research emphasizes the characteristics of leaders, 

characteristics of followers and characteristics of the situation. Most theories em-

phasize one over the other and leader’s characteristics have been emphasized 
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mostly over the past fifty years. (Yukl 2013, 25–26.) According to the key varia-

bles in leadership theories, Yukl (2013, 28) divided the leadership approaches to 

five major approaches and Figure 1 illustrates the causal relationships between 

them. 

 

Figure 1. The leadership process in accordance with the variables of the key 

leadership theories (Yukl 2013, 27) 

These five major leadership approaches are: 1) the trait approach 2) the behav-

ior approach 3) the power-influence approach 4) the situational approach and 5) 

the integrative approach. Most leadership research seems to strive to find a var-

iable’s, such as leader traits, impact on performance. The leadership research 

focus has actually shifted from the significance of decision-making to the signifi-

cance of economic performance in the last fifty years. (Podolny et al. 2005, 1.) 

2.1.1 Trait approach 

This was one of the earliest leadership theories, surfacing in the early 1920’s. It 

started from a psychological perspective and an assumption that leaders had su-

perior qualities and in possession of special attributes, skills or physical charac-

teristics, that differentiated them form their followers. Behind trait theories is the 

so-called Great-Man theory according to which leaders are born, not made. How-

ever, the trait theory was not able to explain why everyone who had these special 

traits did not become successful leaders. Researchers concluded that plain traits 

did not guarantee success as leader, success was dependent on the leader’s 

behavior among other things. (Bass 1990, 38; Glynn & DeJordy 2010, 122.) 
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2.1.2 Behavior approach 

In the early 1950’s, many researches were turning their attention away from the 

trait approach to behavior approach, to study what the managers actually do on 

the job (Yukl 2013, 28.) There are two major lines of research in the behavioral 

approach. Task orientation, which studies the achievement of work goals, organ-

izing structures, rules or designs and people orientation, which studies relation-

ships between people and consideration for followers. Behavioral styles are seen 

as stable properties which do not change according to situation. This lack of sit-

uationality and the abstracted concepts of behavioral types sent researchers on 

a quest for more situationally specific theories. (Glynn & DeJordy 2010, 122–

123.) 

2.1.3 Power-influence approach. 

The influence processes between the leader and other people are at the core of 

the power-influence approach. Some of the research in this approach is leader-

centric and assumes that causality is only unidirectional, which means that after 

when leaders act, followers react. Power is seen important to influence subordi-

nates and also superiors, peers and others outside the organization, such as cli-

ents and suppliers. The amount of power and how the leader exercises power, 

determines leadership effectiveness. (Yukl 2013, 28–29.) 

2.1.4 Situational approach 

Whereas trait and behavior approaches are theorized as static approaches, situ-

ational approach is the exact opposite. Contextual factors that have an impact on 

leadership processes play an important role. A great leader is seen as a result of 

time, place and circumstance. The leaders are assumed to possess an arsenal 
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of behavioral styles and leadership attributes, which they can use adaptively, de-

pending on the situation or followers. (Bass 1990, 38; Glynn & DeJordy 2010, 

123.) 

2.1.5 Integrative approach. 

This approach usually includes several types of leadership variables such as 

traits, behaviors, influence processes, situational variables and outcomes, in the 

same study. (Yukl 2013, 29.) It could be said that the integrative approach de-

scribes the approach used in this study fairly well, since this study also includes 

the above mentioned types of leadership variables. 

2.2 Theoretical background in this study 

The theoretical starting point in this study is the management windshield; the ef-

fective combination of leadership and management introduced by Vanharanta 

(2008) and continued by Reunanen (2013). The management windshield con-

sists of upper-level knowledge model of leadership ontology, management ontol-

ogy and time ontology. 

Both, the leadership and management ontologies comprise activities, style, focus 

and purpose. Time ontology (Reunanen 2015), positioned between leadership 

and management ontologies, comprises six levels, which are not considered 

here. Figure 2 illustrates the management windshield as the data structure model 

applied in this study. 
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Figure 2. The management windshield illustrated as the data structure model 
(Vanharanta 2008, further developed by Reunanen 2013) 

The leadership ontology’s focus is used as the theoretical basis and assessment 

model to find the leader’s conscious awareness towards the different leadership 

styles and personal competencies. Leadership focus consists of five competen-

cies, of which the four most relevant are used in this study: transactional leader-

ship, transformational leadership, servant leadership and emotional intelligence. 

2.2.1 Transactional Leadership 

Burns (1978) first introduced the concepts of transactional leadership, along with 

the transformational leadership. Bass (1999, 11) describes transactional leader-

ship as “a relationship between leader and follower to meet their own self-inter-

ests”. It is also a motivator for the followers to deliver a desired outcome. Follow-

ers may also receive punishment if the expected result is not accomplished. This 

type of leadership refers to a leadership style which is based on exchange be-

tween the leader and the follower, where the follower’s material and psychic 

needs are satisfied and the leader gets an expected work performance in return 

(Deichmann & Stam 2015, 205). Values are not an essential part of transactional 

leadership although it may involve values such as honesty, fairness, reciprocity 
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and responsibility. These values are relevant only from the exchange process 

point of view (Yukl 2013, 312).  

To assess the levels of transactional leadership competency, this study utilizes 

the new version of transactional leadership, which takes on four forms, referred 

to as factors in this study: 1) contingent reward, 2) active management-by-excep-

tion, 3) passive management-by-exception and 4) laissez-faire (Bass 1999; Yukl 

2013, 314). 

Contingent reward. This type of leadership behavior includes clarifying, negotiat-

ing and tying specific accomplishments to performance in order for the follower 

to obtain specific rewards. These rewards are usually material and include psy-

chic elements, such as the satisfaction of doing good work. It also includes the 

use of incentives and kudos to influence the follower’s motivation. (Bass 1999, 

11; Avolio et al. 1999, 444–445; Judge & Piccolo 2004, 755; Yukl 2013, 313.) 

Active management-by-exception. This behavior model concentrates on irregu-

larities, exceptions, mistakes and deviations from what is considered standard. 

Timing is the essential part between active and here later introduced passive 

management-by-exception. An active transactional leader does not wait for prob-

lems and incidents to occur, but rather monitors and traces errors closely and 

takes initiative action to prevent errors by enforcing rules to avoid them. (Bass 

1999, 11; Avolio et al. 1999, 445; Judge & Piccolo 2004, 756; Yukl 2013, 314.) 

Passive management-by-exception. Opposite to an active transactional leader, 

the passive transactional leader waits for the errors and incidents to surface be-

fore taking any action. In passive management-by-exception, the focus is on fail-

ures, rather than success. This also includes the use of punishments and other 

corrective actions, but only after the occurrence of deviations from the desired 

performance. (Bass 1999, 11; Judge & Piccolo 2004, 756; Yukl 2013, 313.) 

Laissez-faire. This last form of transactional leadership is the totally passive 

avoidance or absence of leadership, the laissez-faire. Such leaders avoid in-
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volvement, making decisions, hesitate in taking actions and they are usually ab-

sent when they are needed. They do not care of followers needs or taking care 

of issues. For its totally passive nature, it is actually a non-leadership approach 

(Bass 1999, 11; Judge & Piccolo 2004, 756; Yukl 2013, 314; Greiman 2009, 52.) 

2.2.2 Transformational Leadership 

As mentioned earlier, Burns (1978, 19) introduced the concepts of transforma-

tional leadership and claimed it induced the followers to act towards a certain 

common goal, which represented both leaders and followers. Since then, trans-

formational leadership has been extensively studied by organizational scholars. 

Amongst other definitions it is said to be “the product of past experience to future 

course of action through innovative ideas, views and intellect” (Chaudhuri, 

Kettunen & Naskar 2015, 94). Chaudhuri et al. (2015) also define the behavior of 

a transformational leader as an input mechanism to create organizational devel-

opment through the three core concepts of leading, initiating change and organi-

zational makeover (Chaudhuri et al. 2015, 97.) Transformational leadership is a 

process of changing how followers envision themselves and it can be learned 

and managed. Transformational leaders are also seen capable of turning follow-

ers into leaders by inducing followers to go beyond their own needs for the good 

of the organization and become aware of what is really important. (Bass 1990, 

53; Tse & Chiu 2014, 2827; Yukl 2013, 313.) Transformational leadership is seen 

most effective in the time of change in the organization and it can have a positive 

impact on follower’s commitment to that change (Tyssen et al. 2014, 371). 

The 5 forms of transformational leadership that are utilized in this study to assess 

the levels of transformational leadership competency are: 1) idealized influence 

– attributes, 2) idealized influence – behaviors, 3) inspirational motivation, 4) in-

tellectual stimulation and 5) individualized consideration (Bass 1999; Avolio & 

Bass, 2004; Greiman 2009, 51). 

Idealized influence – attributes. Transformational leaders exhibit their influencing 

attributes by appearing in a charismatic, ethical and reliable manner. They make 
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personal sacrifices for the benefit of the organization, respond calmly to crisis, 

make followers feel proud when associated with them and promote trust in future 

success. (Bass 1999, 19; Greiman 2009, 51.) 

Idealized influence – behaviors. Leadership behavior that results in followers 

identifying with the leader and desiring to emulate the leader, can be described 

as idealized behavior. Transformational leaders communicate effectively with fol-

lowers and create trust among followers. They also demonstrate ability to con-

sider the ethical and moral consequences of their actions and commit to difficult 

actions. (Bass 1999, 19; Greiman 2009, 51.) 

Inspirational motivation. This refers to leadership that creates meaning and chal-

lenges to their follower’s activities, inspires followers to commit to a shared goal 

or vision and creates an atmosphere of optimism in the organization. Transfor-

mational leaders inspire followers by creating a compelling and inspiring vision of 

the future. They also communicate how to reach it and set an example for follow-

ers and show determination and confidence to achieve the shared goals. (Bass 

1999, 11,19; Greiman 2009, 51.) 

Intellectual stimulation. A transformational leader challenges the status quo of 

followers’ and organization’s beliefs, assumptions, traditions and habits. Such 

leader stimulates the follower’s intellectuality and creativity, brings out new ideas 

and promotes creative problem solving. Intellectual stimulation can enhance the 

followers’ capability to innovate, change and bring up differencing, constructive 

opinions. (Bass 1999, 11; Avolio et al. 1999, 444; Greiman 2009, 51.) 

Individualized consideration. When the leader shows interest towards follower’s 

personal needs and supports and coaches them as needed, individual consider-

ation is being exhibited. Transformational leaders also create opportunities for 

follower growth by assigning them challenging assignments and provide a sup-

portive climate for that. Such leader is also able to see the followers as individuals 

and accept their differences.  (Bass 1999, 11; Avolio et al. 1999, 444; Greiman 

2009, 51.) 
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2.2.3 Servant Leadership 

The term “servant-leadership” was introduced by Robert Greenleaf (1970) in his 

essay “The servant as leader”, where he stated true leaders are chosen by their 

followers. He also described a servant leader as being a servant first and being 

“sharply different from one who is a leader first” and that is “the key to his great-

ness”. (Greenleaf 1970, 2,6.) Since Greenleaf published his ideas, servant lead-

ership has been studied until this day and seen as a worthy theory of leadership 

although some criticize it being too vague to be taken into account (Mackenzie & 

Barnes 2007). Servant leadership in work organizations includes putting others, 

the followers, needs first and helping them to reach shared goals. This can lead 

to better working atmosphere and service in the organization, but does not nec-

essarily have an impact on e.g. sales performance (Hunter et al. 2013, 327). 

A servant leader builds an environment that serves the needs of the organization 

and enables the followers to grow and develop and become more willing to accept 

responsibilities. A servant leader focuses also on building positive long-term re-

lationship with followers. (Yukl 2013, 336–337; Liden et al. 2008, 162) Avolio et 

al. (2009) mention 10 characteristics that well describe a servant leader: listening, 

empathy, healing, awareness, persuasion, conceptualization, foresight, steward-

ship, commitment and building community (Avolio et al. 2009, 436). Compassion-

ate love, or just compassion in organizations, could also be linked to servant lead-

ership. van Dierendonck & Patterson (2015, 121) claim compassionate love to be 

a foundational element of servant leadership. 

While the research on servant leadership is still limited (Yukl 2013, 337), there 

are some cases of successful studies carried out by researchers. The seven dis-

tinguishable and reliable factors of servant leadership surfaced in the study car-

ried out by Liden et al. (2008) and they are utilized also in this study to assess 

the level of servant leadership competency. They are: 1) conceptual skills, 2) em-

powerment, 3) helping subordinates to grow and succeed, 4) putting subordi-

nates first, 5) behaving ethically, 6) emotional healing and 7) creating value for 

the community (Liden et al. 2008, 166). 
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Conceptual skills. The ability to thoroughly understand the organization, its goals 

and tasks and think through complex problems to affectively help and support 

followers. 

Empowerment. The ability to facilitate and encourage followers in identifying and 

solving issues. A servant leader also encourages followers to make important 

work decisions on their own. 

Helping subordinates grow and succeed. The servant leader shows interest in 

follower’s development and well-being and helps the follower to reach goals by 

coaching and mentoring and providing the possibilities for their growth. 

Putting subordinates first. This means that the leader makes clear to followers 

that the followers’ work needs to come first. A servant leader often discontinues 

their own work to help the follower in their distress or need. They care more of 

the follower’s success than their own and do what they can to make the follower’s 

work easier. 

Behaving ethically. This means interacting with the followers in an open, straight-

up, trustworthy, honest and fair manner. A servant leader would not compromise 

their own ethical principles in order to succeed and they value honesty more than 

profit. 

Emotional healing. This is the ability to show empathy and sensitivity to others 

and their personal concerns and recognize other emotions. Servant leaders often 

take time to talk to others on a personal level also and they have the ability to 

recognize people’s moods and feelings without asking them. 

Creating value for the community. A servant leader has a real, genuine concern 

for helping their community or organization. They are eager to help people in the 

community or organization and emphasize the importance of giving back to the 

community. (Liden et al. 2008, 162.) 
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2.2.4 Emotional Intelligence 

Emotions are powerful human feelings, which should not be underestimated, 

when discussing leadership competencies. As the process of leadership involves 

people and their emotions, it is likely that those emotions affect the behavior and 

cognitive processes of leaders and followers. Even a passed emotion can leave 

a person in positive or negative mood and that mood is very difficult to neutralize 

so, that it would not affect the leadership process. This last level of focus was 

introduced twenty years ago (Goleman 1995) and it is seen not as an actual lead-

ership theory, but more like a managerial competency model (Yukl 2013, 158.)  

Emotional intelligence can be defined as the individual’s ability to identify, under-

stand and control emotions within themselves and recognize them in others also 

(Bradberry & Greaves 2009, 23–24). An emotionally intelligent leader must pos-

sess good skills in self-awareness by monitoring their own moods and emotions, 

self-management by controlling those emotions and behavior and not letting them 

affect results, social awareness by recognizing follower’s emotions and the cur-

rents of office politics and relationship management by communicating effectively 

and acting in a way that spreads their enthusiasm and promotes good mood and 

team spirit. (Goleman et al. 2001, 49; Yukl 2013, 158–159.) These skills can be 

learned and to be able to reach a high level of emotional intelligence, to “rewire 

the brain”, there is a five-part process designed to change the leader’s behavior 

towards that goal. It starts from self-studying and recognizing your true nature 

and continues by making a realistic plan to achieve one’s ideal state of emotional 

intelligence. When such a state has been reached, one must actively practice 

these learned skills and by creating a network of coaches who mirror the leader’s 

behavior, make sure that in the future the process continues. (Goleman et al. 

2001, 48, 50–51.) 

The revised Goleman model of emotional intelligence is utilized in this study to 

assess the level of emotional intelligence competency. Some scholars claim com-

petencies missing from that model, such as a direct appeal for ethics and morality 

(Segon & Booth 2015, 797) and some claim the results being unreliable in some 
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extent (Virtanen 2013, 200). Nevertheless, since the Goleman four-branch model 

is often seen as the most promising model (Føllesdal & Hagtvekt 2013 ,748), it is 

utilized also here. The Goleman model of the emotional intelligent leader’s abili-

ties consist of 4 major factors, introduced earlier and their 18 sub factors. They 

are: 1) self-awareness, having sub factors: emotional self-awareness, accurate 

self-assessment and self-confidence 2) self-management, having sub factors: 

self-control, transparency. adaptability, achievement, initiative and optimism 3) 

social-awareness, having sub factors: empathy, organizational awareness and 

service and 4) relationship-management, having sub factors: inspiration, influ-

ence, developing others, change catalyst, conflict management and teamwork & 

collaboration. (Goleman et al. 2001, 49.; Goleman et al. 2002, 253–256.) 

Self-awareness. The ability to recognize and understand one’s own emotions 

consists of sub factors such as emotional self-awareness, which means recog-

nizing one’s own feelings and their effects on performance and the ability to speak 

openly about emotions. Accurate self-assessment means knowing one’s own ca-

pabilities and being open to constructive criticism to learn. Self-confidence means 

being able to use one’s own strengths and stand out in the crowd.  

Self-management. The ability to control one’s own emotions and act in trustwor-

thy and predictable ways consists of sub factors such as self-control which means 

the ability to manage disturbing emotions and to stay calm and focused even in 

stressful situations. Transparency means the ability to show one’s own true feel-

ings, opinions and actions and openly admit when making mistakes and tackle 

unethical actions. Adaptability means the ability to adjust to change and take on 

new challenges and handle multiple demands without losing focus on what is 

important. Achievement means having high standards of performance level ex-

pectations of the whole organization and being able to set sensible goals, esti-

mate the correct risk level and promote continuous improvement. Initiative means 

not waiting for others to make future plans, but rather take control of one’s own 

destiny and be willing to even bend the rules when necessary. Optimism refers 

to seeing an opportunity in a challenge rather than a threat or failure. It also 
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means seeing others in a positive light and seeing the future as an even better 

place.  

Social-awareness. The ability to recognize others emotions and read the currents 

of office politics and atmosphere, consists of sub factors such as empathy which 

means feeling for others and see things from their point of view. It helps the leader 

to succeed in diverse organizations. Organizational awareness means the social 

awareness and ability to read key power relations and networks and understand-

ing the political forces that affect the organization. Service means being available 

to customers and the ability to create an environment, where the customer rela-

tionships are appreciated and looked after. Customer satisfaction is monitored 

closely. 

Relationship-management. The ability to communicate effectively, spread enthu-

siasm, build strong personal bonds and promote good team spirit consists of sub 

factors such as inspiration, which means the ability to effectively communicate a 

shared goal, tell clearly what the is expectations are and make work exciting. 

Influence means the ability to be persuasive, recognize the right approach for a 

given listener and find the right people to support initiatives.  Developing others 

means showing real interest in the development of others by helping them to rec-

ognize their weaknesses, strengths and goals by giving effective constructive 

feedback in the right time; coaching and mentoring. Change catalyst means the 

ability to recognize the need for change and being in favor of it and making com-

pelling argumentation even when facing opposition. After initiating the change, 

creating practical ways to promote it. Conflict management means being able to 

recognize and surface conflicts, find the common ground and reconciliation. 

Teamwork & collaboration means the ability to build good team spirit and create 

an atmosphere of enthusiasm, trust and respect in the organization. 
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3 METHODS OF THE STUDY 

This study is based on a quantitative research and the research data was ac-

quired using a structured survey questionnaire, appendix 5, with Webropol, which 

is a popular online survey and analysis tool. Finnish language was used in the 

survey, because all the respondents were expected to understand it sufficiently 

to be able to carry out the self-assessment. 

The target organization of the study was the Turku University of Applied Sciences 

Faculty of Technology, Environment and Business. The online questionnaire was 

sent to 27 recipients from the Turku University of Applied Sciences Faculty of 

Technology, Environment and Business steering group. Recipients contained 

dean, education managers and education & research leaders.  

The data was gathered during the autumn of 2015. The first survey invitations 

were sent in mid-September and the reminder emails after two weeks. Due to the 

lack of responses, another set of invitations were sent to the recipients mentioned 

above. This round of invitations was successful and a total of eleven responses 

was received. The respondents consisted of three women and eight men of which 

six was between the ages of 41-50, four between the ages of 31-40 and one 

under 30 years old. Seven of the respondents had a Master’s degree level of 

education and four had Doctorate degree. One of the respondents had over 30 

years of leadership experience, two of them had 21-30 years, four of them had 

11-20 years and four of the had 0-5 years of leadership experience. Most of the 

respondent had had some additional leadership and management training, which 

consisted of university studies, military training and various training provided by 

employers. 
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3.1 Data collection 

The questionnaire comprised propositions of three individual studies, all studying 

leadership thru the management windshield leadership metaphor, but from a dif-

ferent perspective. To maximize the answering rate, the time to fill the question-

naire was determined to be under 15 minutes. This resulted in reducing the 

amount propositions used in this particular study from the original 111 to 30, 

which equals one proposition per each used factor or sub-factor of the leadership 

focus. In addition to the propositions drawn from the factors, other common ques-

tions were put to the questionnaire to gather data for statistical purposes from the 

respondents. These questions comprised age, gender, education, leadership ex-

perience in years, leadership education and voluntary contact details. 

The propositions of the questionnaire were derived from the factors of leadership 

theories concerning the management windshield leadership focus. Leadership 

focus consists of the theories and competencies of transactional leadership, 

transformational leadership, servant leadership and emotional intelligence. Each 

theory and competency was broken down to factors and sub factors. These fac-

tors then profiled each theory and competence, so that they could be measured 

using a self-assessing structured questionnaire. 

Each proposition was divided into two parts to assess the respondent’s current 

level and the desired level of leadership competencies related to management 

windshield’s leadership focus. Respondents answered each of the propositions 

by choosing two points of view, the current situation and the target situation, from 

a forced-choice, six-item Likert scale. The scale items consisted of “totally disa-

gree”, “disagree”, “disagree somewhat”, “agree somewhat”, “agree” and “totally 

agree”. All answers from the propositions were handled as integers between 1 

and 6, where “totally disagree” equals 1 and “totally agree” equals 6 and others 

between accordingly. In each proposition, the respondent was first asked to as-

sess their current level of a given competency and then assess the target level of 

that same competency. This enables the questionnaire to bring out the respond-
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ent’s self-assessed levels of leadership competencies at the time and their de-

sired levels in the future. By finding these competency gaps in present and future 

competency levels, the researcher can bring out the respondent’s possible com-

petency weaknesses. These weaknesses could then be addressed in suitable 

means, but that is not a part of this study. The success of the survey is of course 

highly dependent on the respondent’s conscious awareness of their leadership 

competencies and their ability and willingness to truthfully assess their own per-

sonality. 

3.1.1 Transactional and transformational leadership competencies 

Transactional and transformational leadership competencies were measured 

adapting the structure of the well-known Multifactor Leadership Questionnaire 

(Avolio, Bass & Jung 1999), specifically the best resulting nine factor model 

(Muenjohn & Armstrong 2008), but in a smaller scale. The nine factors are: (1) 

contingent reward, 2) active management-by-exception, 3) passive-manage-

ment-by-exception and 4) laissez-faire), 5) idealized influence – attributes, 6) ide-

alized influence – behaviors, 7) inspirational motivation, 8) intellectual simulation 

and 9) individualized consideration. For each of the nine factors, several describ-

ing propositions were formed and only one proposition, which described the fac-

tor best, was chosen to the questionnaire. 

3.1.2 Servant leadership competencies 

Servant leadership competencies were measured adapting a small scale struc-

ture of the most reliable, seven-factor solution to measure servant leadership 

competencies (Liden et al. 2008). The seven factors are: 1) conceptual skills, 2) 

empowerment, 3) helping subordinates to grow and succeed, 4) putting subordi-

nates first, 5) behaving ethically, 6) emotional healing and 7) creating value for 

the community. For each of these seven factors, several describing propositions 
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were formed and only one proposition, which described the factor best, was cho-

sen. Only four out of these seven propositions was used in the questionnaire due 

to similarities with other propositions used in the questionnaire. 

3.1.3 Emotional intelligence competencies 

Emotional intelligence competencies, which can be described more like manage-

rial competencies, were measured adapting Goleman four-factor model to assess 

emotional intelligence (Goleman, Boyatzis & McKee 2001) in low scale. The four 

main factors in this model are: 1) self-awareness, 2) self-management, 3) social-

awareness and 4) relationship-management. These four factors consist of 18 

sub-factors and one best describing proposition per factor was chosen. One of 

these propositions was left out from the questionnaire due to similarity with an-

other proposition used in the questionnaire. 

3.2 Data analysis 

The gathered data was quantitatively analyzed using Webropol Professional Sta-

tistics tool and IBM SPSS statistics tool and Microsoft Excel. Some data, such as 

the example of a visualized Sammon style Pearson’s correlation map illustrated 

in appendix 12, was visually analyzed with Webropol Professional Statistics for 

better understanding of correlations. In this example case, the correlation be-

tween transformational leadership, (TRF-factors in this figure), seems to be 

strong with emotional intelligence (EI-factors). SPSS was used in finding the 

Pearson’s analysis correlations and Spearman’s analysis correlations between 

the respondents’ answers, because of its better usability and file export function. 

The results are shown in Table 1. SPSS was also used to find the averages and 

standard deviations in the data and these results are shown in Table 2. Microsoft 

Excel was used in creating the charts illustrated in Figures 3, 4 and 5. 

The research data consisted of all 11 respondents’ 65 answers: each respondent 

giving 30 answers of the current state, 30 answers of the target state and five 
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answers concerning gender, age, education, leadership experience and leader-

ship courses and certifications. This resulted in 715 different variables, which was 

calculated using the equation below where x equals the number of variables and 

n equals the number of respondents. 

𝒙 = 𝒏 ∗ (𝟐 ∗ 𝟑𝟎 + 𝟓) 

To find out whether the gaps in the current and target states correlated, a corre-

lation gap variable was calculated from their difference in every answer. Gender 

and leadership courses and certifications answers were not used in this study, 

but they were gathered due to possible future study. 

The statistical significance of correlations in every case was tested again the null 

hypothesis, which was the assumption that correlation exists between the re-

spondent’s answers. All cases, current state, target state and competency gap, 

were analyzed using Pearson’s product-moment correlation for its linear nature 

and also Spearman’s rank correlation which is a monotonic relationship coeffi-

cient and less restrictive than the linear coefficient. In all tested cases, all answers 

from all respondents were compared to corresponding answers from all respond-

ents. The background questions regarding gender, age, education, leadership 

experience and leadership training were not tested. This resulted in 55 different 

comparisons between the respondents. This was calculated using below equa-

tion, where n equals the number of respondents. All the correlation matrixes are 

attached as appendixes 6-11. Also, the relationship between respondents age or 

education or leadership experience and competency factors was tested. This was 

done by trying to find the relation between these variables from the data. 

𝑵 = 𝒏 ∗
𝒏−𝟏

𝟐
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4 RESULTS AND DISCUSSION 

The results of the study were at the same time expected, interesting and vague. 

As expected, there is positive correlations between the respondents answers and 

the leaderships focus factors that were used in this study. Table 1 illustrates all 

the cases that were tested in this study. The first column represents the highly 

significant positively correlating answers and their percentage of all possible com-

parisons, the second column represents the significant positively correlating an-

swers, third column represents the non-significant correlation in answers, fourth 

column represents the highly significant negatively correlating answers and the 

fifth represents the negatively correlating answers. 

Table 1. Percentages of correlation between all respondents. 

Tested cases Positive 
correlation 

Positive corre-
lation 

Non-signifi-
cant corre-
lation 

Negative 
correlation 

Negative correla-
tion 

  p < 0,01 0,01 < p <  0,05 p >= 0,05 p < 0,01 0,01 < p < 0,05 

Current state Pearson’s 
analysis 

7,3 % 10,9 % 78,2 %  0 % 3,6 % 

Target state Pearson’s 
analysis 

5,5 % 16,4 % 78,2 %  0 % 0 % 

Competency gap Pear-
son’s analysis 

5,5 % 16,4 % 78,2 %  0 % 0 % 

Current state Spear-
man’s analysis 

7,3 % 10,9 % 80,0 %  0 % 1,8 % 

Target state Spear-
man’s analysis 

5,5 % 12,7 % 78,2 %  0 % 0 % 

Competency gap 
Spearman’s analysis 

3,6 % 16,4 % 80,0 %  0 % 0 % 

 

As illustrated in Table 1, there seems to be some amount of statistically significant 

positive correlation between all answers of all respondents. Although, the amount 

of highly significant positive correlation is quite low, the significant positive corre-

lation compensates it. Both, the Pearson’s and the Spearman’s analysis of the 

current state show a total of 18,2 % of significant positive correlation between all 

answers from all respondents. In target state Pearson’s analysis, the total positive 

correlation is 21,9 % and in Spearman’s analysis 18,2 %. In competency gap 
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analysis, Pearson’s analysis gives 21,9 % and Spearman’s analysis 20,0 % of 

positive correlation. Although the non-significant correlation if fairly high, over 78 

%, in all cases, it does not mean there is no correlation. Correlation can be found 

from most answers between the respondents, but it just cannot be declared sta-

tistically significant. Also, there is very little significant negative correlation be-

tween the answers. Only current state Pearson’s analysis gives 3,6 % and current 

state Pearson’s analysis gives 1,8 % of negative correlation. The rest the answers 

have no significant negative correlation. All this implies that the factors and re-

spondents’ answers correlate positively well. 

The one-sample statistics below in Table 2 shows all means and standard devi-

ations of all answers to propositions in this study. On the left of each row is the 

number of proposition and moving rightwards are the means and standard devi-

ations of the mean of the proposition’s current state, target state and the compe-

tency gap between them. Propositions 1-4 are the transactional leadership fac-

tors, 5-9 are transformational leadership factors, 10-13 are servant leadership 

factors and 14-30 are emotional intelligence leadership factors. 
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Table 2. Averages and standard deviations of the data.  

 

 

Table 2 shows that the average level of each assessed competency factor at the 

current state is quite high, 4,000 or higher, when considering that the level was 

set between 1 and 6. The levels seem somewhat homogenous and expected in 

both the current state and target state answers. The highest standard deviation 

in current state answers is 1,6125, the lowest 0,5222 and the mean standard 

deviation is 0,8823. The highest standard deviation in target state is 1,4460 and 

 Current state Target state Competence gap 

Proposition Mean 
Std. Devi-
ation Mean 

Std. Devi-
ation Mean 

Std. Devi-
ation 

1 4,455 ,8202 5,364 ,5045 ,91 ,539 

2 4,455 1,0357 5,091 1,3003 ,64 ,809 

3 4,091 1,3003 4,545 1,4397 ,45 ,688 

4 4,818 1,2505 5,364 ,6742 ,55 ,820 

5 4,182 ,6030 4,727 ,9045 ,55 ,688 

6 4,909 ,5394 5,182 ,6030 ,27 ,467 

7 4,636 ,9244 4,909 ,8312 ,27 ,467 

8 4,818 1,3280 5,182 1,1677 ,36 ,505 

9 5,091 ,8312 5,636 ,5045 ,55 ,688 

10 5,545 ,5222 5,727 ,4671 ,18 ,405 

11 4,000 1,6125 5,455 ,6876 1,45 1,695 

12 4,818 1,4013 4,909 1,4460 ,09 ,302 

13 4,273 1,0090 4,091 ,9439 -,18 ,405 

14 4,455 ,9342 5,000 1,0954 ,55 ,522 

15 4,909 ,7006 5,636 ,5045 ,73 ,647 

16 4,455 ,8202 5,273 ,7862 ,82 ,751 

17 4,364 ,6742 4,909 ,5394 ,55 ,688 

18 4,909 ,7006 5,364 ,6742 ,45 ,522 

19 5,091 ,7006 5,364 ,5045 ,27 ,467 

20 4,818 ,7508 5,000 ,6325 ,18 ,405 

21 4,727 ,9045 4,545 1,1282 -,18 ,405 

22 4,909 ,8312 5,273 ,6467 ,36 ,505 

23 4,455 ,9342 5,182 ,6030 ,73 1,009 

24 4,364 1,0269 5,091 ,5394 ,73 ,786 

25 4,455 ,8202 5,273 ,7862 ,82 ,405 

26 5,000 ,6325 5,182 ,6030 ,18 ,751 

27 4,727 ,6467 5,364 ,6742 ,64 ,809 

28 4,364 1,0269 4,636 1,0269 ,27 ,905 

29 4,273 ,6467 4,727 ,6467 ,45 ,522 

30 4,909 ,5394 5,000 ,6325 ,09 ,302 
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the lowest 0,4671 and the mean standard deviation is 0,7833. Competence gap 

on the other hand shows some interesting and unexpected results. While the lev-

els of competency gap are the result of target state and current state and the gap 

can be expected to be positive, there seems to be some deviation in that. The 

highest standard deviation in competency gap answers is 1,695 and lowest -0,18. 

The negative gap in these factors could indicate the respondent’s true feelings 

towards decreasing the levels of some of the competencies for some reason. On 

the other hand, it could imply that the proposition itself could be easily misinter-

preted or the proposition is not assessing the factor correctly. 

The figures presented next show the levels of assessed competencies in a more 

illustrative manner. In all figures, the first 4 bars indicate the competence levels 

of transactional leadership, the next 5 bars indicate competence levels of trans-

formational leadership, the next 4 bars indicate competence levels of servant 

leadership and the next 17 bars indicate the competence levels of emotional in-

telligence. 

Figure 1 illustrates the average levels of all respondents’ competencies at the 

time of answering the survey, in the leadership focus domain. The X-axis indi-

cates the main factors, the competencies, of leadership focus and the Y-axis in-

dicates the level of competency self-assessed by the respondent. 
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Figure 3. All answers regarding the current state of all competencies. 

As can be seen from Figure 1 most of the respondents evaluate their competen-

cies to be on a high level regardless of their age, education or leadership experi-

ence. This implies that the questionnaire used in the study may not be effective 

and that it leads the respondent to answer in a certain manner. One major reason 

may also be the difficulty of self-evaluation although some researchers imply, that 

it could be done effectively and it can be learned and improved (Yliruka 2015, 

77–79.) Parallel to that, all of the respondents were long-term professional with 

the average experience of 16 years on leadership and management and they can 

truly be on a mastery level, when it comes to leadership competencies.  
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Figure 4. All answers regarding the target state of all competencies. 

Figure 2 illustrates the target level of all respondents’ competencies in the lead-

ership focus domain. The X-axis indicates the main factors, the competencies, of 

leadership focus and the Y-axis indicates the level of competency self-assessed 

by the respondent. The result is very similar to the current state and same trend 

in the answers can be seen. The target state average levels are higher as ex-

pected, since they represent the level of competency that the respondent wishes 

to achieve. 
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Figure 5. All answers regarding the competency gap of all competencies. 

The last, Figure 3 represents all respondents’ gaps in their leadership competen-

cies examined in this study. Again, the X-axis indicates the main factors, the com-

petencies, of leadership focus and the Y-axis indicates the level of competency 

self-assessed by the respondent. The gaps illustrated in this figure seem to be 

concerned with the competencies of servant leadership and emotional intelli-

gence and this was an expected result, since those are the two vaguest theories 

and competencies studied here. Their deficiency can also be more easily self-

evaluated by some people, since they concern the human essence of emotions 

and compassion. But, there is also negative gap in competencies, which may 

indicate the vagueness of those competencies and the difficulty to self-assess 

them. 
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5 CONCLUSIONS 

The purpose of this study was to examine the feasibility of building a survey tool 

to get reliable results about the respondent’s leadership competencies.  The com-

petencies themselves were derived from the leadership focus domain of the man-

agement windshield. The study was conducted by first building an ontology, “what 

is”, of leadership. Based on the findings of the literature research, a set of best 

describing propositions were created to build a survey tool to evaluate the re-

spondent’s leadership competencies. 

The survey was tested by sending the survey invitation to 27 of the leaders Turku 

University of Applied Sciences Faculty of Technology, Environment and Business 

steering group. 11 of the recipients, consisting of dean, education and research 

managers and leaders, answered the survey. 

Although the sample size is not very reliable yet, the survey was found to be 

working, although reliability issues were found, which should be addressed in 

possible later studies. There is a good amount of positive correlation in tested 

factors and a clear gap between the positive and the negative correlations. Most 

of the assessed competency levels of the respondents were somewhat homoge-

nous and there was low deviation from the average levels of competencies. 

These imply a reasonable trust in the survey tool. Another side is the actual reli-

ability of the results of the survey. The rather small sample size can also be seen 

problematic and while the competency gaps were positive as expected, there was 

also negative gaps to indicate that some propositions may easily be misinter-

preted or they are not assessing the factor correctly. Also, the low number of 

propositions per competency available in this study can be seen as a reliability 

issue, since there was less than one proposition per factor.  

Judging by these research results, there definitely is a need for future research 

on leadership through the leadership focus of the management windshield. The 

number of factors and especially the number of propositions describing the factor 

was clearly not sufficient in this study. The respondent might be led to answer the 
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propositions in an eagerly positive manner, thus not reflecting the true essence 

of their leadership competencies. Also, the use of interviews would definitely give 

the possibility to an in-depth evaluation of the leader’s capabilities and compe-

tencies. The interview could take place after the online survey and concentrate 

on going thru the propositions with the respondent to really get an understanding 

of the answers and complement the data acquired with the online survey. Or, the 

respondent could be interviewed in a more informal and loose fashion. Also, a 

360-type of approach, where the respondent’s peers are also asked to take part 

on to same survey evaluation as the respondent, would be needed, since self-

evaluation is clearly not sufficient. Another issue is the coverage of the theoretical 

model of leadership focus. Whether there are more of the most significant lead-

ership competencies, that are not covered in this study, should be studied. The 

research coverage of the leadership focus domain is already quite extensive, but 

more research is needed, especially in the domain of effective leadership capa-

bilities, which combine several different and effective approaches and their com-

petencies. 



38 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

REFERENCES 

Alvesson, M., & Sveningsson, S. (2003). The great disappearing act: Difficulties in doing “lead-

ership”. The Leadership Quarterly, 14(3), 359-381.  

Avolio, B. J., & Bass, B. M. (2004). Multifactor leadership questionnaire. manual and sampler 

set. (3rd ed.). Redwood City, CA: Mind Garden, Inc. 

Avolio, B. J., Bass, B. M., & Jung, D. I. (1999). Re-examining the components of transforma-

tional and transactional leadership using the multifactor leadership. Journal of Occupa-

tional and Organizational Psychology, 72(4), 441-462.  

Avolio, B. J., Walumbwa, F. O., & Weber, T. J. (2009). Leadership: Current theories, research, 

and future directions. Annual Review of Psychology, 60(1), 421-449.  

Bass, B. M. (1999). Two decades of research and development in transformational leadership. 

European Journal of Work and Organizational Psychology, 8(1), 9-32.  

Bass, B. M., & Stogdill, R. M. (1990). Bass & stogdill's handbook of leadership: Theory, re-

search and managerial applications (3rd ed.). New York (N. Y.): The Free Press.  

Bligh, M. C., Kohles, J. C., & Pillai, R. (2011). Romancing leadership: Past, present, and future. 

The Leadership Quarterly, 22(6), 1058-1077.  

Bradberry, Travis,,Greaves, Jean. (2009). Emotional intelligence 2.0. E-book. Talentsmart. 

Burns, J. M. (1978). Leadership. New York: Harper & Row.  

Chaudhuri, M. R., Kettunen, J., & Naskar, P. (2015). Transformational and servant leadership: 

Evidence from indian higher education. The Online Journal of Quality in Higher Education, 

2(4), 93-101.  



39 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

Deichmann, D., & Stam, D. (2015). Leveraging transformational and transactional leadership to 

cultivate the generation of organization-focused ideas. The Leadership Quarterly, 26(2), 

204-219.  

Dinh, J. E., Lord, R. G., Gardner, W. L., Meuser, J. D., Liden, R. C., & Hu, J. (2014). Leadership 

theory and research in the new millennium: Current theoretical trends and changing per-

spectives. The Leadership Quarterly, 25(1), 36-62.  

Føllesdal, H., & Hagtvet, K. (2013). Does emotional intelligence as ability predict transforma-

tional leadership? A multilevel approach. The Leadership Quarterly, 24(5), 747-762.  

Glynn M.A. & DeJordy R. (cop.2010). Leadership through an organization behavior lens. A look 

at the last half-century of research. In Nohria N. & Khurana R. (Ed.), Handbook of leader-

ship theory and practice : An HBS centennial colloquium on advancing leadership. (pp. 

119-156)  

Goleman, D., Boyatzis, R., & McKee, A. (2001). Primal leadership: The hidden driver of great 

performance. Harvard Business Review, 79(11), 42-51. 

Goleman, D., Boyatzis, R., & McKee, A. (2002). Primal leadership: Realizing the power of emo-

tional intelligence. Boston: Harvard Business School Press. 

Goleman, D. (1995). Emotional intelligence. New York: Bantam Books.  

Greenleaf, R. K. (1970). The servant as leader. Cambridge, Mass : Center for Applied Studies. 

Greiman, B. C. (2009). Transformational leadership research in agricultural education: A syn-

thesis of the literature. Journal of Agricultural Education, 50(4), 50-62.  

Gummesson, E. (cop. 2000). Qualitative methods in management research (2nd ed. ed.). Thou-

sand Oaks, Calif: Sage.  



40 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

Hersey, P., & Blanchard, K. H. (1988). Management of organizational behavior: Utilizing human 

resources (5 th. ed.). Englewood Cliffs, N.J: Prentice-Hall 

Hirsjärvi, S., Remes, P., & Sajavaara, P. (2007). Tutki ja kirjoita (13th.ed.). Helsinki: Tammi.  

Hunter, E. M., Neubert, M. J., Perry, S. J., Witt, L. A., Penney, L. M., & Weinberger, E. (2013). 

Servant leaders inspire servant followers: Antecedents and outcomes for employees and 

the organization. The Leadership Quarterly, 24(2), 316-331.  

Judge, T. A., & Piccolo, R. F. (2004). Transformational and transactional leadership: A meta-

analytic test of their relative validity. Journal of Applied Psychology, 89(5), 755.  

Katz, D., & Kahn, R. L. (1978). The social psychology of organizations (2nd ed.). New York: 

Wiley.  

Kerr, S., & Jermier, J. M. (1978). Substitutes for leadership: Their meaning and measurement. 

Organizational Behavior and Human Performance, 22(3), 375-403.  

Liden, R. C., Wayne, S. J., Zhao, H., & Henderson, D. (2008). Servant leadership: Development 

of a multidimensional measure and multi-level assessment. The Leadership Quarterly, 

19(2), 161-177.  

Mackenzie, K. D., & Barry Barnes, F. (2008). The unstated consensus of leadership ap-

proaches. Int J of Org Analysis, 15(2), 92-118.  

Meindl, J. R., Ehrlich, S. B., & Dukerich, J. M. (1985). The romance of leadership. Administrative 

Science Quarterly, 30(1), 78-102.  

Muenjohn, N., & Armstrong, A. (2008). Evaluating the structural validity of the multifactor leader-

ship questionnaire (MLQ), capturing the leadership factors of transformational-transac-

tional leadership. Contemporary Management Research, 4(1), 3-14. 



41 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

Podolny J. M., Khurana R. & Hill-Popper M. (2005). Revisiting the meaning of leadership. Re-

search in Organizational Behavior., 26, 1-36.  

Rantanen, H., Rantala, T., & Pekkola, S. (2015). Tuottavuuden kehittämisen esteet - suomi ei-

len ja tänään (Research Report No. 38). Lappeenranta University of Technology, Univer-

sity press 2015: Lappeeranta University of Technology.  

Reunanen, T. J. (2013). Leaders´ conscious experience towards time. Master's thesis, Tam-

pere University of Technology. 

Reunanen, T. (2015). Human factor in time management. Procedia Manufacturing, 3, 709-716. 

Segon, M., & Booth, C. (2015). Virtue: The missing ethics element in emotional intelligence. 

Journal of Business Ethics, 128(4), 789-802.  

Stogdill, R. M. (1974). Handbook of leadership: A survey of the literature. New York: Free Press. 

Tse, H. H. M., & Chiu, W. C. K. (2014). Transformational leadership and job performance: A so-

cial identity perspective. Journal of Business Research, 67(1), 2827-2835.  

Tyssen, A. K., Wald, A., & Spieth, P. (2014). The challenge of transactional and transforma-

tional leadership in projects. International Journal of Project Management, 32(3), 365-375.  

Uusitalo, H. (1991). Tiede, tutkimus ja tutkielma : Johdatus tutkielman maailmaan. [Porvoo]: 

WSOY.  

van Dierendonck, D., & Patterson, K. (2015). Compassionate love as a cornerstone of servant 

leadership: An integration of previous theorizing and research. Journal of Business Ethics, 

128(1), 119-131.  

Vanharanta, H. (2008). The management windshield:  An effective metaphor for management 

and leadership. Conference Proceedings, AHFE International Conference, 14-17 July 

2008, Las Vegas, Nevada, USA.   



42 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

Virtanen, M. (2013). Teachers emotional competency: A research of teachers and students 

emotional intelligence competencies and its importance. (Doctoral dissertation, Tampere 

University Press).  

Vuori, T. O., & Huy, Q. N. (2015). Distributed attention and shared emotions in the innovation 

process: How Nokia lost the smartphone battle. Administrative Science Quarterly. Prepub-

lished September 18th 2015, DOI: 10.1177/0001839215606951. 

Yliruka, L. (2015-06-16). Self-evaluation as a reflective structure. workability, adaptation and de-

velopment of the mirror method. Helsingin yliopisto.  

Yukl, G. A. (2013). Leadership in organizations (8th ed. ed.). Boston: Pearson.  

 



Appendix 1 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

Source of propositions; the theoretical model of 
management windshield’s leadership focus. 

Le
ad

er
sh

ip
 F

oc
us

Fa
ct

or
 o

f f
oc

us
Su

b-
fa

ct
or

Vä
it

tä
m

ä 
(P

ro
po

si
ti

on
)

Co
nt

in
ge

nt
 R

ew
ar

d
Ke

rr
on

 se
lv

äs
ti 

m
ui

lle
 m

itä
 h

ei
ltä

 o
do

te
ta

an
, j

os
 h

e 
ha

lu
av

at
 tu

lla
 p

al
ki

tu
ks

i t
yö

st
ää

n

Ac
tiv

e 
M

an
ag

em
en

t b
y 

Ex
ce

pt
io

n
Ke

rr
on

 se
lv

äs
ti 

m
ui

lle
 v

aa
tim

us
ta

so
t, 

jo
tk

a 
he

id
än

 p
itä

ä 
tie

tä
ä 

su
or

itt
aa

ks
ee

n 
te

ht
äv

än
sä

 h
yv

äk
sy

ty
st

i

Pa
ss

iv
e 

M
an

ag
em

en
t b

y 
Ex

ce
pt

io
n

O
do

ta
n 

vi
rh

ei
de

n 
sa

tt
um

is
ta

 e
nn

en
 to

im
en

pi
te

is
iin

 ry
ht

ym
is

tä

La
iz

ze
z-

Fa
ire

 L
ea

de
rs

hi
p

Vä
ltt

el
en

 p
ää

tö
st

en
 te

ke
m

is
tä

Id
ea

liz
ed

 In
flu

en
ce

 (A
tt

rib
ut

es
)

M
uu

t o
va

t y
lp

ei
tä

, k
un

 h
ei

dä
t j

ol
la

in
 ta

vo
in

 y
hd

is
te

tä
än

 m
in

uu
n

Id
ea

liz
ed

 In
flu

en
ce

 (B
eh

av
io

ur
s)

Ha
rk

its
en

 p
ää

tö
st

en
i m

or
aa

lis
ia

 ja
 e

et
tis

iä
 se

ur
au

ks
ia

In
sp

ira
tio

na
l M

ot
iv

at
io

n
Ilm

ai
se

n 
m

uu
ta

m
al

la
 sa

na
lla

 m
itä

 ti
im

im
m

e/
m

ei
dä

n 
pi

tä
is

i j
a 

tu
lis

i t
eh

dä

In
te

lle
ct

ua
l S

im
ul

at
io

n
Eh

do
ta

n 
m

ui
lle

 u
us

ia
 n

äk
ök

ul
m

ia
 e

ris
ku

m
m

al
lis

te
n 

as
io

id
en

 ta
rk

as
te

lu
un

In
di

vi
du

al
iz

ed
 C

on
si

de
ra

tio
n

Au
ta

n 
m

ui
ta

 k
eh

itt
äm

ää
n 

he
id

än
 a

m
m

at
tit

ai
to

aa
n 

ja
 o

m
ia

 v
ah

vu
uk

si
aa

n 

Em
ot

io
na

l H
ea

lin
g

O
sa

an
 tu

nn
is

ta
an

 m
ui

de
n 

tu
nn

et
ilo

ja
 k

ys
ym

ät
tä

 h
ei

ltä
 n

iis
tä

Cr
ea

tin
g 

Va
lu

e
Au

ta
n 

ai
na

 m
ie

le
llä

ni
 m

ui
ta

 o
rg

an
is

aa
tio

ni
 jä

se
ni

ä

Co
nc

ep
tu

al
 S

ki
lls

 (K
äs

itt
ee

lli
se

t 
M

in
ul

la
 o

n 
pe

rin
po

hj
ai

ne
n 

ym
m

är
ry

s o
rg

an
is

aa
tio

st
an

i j
a 

se
n 

ta
vo

itt
ei

st
a

Em
po

w
er

in
g 

(V
al

tu
ut

ta
va

, 
An

na
n 

m
ui

lle
 v

as
tu

un
 te

hd
ä 

tä
rk

ei
tä

 p
ää

tö
ks

iä
 li

itt
ye

n 
he

id
än

 o
m

iin
 tö

ih
in

sä

H
el

pi
ng

 s
ub

or
di

na
te

s 
gr

ow
 a

nd
 

An
na

n 
m

ui
lle

 se
lla

is
ia

 ty
öt

eh
tä

vi
ä,

 jo
tk

a 
au

tt
av

at
 h

ei
tä

 k
eh

itt
äm

ää
n 

uu
si

a 
ta

ito
ja

Pu
tt

in
g 

su
bo

rd
in

at
es

 fi
rs

t
As

et
an

 u
se

in
 m

ui
de

n,
 e

si
m

. a
la

is
te

ni
, e

du
t o

m
ie

ni
 e

de
lle

.

Be
ha

vi
ng

 E
th

ic
al

ly
O

lis
in

 v
al

m
is

 ti
nk

im
ää

n 
ee

tt
is

is
tä

 p
er

ia
at

te
is

ta
ni

 h
al

ua
m

an
i l

op
pu

tu
lo

ks
en

 sa
av

ut
ta

m
is

ek
si

Em
ot

io
na

l s
el

f-
aw

ar
en

es
s

Tu
nn

is
ta

n 
til

an
te

et
, j

ot
ka

 la
uk

ai
se

va
t t

ie
ty

t t
un

te
et

 it
se

ss
än

i

Ac
cu

ra
te

 se
lf-

as
se

ss
m

en
t

Tu
nn

en
 h

yv
in

 o
m

at
 v

ah
vu

ut
en

i j
a 

he
ik

ko
ut

en
i

Se
lf-

co
nf

id
en

ce
Es

iin
ny

n 
va

rm
al

la
, v

oi
m

ak
ka

al
la

 ja
 v

ai
ku

tt
av

al
la

 ta
va

lla
 

Se
lf-

co
nt

ro
l

Py
sy

n 
ty

yn
en

ä 
ja

 p
os

iti
iv

is
en

a 
m

yö
s v

ai
ke

in
a 

ja
 k

oe
tt

el
ev

in
a 

he
tk

in
ä

Tr
an

sp
ar

en
cy

Kä
yt

tä
yd

yn
 jo

hd
on

m
uk

ai
se

st
i a

se
tt

am
ie

ni
 a

rv
oj

en
 ja

 u
sk

om
us

te
n 

ka
ns

sa

Ad
ap

ta
bi

lit
y

O
le

n 
va

lm
is

 m
uu

tt
am

aa
n 

m
ie

lip
ite

en
i j

a 
kä

si
ty

ks
en

i a
si

oi
st

a 
uu

de
n 

tie
do

n 
ta

i p
äi

nv
as

ta
is

en
 to

di
st

ee
n 

pe
ru

st
ee

lla

Ac
hi

ev
em

en
t

As
et

an
 m

ita
tt

av
ia

 ja
 h

aa
st

av
ia

 ta
vo

itt
ei

ta
 it

se
lle

ni
 ja

 m
ui

lle

In
iti

at
iv

e
O

le
n 

va
lm

is
 o

hi
tt

am
aa

n 
by

ro
kr

at
ia

n 
ja

 jo
us

ta
m

aa
n 

sä
än

nö
is

sä
, j

ot
ta

 ty
ö 

sa
at

ai
si

in
 v

al
m

iik
si

O
pt

im
is

m
To

im
in

ta
an

i o
hj

aa
 e

ne
m

m
än

 m
en

es
ty

ks
en

 h
al

u 
ku

in
 e

pä
on

ni
st

um
is

en
 p

el
ko

Em
pa

th
y

O
sa

an
 tu

nn
is

ta
a 

ih
m

is
te

n 
m

ie
lia

lo
ja

, t
un

te
ita

 ta
i ä

än
et

tö
m

iä
 v

ih
je

itä

O
rg

an
iz

at
io

na
l a

w
ar

en
es

s
O

sa
an

 tu
nn

is
ta

a 
ry

hm
ie

n 
ta

i o
rg

an
is

aa
tio

n 
jä

se
nt

en
 v

äl
is

et
 tä

rk
eä

t s
uh

te
et

 ja
 so

si
aa

lis
et

 v
er

ko
st

ot

Se
rv

ic
e

Se
ur

aa
n 

as
ia

ka
st

yy
ty

vä
is

yy
tt

ä 
hu

ol
el

lis
es

ti,
 jo

tt
a 

as
ia

kk
aa

t s
ai

si
va

t t
ar

vi
ts

em
an

sa

In
sp

ira
tio

n
Jo

hd
an

 a
se

tt
am

al
la

 v
is

io
n 

ja
 n

äy
tt

äm
äl

lä
 su

un
na

n 
se

n 
si

ja
an

, e
tt

ä 
kä

yt
tä

is
in

 m
ää

rä
ys

va
lta

an
i m

ui
hi

n

In
flu

en
ce

Va
ik

ut
ta

ak
se

ni
 m

ui
hi

n,
 o

sa
an

 v
al

ita
 o

ik
ea

n 
lä

he
st

ym
is

ta
va

n 
ku

un
te

lij
oi

st
a 

rii
pp

ue
n

De
ve

lo
pi

ng
 o

th
er

s
O

sa
an

 tu
nn

is
ta

a 
m

ui
de

n 
va

hv
uu

de
t j

a 
ke

hi
ty

st
ar

pe
et

Ch
an

ge
 ca

ta
ly

st
O

ta
n 

vo
im

ak
ka

as
ti 

ja
 ju

lk
is

es
ti 

ka
nt

aa
 a

si
oi

hi
n 

ha
lu

tu
n 

m
uu

to
ks

en
 a

ik
aa

ns
aa

m
is

ek
si

 v
as

tu
st

uk
se

st
a 

hu
ol

im
at

ta

Co
nf

lic
t m

an
ag

em
en

t
O

sa
an

 tu
od

a 
er

im
ie

lis
yy

de
t j

a 
va

lit
uk

se
n 

ai
he

et
 e

si
lle

Te
am

w
or

k 
an

d 
Py

rin
 k

eh
itt

äm
ää

n 
ih

m
is

te
n 

vä
lis

iä
 su

ht
ei

ta
 p

ak
ol

lis
ta

 y
ht

ei
st

yö
tä

 p
id

em
m

äl
le

Tr
an

sa
ct

io
na

l l
ea

de
rs

hi
p

Tr
an

sf
or

m
at

io
na

l l
ea

de
rs

hi
p

Se
rv

an
t l

ea
de

rs
hi

p

Em
ot

io
na

l I
nt

el
lig

en
ce

Se
lf-

Aw
ar

en
es

s

Se
lf-

M
an

ag
em

en
t

So
ci

al
-A

w
ar

en
es

s

Re
la

tio
ns

hi
p 

M
an

ag
em

en
t



Appendix 2 

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Marko Junno 

The cover letter of the survey. 
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The instructive forewords of the questionnaire. 
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The reminder letter of the survey. 
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Webropol questionnaire including all propositions from 
all three individual studies. 
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Pearson’s correlation matrix of current state. 
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Pearson’s correlation matrix of target state. 
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Pearson’s correlation matrix of competency gap. 
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Spearman’s correlation matrix of current state. 
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Spearman’s correlation matrix of target state. 
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Spearman’s correlation matrix of competency gap. 
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Appendix 12 
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Pearson’s current state correlations illustrated in a 
Sammon map. 

 


