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Abstract

The present study aims to explore positive and negative leadership behaviours (i.e. transform-

ational and non-transformational leadership) in a non-Western ‘change and transformation’ con-

text through qualitative methods. Thirty-one semi-structured interviews were conducted with

knowledge workers in Turkey. In addition to the original dimensions found in the literature, four

categories of transformational leadership emerged: benevolent paternalism, implementation of

the vision, employee participation and teamwork, and proactive behaviour. Among these cate-

gories, benevolent paternalism was identified to be the most frequently mentioned aspect of trans-

formational leadership in the Turkish context, which implies that cultural context may influence

the form and enactment of transformational leadership. Regarding non-transformational leader-

ship, five categories emerged: destructive, closed, passive/ineffective, active-failed and a miscel-

laneous category. Among these, destructive leadership that includes authoritarian elements was

identified as the most frequently mentioned form of non-transformational leadership. These

findings imply that non-transformational leadership comes in many forms, supporting the numer-

ous constructs on the destructive/unethical–ineffective/incompetent continuum found in the

negative leadership literature. The findings are discussed with reference to the literature and

to social change in Turkey.
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Researchers in the management literature proposed new models of leadership which are
particularly suited to a ‘change and transformation’ context. Among those, Bass and
Avolio’s (1995) transformational leadership (TL) has especially attracted much attention
in terms of its positive job outcomes (Bass 1990, 1995, 1998; Bass and Riggio, 2006).
Numerous studies have found that transformational leaders enhance follower and organiza-
tional performance by articulating a compelling vision, by inspiring and intellectually sti-
mulating their followers, and by building individualized relationships. During times of
change and uncertainty, organizational members may become more receptive to such leaders
since those behaviours of the leaders alleviate follower concerns and generate confidence.
That is, assuredness, confidence and vision of the leader is a source of psychological comfort
for the followers, where the leader shows how uncertainty can be turned into a vision of
opportunity and success (Bass, 1985). As argued by Podsakoff et al. (1990), the trust, respect,
vision and high performance expectations engendered by such charismatic leaders motivate
followers to put forth effort beyond expectations, and to accept organizational change. In
line with these observations, the present study, first, aims to provide a better understanding
of TL by studying it through a qualitative methodology in a non-Western cultural context,
i.e. Turkey, which is characterized by both social and economic change. As argued by Den
Hartog and his colleagues (1999), although TL is universally endorsed, several of its attri-
butes were perceived as culturally contingent and thus could be better studied by qualitative
research. Accordingly, the present study takes a cultural and qualitative approach and
explores the qualifications of transformational leaders who have actually transformed or
can transform their followers and units or organizations. In line with the above-mentioned
literature, TL is considered as a positive leadership style representing the bright side of
leadership in a ‘change and transformation context’. The organizational change context
that is of interest to this study necessitates leaders who are successful in helping followers
transcend their self-interest for the sake of the organization, pointing to this bright side of
leadership.

In contrast to the above-mentioned positive image of leadership, a recent growing body of
research is interested in the dark side of leadership, which is actually a reflection of a broader
critical thinking movement in organizational sciences (Griffin and O’Leary-Kelly, 2004),
where scholars have studied injustice, political behaviour, aggression, unethical behaviour,
etc. This area of leadership includes topics such as destructive leadership (Schaubroeck et al.,
2007), negative leadership (Schilling, 2009), abusive supervision (Tepper, 2000, 2007), work-
place bullying (Ferris et al., 2007; Soylu, 2011) and toxic leadership (Frost, 2004; Padilla
et al., 2007). Such research, referring to a continuum from ineffective/incompetent to
destructive/unethical (Kellerman, 2004; Schilling, 2009), frequently found that destructive
or negative leadership prevents followers and organizations from achieving goals. However,
none of these studies specifically examined negative leadership in a change and transform-
ation context. Indeed, leaders who are not capable of transforming their followers and
organizations can lead to the downfall of their organizations, which is more likely to
happen in periods when change is needed. At those times, leaders may act in unethical,
tyrannical, despotic or inauthentic ways, abusing their power. They may show these kinds
of behaviours either for the sake of organizational effectiveness or for their own personal
interests, which may undermine followers’ well-being (Einarsen et al., 2007; Liu et al., in
press). To this end, the present study is interested in non-transformational leadership (non-
TL) as a negative leadership construct representing the dark side of leadership in ‘a change
and transformation context’. It defines the non-transformational leader as one who cannot
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or does not transform his or her followers and units or organizations. More specifically, our
second aim is to explore the content/domains of non-TL and to what extent they are rep-
resentative of the above-mentioned continuum. Hereby, we use non-TL as an umbrella
term for the dark side of leadership, as this negative leadership might include different
leadership styles. In the section below, literature on TL and the dark side of leadership
will be discussed.

Transformational leadership

Transformational leadership, developed by Bass and Avolio (1995) through a Multi-Factor
Leadership Model (MLQ), has four components: idealized influence, individualized consid-
eration, inspirational motivation and intellectual stimulation. By idealized influence, the
leader instills admiration, respect and loyalty, and emphasizes the importance of having a
collective sense of mission. By individualized consideration, the leader builds a one-to-one
relationship with his or her followers and understands and considers their differing needs,
skills and aspirations. Thus, transformational leaders meet the emotional needs of each
employee (Bass, 1990). By inspirational motivation, the leader articulates an exciting vision
of the future, shows followers ways to achieve the goals, and expresses his or her belief that
they can do it. By intellectual stimulation, the leader broadens and elevates the interests of his
or her employees, and stimulates followers to think about old problems in new ways. The
leader who exhibits these behaviours not only helps followers to transcend self-interests for
the sake of the organization, but also to exceed their initial performance expectations based
on the strong emotional attachment she or he builds with them (Bass, 1995). As such, TL
among other approaches, has been found to have positive associations with numerous out-
comes, including employee commitment, job satisfaction, motivation and innovative beha-
viour (Lowe et al., 1996).

While these studies have certainly contributed to the understanding of TL, they are all
based on the TL theory, which originated in the West. In practice, attributes that are seen as
characteristic of effective leaders might vary in different cultures. In other words, followers
may attach different meanings to a given leader’s behaviour depending on the cultural
context. Yet, the results of the GLOBE study showed that, while numerous features of
TL are universally valid, TL attributes are not enacted in exactly the same manner across
cultures (Den Hartog et al., 1999). For example, in high power-distance cultures such as
Japan and China, a leader must be strong and authoritarian to be perceived as effective. In
low power-distance cultures such as Australia and the Netherlands, an effective leader is
egalitarian, participative and appears to be ‘one of the boys’ (Den Hartog et al., 1999).
Showing individualized concern for subordinates’ well-being and that of their family is
desirable in cultures in the Middle East, Asia and Latin America, whereas such interest
might be perceived as an invasion of privacy in a Western context. Based on these observa-
tions, this study aims to understand the meaning and attributes of TL in the non-Western
context of Turkey.

The traditional business context in Turkey has been defined as relatively collectivistic and
high in power distance (Aycan et al., 2000). Congruent with these cultural values, paternal-
ism is a prevalent management style in the Turkish context (Berkman and Özen, 2007). In
the literature, paternalistic leadership has been defined as a style that combines discipline,
authority and power with fatherly benevolence, which implies that a leader demonstrates
individualized holistic concern for subordinates’ personal and familial well-being
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(Cheng et al., 2004; Farh and Cheng, 2000). Accordingly, in the Turkish context, employees
tend to form and maintain close relationships with their leaders as well as avoid conflict with
them. Leaders are expected to support, care and protect, and followers are expected to be
loyal and compliant in return. Employees expect their superiors to act like a father figure and
show concern for their personal and family-related problems. However, Turkey has been
undergoing rapid social and economic change. Especially since the 1980s, people from the
more progressive segments of society have shown more individualism in their values, but
without a significant decline in relatedness (Imamoğlu and Karakitapoğlu-Aygün, 2004;
Karakitapoğlu-Aygün, 2004). Accordingly, close relationships between leaders and followers
and paternalistic features of leaders are still expected to be prevalent in the Turkish business
context.

This social change has paralleled the economic change and liberalization efforts since the
1980s, which have helped to develop a private sector of small and medium-sized businesses.
In 2001, a new programme for restructuring the economy and achieving long-term stability
was designed. The newly introduced reforms and structural changes resulted in a remarkable
economic recovery. In 2005, Turkey started European Union (EU) accession negotiations
and began to align with the EU’s legal order. In order to cope with competitive pressure
from and market forces within the EU, major transformations have been occurring in all
areas. Hence, candidacy to the EU has served as a significant driver of change for Turkish
institutions and organizations. Consequently, it is very interesting to study how leaders act in
a context characterized by social and economic change, which is a major aim of the
present study.

The dark side of leadership

As mentioned above, the traditional stream of leadership research has focused on positive
behaviours such as inspiring others, providing individualized support and serving as a role
model. Only recently have studies started to investigate negative and dysfunctional traits and
behaviours of leaders. One line of such research mainly studied abusive supervision which
refers to ‘subordinates’ perceptions of the extent to which superiors engage in the sustained
display of hostile verbal and nonverbal behaviours, excluding physical contact’ (Tepper,
2000, p. 178). Such abusive leaders are mainly authoritarian and achieve obedience and
submission by commanding, ridiculing, yelling at, lying to or humiliating, all of which
result in perceptions of hostility among their followers. These behaviours call to mind
personalized power-oriented leadership (McClelland and Burnham, 2003). Such leaders
tend to be egoistic and emphasize their personal goals at the expense of the organization
and their followers. They foster identification with themselves, but not with the vision and
the goals of the organization. These unethical leaders tend to control rather than empower
their followers.

More recently, Einarsen et al. (2007) proposed a conceptual model of destructive leader-
ship, defining it as undermining organizational goals and effectiveness as well as the motiva-
tion and well-being of employees. Accordingly, they came up with three destructive
leadership types: tyrannical, derailed and supportive-disloyal. Derailed leadership is the
most damaging leadership style; it prevents both organizational and follower effectiveness.
Tyrannical leadership includes anti-subordinate behaviours to achieve organizational goals.
Finally, supportive-disloyal leadership involves considering the welfare of subordinates but
violating the legitimate interests of the organization. In a similar vein, in a qualitative
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empirical research, Schilling (2009) identified different behavioural categories of negative
leadership. His categories of insincere, despotic, exploitative and restrictive leadership,
which represent task-oriented destructive behaviours, seem to resemble the behaviours in
Einarsen et al.’s (2007) tyrannical leadership category. An avoiding leadership style, mostly
representative of follower- and task-oriented behaviours, is more akin to the supportive-
disloyal leadership category of Einarsen et al. (2007) and Aasland et al. (2010). Such leaders
try to popularize themselves by setting low goals and do not account for certain decisions
and actions. Finally, failed leadership, which is not easily located in Einarsen et al.’s model,
includes active intervention in the daily business of subordinates while ignoring strategic
tasks.

Based on these studies, it is possible to place negative leadership behaviours on a con-
tinuum ranging from ineffective/incompetent to destructive/unethical (Kellerman, 2004;
Padilla et al., 2007). The destructive/unethical pole of this continuum can include behaviours
such as intimidation, manipulation, coercion and one-way communication, rather than
persuasion, influence and commitment (Conger and Kanungo, 1998; Howell and Avolio,
1992; Padilla et al., 2007). In line with their selfish orientation, such destructive leaders
typically use impression-management and self-promotion and are more concerned with
building support for themselves. The passive/ineffective pole, on the other hand, typically
involves avoiding passive leadership style (Schilling, 2009) and laissez-faire leadership, with
its low concern for tasks and followers (Einarsen et al., 2007; Schilling, 2009). As claimed by
Padilla et al. (2007), although unethical/destructive actions (e.g. tactical bullying) are
obviously negative, it is more difficult to claim that behaviours representing the passive/
incompetent pole (e.g. disregarding the views of others, not motivating employees, commu-
nicating insufficiently) are equally so.

The present study aims to identify the aspects of non-TL and to what extent
these dimensions are similar or different to the constructs defined in the negative leadership
research. Luthans et al. (1998) proposed that destructive and negative leaders are more likely
to emerge in cultures that are characterized by high uncertainty avoidance, collectivism and
power distance, as Turkey is. For example, in such cultural contexts, followers are
more tolerant of the power differentials that characterize tyranny and authoritarianism.
One may ask, therefore, ‘Are non-transformational leaders those who exert coercive
power, and abuse and exploit their followers?’ Or, ‘Are non-transformational
leaders those who avoid taking responsibility and who fully delegate tasks to employees?’
This inquiry arises from the many studies on leadership in Turkey that have shown that
a passive style of leadership is not desirable; employees expect their leaders to take charge,
be in control and use a hands-on approach to problems (Paşa et al., 2001; Pellegrini
and Scandura, 2006). Passive leadership, therefore, may emerge as a non-TL feature
because it may not be possible for such leaders to take ownership of a change process or
to persuade and motivate followers towards change. Based on these observations, we expect
that the negative leadership continuum mentioned above may apply in the Turkish context
as well.

The present study aims to contribute to the literature in two respects: 1) it will
examine which leadership behaviours qualify as TL in organizations located in a
developing country in transition from traditionalism to modernism, and 2) it will study
which leadership behaviours qualify as non-TL; more specifically, which kind of ineffec-
tive/incompetent or destructive/unethical behaviours these leaders display during times of
change.
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Method

Selection of respondents

Thirty-one semi-structured interviews were conducted with employees from different com-
panies. This was the meaning saturation point, where no new information or themes were
observed in the data (Gaskell, 2000). In order to acquire multiple perspectives (Strauss and
Corbin, 1994), knowledge workers (10) and leaders (21) were interviewed. Five of the leaders
were low-level, nine were mid-level and seven were senior managers. Furthermore, the
heterogeneity of the sample was assured by choosing participants from different sectors
(e.g. defence, banking, IT, academics, software, etc.), from the public and private sectors
(14 and 17, respectively), and small and large organizations (7 and 24, respectively). Ten of
the participants were female and 21 were male. The mean age was 38.7 (SD¼ 5.46) and the
average job and company tenures were 15.94 years (SD¼ 5.27) and 8.52 years, (SD¼ 7.40),
respectively.

Our participants were highly qualified people with mostly academic backgrounds, many
having master’s and PhD degrees and coming from a variety of disciplines. The overall
context where the participants work is characterized by a high degree of complexity and
ambiguity. Many of our participants are drawn from Turkish companies which introduced
change and innovations as well as restructuring to adapt to globalization in the last decade.
As mentioned in the introduction, after the 1980s especially, as a result of the privatization
and EU accession efforts as well as global competition, many of the companies included in
this study have been going through major transformations to revitalize their organizations to
respond to environmental pressures. In such times of uncertainty and crisis, leaders are
under heavy pressure to act as ‘transformational leaders’ who have to take difficult decisions,
as will be further discussed in the next section.

Procedure

Interviews were conducted by the two authors and their assistant in the participants’ offices.
All interviews were recorded on audiotape and the participants were ensured of confidenti-
ality. On average, interviews lasted about 61 minutes. At the beginning of the interview,
respondents were given the definition of a transformational leader. In line with the original
conceptualization of TL in the literature, transformational leaders were defined as those who
transform their followers and units/organizations. Then, the respondents were asked to
think about a specific leader from their own company or previous experiences whom they
could use as a point of reference in answering the questions. They were instructed to think of
a transformational leader who could or did transform his/her followers and units or orga-
nizations. Before we started with the questions, we wanted to make sure that respondents
were thinking about a real transformation situation. Therefore, we asked them to describe
the change story and the role of the leader in that change process in detail. All of the
respondents referred to a transformation process where leaders played a critical role in
changing their followers and units or organizations. Some of the transformation processes
include changing the manual production system to full-automation and tripling the produc-
tion in a very short period of time, transforming the first private university into world
standards, moving from a production-oriented firm to an R&D-oriented one, making a
local truck and automotive company a global brand, transforming a public institution in
the defence sector to be integrated with the international market and to introduce indigenous
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unique solutions to be competitive, transforming a local bank from a traditional deposit-
taking bank to an innovative, IT- and customer-oriented bank, transforming a public
hospital unit to use and apply the principles of nanobiotechnology and nanomedicine,
transforming a small technology company to one of the fastest growing and most innovative
companies in the vehicle tracking and fleet management industry.

Following the funnel approach, the authors first asked general questions to generate
unprompted spontaneous responses about the leader. Then, to capture all dimensions of
TL, the authors continued with more specific questions: How did/does that leader behave
towards followers? How did/does the leader motivate for change? How did/does the leader
encourage innovation? How did/does the leader convince people to follow? How do/did
followers feel about working with the leader?

Later, respondents were instructed to think of a non-transformational leader who could
not or did not transform his/her followers and units or organizations. To maintain confi-
dentiality, respondents were reminded not to identify the leader. Similar to the questions
asked about TL, respondents were then asked to think about the behaviours and attributes
of such non-transformational leaders, how they behave(d) towards their followers, how they
respond(ed) to change and how the followers feel (felt) while working with such leaders.

Coding procedure: Transcripts of the interviews were divided into distinct ‘thought units’
(Trevino et al., 2003) by the two authors and their assistant separately. A thought unit or
concept could be a word, phrase, sentence or multiple sentences, but each unit represented a
distinct and separate thought about TL and non-TL behaviours. Units coded in different
interviews, but which seemed synonymous, were collapsed. Then, taking categories from the
theory as a starting point, different categories were developed (Schilling, 2006; 2007) and
conceptually similar thought units were organized into those categories. For example, one
interviewee said, ‘transformational leaders plan the change well and prepare good action plans,’
and another said, ‘A transformational leader holds vision/crisis/information-sharing meetings.’
Both comments were included in a category named ‘implementation of the vision’. While
developing the categories, the original dimensions of MLQ (Bass and Avolio, 1995) were
maintained. To determine the reliability of the content analysis, a doctoral student trained in
qualitative research techniques but unfamiliar with the study was asked to identify the
emerging thought units. The authors found an inter-rater reliability of .80 after dividing
the number of thought units which the raters agreed on by the total number of units.
Furthermore, we identified the category reliability where we provided the items and defini-
tions of the categories to the same student and asked them to place items under relevant
categories. The category reliability was computed as .75. Then, the interviewees who men-
tioned each thought unit and how many times such thoughts appeared were each counted.
As suggested by Hollensbe et al. (2008), a threshold of two people mentioning a behaviour
was determined before recording that behaviour as a thought unit. This threshold is low
enough to avoid including a phenomenon mentioned by a single respondent, but high
enough not to exclude the emergence of a phenomenon shared by a couple of interviewees.

Findings

Categories of transformational leadership

Table 1 presents the categories and relevant thought units of TL. The authors identified eight
categories, four of which are in line with the theoretical dimensions of TL in the literature
(idealized influence, inspirational motivation, individualized consideration and intellectual
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Table 1. Original and emergent categories of transformational leadership.

Transformational leadership behaviors

Number of

interviewees*

Total number of

times mentioned**

Inspirational motivation 253

Energizes others about goals to be achieved 5 9

Appreciates and appraises success publicly 7 21

Instils sense of responsibility and determination 5 15

Gives tangible-intangible rewards 19 95

Motivates employees for goal accomplishment 19 58

Ensures employees enjoy/are happy/feel satisfied about

their jobs

14 40

Encourages employees to take ownership of their jobs 8 15

Individualized consideration 210

Spends time teaching and coaching 9 19

Considers individuals as having unique needs, abilities and

aspirations

4 14

Helps employees develop themselves (by sending them on

training courses, to symposiums, conferences, etc.)

16 54

Presents success cases and helps employees meet with

successful people

8 15

Develops future leaders 4 7

Listens to and appreciates others’ opinions and feedback 17 56

Supports and stands by employees 4 15

Knows the capabilities of employees 5 20

Gives feedback to employees 5 10

Idealized influence 188

Makes followers feel proud to be working with him or her 5 14

Considers the good of the organization/employees rather

than his or her own

3 4

Acts in ways that build others’ respect 9 18

Builds trust and respect through his or her knowledge 7 20

Builds trust and respect by keeping his or her promises 5 14

Is a person with whom everyone wants to work 2 6

Evaluates his or her employees’ contributions fairly 9 34

Earns the trust of employees 17 68

Trusts his or her employees and shows it 7 10

Intellectual stimulation 103

Seeks different perspectives on and offers new ways of

solving problems

2 2

Encourages/helps employees find solutions to problems 3 8

Creates an environment supportive of innovation and

creativity

12 31

Encourages employees to come up with new ideas and

projects

13 29

Promotes creativity by assigning new tasks and

responsibilities

7 17

Gives importance to implementation of new ideas 9 16

(continued)
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Table 1. Continued

Transformational leadership behaviors

Number of

interviewees*

Total number of

times mentioned**

Benevolent paternalism 305

Behaves in a kind, but firm manner 5 11

Builds close relationships, but keeps the power distance 7 17

Asks for opinions, but makes own decisions 2 2

Leads by example 11 49

Is concerned with employees’ welfare and builds good

relationships with them

19 80

Makes an effort to know employees intimately 7 25

Attends social events of employees and participates in their

special days

19 62

Calls employees by name 5 8

Is accessible/has an open-door policy 12 31

Solves employees’ problems 4 20

Implementation of the vision 281

Sets challenging objectives 4 5

Offers radical changes 2 5

Holds vision/crisis/information-sharing meetings 2 3

Has a vision and sets clear objectives 10 19

Takes initiatives to enter into foreign markets/different

sectors

2 10

Plans the change well and prepares good action plans 15 30

Believes in change, and then makes others believe in it 11 22

Makes people (top management, followers) believe in the

mission and objectives

18 70

Ensures that followers take ownership of mission/change/

objective

3 5

Shares information, ideas, and reasons behind the decisions

with followers

9 30

Ensures followers understand the necessities and reasons

for change

7 22

Ensures followers understand the gains associated with

change

5 12

Clearly expresses how to achieve objectives 9 21

Communicates well what has been done in the company 5 27

Employee participation and teamwork 201

Appreciates and uses employees’ knowledge and

experience

5 16

Encourages initiative and delegates authority 12 27

Facilitates employee participation in decision-making 9 23

Allows employees to participate in and contribute to

processes

14 49

Forms his or her own team 5 11

Gives the message of collective mission 7 19

Stands by/supports his or her team 6 22

(continued)
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stimulation). The remaining four emergent categories were: benevolent paternalism, imple-
mentation of the vision, employee participation and teamwork and proactive behaviour. In
the next sections, first, original categories of TL will be mentioned followed by emergent
categories.

Original categories of transformational leadership. Inspirational motivation: As reported by the
participants, transformational leaders energize their followers about goals and ensure that
they enjoy and feel satisfied about their jobs using tangible and intangible tools to motivate
their people. For example, transformational leaders recognize employees’ successes in front
of others. ‘When there is a new idea coming from an employee, this leader mentions it to the
other managers and other personnel, emphasizing that it was that employee’s idea. ‘‘Look, there
is such an idea, I liked it a lot, and it came from this person.’’ Of course, this makes an employee
feel very proud.’ Moreover, by conveying a sense of responsibility and determination, such
leaders motivate employees to accomplish the company’s goals: ‘Whoever is doing that job is
the owner of it. This makes you feel more responsible and you try to do better in your job.’

Individualized consideration: Transformational leaders acknowledge that employees have
unique abilities and expectations, spend time teaching and coaching, help them develop
themselves. ‘He gives you whatever you need. He explains it very well . . . After a week or
two, he realizes that you achieved five of the 10 things he explained. Then he starts to work on
the remaining five. His plan is to take you from here to there. Where is that place? It is the place

Table 1. Continued

Transformational leadership behaviors

Number of

interviewees*

Total number of

times mentioned**

Doesn’t blame employees in case of failure; shares

responsibility

4 7

Works hard alongside team members 8 11

Creates team spirit and improves collective efficacy 6 8

Emphasizes that success belongs to the team 3 8

Proactive behaviour 141

Fights/does not give up in the face of obstacles 6 12

Decreases tension and distress in the environment/calms

panic

4 8

Removes obstacles in the way of progress 2 4

Works fast and inspires employees to work fast 8 24

Shows a hands-on approach in problem-solving 5 16

Manages by walking around 4 8

Follows up and finishes every task he or she starts 11 29

Uses his or her relationships/network for the benefits of

the organization

3 13

Does not hesitate to make risky decisions 4 12

Makes decisions quickly 7 15

Note: The first four categories refer to original dimensions of TL in the literature and the remaining four refer to the

emergent categories found in the present study.

*Number of interviewees who referred to the item.

** The total number of times the item appeared in the data. For example, 5–9 means that the item was represented 9

times in 5 out of 31 interviews.
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he thinks you will be most productive.’ Transformational leaders are also aware of the cap-
abilities of their employees and can determine which type of tasks they will be successful at.
‘To be able to be a leader, you have to know your team well; what your team can do. You need
to know their technical competence as well as what kind of people they are.’ They not only
stand by employees, but also take their opinions into account. They continuously give and
take input and feedback.

Idealized influence: Transformational leaders instil feelings of pride, respect and trust
among their followers. They earn that respect and trust with their knowledge, by keeping
their promises or by behaving in a just manner. ‘‘‘If you promise, you keep it. You should not
give promises you won’t be able to keep.’’ He used to live by this saying. He would not say, ‘‘We
will do it’’ unless he was sure.’ These leaders also demonstrate their trust in their employees.
‘He would say, ‘‘You went to the field; you did the investigation. Of course I trust your
judgment. Of course I approve of your decision.’’ This is showing trust to the employee.’
Leaders practising TL skills also subordinate their personal goals to company goals and
consider the good of the organization and the employees above their own. For all these
reasons, they are the leaders whom everyone wants to work with.

Intellectual stimulation: Leaders who are change-oriented tend to create an environment
that is characterized by innovation and creativity. One of the leader participants defined the
environment he created in the following way: ‘I ask my employees what they want from me.
They want a device worth one hundred million dollars. ‘‘OK,’’ I say, ‘‘I will give it to you next
year. But you have to continue with that system and create your own project for me.’’ I tell them
that they have the system and they need to develop their own projects.’ Transformational
leaders strongly encourage the implementation of new ideas; therefore, they encourage
employees to come up with new projects. For example, they try to promote creativity by
assigning new tasks and responsibilities. Such leaders also stimulate employees to find their
own solutions to problems. ‘Sometimes we cannot solve a problem . . . We talk and talk and he
asks such questions that while answering them we suddenly find the solution we are looking for.
He makes us find the solution ourselves.’

Emergent categories of transformational leadership. Benevolent paternalism: Transformational
leaders are perceived as behaving respectfully, but firmly. These leaders do not refrain
from showing their emotions, but are concerned about the good of their people. As indicated
by one respondent about a leader: ‘He built a kind, but firm relationship. He would get angry,
but eventually, somehow, he would make it up to people. He was very suited to the Turkish
leader type. Fathers get angry as well, but that fatherhood, love and respect never go away.’
Consistent with this fatherly style, these leaders form close relationships with their followers,
but they keep the power distance. ‘This means that he should pat you on the back, but at the
same time will stay a little bit distant . . . because distance is important. It is this power distance
that makes the charisma strong.’

Interviewees also mentioned that such leaders try to get to know each employee. These
leaders are interested in all aspects of their employees’ lives and thus participate in their
special days (birthdays, weddings, funerals, etc.). ‘On special days, say, somebody’s birthday,
he joins the party. Company picnics are organized. He attends them with his wife. He keeps the
balance very well.’ Another interviewee said, ‘He never skips social activities: dinners, engage-
ments, weddings. He definitely joins in and congratulates. Apart from that, he doesn’t ignore
important events like somebody buying a new car; he congratulates. These are not a burden for
him. He keeps track of such days, and encourages other personnel to join in and be a part of
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such things.’ Similarly, these leaders are expected to deal with the problems of their employ-
ees, again like a father does. They even try to solve the financial problems of their employees.
‘One of our colleagues explained that many years ago, his father was very sick but due to lack
of money, could not have surgery. One day, our leader learned about this and visited his father
at their home. Then, he took him to the doctor and paid all the surgery expenses, but he asked
the family not to disclose this information to anyone. Naturally, people are emotionally
attached to a such leader.’ And, ‘One of our junior colleagues, who now has his own firm
and makes good money, told us that his family was really poor in those days and that our
leader paid all the expenses of his sister’s wedding.’

Implementation of the Vision: Transformational leaders have vision and they set high
objectives. To achieve their goals, they prepare good action plans. ‘It is different to be able
to write a scenario and edit it. I mean that deciding how we will proceed, what we will do
next . . . is a different kind of intelligence.’ These leaders believe in the vision first and then,
encourage others to believe in it. As one interviewee said ‘First, the person at the top of the
business must believe in the change and this vision must spread from him. Otherwise, people
don’t believe in it.’ To convince people, these leaders must communicate why change is
necessary. Then, they must clearly express how to achieve the goals. That is, they must
have a plan. ‘It shouldn’t just be a vague plan. It should be supported with some tools.
Methods and procedures should be determined.’ Followers should not only be convinced,
but also motivated to follow that new direction. Showing followers the benefits they will
receive if they succeed is an important tool. ‘It should be communicated well that this change is
necessary. There should be some goals. Knowing the things that will be gained if these goals are
achieved motivates people better for the change.’

Employee participation and teamwork: Transformational leaders tend to create a partici-
pative environment that promotes feelings of belongingness. ‘The first thing he said after
hiring me was, ‘‘I have no experience in this area. Please share your experience with us. We are
starting mass production and your experience is very important for us.’’ That’s incredible!’ And
‘He knows and remembers your opinions on an issue. For example, he calls you for a meeting
unexpectedly. He says, ‘‘We have such a topic, you are experienced on this. You should
participate.’’ You are happy when you see that your contribution is appreciated.’ Such leaders
especially try to incorporate employees’ ideas into the decision-making process. ‘Decisions he
made were usually collective decisions. Decisions were examined in detail, meetings were held;
so they were mostly well-thought-out decisions.’

Such leaders are perceived to instil a team culture; they create a team spirit and enhance
the collective efficacy of the members. ‘The employees feel that their leader is strong. They
look at other groups and believe that they are a stronger group. They think others cannot make
it, but they can.’ Transformational leaders are supportive and work hard with their team
members. ‘A leader is not someone who pushes team members, but acts with them, supports,
encourages, energizes them and gives them different points of views.’ Another respondent (who
was a leader) said, ‘On one project, we worked there night and day, Saturdays and Sundays, for
about eight weeks. We worked together as a team and did a good job.’ Consequently, team
members of such leaders feel that regardless of whether there is success or failure in the end,
it belongs to the team.

Proactive behaviour: According to the respondents, transformational leaders are expected
to be action-oriented and assertive individuals with a hands-on approach. They are expected
to remove obstacles and help followers through problems. They use a ‘management by
walking around’ approach, which gives them opportunities to make positive comments
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and/or receive feedback. This approach generates high levels of spontaneous and creative
synergy; for example, one interviewee said, ‘In the morning, he tours through everybody and
sits with his employees for a while. Starting with small talk, he brings the subject to what we
have done, what we are doing and what we are going to do.’ Such leaders are efficient and
results-oriented, as evident in the following quote: ‘He used to move very fast. He wanted
everything to be finished fast. Since he was working fast, we were also finishing up jobs more
quickly.’ These leaders also do not hesitate to make risky decisions. ‘Transformational leaders
have incredible risk-taking potential. They may get reactions; their career may be negatively
influenced. The risk might be big, but they take it.’ Not only do they want to make things
happen on time, but they also do not want to miss opportunities.

Emergent categories of non-transformational leadership

Table 2 presents the five emergent categories (and thus relevant thought units) of non-TL:
destructive, closed, passive/ineffective, active-failed leadership and miscellaneous.

Table 2. Emergent categories of non-transformational leadership.

Non-transformational leadership behaviours

Number of

interviewees*

Total number of

times mentioned**

Destructive leadership 205

Is not candid 3 7

Does not explain things to employees; keeps

information to himself or herself

2 4

Blames employees when things go wrong 5 8

Intimidates employees to make them work; is

aggressive, tough and intimidating; gets angry

quickly

9 18

Is disrespectful to employees; humiliates

employees

10 21

Does not trust employees 3 8

Demotivates employees 5 9

Offends employees; makes them defensive 3 4

Is unconcerned about employees’ careers; does

not let them improve themselves

8 13

Does not treat employees as individuals; treats

them as if they are replaceable

2 4

Emphasizes his or her interests more than inter-

ests of employees and the company; is not

committed to his or her job, team, or

employees

5 7

Keeps employees under pressure 5 9

Prevents subordinates’ contact/relations with

upper management

5 8

(continued)
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Table 2. Continued

Non-transformational leadership behaviours

Number of

interviewees*

Total number of

times mentioned**

Sees subordinates as a threat; fears losing his or

her position

14 36

Presents/sells employees’/team’s success as his or

her own success

8 21

Creates an insecure and stressful work

environment

5 8

Does not/can not gain employees’ trust, respect

or affection

7 20

Closed leadership 173

Is not open to/is distrustful of change 13 34

Is afraid of change and uncertainty 6 10

Is content with the current progress; does not

need change; likes status-quo

16 44

Only accepts ideas that honour him/her 2 3

Maintains the system that hides his or her

weaknesses

3 5

Does not spend time on change 4 4

Is committed to hierarchy 4 8

Does not take new ideas seriously; is not inter-

ested in them

7 18

Is not open to applying new ideas; finds excuses

not to apply new ideas; tries to refuse new

ideas

14 44

Hinders or hurts employees who seek change 3 3

Passive/ineffective leadership 125

Avoids responsibility 13 24

Does not take initiative 3 8

Can not find solutions to problems 2 2

Does not make promises; does not keep his or

her promises

2 3

Hesitant to make decisions; extends decision-

making period; can not make decisions

5 14

Can not direct/advise employees; can not make

them believe in new ideas

3 6

Can not convince employees to take ownership

of the tasks

4 9

Does not care about teamwork; does not

appreciate team’s/employees’ successes

5 6

Can not clearly divide labour; can not clearly

explain his or her expectations

4 13

Can not maintain individualized relationships with

employees

7 40

Active-failed leadership 114

Focuses mainly on mundane tasks 2 3

Gets lost in details 2 6

(continued)
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Destructive leadership: Non-transformational leaders are perceived to be abusive, coer-
cive, aggressive and intimidating, and use threats and fear for goal accomplishment, as
indicated by the following quotes: ‘They are very aggressive. They give orders and threaten
people. People work hard not because they respect their leaders, but because they are scared. As
such, when employees find an alternative, they quickly leave. They have no loyalty to such
leaders.’ And, ‘They show their disrespect directly. They are disrespectful to you as a person, to
your ideas, to your achievements. They don’t listen. They even say to you directly, ‘‘You don’t
understand anything.’’’ And, ‘These men like giving orders and await absolute loyalty. When
things go wrong, they get very angry.’ And, ‘These leaders create an unhealthy climate.
Employees become very unhappy, they start judging fairness at the workplace, they start
gossiping. I know of so many people who had severe health problems due to such a negative
atmosphere.’

Non-transformational leaders manipulate their followers to achieve their goals, as evident
in the following quotes: ‘When alone, he shows respect to you because he knows that you are
technically superior to him. When in a group of others, he exhibits totally different behaviours.
He ignores you. He uses the keywords he learned from you to gain respect from others. He sells
what he learned from you.’ And, ‘He saw his employees as his competitors. That was why he
always prevented their development.’ And, ‘They disrespect everyone. They see employees as
unimportant. They are replaceable.’

Table 2. Continued

Non-transformational leadership behaviours

Number of

interviewees*

Total number of

times mentioned**

Only completes things that have low impact, that

fill time

5 14

Controls everything employees do 4 7

Interferes with everything employees do 2 13

Does things strictly in accordance with

specifications/procedures/rules

5 11

Only does what is assigned to him/her; does not

do anything extra

2 5

Does not have a vision/strategy 4 8

Does not ask employees about their ideas; does

not include employees in decision-making

processes

6 15

Does not encourage employee initiative 5 14

Talks too much; presents him- or herself very

well, but does not do much

7 18

Miscellaneous 37

Does not deserve his or her position; is there

through luck, politics, cyclical/coincidental

successes, etc.

11 33

Can not maintain the current situation; makes

it worse

3 4

*Number of interviewees who referred to the item.

** The total number of times the item appeared in the data. For example, 3-7 means that the item was represented 7 times

in 3 out of 31 interviews.
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Non-transformational leaders are often afraid of losing their position and power; thus
they prevent the development of their followers and perceive them as threats, as some of the
participants experienced: ‘He had no-self confidence. He liked the status quo and bureaucracy
very much. He felt threatened when his employees achieved something. He was clearly blocking
any communication between his employees and the upper levels.’ And, ‘All he did was protect
his position by recruiting not-so-qualified candidates and by frustrating talented people.’ Such
non-transformational leaders generally have a selfish orientation and emphasize their inter-
ests more than those of their followers and their companies. They are not committed to their
followers, tasks or their teams, as evident in the following quote: ‘These men do not believe in
teamwork. They have a high ego. They always say ‘‘I did it’’, ‘‘I succeeded’’.’

Destructive leaders are reported to be successful at impression management. To this end,
they prevent follower contact with upper management and mostly present employees’ and
team’s successes as their own. The next quotes exemplify these behaviours: ‘Although he was
the leader of our unit, he did not do much. Thus, informal leaders emerged and did their best to
keep us tight. He was lucky. Without those informal leaders the company could have never
survived. He survived because he communicated to the upper management as if it was his
success.’ And, ‘He kindly asks for your ideas when alone. Then, he sells those ideas to upper
levels as if they are his ideas. That was why we did not trust him; in fact we disliked him.’

Closed leadership: Non-transformational leaders are closed to new ideas and perspectives.
They reject new proposals with a variety of excuses. They even try to sabotage change efforts,
as exemplified in the following quotes: ‘Some of our colleagues came up with new product ideas.
He did not say no, but revised those projects in such a way that they were no more creative. Some
of those products were produced in the way he wanted, but none of them sold in the market. They
were no different than our existing products.’ And, ‘When people come up with innovative ideas,
these leaders react in two ways. They either act politically and say, ‘‘Oh, this is a great idea. Let
me think about it’’, but they do not give any feedback afterwards. Or else, they directly say, ‘‘Why
do you waste your time on these things? Do only what is asked from you.’’’

Non-transformational leaders also can not tolerate uncertainty and can not take risks.
‘When someone comes up with an idea, they immediately reject it. They do it by offering a
counter project. Their tendency is to kill the ideas with opposing alternatives. They have no self-
confidence. How would someone with no self-confidence take risks?’ And, ‘He wanted to stay
safe. He never took risks. He said we have to maintain our position and financial resources. He
was even proud of not taking risks. He said, ‘‘See, we did not take any risks so we did not spend
our resources.’’’ Such leaders only consider new ideas when they believe that these ideas will
strengthen their power and position, as noted by one of the respondents: ‘These leaders love
their positions and power more than anything else. They would welcome anything that would
make their position stronger. They would reject anything that would threaten their status.’

Passive/incompetent leadership: Non-transformational leaders are perceived to be ineffec-
tive because they can not convince their followers to take ownership of their tasks, make
clear divisions of labour or set clear expectations. These leaders usually avoid responsibility
and initiatives, as experienced by some respondents: ‘He avoided responsibility, did not care
how things were done or by whom they were done. He did not go out of his office.’ Non-
transformational leaders can not make decisions or find solutions to problems. ‘We were
going to purchase software. The software company came to us many times, made many pre-
sentations. He kept silent. Many of us tried to persuade him that we needed this product. He
could not make a decision . . . In the end, we did not buy it; we continued with our existing
manual system, which was really costly and burdensome.’ And, ‘He can not show his employees
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ways to solve their problems. When someone asks for help, he usually says, ‘‘Do it how you
know.’’ This way, he can never establish a standard way of doing things or solving problems.’
Such leaders do not advise employees or maintain individualized relationships with their
followers, as indicated by the following quotes: ‘He did not have any emotional IQ. He could
not build relationships with people, with employees, could not communicate with the customers.’
And, ‘They avoid communication with their employees. This is because when they communi-
cate, they think they will have to confront problems. Also, they always have excuses not to
attend company affairs.’

Active-failed leadership: Such leaders lack vision and mostly deal with operations that have
low impact. ‘They have no vision. They live for daily affairs. They have no objectives for the
medium or the long-term.’ And, ‘I worked with such a leader for about five years. In spite of the
changing customer profiles and technologies, he never changed his strategies.We told him that we
were losing our customers and we had to change our strategies and sales methods. He did not
listen.’ These leaders also closely monitor their employees, interfering with everything they do
and are therefore lost in details most of the time: ‘He never trusted anyone. He micro-managed.
He was controlling everything on a daily basis. He even kept his eyes on how much the company’s
drivers spent. Instead of delegating tasks to the HRmanager, he himself kept all the details. That
was why he could never think at the strategy level.’ And, ‘They talk too much. In fact, they do
nothing . . . They like meetings very much, but they get nothing done.’ And, ‘He was controlling
everything to death. For example, he was spending much time correcting typos and spelling in
reports. He held frequent meetings to make sure everything was done in the way he wanted. What
he said was the rule. We, as the R&D team of nine people, left. Our project then failed. New
people came but they could not elicit progress. The company lost millions of dollars.’

These leaders are also described as restrictive leaders (Schilling, 2009), such that they want
to make sure that followers work according to the leader’s rules and decisions, and they
allow no freedom. As reiterated by respondents, ‘These leaders keep saying, ‘‘I know what is
best. I want this to happen. You should do it my way.’’’ They are committed to rules and
procedures and force subordinates to follow the rules: ‘Those leaders never take initiative
because they think if they do, they will be in trouble. They want to be on the safe side.
They follow the procedures tightly. They love bureaucracy.’

Miscellaneous: Non-transformational leaders are perceived to achieve success mostly
through chance and politics. The respondents commented that such leaders do not deserve
their positions because they did not achieve them through hard work and superior perfor-
mance: ‘That person was in that leadership position because of his father’s contacts with the
government. His first criterion at work was not to let anyone superior to him survive. He
rejected any projects proposed by those who had the potential to challenge or threaten his
position.’ Such leaders are so ineffective that the company goes downhill: ‘These leaders
can not even maintain the current situation of the company. They make it worse. They destroy
everything.’ And, ‘This leader could not institutionalize the organization. The company had
earnings in the first years or so, but could not sustain them. Customers were no longer willing to
do business with that company. Good days did not last long. Employees were frustrated. There
were about 40 employees at that time. They left. Now there are only five of them.’

Post hoc quantitative analyses

We also conducted some quantitative analyses to test the extent to which the emergent
categories of TL differed from the original dimensions of TL. For this purpose, we used
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the data collected in another study which is part of a larger project where our aim is to study
the linkages between TL and innovation (Karakitapoğlu-Aygün and Gumusluoglu, 2012).
A total of 230 R&D employees participated in the study. The mean age of the sample was
29.15 (SD¼ 4.7). The average job, company and leader tenures were 5.5 (SD¼ 4.4), 3.9
(SD¼ 4) and 2.1 years (SD¼ 2.1), respectively. TL was measured by 20 original items
from Bass and Avolio (1995) and 22 of the items which emerged in the present study with
the highest frequencies.

First of all, exploratory factor analysis with varimax rotation was conducted with the
emergent category items. The analysis revealed that four emergent categories in the present
study merged into two factors with an explained variance of 70.94%. The first factor
included Benevolent Paternalism, and Employee Participation and Teamwork items
(a¼ .96). This factor was labelled as Paternalistic-Participative Leadership. The second
factor included Proactive Behaviour, and Implementation of the Vision items (a¼ .95).
This factor was named as Active-Charismatic Leadership. Furthermore, different models
were proposed and tested by confirmatory factor analyses. Model 1 treated all of the original
and emergent categories of TL as one factor [X2 (819, N¼ 230)¼ 2840.60, X2/df¼ 3.46,
RMSEA¼ .10, CFI¼ .98]. Model 2 treated Paternalistic-Participative Leadership and indi-
vidualized consideration as the first, idealized influence and Active-Charismatic Leadership
as the second, and intellectual stimulation and inspirational motivation as the third and
fourth factors, respectively [X2 (815, N¼ 230)¼ 2459.36, X2/df¼ 3.02, RMSEA¼ .09,
CFI¼ .98]. Finally, Model 3 included six factors where the two emergent factors and the
four original dimensions of TL were treated separately. The X2 change results revealed that
Model 3 (six-factor model) had the best fit [X2 (813, N¼ 230)¼ 2440.74, X2/df¼ 3.00,
RMSEA¼ .09, CFI¼ .98] and was statistically different from the other two models
(p< .001) suggesting that emergent and original categories differ and should be treated as
different dimensions.

Discussion

The present study is among the first to explore the dimensions of TL and non-TL in a change
and transformation context in a non-Western country by using a qualitative methodology.
This study’s TL-related results are consistent with Den Hartog et al. (1999), who reported
that the TL concept is universally valid, but the behaviours of such leaders vary profoundly
across cultures. Accordingly, the current results reveal that TL attributes in Turkey can be
categorized into eight dimensions, of which four are in line with original TL dimensions
(Bass and Avolio, 1995). The remaining four are emergent categories that are specific to
change-oriented leaders in Turkey. Furthermore, the findings reveal five emergent categories
of non-TL, most of which resemble the dimensions of negative leadership discussed in the
literature, as will be explored below.

Aspects of transformational leadership

In line with the original dimensions of the MLQ (Bass and Avolio, 1995), change-oriented
leaders in Turkey are perceived to be charismatic, to inspire and motivate their followers, to
treat followers as unique individuals and to create an environment supportive of innovation
and creativity. These dimensions of MLQ, namely, idealized influence, inspirational motiva-
tion, individualized consideration and intellectual stimulation, have been validated across
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cultures in many quantitative studies. The current qualitative study not only identified these
dimensions as sub-domains of TL, but also showed that the meanings attributed to these
domains were similar to the original conceptualizations. In fact, Den Hartog et al. (1999)
pointed to such universally endorsed attributes of a transformational leader: he or she is
encouraging, is positive, is forward-thinking, plans ahead, is motivating, builds confidence
and is motivated. Since these sub-domains of TL are well established in the literature, the
next section focuses only on the emergent categories from this study.

One emergent attribute of TL in the Turkish context was found to be benevolent patern-
alism. In line with the strong relationship- and power-distance orientation in Turkey, even
transformational leaders are expected to act like father figures. Accordingly, these leaders
were defined as individuals who attend the social and special days of employees, build close
relationships but keep the power distance, and create a family-like atmosphere in the orga-
nization. Such a leader solves his employee’s work problems as well as personal and family
problems to show his care and nurturance like a father does. These results are consistent with
the contention that paternalism is a prevalent leadership style in non-Western business
settings (Aycan, 2006; Erben and Güneşer, 2008; Pellegrini and Scandura, 2006, 2008;
Pellegrini et al., 2010; Soylu, 2011). In the Turkish context, where relationships between
employees and supervisors are highly emphasized, knowledge workers want to form and
maintain close and harmonious relationships with their leaders. One may note the similarity
between individualized consideration (an original dimension of TL) and this study’s bene-
volent paternalism category. As demonstrated, however, by Cheng et al. (2004), although the
Western notion of individualized consideration and the Eastern notion of benevolent patern-
alism have some commonalities, there are also some differences between them. Accordingly,
while individualized consideration includes leaders’ care and support within the context of a
task and is displayed in the context of equal treatment, benevolent paternalism involves
dealing with subordinates’ personal and family issues, is long-term oriented and implies a
power differential between the leaders and the followers. Supporting these contentions, our
findings revealed that the main theme in individualized consideration is helping employees
develop themselves in task-related issues, whereas it is showing care and nurturance to
enhance subordinates’ personal and familial well-being in the case of benevolent paternal-
ism. Further research is needed to test these results in different cultural contexts which differ
in collectivism and power-distance dimensions. Moreover, future quantitative research
should shed light on whether these two dimensions are distinct constructs, and represent
etic and emic components of TL.

Another set of related attributes in this study is about the leaders’ behaviours to implement
their vision. In doing so, such leaders set challenging goals, offer radical changes such as
entering new markets or sectors and plan the change well. They spend a considerable
amount of time communicating their dreams and making owners, top management, followers
and other stakeholders believe in the change, and to this end hold vision and information-
sharing meetings with them. They try to convince followers to understand the benefits asso-
ciated with the change and ensure that followers take ownership of it. Put differently, trans-
formational leaders not only have a compelling vision and set clear long-term objectives, but
they also come up with specific action plans and show how to achieve these objectives. Indeed,
being a good executer and implementer was strongly emphasized as characteristic of trans-
formational leaders by the interviewees. These findings are consistent with those of Paşa et al.
(2001), who noted that ‘such leaders behave and think in extremes . . . they are ahead of others
in recognizing what [the goals] should be and how to achieve them’ (p. 582). This study’s
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results are also supportive of Kirby et al. (1992: 309), who state that ‘[t]he ordinary behaviours
of planning, organizing and clarifying are not assessed by [the] MLQ, but were important to
followers’ perceptions of an extraordinary leader’.

Another theme closely related to TL in the Turkish context is having a participative and
collaborative orientation. Accordingly, transformational leaders are expected to instil a team
culture in the organization, to take into account others’ opinions, to include followers in the
decision-making process and to create a sense of collective mission and team spirit. As parts
of the GLOBE study, previous studies also explored the effectiveness of such team-oriented
leadership in Turkey (Kabasakal and Bodur, 2002; Paşa et al., 2001). Indeed, the emergence
of this category in the present study is not surprising, given that all of the respondents were
working in teams. Participation, teamwork and knowledge sharing are especially important
for this type of employee because they are expected to create new knowledge, innovate and
achieve synergy in teams.

The final emerging category in this study was related to being proactive.
Transformational leaders are expected to be action-oriented and assertive. For example,
they persist in the face of obstacles, they show a hands-on approach to problem-solving
and they manage employees by walking around. Such leaders are risk-takers and fast deci-
sion-makers. In short, as part of their transformational roles, they are decisive and actively
champion for the success of their change project. As part of the GLOBE study, Paşa et al.
(2001) identified this proactive dimension as an attribute of outstanding leadership in
Turkey. The demand for proactivity may be a reaction against the traditional Turkish
business context, which is characterized by centralization, slow decision-making and risk
avoidance. In such a context, leaders who use a hands-on approach to problems and make
fast and risky decisions are perceived as successful and change-oriented. Notably this proac-
tivity dimension calls to mind Antonakis and House’s (2002) instrumental leadership which
has been defined as leader behaviours concerning the enactment of leader expert knowledge
toward the fulfilment of organizational-level and follower task performance. It is especially
similar to the ‘follower work facilitation’ dimension of instrumental leadership which facil-
itates follower performance directly. Such behaviours include providing feedback, removing
obstacles for goal attainment and ensuring that followers have sufficient resources. Future
studies should shed light on this potential link between instrumental leadership and proac-
tive leader behaviours.

To sum up, implementation of the vision, teamwork, and participation and proactivity
emerged as important domains of TL in the Turkish context. More importantly, benevolent
paternalism was identified as the most frequently mentioned emerging component of TL.
Overall, these findings imply that TL is a ‘variform universal’ construct that holds across
cultures, but the enactment of it varies between cultures (Den Hartog et al., 1999: 231).
Interestingly, these findings also show that change-oriented leaders are expected to be vision-
ary, future-oriented and intellectually stimulating on the one hand, and paternalistic on the
other. This seemingly paradoxical concept of leadership may reflect the dual set of values in
the Turkish context, which embodies ‘the duality between east and west, tradition and
modernity, religious and secular’ (Kabasakal and Bodur, 2002: 51). The desire for benevo-
lent paternalistic leadership is very strong in Turkey, yet there is also the desire for visionary,
change-oriented leadership. Supporting these views, Sümer (2000) noted that paternalistic
leaders in Turkey feel the pressure of keeping the company ahead of the game by using
Western human resources practices and at the same time showing consideration for the
personal and professional welfare of their employees.
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Aspects of non-transformational leadership

This study’s results concerning non-TL yielded five emergent categories: destructive, closed,
passive/ineffective, active-failed and a miscellaneous category. Among these categories, the
most frequently mentioned and the most unethical one was destructive leadership, which
includes authoritarian behaviours. Indeed, this dimension is similar to many destructive
styles mentioned in the literature: abusive supervision (Tepper, 2000, 2007); despotic, exploi-
tative and insincere leadership (Schilling, 2009); derailed leadership (Einarsen et al., 2007);
strategic bullying (Ferris et al., 2007); and toxic leadership (Frost, 2004). As underscored by
our respondents, destructive leaders emphasize their own interests more than those of their
followers and their organization. Such leaders exhibit direct hostility towards their followers
by showing abusive, coercive and intimidating behaviours. For example, they intimidate
their employees to make them work, and are aggressive, tough, disrespectful and humiliat-
ing. They may also show indirect forms of hostility such as keeping information to them-
selves, not explaining things to employees, selling employees’ successes as their own, etc.
They perceive their followers as threats, prevent their development and contact with upper
management, and blame them in times of failure. The emergence of such a destructive
leadership style even in a knowledge worker context suggests that this dimension of leader-
ship may be the most prototypical aspect representing the dark side of leadership in Turkey.
It should also be noted here that destructive leadership in the literature is suggested to
include behaviours in two domains: behaviours directed towards subordinates and beha-
viours directed towards the organization (Einarsen et al., 2007). The findings of the current
study imply that destructive leaders who are described as non-transformational are those
who undermine the organization’s goals and effectiveness as well as the motivation and well-
being of subordinates.

Another domain associated with non-TL is being closed to new ideas and change. Such
leaders reject new ideas and proposals with a variety of excuses. Since they do not take risks,
they either immediately reject the idea by citing financial and/or procedural constraints, or
they continually delay giving feedback. Their main concern is to maintain their position in
the company and thus they do not consider anything that might threaten that. It is possible
that this dimension of non-TL is specific to leaders of knowledge workers; previous research
on negative leadership does not often refer to this aspect. Unsurprisingly, this kind of
leadership style is perceived especially negatively by knowledge workers due to the dynamic
and creative nature of their work. In order to compete and survive in the knowledge era,
R&D workers and their leaders should be adaptive, dynamic and open to new ideas. Such
features are extremely valuable in a context that is characterized by social and economic
change. Leaders who are closed and anxious to maintain their status and position are much
more likely to provoke negative reactions among their followers.

Active-failed leadership, another category of non-TL, includes leadership styles from
previous research. As being similar to the restrictive leadership dimension of Schilling
(2009), non-transformational leaders in this study were described as bureaucratic and pro-
cedural. They were committed to rules and procedures, and forced subordinates to follow
the rules, allowing no autonomy. Failed leadership (Schilling, 2009) is another style included
in this category. These leaders involve themselves too much in operational work, ignoring
strategic decisions that need to be made. Rather than working from a strategy and a vision,
such leaders focus on day-to-day operations, which have little impact on a company’s overall
performance. Since this active-failed domain includes the above-mentioned styles of failed
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and restrictive leadership from the previous literature, more research is needed to shed light
on whether this dimension is universal or not.

In addition to the categories mentioned above, supporting the ineffective/passive pole of
the negative leadership continuum (Kellerman, 2004; Padilla et al., 2007; Schilling, 2009),
this study identifies a passive/incompetent leadership category. This dimension is similar to
the passive-avoiding leadership style in Schilling’s typology (2009). Accordingly, such leaders
do not account for certain decisions, avoid responsibility, do not make promises, and do not
keep their promises if they do make them. They are also perceived to be ineffective in the
sense that they can not encourage followers to take ownership of their tasks, can not direct
and guide their employees, can not make clear divisions of labour and can not set clear
expectations. In terms of their relationships with their followers, they do not appreciate their
employees’ and teams’ successes, do not care about teamwork and can not maintain indivi-
dualized relationships with their employees. It should be noted that some of the items in this
passive/ineffective category seem to resemble laissez-faire leadership (e.g. avoiding respon-
sibility, not making decisions and not directing/advising employees). However, the major
observation in this study is that the passive behaviour of a leader is not due to indifference
(as is the case with a laissez-faire leader), but is due to incompetence. Hence, it is not
surprising for knowledge workers to describe such leaders as non-transformational; guiding
professional employees in the R&D context requires compelling leadership skills in addition
to technical expertise (Keller, 1992). Put differently, the soft skills of leadership, such as
being decisive, risk-taking, proactive, persuasive and a team player, are critical in the effec-
tive management of knowledge workers.

If non-transformational leaders are ineffective and destructive, how do they get to such
positions and remain there? This study’s miscellaneous category reveals that such leaders do
not deserve their positions. According to the respondents, these leaders usually achieve their
positions through chance and politics (e.g. nepotism). As a matter of fact, in-group or
informal recruitment is quite common in the Turkish work environment; screening and
promotion decisions are often based on relationships rather than competence and perfor-
mance factors (Aycan, 2001; Bradburn, 1963; Sümer, 2000; Wasti, 2002). The miscellaneous
category also refers to some organization-related consequences of such negative leadership.
As indicated by our respondents, these leaders can not maintain the company’s
current performance; after some time, things deteriorate. As noted by Padilla et al. (2007:
178), ‘it is the long-term negative ramifications that prompt the ‘‘destructive’’ label’ of such
leadership styles. In line with this view, non-transformational leaders may be expected to
harm their organizations in the long run, which may be a promising avenue for future
research.

Future research might also examine the predictors of non-transformational leadership. As
noted by Schilling (2009), follower-related antecedents, such as low motivation and a weak
work ethic, as well as organizational/environmental factors such as high market competition
and pressure, may set the foundation for negative leadership and consequently result in
stress and perceived injustice among followers. Such situations may result in a ‘trickle
down phenomenon’ (Schilling, 2009: 123), in which the leader–follower relationship weakens
as the followers show less motivation and more negative affect, which thus intensifies the
negative leadership behaviour. Supporting these claims, Tepper, Moss and Duffy (2011)
showed that subordinates who are perceived to be lower performers become targets of
abusive supervision. Future studies could examine the leadership issue from this interac-
tional framework (Hughes et al., 2009).
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Theoretical and practical implications

This is the first study to shed light on non-transformational leadership behaviours. Although
numerous previous studies have examined negative/destructive leadership, none of them has
specifically studied negative leadership behaviours in a change context. By demonstrating a
wide variety of negative leadership constructs on an ineffective/incompetent and destructive/
unethical continuum (Kellerman, 2004; Schilling, 2009), the current findings imply that
negative leadership manifests itself in many forms. The prevalence of these domains, how-
ever, may vary across different contexts. For example, Aasland et al. (2009) illustrated that in
Western contexts, passive forms of destructive leadership behaviours tend to be more pre-
valent than active ones. In contrast, active forms of negative leadership, namely destructive
and active-failed styles emerged more frequently in the current study. Accordingly, non-
transformational leaders were found to be active in managing low-value operational tasks
and in exploiting, humiliating and abusing their followers. The high frequency of this active/
negative leadership as compared to passive/ineffective leadership might be attributed to the
high power distance in Turkish workplaces, where leaders might not hesitate to explicitly
show their aggression and abusive behaviour. Future research could shed a brighter light on
the active-passive dimension of leadership while studying negative leadership in different
cultural contexts.

In terms of TL-related findings, this is a pioneering study that identifies benevolent
paternalistic leadership as an emergent attribute of TL in a collectivistic non-Western con-
text. This finding contrasts with previous contentions that suggest paternalistic leadership
and TL are two different constructs (Chen et al., in press). Hence, the findings of this study
call for both qualitative and quantitative future research to revisit the TL construct, and
explore and test whether this finding holds in different cultural contexts. In contrast to
previous assumptions about the potential negative impact of paternalism in the US context,
recent research has shown that paternalistic leadership is significantly and positively related
to affective organizational commitment in US business organizations (Pellegrini et al., 2010).
Based on these unexpected findings, Pellegrini et al. (2010) suggested that paternalistic
leadership may generalize to individualistic cultures as well. Moreover, since the transforma-
tion of followers and organizations includes potential ambiguities, risks and costs, as well as
anticipated benefits, the process may provoke the very human feelings of frustration, tension
and fear of failure among the subordinates. Recognizing such feelings, transformational
leaders with benevolent paternalistic leadership behaviours can address these concerns by
nurturing, caring, supporting and building emotional ties with their followers, regardless of
culture. The global economic crisis, restructuring of economies and organizations and
increased downsizing may call for benevolent paternalistic management to cope with these
transformations even in individualistic Western cultures.

This study’s findings also contribute to the theoretical discussion in the literature on
whether paternalism is a negative or positive attribute. First of all, the TL-related findings
imply that showing care and concern for employee well-being and creating a family environ-
ment that is benevolent paternalism is conducive to the effective management of knowledge
workers. Second, the non-TL-related findings imply that destructive leadership is more similar
to the authoritarianism construct in the paternalism literature which includes controlling and
exploiting the subordinates (Aycan, 2006). In Western contexts, paternalistic leadership has
been mostly associated with authoritarianism, although the correlation between these two
constructs is negative. As argued by Pellegrini and Scandura (2008: 570), ‘[t]he negative
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association between paternalism and authoritarianism indicates that once exploitation
replaces benevolence, and control replaces concern, the relationship moves away from patern-
alism toward authoritarianism’. Supporting these contentions, the findings of this study illus-
trate that benevolent paternalism is positive and represents the bright side of leadership, while
authoritarianism (e.g. the destructive leadership dimension of non-TL in this study) is negative
and represents the dark side of leadership in the Turkish context.

This study is not without its limitations. It specifically examines change-oriented leader-
ship from the perspective of knowledge workers. Knowledge workers have different char-
acteristics, and a significant drive for achievement and personal growth compared to workers
carrying out routine tasks (Drucker, 1999). Thus, the meaning attributed to negative leader-
ship may be different among a traditional group of workers, which should be examined in
future investigations. Moreover, the findings should be viewed especially cautiously due to
the fact that the respondents are from a power-distant and collectivist country, and one that
is in a transition period. Future research can capitalize on the findings by gathering data
from other cultures to investigate the etic and emic dimensions of TL and non-TL.
Furthermore, future quantitative studies are needed to test the construct validity of the
dimensions identified in the study and provide statistical evidence how our emergent cate-
gories of TL and non-TL differentiate from original dimensions of TL and other negative
leadership domains (e.g. Schilling, 2009) in the literature.

The findings have several implications for leaders of knowledge workers, and human
resource managers of Turkish companies, and those of multinational companies who oper-
ate or plan to operate in Turkey. First of all, the study reveals interesting results regarding
the importance of cultural influences on leadership. In line with the social and the economic
transition in Turkey, transformational and change-oriented leaders are expected to change
the system and challenge existing ways of doing things, yet also to be traditional and
paternalistic. Leaders in Turkey should pay attention to these unique cultural expectations.
Second, the findings on non-TL imply that HR managers should find and use effective
procedures in the selection process to identify and screen out potentially negative and
non-transformational leaders. Even in the promotion process, such leaders can be identified
by measures such as feedback from subordinates and moral and ethical judgment ratings
(Craig and Gustafson, 1998). Moreover, performance evaluations may include negative
leadership behaviours and characteristics in addition to positive and desirable leadership
qualities. It would be interesting to include dimensions of non-TL in leadership programmes
to help leaders reflect on ineffective and unacceptable behaviours. The findings also imply
that a heavy emphasis on ethical behaviour and judgment (Trevino et al., 2003) in manage-
ment training and education is essential. As mentioned by Howell and Avolio (1992), enhan-
cing ethical judgment and behaviour through policies and enforcement programmes may
reduce destructive and abusive leader behaviours.

The findings of this study are significant because they draw attention to the bright and
dark sides of leadership in a change and transformation context. The study encourages
future inquiry into the behaviours of TL and non-TL in different cultural and organizational
contexts facing the challenges of transformation.
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Karakitapoğlu-Aygün and Gumusluoglu 27




