TRANSFORMATIONAL AND
CHARISMATIC LEADERSHIP
EFFECTS ON PERFORMANCE

OUTCOMES

AN ANALYSIS OF LINKING MECHANISMS
AND BOUNDARY CONDITIONS

BY BJORN MICHAELIS



DISSERTATION

RUPRECHTFKARLS-UNIVERSITY HEIDELBERG

FACULTY OF BEHAVIORAL AND CULTURAL STUDIES

IN PARTIAL FULFILLMENT OF THE REQUIREMENTS FOR THE

DEGREE OFDOCTORPHILOSOPHIAE (DR. PHIL.)

BY BJORN MICHAELIS

REVIEWER:
PROF. DR. KARLHEINZ SONNTAG
PROF. DR. RALF STEGMAIER

PROF. DR. MARGARETE BOOS

DISPUTATION:

HEIDELBERG, OCTOBER 2, 2009



“It is easier to start wars than to end them. Basier to blame others
than to look inward; to see what is different absoimeone than to
find the things we share. But we should chooseitjig path, not just

the easy path” (Barack Obama)



Preface

The notion of this dissertation evolved during noleras a Research Associate in the
department of Work and Organizational PsychologthatUniversity of Heidelberg. |
was employed in a project named “BiG — Benchmarkingeinem Gesundheits-
netzwerk” (benchmarking in a health network), whigas conducted in collaboration
with the Health and Safety department of the DairGlerporation. “BiG” is part of the
development program run by the Federal Ministr{edtication and Research (BMBF)
entitled “Work, learn, develop skills — The ability innovate in the modern world of
work”. The project is led by Prof. Dr. Karlheinz i@dag (University of Heidelberg)
and Ursula Spellenberg (Daimler AG) and being coateéd by the German Aerospace
Center (DLR).

The objective of “BiG” is to demonstrate how “lotgrm health management”
can be designed and how it can affect employeestivatmn, performance,
innovativeness, and health. My particular goal wasdetermine the influence of
leadership processes on employees’ performancenaongativeness. | was interested
in analyzing the linking mechanisms and boundarymddmns under which this
influence unfolds or does not unfold. Thus, | cortdd three empirical studies based
on ideas developed in project “BiG”. The resultstbése three empirical studies
provide the basis of this dissertation.

Before beginning this dissertation, | would likettmnk many people who have

directly and indirectly contributed to the develggmand the completion of this work.



Acknowledgments

First and foremost, | want to thank my supervismfPDr. Karlheinz Sonntag for his
outstanding support and his strong belief in mgeligation project. | always felt that he
had confidence in my abilities and never doubtesl cbmpletion of this work. In
particular, Prof. Dr. Ralf Stegmaier needs speacdnowledgment for his perpetual
assistance and remarkable ideas, which contrikdotdte quality of this dissertation.

Additionally, | am grateful to my colleagues VerkaiBlich and Eva Schraub, as
well as my fellow research assistants Sebastiamsirdiarius Prohl, and Anna Luisa
Steinhage for providing a pleasant and inspiringkimg atmosphere. They all served
as reliable and highly competent partners, eaclriboting an important aspect to the
completion of this work. Particularly, 1 want toatk my friend and colleague Jochen
Menges for his ever-challenging comments on my ambe ideas and paper
manuscripts, thereby contributing to the qualityto$ work.

Finally, 1 want to express my sincerest thanks foparents, Evelyn and Heinz,
my sister Merle, and my girlfriend Parastoo forithemotional support and for the
strength they all provided me. They never expresksedslightest doubt that | would
complete this dissertation. | want to dedicate thésertation to my father Heinz, who
has always been a great and wonderful dad. HelWaysbelieved in and will always
believe in and support the decisions | make in ifiey irrespective whether in private
or professional matters. For this unconditional abdolute trust | will always remain

grateful.

Heidelberg, 2009 Bjorn Michaelis



Overview of Contents

1 Introduction 1
1.1 Relevance, Research Problem, and Dissertation FOCUS...........ccccccooviuvnnnen. 1
1.2 Outline of this DISSErtation ................ucemmmiiiiiiiiiiiiiiiiirreee e e e e 3
1.3 Literature Review and Development of Research Quest..............ccceeeeeeeeen. 7
1.4 Methodological APPrOaCN........cciiei i i e 28

2 Study 1: Transformational Leadership Climate, UnitCohesion, and Units’

Task Performance 33
2.1 Introduction, Relevance, and Intended Contributions................cccccvvvvvvnnnnee. 33
2.2 Theoretical Background and Hypotheses Development.............ccceeeeeeeeene. 35
2.3 Description of Study Methods ............eeieeemeeiiiiiiii e 38
2.4 ReSUItS aNd DISCUSSION......uviiiiiiiiiiiiieeeeeee e ee e e e 40

3 Study 2: Transformational Leadership, Commitment toChange, and

Innovation Implementation Behavior 45
3.1 Introduction, Relevance, and Intended Contributions................cccccvvvvvvnnnnee. 45
3.2 Theoretical Background and Hypotheses Development.............ccccceeeeeee. 47
3.3 Description of Study Methods .............eioeiieriiiiii e 49
3.4 ResUlts and DiSCUSSION..........uueiiiiiiiiereeeiie e et e e e e e s nreeeeeeens 51

4 Study 3: Charismatic Leadership, Commitment to Chaige, and Innovation

Implementation Behavior 56
4.1 Introduction, Relevance, and Intended Contributions...............cccccoeeviiiinns 56
4.2 Theoretical Background and Hypotheses Development..............cccceeuveeee. 57
4.3 Description of Study Methods ...........oiiiieemmeeiii e 60
4.4 ReSUItS and DISCUSSION.........uuuuiiiiiiiiieeiiieiiiiiiieieeeee e e e e e e e e e sneeeeee s 62

5 Discussion 66
5.1 Summary and Integration of Research FINAiNgS....ccc...vciiiiiiiiieieiiiiiieeceiiinns 66
5.2 Overall Limitations and Directions for Future Re®éa................oovvvvviiiinnnnnn. 68
5.3 Practical Implications and EXIENSIONS ......coueerreniiiiiniaeeeeeeeeeeeeeeeiiiiinnnens 74
5.4 Conclusion and OULIOOK..........ccccuuuiiiiuiiieiiiiiiiiie e neeees 79

6 References 81

vi



Table of Contents

Preface \Y
Acknowledgments %
Overview of Contents Vi
Table of Contents Vil
List of Tables Xii
List of Figures Xili
List of Abbreviations Xiv
Abstract XV
1 Introduction 1
1.1 Relevance, Research Problem, and Dissertation FOCUS..............ccccvvvvvnnnee. 1

1.1.1 Introducing the Concepts of Transformational anadr@matic

T2 To [T £ o] o IS 1
1.1.2 Research Problem and Relevance ...........cocooeeiiiiiiieiiiiiiiiieeeene 1
1.1.3 Focus Of this DISSErtation ..............eeeeeeeieeiieeeeeaeeineeieeeiiiveeeeeeee 2..
1.2 Outline of this DISSErtation ................ucemmmiiiiiiiiiiiiiiiiiiie e e e e e 3
1.2.1 Overall CONCEPLION ....uvvrieeiieiee e e e e e e e s e e e e e e e e e e e eeeeeeeeeennnnnnnns 3.
1.2.2 Chapter SITUCIUIE........uvireeiiiieie s e et s e e e e e e e e e e e e eeeeeeaeees 4
1.3 Literature Review and Development of Research Quest..............ccoeeeeeeeeennn. 7
1.3.1 Definitions and Different Perspectives in LeadgrdResearch............... 7
I 0 I I I = T 7AYo o (0 = o o 8
1.3.1.2 Leadership Style APProach..................uemmmmmeeeernnninnnneeeeeeeeeeeeeeee 9
1.3.1.3 Contingency APProach ..........oooeeueuiiiiiieiiiiiienee e 10
1.3.1.4 New Leadership APProach ............cccccoos s eeniveeeee s 10
1.3.2 Multilevel Approaches in Leadership Research...............c.ccccuvveeee 11
1.3.3 Classification and Different Perspectives in Perfance Research ...... 12

vii



Table of Contents Viii

1.3.3.1 Task and Contextual Performance............commmeeeeeveiiieeeennnnnnn. 13
1.3.3.2 Individual Difference, Situational, and Performamitegulation

PEISPECLIVE ...t et e e e e e e e e e e e e e eeeaannnees 14

1.3.4 Findings and Unresolved Questions about Transfoomaitand

Charismatic Leadership.............eei s e eeeeeeeeeeeeeevs e 15
1.3.4.1 Theoretical Elaborations on Transformational Lesgkigr........... 16
1.3.4.2 Theoretical Elaborations on Charismatic Leadership............. 17

1.3.4.3 Previous Empirical Research on the Consequences of
Transformational and Charismatic Leadership....................... 18
1.3.4.4 Previous Empirical Research on Linking Mechanisnt a
Boundary ConditioNS ......cooveeeiieiiiiiie e 19
1.3.4.5 Unresolved Research Questions about Transforméatoa

Charismatic Leadership ..........ooooiviiiiimmmmmeeiviiceeee e 21

1.3.5 Theoretical Approaches Linking Transformational &tdharismatic

Leadership with Performance OUtCOMES ......ccooieiiiiiiiiiiiiiiinnennn. 22
1.3.5.1 Social Identity TREOIY ........covvvvieiiiiiieeeeee e 23
1.3.5.2 Theory of Planned Behavior .................ommmmmmiiiiiiiiiiiiiiiceecceeee 23
1.3.6 Integration and Development of Specific Researcasfans............... 25
1.4 Methodological APPrOaCN........cciiiii i e s 28
1.4.1 Research Paradigm ........cccooooiiiiiiiiiiiieceeeeeiiirs e e e eeeeeeeaenaaeeed 82
1.4.2 StUAY DESIGN ..t eee e e et e e e e e e e e e e eeeeeeeenennes 30

1.4.3 Measurement and Data ProCesSiNg ..........ceeemmsseeeeeeeeeeeeeeseeeeeeeenns 34

2 Study 1: Transformational Leadership Climate, UnitCohesion, and Units’

Task Performance 33

2.1 Introduction, Relevance, and Intended Contributions.............ccccceevvivvveenen. 33

2.2 Theoretical Background and Hypotheses Development.............ccoeeeeeeeeeee. 35
2.2.1 Transformational Leadership Climate and Unit Cobresi................... 35
2.2.2 Unit Cohesion and Unit Performance .........cccccevveeeiiiiiiinnc i, 36
2.2.3 The Mediating Role of Unit CONESION .........ceeeemriviiiiiiiieeieeeeeeeeeeee, 36

2.2.4 The Moderating Role of Positive Affective TON€.u...cocevvvvvveeiiiinnnns 37



Table of Contents ix

2.3 Description of Study Methods .............eieeiiemiiii e 38
2.3.1 Data Collection and Sample DescCriptionS............euvveeciiiiiieeeeeeeeennn. 38
2.3.2 MEASUIES......ouiiii et emmer et e e e e e e e 38

2.3.2.1 Transformational Leadership Climate .........ommeeciiiieniieneennn. 39

2.3.2.2 UNit CONBSION ..ot et 39
2.3.2.3 Positive Affective TONE .........ccccoceiiiiiiiiii e, 39
2.3.2.4 Unit Task Performance .............ccoooommmmmmniieeeeeeee e 39
2.3.2.5 Control VariabIes ...........coouiiiiiiiiicemmeme ettt 39
2.3.3 DAta ANAIYSIS ..eveeeeiiiiieeae e ee et ettt a e e e e 40
2.4 ResSUIts and DiSCUSSION..........uuviiiiiiiieeeeiite e et e e e e e s enrre e e e 40
2.4.1 Summary of FINAINGS ......cooviiiiiiiiiiiiieeeeee s e e e e e e e e 40
2.4.2 Theoretical CONtriDULIONS..........cooiiiiii e 42
2.4.3 Practical ImpliCatiONS ...........cooeiiiiiiiiimme e 43
2.4.4 Limitations and Directions for Future Research................cccoccoveeee. 43

3 Study 2: Transformational Leadership, Commitment toChange, and

Innovation Implementation Behavior 45
3.1 Introduction, Relevance, and Intended Contributions................ccccvvvvvinnnnee. 45
3.2 Theoretical Background and Hypotheses Development.............ccccceeeeee.. 47

3.2.1 Transformational Leadership, Commitment to Chaagé, Innovation

Implementation BENAVION ..............uuuuuiimmmmmmeeeee e 47

3.2.2 Transformational Leadership, Climate for Initiatiaad Innovation

Implementation BENAVION ..............uuuuuiimmmmmmieeeee e 48
3.3 Description of Study Methods .............eioeimemiiii e 49
3.3.1 Data Collection and Sample DeSCription ......cccceeevvveeeiiiiiiieeeeeeeeennne. 49
3.3.2 MEBASUIES.....uuiiiiiiiiiiii et rmmnnm e s 49
3.3.2.1 Transformational Leadership..........ccoooveeeeeeiiiiiiiieeeeeeeee 49
3.3.2.2 Commitment t0 ChanQe ..........uuuuiieerie e e e e e e e e e e e eeeeeeeennennns 50
3.3.2.3 Climate for INItIAtiVE...........cccoriiiiriireeeieeeee e 50
3.3.2.4 Innovation Implementation Behavior ..........cccceeeiiiiiiiiiiiiecennnn, 50

3.3.2.5 Control VariableS ... 50



Table of Contents X

3.3.3 DAta ANAIYSIS ..eveeeuiniiiieee e e e e e ettt aaaeaeas 51
3.4 ResUlts and DiSCUSSION..........uuuiiiiiiiireeeeie e et e e e e e s enrre e e e 51
3.4.1 Summary of FINAINGS .....cccoviiiiiiiiiiiiiieeeeee e e e e e e e e e 51
3.4.2 Theoretical CONtriDULIONS..........oooiiiiii i 53
3.4.3 Practical ContribULIONS ..............uutiiitm e 35
3.4.4 Limitations and Directions for Future Research................ccccccveeee. 54
4 Study 3: Charismatic Leadership, Commitment to Chaige, and Innovation
Implementation Behavior 56
4.1 Introduction, Relevance, and Intended Contributions..............ccccccoovvivnenen. 56
4.2 Theoretical Background and Hypotheses Development.............ccccceevvneneee 57
4.2.1 Affective Commitment to Change and Innovation Inmpéatation
BENAVION ... 57
4.2.2 Charismatic Leadership and Innovation ImplementaBehavior........ 58

4.2.3 Trust in Top Management and Innovation ImplemeataBehavior .... 59

4.3 Description of Study Methods ..........oiiiieemeeeiiiiiiie e 60
4.3.1 Sample Description and Data Collection Procedures...................... 60
4.3.2 MEASUIES ...ttt ettt 60

4.3.2.1 Charismatic Leadership ..........oooooviiiiimmmmmmeceeeiiiiinnee e 60
4.3.2.2 Trustin TOp Management..........cooooiiiiiiieeceemiiicceee e 61
4.3.2.3 Affective Commitment to Change............ccceeeevevevivvivnniiiinenenn. 61
4.3.2.4 Innovation Implementation Behavior ..........cccceee oo, 61
4.3.2.5 Control Variables............ccoooiiiiiiiiiimmem e 61
G TG I B = = B Y = 1Y £ 62

4.4 ReSUItS and DISCUSSION........uuuuiiiiiiiiiineeietiiiiie ettt e e e e e e eeeeee s 62
4.4.1 Summary of FINAINGS ......cooiiiiiiiiiiiiiicrreee e eeeeaeeeaaaees 62
4.4.2 Theoretical CoONtriDULIONS ........coiiiiiitt e e e 63
4.4.3 Practical IMpliCatiONS .........uuvivuiiiiis i e e e e e e e e e 64

4.4.4 Limitations and Directions for Future Research.cece.....covvvveviienanl. 65



Table of Contents Xi

5 Discussion 66
5.1 Summary and Integration of Research FINdiNgS.....cc...vuiiiiiiiiiiiiiiiiiiiiiiiiiies 66
5.2 Overall Limitations and Directions for Future Res#a................cccccvvvvvvnnnee. 68

5.2.1 Limitations and Ways to Address Them in Future Rege.................. 69
5.2.2 General Ideas for Future Research on Transformeadtaord Charismatic
[T Vo [T £ o1 o TP 70
5.3 Practical Implications and EXIENSIONS ......coeerreniiiineeeeeeeeeeeeeeeeersnnnnnnnns 74
5.3.1 Fostering Transformational and Charismatic Leadprsh.................. 75

5.3.2 Managing Linking Mechanisms and Structuring Bougdaonditions. 77

5.4 Conclusion and OULIOOK...........eiiiieei e eeeeeeiiiiess s e e e e e e 79
6 References 81
Appendix A: Curriculum Vitae 105
Appendix B: Publications 106

Appendix C: Declaration 108



List of Tables

Table 1.

Table 2.

Overview of Linking Mechanisms in the &&nship between

Transformational and Charismatic Leadership anébReance

OUICOIMIES ... e ettt e e e e e e et e e e e e e e aaa e e e e e e enemmnennns 20
Overview of Boundary Conditions in thdd®enship between
Transformational and Charismatic Leadership anébReance
(@ 11 (o]0 1< J PR 21

Xii



List of Figures

Figure 1. Chapter StIUCIUIE ...........uuutcmmmmmn e eeeeeeeeeeiiiiisess s e e e e e e e eaeeeaeeeeneeeeeeeeennnnes 5

Figure 2. An Integrative Framework Linking Transf@tional and Charismatic

Leadership with Performance OULCOMES ......ccomeiiiiiiiiiiiiiiiiiinn 24

Figure 3. An Integrative Perspective on the Thtegirical Studies on

Transformational and Charismatic Leadership Effects..............ccccooee. 27
Figure 4. The Design of StUAY 1 ........ovuimmmmmmrieiei e ereee e 33
Figure 5. The Moderated Mediation Model of Study..L..........cccoeeiiiiiiiiiiiiiiiiiiinnnns 53

Figure 6. Interaction Effect of Transformationaddership Climate and Positive

Affective Tone on Average Unit CONESION .......ccouvuuiiiiiiiiiiiieieeiiiieeeeiiiiis 41
Figure 7. The Design Of StUAY 2 .........vvimemmmmriii e ereee e 45
Figure 8. The Proposed Conceptual Scheme of Qudy...........ccoovvvrveiiiiiiiiiinnnn 6.4

Figure 9. Interaction Effect of Transformation&adership and Climate for Initiative

on Followers’ Innovation Implementation BehaviQl.............ccoovvevveennnne 52
Figure 10. The Design Of STUAY 3 ......... e eeeeeeeeeeee et eeeee e e e 56
Figure 11. Pathway Estimates for the Hypothesized@of Study 3......................... 63

Figure 12. An Integrative Framework for Buildingfédtive Transformational and
Charismatic LEAdErsS .........oooiiiiiiiiiiit ettt e e e e e e e e eeeeeeeeeees 75

Xiii



List of Abbreviations

cf.
CFlI
A

df

Ed./Eds.

e.g.

et al.

RMSEA
Rwg
SD

SE

beta-coefficient
confer

comparative fit index

delta

degrees of freedom
editor/editors

for example

et alii

statistic used for multiple df numerator andatemator significance

tests

intraclass correlation coefficient

that is

mean

not significant

level of significance

page

Pearson product-moment correlation coefficient
squared multiple correlation coefficient
root mean square error of approximation
index of interrater agreement

standard deviation

standard error

Xiv



Abstract

There is an impressive body of research suggedtia transformational and
charismatic leadership are positively associateati werformance outcomes. The role
of linking mechanisms that facilitate the influerafetransformational and charismatic
leadership and the functioning of boundary condgjo however, is less well-
understood. This dissertation is an attempt to esidthis research gap by providing
three empirical studies analyzing linking mecharsisand boundary conditions in the
context of transformational and charismatic leadersn the individual and group
level of analysis.

This dissertation investigates two different perfance outcomes (task and
innovation performance) two linking mechanisms {wahesion and commitment to
change) as well as two distinct boundary conditignsitive affective tone and climate
for initiative). Drawing on a sample of 206 uniStudy 1 demonstrates that unit
cohesion functions as a linking mechanism in thdatimship between a
transformational leadership climate and units’ tagkformance depending on positive
affective tone as a boundary condition. Buildingaosample of 196 employees, Study
2 reveals that transformational leadership is a@ecaadent of commitment to change
and that its positive effect on followers’ innovati performance depends on a climate
for initiative. Study 3 turns to charismatic leagtep and explores the relative
importance of trust in top management in influegcifollowers’ innovation
performance. In a sample of 194 employees, reshtigs that trust in top management
has a stronger indirect effect through commitmenthange on followers’ innovation
performance than charismatic leadership.

This dissertation shows that transformational ahdrismatic leadership have
significant impacts on performance outcomes onitiakvidual and group level of
analysis. More importantly, the findings contribtibea better understanding of linking
mechanisms and boundary conditions in the transfbomal and charismatic
leadership — performance linkage. This dissertatiat only provides theoretical
reasoning and empirical evidence, but also impogpeactical insights and implications
for organizational leaders on how to improve transitional and charismatic

leadership effectiveness.

XV



1 Introduction

1.1 Relevance, Research Problem, and Dissertation Focus

1.1.1 Introducing the Concepts of Transformational and Chrarismatic
Leadership

Over the last four decades, leadership scholarspaacticing managers have been
focused on the search for and identification osthbehaviors that increase a leader’s
effectiveness (cf. Avolio, Walumbwa, & Weber, 200Bass & Riggio, 2006).
Traditionally, leadership researchers have primdatused on what Burns (1978) and
Bass (1990a) have called transactional leadershipe notion of transactional
leadership is founded in an exchange process ichwihie leader provides rewards in
return for followers’ efforts. The past twenty yeahowever, have been dominated by
research that focuses on leadership behaviorsribké followers more aware of the
importance and values of task outcomes, activae thigher-order needs, and induce
them to transcend self-interests for the sake @fotiganization (Bass & Riggio, 2006;
Yukl, 2006). These transformational or charismbgadership behaviors are believed to
be superior to transactional leadership becauseweis feel better about their work
and work to perform beyond simple transactions laask expectations (e.g., Avolio,
Bass, & Jung, 1999; Bass, 1990b; Conger & Kanuh§88).

1.1.2 Research Problem and Relevance

There is an impressive body of research, includingeries of meta-analytic studies
(e.g., Judge & Piccolo, 2004), suggesting that sfiamational and charismatic
leadership are positively associated with a numbgrimportant organizational

outcomes across many different types of organigatisituations, levels of analyses,
and cultures (Avolio et al., 2009; House & Adityad997; Lowe, Kroeck, &

Sivasubramaniam, 1996; Yukl, 2002). However, litdl&known about the mechanisms
that facilitate the influence of transformationahda charismatic leadership on
performance outcomes and even less about the biguodaditions under which this
relationship unfolds or does not unfold. This igmsising, given that scholars have long
bemoaned the paucity of research on the boundandittans that may shape the

1



Introduction 2

underlying mechanisms of the relationship betweansformational and charismatic
leadership and performance outcomes (e.g. Con§88, Yukl, 1999).

1.1.3 Focus of this Dissertation

Given the absence of empirical research and thedaguidance provided by the few
existing theoretical elaborations on linking medbars and boundary conditions on
transformational and charismatic leadership anat telation to performance outcomes,
there is much to be explored. In particular, tranmsftional and charismatic leadership
need to be clearly defined, their linking mecharssmith performance outcomes need
be identified, the boundary conditions under whicly become effective need to be
specified, and their multilevel nature needs telaefied.

While | touch on these areas in the literatureeev(see chapter 1.3), | selected
narrowly delineated aspects of transformational amdrismatic leadership and
integrated them into specifically defined reseayabstions (see chapter 1.3.6) in order
to contribute meaningfully to our understandingt@insformational and charismatic
leadership in organizations. In this dissertatioprimarily focus on transformational
and charismatic leadership at the individual andupgrlevel of analysis, and their
effects on performance outcomes, linking mechanismd boundary conditions.

Based on four guiding criteria | selected the cartss to include in the empirical
studies of this dissertation: (1) they should beepted and used by leading scholars in
the domain of research or could be conceptualiretth® basis of existing literature; (2)
they are expected to explain a significant porbbrariance in performance outcomes
in organizations and are considerate to have e larfjuence on the hypothesized
relationships; (3) they appear to be theoreticaligil-grounded in terms of their
interconnection; (4) they promise to provide preadtimplications.

Based on these criteria and drawing from pertitieariature, | chose to focus on
transformational and charismatic leadership and tféects on task and innovation
performance. Researchers agree that innovatioorpehce will become increasingly
critical to organizational success, and call far thvestigation of this area (e.g., Jung,
Wu, & Chow, 2008; Klein & Knight, 2005; Sonntag,e§taier, & Michel, 2008).
Particularly, | suggest that collective transforimiaal leadership behaviors are
antecedents of unit cohesion. | further argue tindt cohesion has an impact on units’
task performance, depending on a positive affedtwve within the unit as a specific

boundary condition. Moreover, | suggest that tramsftional and charismatic



Introduction 3

leadership are associated with higher levels ofra@ment to change, which in turn
enhances followers’ innovation performance. Plgaste that the full rationale behind
selecting the particular constructs to be investigas laid out in the section on the
development of specific research questions (septeha.3.6) and the chapters on the
empirical studies of this dissertation (see chap&r3, and 4). The empirical studies

pertain specifically to the following research ciimss:

1. Do collective transformational leadership behaviandluence unit cohesion and
thereby facilitate higher levels of units’ task fsemance, depending on the level of
positive affective tone?

2. Are transformational leadership behaviors assodateith higher levels of
followers’ commitment to change, thereby enhanamgovation performance,
depending on the level of perceived climate fdrative?

3. Are charismatic leadership behaviors at lower anddie management positions
associated with higher levels of followers’ comneitin to change, thereby

enhancing innovation performance?

By addressing these specific research questionkode to advance our
understanding on how and when transformational dradtismatic leadership enhance

individual and group performance outcomes.

1.2 Outline of this Dissertation

1.2.1 Overall Conception

The goal of this dissertation is to learn more akoansformational and charismatic
leadership and their effects on followers’ task andovation performance. More
importantly, this dissertation aims to explore thking mechanisms that facilitate
their influence and the boundary conditions undaictv this relationship unfolds or
does not unfold. | address this goal in three steps/ing from the theoretical to the
empirical, and lastly to the practical part.
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This dissertation first provides a literature reviand theoretical approaches
linking transformational and charismatic leaderdbiperformance outcomes to lay the
foundation for the empirical part.

In the empirical part, | seek to address distindd§ined research questions about
linking mechanisms and boundary conditions of ti@msational and charismatic
leadership effects on followers’ task and innovag@rformance outcomes at the group
and individual level of analysis. Specifically, imato clarify whether a unit's
transformational leadership climate is associatéti Wwigher levels of unit cohesion
and unit task performance. Additionally, the asatich between transformational and
charismatic leadership and followers’ innovatiomfpenance is investigated.

Given the applied nature of management scienceoegahizational psychology,
this dissertation intends to not only provide tletical reasoning and empirical
evidence of linking mechanisms, boundary conditiomsd performance outcomes
associated with transformational and charismatadéeship, but also practical insights
and implications. Thus, towards the end of thiselitation, | provide a set of practical

implications derived both from the theoretical amdpirical parts of this dissertation.

1.2.2 Chapter Structure

This dissertation provides a detailed literaturgaw to underline the importance of the
above-mentioned research questions. In three erapistudies, | develop testable
hypotheses which are derived from these researektigns. Towards the end of this
dissertation, | discuss and integrate the resilthase three studies and elaborate on
practical implications. As depicted in Figure lg #structure is as follows:

Chapter 1, IntroductionThe first chapter is meant to show the relevawicihe
research pursuit and to introduce the reader toabearch problem. Before discussing
the practical and theoretical contributions of sidsequent research venture, | outline
the exact focus of this dissertation and provigerdader with the research questions. |
summarize the current state of research on tramstownal and charismatic leadership,
first addressing theoretical elaborations on tramsétional and charismatic leadership.
| then discuss consequences of transformational cwadismatic leadership, before
turning to identified linking mechanisms and bouydaonditions. | describe
unresolved research questions and provide insigittheoretical approaches linking
transformational and charismatic leadership witlhifqpenance outcomes. Finally, |

summarize the literature review and integrate tisgghts to develop specific research



Introduction 5

questions on transformational and charismatic leshuie. At the end of the introduction,
| turn to the methodological issues, explaining ridgonale behind the research design

adopted in this dissertation.

Introduction
Relevance, Research Problem, and Dissertation Focus
Outline of this Dissertation
Literature Review, Theory, and Development of
Research Questions
Methodological Approach

Chapter 1

Study 1
Chapter 2 Transformational Leadership Climate, Unit
Cohesion, and Units’ Task Performance

Study 2
Chapter 3 Transformational Leadership, Commitment to
Change, and Innovation Implementation Behav|or

Study 3
Chapter 4 Charismatic Leadership, Commitment to
Change, and Innovation Implementation Behav|or

Discussion
Summary and Integration of Research Findings
Overall Limitations and Directions for
Chapter 5 Future Research
Practical Implications and Extensions
Conclusions and Outlook

Figure 1. Chapter Structure

Chapter 2, Study 1 on transformational leadersHimate, unit cohesion, and
units’ task performancerhis chapter will describe Study 1 in an attetoptesolve the
first research question. In particular, | hypothkesthat transformational leadership
climate acts as an antecedent of unit cohesionhylmcturn, leads to higher levels of
task performance. | describe a large-scale studlginvihe U.S. military: a total of
8,666 respondents from 206 units provided data bair trespective units’
transformational leadership climate, unit cohesipositive affective tone, and task
performance within the respective unit. To avoidhamon source variance, | employed
a split sample design, with half of each unit'pagglents rating the transformational
leadership climate, unit cohesion, and positivedive tone, while the other half rated
task performance. The study results in a patterrmotierated mediation for task

performance: units’ transformational leadershipmelie indirectly enhances units’
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average task performance by fostering unit cohesiader conditions of high but not
under conditions of low positive affective tone.

Chapter 3, Study 2 on transformational leaderskignmitment to change, and
innovation implementation behavioirhis chapter describes Study 2 and provides
insights into the second research question. Thevetion literature has demonstrated
the impact of transformational leadership on intimvaperformances such as creativity,
improvement-oriented voice, or organizational inaion. First, | point to a lack of
research on transformational leadership effects aoother important aspect of
innovation performance, namely innovation impleraéoh behavior. Second, |
indicate that the mechanisms explaining how andmwthensformational leadership is
related to followers’ innovation implementation beglor have likewise not been
comprehensively investigated. Thus, | suggest cameart to change as a potential
linking mechanism between transformational leadprsdnd followers’ innovation
implementation behavior. Perceived climate foriative | suggest as a boundary
condition under which the proposed relationshipoldd or does not unfold. Results
from a sample of 196 employees working in the awatibre industry supported my
predictions that commitment to change fully mediatihe relationship between
transformational leadership and followers’ innowati implementation behavior.
Further, | found that the nature of this relatidpsivas moderated by followers’ levels
of perceived climate for initiative. Overall conslans are drawn, followed by a
discussion of the results and reflections on thatditions and practical as well as
theoretical implications.

Chapter 4, Study 3 on charismatic leadership, camemt to change, and
innovation implementation behaviofhis chapter targets Study 3 and aims to provide
answers for the third research question. Firstaidon the notions of Bass (1990a) and
Conger, Kanungo, and Menon, (2000) who argue thatismatic leaders can also be
found at levels below the executive suite and ihgate the relationship between
charismatic leadership at lower and middle managénpesitions and followers’
innovation implementation behavior. Second, | iatécthat the linking mechanisms
explaining the relationship between charismatic déeship and innovation
implementation behavior have not been sufficientlyestigated. Thus, | suggest
commitment to change as a potential linking medranibetween charismatic
leadership and followers’ innovation implementatihavior. Additionally, | build on

the trust literature and explore the relative int@oce of trust in top management in
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influencing followers’ innovation implementation lsevior. Results from a sample of
194 employees working in the automotive industryeeded that trust in top
management has a stronger indirect effect throogimatment to change on followers’
innovation implementation behavior than charisméadership. This result indicates
that sentiments regarding both top managementrantediate managers are important
and complementary for successful innovation impletagon. | conclude by discussing
the practical implications, limitations, and diiects for future research.

Chapter 5, Discussiorn the final chapter | provide a summary of the kigas
of this dissertation and an overall discussion o findings. Thereby, | attempt to
consolidate and unify the three separate studiashé&r, this chapter critically reflects
on the overall dissertation, acknowledges limitagigooints to major contributions, and
provides implications for future research. Finallytransfer the insights of this

dissertation to organizational applications and@afor practitioners.

1.3 Literature Review and Development of Research Quesihs

1.3.1 Definitions and Different Perspectives in Leadershu Research

Over the last decades, much research has beenedetmtthe field of leadership,
always an important topic to scholars in managenaent organizational psychology.
However, the meaning of ‘leadership’ and what a@nsis for are different to different
people. Leadership definitions and their foci vamyemphasis, whether on leader
abilities, personality traits, influence relatioim) cognitive versus emotional
orientation, individual versus group orientationgér appeal to self versus collective
interests (Den Hartog & Koopman, 2008). Definitiarfsleadership can be classified
by whether they are primarily descriptive or norvetin nature, as well as by their
relative emphasis on behavioral style (Den Hartbgale 1997). Some scholars
distinguish leadership from management (e.g., Ko890) or regard leadership as
one of several managerial roles (e.g., MintzbergK&tz, 1988). Bryman (1992)
attempted to consolidate the main ideas of leagedsfinitions and stated that they all
emphasize three main elements: group, influencd, gmal. For instance, Katz and
Kahn (1978), define leadership as the influennalteément over and above mechanical
compliance with the routine directives of the ongahon. Rauch and Behling (1984)
define leadership as the process of influencingdtigvities of an organized group

toward goal achievement. In this dissertation lidisd to focus on a leadership
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definition developed by House & Shamir (1993) beeaut provides a sound
foundation for the concepts of transformational ehdrismatic leadership. They define
leadership as follows: leadership is the abilityaof individual to motivate others to
forego self interest for a collective vision, amddontribute to the attainment of that
vision and to the collective by making significgmersonal self-sacrifices over and
above the call of duty, willingly (House & Shamli993).

Moreover, leadership can be distinguished accgrdmn different domains of
leadership. Most research on leadership focusdbeoteader and is, therefore, leader-
centered. However, besides the domain of the leadercan also focus on the follower
or on the relationship between the leader and dhewer (Graen & Uhl-Bien, 1995).
In the leader-based domain the primary focus lies leader behaviors and
characteristics and their impact on different oateovariables. In the follower-based
domain the research focuses on follower charatitxjehaviors, and perceptions or
topics such as empowerment (e.g., Hollander, 19B2¢. relationship-based domain
takes the relationship between the leader and dhiewer as the starting point for
research and theory building (Bryman, 1992; GraerSé&ndura, 1987). All three
domains can focus on different levels of analyses,(individual, dyad, group, or larger
collectivities) (e.g., Yammarino & Bass, 1991).

In the following sections | will give an overvieaf the major developments in
the field of leadership research and theory. | Ww#igin with the early beginnings
characterized by the trait approach (see chap®et.1). | will continue with describing
the second major trend in leadership research,le¢bddership style approach (see
chapter 1.3.1.2), before | turn to contingency apphes in leadership research (see
chapter 1.3.1.3). Finally, in the last sectiontu§ tchapter (see chapter 1.3.1.4), | will
describe new leadership approaches and embed draraional and charismatic

leadership in the development of leadership rebearc

1.3.1.1 Trait Approach

The early beginnings of leadership research weagacterized by the search for ‘the
great man’ (Den Hartog & Koopman, 2008). The basiton of this research was that
personal characteristics determine leadership teféetess and that leaders are born
rather than made. Scholars during that time attechpi identify and measure certain
traits that distinguished leaders from non-leadmreffective from ineffective ones
(Hollander & Offermann, 1990).
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As scholars were searching for the ‘great man’ thegluded three main
categories of personal characteristics: first, pla}deatures, such as height, physique,
appearance, and age; second, ability characteristich as intelligence, knowledge,
and fluency of speech; and third, personality sratich as dominance, emotional
control and expressiveness, introversion-extragar@ryman, 1992).

However, due to a lack of empirical evidence fag #xistence of a leadership
trait profile, the search for the ‘great man’ twineut to be hardly provable. This led
scholars to a new focus in leadership researchstihe approach, which | will discuss

in the next section (see chapter 1.3.1.2).

1.3.1.2 Leadership Style Approach

The leadership-style approach shifted the resdamls from who leaders are (traits) to
what leaders do (behavioral style). The basic matibthis research was that leadership
effectiveness depends on the exerted leadership. €pntrary to the trait approach

which focused on stable personal characteristics amsumed that these were innate
rather than trainable, the style approach implied effective leadership depends on a
behavioral pattern, which can be learned (Den Hag&doopman, 2008).

Most research on the style approach was condigtekde Ohio State University
and the University of Michigan. Based on a serieguestionnaire-based studies, the
Ohio State researchers concluded that leadershiipsstould be best explained as
varying along two dimensions, i.e., ‘consideratiand ‘initiating structure’ (e.g.,
Fleishman & Harris, 1962). The results of the rese@onducted by the University of
Michigan indicate a similar pattern of behaviorbey found three types of leadership
differentiating between task-oriented behavior,atiehship-oriented behavior, and
participative behavior.

However, like the trait approach, the style apphoalid not prove to be
successful in distinguishing effective from noneetive leaders, probably because of a
lack of embracing the situational characteristibsttact as moderators of the
relationship between leadership and outcome vasabAttempts to address these
situational characteristics functioning as possihtalerators led to the next main trend
in leadership research, the contingency approadtichwl will present in the next
section (see chapter 1.3.1.3).
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1.3.1.3 Contingency Approach

Contingency approaches of leadership were an attengolve what researchers saw as
deficiencies of the aforementioned leadership aggres (Smith & Peterson, 1988).
The basic notion of this leadership approach ig tha effectiveness of a certain
leadership style is contingent on the situatiospasng that assertive leader behaviors
will be effective in some situations but not in eth Particularly influential
contingency leadership approaches were the theaugloped by Fiedler (1967), which
is famous and criticized for its ‘least-preferremaorker’ (LPC) scale; Hersey and
Blanchard’s (1969) situational leadership theoryT($ which provided a popular basis
for leadership training and proposed that leadbmuilsl adjust their behavior to the
development level of their followers and teams; tbemative decision-making model
by Vroom and Yetton (1973), which focused on cidt¢éo determine whether or not a
leader should involve subordinates in differentdsirof decision making; and finally,
and probably the most influential and complete iom@ncy theory to date, House’s
path-goal theory of leadership (House, 1971; HodseMitchell, 1974), which
described leadership as a dyadic process and addréise question of how leaders
affect followers’ motivation and satisfaction (Hey4.996).

Even though House’s path-goal theory is deemecttorie of the most complete
leadership theories to date, there are severalgnsbassociated with it according to
Bryman (1992), such as inconsistent findings, usgmigup average methods, no
attention to informal leadership, and causalitye3énproblems were a main reason why
leadership researchers developed a new leadergrgdigm, the new leadership
approach, which | will detail in the next sectice¢ chapter 1.3.1.4).

1.3.1.4 New Leadership Approach

Theories of the new leadership approach were amattto explain how certain leaders
achieve extraordinary levels of follower motivati@dmiration, commitment, respect,
trust, dedication, loyalty, and performance. Furthieeir goal was to clarify how some
leaders succeed in leading their organization oftsumo attain outstanding
accomplishments, such as the founding and growisgacessful entrepreneurial firms
or corporate turnarounds (House, Delbecq, & Ta#98). These new leaders were
described in terms of being: transformational, maatic, ‘leaders’ (as opposed to
managers), transforming, inspirational, visionasy,value-based. Even though there
exists a wide array of terms used by different &msowithin this approach, there seem

to be more similarities than differences in regiyrdhe phenomenon of this type of



Introduction 11

leadership approach. The most accepted terms ite#ftership literature to describe
this leadership approach include transformatiorrad aharismatic leadership (e.g.,
Hunt & Conger, 1999), which will be the subject fafther explanations in chapter
1.3.4. Before turning to this chapter, | will prdei an overview of multilevel

approaches in leadership research (see chapt@) &13d a classification of different
perspectives in performance research (see chapt&).1

1.3.2 Multilevel Approaches in Leadership Research

Scholars in leadership research began to develolilewel approaches only two
decades ago (Dansereau, Alutto, & Yammarino, 1984@.goal of these approaches is
to clearly specify the level of analysis at whieladership phenomena theoretically and
empirically exist. However, to-date the progressthe development of multi-level
theories and the use of multi-level methods istlahi(e.g., Yammarino & Dansereau,
2005). Nevertheless, researchers in leadershipndsagree on multiple perspectives
and commonly consider leadership as a multilevelnpimenon (Kozlowski & Klein,
2000; Yammarino, Dansereau, & Kennedy, 2001). Intiqdar, leadership is
represented at four different levels of analysiedividual, dyad, group, and
organizational.

The individual level of analysis considers leadassindividuals with various
traits and personalities who exhibit the same deast similar behaviors toward all
individuals (Dansereau, Graen, & Haga, 1975). Retaince, leaders seem to differ in
their ability to provide visionary, transformatidnar charismatic leadership. This
approach suggests that some individuals demonstrigfieer levels of visionary,
transformational, or charismatic leadership thdrexst. Moreover, the individual level
of analysis assumes that there are significanemiffces in the way individuals express
their leadership style and that the source of tlierdnce lies within the person
(Yammarino et al., 2001).

The dyad level of analysis focuses on the one-to-@bationship between the
leader and the follower. Leadership in dyads ocadmsn a leader focuses on his or her
followers as individuals. These dyads between ¢aglér and the follower are unique
relationships and are not dependent on other oeksttips in the group or the team
(Yammarino et al., 2001).

The group, or team, level of analysis focuses @n‘ffice-to-face’ relationship

among a set of followers and the leader. Thesepgootieam dynamics can be captured,
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for instance, in terms of a transformational leatgr style displayed by the leader
toward the entire group or team (Bliese & Halvers2f02; Bliese, Halverson, &
Schriesheim, 2002).

Finally, the organizational level of analysis acktedges that individuals in
organizations can be captured as hierarchicallycstred “groups of groups”. The
notion of this perspective is that organizationanmbers are bound together through a
set of shared or common expectations and, constgudamonstrate a similar set of
attitudes and behaviors (Yammarino et al., 2001).

To explore transformational and charismatic leddpreffects on performance
outcomes, | decided to focus in this dissertationtlze individual, dyad, and group
level of analysis (see chapter 2, 3 and 4). As Yard colleagues (2002) have noted,
research on transformational and charismatic lshgehas focused too narrowly on
dyadic processes, and greater attention to higivetd of analysis is called for. In their
view, leadership is not only evident in the relasbips between an individual leader
and his or her followers, but also collectively expnced by members of a particular
work group (e.g. Gavin & Hofmann, 2002). Howevétld is known about the effects
of transformational and charismatic leadershipighdr levels of analysis. By focusing
on the individual, dyad, and group level of anaysiintended to progress our
understanding about the functioning of transfororal and charismatic leadership at
different levels of analysis. This may help leadarsd organizations to further

professionalize their interventions in order tor@ase organizational performance.

1.3.3 Classification and Different Perspectives in Perfanance Research

Performance research has been an important topienanagement studies and
organizational psychology over the last 10 to 1arg€Campbell, Dunnette, & Hough,
1990). The interest in performance research steams brganizations’ need of highly
performing individuals and groups in order to mietir goals, to deliver the products
and services they specialized in and to achievepetitive advantage (Van Scotter,
Motowidlo, & Cross, 2000). Despite the significanoé individual and group
performance, relatively little effort has been madelarify the performance concept.
Nevertheless, scholars agree that performance mpased of an action (i.e.
behavioral) and an outcome aspect (Campbell e1280; Campbell, McCloy, Oppler,
& Sager, 1993; Kanfer, 1990; Roe, 1999). The baraliaspect describes the actual
behaviors that an individual performs in the watkation, such as assembling parts of
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a car engine, selling personal computers, teachasic reading skills to elementary
school children, or performing heart surgery (Sontag & Frese, 2002). However, not
every behavior is considered in terms of the perforce concept, but only behavior
that is related to organizational goals. Campl&lbé) notes that “performance is what
the organization hired you to do, and do well” @»). Hence, performance is an
evaluative and judgmental process and not defiryeahtutterly objective behavior (cf.

llgen & Schneider, 1991; Motowidlo, Borman, & Schyii997).

The result or the consequences of an individuadisavior are considered as the
outcome aspect of performance. Outcomes in terntkeofibove-described behaviors
may be the number of engines assembled, saleg$ignupils’ reading proficiency, or
the number of successful heart operations (Songefitdrese, 2002). Empirically
regarded, the behavioral and outcome aspect atedein many situations, but do not
overlap completely. Despite the general agreenteatdt hoth the behavioral and the
outcome aspect have to be differentiated when stgdyndividual and group
performance in organizations, there is some debate which of these two aspects
should be labeled ‘performance’ (e.g., Sonnentdg&se). In this dissertation, | follow
recommendations by Campbell and colleagues (19898yefer to the behavioral aspect
when | speak about performance.

1.3.3.1 Task and Contextual Performance

Many different approaches exist in classifying perfance outcomes (Sonnentag &
Frese, 2002). The most basic differentiation waslenay Borman and Motowidlo
(1993) who subdivide performance into task and exuil performance. Task
performance is regarded as the sum of an indivislaativities that are strictly related
and contribute to the organization’s main goalsnt€xtual performance is regarded as
the sum of an individual’s activities that do nontribute directly to the organization’s
main goals, but indirectly assist organizationahlgdy supporting the organizational,
social, and psychological environment. These awmwiinclude behaviors such as
helping coworkers, being a reliable member of tlganization, or making suggestions
in terms of improving work procedures.

Task performance itself can be distinguished intanyn different facets.
Campbell (1990), for instance, differentiates bemweeight different performance
components. Five of them refer to task performguoteCampbell, Gasser, & Oswald,
1996; Motowidlo & Schmit, 1999): (1) job-specifiask proficiency, (2) non-job-
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specific task proficiency, (3) written and oral aoemication proficiency, (4)
supervision — in the case of a supervisory or lesde position, and (4) management/
administration. Contextual performance can alsodbaded into many different
concepts. On a very basic level of contemplatidmokrs differentiate between two
types of behaviors: (1) behaviors which aim at #mooth functioning of the
organization as it is at the present moment ang@ctive behaviors which aim at
changing and improving procedures and organizdtipnacesses. Behaviors which
support a smooth functioning of the organizationlude organizational citizenship
behavior (Organ, 1988), some aspects of organizatispontaneity (e.g., helping
coworker, protecting the organization, George &eBri1992), and of prosocial
organizational behavior (Brief & Motowidlo, 1986).

The proactive behaviors contain concepts impotfianthanging the status quo
within the organization and, hence, for innovatipaerformance. These behaviors
include creativity (e.g., Shin & Zhou, 2003), voieg., Detert & Burris, 2007), or
innovation implementation behavior (e.g., Choi &By 2005; Klein & Sorra, 1996).

In this dissertation | investigated task and contakperformance outcomes on
the group and individual level of analysis becals¢h concepts are of central
relevance for an organization’s success (e.g., @aihpt al., 1993; Paauwe & Boselie,
2005). Particularly, in Study 1, | investigatednstormational leadership climate’s
influence on units’ task performance; in Study 21 & | examined transformational
leadership and its impact on a subdimension of exdnél performance, namely

innovation implementation behavior.

1.3.3.2Individual Difference, Situational, and PerformancRegulation Perspective
Scholars in performance research have developadugaperspectives for studying
performance outcomes. On a very basic level, Sdageand Frese (2002) differentiate
between three different perspectives: (1) an inldial differences perspective, which
searches for individual characteristics (e.g., ganmental ability, personality) as a
source for variation in performance, (2) a situagioperspective, which focuses on
situational aspects as facilitators and impedimeiots performance, and (3) a
performance regulation perspective, which deschigeformance in terms of a process.
When studying performance under the individual edéhce perspective,
researchers focus on identifying differences betwiedividuals and their underlying

factors. The main goal of this perspective is ttedrine which individuals perform
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best. The basic notion is that differences in perfmce between individuals result
from individual differences in abilities, persorgland/or motivation.

The situational perspective focuses on identifyfagtors in the individuals’
environments that stimulate or hinder performafit¢® main goal of this perspective is
to determine in which situations individuals penfidpest. This perspective concentrates
on approaches that focus on workplace factors (iaok & Oldham, 1976) or
motivational aspects (Vroom, 1964), or approachesng at improving performance
by reward systems or by establishing perceptiorexjafty and fairness (Adams, 1963;
Greenberg, 1990). Research in the leadership dom@nmarily conducted under this
perspective (Sonnentag & Frese, 2002).

The performance regulation perspective takes @reéifit approach in explaining
individual performance. This perspective is lesenested in personal or situational
predictors of performance, but focuses on the pedoce process itself. The main
guestions of this perspective are what the perfaomgrocess looks like and what
happens if someone is ‘performing’. Theoretical rapphes within this perspective
include the expert research approach within cognitpsychology (Ericsson &
Lehmann, 1996) and the action theory approach dbpeance (Frese & Sonnentag,
2000; Frese & Zapf, 1994; Hacker, 1973, 1998).

For this dissertation | selected the situationakspective, because this
dissertation aims to explain how situational fast@uch as transformational and
charismatic leadership influence individual and ugroperformance outcomes.
Moreover, this perspective is in line with the @sh tradition to which | want to

contribute.

1.3.4Findings and Unresolved Questions about Transformatnal and
Charismatic Leadership

Over the past 25 years the prevalence of transtovned and charismatic leadership in
academic and practitioner literature is strikingr (feviews, see Avolio et al., 2009;
Hunt & Conger, 1999; Yukl, 1999). Although thereais impressive body of research
demonstrating the effectiveness of transformatiaral charismatic leadership, very
little research has been conducted that exploeesitiderlying processes and boundary
conditions for transformational and charismaticdiahip with beneficial work
behaviors (Avolio et al., 2009). In addition, sdrsl have noted that research on
transformational and charismatic leadership hasuded too narrowly on dyadic

processes, and called for greater attention onarelseexploring higher levels of
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analysis (Yukl, 2002). In the following sections,summarize the most pertinent
theoretical explorations of transformational andrcdmatic leadership, refer to the
empirical studies on the consequences, linking ra@sims, and boundary conditions,
and finally point to the many unresolved questiatsout transformational and

charismatic leadership, some of which will be addeel in this dissertation.

1.3.4.1 Theoretical Elaborations on Transformational Leadship

Transformational leadership theory has been fortadldy Bass and his colleagues
(Bass, 1985, 1990a, 1996). Bass (1985) and laserdlieague Avolio (Bass & Avolio,
1994) fundamentally built upon Burns’ notion ofdtrsformational leadership” with a
similar model for organizational leaders. Bass aalio’'s (1994) definition of
transformational leadership primarily focuses oe kader’s effect on followers and
the behavior used to achieve this effect. Folloveétsansformational leaders feel trust,
admiration, loyalty, and respect toward the leadesst importantly, they do more than
they are expected to do. Three principal leaderphijgesses are involved to achieve
these outcomes (Bass, 1985): (1) these leaderktarifpllowers’ awareness about the
importance and value of designated goals and thensnéo achieve them; (2) they
induce followers to transcend their own interesisthe sake of the organization; and
(3) they stimulate and meet their followers’ higloeder needs through leadership, the
leadership process, and the mission.

Transformational leadership involves different babies that are measured with
the Multifactor Leadership Questionnaire (MLQ). TM&Q is usually administered to
followers who rate how frequently their leader usexh type of behavior. More
recently, Felfe (2006) developed a German versibthe original MLQ (Bass &
Avolio, 1995) which demonstrated support for theem validation of the
transformational leadership scales. Transformalitesdership is composed of four
dimensions: intellectual stimulation, individuakizeconsideration, individualized
influence, and inspirational motivation (Bass & Awp 1994). Intellectual stimulation
involves challenging followers to re-examine sonfetheir assumptions about the
status-quo, encouraging problem reformulation, imetgpn, intellectual curiosity, and
novel approaches. Individualized consideration $esuon followers’ development. It
involves showing respect and concern about thesgpal feelings, needs, initiatives,
and viewpoints. Idealized influence involves seften example or acting as a role

model for employees to follow. It can be regardedtérms of behaviors and



Introduction 17

attributions (Avolio & Bass, 1995). Inspirationalotivation refers to identifying new
opportunities and developing, articulating, andoineg in followers a vision of the

future.

1.3.4.2 Theoretical Elaborations on Charismatic Leadership

Max Weber (1947) originally formulated the theofycharismatic leadership, in which
he described how followers attribute extraordingugalities (charisma) to the leader.
The original theory has been modified and extendalliple times in order to describe
charismatic leadership in formal organizations (@on& Kanungo, 1998; Conger et
al., 2000; Shamir, House, & Arthur, 1993). Theseoties focus on charismatic
leadership in terms of leaders influence over fecs and the type of leader-follower
relationship that emerges (Yukl, 1999).

The most three influential theories on charismigalership, and those that have
evoked the most research, were formulated by Coagdr Kanungo (1988, 1998),
House (1977), and Shamir, House, and Arthur (19D(3. key behaviors in the Conger
and Kanungo theory include articulating an innoxatistrategic vision, showing
sensitivity to member needs, displaying unconveridehavior, taking personal risks,
and showing sensitivity to the environment (idegmti§ constraints, threats, and
opportunities). The theories developed by Hous&{1%nd Shamir and colleagues
(1993) include articulating an appealing vision,pdiasizing ideological aspects of the
work, communicating high performance expectatioespressing confidence that
subordinates can attain them, showing self-conidemodeling exemplary behavior,
and emphasizing collective identity as key behavior

The basic notion of Shamir and colleagues’ (19%9®oty is that charismatic
leaders tie the self-concepts of followers to thealg and collective experiences
associated with their missions, so that the goat$ @ollective experiences become
valued aspects of the followers’ self-concepts. he®ry hypothesizes that charismatic
leadership transforms followers’ self-concepts antieves its motivational outcomes
through at least four mechanisms: (1) changingovadir perceptions of the nature of
work itself; (2) offering an appealing future visio(3) developing a deep collective
identity among followers; and (4) heightening batidividual and collective self-
efficacy.

The most established questionnaire for testingismmatic leadership is the C-K

Scale. Developed by Conger and Kanungo (1998)emahstrated relatively good
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support for the overall measure of charismatic déesltip. Additionally, Felfe (2006)
developed a German scale to assess charismaterségul His validated scale builds
on the idealized influence attributed dimensiontie MLQ and focuses on the
emotional attachment of the follower to the leader.

In the last two sections | described transformatiand charismatic leadership
separately, thereby, assuming that they are twndisconstructs that are theoretically
and empirically distinguishable from one anothenisTperspective, however, is not
shared by all scholars in transformational and ish@atic leadership research (e.g.,
House & Shamir, 1993) because both theories hanasitheoretical foundations. For
instance, fundamental to the theories of both §&885) and Conger and Kanungo
(1998) is the representation and articulation @fségon by the leader (Sashkin, 2004).
In this dissertation, however, | followed the p&djves represented by Yukl (1999)
and Judge (2005), who consider transformationalciradismatic leadership as distinct
but partially overlapping processes. This view asraborated by findings by Rowold
and Heinitz (2007), who revealed that transfornmatioand charismatic leadership
demonstrate a high convergent validity and criteriealidity. They note that
“transformational and charismatic leadership botimtgbute unique variance to
subjective performance, over and above the reseother leadership style” (p. 121).
However, because of the synonymic use of both oactstby other leadership scholars
in previous empirical studies, | will not differéastie between transformational and

charismatic leadership in the following sections.

1.3.4.3 Previous Empirical Research on the Consequence$ m@insformational and
Charismatic Leadership

Empirical research on the consequences of transtaynal and charismatic leadership
found a consistent pattern of relationships betwtansformational and charismatic
leadership and performance outcomes (e.g., Avdlicale 2009). Early research
concentrated on self-reports of extra effort, éattson with the leader, and perceived
leader effectiveness as potential consequencesansformational and charismatic
leadership (e.g., Bass & Avolio, 1994; Bryman, 19%3wever, many other outcome
variables have been demonstrated to be positivéliyenced by transformational and
charismatic leadership, including: trust in thediera(e.g., Podsakoff, MacKenzie, &
Bommer, 1996; Podsakoff, MacKenzie, Moorman, & &wett1990); trust in
management and coworkers (Conger et al., 2000; HbyBlascovich, 2003);

organizational commitment (e.g., Felfe & Goihl, 200Podsakoff et al., 1996;
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Walumbwa & Lawler, 2003); leader performance (eYgammarino, Spangler, & Bass,
1993); business unit performance (e.g., Howell S8oky, 1993); follower/work group
performance (e.g., Bass, Avolio, Jung, & BersonQ3®0Howell & Frost, 1989);
organizational citizenship behavior (e.g., Koh,e8e & Terborg, 1995; Podsakoff et
al., 1990); voice (e.g., Detert & Burris, 2007) awation performance (e.g., Bono &
Judge, 2003); creativity (e.g., Shin & Zhou, 2008d organizational innovation
(Jung, Chow, & Wu, 2003).

In addition to these findings, a meta-analysis cated by Lowe and colleagues
(1996) found that transformational leadership igredicts work unit effectiveness,
both for follower perceptions (.80) and for objeetiorganizational measures of

effectiveness (.35).

1.3.4.4 Previous Empirical Research on Linking Mechanisms@Boundary Conditions

Only recently, research on transformational andisiratic leadership has begun to
focus on understanding the linking mechanisms tjnowhich these two types of
leadership positively influence followers’ attitigjebehaviors, and performance. Most
studies have examined the linking mechanisms thirougich transformational and
charismatic leadership effects are ultimately eealiin terms of performance outcomes
(Avolio et al., 2009). Table 1 gives an overview the types of identified linking
mechanisms and provides exemplary studies repregeatich respective category.
Thus far, identified linking mechanisms includdidwer attitudes such as commitment,
satisfaction, identification, motivation, and pevesl fairness (Liao & Chuang, 2007;
Piccolo & Colquitt, 2006; Walumbwa, Wu, & Orwa, BN); job characteristics such as
variety, identity, significance, autonomy, feedbdekg., Piccolo & Colquitt, 2006);
followers’ trust such as trust in the leader (eRpdsakoff et al., 1990; Wang, Law,
Hackett, Wang, & Chen, 2005) and, followers’ seltlayroup perceptions in terms of
efficacy, potency, and cohesion (e.g., Bass et 2Z003; Bono & Judge, 2003;
Schaubroeck, Lam, & Cha, 2007).
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Table 1.Overview of Linking Mechanisms in the Relationshgtween Transformational and
Charismatic Leadership and Performance Outcomes

Author Year Type of Linking Linking Mechanism(s) Performance
Mechanism Outcome(s)
Piccolo & 2006 followers’ attitudes motivation, task performance,
Colquitt commitment organizational
citizenship behavior
Walumbwa, | 2008 identification job performance
Wu, & Orwa
Piccolo & 2006 job characteristics variety, identity, task performance,
Colquitt significance, autonomy,| organizational
feedback citizenship behavior
Wang, Law, | 2005 followers’ trust trust in the leader task penfance,
Hackett, organizational
Wang, & citizenship behavior
Chen
Podsakoff et | 1990 trust in the leader organizational
al. citizenship behavior
Liao & 2007 followers’ self and group self-efficacy service performance
Chuang perceptions
Bass et al. 2003 unit cohesion unit performance
Bono & Judge| 2003 self-concordance job performance
Schaubroeck, | 2007 team potency team performance
Lam, & Cha

Besides these linking mechanisms between transtamah and charismatic
leadership and performance outcomes, recent résbhascalso examined the boundary
conditions under which these two types of leaderglie more (or less) effective in
predicting follower attitudes, behaviors, and perfance. Table 2 gives an overview of
the types of identified boundary conditions and vpgtes exemplary studies
representing each respective category. Thus fatifolel boundary conditions include:
contextual variables such as the anonymity levethef group (e.g., Sosik, Kahai, &
Avolio, 1999); follower dispositions such as sdfieacy (e.g., Zhu, Avolio, &
Walumbwa, 2008) networks such as supervisors’ immébrsocial networks (e.g., Bono
& Anderson, 2005); and cultural orientation sucttalfectivism and conservation (e.g.,
Shin & Zhou, 2003; Sosik & Jung, 2002; Walumbwa &ntler, 2003).
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Table 2.Overview of Boundary Conditions in the Relationshgiween Transformational and
Charismatic Leadership and Performance Outcomes

Author Year Type of Boundary Boundary Performance
Condition Condition(s) Outcome(s)
Piccolo & 2006 contextual variables anonymity level of the creativity
Colquitt group
Zhu, Avolio, | 2008 follower dispositions self-efficacy work engaent

& Walumbwa

Bono & 2005 networks supervisors’ informal | key position in the
Anderson organizational networks organization

Sosik & Jung | 2002 cultural orientation collectivism group performance
Walumbwa & | 2003 collectivism withdrawal behaviors
Lawler

Shin & Zhou | 2003 conservation creativity

1.3.4.5Unresolved Research Questions about Transformatilomad Charismatic

Leadership
Notwithstanding the merits of the theoretical armdpeical studies in exploring
transformational and charismatic leadership, onstroonclude that a number of areas
still deserve further attention. First, there remguestions on what determines or
predicts transformational and charismatic leadersbr why some leaders engage in
transformational and charismatic leadership andrstdo not. Only a few studies have
examined leaders’ biographies or the role of fokbosvas predictor variables (Howell &
Shamir, 2005).

Second, although significant progress has been nmasteidying how and when
transformational and charismatic leadership areenwifective, there remain many
unresolved questions regarding the linking mecmasisand boundary conditions for
transformational and charismatic leadership withdbeial work behaviors (Avolio et
al., 2009). Scholars investigating transformatioaatl charismatic leadership have
primarily focused on exploring motivational constisiin their research frameworks,
thereby neglecting the underlying psychologicalcpsses, linking mechanisms, and
boundary conditions through which transformatioaadl charismatic leaders engender
followers with higher levels of motivation and parhance (Kark & van Dijk, 2007).

Third, Yukl (1999) has bemoaned the paucity of aese on investigating both

the moderating and mediating mechanisms that simedtusly link transformational
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and charismatic leadership to follower outcomestilUrow, only a few studies have
explored mediated moderation or moderated medianodels (e.g., De Cremer &
Knippenberg, 2002; Walumbwa et al., 2008b).

Fourth, further studies are needed to link trams&dional and charismatic
leadership to other fields of research such asetherging literature on emotions or
innovation. Concerning the field of emotions, thhees been a lack of conceptual and
empirical research examining the relationships betwthese two types of leadership
and followers’ affective states (Bono & llies, 200élthough these leadership theories
emphasize the emotional attachment of followersht leader. In terms of linking
transformational and charismatic leadership to ctife innovation processes our
understanding also remains fragmentary. Despitafgignt progress in understanding
transformational and charismatic leaders’ rolesostering followers’ creativity (e.qg.,
Shin & Zhou, 2003), improvement-oriented voice (e@etert & Burris, 2007), and
organizational innovation (Jung et al., 2003), $afsoin innovation research have
neglected another important aspect in the innomapimocess: followers’ innovation
implementation behavior.

Hence, the goal of this dissertation is threeféluist, | try to extend Bass and
Avolio’s (1994) transformational leadership thedsy explicitly exploring linking
mechanisms and boundary conditions simultaneousgne model at higher levels of
analysis (see chapter 2). Second, | try to applysfiormational leadership theory in the
context of innovation research and explore itsumfice on followers’ innovation
implementation behavior, thereby investigating ilngk mechanisms and boundary
conditions (see chapter 3). Third, | attempt toeagt Shamir and colleagues (1993)
theory of charismatic leadership by explicitly tegtits practicability in the context of
innovation, and investigate its influence on fole® innovation implementation

behavior (see chapter 4).

1.3.5Theoretical Approaches Linking Transformational and Charismatic
Leadership with Performance Outcomes

To contribute meaningfully to transformational actthrismatic leadership research, a
clear understanding and precise description ofthieeretical approaches that explain
the linkages between these two types of leaderahg relevant outcome variables,
ought to precede any investigation. Thereforehm fbllowing sections | will present

two different theoretical approaches, which havenbsuccessfully employed in many

empirical and theoretical studies linking leadegpsivariables with attitudes and
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behaviors. First, | will describe social identityebry (see chapter 1.3.5.1, Tyler, 1999;
Tyler & Blader, 2000), which builds on the relatabrmodel of authority developed by
Tyler and Blader (2000). Second, | will expose Aysetheory of planned behavior
(TpB) (see chapter 1.3.5.2, Ajzen, 1985, 1987, )199hich has been successfully
employed in many studies linking attitudes and bahia (e.g. Conner & Armitage,
1998; Sutton, 1998).

1.3.5.1 Social Identity Theory

Social identity theory (Tyler, 1999; Tyler & Blade2000) builds on the relational
model of authority (Tyler & Blader, 2000). The modexplains why employees
demonstrate cooperative or beneficial behaviorsatde the group. According to the
relational model of authority, employees who feelsifive about the group they
identify with (e.qg., feel pride), work harder fdret group’s success in order to maintain
their favorable identification with the group. Mokeer, the model argues that a
follower may see the group’s status and effectigeres a source of their own positive
self-identity. This leads to motivated followersavtny to maintain or even enhance the
group’s status to maintain and even enhance their (Moorman & Byrne, 2005).
Consequently, they work hard for the success ofitbap, conform to group rules, and
engage in extra-role behavior.

Social identity theory might, therefore, explainywfbllowers of transformational
and charismatic leaders show higher levels of perdmce outcomes. One basic notion
of transformational and charismatic leadership mhes that transformational and
charismatic leaders tie the self-concepts of folmwvto the goals and collective
experiences associated with their missions sottiegt become valued aspects of the
followers’ self-concept. According to social iddgtitheory these processes lead to
followers with higher levels of motivation and, saguently, with higher levels of

performance outcomes.

1.3.5.2 Theory of Planned Behavior

Ajzen’s theory of planned behavior (TpB) (Ajzen,859 1987, 1991) has been
successfully employed in many studies linking att#s and behaviors (e.g. Conner &
Armitage, 1998; Sutton, 1998). A review of nine aahalyses, for instance, which
included the TpB or its predecessor, the theoryeasoned action, provides strong
evidence that a person’s attitudes determine betavintention or behavior (Sutton,

1998).
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Ajzen’s TpB includes three components that deteemiehavioral intention:
attitudes, subjective norms, and perceived behalioontrol. Attitudes toward a
behavior determine a person’s evaluation of thhtb®r. A person’s subjective horms
address the perceived social pressure to perfornoioperform a behavior. Perceived
behavioral control describes a person’s percepoiothe feasibility of performing a
behavior. According to TpB, attitudes, subjectiverms, and perceived behavioral
control determine behavioral intention. Behaviomatiention defines the degree to
which a person exerts effort to perform a behaait includes the motivational forces
that produce planned behavior. As behavioral im@nincreases, a person is more
likely to perform a behavior.

These elaborations are particularly interestingh context of transformational
and charismatic leadership theory, because transtanal and charismatic leaders
influence attitudes, subjective norms, and follsveperceived behavioral control
through changing followers’ perceptions of the mataf the work itself, offering an
appealing future vision, developing a deep coNecidentity among followers, and
heightening both individual and collective selfiedicy. Ajzens’ TpB might, therefore,
explain how transformational and charismatic leadadirectly influence followers’
performance outcomes through affecting the threapoments in Ajzens’ theory that
determine behavioral intention (attitudes, subyectnorms, and followers’ perceived
behavioral control). Figure 2 illustrates the thedmal approaches linking

transformational and charismatic leadership witiggenance outcomes.
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Figure 2. An Integrative Framework Linking TransformationaldaCharismatic Leadership with
Performance Outcomes
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1.3.6 Integration and Development of Specific Research (@stions

The literature review shows that transformationa aharismatic leadership are both
highly complex phenomena influencing performancdcemes through multiple
linking mechanisms and depending on various boyndanditions. Although we are
far from a comprehensive and coherent understarafirtige linking mechanisms and
boundary conditions of transformational and chaaisoeadership effects, particularly
at higher levels of analysis, we can build on astartial body of research on the
effectiveness of transformational and charismagadérship at the individual level of
analysis. Particularly, we can draw from an extemsbody of research on the
consequences of transformational and charismataelship, including different types
of performance outcomes in the domain of task andvation performance.

However, scholars have noted that research onfaramational leadership has
focused too narrowly on dyadic processes, and ltalled for greater attention to
leadership climate studies (Yukl, Gordon, & Tal2802). In the view of these scholars,
leadership is not only evident in the relationstipswveen an individual leader and his
or her followers, but also collectively experiendeg members of a particular work
group, constituting the group’s “shared leaderstlimate” (e.g. Gavin & Hofmann,
2002: 21); (see also Bliese & Halverson, 2002; 4#iet al., 2002). Further, scholars
have long bemoaned the paucity of research ondbedary conditions that may shape
the underlying mechanisms of the relationship betweransformational and
charismatic leadership and performance outcomgs@anger, 1999; Yukl, 1999).

Additionally, although scholars in innovation resga have empirically
demonstrated a link between transformational lesmerand innovation performance
such as creativity (Jaussi & Dionne, 2003; Jung0120Shin & Zhou, 2003),
improvement-oriented voice (Detert & Burris, 2000, organizational innovation
(Jung et al., 2003), no research has contributedario understanding of how
transformational or charismatic leadership is eslatto followers’ innovation
implementation behavior. This is surprising givdmatt innovation scholars have
indicated the theoretical significance of theseetypf leadership and their potential
enhancement of innovation implementation beha¥arther, scholars have long noted
the lack of sufficient research on management estor behaviors promoting
innovation implementation behavior (Beyer & TricEQ78; Klein, Conn, & Sorra,
2001; Klein & Knight, 2005; Tornatzky & Klein, 1982
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The goal of this dissertation is, therefore, to tobote to the literature on
transformational and charismatic leadership effectdask performance by exploring
the linking mechanisms and boundary conditions @hdr levels of analysis (i.e.
group level). Further, | want to contribute to thterature on transformational and
charismatic leadership effects on innovation pentmce (i.e. innovation
implementation behavior) by exploring the linkingechanisms and boundary
conditions on lower levels of analysis (i.e. indwal level).

In particular, since transformational leaders tgfiichave the ability to develop a
collective attitude and spirit among their emplay@ad to foster collaboration, | seek
to explore the role of unit cohesion as a linkingcmanism between transformational
leadership climate and units’ task performance.tbHeur | suggest units’ levels of
positive affective tone as a boundary conditionarnghich the suggested relationship
unfolds. Positive affective tone reflects the odtike feeling of a group (George, 1990).
Drawing both on previous research by Bass (1998)ampertinent findings on lower

levels of analysis (Bass et al., 2003), | arrivetha first research question:

1. Do collective transformational leadership behavianfiuence unit cohesion
and thereby facilitate higher levels of units’ tgsrformance, depending on

the level of positive affective tone?

In addition, | followed up on the appeal for momsearch on management
practices or behaviors promoting innovation implatagon behavior (Klein & Knight,
2005), building on the theoretical significancetnsformational leadership and its
potential enhancement of innovation implementatioehavior. Drawing on the
rationale provided by Herscovitch and Meyer (20@2)ongst others (Fedor, Caldwell,
& Herold, 2006b), I identified commitment to chargga potential linking mechanism
between transformational leadership and innovatigsiementation behavior. Finally,
in line with Shamir & Howell (1999), | built on theotion that transformational
leadership will not be equally effective under @nditions. Hence, | formulated the

second research question:

2. Are transformational leadership behaviors assodatéth higher levels of
followers’ commitment to change, thereby enhangingvation performance,

depending on the level of perceived climate fdrative?
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Beyond addressing the significance of transfornmatideadership in the context
of innovation performance, | also investigated ithftuence of charismatic leadership
on followers’ innovation implementation behaviorsually charismatic leadership
research places emphasis on leaders at or neswphed the organization (e.g., Agle,
Nagarajan, Sonnenfeld, & Srinivasan, 2006; Waldndavjdan, & Varella, 2004) or
even at the societal level (e.g., Fiol, Harris, &ude, 1999; Seyranian & Bligh, 2008).
Conceptual works, however, tend to emphasize nieltiggrarchical levels (e.g., Yukl,
1999) and experiments on first-level leader-followaationships (e.g., De Cremer &
Knippenberg, 2002). There is, however, a lack opieical field studies on charismatic
leadership concentrating on lower and middle mamagé positions. Drawing on the
notion by Bass (1990a) and Conger, Kanungo, andoMgR000), who argue that
charismatic leaders can also be found at levelswbéhe executive suite, | arrived at

the third and last research question:

3. Are charismatic leadership behaviors at lower andddie management
positions associated with higher levels of follostexommitment to change,
thereby enhancing innovation performance?
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Figure 3. An Integrative Perspective on the Three Empiridabs on Transformational and
Charismatic Leadership Effects

As Figure 3 summarizes, these research questiotistren associated studies
combine to form an integrated, but not exhaustindeustanding of transformational
and charismatic leadership effects on task andvitmn performance (i.e., units’ task

performance and innovation implementation behayidhereby investigating the
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linking mechanisms (unit cohesion, commitment tange) and boundary conditions
(positive affective tone, climate for initiative} #e individual and group level of

analysis.

1.4 Methodological Approach

The methodological approach of a research progeetisito be carefully selected, as the
choice of a particular research method greatlyarites the type of conclusions that
can be drawn from the results (Scandura & Willia@®)0). Therefore, scholars need
to consider the methodological fit between reseayobstion, prior work, research
design, and theoretical contributions in order &wiednine an appropriate research
method (Edmondson & McManus, 2007). Even though, r&search strategies and
methods are seriously flawed” (McGrath, 1982, p.ti@ value of a scientific endeavor
greatly depends on selecting a rigorous and apjatepnethod.

The literature discusses several criteria for adgpan adequate methodology.
Among others, these criteria include the develogm&ages of the underlying
theoretical constructs (nascent vs. mature, Ednmné&sMcManus, 2007), the type of
research question posed (open-ended inquiry vindgebypothesized relationships,
Brewerton & Millward, 2001), the temporal and sphtfocus (contemporary vs.
historical and global vs. local, Yin, 1994) and #ent of control a researcher has

over actual behavioral events (high vs. low, Yia94).

1.4.1 Research Paradigm

Research in social science possesses two funddnmaethodological approaches:
qualitative and quantitative research (Lawrenc®420The goal of qualitative research
is to develop theories, explore reality, relatet prasdences to contemporary outcomes,
and capture authentic experiences (Denzin & Lincd@94). Advantages of such
research include rich, holistic, and naturalistatagd allowing particular objects of
interest to be observed over a longer period ofetiamd thereby facilitating the
exploration and identification of new areas of esh (Edmondson & McManus,
2007). Qualitative research, however, also comemgalwith limited reliability,
decreased objectivity, and reduced generalizab{Byewerton & Millward, 2001;
Denzin & Lincoln, 1994).

On the other hand, quantitative research’s goaltostest hypothesized

relationships educed from prior theory and reseaf@bantitative research yields
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unambiguous and quantifiable results about relaliggs between the constructs of
interest; high levels of standardization, objetyivand reliability allow for replication
and comparison of various studies; and high gezatality and external validity, as
such studies usually rely on samples with numeosganizations representing various
sizes, ages, and industries (Hays, 1994). Thesefiteertome at a price: a distal
relationship between the researcher and the objecter investigation, the negligence
of potentially important contextual and situatiorfactors, and the possibility of
random or false findings (Brewerton & Millward, 200

Both research methods, qualitative and quantitatffer several advantages and
drawbacks. The researcher, therefore, needs tdedeai a proper method for his or her
research problem. For this dissertation | seletkedresearch method based on the
criteria which | discussed above (Brewerton & Miisd, 2001; Edmondson &
McManus, 2007; Yin, 1994) and in line with the s tradition to which | want to
contribute (Lawrence, 2004).

All theoretical constructs used in this dissertatiange from an intermediate to a
mature developmental stage. Transformational aratisthatic leadership (Bass &
Avolio, 1994; Shamir et al., 1993), commitment toange (Herscovitch & Meyer,
2002), unit cohesion (Bass et al., 2003) and chknfiat initiative (Baer & Frese, 2003)
can be regarded as mature constructs and are Hllestablished in the literature.
Although positive affective tone has hardly beevestigated as a boundary condition,
it has been previously established as a linkinghaeism and can, thus, be considered
as an intermediate construct (Edmondson & McMag0§7). It is recommended to
approach research focusing on intermediate andrenéiteoretical constructs with a
guantitative research methodology (Edmondson & Mala 2007).

The research questions posed in this dissertatidntlze relationships between
the constructs of interest are theoretically wetleognded. | hypothesize, for instance,
that there are relationships between a transfoomaltieadership climate, unit cohesion,
and units’ task performance, or between transfaonat leadership, commitment to
change, and innovation implementation behavior.séhgypotheses are well-grounded
in prior theory and research (see chapters 2.2B8d)dand are typically pursued using a
guantitative research approach (Brewerton & Milley&2001).

The temporal and spatial focus of this dissertatind the constructs of interest
are not restricted to a certain sequence of exanasspecific organization or location.

Rather, my goal is to obtain universally valid fimgs by assessing the contemporary
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occurrence of the constructs of interest in a loggmeous sample of individuals and
groups. Generalizable and externally valid finding®e usually obtained with a
guantitative methodology (Brewerton & Millward, 2ZDMcGrath, 1982).

Moreover, | have little control over the constructdnterests in this dissertation.
Field studies in organizations usually preclude systematic intervention or deliberate
variation. Rather, the studies rely on a precisessment of the constructs of interest,
assuming that these constructs vary sufficientiyvben individuals and groups. This
notion not only indicates a quantitative methodgl¢grewerton & Millward, 2001;
McGrath, 1982) but also restricts the range of wtdésigns admissible for the
proposed research questions.

Finally, a quantitative methodology is in alignmevith the research tradition to
which | would like to contribute (Lawrence, 2004). deductive and inferential
hypotheses-testing approach with formal signifieatests is specifically aligned with
most research conducted in organizational behgMobbard & Ryan, 2000). Similarly,
research on transformational and charismatic leshierhas primarily focused on
quantitative methodology (e.g., Bass et al., 2@Ig&se, Klein, & Kozlowski, 2000;
Walumbwa, Avolio, & Zhu, 2008a).

In sum, a quantitative research paradigm seems tmdst appropriate for this
dissertation. According to McGrath (1982), this mggzh has some drawbacks, which |
will partially address in chapter 5.2. Next, | facon the study design that | adopted to

empirically explore the constructs of interest.

1.4.2 Study Design

In terms of quantitative study designs the methagiobl repertoire is large. Two
dimensions are appropriate to structure the varietyexisting study designs:
obtrusiveness vs. unobtrusiveness and universalty specificity. For instance,
experiments are obtrusive and universal, simulatiare obtrusive and specific, field
studies are unobtrusive and specific, and sampleegsl are unobtrusive and universal
(McGrath, 1982). With regard to the criterion theyaximize, this connotes that
experiments maximize precision, field studies ®swali and survey studies
generalizability (McGrath, 1982).

Therefore, the study design needs to be carefudjyséed to the proposed
research questions and the overall goal of theareBeendeavor. In the case of this

dissertation and the aligned empirical studies inigaelied on the cooperation of the
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individuals and groups willing to participate iretetudy. To achieve this cooperation, |
needed to minimize the obtrusiveness of the stwdyod. That is, the study should not
interfere significantly with the daily working presses of participating individuals or
groups. Given that participating individuals andups were functioning in a highly
competitive environment, it would be impossible amauld be irresponsible to assign
individuals and groups randomly to various condisidhat may have different effects
on their performance. Instead, | had to focus oryswaf gathering data on the
constructs of interest in the most unobtrusive wag with the least impact on the
functioning of participating individuals and group&ccording to McGrath (1982),

either a field study or survey study design is negended under these circumstances.

Additionally, my goal was to attain generalizaldsults that are not restricted to
specific individuals, groups, or organizations.tésl, | wanted to contribute to our
knowledge on universally valid processes and perémice outcomes regarding the
functioning of transformational and charismaticdesship. Hence, the study designs
applied in this dissertation ought to maximize emsality. In such settings, McGrath
(1982) suggests laboratory or survey study designs.

In order to combine minimal obtrusiveness with maadi universality, a survey
study design seems to be most appropriate for digsertation. | acknowledge,
however, that adopting a survey study design is fmee of restrictions and
disadvantages. Precision, for example, is reduSedne of these limitations will be
addressed in chapter 5.2. Despite these limitgtitressurvey study design proved to
be most appropriate for my research endeavor.

1.4.3Measurement and Data Processing

The data for the three empirical studies was ctdteelectronically. | used web-based
interfaces to administer the surveys. Participamsponses were stored on servers, and
downloaded for the analyses. In order to arrivdedéndable results | used regression
analysis and structural equation modeling to testhypotheses (Bollen, 1989; Cohen,
Cohen, West, & Aiken, 2003). Initial analyses dftaree empirical studies included
the usual procedures such as checking internalistensy of measures (Cronbach,
1951), aggregation statistics if necessary (Bli&seélalverson, 2002; Bliese et al.,
2000), factor structure (Uberla, 1968), and distitn analyses (Hays, 1994). |
followed criteria recommended by various scholag.( Cohen et al., 2003): that the

data had to be independent and normally distripuaed that the variances had to be
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homogenous, in order to conduct parametric stedistiests. Regarding statistical
software | worked with SPSS and AMOS 17.0 (SPS88pand R (Becker, Chambers,
& Wilks, 1988). | will provide a precise descriptiof the measures, procedures, and

data analyses of each study in its respective ehapt



2 Study 1: Transformational Leadership Climate, Unit
Cohesion, and Units’ Task Performance

As shown by Figure 4, the first study addressesrésearch question of whether
collective leadership behaviors influence unit be and thereby facilitate higher

levels of average units’ task performance, dependimthe level of positive affective

tone.
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Figure 4. The Design of Study 1

2.1 Introduction, Relevance, and Intended Contributions
Only recently, scholars have begun to discuss tshgeas a climate variable reflecting
the degree to which different leaders of a workt wliect similar behavior towards
their followers (e.g., Bliese & Halverson, 1998,020 Bliese et al., 2002; Chen &
Bliese, 2002; Chen, Kirkman, Kanfer, Allen, & Ros@007; Cole & Bedeian, 2007;
Gavin & Hofmann, 2002; Griffin & Mathieu, 1997). &ansformational leadership
climate, for instance, is characterized by follosvevho perceive their leaders as
commonly engaging in transformational leadershipaveors (Bass, 1985; Burns,
1978). These behaviors include articulating a wisior the future, acting as a role
model, and providing individualized support anceilgctual stimulation for followers
(Avolio & Bass, 1995).

While transformational leadership has generallyntba positive association with

followers’ performance on the individual level (@§@d& Piccolo, 2004; Lowe et al.,
33
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1996), scholars have noted that these individadirigs cannot easily be generalized to
higher levels of analysis. Yukl and colleagues @00noting that research on
transformational leadership has focused too nagr@nl dyadic processes, have called
for greater attention to leadership climate studiesheir view, leadership is not only
evident in the relationships between an individeader and his or her followers, but
also collectively experienced by members of a paldr work unit, constituting the
unit's “shared leadership climate” (e.g. Gavin &fidann, 2002, p. 21); (see also
Bliese & Halverson, 2002; Bliese et al., 2002). Hwoer, little is known about the
effects of transformational leadership at higheele of analysis. Understanding more
about the functioning of transformational leadgrshlimate may help leaders and
organizations to further professionalize their imémtions in order to increase
collective performance.

Moreover, as Bass noted, “much more explanatioreexied about the workings
of transformational leadership” (1999, p. 24). WeoW little about the mechanisms
that facilitate the influence of transformationahdlership on followers’ performance
and even less about the boundary conditions untdetwthis relationship unfolds or
does not unfold. This is surprising, given thatadals have long bemoaned the paucity
of research on the boundary conditions that mapesitae underlying mechanisms of
the relationship between transformational leadersimd performance outcomes (e.g.
Conger, 1999; Yukl, 1999).

The suggested study will address these issues bglapeng and empirically
investigating a model of linking mechanisms and roawy conditions in the
relationship between transformational leadershimatie and units’ task performance.
In particular, since transformational leaders tgflc have the ability to develop a
collective attitude and spirit among their emplay@@ad foster collaboration, | suggest
unit cohesion as a mediating mechanism betweesftnanational leadership climate
and units’ task performance. While previous stutli@ge investigated this relationship
at the individual level (Bass et al., 2003), thisdy is among the first to examine the
mediating function of cohesion at the unit levelrtRer, | inspect units’ level of
positive affective tone as a boundary conditionarndhich the suggested mediated
relationship unfolds. Positive affective tone reftethe collective feeling of a unit
(George, 1990). Guided by the notion of Frederioksq2001) broaden and build
theory, | suggest that the inspiring, transubsséaatinature of transformational

leadership is more effective in units collectivelyperiencing a high degree of positive
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affective tone. In sum, | suggest a pattern of mategel mediation as depicted in Figure
5, in which the positive effect of transformatioreadership climate on units’ task
performance through unit cohesion is contingentinuppe unit's positive affective tone.
Subsequent to establishing this theoretical mddigsted the model empirically in a

sample of 206 military units, with data provided$$66 respondents.

Positive
Affective
Tone
Transformational v . . Units’ Task
Leadership Unit Cohesion Performance
Climate

Figure 5. The Moderated Mediation Model of Study 1

2.2 Theoretical Background and Hypotheses Development

2.2.1 Transformational Leadership Climate and Unit Coheson
| address transformational leadership at the wvell of analysis and, consequently,
conceptualize the construct as a climate varialierefore, | define transformational
leadership climate as the extent to which leadeétfsimthe respective unit collectively
adopt a transformational leadership style (Menyeslter, Vogel, & Bruch, 2008). |
expect considerable homogeneity in leadership styithin a certain unit and
considerable differences to other units.

Previous research suggests a positive effect ofsfivamational leadership on
cohesion. For instance, transformational leadersiaip been shown to contribute to
cohesion among laboratory groups (Hoyt & BlascoyvRB03), light infantry platoons
(Bass et al., 2003), fire rescue personnel (Rll&Villiams, 2004), and work groups in
Korean firms (Jung & Sosik, 2002). While these msddocument the relationship
between transformational leadership and cohesidrey tdid not investigate
transformational leadership as a climate variable.

Unit cohesion refers to unit members’ social botit® develop among those
who share common tasks and collective activitiegildBg on results by Shamir,

House, and Arthur (1993) as well as Sosik (1998udgest that a transformational
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leadership climate will result in followers linkirtheir self-concepts to the collective
interests of the unit and in a shared mission ammegbers. Further, | argue that a
high level of transformational leadership climatd&nces followers’ intrinsic values of
the shared mission, by connecting effort and uodlgto valued aspects of followers’
self-concepts (Fiol et al., 1999; Seyranian & BJi@008). Finally, | expect that high
levels of transformational leadership climate vahcourage the acceptance among
followers and serves to enhance common identiboa(Piper, Marrache, Lacroix,
Richardsen, & Jones, 1983). | expect this shareskion, acceptance, and common
identification created by high levels of transfotimaal leadership climate to have a

positive effect on unit cohesion.

Hypothesis 1: Transformational leadership climatdl e positively associated with

unit cohesion.

2.2.2 Unit Cohesion and Unit Performance
Research has devoted considerable attention tosimohend its influence on the
execution of subsequent work processes and outcd®esl, Cohen, Burke, &
McLendon, 2003; Gully, Devine, & Whitney, 1995). $8aand colleagues (2003), for
instance, demonstrated that cohesion had a postipact on platoon performance. In
line with these findings, | argue that unit cohesiall enhance units’ task performance.
| define units’ task performance as a higher-lexsiable, capturing the performance
individuals achieve together in their jobs throwgbrking jointly within a certain unit.
The rationale for my argument is that the sociaddsy or cohesion, among members of
a unit lead to higher motivation to perform wefl. dddition, due to their social bonds,
they are better able to coordinate activities foccessful performance (Cartwright,
1968; Davis, 1969). Hence:

Hypothesis 2: Unit cohesion will be positively asated with units’ task performance.

2.2.3 The Mediating Role of Unit Cohesion
Hypothesis 1 predicts a positive relationship betwedransformational leadership
climate and unit cohesion, and Hypothesis 2 preda&t association between unit
cohesion and units’ task performance. Togethessethg/potheses specify a model in
which transformational leadership climate indirg@ffects units’ task performance by

contributing to unit cohesion. Hence, transformadioleadership climate serves as an
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input and activates resources and core procesgerlcto unit functioning which in
turn affects units’ task performance. Accordinglgnticipate unit cohesion to mediate

the transformational leadership climate — unitsktperformance relationship.

Hypothesis 3: Unit cohesion will mediate the puwsitirelationship between
transformational leadership climate and units’ taskformance.

2.2.4 The Moderating Role of Positive Affective Tone

In line with Shamir and Howell (1999), | believeathtransformational leadership will
not be equally effective under all conditions. Ratlcontextual factors may have an
influence on the proposed transformational leadprsliimate — unit cohesion linkage.
In particular, | expect that this relationship Wk contingent on the degree of positive
affective tone within the respective unit, sinceoions broaden people’s momentary
thought-action repertoire and build their endurippgrsonal resources (Fredrickson,
2001). If members of a specific unit collectivelyhéit high levels of positive affect
(i.e., positive affective tone is high), their hialal moods of thinking should be
broadened. Followers throughout the unit should the more flexible, open-minded,
and receptive to environmental stimuli. Therebytlshould be able to collaborate
more effectively with leaders and absorb the stating effects of a transformational
leadership climate more successfully.

Therefore, | argue that the mechanism by whichsfamational leadership
climate affiliates followers’ self-concepts withetltollective interests of the group does
not fully unfold within units low on positive affége tone, leading to a comparatively

smaller impact of transformational leadership ctienan unit cohesion. Hence:

Hypothesis 4a: The positive relationship betweamgformational leadership climate
and unit cohesion will be stronger for units high positive affective tone than for

units low on positive affective tone.

Assuming units’ positive affective tone moderatese trelationship between
transformational leadership climate and unit catvesiit is also likely that units’

positive affective tone will conditionally influeacthe strength of the indirect
association between transformational leadershipaté and units’ task performance.
Taken together, these relationships demonstratateerp of moderated mediation
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between the study variables, in which transfornmatideadership climate is positively
and indirectly related to units’ task performantepugh positive affective tone, with
the indirect linkage depending on the level of pwsi affective tone within the

respective unit (see Figure 5). Thus:

Hypothesis 4b: Positive affective tone will modertite positive and indirect effect of
transformational leadership climate on units’ tgegkformance (through unit cohesion).
Specifically, unit cohesion will mediate the indireffect when positive affective tone is

high but not when it is low.

2.3 Description of Study Methods

2.3.1 Data Collection and Sample Descriptions

Data for this study were obtained from United Statemy personnel. A total of 9,584
respondents working in 398 different units compldtee online version of the DEOMI
Organizational Climate Survey (DEOCS) developedhayDefense Equal Opportunity
Management Institute (DEOMI, Dansby & Landis, 1991)

Following recommendations by Bliese and colleag2€92, p. 8), “I used only
data from units that contained 10 or more respotsdenensure that | had a reasonable
number of respondents”. Of the 398 units identifi2d6 (52%) met this requirement
with a total of 8,666 members. Respondents wenmagily male (82%). 72% were
between the ages of 22 and 40 years. They repessentvide variety of military
functions (Air Force, 1.8%; Army, 30.3%; Coast GQljat.9%; Marine Corps, 11.2%,
Navy, 54.7%; Other Military Service 0.1%).

2.3.2 Measures

In addition to the traditional DEOCS measures, kedsrespondents to complete
measures for transformational leadership climateGdI-Kennedy & Anderson, 2002)
and positive affective tone (van Katwky, Fox, Spec& Kelloway, 2000). All items
were answered on a five-point scale ranging frorgstdiongly agreg to 5 Gtrongly
disagreg. If not stated otherwise all individual respontdnatings of a particular scale
were aggregated with acceptable aggregation statifCC 1 and ICC 2) and all

internal consistency estimates (Cronbach’s alpteakwn an acceptable range.
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2.3.2.1 Transformational Leadership Climate

| employed McColl-Kennedy and Anderson's (2002) snea of transformational
leadership climate. A sample item is “Leaders of onit give personal attention to
their subordinates”. The items were averaged toptdena score for transformational

leadership climate.

2.3.2.2 Unit Cohesion

Unit cohesion was measured with four items develdpe Dansby and Landis (1991),
addressing the social bond between individuals imia and how well unit members
collaborate to complete tasks. Respondents weredaskindicate the degree to which
their unit works together well as a team or putlgether to get the job done. Item
responses were averaged, and | aggregated individsaondents’ ratings to form a

single unit cohesion score for each unit.

2.3.2.3 Positive Affective Tone

| measured units' positive affective tone by usimgmbers’ ratings of four items from
van Katwky and colleagues’ (2000) Job-Related AfecWell-Being Scale (JAWS).

The items used in the present study reflect both land low degrees of positive

emotions: “cheerful”, “content”, “elated”, and “ssfted”. Unit members indicated the
extent to which members of their unit had expemeheach emotion at work during the

last three months.

2.3.2.4 Unit Task Performance

Units’ task performance was measured with four sedeveloped by Dansby and
Landis (1991) assessing behavior that focuses thfiren or is supportive of task
accomplishment. Respondents were asked to indicatdnich degree their units’ task

performance in comparison to similar units is Veigh.

2.3.2.5 Control Variables

| used a variety of controls to account for altéinea explanations of units’ task
performance. In particular, | controlled for avezagit age, because differences in age
may influence group performance (e.g. Smith et B994; Tsui & Gutek, 1999).
Furthermore, unit size was included as a contralabée (Bass, 1990a). Finally,
previous research has shown employee attitudesftaance group performance (e.g.,
Hunter & Thatcher, 2007), so | controlled for ugitrganizational commitment with 5
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items, job satisfaction with 5 items, and organara! trust with 3 items, as measured
in the DEOCS.

2.3.3 Data Analysis

Study hypotheses were assessed at the group learélysis. First, | tested the simple
mediation model suggested in Hypotheses 1 to &adbvess Hypothesis 4a | integrated
the moderator variable into the proposed model.alkin | empirically tested
Hypothesis 4b to evaluate the overall moderatediatied model. Prior to the analyses,
all continuous measures were grand-mean centered.

To test the simple mediation model suggested indthgses 1 to 3, | employed a
procedure developed by Preacher and Hayes (200dghwallowed me to estimate the
indirect effect, both with a normal theory approdck., the Sobel test) and with a
bootstrap approach. Bootstrapping is desirabléhaslistribution of the indirect effect
is not normal (Edwards & Lambert, 2007).

To test for moderation (Hypotheses 4a) and foraWerall moderated mediation
model (Hypotheses 4b), | employed the applicatiescdbed by Preacher, Rucker, and
Hayes (2007). This approach involves formal sigaifice tests of the indirect
relationship between the predictor and the outcmamgable, as transmitted by the
mediating variable, at different values of the matla. In other words, | considered
the possibility of a statistical significance ofethconditional indirect effect of
transformational leadership climate on units’ taskformance, as transmitted by unit
cohesion, at differing values of positive affectitene: the mean, one standard
deviation below the mean, and one standard dewiaiimve the mean. In order to test
Hypotheses 4a and 4b | followed recommendationgaoious scholars and applied
bootstrap procedures using again an SPSS macmgnddsby Preacher and colleagues
(2007).

2.4 Results and Discussion

2.4.1 Summary of Findings

Supporting Hypothesis 1, transformational leadgrshimate was positively associated
with unit cohesion (b = .32, t = 4.98, p <0.00Mer when taking into account units’
organizational commitment, job satisfaction, orgational trust, size, and age. In

regard to Hypothesis 2, the relationship betweeh eohesion and unit performance
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was supported (b = .27, t = 3.23, p <0.01), eveenvtonsidering control variables.
Finally, transformational leadership climate hadiradirect effect on unit performance
(0.18), as suggested in Hypothesis 3.

Results regarding Hypotheses 4a indicate that theraction term between
transformational leadership climate and positieaive tone on unit performance was
indeed significant (3 = .20, t = 2.31, p <.05). Zkown in Figure 6, the form of these
interactions conformed to the predicted patterngh whe transformational leadership
climate — unit cohesion linkage being stronger undenditions of high positive

affective tone than under conditions of low positaffective tone.
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Figure 6. Interaction Effect of Transformational Leadershipr@te and Positive Affective Tone on
Average Unit Cohesion

| tested Hypothesis 4b by examining the conditiomadlirect effect of
transformational leadership climate on unit perfance (through unit cohesion) at
three values of positive affective tone: the meaf(), one standard deviation above
the mean (0.37), and one standard deviation belmvniean (-0.37). Both normal-
theory based tests and bootstrap contingence al$emstimates showed two of the
three conditional indirect effects (based on mowersalues at the mean and at -1
standard deviation) were significantly differentrfr zero. Thus, Hypothesis 4b was
supported indicating that the indirect positiveeetf of transformational leadership
climate on unit performance through unit cohesioaswbserved when levels of
positive affective tone were moderate or high, ot when units’ positive affective

tones were low.
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2.4.2 Theoretical Contributions

This study offers several contributions to theréitare by corroborating and extending
prior research in several ways. First, this stuglaimong the first to investigate the
effects of transformational leadership climate @rfgrmance. | demonstrated that a
unit's transformational leadership climate is a mmegful predictor of important unit
level variables (i.e., unit cohesion and unit'sktggerformance). Hence, this study
moves the fragmentary research in the area of tshigeclimate forward by identifying
theory-based leadership behaviors, which are baakfior unit and organizational
performance.

Second, | contribute to the literature on the aflenit cohesion as a higher-level
linking mechanism between transformational leadprstiimate and units’ task
performance. The findings suggest that leaders eclely engaging in
transformational leadership behavior enhance comiahemtification with group goals
and a shared vision, resulting in enhanced unfopaance. Therefore, | strengthen the
perspective represented by Beal and colleagues 3)20femonstrating that
transformational leadership climate leads to ualtesion, which influences units’ task
performance (and not vice versa).

Third, | revealed a previously unidentified boundaondition regarding the
relationship between transformational leadershijpnatie, unit cohesion, and unit
performance. In particular, the results strengthtee perspective depicted by
Frederickson (2001): that positive emotions broagenple’s momentary thought-
action repertoire, thereby making them more flexildpen-minded, and receptive to
environmental stimuli. Thus, the results signalt teeholars ought to regard units’
affective tones when investigating the influencerahsformational leadership climate,
because the beneficial effects of this type of éeslip climate may be more
pronounced at the collective level of analysis wagrositive affective tone is present.

Finally, the results of a moderating role of pastaffective tone in the mediated
relationship between transformational leadershimatie and units’ task performance
(through unit cohesion) further clarify the role abntextual moderators within the
transformational leadership-performance linkagaousr scholars have called for (e.qg.
Conger, 1999; Yukl, 1999). These findings areme fith Shamir and Howell's (1999)
notion that transformational leadership may notdsgially applicable to all situations”
(p. 278) and enhance our understanding of consetorffs which shape the impacts of

transformational leadership.
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2.4.3 Practical Implications

The results of this study imply that transformatibleadership is a key leverage point
for enhancing unit effectiveness (Kozlowski & lIg&006). First, both units’ cohesion
and units’ task performance may be enhanced whadets throughout a unit
collectively engage in transformational leaderdtepaviors. Hence, organizations may
want to recruit leaders who possess this leaderability to assure that units will
benefit from these positive relationships.

Second, organizations may also consider investirtgansformational leadership
training to strengthen the respective leadershiabers towards the development of a
strong transformational leadership climate. Redeandicates that at least some of
these transformational leadership behaviors armatoée (e.g. Barling, Weber, &
Kelloway, 1996). By being trained in idealized udghce and inspirational motivation,
leaders improve their ability to articulate a sllavésion and to motivate followers to
identify with common goals. These leader behavawesmost likely to maximize units’
cohesion and consequently their performance.

Third, the results also suggest giving attentioth® mechanisms and boundary
conditions of the transformational leadership ctena units’ task performance linkage.
The results suggest that organizations need tdasmigadership as a dynamic process
necessitating adaptive changes in leader behasarpposed to treating leadership as a
fixed set of static and universal behavioral dinems. Hence, organizations may foster
leaders’ adaptability by training them in awaren&ssards key contingencies that
require shifts in leadership behaviors, and by ggjag them with the underlying skills
needed to help the unit to maintain fit with itskanvironment and resolve challenges
(Kozlowski & ligen, 2006).

In sum, the results of this study should encouragganizations to actively
engage in establishing a strong transformationahddeship climate while
simultaneously enabling leaders to identify impotri@spects of the unit and adapt their
leader behaviors accordingly to benefit from thegrenance enhancing mechanism of

unit cohesion.

2.4.4 Limitations and Directions for Future Research

In spite of several methodological strengths, sastsample size and collecting data
from two sources to avoid issues of same-source (Bladsakoff, MacKenzie, Lee, &
Podsakoff, 2003), there are limitations specificgielded to the present study that call
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for attention in interpreting the results. Firsthaugh | used independent sources of
data for the assessment of transformational lehgerslimate and units’ task
performance, the individuals who reported on tramsational leadership climate also
reported on unit cohesion. Based on high interrraigreements | aggregated
transformational leadership climate and unit cabre$o the group level suggesting that
a lack of independence was not a major concerti, foiure studies should look at
further separating such assessments, either thribmghor through the use of separate
subsamples.

Second, because this study merely concentrateahibpraocesses and considered
transformational leadership as a climate constrtlot, approach does not reflect
leadership as an individual-level variable, disrdgay a leader’'s behavior toward a
particular follower. Future research could addréks limitation by capturing
transformational leadership at both the individaald group levels of analysis to
compare the two for explanatory power (Herold, Fe@aldwell, & Yi, 2008).

Finally, the generalizability of the findings ismlited because all participants
were military employees performing military misssorA replication of the present
findings in a civilian organization is necessaryarder to confirm and improve its
validity. However, | do not expect the results tffedd because previous leadership
studies have reported high resemblance betweelianiand military contexts (Duvir,

Eden, Avolio, & Shamir, 2002; Shamir, Zakay, Braein& Popper, 1998).



3 Study 2: Transformational Leadership, Commitment to
Change, and Innovation Implementation Behavior

As depicted in Figure 7, the second study addretdeesesearch question of whether
transformational leadership influences followersimmitment to change and thereby
facilitates followers’ innovation implementation Havior, depending on the level of

their perceived climate for initiative.
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Figure 7. The Design of Study 2

3.1 Introduction, Relevance, and Intended Contributions
Scholars in innovation research equivocally aghes in today’s globalized economic
environment, organizations are introducing moreovations in technology and
business practices than ever before (Yukl, 2006 implementation failure rate of
these innovations, however, has been estimated between 50% and 60% (Waterson
et al., 1999).

| therefore seek to understand factors that pronestgloyees’ innovation
performance, namely innovation implementation be&rawvhich | define as “an
individual's consistent and committed use of aipaldar innovation” (Choi & Price,
2005, p. 84). | refer to an innovation as “a tedbgy or practice that an organization is
using for the first time, regardless of whethereotbrganizations have previously used
the technology or practice” (Klein et al., 2001,841). In line with (Bass, 1990a) and

Waldman and colleagues (2004), | argue that onestsobal direct influence on
45
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employees’ innovation implementation behavior may lbadership. A particularly

promising approach to influencing individual andgp reactions to organizational
change has come from transformational leadershgm(Ber, Rich, & Rubin, 2005;

Herold et al., 2008). Podsakoff and colleagues @198immarized the similarities
among various concepts of transformational leadetsy noting that “all of them share

the common perspective that effective leaders fsamsor change the basic values,
beliefs, and attitudes of followers” (p. 180). ither words, transformational leadership
“transforms” followers, making them more receptite organizational change

(Bommer et al., 2005). Consequently, the conneatibthis type of leadership with

change-relevant factors, such as followers’ innovaimplementation behavior, seems
to run hand-in-hand.

By testing the conceptual scheme depicted in Fi§ureintend to contribute to
the literature on transformational leadership amdovation performance in several
ways. First, | followed the appeal for more reshaom management practices or
behaviors promoting innovation implementation beta{Klein & Knight, 2005) and
investigated how transformational leadership relat® followers’ innovation
implementation behavior. Second, because committeeahange has been identified
as an important aspect of behavioral intentionuggpsrt change (Fedor et al., 2006b;
Herscovitch & Meyer, 2002), | examined whether catnmant to change mediated this
relationship (see Figure 8, Model 1). Finally, inel with Shamir & Howell (1999), |
believe that transformational leadership will no¢ lequally effective under all
conditions and tested whether individual perceiohclimate for initiative moderated
the relationship between transformational leadprshnd followers’ innovation

implementation behavior (see Figure 8, Model 2).

Climate for —» Model 1
Initiative
' --» Model 2
1

[Tt Voo » Innovation

Transformational imol ati
Leadership .| Commitment to (| 'Mmpiementation

» Change > Behavior

Figure 8. The Proposed Conceptual Scheme of Study 2
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3.2 Theoretical Background and Hypotheses Development

3.2.1 Transformational Leadership, Commitment to Changeand Innovation
Implementation Behavior

Transformational leadership has been intensiveldistl in the context of innovation
and many studies have demonstrated a link betwaesformational leadership and
innovation processes such as creativity (Jaussiiéhme, 2003; Jung, 2001; Shin &
Zhou, 2003), improvement-oriented voice (Detert &riis, 2007), or organizational
innovation (Jung et al., 2003). However, no studg bontributed to an understanding
of how transformational leadership is related thofeers’ innovation implementation
behavior.

To study the degree to which transformational lestup influences innovation
implementation behavior, | investigated the rolecommitment to change in order to
explore the linking mechanisms by which this inflae occurs. | refer to commitment
to change as “a mind-set that binds an individwalat course of action deemed
necessary for the successful implementation of angé-initiative” (Herscovitch &
Meyer, 2002, p. 475).

Research by various scholars (e.g., Herscovitch &yd, 2002) found that
commitment to change contributes to the predicttbrchange-relevant behavior. |
therefore assume that followers with high levelscommitment to change are more
likely to exhibit innovation implementation beharioMoreover, according to
Herscovitch and Meyer (2002) and Sonntag and Mi¢2@09), environmental factors
such as transformational leadership exert influemcehange-relevant behavior such as
innovation implementation behavior via influencingmmitment to change. Thus, |

predict:

Hypothesis 1: Leaders’ transformational leaderskapositively related to followers’

innovation implementation behavior.

Thus far, | argued that transformational leadersiiptributes to commitment to
change, which in turn contributes to innovation liempentation behavior. Therefore, |

directly tested this theorized mediating role ofneoitment to change:
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Hypothesis 2: Followers’ commitment to change ntedighe positive relationship
between transformational leadership and followernsinovation implementation

behavior.

3.2.2 Transformational Leadership, Climate for Initiative , and Innovation
Implementation Behavior

Scholars in innovation research have identifiedtedunal factors to be a critical
contingency in contributing to followers’ innovatiomplementation behavior (Baer &
Frese, 2003). In line with Shamir & Howell (1999)believe that transformational
leadership will not be equally effective under@hditions. Rather, contextual factors
may have an influence on the proposed transformatiteadership - innovation
implementation behavior linkage. In particular, rj@e that climate for initiative -
“which refers to formal and informal organizatiomahctices and procedures guiding
and supporting a proactive, self-starting, and ip&nst approach toward work” -
conceptualized by Baer and Frese (2003, p. 48)aiscularly relevant to leadership
and innovation implementation behavior.

| argue that the relationship between transformmafideadership and followers’
innovation implementation behavior varies as a fionc of followers’ perceived
climate for initiative: those who perceive high éév of climate for initiative generally
respond more favorably to leader behaviors becthesebelieve that top management
and peers encourage and work effectively toward gbels of change initiatives
(Morrison & Phelps, 1999). Moreover, they believatt setbacks and failures are
tolerated by leaders and top management, henceingdbigh levels of uncertainty
during change initiatives. Those who perceive lewels of climate for initiative feel
helpless and victim to the innovation (Baer & Fre&@03) and, consequently, may not
respond as favorably to transformational leadeabigins. Thus | predict:

Hypothesis 3: Followers’ perceived climate for iaiive moderates the relationship
between transformational leadership and followernsinovation implementation
behavior in such a way that for followers percegihigher levels of climate for
initiative, transformational leadership has a stgam, positive relationship with
innovation implementation behavior than for followeperceiving lower levels of

climate for initiative.
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3.3 Description of Study Methods

3.3.1 Data Collection and Sample Description

Data were collected from a multinational automotieeporation located in Germany.
This automotive corporation had introduced a nemmater software based on the
company’s e-mail program and developed to suppeaint and project tasks. A
successful implementation of this software impleetjppaperless office” that could be
achieved through information technologies and newvkwprocedures. For instance,
employees were prompted to use this software feir tudit trails, calendar, address
and meeting administration, filing, and absencerpiag.

All employees in this sample held R&D jobs and werdlower and middle
management positions. The questionnaire adminmtrabok place by e-mail contact.
Employees received a link that allowed them to ssdde online questionnaire. |
received usable responses from 198 of the pos8itfleemployees, which represents a
73% net response rate. The average age of thenaisgoemployees was 43. A
majority of the respondents were male (89%), helder-level management positions
(78%), had been with the company for more thaneldrs/(65%), and reported college-
level education (technical college degree, 40%yemity degree, 32%; completed
apprenticeship, 10%).

3.3.2 Measures

If not already available, | created German versiohsall measures by following
Brislin’'s (1980) translation-back-translation prdoee. All items were assessed on a
five-point scale ranging from Xtfongly disagregeto 5 Gtrongly agreg If not stated
otherwise all internal consistency estimates (Caghts alpha) were in an acceptable

range.

3.3.2.1 Transformational Leadership

| used a German version of the Multifactor Leadgr§€uestionnaire (MLQ) Form 5X-
Short (Avolio & Bass, 1995) developed by Felfe adihl (2006), which has four
items for each sub dimension of transformationadérship: idealized influence
(attributed), idealized influence (behavior), inggibnal motivation, intellectual
stimulation, and individual consideration. Sincéopresearch demonstrated that the

dimensions failed to reveal discriminant validitydathe single second-order factor
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comprises the variance in the leadership dimensiothacided to average the 20 items
to a single transformational leadership index, Whiased for statistical analyses.

3.3.2.2 Commitment to Change

| assessed followers’ commitment to change with atapted four-item scale,
developed by Herscovitch and Meyer (2002), thatides on followers’ felt obligation
to support the change-initiative. Sample items drdeel a sense of duty to work

toward this change,” and, “It would be irresponsibf me to resist this change”.

3.3.2.3 Climate for Initiative

I measured individual perceptions of climate foitiaive with a seven-item scale,
developed by Baer and Frese (2003). Sample iteclada, “The employees in our
company actively address problems,” and, “Whendtere's a chance to become

actively involved, the employees in the compangdd

3.3.2.4 Innovation Implementation Behavior
| assessed followers’ innovation implementationawedr with an adapted version of a
six-item scale from Choi and Price (2005). Sampés are, “I heavily use this

innovation at work,” and, “l use this innovatiorr fask-related communication”.

3.3.2.5 Control Variables

| used a variety of controls to account for altéiiea explanations of followers’
commitment to change and innovation implementakiehavior. Several studies (e.g.
Judge, Thoresen, Pucik, & Welbourne, 1999; Ored)32@006) have found that
individual differences, including personality anarious demographic variables, factor
into followers’ commitment to change and innovatiarplementation behavior. Data
were therefore collected on age, gender, educatanagement level, and employees’
resistance to change. Change processes have @#endescribed as suffering under
employees’ resistance to change (Coch & French8;1%4ench & Bell, 1995).
Consequently, | used nineteen items to assessctimstruct. Sample items are, “I
generally consider changes to be a negative thiaggd, “When | am informed of a

change of plans, | tense up a bit”.
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3.3.3 Data Analysis

I conducted hierarchical regression analysis to ttess hypotheses. In line with Aiken
and West (1991), | centered any variable which wasd as a component of an
interaction term. In order to test Hypothesis 1johtpostulates that transformational
leadership is positively related to followers’ imadion implementation behavior, and
Hypothesis 3, postulating that perceived climate foitiative moderates the
relationship between transformational leadershipd afollowers’ innovation
implementation behavior, | entered the control afales: transformational leadership,
perceived climate for initiative, and the interaatiof transformational leadership and
perceived climate for initiative.

In order to test Hypothesis 2, which postulatesediating role of commitment to
change, | followed Baron and Kenny’s (1986) thresprocedure to test for mediation.
The requirements for at least partial mediationaaréollows: (1) the predictor variable
should be significantly related to the mediatoriatale; (2) the predictor variable
should be related to the criterion variable; (3 thediating variable should be related
to the criterion variable with the predictor vat@ln the equation. Additionally, if the
predictor variable has a non-significant beta weighthe third equation, there is full

mediation.

3.4 Results and Discussion

3.4.1 Summary of Findings

In support of Hypothesis 1, transformational leabgr was positively related to
followers’ innovation implementation behavigt € .18,p < .05). A significance of the
change in the multiple squared correlation coeffiti (A R?) associated with the
transformational leadership and perceived climatdrfitiative interaction 4 RZ= .03,

p = .16, p < .05), supports Hypothesis 3. Figure énanstrates the predicted
relationship of the two-way interaction using th@gedures outlined by Aiken and
West (1991).
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Figure 9. Interaction Effect of Transformational Leadership &limate for Initiative on Followers’
Innovation Implementation Behavior

The three requirements for mediation to test Hypsih 2 were supported as
follows: (1) transformational leadership was pesly related to followers’
commitment to changes (= .21,p < .01), even when taking into account respondents’
age, gender, education, management level, and talesés to change; (2)
transformational leadership had a significantly ifnes relationship with followers’
innovation implementation behavigf € .16,p < .05), even when considering control
variables; (3) | introduced commitment to changw® ithe regression equation and
demonstrated that it is indeed positively related followers’ innovation
implementation behaviorg(= .24, p < .001). The decreased and non-significant
coefficient for transformational leadershgp= .10,p = n.s.) indicates that commitment
to change fully mediates the relationship betwemmsformational leadership and
followers’ innovation implementation behavior.

In sum, | found transformational leadership to hmsifively associated with
followers’ innovation implementation behavior (aptance of Hypothesis 1). | also
found that commitment to change plays a mediatwlg between transformational
leadership and followers’ innovation implementatidrehavior (acceptance of
Hypothesis 2). Finally, | found that followers’ peived climate for initiative
moderates the positive relationship between tramsftional leadership and followers’
innovation implementation behavior (acceptance ydihesis 3).
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3.4.2 Theoretical Contributions

This study offers several contributions. Firststhiudy was the first to investigate the
relationship between transformational leadershipd afollowers’ innovation
implementation behavior. Notably, Krause (2004)nexed the effects of influence-
based leadership on followers’ innovation impleraéoh behavior and found a
positive relationship. Herold, Fedor, Caldwell, atid(2008) found a positive relation
between transformational leadership and change donemt. | found that
transformational leadership is also strongly relateo followers’ innovation
implementation behavior and consequently identifeetbther leadership construct,
which plays an important role in promoting followernnovation implementation
behavior.

Second, and foremost, this study contributed tarsherstanding of the linking
mechanisms by which transformational leadershipelated to followers’ innovation
implementation behavior. Klein and Sorra (1996) kasized the role of commitment
to change as a mechanism by which situational facteate to followers’ innovation
implementation behavior. However, no studies hampigcally tested this relationship
in actual work settings. Thus, | contributed to theovation literature by empirically
testing a commitment to change perspective, explgirthe relationship between
transformational leadership and followers’ innogatimplementation behavior.

Finally, in revealing the moderating role of follevg’ perceived climate for
initiative, this study contributed to the literadulby using an interactional approach to
provide a more precise understanding of the boyndanditions in the relationship
between transformational leadership and followenshovation implementation
behavior. Moreover, in line with Mumford (2002) bserved a conspicuous lack of
empirical research on the link between leadersmd &novation incorporating
contextual variables. Until now, innovation reséanas concentrated on the interaction
between transformational leadership and changefgpkader behaviors (e.g. Herold
et al., 2008) and between transformational leadershd followers’ personality traits
(e.g. Shin & Zhou, 2003).

3.4.3 Practical Contributions

This study implies that there are two ways to imsee followers’ innovation
implementation behavior. First, given the consisteimteractions between

transformational leadership and perceived climatarfitiative, | argue that systematic
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efforts to enhance individual perceptions of a ealienfor initiative is particularly

important to companies that want to promote follmvennovation implementation

behavior. Being aware of moderators helps manatgeidentify the organizational

contexts in which transformational leadership issmiikely to enhance innovation
implementation behavior, and those in which sudhaanement is unlikely to occur.
Moderators that enhance innovation implementatiehalior, such as a perceived
climate for initiative, should be promoted by imagng them into organizations’
reward systems.

Second, the results also suggest that companiegdsimyest in transformational
leadership training and in the selection of sugema with this leadership style before
initiating the implementation of innovations. Res#aindicates that at least some of
these transformational leadership behaviors aneatoée (e. g. Barling et al., 1996). By
being trained in idealized influence and inspinagilomotivation, leaders improve their
ability to articulate a vision and to become mdifeative role models (Aiken & West,
1991). More specifically, by training leaders’ chji#y to act as role models in terms
of using new innovations and demonstrating theevaluthese innovations, a company
is most likely to maximize followers’ commitment thange, which in turn leads to

innovation implementation behavior.

3.4.4 Limitations and Directions for Future Research

Despite a study setting characterized by a higHurfai rate regarding the
implementation of new technologies and practice® sgveral encouraging results to
overcome this, it is important to recognize thameolimitations remain. First, the
amount of explained variance (11 percent) in fokost innovation implementation
behavior by the focal study variables including tcols and the interaction term was
relatively small. Innovation implementation behavimay therefore be evoked by
multiple additional influencing variables, whicheanot been investigated in this
study.

Second, the generalizability of the findingsimited, as data were selected from
one company in the automotive industry and paditip were working in the R&D
division. Although this sample helped to control fadustry and division effects,
employees working in different industries and dimis may respond to innovations in

different ways (Krause, 2004).
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Third, additional linking mechanisms and boundargnditions could be
integrated into future investigations. As indicateg Klein and Sorra (1996),
innovation-relevant skills and knowledge are alsoitical for innovation
implementation behavior. Prior research has sugde#itat supervisory behaviors
enhance employees’ skills and knowledge, whichumm tresults in higher levels of
innovation implementation behavior (Krause, 200%hus, future research might
investigate skill and knowledge development asitigkmechanisms in regard to

transformational leadership and innovation impletaton behavior.



4 Study 3: Charismatic Leadership, Commitment to Chamge,
and Innovation Implementation Behavior

The third study turns to the research question afiegiin Figure 10, of whether
charismatic leadership is associated with highesleof commitment to change and in
turn enhances followers’ innovation implementatimhavior. Additionally, | build on

the trust literature and explore the relative int@oce of trust in top management in

influencing followers’ commitment to change andamation implementation behavior.
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Figure 10.The Design of Study 3

4.1 Introduction, Relevance, and Intended Contributions
Innovation performance describes a process comgisti many aspects. Particularly
critical for the success of a specific innovatioeerms the process of innovation
implementation by which employees become capaldecammitted to use a particular
innovation. Innovation implementation requires imaton adoption - “a decision,
typically made by senior organizational managetsat temployees within the
organization will use the innovation in their worlKlein & Sorra, 1996, p. 1055).
Implementation failure occurs when, regardless hi$ decision, employees do not
engage in the innovation as frequently or as cterdly as required for the potential
benefits of the innovation to be realized (KleirS&rra, 1996).

In the present study | address this issue by examicharismatic leadership

(e.g. Bass, 1985, 1990b; Waldman et al., 2004) antployees’ trust in top
56
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management (e.g. Whitener, Brodt, Korsgaard, & Werth998) and how they affect
employees’ innovation implementation behavior. Rerrt | concentrated on identifying
linking mechanisms by which charismatic leadersimg trust in top management are
related to innovation implementation behavior. $pmdly, because commitment to
change has been identified as an important asgdottavioral intention to support
change (Fedor, Caldwell, & Herold, 2006a; Hersadv& Meyer, 2002), | examine the
effects of charismatic leadership and trust in te@nagement on employees’
commitment to actual changes and their innovatigplementation behavior.

By testing these linkages, | contribute to the watmn literature in three ways.
First, | investigated how charismatic leadershipretated to followers’ innovation
implementation behavior. Second, | examined howttinu top management is related
to followers’ innovation implementation behaviorhifid, | tested whether affective

commitment to change mediated these relationships.

4.2 Theoretical Background and Hypotheses Development

4.2.1 Affective Commitment to Change and Innovation Implenentation
Behavior

In order to explain why affective commitment to sga might be related to employees’
innovation implementation behavior, | applied Ajzeheory of Planned Behavior
(TpB) (Ajzen, 1985, 1987, 1991) which | introdudadchapter 1.3.5.1. Ajzen’s theory
has been successfully employed in many studiesnin&ttitudes and behaviors (e.g.
Conner & Armitage, 1998; Jimmieson, Peach, & WH1@08; Sutton, 1998). A review
of nine meta-analyses for instance, which inclutteel TpB or its predecessor, the
Theory of Reasoned Action, provided strong evidetitat a person’s attitudes
determine behavioral intention (Sutton, 1998). Aiddially, | applied a social exchange
explanation in order to explain why charismaticddeahip and employees’ trust in top
management might be related to followers’ innovatraplementation behavior. Social
exchange theories (e.g. Adams, 1963; Blau, 1964ge&be 1969; Homans, 1961)
describe how social relationships are based oestbkeange of benefits between parties.
If we consider charismatic leadership and trustap management as a perceived
benefit for employees, social exchange theoriesgesitgthat employees will be
motivated to reciprocate that benefit (Gouldner,6)9 for instance through

commitment to change and innovation implementabemavior.
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4.2.2 Charismatic Leadership and Innovation Implementaticn Behavior

As described in chapter 1.3.4.2, charismatic lesddprtheory focuses on emotions and
values, and acknowledges the importance of symhmditavior and the role of the

leader in making events meaningful for followersha@ismatic leaders transform

followers’ needs, values, preferences, and aspiratiThey motivate followers to make

personal sacrifices in order to achieve the missiditulated by the leader and “to

perform above and beyond the call of duty” (Ho&eangler, & Woycke, 1991 p. 364).
Followers’ motivation becomes less driven by setefrest and is shifted towards

serving the interests of the larger collective.

Charismatic leadership research usually emphagaeiers at or near the top of
the organization (e.g., Agle et al., 2006; Waldnearal., 2004) or even at the societal
level (e.g., Fiol et al., 1999; Seyranian & Blig2Q08). Conceptual works, however,
tend to emphasize on multiple hierarchical levelg.( Yukl, 1999) and experiments on
first-level leader-follower relationships (e.g., @@emer & Knippenberg, 2002). The
latter perspective implies that not only top exa@s, but also non-executives at lower
management levels, can motivate followers by ddtauy a compelling vision or by
providing a behavioral role model. Therefore, Idaled Bass (1990a) and Conger and
colleagues (2000) who argue that charismatic lsackem also be found at levels below
the executive suite and investigated charismataddeship at lower and middle
management positions.

Fiol et al. (1999) summarizes the similarities amorarious concepts of
charismatic leadership by noting that all of thelmare the common perspective that
“effective leaders articulate visions that are ldase normative ideological values,
offer innovative solutions to major social problemstand for nonconservative if not
radical change, and generally emerge and are nfi@eiee under conditions of social
stress and crisis” (p. 450). In other words, clmaaisc leadership causes followers to be
more receptive to organizational change. Consetyefdllowers of charismatic
leaders are likely able to recognize the needHeruse of a particular innovation and
develop high levels of affective commitment to apan

According to Ajzen’s TpB, an increase of affectikemmitment to change
(behavioral intention) contributes to the predictiof change-relevant behavior.
Building on this notion, | argue that followers lvitigh levels of affective commitment

to change are more likely to exhibit innovation lerpentation behavior. Subsequently,
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| argue that charismatic leadership contributesaffective commitment to change,
which, in turn, contributes to innovation implemerin behavior. Thus:

Hypothesis 1. The positive relationship betweenishmatic leadership and followers’
innovation implementation behavior is mediated dilo¥vers’ affective commitment to

change.

4.2.3 Trust in Top Management and Innovation Implementaton Behavior

Trust has been defined as a willingness to be valihe to others, based on the prior
belief that others are trustworthy (Mayer, Davis S&hoormann, 2007; Mishra, 1996;
Sitkin & Roth, 1993). Based on this definition, bnzeptualized trust in top
management as an attitude held by employees tawaréadership of the organization
that indicates a willingness to be vulnerable @ neanagement (Korsgaard, Sapienza,
& Schweiger, 2002). Research demonstrates that inutop management provides
employees with an understanding of management’d gaentions (Harvey, Kelloway,
& Duncan-Leiper, 2003). Employees who trust thejp thanagement believe in the
value of the innovation and think that they and éhganization will benefit from it;
consequently, trust in top management should emhafalowers’ affective
commitment to change.

Moreover, according to the social exchange thetbiy relationship between the
organization and followers consists on the one hahdollowers’ perceptions of
organization obligations (i.e., what they belielie brganization has promised) such as
advancement opportunities, training, and job s@gcuand on the other hand their
perceived obligations towards the organization.,(vwhat they believe they owe the
organization in return) such as loyalty, hard wakgd commitment (Robinson, Kraatz,
& Rousseau, 1994). Specifically, when followers|faeh levels of trust in top
management, they are more willing to cooperateiwiéimd have greater attachment to
this exchange relationship (Whitener et al., 1983)ding to higher levels of affective
commitment to change.

Building on the notion of Ajzen’s TpB | argue tHatlowers with high levels of
affective commitment to change are more likely xbibit innovation implementation
behavior. Subsequently, | argue that trust in tgmagement contributes to affective
commitment to change, which, in turn, contributes innovation implementation

behavior. Thus:
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Hypothesis 2. The positive relationship betweensttrin top management and
followers’ innovation implementation behavior is disged by followers’ affective

commitment to change.

4.3 Description of Study Methods

4.3.1 Sample Description and Data Collection Procedures

Data were collected from a multinational automotiegporation located in Germany.
This automotive corporation had introduced a newmater software based on the
company’s e-mail program and developed to suppesimt and project tasks. A
successful implementation of this software impleetjppaperless office” that could be
achieved through information technologies and newkwprocedures. For instance,
employees were prompted to use this software feir tudit trails, calendar, address
and meeting administration, filing, and absencermiag.

All employees in the sample held R&D jobs and waerdower and middle
management positions. | received usable respormses 194 of the possible 270
employees, which represents a 72% net responséRegpondents were working in ten
different teams within two departments, namelyckruehicle testing (40%) and truck
vehicle systems (60%). The mean age of the respgrainployees was 43 (SD = 9.11).
A majority of the respondents were male (89%), hidder level management
positions (78%), had been with the company for mibl@n 10 years (65%), and
reported college-level education (technical colleggree, 40%; university degree,

32%; completed apprenticeship, 10%).

4.3.2 Measures

If not already available, | created German versiofhsall measures by following
Brislin’'s (1980) translation-back-translation prdoee. All items were assessed on a
five-point scale ranging from Ktfongly disagregto 5 strongly agreg If not stated
otherwise all internal consistency estimates (Cachls alpha) were in acceptable

range.

4.3.2.1 Charismatic Leadership
| used the German version of the Multifactor Leatlgr Questionnaire (MLQ), Form
5X-Short (Avolio & Bass, 1995), developed by Fedfed Goihl (2002), which has four



Study 3: Charismatic Leadership, Commitment to Cbhaagd Innovation Implementation Behavior 61

items for the charismatic leadership scale. Emmeygere asked to refer to their direct
workgroup leader. Items assessed the degree tchvillowers admired their leader
for his or her outstanding skills and abilitiestorwhich degree their leader inspired
them. Sample items included, “The leader to whoraplort impresses and fascinates
me with his or her unique personality,” and, “Theader to whom | report is
consistently able to inspire me”.

4.3.2.2 Trust in Top Management

| assessed trust in top management with an adadpted-item scale, developed by
Cook and Wall (1980). Sample items included, “ll feenfident that top management
will always treat me fairly,” and, “Top managemevduld try to gain an advantage by

deceiving workers” (reverse-scored).

4.3.2.3 Affective Commitment to Change

| assessed affective commitment to change with xaitesin scale, developed by
Herscovitch and Meyer (2002), concentrating onofe#irs’ affect experienced during
the change initiative. Sample items were, “I badi@v the value of this change,” and, “I
think that management is making a mistake by intcoty this change” (reverse-

scored).

4.3.2.4 Innovation Implementation Behavior
| assessed followers’ innovation implementationawedr with an adapted version of a
six-item scale from Choi and Price (2005). Samf#ens included, “I heavily use this

innovation at work,” and, “l use this innovatiorn task-related communication.”

4.3.2.5 Control Variables

Given the critical role of followers’ characterti in the leadership process,
particularly charismatic leadership (Conger & Kagon1988; Conger et al., 2000),
participants’ age and gender were assessed.

In addition, employees’ hierarchical levels mighfluence their ratings of the
study variables. Charismatic leadership, for insamoccurs to a greater extent at
higher hierarchical echelons (Shamir et al., 1988 employees may tend to rate their
job characteristics more favorably the higher tHagrarchical positioning (Robie,
Ryan, Schmieder, Parra, & Smith, 1998).
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Finally, prior research indicates that employeespattment affiliation might
influence their innovation implementation behavigtrause, 2004). Consequently,

department affiliation was included as a contralajzle.

4.3.3 Data Analysis

| conducted the data analyses utilizing structecalations modeling (AMOS 16.0). |
followed Anderson and Gerbing’s (1988) widely recoemded procedure and assessed
the discriminent validity of the study variablese(j a conformatory factor analysis of
the measurement model), prior to assessing thef fthe overall structural model.
Consistent with other researchers (e.g., Bommait.eP005) | included four dummy-
coded control variables to the measurement andtatal model. Further, | applied an
approach described by Marsh, Antill, and Cunningh@®89) and resorted items
randomly into item parcels, to gain an adequatepgasize-to-parameter ratio. | used a

x 2/df ratio test, a root mean square error of appmakon (RMSEA) index, and a

comparative fit index (CFI) to assess the fit @ thfferent models to the data. A%/df
ratio less than three indicates an acceptable mbdd€Kline, 1998). A RMSEA
below .08 and a CFl above .09 (Cunningham, 200B6all, Tinsley, & Brown, 2000)
indicate that the specified model fits well witletbbserved data.

4.4 Results and Discussion

4.4.1 Summary of Findings

The fit indices for the proposed model fulfilledoale described criteriay2 = 134.39;
df = 69;p < .001; x &/df = 1.95;RMSEA= .07;CFI = .92), revealing that the data were
consistent with the proposed model. Figure 11 shthespathway estimates for the
hypothesized model indicating that all assumed gathre significant. Specifically,
affective commitment to change was positively lidki® charismatic leadershigh (
=.18,p < .05) and trust in top managemeft.33,p < .001), and it was also linked
significantly positively to innovation implementati behavior £ = .36,p < .001). For
significance testing of the indirect effects posatetl in the mediation hypotheses, |
followed recommendations by MacKinnon, Fairschddd Fritz (2007). As postulated
in Hypothesis 1, commitment to change mediatesréi&ion between charismatic
leadership and innovation implementation behavratifect effect = .06p < .001). As

suggested in Hypothesis 2, commitment to change rakdiates the relation between



Study 3: Charismatic Leadership, Commitment to Cbhaagd Innovation Implementation Behavior 63

trust in top management and innovation implemesnabiehavior (indirect effect = .12,;
p <.001).

Charismatic
Leadership 18t
Commitment 36% Innovation
to Chanae » Implementation
J Behavior
Trustin Top 33k
Management

Figure 11.Pathway Estimates for the Hypothesized Model ofi

4.4.2 Theoretical Contributions

Overall, findings contribute to several researckans. First, this study revealed that
charismatic leadership is related to innovation lenmgntation behavior and,
consequently, identified another leadership consttibat plays an important role in
promoting followers’ innovation implementation bela. It is important to recognize
that the present study has moved the fragmentaseareh on innovation
implementation behavior (Klein & Knight, 2005) foawd by identifying theory-based
leadership behaviors, which are beneficial for watmn implementation behavior.

Second, the findings contribute to the rich redeastream on trust within
organizations (e.g., Colquitt, Scott, & LePine, 20Dewicki, Tomlinson, & Gillespie,
2006; Schoorman, Mayer, & Davis, 2007). This stisdgmong the first to demonstrate
that followers’ trust in top management is relatied innovation implementation
behavior. Only a few studies exist that investigatist in top management in the field
of innovation research. In particular, Korsgaard att (2002) demonstrated the
importance of trust in top management while plagrechange initiatives. However, |
have extended prior research in demonstratingtthstt in top management is related to
the aspect that determines the ultimate successhahge-initiatives: innovation
implementation behavior.

The third and most important contribution of thisdy is that it identified linking

mechanisms by which charismatic leadership and tnueop management are related
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to innovation implementation behavior. By investigg charismatic leadership and
trust in top management simultaneously in one molkdeévealed that trust in top
management has a stronger indirect effect throdifigisteve commitment to change on
innovation implementation behavior than does chaaisc leadership. This result
indicates that sentiments regarding both top manage and immediate managers are
important and complementary for successful innavatmplementation. However, it
also shows that trust in top management might le@ evore important, because of its

stronger relation to followers’ affective commitniéo change.

4.4.3 Practical Implications

Given the consistent positive effects of trustdp thanagement, | argue that systematic
efforts to enhance this factor are particularly amant to companies that want to
promote innovation implementation behavior. In orde enhance trust in top
management, it should be integrated into the orgaioins’ reward system, leadership
guidelines, and company policies. Supervisors ch@cevaluated by their followers,
for instance, on how trustworthy they seem.

Findings corroborate the notion that charismatiadéship is essential for
organizations (Bass & Riggio, 2006). Results sugtest companies should invest in
leadership training and in the selection of chaaismsupervisors before initiating the
implementation of innovations. Research indicatést tcharismatic leadership
behaviors are trainable (e. g. Barling et al., 9%y being trained in idealized
influence, for example, leaders improve their &pilio articulate a vision and to
become more effective role models (Awamleh & Gardh899). More specifically, by
training leaders’ capability to act as role modelserms of using new innovations and
demonstrating the value of these innovations, lsa@ee most likely to maximize
followers’ affective commitment to change, whicm turn, leads to innovation
implementation behavior.

In addition, by showing affective commitment to rba as a mediator, findings
indicate that managers need to consider the linkieghanisms by which charismatic
leadership and trust in top management are relaiethnovation implementation
behavior. This may lead to a better ability to gutle impact of these influences to
proper psychological processes, resulting in higénzls of innovation implementation

behavior.
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4.4.4 Limitations and Directions for Future Research

Although this study found several encouraging itssuhe current findings also have
several limitations. First, the generalizability results is limited because participants
came from one company in the automotive industry @were working in the R&D
division. One might argue, for instance, that empé&s working in R&D divisions are
particularly open to innovations because they hamevation-relevant knowledge and
higher levels of autonomy, which leads to innovaiimplementation behavior (Krause,
2004).

Second, the results indicate that trust in top rgameent is more strongly related
to affective commitment to change than is charisgsmaadership. However, trust in top
management might be only more important becausendtches the level most
responsible for the change | studied. Supplemesttalies, expanding both constructs
to both levels such as top management charismarastin a direct supervisor are
needed to determine the relative importance ofttarsd charisma for evoking
followers’ affective commitment to change.

Third, additional determinants could be integratetb future investigations.
Since recent research (Amabile, Schatzel, Monet&r&mer, 2004; Bono & llies,
2006; Zhou & George, 2003) and this study sugdedteémotions play a major role in
the innovation process, and particularly duringngeinitiatives (Bartunek, Rousseau,
Rudolph, & DePalma, 2006; Kiefer, 2005), futuresig@sh might investigate the role of
supervisors’ capability to influence followers’ etimms in promoting affective

commitment to change and innovation implementabemavior.



5 Discussion

5.1 Summary and Integration of Research Findings

Throughout this dissertation, | intended to builtbwledge on transformational and
charismatic leadership effects on performance onéso More importantly, | tried to
identify linking mechanisms and boundary conditiomshis relationship. Based on an
extensive literature review, | extracted three oaly focused research questions,
which were both theoretically founded and praclicgromising, thus fulfilling the
relevant criteria. In the three pertinent empiricdldies of this dissertation |
investigated transformational and charismatic lestdp effects on followers’ task and
innovation performance. First, in an attempt toesdveffects of transformational
leadership climate, | suggested in Study 1 thatmom transformational leadership
behaviors trigger unit cohesion, which in turn ewmtes units’ task performance.
Second, in an attempt to reveal effects of tramsédional and charismatic leadership in
the context of innovation performance, | proposadStudy 2 and 3 that these
leadership behaviors are antecedents of committoesttange, leading to higher levels
of followers’ innovation implementation behavior.hé | discussed the individual
findings of each empirical study in detail in eaespective chapter (see chapters 2.4,
3.4, and 4.4), | will draw on this section to pm&ian integrated understanding of all
findings.

The results of the empirical studies are encouatpdor both researchers and
practitioners in the field of leadership. Firstkay finding of this dissertation is that
transformational leadership can be conceptualized elimate variable and, hence, at
the group (e.g. unit) level of analysis. Notablyemdes and colleagues (2008)
examined transformational leadership climate andaiestrated its effectiveness on an
organizational level of analysis. This dissertati@@monstrates that a unit's
transformational leadership climate is a meaningh@dictor of important unit level
variables (i.e., unit cohesion and units’ task @eriance). Hence, this dissertation
moves the fragmentary research in the area of tshigeclimate forward by identifying
theory-based leadership behaviors, which are baakfor units’ task performance.

Second, this dissertation shows that transformatiand charismatic leadership

matter. Across all three empirical studies, theseleadership concepts were related to
66
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the hypothesized outcome measures of task and atinovperformance. Specifically,
in Study 1, transformational leadership climate wssociated with increased levels of
units’ task performance. That is, the more follosveerceive their leaders as commonly
engaging in transformational leadership behavitbrs,more they collectively work on
the tasks they need to fulfill. This finding is caborated by Studies 2 and 3. Here,
transformational leadership (Study 2) and charigmbgadership (Study 3) were
positively associated with increased levels ofdwkrs’ innovation implementation
behavior. The results show that the more transfoomal or charismatic leadership is
perceived by followers, the more committed theytawtards a particular innovation,
and the more they engage in innovation implemematehavior. In sum, Studies 1, 2,
and 3 indicate that transformational and charistnktadership relate to important
performance outcomes such as task performance @amalvation implementation
behavior.

Beyond revealing the performance implications o&nsformational and
charismatic leadership, this dissertation more irgualy tries to investigate two types
of linking mechanisms by which this influence o urhe first type addresses higher-
level (i.e., group-level) linking mechanisms andcuses on norms, values, and
behaviors that are shared and, thus, similar throutga unit. | investigated unit
cohesion as such a higher-level linking mechaniém.Study 1, high levels of
transformational leadership climate were associati¢idl high levels of unit cohesion
(i.e., common identification with group goals andhared vision), resulting in a unit’s
enhanced task performance. This finding suggestsuthits’ task performance can be
improved through unit cohesion by strengtheningsirransformational leadership
climate, thereby corroborating the perspective espnted by Beal and colleagues
(2003).

The second type addresses lower-level (i.e., iddadi level) linking mechanisms
and focuses on norms, values, and behaviors thdtedd by each individual separately.
| investigated commitment to change as such a keweal linking mechanism. In
Studies 2 and 3, | revealed that transformatiomad aharismatic leadership are
associated with high levels of commitment to chafige, a mindset that binds an
individual to a course of action deemed necessarthke successful implementation of
a change initiative), resulting in followers engagiin innovation implementation
behavior. This finding suggests that followers’oration implementation behavior can

be enhanced through commitment to change by strengtg transformational and
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charismatic leadership behaviors. Thus, both toansdtional and charismatic
leadership contribute to performance outcomes tirogroup- and individual-level
linking mechanisms.

Finally, this dissertation addressed the boundamyditions for the effect of
transformational leadership on performance outcom8&udy 1 specifically
demonstrated that the relationship between a wamsftional leadership climate and
unit task performance is contingent upon the lefehe unit’s positive affective tone.
Under conditions of high positive affective tonegnisformational leadership is more
strongly related to unit task performance than uededitions of low positive affective
tone. Thus, when followers in a unit are in a pesitnood, they are collectively more
likely to benefit from the advantageous effecta dfansformational leadership climate.

Study 2 particularly demonstrated that the relatiom between transformational
leadership and followers’ innovation implementatimghavior is contingent upon the
level of a perceived climate for initiative. Und=nditions of high levels of perceived
climate for initiative, transformational leadershgmore strongly linked to followers’
innovation implementation behavior than under ctods of low levels of perceived
climate for initiative. Thus, when followers peneei organizational practices and
procedures support a proactive, self-starting, @erdistent approach toward work, they
are more likely to benefit from the positive effeatf transformational leadership.
Hence, Studies 1 and 2 draw attention to the faat ¢ontextual factors ought to be
further explored in the investigation of transfotimoaal leadership and performance
outcomes.

In sum, this dissertation tested performance ouésonf transformational and
charismatic leadership, investigated linking mecdras on the group and individual
level of analysis, and addressed boundary conditidine results contribute to an

integrated understanding of transformational aratismatic leadership effects.

5.2 Overall Limitations and Directions for Future Reseach

Several limitations should be considered when jpmeging the results of this
dissertation. Some of these limitations are duéhéomethodology employed in this
dissertation, while other limitations are more gahd will discuss these limitations in
the following sections, suggesting ways to resthesm as well as directions and ideas

for future research.
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5.2.1 Limitations and Ways to Address Them in Future Resarch

Beyond the specific limitations that | addressedeach respective chapter of the
empirical studies (see chapters 2.4.4, 3.4.4, ¥}.4ame common limitations apply to
all studies and are inherent to the selected methgttal approach.

First, the generalizability of the empirical findsis limited. Data were collected
in Germany and the U.S., hence representing csltwith ingrained western values
and norms (e.g., Hofstede, 2001). Moreover, thepgaifor all studies came from large
organizations with more than two hundred thousangdleyees. Hence, the results are,
strictly speaking, only applicable to large orgatians with ingrained western values
and norms. Scholars could increase the robustnedstree generalizability of this
dissertation’s findings by replicating the studiggh samples of small and medium-
sized organizations from a non-western culturakgemund.

Second, throughout this dissertation, | discussstsformational and charismatic
leadership effects on performance outcomes, imglthiat there are causal associations
between the constructs of interest. For instahapalyzed and discussed data in Study
2 as if transformational leadership affected fokosl commitment to change and as if
the latter affected their innovation implementatibehavior. However, it is also
possible that followers’ high levels of commitmeot change are a result of their
innovation implementation behavior in order to reglgognitive dissonance (Aronson,
1997). Although theoretically less plausible, thsuld lead to a model in which
transformational leadership is the predictor, imat@n implementation behavior the
mediator, and commitment to change the criteriarppemental studies, ideally using
a randomized experimental or longitudinal desigrd abtaining independent or
objective confirmation of the outcome variables eméihvestigation are needed to
provide greater confidence in the suggested flovcausality (Stone-Romero &
Rosopa, 2008).

Third, the data for this dissertation were cobelcapplying a survey study design.
While this approach yields several benefits (sesptdr 1.4.2), survey study designs
also have some inherent drawbacks. One major dadwlzathe lack of precision
(McGrath, 1982). For instance, findings could bduenced by suggestive wording of
questions (Schwarz, 1999) and from socially delradsponses (Ganster, Hennessey,
& Luthans, 1983; Holtgraves, 2004; Zerbe & Pauliil@87). In order to avoid such
biased influence, all measures included in the sogbistudies had previously been
employed in scholarly research and had demonstestequate psychometric properties.
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Another major concern with survey studies is commmthod variance, which
arises from the methodological similarity in asgggthe constructs of interest from
the same person (Podsakoff et al., 2003). If ptessibavoided common method
variance by collecting data from multiple sourdes: instance, in Study 1, | employed
a split sample design, with half of each unit'spogglents rating transformational
leadership climate, unit cohesion, and positivedi¥e tone, while the other half rated
their unit’'s task performance. A final concern lgtt survey methods mostly rely on
self-reports. Increased or decreased opinions aheuself can bias findings based on
self-report measures (Bagozzi & Yi, 1990; Holtgeve004; Lorr, Plutchik, &
Kellerman, 1989; Schwarz, 1999). In an attempteduce such biases, | employed
several techniques. Some of the key constructs temrefore assessed in the other-
report instead of the self-report mode. For instamenployees did not rate their own
transformational or charismatic leadership behayibut instead were assessed by their
followers. In addition, in Study 1, | assessed ¢bastructs of interest with a referent-
shift method, asking, for instance, about the pasiaffective tone within a respective
unit instead of asking about someone’s personaldnovdeeling. Bartel and Saavedra
(2000) demonstrated that collective instead of viddial affect evaluations are
sufficiently reliable. Further, outcome variablespiied in the three empirical studies
were assessed through subjective evaluations. &shlohve questioned the reliability
and validity of subjective performance measuresr{sick, 2004). However, findings
from previous studies have demonstrated high atrogls between self-report
measures of performance and a variety of objeatn&asures, indicating sufficient
reliability and validity and dampening some of thencerns raised in subjective
appraisals (Hurst, Young, Donald, Gibson, & Muyaelal996). Thus, while I
acknowledge that survey study designs are not witiboncerns, | acted to limit the

associated problems.

5.2.2 General Ideas for Future Research on Transformatioal and Charismatic
Leadership

This dissertation touches upon a variety of resegrestions that could be addressed
in future research. While the empirical studies hathrrow focus on specific research
questions and offered directions for future rededhat would advance these specific
research questions (see chapters 2.4.4, 3.4.4)4l4will draw on this section to
provide more general ideas for future researchranstormational and charismatic

leadership that mostly derive from a theoreticakpective.
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Focusing on organizational and strategic level

First, while | focused in this dissertation on timelividual and group level, future
research on transformational and charismatic |shger should focus on the
organizational or strategic level. The resultshis research stream have been mixed
thus far (Agle et al., 2006). For instance, redeancTosi, Misangyi, Fanelli, Waldman,
and Yammarino (2004) and Waldman, Ramirez, Housd, Ruranam (2001) has
indicated that charismatic leader behaviors ofdhief executive officer (CEO) were
not associated with subsequent organizational pagoce (i.e., net profit margin,
shareholder return, return on assets). On the d¢thed, Agle and colleagues (2006)
and Waldman and colleagues (2004) demonstratedGB& charismatic leadership
behaviors were related to subsequent organizatipagbrmance. Therefore, future
research may investigate potential linking mecharignd boundary conditions such
as external stakeholders while examining the w@miatip between CEO
transformational or charismatic leadership behavamrd organizational performance.

Incorporating interdependence between the leader ahthe follower

Second, future research on transformational andischatic leadership needs to
explore the hitherto neglected degree of contativdxn the leader and the follower.
Most theories on transformational and charismatadérship assume that there is a
close interpersonal relationship and high levelnéérdependence between the leader
and the follower (e.g., Bass, 1990a; Conger, 199#)ile this assumption was also
made in this dissertation, future research shouéhsure and assess the perceived
“closeness” or “distance” of the relationship betwehe leader and the follower, rather
than assume. The leadership literature defineardistbetween the leader and follower
as physical distance and perceived social distaaseyell as interaction frequency
(Antonakis & Atwater, 2002). Shamir and Howell (899ndicate that a leader that is
distant from his or her followers is simply not able to form the same type of
relationship as leaders who are closer to thelowars. Thus, future research should
measure closeness of the leader-follower relatipnth assess the dynamics of the
relationship as well as the moderating effect statice in the relationship between
transformational and charismatic leadership antbpeance outcomes.
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Understanding follower characteristics

Third, researchers should seek for a more compsgrenmunderstanding of follower
characteristics’ role in the transformational arwartsmatic leadership process. As
several scholars have indicated (e.g., Kelley, 1988ley, 1998; Klein & House,
1995), leaders do not act by themselves, but icteviah and respond to their followers.
Therefore, not only the “magnetism” of the leadart also the “mangnetizability” of
followers may be particularly relevant in this cextt (Gardner & Avolio, 1998). For
instance, previous studies have demonstrated te#ivgorole of value congruence
between the leader and the follower, which enharlcesdevelopment of a shared
vision (House, 1977; Sosik, 2005). Future reseasplcifically designed to identify
leaders’ and followers’ characteristics in termatifibutes, norms, values, and beliefs,
as well as the dynamic processes whereby the tmanafional and charismatic
leadership relationship unfold (Gardner & Avolid®9B; Klein & House, 1995), is

therefore needed.

Identification and development of transformationaland charismatic leaders

Fourth, a major gap in our understanding of trams&dional and charismatic
leadership refers to the processes by which they & best identified and then
developed (e.g., Day, 2000; Yukl, 1999). To datadership development activities
have mostly neglected the fact that leadershipcisnaplex interaction between leaders,
followers, and the context in which they operataedfer, 1996). Day (2000)
distinguished between leader development and Ishgedevelopment. Whereas leader
development’s primary goal is to enhance an indiaig capacity and potential, such
as self-awareness, self-regulation, and self-mtitinaleadership development focuses
on the interaction of the leader within a sociajamizational context. Particularly, the
latter area has been repeatedly neglected by KEagescholars over the last decades
(Avolio et al., 2009). Hence, future research soaim to develop a theoretical
framework explaining the conditions that lead te #tmergence and development of

transformational and charismatic leadership.

Identifying essential behaviors
Fifth, future research should focus on identifyinige essential behaviors of
transformational and charismatic leadership. Thera considerable ambiguity about

the associated behaviors (Yukl, 1999). Many behraseem relevant for both types of
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leadership; however, there are some apparent @iffess in the pattern of behavior
associated with each type of leadership. For imstaryukl (1999) argued that
transformational leaders are more likely to takgoas that empower followers and
make them partners in a mission to achieve impbaals; charismatic leaders are
more likely to emphasize the need for radical cleathgit can only be accomplished if
followers put their trust in the leader’'s uniquepertise. Researchers may want to
follow up on the notion that both types of leadgyghay rarely occur at the same time
and clarify the incompatible aspects of the corbabers for transformational and

charismatic leadership.

Understanding multilevel processes

Sixth, our understanding of the multilevel procesbg which transformational and
charismatic leadership influence performance ouememains fragmentary. Future
research needs to improve the theories on transt@nal and charismatic leadership
in terms of leadership effectiveness on the groumrganizational level. Hitherto,
theories on transformational and charismatic lestdprhave focused too narrowly on
dyadic processes. This perspective needs to bacexplby a systems perspective that
describes transformational and charismatic leagenshterms of several distinct but
inter-related influence processes at the dyadieygrand organizational level (Yukl,
1999). Therefore, future research should placetgresttention on building theories
that describe transformational and charismatic destdp in the light of reciprocal,
shared, and distributed influence processes.

Focusing on limiting conditions

Seventh, the emphasis on the universal applicabitif transformational and
charismatic leadership has been overdone. Futaeareh should focus on the limiting
conditions of transformational and charismatic xatip. Transformational leadership
has demonstrated its effectiveness in various agtanal settings and cultures (e.qg.,
House & Javidan, 2004), however there may be siisitwhere it is unnecessary or
may even have negative consequences. Differergftnanational leadership behaviors
may have different effects in different situatioMoreover, charismatic leadership and
its potential for improving organizations seemsitéd. Future research needs to
identify situations in which charismatic leadershspappropriate and can generate

positive effects without negative consequences.
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Understanding leadership in the 21 century

Eighth and finally, as organizations are becomirgerand more flexible and can no
longer rely on the traditional hierarchy (Den Hart& Koopman, 2008), future
research needs to explore the role of leadersturdorganizations. Researchers need
to address this issue by clarifying how to manage & coordinate efforts of
employees in such “boundaryless” organizations.eReh should focus on how
leaders will be able to manage highly flexible angations where people shift from
team to team and leaders do not have the samedef@mal power they had before.
As Shamir (1999) indicates, there exist severalsipis alternatives, implying a
reduced importance of the role of leadership inZttecentury. For instance, one such
scenario includes organizations relying on tempoaarangements (e.g., project teams),
where leadership will be limited in scope and doratIn such a scenario, group
members with the most relevant knowledge woulddgarded as leaders for a specific
period of time (i.e. a specific task). Future re@skaneeds to explore the application of
such scenarios, create other possible scenariod, exttend existing scenarios.
Particularly, researchers should focus on the obleaders in unstable environments,
balancing and emphasizing the need for change wdieultaneously providing

stability and continuity.

5.3 Practical Implications and Extensions

Given the applied nature of management scienceoag@hizational psychology, this
dissertation aims not only to provide theoretiedsoning and empirical evidence on
consequences, linking mechanisms, and boundary itcorsl associated with
transformational and charismatic leadership, k& aractical insights and implications
to help current and future leaders lead individuajsoups, and organizations
deliberately and successfully. This dissertatioscasses several approaches of
systematically addressing transformational and ishmatic leadership. For instance,
each chapter on the three empirical studies hastddpdetailed practical implications
that emerge directly from the respective findingse(chapter 2.4.3, 3.4.3, and 4.4.3).
The following sections build on, integrate, andeext these suggestions, going beyond
directly derivable implications by proposing anegtative framework for building
effective transformational and charismatic leadseg Figure 12).
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Figure 12.An Integrative Framework for Building Effective Trsformational and Charismatic Leaders

5.3.1 Fostering Transformational and Charismatic Leadershp

This dissertation has argued that fostering transitional and charismatic leadership
has positive consequences on task- and innovagienant performance outcomes.
However, relatively little has been said so farhonv transformational and charismatic
leadership can be promoted in an organizationatesbnHence, in the following

sections | describe in more detail how organizatiomay build effective

transformational and charismatic leaders. The mpemti tools in order to achieve this
goal include: first, assessment and selection,(Bgbertson & Smith, 2001); second,
promotion and transfer (Bass, 1990b); third, degwelent and training (e.g., Day,
Zaccaro, & Klimoski, 2001); and fourth, feedback amares and performance

appraisals (e.g., Latham, Mann, Hodgkinson, & F2a0)6).

Assessment and Selection

Given that factors associated with transformatiarad charismatic leadership can be
identified and measured, organizations should gelpersonality assessments that
inform recruiters about the applicant's potential teact to and engage in
transformational and charismatic leadership behlavjiarvey, Renz, Watson, & Ferris,
1998). During the selection process applicants ccdug confronted with critical
incidences or hypothetical cases. Personal dimessiad individual differences could

also be assessed with pertinent personality invest¢Judge & Bono, 2000), or they
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could be part of an assessment center (Goodstéian§on, 1999). However, in order
to obtain promising results and to avoid intimidgtjob candidates, organizations need
to carefully integrate personality assessments timoselection process (Robertson &
Smith, 2001).

Promotion and Transfer

Similar to the initial assessment and selectiorcgse, the promotion and transfer of
employees should be guided by their potential tgage in transformational and
charismatic leadership. Their potential could bstet@ by asking direct reports, peers,
and supervisors to describe employees’ currentelsadg, for instance with the
Multifactor Leadership Questionnaire (Bass & Avoli®95). In addition, this potential
could be tested through interviews, personalityeiteries, or simulations. These
observations should be integrated and considerexhwlecisions are made regarding
employees’ promotion or transfer into positionsgoéater leadership responsibility
(Bass, 1990b). It seems particularly critical thaganizations monitor whether
employees display transformational or charismagadérship behaviors. These
behaviors include: internalize and contribute tonownicating a captivating vision for
the organization’s future, act as charismatic raedels, foster common goals instead
of individual goals, set high performance expeotai for themselves and the
colleagues with whom they work, and provide indiatzed support and intellectual
stimulation for their coworkers (Podsakoff et &l996; Podsakoff et al., 1990).
Monitoring transformational and charismatic leatiggdehaviors could be realized by
running anonymous employee surveys in which emgsyessess each other on how
frequently they display transformational and chagtic leader behaviors (cf. Rubin,
Munz, & Bommer, 2005). Employees who are regulamgaging in transformational
and charismatic leadership behaviors should be qien thereby setting a strong
incentive for employees to show transformational eimarismatic leadership behaviors.

Training and Development

Besides promotion and transfer, transformationdl @rarismatic leadership should be
the subject of training and development (Bass, h9%ay et al., 2001; McElroy &
Stark, 1992). Research indicates that leaderd &va&ls can be trained to show more

transformational and charismatic leadership belmaviarling et al., 1996; Dvir et al.,
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2002). Effective trainings should be based on dhalinevaluation of employees’
current transformational and charismatic leaderskijls and proceed with instructing
and practicing transformational and charismaticéeship behaviors (Bass, 1990b).
Employees in leadership functions particularly needearn how to communicate the
organization’s vision in an appealing way, how tecdime role models, how to
convince their followers to put common goals faed individual goals second, how to
set and communicate high performance expectatioow, to address each follower
individually, and how to make followers questiorithlong-held beliefs and become
intellectually involved (Podsakoff et al., 1996;dRakoff et al., 1990). In order to fully
generate their positive effects, these behavioesl te be internalized by the leader and
flexibly adapted to both the situation and the gmecharacteristics of the followers
(Howell & Shamir, 2005; Wofford, Whittington, & Gdavin, 2001).

Feedback Measures and Performance Appraisals

Finally, organizations should use feedback measares performance appraisals to
foster transformational and charismatic leaderdtgpaviors. Feedback on how their
leadership is perceived may be provided by prodesdi coaches guiding leaders’
personal development (Alimo-Metcalfe, Pritchett, Rassmore, 2008; Murphy &

Riggio, 2003); by supervisors, peers, and subotéinan a 360-degree feedback
(Alimo-Metcalfe, 1998; Carless, Mann, & Wearing,989;, or by human resource
managers (Day et al., 2001; Fitzgerald & Kirby, 7p9Through feedback processes,
leaders recognize the influence they have on théawers and get the opportunity to
find ways of improving their leadership behaviofgiditionally, organizations may

want to strengthen the internalization of transfational and charismatic leadership
behaviors by including feedback processes into dinganization’s performance

appraisal system. Building on the notion of managenioy objectives, organizations
may set goals on the intended levels of transfaomak and charismatic leadership
(Reddin & Ryan, 1988) depending on the hierarctpeaition of the leader.

5.3.2 Managing Linking Mechanisms and Structuring Boundary Conditions

The results of this dissertation also direct aitento the mechanisms and boundary
conditions of the transformational and charismkgadership - performance linkage. In
particular, in Study 1, | draw attention to posttiaffective tone, which seems to be a

crucial unit characteristic under which positivéeefs on units’ task performance, via
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transformational leadership climate (indirectlydamit cohesion (directly), unfold. In
Study 2, | demonstrated that organizations’ climéde initiative functions as a
boundary condition under which the positive effeofstransformational leadership
(indirectly) and commitment to change (directly) ofollowers’ innovation
implementation behavior unfold. These results sagget organizations may want to
foster transformational and charismatic leaderstipf simultaneously consider
leadership as a dynamic process necessitatingiaelabtanges in leader behavior, as
opposed to treating leadership as a fixed set aficsiand universal behavioral
dimensions. Hence, organizations may foster leadeiptability by training them in
awareness towards key contingencies that requifes sh leadership behaviors, and
enable them with the underlying skills needed tdp hiadividuals and groups to
maintain fit with its task environment and resoleleallenges (Kozlowski & llgen,
2006). For instance, organizations may want thesdérs to hone their emotional
intelligence skills, learning to differentiate bet®n different affective states of their
followers and work groups and to adapt accordindfayer, Roberts, & Barsade,
2008). Leaders should be trained in switching betwedransformational and
transactional leader behaviors. Transactional kshde has also been demonstrated to
enhance followers’ and groups’ performance (Basslgt2003) and is potentially
better-applicable under certain circumstances.ifgiance, as Bass (1990b) indicated,
in many situations transformational leadership @& appropriate and transactional
leadership processes are required. These situaticlsle firms that are functioning in
markets with stable technology, workforce, and emment. Under these
circumstances things are likely to move along weth managers simply promising
and delivering rewards to followers carrying outsigements. However, when
organizations are faced with turbulent market situes and crises, then
transformational and charismatic leadership neetbeedfostered at all levels in the
organization. As research indicates (e.g., Aglalet2006; Waldman et al., 2001),
problems, rapid changes, and uncertainties call &oflexible organization with
determined leaders who can inspire followers tdi@pate enthusiastically in team
efforts and in organizational goals. In these oiztions, fostering transformational
leadership through policies of recruitment, setstti promotion, training, and
development seems particularly important and islyiko lead to high performance

outcomes within organizations.
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In sum, | encourage organizations to actively fostensformational and
charismatic leadership through assessment andtisele@romotion and transfer,
training and development, and feedback measuregaridrmance appraisals, while
simultaneously enabling leaders to identify impottaspects of the individual, group,
organization, and environment and adapt their hemsaccordingly to fully benefit

from the performance-enhancing effects of trans&tiomal and charismatic leadership.

5.4 Conclusion and Outlook

Research on transformational and charismatic Ishgeremains an exciting field.
Even though there is an endless body of researstonigrating the effectiveness of
transformational and charismatic leadership in ueficing central performance
outcome variables, suggesting that all relevanstpes are answered, appearances are
deceiving. On the contrary, the closer one looks the field of transformational and
charismatic leadership the more unanswered quastvdhbe found.

This dissertation is another attempt in moving fie&l of transformational and
charismatic leadership forward and answering aitracof the questions contrived by
renowned scholars in the field of leadership redeauch as Bernard M. Bass, Gary A.
Yukl, Bruce J. Avolio, Robert J. House, and JayCanger. They have all been in the
field of leadership research for many decades, stildseem to have more questions
about transformational and charismatic leaderdim answers. By carrying out three
empirical studies demonstrating linkages betweamsformational and charismatic
leadership and important outcome variables sudasitsand innovation performance,
thereby identifying to some extent novel linkingahanisms and boundary conditions,
| hope to have contributed to the voluminous litera in the field of leadership
research and answered at least a few of thoseigu®st

Further, | hope that the findings of this diss&ota encourage other scholars to
further investigate the field of transformationaldacharismatic leadership. Future
research should address antecedents of transformab&ind charismatic leadership in
terms of leaders’ and followers’ characteristicsd aeir reciprocal interactions.
Similarly, future research questions may pertairfudher linking mechanisms and
boundary conditions on various levels of analysid & incorporating these aspects
into transformational and charismatic leadershipottes, and finally to clearly
distinguishing and identifying the correspondingpdnéors associated with these types

of leadership.
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Ultimately, | believe transformational and char&ia leadership are central to
the success and survival of today’s organizatittnseems, however, that their actual
potential has not been recognized by organizatitmzalers around the globe. In times
of crises and turbulence on the world’s marketsy ntay be the right moment to take

appropriate measures, before it becomes too late.
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