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Internal Communication and Morale in a
Natural Resources Public Organization

Quisto Settle, Ph.D. Candidate, University of Florida
Ricky Telg, Professor, University of Florida
Hannah Carter, Assistant Professor, University of Florida
Traci Irani, Professor, University of Florida

Introduction & Literature Review
Effects of Internal Communications in Organizations

Given the importance of communication in leadership development (Ricketts & Rudd, 2002), it
is important to understand how communication fits into the organizational process that future
leaders will occupy. This importance of communication was illustrated in Ricketts and Rudd’s
model for developing formal leadership education curriculum. While communication is also
important for this model, they also emphasized intrapersonal and interpersonal relations were
also significant components of the model.

Internal communications are important to organizations. Schein (2010) considered a
“commitment to full and open task-relevant communication” (p. 369) a central component of
learning organizations. Organization members have to be able to communicate with each other
effectively in order for the organization to operate effectively and efficiently (Bolman & Deal,
2008; Schein, 2010).

This ability to communicate and share information is considered a key component of
organizational success (Clifton et al., 2004; Smith, 2008). Kraut, Fish, Root, and Chalfonte
(1990) stated that informal communications are necessary for coordination in organizations.
Members of an organization need to use a common language in order to communicate
effectively and reduce uncertainty and anxiety within the organization, which helps the
organization work toward its goals (Schein, 2010).

In the case of internal communications, it is perception of communication effectiveness that
matters. Taylor (1984) suggested that employee perceptions of internal communications were
more important than objective measures of communication quality. If there is not an
environment of open communications, individuals might resist sharing critical information,
adversely affecting the organization (Bolman & Deal, 2008).

Along with these broader impacts on the organization, internal communications can be
particularly important to organizational leaders. Pichault (1993; as cited in Bolman & Deal,
2008) stated understanding of an organization’s internal communication structure is
necessary to understand the internal politics of the organization. Bolman and Deal (2008)
consider it necessary for leaders to be effective politically within organizations.



Another aspect of internal communications that is important to organizational leaders is the
effects of what they are communicating to other employees. Leaders’ own actions within an
organization communicate their expectations for employees (Moore, 1995). Communication
behaviors are a significant component of how leaders embed and transmit organizational
culture (Schein, 2010). Internal communications also offer an avenue for organizations’
leaders to “communicate their strong belief in people” (Bolman & Deal, 2008, p. 362) to
improve morale.

Affecting Internal Communications of Organizations

Internal communications are, of course, not static within organizations. Boyle and Kochinda
(2004) found that an intervention targeted toward collaborative communication was able to
improve the communication skills of leaders, with the leaders also reporting that their
leadership skills improved at the same time. The intervention lasted 23.5 hours, spread out
over an 8-month time period in 2- to 4-hour sessions.

Wood (1999) made suggestions to improve internal communications of organizations: ensure
that communications are two-way, use face-to-face communication when practical, address the
clarity of communications, “understand how your employees listen” (p. 148), and create a
climate of trust so information can be shared freely.

Beyond recommendations for specific actions, such as those made by Wood (1999),
organizational structure can affect internal communications (McPhee, 1985). It is important to
understand the effects of organizational structure on internal communications because the
advent of written communications has allowed the effects of structure to last longer and reach
further (McPhee, 1985). How focused organizations are on structure versus achievement can
affect the impact of internal communications. Garnett, Marlowe, and Pandey (2008) found that
increasing communications in organizations focused on achievement increased performance.
On the other hand, increasing communications in organizations focused on structure did not
improve performance.

The structure that is in place can improve or hurt communications through the implicit and
explicit limitations made on what individuals do and how they interact with each other
(McPhee, 1985). Tourish and Robson (2006) stated that formal and informal mechanisms were
in place to limit critical upward communications (CUC) within organizations. Leaders create
reasons why CUC is not occurring, such as justification that things are going well or deferring
blame to non-leaders (Tourish & Robson, 2006). Non-leaders, in turn, justify not providing CUC
by stating leaders do not really want the feedback and not want to be punished for CUC
(Tourish & Robson, 2006). Non-leaders may also not engage in CUC because they want to
please leaders (McPhee, 1985). Tourish and Robson recommended increasing informal
communications between members of different levels of the organization to improve CUC.

This recommendation to increase informal communications within organizations is supported
by other research. Krackhardt and Stern (1988) stated the friendships, a type of informal



communication, do not naturally occur between organizational units, but these between-unit
friendships can have a positive benefit in the event of organizational crises. For organizations
that depend on different units to work together, friendships that cross between the units
benefit the organization. Similarly, Hinds and Mortenson (2005) found that spontaneous
communications, another type of informal and unplanned communication between
organizational members, mediated the conflicts caused because of geographically distributed
units an organization. Spontaneous communications reduced conflict because it improved
shared identity and shared context of organizational members in the different units. If the
organization’s members have a shared identity, the organization can be more confident in its
actions (de Chernatony, 2001).

Creating shared vision and identity are important components of transformational leadership
(Bass, 1990). Bass reported that the outcomes of transformational leadership lead to higher
outcomes from the leaders themselves and the employees they oversee. An important
consideration in the development of transformational leaders is that the employees will
emulate leaders: if the leader exhibits transformational qualities, the employees will be more
likely to exhibit transformational qualities, leading to more transformational leadership within
the organization (Bass, 1990). As for the role of creating shared vision in leadership education,
Ricketts and Rudd’s (2002) dimension of interpersonal relations in their model for developing
formal leadership education curriculum includes shared vision as a part of that dimension.

Along with these examples of the benefits of informal communications between different
organizational units, there is work showing that organizational members perceive benefits of
informal communications. Johnson, Donohue, Atkin, and Johnson (1994) reported differences
between employee perceptions of formal and informal communications. Compared to formal
communication, informal communications were reported as more salient and more useful, but
formal communications were evaluated more highly in terms of comprehension and
credibility. Organizational members are adopting technology to reduce communication
formality. Cameron and Webster (2005) found that instant messaging was being adopted
because organizational members viewed other communication channels, such as the
telephone, as too formal. Instant messaging was also viewed as more private when compared
to conversations that could be heard by others nearby.

Internal Communications & Morale

Morale affects organizational success. Parker et al. (2003) showed that overall work climate,
which morale is a component of (Churchill, Ford, & Walker, 1976), is related to individual
attitudes and performance. The importance of employee morale is also evident in the fact that
employees are often the face of organizations because they are the ones interacting with
members of the public (Franzen & Moriarty, 2009). The public can perceive when employees
are not satisfied (Schneider & Bowen, 1985). The organization benefits from satisfied
employees through the positive interactions the employees have with members of the public
(Franzen & Moriarty, 2009).



Organizational climate and internal communications are related. Hinds and Mortenson’s
(2005) work showing that spontaneous communication mediated conflict through increasing
shared identity and context is an example of this. Carriére and Bourque (2009) showed the
communication satisfaction mediated the relationship between communication practices and
organizational satisfaction. Similarly, Gould-Williams (2007) showed negative communication
exchanges increased stress, reduced motivation, and increased employee attrition, whereas
positive exchanges were linked to improved attitudes and improved the likelihood that
employees were engage in work-related activities that benefited the organization without
providing immediate benefits to the employees.

Quality of information being shared has been shown to be a predictor for an employee’s trust
in coworkers and leaders (Thomas, Zolin, & Hartman, 2009). The researchers stated that the
relationship between trust and communications was complex because trust is necessary for
open communications to be possible, and if employees do not perceive open communications
within the organization, it could hurt their trust in the organization. This effect of the
organizational environment on internal communications is evident in work by Smith (2008),
who showed that defensive environments hindered internal communications, while
supportive environments improved internal communications.

Public Organizations

Public organizations are funded by the public and mandated through government and political
processes (Moore, 1995). Public organizations are legitimized by providing public value, which
occurs when the public is satisfied with the product or service provided by the organization
(Hoggett, 2006; Moore, 1995). Because of accountability through the political process, public
organizations need to be successful in creating public value to ensure they continue to be
supported (Butler & Collins, 1995).

Public organizations can face more difficulties than private organizations because public
organizations are generally considered more complicated. Because public organizations
depend on political support, the first of these complications is that public organizations must
have approval from everyone, not only those who are immediately served by the organization
(Hoggett, 2006; Moore, 1995). Second, public organizations often have multiple roles and
identities (Hoggett, 2006; Waeraas, 2008). Public organizations risk the losing credibility if
they do not represent the multiplicity of their roles (Waeraas, 2010). Given that organizations
are more effective when members have a shared identity (de Chernatony, 2001; Hinds &
Mortenson, 2005; Schein, 2010), having multiple roles could hinder public organizations’
ability to create this shared identity.

Purpose & Hypotheses

Internal communications are important for organizational success because they help
organizations operate more effectively and efficiently, help organizations avoid and deal with
difficulties, and are a central component of how leaders share expectations and organizational



culture (Bolman & Deal, 2008; Clifton et al., 2004; Schein, 2010). Internal communications,
though, can vary between organizations based on the structure of the organization and
organizational climate (Krackhardt & Stern, 1988; McPhee, 1985; Tourish & Robson, 2006).
With work showing the importance of communications for leadership development (Ricketts &
Rudd, 2002) and the ability improved communication skills to improve leadership skills (Boyle
& Kochinda, 2004), it is important to understand how perceptions of communication interact
with perceptions of the organization and morale within the organization. This study seeks to
help understand the implications of internal communications in the broader environment of
the organization.

The organization in this study was a state public organization with geographically distributed
units. The purpose of this study was to address employee perceptions of the internal
communications, awareness of issues within the organization, organization, and employee
morale. Based on the literature, four hypotheses were tested:

* Hi: A positive relationship exists between perceptions of internal
communications and perceptions of the organization.

* Hj: A positive relationship exists between perceptions of internal
communications and perceptions of morale.

* Hs: A positive relationship exists between perceptions of awareness of issues
within the organization and perceptions of the organization.

* Ha: A positive relationship exists between perceptions of awareness of issues
within the organization and perceptions of morale.

Methods

Survey methodology was used for this study. The target population for the study was all full-
time employees of the organization (N = 1175). The director of the organization sent the
employees an e-mail soliciting their participation in the study. A reminder e-mail was also sent.
The final sample size was 593 (50.4%), which does not include incomplete responses. Because
the e-mails soliciting participation were sent from the director of the organization, it was not
possible to ensure contacts completely adhered to the recommendations of Dillman, Smyth,
and Christian (2009) to send successive e-mail waves until the number of new responses was
no longer great enough to warrant further contacts.

To address the potential for non-response error, early respondents were compared to late
respondents (Lindner, Murphy, & Briers, 2001). Early respondents were operationally defined
as participants who completed the questionnaire before the reminder e-mail was sent, and late
respondents were participants who completed the questionnaire after the reminder e-mail
was sent. There was not a statistically significant difference between responses of early and
late respondents, indicating the results can be generalized beyond the sample to the entire
sampling frame, which included all full-time employees of the organization.

A researcher-developed questionnaire was used to address the purpose and hypotheses of this
study. The questionnaire addressed employee perceptions of the organization, employee



morale within the organization, the internal communications of the organization, and
awareness of issues within the organization. Five-point scales were used for all four sections.
The instrument was evaluated by researchers familiar with survey methodology and
individuals within the organization for face and content validity. Reliability was assessed post
hoc using Cronbach’s alpha. Reliability scores were as follows: employee perceptions of the
organization was .90, perceptions of morale was .83, perceptions of internal communications
was .68, and perceptions of awareness of issues within the organization was .77. A .80
reliability score is more ideal (Norcini, 1999), but .70 is considered acceptable (Kline, 1998).

Grand means were calculated for each construct. Point-biserial correlations were used to
analyze the relationships between constructs. These correlations were used to test the
hypotheses with statistical significance set at.05, a priori. Davis’s (1971) conventions were
used to describe the correlations (as cited in Miller, 1998): negligible was .01-.09, low was .10-
.29, moderate was .30-.49, substantial was .50-.69,.70-.99 was very high, and 1.0 was perfect.

Findings

The employees had favorable perceptions of the organization (Table 1). In particular, the
employees believed the organization was important (M = 4.56) and beneficial (M = 4.51).
Though still favorable, the employees’ evaluation of the organization was lower in regards to
the organization being ethical (M = 3.97), positive (M = 4.09), and good (M = 4.19). The
employees’ self-reported morale was relatively neutral (M = 2.89), but their perceptions of
overall morale in the organization were slightly low (M = 2.21; Table 2). The employees
perceived that internal communications were important for the organization (M = 4.78), but
they had neutral evaluations of the effectiveness (M = 3.30) and consistency (M = 3.33) of the
organization’s internal communications (Table 3). The employees believed they were aware of
issues within their own organizational units (M = 3.58) and that their supervisors were aware
of state-level organizational issues (M = 3.70), but they did not believe they were aware of
issues outside of their organizational units (M = 2.61) or that state-level employees were
aware of issues within the organizational units (M = 2.56; Table 4).

Table 1

Employee perceptions of the organization.

Scale
1 (%) 2 (%) 3 (%) 4 (%) 5 (%) M
Bad-Good® 3.0 4.7 12.7 30.0 49.7 4.19
Unethical-Ethical” 4.2 6.9 18.2 29.1 41.6 3.97

Unimportant-Important® 1.2 1.9 6.6 19.7 70.5 4.56



Not Beneficial-Beneficial® 1.1 2.5 8.1 20.9 67.5 4.51
Negative-Positive 3.1 5.6 16.7 28.6 46.0 4.09
Grand Mean 4.26
Note. Due to rounding, totals may be slightly above or below 100%.
*Scale ranged from 1 = Bad to 5 = Good.
°Scale ranged from 1 = Unethical to 5 = Ethical.
‘Scale ranged from 1 = Unimportant to 5 = Important.
Scale ranged from 1 = Not Beneficial to 5 = Beneficial.
‘Scale ranged from 1= Negative to 5 = Positive.
Table 2
Self-reported employee morale and perceptions of overall morale.
Scale
1 (%) 2 (%) 3 (%) 4 (%) 5 (%) M
Your morale 22.0 20.0 20.3 21.9 15.8 2.89
Overall morale 324 32.6 18.8 13.9 2.2 2.21
Grand Mean 2.55

Note. Morale coded as 1 = Low, 2 = Slightly Low, 3 = Neutral, 4 = Slightly High, 5 = High. Due to

rounding, totals may be slightly above or below 100%.

Table 3

Employee perceptions of the organization’s internal communications.

Scale
1 (%) 2 (%) 3 (%) 4 (%) 5 (%) M
Effectiveness® 13.1 17.9 12.2 39.1 17.7 3.30
Consistency” 11.1 18.6 15.7 35.5 19.1 3.33
Importance® 0.7 1.5 2.6 9.5 85.7 4.78



Grand Mean 3.80

Note. Due to rounding, totals may be slightly above or below 100%.

*Coded as 1 = Ineffective, 2 = Slightly Ineffective, 3 = Neither Ineffective nor Effective, 4 = Slightly
Effective, and 5 = Effective.

Coded as 1 = Inconsistent, 2 = Slightly Inconsistent, 3 = Neither Inconsistent nor Consistent, 4 =
Slightly Consistent, and 5 = Consistent.

‘Coded as 1 = Unimportant, 2 = Slightly Unimportant, 3 = Neither Unimportant nor Important, 4 =
Slightly Important, and 5 = Important.

Table 4

Employee perceptions of awareness of issues within the organization.

Scale

1(%)  2(%) 3(%) 4% 5(%)

How aware are you of organization issues in your 8.7 17.3 9.5 359 28.6 3.58
unit?

How aware are you of organization issues outside  27.1 22.7 18.9 25.2 6.1 2.61
your unit?

How aware do you believe your supervisor is of 8.5 13.7 12.5 30.1 35.2 3.70

state-level organization issues?

How aware do you believe state-level employees  29.4 26.0 13.1 21.6 9.9 2.56

are of unit issues?

Grand Mean 3.11

Note. Awareness coded as 1 = Unaware, 2 = Slightly Unaware, 3 = Neutral, 4 = Slightly Aware, and 5 =

Aware. Due to rounding, totals may be slightly above or below 100%.

Table 5 shows the correlations between the perceptions of internal communications and
perceptions of the organization and morale, and between perceptions of awareness of issues
within the organization and perceptions of the organization and morale. There were
substantial correlations between perceptions of internal communications and perceptions of
the organization (r =.55) and between perceptions of awareness of issues within the
organization and perceptions of morale (r =.51). There were moderate correlations between
perceptions of internal communications and perceptions of morale (r = .48) and perceptions of
awareness of issues within the organization and perceptions of the organization (r = .48). All of
the correlations were statistically significant, therefore all null hypotheses were rejected. This



indicates there are positive relationships between perceptions of internal communications and
perceptions of the organization and morale, and it indicates there are positive relationships
between perceptions of awareness within the organization and perceptions of the organization
and morale.

Table 5

The relationship between perceptions of internal communications and morale and overall
organizational perceptions.

Perceptions of the Organization Perceptions of Morale
Perceptions of Internal 55% 48%*
Communications
Perceptions of A48%* S

Awareness of Issues

Note. Correlations are based on the grand means calculated in Tables 1, 2, 3, and 4.
*
p<.05

Conclusions

The employees had positive perceptions of the organization, particularly for the organization
being important and beneficial. Despite these positive perceptions of the organization, the
participants had slightly below neutral levels of self-reported morale. Of particular interest
was the difference between the employees’ perceptions of their own morale and their
perceptions of overall morale. The employees perceived overall morale to be lower than it
actually was when looking at self-reported morale. This lack of positive morale could be
hurting the organization’s ability to be successful (Parker et al., 2003). In particular, the lack of
positive morale could spill over into employees’ interactions with members of the public,
harming the organization through poor interactions (Franzen & Moriarty, 2009; Schneider &
Bowen, 1985).

The employees believed internal communications were important, but they did not view the
current internal communications of the organization as effective or consistent. These poor
evaluations of internal communication could be detrimental to the organization because
perceptions of internal communication could be more important than objective evaluations of
internal communication (Taylor, 1984). Given internal communication’s importance to
organizational success, the lack of positive perceptions could be hurting the organization and
its effectiveness (Bolman & Deal, 2008; Clifton et al., 2004; Kraut et al., 1990; Schein, 2010).

Awareness of organizational issues also led to discrepancies. While the employees believed
they were aware of issues within their organizational units, they did not believe they were



aware of issues outside of their organizational unit. They also did not believe that state-level
employees were aware of unit-level issues, but they did believe that their supervisors were
aware of state-level issues. This lack of between-unit awareness of issues could be caused by a
lack of informal communications between units. If this is the case, it could harm the
organization, given the positive benefits between-unit informal communications have on
mitigating problems of shared identity and context for geographically distributed
organizations, as well as aiding during organizational crises (Hinds & Mortenson, 2005;
Krackhardt & Stern, 1988).

The results of the study also indicated there were positive relationships between perceptions
of internal communications and perceptions of the organization and morale, as well as positive
relationships between perceptions of awareness of issues and perceptions of the organization
and morale. These results are in line with past research linking internal communications to
overall organizational climate and leadership skills (Bass, 1990; Boyle & Kochinda, 2004;
Carriére & Bourque, 2009; Hinds & Mortenson, 2005; Ricketts & Rudd, 2002; Smith, 2008;
Thomas et al., 2009).

There are limitations to the study. The first is the correlational nature of the study. While the
correlations indicate there is a relationship between the constructs, the direction of the
relationships cannot be determined in this study. The second limitation is that this study
looked at employees of one state public organization. Because of this results may not be
applicable to other organizations.

Recommendations

Organization leaders should promote an environment for quality internal communications.
Internal communications are an important component of organizational success, and the
results of this study and prior research indicate that internal communications are linked to
organizational climate, which is also an important component of organizational success, and
leadership skills (Boyle & Kochinda, 2004; Bolman & Deal, 2008; Clifton et al., 2004; Kraut et
al,, 1990; Ricketts & Rudd, 2002; Schein, 2010; Smith, 2008).

As for specific actions organization leaders can take, Wood’s (1999) recommendations would
be a good starting point: ensuring two-way communication, use face-to-face communications
when feasible, address clarity of communications, “understand how your employees listen” (p.
148), and create a climate of trust so information can be shared freely. More broadly,
organization leaders should assess the organizational structure, organizational climate, and
informal communications in the organization. On a broader level, the example set by Boyle and
Kochinda (2004) of utilizing an intervention to improve the leadership skills of organizational
leaders could be advantageous for organizations to implement.

Organizational structure affects internal communications by impacting how employees
interact with each other, and organizational structure can have lasting effects due to the ability
of current communication means to be stored (McPhee, 1985). In particular, organizational



structure has the possibility to explicitly or implicitly limit the ability of employees to share
critical information with organizational leaders (McPhee, 1985; Tourish & Robson, 2006). For
public organizations, it is important to remember the results of Garnett et al. (2008) that
showed increasing internal communications could be positive or detrimental depending on
whether or not the organization focused on achievement or maintaining structure. Though
internal communications were considered important, they were not positively evaluated by
employees in the current study. Increasing internal communications may be a solution, but it
might not be if the organization is more focused on maintaining structure than it is on
achievement. Considering the importance of open communications for organizational success
(Bolman & Deal, 2008; Schein, 2010), organization leaders should promote a structure that
fosters task-relevant communications.

This study specifically addressed morale, but morale is a component of organizational climate
(Churchill et al., 1976). Organization leaders should be aware of organizational climate’s
effects on organizational success (Hinds & Mortenson, 2005; Parker et al., 2003). Organization
leaders should also be aware of the effects organizational climate and internal communications
have on each other (Carriére & Bourque, 2009; Gould-Williams, 2007; Hinds & Mortenson,
2005; Smith, 2008; Thomas et al., 2009). More specifically, organizational leaders should be
mindful that there could be a reciprocal relationship between internal communications and
organizational climate. While positive internal communications could aid organizational
climate (Gould-Williams, 2007; Thomas et al., 2009), a poor organizational climate can limit
open internal communications (Smith, 2008). For organizations that have employees who
interact directly with the public, organizational climate becomes especially important. If the
employees are not satisfied, employees’ dissatisfaction could spill over to interactions with the
public, adversely affecting the organization (Franzen & Moriarty, 2009; Schneider, 1985)

Informal communications is another area leaders should consider to aid organizations. For the
current organization, it is geographically distributed, which can hurt in developing shared
identity and context for employees (Hinds & Mortenson, 2005). Increasing informal
communications could mitigate the detrimental effects of being a geographically distributed
organization (Hinds & Mortenson, 2005). An issue indicated by this study was a lack of
awareness of issues between organizational units. If the success of the organization is
dependent on between-unit cooperation, organization leaders promoting the increase of
informal communications between units could advantageous (Krackhardt & Stern, 1988).

For researchers, the links between internal communications and organizational climate should
continue to be studied. While it is clear that internal communications and organizational
climate are related, that relationship is complex (Carriére & Borque, 2009; Gould-Williams,
2007; Hinds & Mortenson, 2005; Smith, 2008; Thomas et al., 2009). It is also clear that both
constructs are related to organizational success (Bolman & Deal, 2008; Clifton et al., 2004;
Kraut et al., 1990; Parker et al., 2003; Schein, 2010). Given the complexity of the relationship
between the two constructs and the importance of the constructs to organizational success,
research should continue to be conducted to unravel how the constructs can be improved
within organizations. With the ability of leaders to affect organizations through internal



communications, research should address how organizational leaders can foster both positive
internal communications and organizational climate (Bolman & Deal, 2008; Moore, 1995;
Schein, 2010).

A specific line of research that should be pursued relates to the positive outcomes in the Boyle
and Kochinda (2004) study. Research should be conducted in other leadership contexts to
better understand and improve internal communications of intact groups and organizations
considering the implications an intervention could have on organizational success and the
improvement of leaders’ skills.

Research should also continue in this area to address implications for leaders of public
organizations, given that public organizations can be considered more complex than private
organizations (Hoggett, 2006; Moore, 1995; Weeraas, 2008). The complication from the
multiplicity of roles could be hurting the ability of leaders of public organizations’ to foster
shared identities among employees (de Chernatony, 2001; Hinds & Mortenson, 2005; Schein,
2010). Another added complexity is that public organizations are often geographically
distributed, which can lead to more conflicts than organizations with members in the same
location (Hinds & Mortenson, 2005). It needs to be understood how these complexities affect
the ability of leaders of public organizations’ to foster positive internal communications and
organizational climates.
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Introduction

Speaking your mind in 140 characters or less is a talent that not everyone has. However, more than
100 million people do it every day on Twitter (Twitter, 2011). People tweet via their smart phones,
their laptops and their desktops. With so many options, people have the chance to update their
Twitter status at any time of the day or night.

The Twitter revolution has allowed for people all around the world to be instantly connected with
others. This instant connection speeds up the dissemination process of any information. It gives
businesses the opportunity to interact with consumers on a more personal level and gives consumers
a chance to voice their opinion with big businesses. Young adults are most likely to use Twitter, with
“one-third (33%) of internet users under the age of thirty [posting] or [reading] status updates
online” (Lenhart et. al, 2010, p. 21). However, many adults, professionals and business leaders also
use Twitter to get their messages out to their target audiences.

In a world so closely intertwined, leaders will emerge. A definition of leadership in general is hard to
come by. According to Northouse (2009), leadership has been defined as a trait, ability, skill,
behavior and relationship, but no one definition has been decided upon. However, leadership in the
world of social media is a bit different. Leadership in social media deals with all of the ideas
Northouse (2009) stated, but is more focused on the connection or relationship the leaders have with
their followers. The opportunity leaders have to be open and connect with their publics in a quick
way is very important to many people. According to Li (2010) a new generation of people “is
coming of age that believes ‘sharingness’ is next to — or more important than — godliness” (p. 23).
Even from a business point of view, people from both inside and outside companies are starting to
demand more clarity from the companies they support (Li, 2010). Leaders are starting to be held just
as accountable for their actions.

So the question becomes, what’s going on with leadership in social media? What are society’s
leaders posting about on Twitter? Is it strictly business or more personal information? Because social
media reaches millions of people every day, analyzing tweets of leaders in the era of instant
connection, we will be able to see how they are influencing people and what influences them.

Literature Review

Technology has greater influence on people today then it has in the past. Prensky (2004) says that
technology has become “an entire strategy for how to live, survive and thrive in the 21% Century” (p.
2). Today’s technology has greatly influenced the way people approach life, especially when
compared to previous generations (Wisniewski, 2010). For example, during the 2012 Super Bowl,
there were more than “10,000 tweets per second” (Lehner, 2012, pp. 1). Businesses that advertised



during the Super Bowl kept information very basic, with one commercial including only a hashtag at
the end in order to start a conversation via Twitter about the product. This access to information and
instantaneous connection is given to anyone on Twitter, all over the world.

Social media via the use of social networking sites has especially played an integral part of
leadership in the 21¥ Century (Prensky, 2004). Social media is usually defined as “media based on
user participation and user-generated content” (Pikalek, 2010, p. 151). Social media can take many
forms such has blogs, picture-sharing, and podcasts and uses a variety of social networking sites.
According to Boyd and Ellison (2007), social networking sites are defined as:
“web-based services that allow individuals to (1) construct a public or semi-public profile
within a bounded system, (2) articulate a list of other users with whom they share a
connection, and (3) view and traverse their list of connections and those made by others
within the system” (p. 211).

The newest and most used sites today are Facebook with more than 800 million users (Facebook,
2011) and Twitter with more than 100 million users (Twitter, 2011). Twitter and Facebook are social
networking sites used for “microblogging.” Microblogging refers to when people inform other
people they are connected to via a specific social networking site about daily life activity utilizing
brief text updates (Zhao & Rosson, n.d.; Kwak et. al, 2010). Users on Twitter “follow” other users or
are followed by others, allowing people to be connected and receive updates, or “tweets.” The tweets
can be read by any of a user’s followers and followers are able to respond or “retweet” the original
message to their followers (Kwak et. al, 2010; Java et. al, n.d.).

Because Twitter allows people to instantly update their followers about their thoughts or actions
throughout the day, information is quickly diffused. According to Kwak et. al (2010) a “retweeted
tweet is to reach an average of 1,000 users no matter what the number of followers is of the original
tweet” (p. 591). Because of the high dissemination rate, Twitter has been thought of by many as
electronic word of mouth (Jansen et. al, 2009). Since word of mouth is a powerful influencer tool
(Rogers, 2003), Twitter is therefore seen as a powerful electronic influencer tool.

Twitter has created a new connection between people in both the personal and work sectors.
According to Zhao & Rosson (n.d.), microblogging is extremely beneficial in the fact that it “may
offer ways to reduce users’ cost of sharing, and thus make it easier for other employees to [obtain]
useful and trustworthy information” (p. 250). More and more businesses are using Twitter as a way
to disseminate information. According to Dutta (2010) in order to stay competitive, the “best
businesses are creating comprehensive strategies in [social media] to support their goals” (p. 2).
With so many people on Twitter, users have the opportunity to inform the public about their personal
lives as well as business.

Social media should also be considered when it comes to teaching. Using social media as an outlet
for leadership education is something that should not go unnoticed. According to McLeod, Bathon
& Richardson (2011) “conversations, concepts, and learning opportunities that may never have
happened under traditional delivery formats are possible using new technologies” (p. 289). Students,



especially, are utilizing “all forms of technology at an increasing rate” (Guthrie, 2009, p. 130).
Because of this, more people should look at combining technology and leadership.

According to Ohlott (2004), behavioral changes are reinforced with real-world leadership
development opportunities. That is why, many colleges and universities today are focusing on
immersive learning (Backus, et. al, 2010). One growing concept of experiential learning is gaining
insight into leadership through the social media universe. Backus et. al (2010) claims that
“incorporating social media tools...into leadership development initiatives may be one means of
accelerating the learning process and facilitating the development of emerging leaders” (p. 146).
Since students are so diverse, having diverse options of social media sites available to them allows
for connection with relevant information and numerous opportunities for leadership to emerge
(Wandel, 2009). Giving students the opportunity to see what they are being taught in leadership
education classes materialize through leaders in various social mediums will further their learning
and make deeper connections of content material.

Dutta (2010) states that leaders take part in social media because it allows them to “engage with an
array of contacts — both internal and external — in order to strengthen and leverage relationships;
show commitment to a cause...and demonstrate a capacity for reflection instead of action” (p. 3).
Because leaders have this ability to instantaneously give information to various members of the
public, the need to understand what they are posting is great since this will allow researchers to
understand how people are being influenced by what these business leaders are tweeting. This will
also lead to a deeper understanding of leadership in the social media world which is important
because of the numerous amounts of people influenced by social media today.

Purpose

The purpose of this study was to discover what business leaders are tweeting about. In order to
accomplish this purpose, the researchers used a content analysis to develop an understanding of
the content of the tweets from the top four business leaders on Twitter.

Methods

The researchers desired to explore and understand the information being provided by business
leaders on Twitter in order to learn about leadership education and one face of its relationship with
social media. In order to develop this understanding, a qualitative study was undertaken.

Population

The population of this study is based on an MSNBC article. MSNCBC did a study on the top five
CEOs to follow on Twitter. Those individuals became the foundation for this study. According to
Chung, Kim, & Kim (2010), information from a site like MSNBC can be deemed credible by
analyzing three major factors: message, source and media credibility. Metzger et al. (2003) adds on
by stating the credibility of online newspapers should include trustworthiness, ability to be unbiased,
relevant information and completeness of the website. After reviewing the three areas of information



on the Global Post article described by Chung, Kim & Kim (2010), the researchers found that the
message was relevant, the source was reliable and the credibility of the medium was prevalent.
According to the article, “for those in the business field, there is an increasing number of high-
powered and highly-skilled CEOs...that are using Twitter to share insight, advice and links to things
they find important” (Deane, 2011, pp. 1). The five CEOs are Jack Welch (CEO of GE), Richard
Branson (CEO of Virgin Group), Bill Gates (former CEO of Microsoft), Eric Schmidt (CEO of
Google), and Pete Cashmore (CEO of Mashable). These five CEOs have a “combined following of
over six million people” (Deane, 2011, pp. 2).

Data Collection

Once the CEOs were identified, the researcher followed each of them on Twitter. By following
them, the researcher was able to download up to 3,200 tweets that the CEOs had tweeted. For the
purpose of accuracy, CEO of Mashable, Pete Cashmore, was subtracted from the equation.
Cashmore’s tweets are automated to coincide with stories that are published on mashable.com and
therefore would not be of use when analyzing “personal” tweets discussed above.

Data Analysis

In order to understand just what these CEOs are Tweeting a content analysis was performed. Content
analysis is “a method of gathering, analyzing, and categorizing the content associated with
psychological constructs without preconceptions” (Yu, Jannasch-Pennell & DiGangi, 2011, p. 733).
According to McMillian (2000), analyzing “Web-based content could add value to our
understanding of this evolving communication environment” (p. 81), the exact purpose of this
research undertaking.

The researcher used a constant comparative method of data analysis in order to categorize the data.
Creswell (1998) describes the process of content analysis as a three-step process. First, the
researcher performs an open coding of the content. Open coding is when the researcher forms “initial
categories of information about the phenomenon being studied by segmenting information”
(Creswell, 1998, p. 57). This deductive process takes a look at the larger content and breaks it down
into smaller categories. During this stage, the researchers looked at all of the tweets from that had
been collected from the business leaders and started to breakdown each tweet.

Following the open coding, the researcher moves to step two, axial coding. According to Creswell
(1998) axial coding is when “the researcher assembles the data in new ways after open coding” (p.
57). This means that the categories formed in the first analysis are combined, changed and
rearranged into broader categories. While doing the initial axial coding, the researchers found 40
different themes, concepts or ideas throughout the analysis. Examples of this type of coding include
tweets about philanthropy, computer technology, activities that the CEOs participated in, leadership
statements, talks of government and communication to other people on Twitter.

Finally, selective coding occurs after all categories are finalized. Selective coding is when
researchers find a “story line” in their analysis of the content and “write a story that integrates the



categories in the axial coding model” (Creswell, 1998, p. 57). For selective coding, the researchers
took the themes that had emerged during axial coding and combined them down into over arching
themes. For example, during axial coding, the researchers found tweets about computer technology,
phone technology, television technology, and technology references. In selective coding, these
categories were combined under the roof of “technology” while the researchers reanalyzed the
tweets. The researchers compacted 40 different themes into seven overarching themes by the end.
After all of the themes were established and reported, the researchers compared all four accounts in
order to look for similarities, differences and other information.

Trustworthiness

Since the main research instrument used in this qualitative study was human, establishing credibility
was deemed important. The researchers used peer debriefing in order to maintain credibility in this
study. The peer debriefing occurred three times throughout the data collection process and analysis.
A leadership professional played a key role in the peer debriefing process. The leadership
professional guided the researchers along the process by reviewing themes and suggesting revisions
to the researchers. In order to establish dependability and confirmability, the researchers used
journaling and an audit trail. Merriam (2009) reminds us that transferability can be established
through a purposive sample, which is what the researchers did.

Findings

The objective of this research was to build an understanding of the content of the tweets being
disseminated around the world by top CEOs and business leaders for purposes of gaining a baseline
understanding of content and tone. Findings will be presented, where applicable, using the direct
words of the CEO’s tweets. Since twitter is within the public domain, the codes used by the
researchers to identify from whom remarks came, are not intended to protect identity, and are purely
for organizational stability.

Throughout this content analysis, overarching themes in seven different areas appeared. These areas
included tweets related to:

* Personal Matters

* Philanthropy

* Technology/Science

¢ Leadership/Business

* Public Commentary

* Public Persona

* #Hashtags

Personal Tweets

Personal tweets consisted of anything specifically related to the CEO doing the tweeting. Many of
the tweets included information about friends, family or holidays. This category also included any
retweets to another follower or specific tweets designed for a follower. Some of the CEOs also found



it necessary to prove that they were the ones doing the tweeting. Other personal tweets included
information about favorite sports teams or upcoming events they were excited about.
“Can’t wait to watch the Superbowl tomorrow. Be sure to watch the ads in the 3" quarter
(someone said ‘Hell has indeed frozen over’)” (ES, p3, t31).

“(@haydenascott Yes I do my tweets personally. Don’t see much point otherwise” (RB, p10,
t113).

“Happy Birthday to my dad! 86 & going full bore, you are an invaluable partner in our work
at the @gatesfoundation. Thanks Dad for everything” (BG, pl, t5).

“Conflicted today...Patriots my team but I love #Tebow story and @Suzywelch is hooked
on him” (JW, p3, t30).

“@howardalford happy new year to you” (JW, pl, t7).
It was also found that when large events took place in the world, some of the CEOs would have
similar tweets. For example, when Apple’s CEO Steve Jobs passed away, both Bill Gates and Jack

Welch tweeted about it:

“Melinda and I extend our sincere condolences to Steve Jobs’ family & friends. The world
rarely sees someone who made such a profound impact” (BG, p3, t32).

“Look forward to reading Steve Jobs book this week. It will be HUGE” (JW, p11, t116).

Philanthropy

Three of the four CEOs tweeted about philanthropy at some point. These tweets included updates on
philanthropic events they were attending, foundations they had started and charities they support.

“Today is world Malaria day, some thoughts on what you can do: http://bit.ly/hFiUGS. Back
from great trip to Brazil, writing more soon...” (BG, p6, t66).

“Great momentum building for #morethanagoal — thank you #fcbarcelona for your help in
stamping out #polio” (BG, p5, t46).

“I support the Let Us In Campaign’s work fighting cancer & commemorating Linda
McCartney’s legacy http://t.co/fJ1aqpcQ” (RB, p10, t106).

“Send doctors out into the world — not bombs. http://t.co/r5ZdDghs” (RB, p1, t10).
“@michaelmyatmi sorry mike. I have my Salem charities. Good luck” (JW, p8, t80).

Technology/Science




All of the CEOs discussed some aspect of technology or science. This theme encompassed concepts
like upcoming technology, breakthroughs in science and the utilization of technology for business.

“Egypt: people plus technology--what an amazing force for good.” (ES, p1, t5).

“About to do live video chat my ‘Becoming A Leaders’ students. Love how technology’s
changing biz education. http://t.co/KNnpZxN” (JW, p14, t144).

“All the batteries on Earth store just 10 mins of world electricity needs. This new battery
may be key. #RenewableEnergy http://t.co/q8Dqpkmg” (BG, p1, t8).

“A short post on some very interesting work utilizing cell phones to improve health care
where resources are limited — http://bit.ly/cgV3he” (BG, p10, t111).

“Digital rights and digital wrongs http://t.co/5dBvfWOK @theelders @itspetergabriel” (RB,
pl4, t153).

Leadership/Business

Tweets in this category included updating followers about business events, new ideas and work
partnerships.

“Thanks Beijing for a great visit. Lots of exciting opportunities for partnership w/ China’s
scientific experts on development & #globalhealth” (BG, pl1, t3).

“Back from great Australia vacation. Working on my annual letter and looking forward to
the new year filled with opportunity” (BG, p1, t2).

“I predict big things happening today at Google. We’re already fast... fast is about to get
faster” (ES, p2, t15).

“Launching @cwarroom low-carbon jet fuels initiative. Airline industry can go from
polluting industry to 1 of cleanest http://t.co/79UAVtOh” (RB, p7, t81).

“Why BA bmi deal is bad for business, consumers & Britain http://t.co/tPzCeDGf cc:
@virginatlantic” (RB, p3, t27).

Public Commentary

Public commentary is important from any person that the public perceives is a leaders. In this case,
public commentary includes opinions of these CEOs on government doings, economic situations and
other world issues.



“Republican candidates must avoid Trump moderated debate or be relegated to ‘reality
show’ status.” (JW, p6, t58).

“Why we are so bad at managing risk; the gulf disaster and how to design complex, risky
systems http://bit.ly/b9pFiK” (ES, p2, t20).

“Jared and my article in Foreign Affairs; think coalitions of the connected and what govts
will have to/want to do http://goo.gl/6ByW” (ES, pl, t12).

“Should we create a ‘Lemon’ award next year for the country that does the least towards
tackling #climatechange? http://t.co/cPwcDw4B” (RB, p 4, t44).

“How can economic leaders help the world’s poorest people? These 5 books helped me
develop my point of view. http://t.co/USTXFOP1” (BG, pl, t10).

Public Persona

The public persona of a person is how others view him/her. In this study, the public persona of a
person on Twitter includes when he/she discusses events they attend, activities they participate in or
discussion of places they’ve been.

“Preparing to appear on BBC One with Melinda to discuss the effectiveness of foreign
aid...” (BG, p11, t119).

“I’ll be interviewing Tina Fey from @google HQ on Wednesday. Submit your questions
now at www.youtube.com/atgoogletalks - thank you!!” (ES, p1, t2).

“Call me on @NPR and tell me how you Screw Business as Usual. #sbau” (RB, p9, t94).

“Spoke at World Business Forum today..the audience is smart..questions thoughtful..the best
forum of the year..every year!” (JW, p12, t125).

“On Meet the Press. Mark Halperin head and shoulders above rest of panelists..real insights”
(JW, p1, 19).

#Hashtags

A “hashtag” is a form of Twitter etiquette. Hashtags, words that have the number sign placed
directly in front of them, are trends that can be seen on Twitter. Usually, they are “topical in nature
and serve to collocate tweets related to a particular subject” (Efron, 2011, p. 998). For example,
whenever Richard Branson was discussing his campaign “Screw Business as Usual,” he would
hashtag #sbau.



In one tweet, Branson says “Please RT Screw Business as Usual! Go to dowhaterverittakes.org and
help us end youth homelessness. #sbau” (RB, p9, 96). His use of the hashtag #sbau gives followers
the chance to see who else has the idea to “screw business as usual” by clicking on Branson’s tag.

Other leaders utilize hashtags as well. Some hashtags reflect business related events, such as the
#sbau hashtag used by Branson. Others reflect personal feelings or general information, once again,
leading to a quick connection with other people on Twitter.

“Innovation is one of the most powerful forces in the world. It can make the impossible
possible. #endmalaria http://t.co/Th4adyY7” (BG, p3, t29).

“’If #Tebow does it this4Q........ 7 (JW, p3, t29).

“#subsaturday to these @youtube channels: http://bit.ly/jimmybuffetchannel
http://bit.ly/pulitzercenter http://bit.ly/xprizechannel” (ES, p3, t32).

Richard Branson and Bill Gates were the two biggest users of hashtags. Because of their use of
hashtags, Branson and Gates both had the opportunity to discover what conversations on Twitter
were taking place with the information they were giving out. For example, if searched, the hashtag
“#renewableenergy” would provide thousands of tweets regarding the topic of renewable energy,
including Bill Gate’s tweets about the subject. This conversation-like format can be used to get
information disseminated quickly and provide fast feedback. Hashtags can therefore be used as a
point of reference for those looking to discuss a certain topic.

Hashtags can also be used to create hype before an event, to update about happenings at an event
and/or to inform others about the event when it is over. Although not all hashtags are used this way,
many of these CEOs used them for these reasons. An example of this would be when Richard
Branson discusses his excitement for Rock the Kasbah. He creates hype before the event with his
tweet: “@maryjblige @ofarevolution @pussycatdolls excited to see you rock in person & livestream
Wed 10pmET http://t.co/XYFRE1tG #rockthekasbah” (RB, p13, t139). While at the event, Branson
continues to tweet and update his followers: “Speaking with @iamwill about his incredible work
with young people in the US. Appreciate his passion for science+education. #rockthekasbah” (RB,
pl2, t128). After the event, he does a follow up tweet: “Just back from LA. Thanks to everyone who
made #rockthekasba possible. @Virgin Rocks — literally! http://t.co/JU0X4BKp @yvirginunite” (RB,
pll, t122).

Jack Welch also used hashtags for similar reasons. He created hype when his wife, Suzy Welch, had
a discussion about leadership during a Twitter session: “Excited to hear @suzywelch talk about
leadership on Twitter today. Live interview from 12-1 pm. Search #cfaleader starting at noon.” (JW,
pl0, t104). By searching the hashtag #cfaleader, Twitter users would be able to join the conversation
and interact with Suzy Welch instantly.



Bill Gates also had a similar example when he discussed a trip to a university in California to discuss
how to change the world. In order to create excitement about the event, he tweeted “Here at UCB —
http://twitpic.com/1guuk6 - #bgct” (BG, p16, t198). He then tweets “We are live RT @aplusk: RT
@TechCrunch Bill Gates Talks About How to Change The World http://tcrn.ch/aXhQtZ #BGCT”
(BG, pl6, t197). He follows up the event with: “Just met some amazing teachers & students at
Foothill College using technology for math. Looking forward to talking with students in Chicago
next. #bgct” (BG, p16, t195).

Conclusions

Much knowledge can be gained by analyzing how leaders are using social media to interact with
their publics. The fact that four of the top business CEOs named by MSNBC are so accessible to
their constituencies certainly gives insight as to who they are as people, more specifically as leaders.
Leadership in the world of social media relies heavily on what is being said and how. By taking a
look at the tweets posted by four high ranking business CEOs, researchers are given insight into
social media leadership, although a clear definition has yet to be determined. We hope that positive
leaders lead to positive social networking interactions. These interactions then, hopefully, turn into
positive actions by followers, which is a very powerful concept.

All of the themes found throughout these business CEOs tweets conclude that they are posting more
than just business related news on their Twitter accounts. Moreover, the fact that these leaders are
not posting just about leadership shows that they are offering a deeper connection with their
audience. They allow the audience to take a closer look at their private lives and give them a chance
to understand more about who they are as people. These leaders are doing more than just talking
about leadership; they are leading by example and reflecting their actions in their Tweets. Some
tweets are very specific such as when Richard Branson reminds followers the importance of raising
HIV awareness: “Each minute a baby is born with HIV. Rally for an HIV free generation
@UNAIDS and #BeAnActivist at http://t.co/u99vUThn” (RB, p9, t93). Other tweets reflect
leadership through tweeting about events such as when Jack Welsh tweets about his experience in
Hong Kong: “Went to beautiful mem serv for 9/11 victims today in Hong Kong at St John’s
Cathedral...Global sympathetic outpouring impressive” (JW, p13, t137).

The fact that these leaders take time to Tweet about things like polio eradication (BG), ending youth
homeless (RB), and the World War II Foundation (JW) show how these CEOS are using their
leadership positions to make the world a better place. This closely relates to a challenge of
leadership Posner (2002) discusses. According to Posner (2002), one way to become a better leader
is to challenge yourself to “model the way” (p. 41). By modeling the way, a person leads by action.
They decide on their moral values and their actions reflect those values. When others see what the
leader is doing, they mimic the action, therefore causing a greater movement to be done.

It can also be concluded that since these tweets are from the actual leaders and not an automated
system or some member of the business, their tweets reflect the personalities of the leaders. Since the
tweets are done personally, it gives followers a closer connection and better understanding of the
leader. The tweets that these leaders provide are mostly opinion. It seems that they are not tweeting



in order to gain popularity, but rather, to inform their followers of their opinions. If these leaders
only wanted to increase their consumer base, they could post stuff about business and only positive
news, but the fact that these business CEOs are posting thoughts about philanthropy, science,
government and much more shows that they, hopefully, want to be open and honest with their
constituents.

Because of the opinions given, these business leaders have not only the opportunity to become better
industry leaders, but to also become stronger opinion leaders in the world. According to Roch (2005)
opinion leaders play a key role in the flow of information because of existing social capital...they
have relationships that allow them to form bridges between groups that would otherwise have no
contact” (p. 113). Twitter is one of the newest forms of technology that is allowing these leaders to
“bridge the gaps” between groups. One does not have to be affluent in order to follow these
successful business leaders, thereby giving information to all classes of people.

Recommendations and Implications

It is recommended that further studies of leaders’ Twitters be analyzed in order to learn what other
leaders are tweeting about. Further research might include analyzing when and where tweets took
place for these business leaders. Were most tweets done via their mobile phone or home computer?
This could be interesting to research in order to see if leaders are active in their tweets or tweet only
when time allows. Taking the social media research a bit further, a study of other kinds of positional
leaders, such as government officials, could lead to greater understanding of what they are tweeting,
why leaders Tweet, and if that influences their connection to followers.

It is also recommended that student leaders utilize the power of Twitter and other social mediums to
increase their information dissemination. Leadership educators could also utilize Twitter to increase
interaction and understanding between students. Twitter can also be used to promote the growth of
leadership through updates on things such as philanthropy, public commentary or public persona.

A final recommendation of this study is that educators utilize social media to reach students. With
students starting to use social media almost constantly in their lives, it is important to capitalize on
the use of social media in the leadership education realm. According to Guthrie (2012), virtual
learning should be used to reach students since technology plays such a vital role in their lives.
Educators will be able to reach youth by “situating learning in both physical and virtual spaces
where students already are spending time” (Guthrie, 2012, p. 96). By analyzing how leaders are
using their Twitter accounts, students will be able to enhance their knowledge of leadership and what
it means to be a leader.

One implication of this study is that, although these leaders’ posts are mostly positive, if they were
to start endorsing negative acts via their Twitter account, there could be a negative affect on
followers. The power of Twitter’s instant connection works for both good and bad. Leaders have the
chance to improve the world by tweeting encouraging words or discussing positive activities they are
taking part in, but the polar opposite could happen as well. One negative tweet from a leader could



have devastating effects on the person, organization or action they are tweeting about. Precautions
must be taken when people of such power have access to so many constituents.

On the reverse side, since these business leadership CEOs are so influential and have such a high
amount of followers, the chance for them to improve the world is great. By continuing to encourage
actions such as helping homeless youth (RB), the message can get disseminated much quicker on
Twitter than by word of mouth. These business leaders have the opportunity to create a better place
to work and live if they use Twitter to their advantage; campaigns could spread across the world in
an instant; donations could be processed within seconds of crises. Many positive outcomes could
come from the use of Twitter and business officials.

Another factor to consider is the audience. The thing that makes these CEOs so successful as social
media leaders is the amount of followers they have. If, one day, people wake up and realize that
these CEOs aren’t tweeting what they want to hear, the CEOs could lose all power in the social
media realm. In order to keep their title as a leader on Twitter, they must consistently provide
information that the public deems as appropriate. Since people decide who they follow and who they
don’t, every tweet that a person posts influences another person’s decision to follow/unfollow that
person. If a business CEO posts too many thoughts about business when their followers really want
to hear about their personal lives, the followers may look elsewhere for information. If their
followers look elsewhere for information, the CEOs’ words become less powerful, thusly causing
them to become less of a leader. Overall, they could lose their leadership (either formal or opinion-
based) over their followers. According to Rogers (2003), perception influences if people accept or
reject information. Because perception is what people deem to be true, it is key that these CEOs’
followers perceive them as worthy leaders.
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Introduction

Honor codes provide leadership instructors with a real-world artifact for teaching about ethics in the
workplace. Most professions have codes of conduct and most universities have honor codes to guide their
students and faculty in ethical behavior. The purpose of honor codes is to provide students and faculty
with guidelines to acceptable behavior in the academic environment. But despite the efforts of academic
institutions, academic dishonesty continues to be a concern in academia. Whitley (1998) conducted a
meta-analysis of studies on academic dishonesty and found more than 70% of college students engage in
acts of academic dishonesty. In a more recent study, Rettinger, Jordan, and Peschiera (2004) noted that
83% of the students self-reported cheating at least once while in college. While this statistic may be
surprising for some, it does show the prevalence of academic dishonesty. Harding, Carpenter, Finelli and
Passow (2004) found academic dishonesty in high school was a good predictor of the same behavior in
college among engineering students, and the dishonesty did not stop there. Those same students were also
more likely to violate workplace policies and make other unethical decisions as professionals. Because of
this, it is imperative for universities to make a positive impact on academic honesty during the process of
college student development.

Previous research indicates many different factors influence academic dishonesty (Turner &
Beemsterboer, 2003; Yahr, Bryan, & Schimmel, 2009). Among these factors, the existence of honor
codes or codes of conduct at an institution, appears to correlate with a lower incidence of student reported
cheating (Arnold, Martin, Jinks, & Bigby, 2007; McCabe & Trevina, 2011). Another factor influencing
academic honesty is the social norms of the classroom (Jordan, 2001; Whitley, 1998). If students feel
their peers are cheating, they are more likely to engage in cheating as well. It is possible that the existence
of an honor code creates a social norm and value that discourages academic dishonesty (Konheim-
Kalkstein, Stellmack, & Shilkey, 2008).

Honor codes take many forms, from simple statements to extensive documents. At some institutions,
students are asked to follow these statements but are not required to sign the agreement. At other
institutions, students are required to sign the university code of conduct, thus establishing a contract of
behavior. The impact of honor codes are influenced by how well they are communicated and integrated
into the university culture, as well as the consistency with which they are enforced (McCabe & Trevina,
2011; Molnar & Kletke, 2010).

Conceptual Framework

Ethics and organizational culture are perpetually linked. Organizational culture includes “sets of
structures, routines, rules, and norms that guide and constrain behavior” (Schein, 2004, p. 1).
Organizational culture influences the way organizations view ethics and morality and codes of ethics
influence the typology of the organization. The first step of understanding organizational culture is to
discover the cultural typology, which governs these organizational nuances. When one can diagnose
cultural typologies, it gives vast insight into the everyday workings of that organization. By looking at
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artifacts such as honor codes and the espoused beliefs and values, leadership educators can demonstrate
the connection between organizational culture and ethical behavior.

Given the variety and complexity of most university’s honor codes as well as the different organizational
cultures in which they reside, it is difficult to know all elements of a sound honor code. Before the recent
upsurge in honor code creation, Turner and Beemsterboer (2003) outlined nine elements of an effective
and constitutionally valid honor code. Turner and Beemsterboer were highlighted in the Chronicle of
Higher Education as pioneers in honor code assessment. Their elements include:

a statement of values endorsed and upheld by the code,

a list of enumerated violations,

a list of sanctions for violation of a code premise,

a description of the governing judiciary group responsible for upholding the code,
a description of the process to be followed should a violation be reported,

a statement of confidentiality of the process and outcomes,

a provision for recording proceedings,

a provision for a written decision within a specific time period,

a provision for appeal if the outcome is adverse to the accused (p. 1125)

AP IR AR ol

These nine elements for an effective honor code will be the deductive lens for which the researchers will
analyze honor codes for the 1862 land-grant universities.

Purpose of the Study

While general studies of academic dishonesty have been conducted, no research has compared 1862
Land-Grant Universities with elements of accepted best practices in honor code development. This study
seeks to fill that void. The first step of understanding the impact of honor codes on creating and
maintaining an ethical organizational climate is to examine the artifacts of the culture (Schein, 2004). For
a university, there is no better ethical artifact than the honor code. The purpose of this study is to compare
and contrast honor codes or codes of conduct among all 1862 land-grant institutions in the United States
and to assess their effectiveness within the parameters given by Turner and Beemsterboer (2003).

Methodology

For this qualitative exploratory study, the central research methodology was narrative document analysis.
By using public webpages dedicated to the university’s honor code as the primary source of information,
the researchers were able to access the honor artifact as the student or any consumer of public records
would. Thus, adding a layer of organizational authenticity.

Merriam (2009) notes document collection via the internet has improved qualitative studies. By gaining
access to information otherwise hard to obtain by traditional methods of data collection, studies have
become deeper and richer. This study is no exception. With the increase of public information acts,
institutes of higher education have been forced to become more transparent with student codes.

1862 land-grant institutions were chosen as the population given their similar tripartite missions.
Institutions with similar missions are more likely to have similar organizational cultures (Schein, 2004).
A list of 1862 land-grant universities was downloaded from the Association of Public and Land-Grant
Universities’ website (APLU, 2011). Due to the organizational structure of non-continental United States
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universities, they were excluded from the data collection. The university web-sites for the remaining 50
institutions were searched for honor codes or honor statements via the internal web-site browser. Of the
50 universities, 45 yielded public data, which contained honor codes. Five of the universities’ honor
codes and systems were available only to students via password-protected sites.

The information from each university was downloaded and printed. Open coding was first utilized to take
the hundreds of pages found to a workable amount. Using the framework of Turner and Beemsterboer
(2003), the researchers unitized data from each university based on the nine identified elements. Content
analysis produced unitized chunks, which were then deductively coded into their corresponding thematic
categories. The multi-step procedure of thematic coding, as developed by Strauss (1987) was conducted.
Convergent as well as divergent patterns emerged from the data. To ensure credibility of results, an expert
audit review produced a positive conformability judgment (Patton, 2002).

Findings and Conclusions

Holistically, the United States’ land-grant institutions have not provided the necessary inclusions,
outlined by Turner and Beemsterboer (2003), which would denote an honor code as being effective and
constitutionally valid. And if they have, the data would be uncovered only if one was willing to follow a
winding path to uncover all of the intricacies. Though, as in most situations of broad comparison, a small
portion of the sample has exceeded the norms of the majority. All nine of the elements produced
interesting results, most of which followed no sort of pattern. While some of Turner and Beemsterboer’s
components were found in nearly all of the honor codes, others remained a rarity.

Statement of Values

Nearly 90% of the honor codes evaluated in the research contained a specific statement of the values that
they upheld and endorsed. These ideals were meant to reflect the school’s mission and vision. They ought
to encompass an attitude towards morals, ethics, and the importance of character. They should also
mention a dedication to, not only teaching, but also research and extension. It is easy to understand why
this was such a popular feature. It is the simplest to write and least legalistic in its nature. Even more
interesting was the fact that there was not much variation among these statements. Most were summarized
in one sentence and nearly all included words such as “integrity,” “honesty,” and “ethical.” The
University of Arkansas eloquently articulated these values in the preamble of their Academic Integrity
Statement:

As a community of scholars, we uphold academic integrity and our Honor Statement as
foundational to appropriate conduct within the university setting. The fundamental trust that work
presented as one’s own truly represents one’s own intellect and effort underlies our mission as an
educational, research and service institution; moreover, this trust is central to our peers’
recognition of the value of a University of Arkansas degree. Thus, this document represents a
deeply- and commonly-held set of values. (University of Arkansas, 2011, para. 1)

It can be concluded that 1862 land-grant universities do a good job of not only identifying values, but also
communicating their values. Because of the tripartite mission, land-grants often have to discuss their
mission with constituents (Herren & Edwards, 2002). It is also worth noting several universities
intertwined the meanings of ethics and morals. These two words, while similar, have very different
meanings (Pojman & Fiser, 2009). According to Merriam Webster, “ethics” should be considered “a
guiding philosophy” (“Ethics,” Merriam-Webster Dictionary) and “morals” are the practices that
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accompany the philosophy (“Morals,” Merriam-Webster Dictionary). It would add clarification to honors
codes to not only delineate these, but describe violations and sanctions in accordance.

Enumerated Violations

Enumerated violations encompass those behaviors and actions that are prohibited. Turner and
Beemsterboer (2003) noted a disclaimer should be included in this section. The provision should point out
that the behaviors chronicled in this section will fall under a broad classification, and the enumerated list
might not be extensive enough to afford every possible infringement. This was another component that
was covered in majority of the honor codes. Just over 80% of the institutions provided a list of
unacceptable conduct. As a general rule, the schools that included this element listed behaviors that could
be considered consistent with common views of violations. Cheating, plagiarism, and falsification were
terms collectively found within the sample. Some even went so far as to provide a detailed definition of
what actions would qualify a behavior as a violation. This was a noteworthy finding, because most would
assume that the definitions would be nearly identical across the board. But, there was actually a
significant amount of discrepancy from one document to the next. For example, Purdue offers a harsh
definition of plagiarism by calling it, “a special kind of academic dishonesty in which one person steals
another person’s ideas or words...” (Purdue, 2009, para. 4). On the other hand, lowa State University
provides a much milder explanation by categorizing plagiarism as “misrepresentation of another’s work
as one’s own” (lowa State, 2011, para. 4). There is a sizable amount of room left open for interpretation
between the ideas of stealing something versus merely misrepresenting it. Instances also existed where
one institution would provide a violation that others had overlooked. Texas A&M University sets this
precedent (Texas A&M University, 2011) by its consideration of complicity as a punishable behavior. An
individual can be found guilty of academic dishonesty just by making it possible for another to commit
misconduct. Complicity differs from most of the other acts in that it is a third party violation.

The variation of language between and among universities led the researchers to question the meanings of
each violation. While some universities were clear on the meanings and variations of a violation, others
left a lot to speculation. It can be concluded, for students to construct a deeper understanding of
violations, less ambiguity in violation statements is necessary and will lead to a stronger ethical climate.

Sanctions for Violations

In most cases, when an honor code provided a list of enumerated violations, it was followed at some point
by the sanctions that could possibly be administered if a student or faculty member was found guilty of
the charges. Nearly 70% of the sample provided a description or listing of possible sanctions. Just under
half of that group included this element immediately following their listing of violations. The other,
roughly 40%, incorporated sanctions into other sections of their honor code. Often times, it was found in
the portion of the code detailing the procedures that would be followed if a violation were to occur.
Popular forms of punishment included a failing assignment or course grade, required public service, or
expulsion from the university. Many of the institutions used in the research also gave themselves the
option of offering an XF sanction. Mississippi State University is one these schools. Its honor code states
that this particular penalty is “intended to identify a student that has failed to uphold the values of
academic integrity” (Mississippi State University, 2011, para. 15). A guilty student will carry the XF
indication on their transcript as a sign that their failure in a particular course was due to academic
dishonesty.
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While sanctions were found in almost all codes, they were often in anomalous places. Students and
faculty members might have difficulty finding the sanctions. This could be an issue not only for students,
but also professors who are in the process of either assigning sanctions or going through the judiciary
process.

Governing Judiciary Group

When accusations as serious as academic dishonesty are being made, it is imperative for a university to
have a group of individuals charged with managing the proceedings. Turner and Beemsterboer (2003)
articulated the necessity for including, not only a detailed description of this governing judiciary body,
but also information pertaining to membership qualifications and the process involved with committee
selection. One-half of the honor codes that were examined included a segment dedicated to referencing or
detailing the duties and composition of the group charged with overseeing the proceedings. For the most
part, the descriptions had common threads of characteristics than ran through them. Findings showed that
they were typically comprised of students, faculty, and non-faculty members. The Ohio State University
boasted the largest panel with thirty-six members (Ohio State University, 2007, para. 37). A majority vote
seemed to be the most common way to determine if an infraction had occurred. While there were
noticeable norms, some of the universities failed to meet them. For example, the University of Delaware’s
Code of Conduct designates a verdict is to be decided on by the faculty member responsible for the
accusation and a representative from the Office of Student Conduct (University of Delaware, 2011, para.
2). But, it fails to describe how the representative is chosen and what qualifications he/she was required to
meet.

It can be concluded there is not a consistent view of judiciary groups shared by 1862 land-grant
universities. The variation includes not only make-up but in group processes. While the majority were
made of faculty, staff, and students, the combination and number represented varied greatly. There was
also a consistent lack of transparency among the university honor codes. It was not clear how one would
become part of the governing judiciary group. Qualifications needed and training required were assumed
but not specified for the majority of the honor codes.

Process Description

Due to the legality that is a fundamental part of dealing with academic dishonesty, it is essential for an
honor code to list the process that should be followed when a report is made. The documents should be
written with the Fifth and Fourteenth Amendments to the United States Constitution in mind (Turner &
Beemsterboer, 2003). The safeguards guaranteed by these amendments play a significant role in
guaranteeing an individual’s right to due process of the law. Some would question how the right to due
process of law is applicable in a university setting. It comes from the understanding that once a student is
admitted into a class, they are considered to have property interest in their education (Turner &
Beemsterboer, 2003). Of the seventy percent of the schools that provided a process description, there was
much variation. While some dedicated several pages to intricately detailing every aspect of the procedure,
others would reference the judiciary process described in the general Code of Conduct. Still others, such
as the University of California, Berkeley, provided a flowchart as a visual representation of the steps to be
followed (University of California, 2004).

Making the process as simple as possible while maintaining the integrity of the system is important to the
honor code system. It can be concluded the variation has more to do with the organizational composition
of the honor code office (if there is one) than the values associated with the university.
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Confidentiality

Even if an individual’s actions are not considered respectable or ethical, they still possess a right to
privacy. An effective honor code should include a provision stating details on the confidentiality of the
entire process and resulting outcomes. Of all the elements researched, this was the rarest. Findings
showed a mere 18% of the sample even mentioned the accused individual’s right to privacy. This means
over 80% of these land grant institutions are in direct violation with the terms established by the Federal
Family Education Rights and Privacy Act (FERPA) of 1974. FERPA dictates that situations of this
manner should be kept strictly confidential.

While FERPA is a concern all universities must address, the right of fair proceedings is sometimes
sacrificed. All 1862 Universities should review this section of their honor codes to include privacy and
confidentiality issues.

Recording of Proceedings

The consequences that might possibly result from a guilty verdict on a charge of academic misconduct
could dramatically alter an individual’s life. Because of this, it is particularly important that there be no
mistakes made or inconsistencies discovered in the records kept throughout the process. Over 60% of the
schools sampled made note of some type of documentation to be kept. A few even went so far as to
include provisions for audio and video recordings of the hearings. Research showed that this particular
element, while seemingly simple, could actually be a complex and in-depth process. An institution must
establish rules determining the length of time to save the documents and the availability of the records to
the accused person and university officials. An individual should also be named to be responsible for the
safekeeping of the records. The University of Vermont’s Code of Academic Integrity exemplified these
qualifications by adequately addressing each topic (University of Vermont, 2011).

It can be concluded recording judicial processes is imperative in the transparency and fairness need to
protect both the accuser and the accused. Audio as well as video recordings are now easier to conduct and
save.

Time Period for Written Decision

Turner and Beemsterboer (2003) expressed the responsibility of university officials to provide
notification to the accused individual within a certain time period. This is necessary in order to prevent
delays caused by a slow litigation process or bureaucratic holdups. Only 30% of the land-grant
institutions included in the research acknowledged this element. A significant amount of variation existed
between the given time periods. There was not a recognizable pattern in regards to their length, or what
decision is being provided. Some included a provision for notifying the accused individual of whether or
not a hearing would be necessary, while some gave notice of a verdict. Still, others wrote this section
pertaining to notice of what sanction had been chosen. Although it was a given characteristic this
notification was to be delivered in writing, some honor codes went so far as to say it must be sent through
certified mail with verification of receipt. The University of Georgia’s Academic Honesty Policy was an
example of this. It reads, “The decision of the Academic Honesty panel shall be mailed by the Office of
the Vice President for Instruction to the student by certified U.S. mail and to the instructor(s)...”
(University of Georgia, 2007, para. 69).
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There is no pattern in the notification processes between 1862 land-grant universities. In one instance, it
could take up to 120 calendar days before a student was notified of the judiciary decision. The
ramifications for not having a publicized procedure outweigh the benefits. All universities should not only
include the notification timeline in their honor policy, but also make it as prompt as possible.

Appeals

One can easily expect an accused individual to disagree with a decision when the judiciary body does not
rule in their favor. So, it is necessary to include a provision that states the procedure to be followed in
case an appeal is filed. Just over half of the sample provided this. In most cases, this element remained
fairly consistent from one university to the next. On the other hand, the University of Massachusetts,
Ambherst was very specific about circumstances that must exist in order for an individual to file an appeal.
It requires a discovery of a rule violation during the hearing or submission of new evidence before one is
allowed another hearing (University of Massachusetts, Amherst, 2011, para. 21).

Those universities which provided an appeals process were specific and detailed. Those universities,
which do not discuss the appeal process, open themselves up for possible litigation.

Recommendations

Social learning theory states people learn by observing and then emulating the values, attitudes, and
behaviors of people they find legitimate, attractive, and credible (Pojman, & Fiester, 2009). The validity
of this statement has a direct impact on codes of ethics and student behaviors in institutions of higher
education. While the vast majority of 1862 land-grant universities articulated their values, few delineated
between university mission values and honor code values. By not only expanding their definitions of
ethics versus morals but linking values in the honors code with university mission values, land-grants
could strengthen their honor codes and begin to perpetuate an ethical organizational climate.

It is also recommended that universities look at their enumerated violations portion of honor codes and
add detail. The more details, the more students can understand. Universities must also create fluid honor
codes, which can be modified. Technological change has added more opportunities for unethical behavior
as well as more opportunities to catch the violations. Honor codes which can not only be updated but
effectively communicated are invaluable.

Sanctions are an imperative part of an effective honor code. Daft (2002) states human development
teaches us values dictate behavior and those behaviors have consequences. Holding true to this notion,
honor codes should begin with values, discuss violations (behaviors) and then immediately discuss
sanctions (conclusions).

Judicial board and processes also varied among the universities. It is recommended universities increase
the transparency of the judiciary make-up and process. Discussing qualifications and training of the board
members would aid in the clarification of the process. The description of the process should be detailed,
but use as simple language as possible. Using legal language confuses constituents who may be part of
the process (Carter, 2008).

Protection of the privacy of those involved in honors violations is important. Because of FERPA, some
universities are shying away from recording the judicial process. This is a mistake. Confidentiality is not
the same as anonymity. If universities record the process and keep them on a secured server, this will
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alleviate some of the issues. Proper training for those involved in the judiciary process is also
recommended to ensure confidentiality.

Increasing the information given on judiciary decisions and appeals is needed for most 1862 land-grant
honor codes. Promptness of decisions will aid in the scholastic development of the student, i.e. the student
is less likely to commit the same infraction. Specifics are also important in this section.

It is recommended for all 1862 land-grant universities to improve the search-ability of their honor codes
or policies. Streamlining the connection between honor codes and honor policies is another
recommendation. Honor codes should be separate from student codes of conduct. When grouped together,
both became too verbose and hard to navigate. It also seemed those universities which combined the two
had “watered down” versions of each.

Honor codes and policies should be expanded to include all university participants. While the majority
focus on student violations, it is important to note faculty and staff are also found in violation of the code
(Carter, 2008).

The most imperative recommendation is to increase education on honor codes and policies. Adding honor
code issues to freshmen seminar courses or as part of every core-curriculum course is one way to
accomplish this task. Not knowing is not an excuse. Helping students and faculty understand the code,
after they have been re-formatted, will add to the integration of the code into the organization. By creating
a user friendly, complete honor code, universities create an organizational artifact which will lead to a
more ethical environment and leadership educators will have a viable tool for their ethical classroom.
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Introduction

Following recent ethical scandals in corporate, business, educational, and religious settings,
people have questioned the ethics and morals behind society’s leaders and “the role of leadership
in shaping ethical conduct” (Brown, Trevifio, & Harrison, 2005, p. 117). Society as a whole has
grown increasingly uncomfortable and less confident with leaders. As a result, citizens have
looked to educational institutions to resolve the ethical and moral gap that has seemingly become
like a great chasm in today’s leaders’ makeup. As suggested by Ciulla (1995), society is looking
for that chasm to be filled. “The more defective our leaders are, the greater our longing to have
highly ethical leaders” (Ciulla, 1995, p. 5). American citizens have traditionally looked to
educational institutions for the creation of social values (Sloan, 1980, in Sims & Sims, 1991, p.
214). Sims and Sims (1991) argued “the college was considered to have a special and leading
role to perform in the shaping of societal ethics, national goals and values, and therefore, it
should be the logical location for ethics and value teaching” (p. 214).

Since then, many institutions have incorporated components of ethics and morals in their
teaching curriculum (Begley & Stefkovich, 2007; Carlson & Burke, 1998; Dean & Beggs, 2006;
Gandz & Hayes, 1988; Oddo, 1997; Plinio, 2009; Ryan & Bisson, 2011; Schoenfeldt, McDonald
& Youngblood, 1991). Though many of these incorporations have been integrated into business
schools’ leadership curriculum (Dean & Beggs, 2006), Sims and Sims (1991) argued that
integration should be university wide. “In recent years, however, many advocates of ethics
teaching have suggested that ethics courses should not only be included in business curricula but

also in other undergraduate and professional curricula at colleges and universities” (Sims & Sims,
1991, p. 211).

Universities’ teaching of ethics and morals from traditional philosophy-based and business-based
concentrations to expand across departments across the university has begun to show reflection
of educational institutions taking heed to scholar’s and society’s advice for their need of ethically
and morally sound leaders. This expansion has led to teaching ethics and morals in university
leadership development courses, some of which are housed within colleges of agriculture.
Though this is a step in the right direction and many leadership departments have begun to
accept the role and responsibility of teaching ethics and morals to their leadership students, a
bigger problem that is arising is how to effectively teach ethics and morals in leadership in the
classroom (Brown et al., 2005; Sims & Felton, 2005).

This paper presents a thorough review of the literature of teaching ethics and morals in
leadership in the classroom, presents notable findings, and suggests recommendations and
implications this may have for the leadership development area of study and its faculties. From
the literature review findings, further research queries could arise, including questions such as
“What are barriers that teachers face when teaching ethics and morals as they are related to
leadership?” and “Should ethics and morals in leadership be taught as a standalone course, or as
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an embedded course?”” All of these questions are related to our original question of how to best
effectively teach ethics and morals in leadership in the classroom.

Methods

Many of the articles used were found through scholarly host sites such as JSTOR, and
ScienceDirect. Search terms used included: “ethics and leadership,” “teaching ethics,” “ethical
leadership,” “ethics,” “morals and ethics in education,” and “ethics and morals in leadership.” It
is worth noting that much variation was found in some of these key terms, such as “ethics” which
has been noted by other ethics scholars (Dean & Beggs, 2006). Much of the relevant research
was selected based upon the following criteria: publication date, type of research (social sciences
versus hard sciences), type of publication, whether or not the publication was peer-reviewed, and
length, depth, and scope of the article. Since there has not been a large amount of significant
exploration and research on the topic, articles published prior to the year 2000 were selected if
they provided a solid foundation related to ethics and morals in leadership.

99 ¢¢

To aid in the selection, relevancy, and applicability of articles, informal comparative coding was
used. Common themes or themes pertinent to the research topic were noted and a content
analysis was used to determine relevancy of multiple scholarly articles to the subject. The
content analysis analyzed common themes within the selected literature and as a result, six
categories were developed to better communicate the findings.

Findings
Limited Research

Research on ethics and morals as related to leadership (i.e., “ethical leadership”) is sparse and
fragmented, and little research has been conducted focusing on the ethical and moral dimensions
of leadership. This lack of research has been noted by several scholars (Brown & Trevifio, 2006;
Brown et al., 2005; Carlson & Burke, 1998; Ciulla, 1995; Oddo, 1997; Plinio, 2009). Even less
research on best teaching practices of ethics and moral in leadership have been noted by Brown
and Trevifio (2006), Carlson and Burke (1998), and Schoenfeldt et al. (1991).

Because of the scarcity of information in regards to teaching ethics and morals in leadership,
much of the literature reviewed was from a related context: business. Within this context, there
was still not an abundance of articles related to the specific pedagogy of teaching ethics and
morals in the classroom, much less the leadership classroom. The articles found were still
considered helpful in that they gave comprehensive reviews or in-depth discussion of steps on
how to best teach ethics and morals, steps that have no need to be confined to ethics and morals
in business but instead can be used across disciplines to further the effective pedagogies of ethics
and morals as related to leadership.

Because some of the pioneers in teaching ethics and morals have been in philosophy and
business departments, leadership departments could benefit from progress made in these areas. A
benefit for leadership departments has been readily seen from the findings of previous pedagogy
research from different departments which have resulted in a refinement of how ethics and
morals are taught in the classroom (Begley & Stefkovich, 2007; Jenkins, 2012; Oddo, 1997;
Ryan & Bisson, 2011; Sims & Felton, 2005). These refinements, though not heavily researched,
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could still be a contributing factor to the success of leadership departments that are new to
teaching ethics and morals in leadership.

The findings will be broken into the following categories by which leadership faculty should
address teaching ethics and morals in leadership: address faculty uncertainties, increase
collaboration, establish the use of ethical frameworks, develop and focus on goals and objectives,
incorporate a variety of instructional methods, and address the issue of how to implement ethics
and morals in leadership.

Address Faculty Uncertainties

One of the possible reasons why ethics and morals are not already being heavily considered or
taught within leadership departments is, simply put— teachers lack confidence in their
competence of and experience with ethics and morals in general (Dean & Beggs, 2006; Gandz &
Hayes, 1988; Oddo, 1997; Ryan & Bisson, 2011; Sims & Sims, 1991). Providing training and
education opportunities for faculty could overcome that barrier (Gandz & Hayes, 1988; Sims &
Felton, 2005). Gandz and Hayes (1988) stated that providing these training opportunities could
increase teacher competency. “The key, then, is to develop an effective training program for
faculty which will reduce this fear and develop their analytical abilities” (Gandz & Hayes, 1988,
p. 667).

Increase Collaboration

Another way to address faculty qualms about teaching ethics and morals as related to leadership
can be seeking help from others who have extensive knowledge of ethics and morals.
Schoenfeldt et al. (1991) and Oddo (1997) suggested a joint effort between leadership
departments and philosophy departments when considering an introduction of ethics.
Additionally, Oddo (1997) suggested that guest lecturing, attendance at philosophy conferences
by business faculty (or others, such as leadership faculty), and more cooperation between
philosophy faculty and business faculty would improve the sharing of ideas and provide a
balance between theory and application. In turn, these efforts could improve the knowledge of
separate fields gained by both parties and could increase the sharing of effective teaching
methods for use in leadership classrooms.

Establish the Use of Ethical Frameworks

Increasing collaboration among groups of faculty members has a direct link to the use of
frameworks within ethics and morals in leadership. According to Begley and Stefkovich (2007),
“Recognizing the foundational roots of a values perspective or theoretical framework is a first
step to establishing a shared vocabulary that will facilitate dialogue across disciplines and
establish consensus on key concepts” (p. 402). Creating a shared vocabulary and consensus on
important issues and concepts could increase the consistency of teaching ethics and morals in
leadership departments with those of other departments.

The use of foundational frameworks in teaching has long-benefitted students and teachers alike
and has provided a way for students to conceptualize in different ways the material they are
learning. Another particular pedagogy method suggested by multiple authors is to include an
ethics and morals framework or construct a framework into their leadership curriculum to help
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facilitate effective learning (Begley & Stefkovich, 2007; Brown & Trevifio, 2006; Brown et al.,
2005; Gandz & Hayes, 1988; Oddo, 1997; Ryan & Bisson, 2011; Sims & Felton, 2005).

Specific theories that have been suggested in the literature include social learning theory (Brown
& Trevifo, 2006; Brown et al., 2005), which “provides a strong theoretical foundation for
understanding ethical leadership” (Brown et al., 2005, p. 129); experiential learning theory (Sims,
2001; Sims & Felton, 2005), which “offers ethics education a framework that integrates personal
experience and practical application with perceptive appreciation and understanding of
concepts”(Sims & Felton, 2005, p. 42); normative ethical theories (Oddo, 1997); the Vincentian
tradition (Oddo, 1997); professional codes of ethics (Oddo, 1997); corporate codes of ethics
(Oddo, 1997); and personal values (Oddo, 1997). Because of the nature of leadership and its
relationship with a personal values-system, the personal values framework may be widely
applicable.

Though recognized as an important instructional method, Gandz and Hayes (1988), warned that
over-reliance on frameworks could lead to over-theorizing. “The overall objective should not be
to drill students in the utilization of specific models, but, rather, to provide a framework and
environment within which ethical issues may be identified, analyzed, and resolved to the point of
action” (p. 664).

Develop and Focus on Goals and Objectives

As is crucial to any effective teaching method, developing goals and objectives for teaching

ethics and morals in leadership is equally important, if not more so because of the ambiguous
nature that specific ethical and moral theories can portray. Ryan and Bisson (2011) emphasized
the importance of goals and objectives, “Regardless of the method of instruction utilized to
deliver business ethics; strategic goals and objectives must be first identified within the curricula”
(p. 46). Focusing on goals and objectives has also been consistent in other literature (Begley &
Stefkovich, 2007; Burke & Carlson, 1998).

Specific operational objectives, such as the ones listed below (Sims & Felton, 2005, p. 35), could
help provide students with a basis for reasoning and applying concepts to leadership:

* Create and foster awareness of the ethical components of organizations/business;

* Legitimize the consideration of ethical components as an integral part of decision-
making;

* Provide a conceptual framework for analyzing the ethical components of decision-
making and making choices; and

* Help students apply ethical analysis to the very real and practical day-to-day activities.

Note that the listed objectives are just a starting point for teaching ethics and morals in leadership,
and faculty should carefully consider creating their own objectives or redefining the ones listed
above to relate to leadership. The use of goals and objectives should help provide a foundation
for discussion and learning and perhaps offer measureable class learning outcomes. The teacher
should also give much thought to making the objectives reflect students’ personal values and
issues that are important and relevant to them (Sims & Felton, 2005).

Incorporate a Variety of Instructional Methods
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Objectives and goals are key components of any course, but using a variety of teaching methods
to help convey and reach those objections and goals are more likely to make a greater learning
impact than if those objectives and goals are just listed on a syllabus. Incorporating objectives
and goals through class discussion, role-playing (Sims 2001), role-modeling (Brown & Trevino,
2006), case studies, videos, lectures, and so forth, will help to ensure that critical course concepts
are met, understood, and can be applied to real-world situations. “Real-life situations reflect the
type[s] of challenges students are likely to face and help them bridge the gap between theory and
application” (Sims & Felton, 2005, p. 35).

Sims and Felton (2005) listed several specific instructional methods they analyzed in their study
and found to each be an effective teaching method, including storytelling, gaining personal
insight, broadly defining ethics, dialogue, ethics education efforts lasting more than one day, and
providing clear expectations and goals. Among keeping journals, penning personal and
professional codes of ethics, discussing ethical dilemmas, and providing peer critiques of others’
analysis of codes of ethics, Begley and Stefkovich (2007) highlight the use of case studies and
self-reflection to effectively teach ethics. “As mentioned previously, case study approaches, if
used properly, can provide an important strategy for analyzing ethical issues and identifying
ethical (and unethical) behavior” (Begley & Stefkovich, 2007, p. 408).

Many nontraditional teaching methods have also appeared in the classroom to promote learning
and material applicability. Sims (2001) agreed that some forms of untraditional teaching, like
community service projects, may foster learning. “Requiring students to participate in some form
of community service also offers the potential for personal and emotional impact that may be
difficult to capture through traditional classroom learning” (Sims, 2001, p. 400). Sims also
suggested that students examine their college’s code of conduct, focus on current events in the
news, and examine business codes of current or former employers to help contextualize and
promote active learning. “The pedagogical approaches presented above all emphasize high
participation and active rather than passive learning” (Sims, 2001, p. 400). Similar to Sims’
suggestion, Conroy and Emerson (as cited by Dean and Beggs, 2006), suggested that using codes
of conduct, rather than taking a generalized approach may have a better effect on positively
changing student behavior. Dean and Beggs (2006) stated that “[Conroy and Emerson] assert that
the latter [discipline-specific codes of conduct embedded in instruction] ‘may well be effective in
changing perceptions and behavior’ (p. 391) but, that generalized approaches to ethics education
have not been shown to effect similar changes” (p. 23).

In addition to discipline-specific codes of conduct approaches, Keller (2007), found that
instructional style makes a significant difference. Keller’s study looked at two instructional
methodologies: transactional, which is centered on traditional methods “...to include direct
presentation of class concepts and information” (p. 10), and transformational, which seeks to
engage students by using techniques such as reflection, and encourages sharing and questioning
of personal beliefs and values (Keller, 2007, p. 10). Keller (2007) found that transformational
instruction methodologies were more effective in raising students’ moral judgment than were
transactional methodologies. “...transformational instructional methodology is a significant
determinant regarding increases in student moral judgment. In contrast, changes in moral
judgment for students exposed to transactional instructional methods were not significant, and
may be less common or more subtle in nature” (p. 162).
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A key thing to remember is to effectively implement the teaching methods described above in a
realistic manner (Begley & Stefkovich, 2007).

Standalone or Embedded?

When implementing different instructional methods to teach ethics and morals in leadership, an
important decision to consider is whether to teach the concepts in a standalone course or to teach
the concepts embedded throughout multiple curricula. Much of the existing literature (Begley &
Stetkovich, 2007; Gandz & Hayes, 1988; Sims, 2001; Sims & Felton, 2005) suggested that
teaching ethics as a standalone course is not the most effective way to teach ethics or for students
to learn and apply ethical concepts. Gandz and Hayes concluded that, “Business Ethics should be
integrated into all the business discipline areas, not segregated into specialized or mandatory
courses” (p. 668).

One of the key questions that Ryan and Bisson (2011) sought to address paper was the question
of whether ethics should be taught via standalone modules or integrated into other curricula.
“Offering business ethics as a stand-alone course or integrating it across the curriculum has
sparked much debate” (p. 46). They presented findings from other research which suggested that
stand-alone courses are “disconnected from real-world application and that ethics must be
integrated throughout the curriculum” (Ryan & Bisson, 2011, p. 47). Oddo (1997) also
concluded that ethics should not be taught as a stand-alone course. “When ethics is taught as a
separate course, students often do not incorporate what they learn in the ethics course into other
business courses” (p. 293).

Notably, the favorable stance on integration seems to have changed since prior research on the
topic was conducted. Schoenfeldt et al. (1991) noted that of schools considering adding an
ethics course, “The choice is a separate course appears to have three times the endorsement for
expansion of coverage that course integration has” (p. 240).

This is an important distinction to note because research on this topic is relatively new but has
made significant changes, at least in this regard. The change in attitude, leaning more towards an
embedded or integrated approach, may be a result of the multiple ethical scandals our society
endured at the turn of the century. This could have impacted the way educational institutions and
leadership faculty viewed teaching ethics and morals as related to leadership. Does teaching
ethics and morals in leadership as a standalone or embedded course really matter? Peppas and
Diskin (2001) suggested that the integration of ethics in other courses result in a much higher
dependency on ethical standards.

This poses an important problem for leadership faculty. Effectively meshing ethics and morals
throughout leadership curricula, instead of just providing a singular course or module on it, may
have negative effects on students’ learning, retention, and application of ethical constructs to the
leadership situations they are sure to be faced with in the real world. Faculty should carefully
consider this issue when teaching ethics and morals in leadership.

Recommendations and Implications

Though the research provided may be heavily influenced by ethics programs within business
schools or settings, there are still several implications for teaching ethics and morals in
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leadership. Leadership faculty could learn much from the existing research on teaching ethics
and morals in the classroom. The instructional methods provided and suggested within the body
of research are not restricted to just one area or context of teaching; they colud be applied across
multiple fields and disciplines.

Much of the research thus far has focused on the importance of ensuring that the sometimes
abstract philosophical background of ethical and moral theories can be applied to appropriate
contexts (Begley & Stefkovich, 2007; Gandz & Hayes, 1988; Oddo, 1997; Peppas & Diskin,
2001; Plinio, 2009; Ryan & Bisson, 2011; Sims, 2001; Sims & Felton, 2005). This is an
important point for leadership faculty to remember when teaching ethics and morals within
leadership. Much of the leadership material taught in the classroom is theoretically based but is
further discussed and presented in ways that students can apply to real-world or personally
relevant contexts; it seems natural that teaching ethics and morals in the classroom should be
quite similar in approach. Leadership faculty should be aware of the relevancy of each ethical
and moral theory they cover and should apply those to leadership or other contextual examples.
“The implication for teaching ethics at the college and university level is that instructors need to
understand the ways in which values and ethical frameworks are relevant to their course content”
(Begley & Stefkovich, 2007, p. 402).

After reviewing and analyzing the literature, it is recommended that an ethics and morals in
leadership course or embedded modules include the following core components: specific goals
and objectives as related to ethics and morals in leadership; critical theory definition; broad,
contextual application of theories; case study analyses; and group activities including discussion,
analysis of organizational ethical/moral frameworks, development of personal ethical and moral
statements, and peer review of personal statements.

Case study analyses could allow students to analyze a real -world ethical or moral dilemma in a
leadership context (Begley & Stefkovich, 2007). Analyzing and discussing case studies could
help students learn to bridge the gap between theory and application, a problem mentioned at the
beginning of this review (Brown et al., 2005; Ciulla, 1995; Sims & Felton, 2005; Sims & Sims,
1991). Leadership educators may also want to consider requiring students to create their own
case studies to gauge a deeper understanding of theory application and relevancy to the students.

Through group discussion, it is more likely students would be able to learn the material and to
discuss why ethics and morals in leadership are important (Ryan & Bisson, 2011; Sims 2001).
Group discussion would also allow for a variety of inputs and opinions from all students,
allowing students to keep an open mind and consider ethical and moral dilemmas and solutions
they otherwise might not have (Sims & Felton, 2005). Supervised group discussion would allow
for deeper analysis of ethical and moral theories, their relationship to leadership, and it would
help prevent groupthink.

Analyses of real-world organizations or companies’ ethical or moral codes of conducts,
guidelines, or policies would better enable students to see what role ethics and morals in
leadership plays in the work environment. Breaking down codes of conduct, and so forth, would
allow students to identify specific ethical and moral theories and leadership theories that make
up those codes of conduct, and so forth. Students could use the knowledge they gain from these
activities to become better aware of organization’s ethical and moral foundations, and students
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could learn to strategically write their own ethical and moral policies, and so forth, as some
students may end up leading organizations in the future.

Lastly, it is critical for students to do some kind of personal statement in regard to how they
would choose to be ethical and moral leaders for society (Oddo, 1997). This could allow students
the opportunity to refine their thinking about ethics and morals in leadership and explain their
attitudes and opinions towards ethics and morals in leadership. As a personal reflection activity,
this would allow students to turn their tacit knowledge into explicit knowledge, which would
improve their understanding of ethics and morals in leadership. Leadership educators might want
to consider doing this activity at the beginning of a semester and again at the end of the semester,
as well as discuss changes in personal statements as a result of knowledge and awareness of
ethics and morals in leadership.

The aforementioned course or module components are all suggestions that could help address the
gap between ethical and moral theory and application in a leadership context. Leadership
educators should incorporate their own successful teaching pedagogies to help them address the
gap. Bridging this gap between pure theory and contextual application should be a critical focus
for all leadership educators to keep in the forefront of their minds. By doing so and conducting
more research on the relationship between ethics and morals in leadership and the effects of
teaching it in the classroom, leadership educators could help address the societal concern for
more ethically and morally sound leaders. As a result, contributions would be made to the body
of knowledge on the subject, helping educators, students, peers, and practitioners alike. “The
work of ethical leadership has enormous potential to bridge the gap between the rigors of
research and academia and the relevance of connecting to the practitioners” (Plinio, 2009, p.
279).

In addition to addressing ethics and morals in leadership concepts in leadership courses,
leadership educators should also consider collaborating with different fields, and attend
conferences or trainings related to ethics and morals to increase their competence of ethical and
moral theory, and by doing so, any uncertainties they may have could be addressed (Gandz &
Hayes, 1988).

Conclusion

Just as recent ethical societal scandals have spawned concerns of how leadership plays a role in
the ethical and moral makeup of our leaders, so it has spawned a new body of research on ethics
and morals in leadership education. This body of research, though limited, shows promise of
addressing the gap between ethical and moral theory and application. Though much of this
literature review was based off of business-related articles, collaboration between different fields
and educational departments should serve to strengthen our foundation and knowledge of ethics
and morals in leadership. “We must begin to look at our academic disciplines and ethics in fresh
ways. How do our different fields look at ethics?” (Sims & Felton, 2005, p. 46). Using resources
and seeking help from others could drastically impact the way educators perceive and teach
ethics and morals in leadership.

From the literature review findings, representative categories were created to help leadership
educators better understand the current literature on the topic, and to create a starting point and
foundation for leadership educators to address teaching ethics and morals in leadership. The
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categories presented were: address faculty uncertainties, increase collaboration, establish the use
of ethical frameworks, develop and focus on goals and objectives, incorporate a variety of
instructional methods, and standalone or embedded.

Jenkins (2012) concluded that by focusing on incorporating a variety of instructional methods,
leadership faculty will be able to provide a more holistic approach to leadership. By considering
the categories presented in the review and addressing specific concerns related to their academic
departments, faculty may begin to create a solid foundation for teaching ethics and morals in
leadership. Though effectively teaching the difference between ethics and morals and how to
apply it in real-world situations may seem daunting, it seems to have been deemed a necessary
task by society. Dean and Beggs (2006) would also conclude that there may be hope yet.
“Advocates of ethics education are optimistic about the positive impact of ethics education and
adamant about the necessity of ethics education in the college setting” (p. 23).

Further research is needed in this area to ascertain effective teaching methods for leadership
faculty and to address further issues such as transferability and impact on student behavior. Dean
and Beggs (2006) concluded from their study that “evidence of ethics education and its impact
on behaviors is mixed...” (p. 24). This allures to a gap that exists between the expectations of
educational institutions to positively impact students’ behaviors and to the harsh reality of
continuing immoral and unethical behavior in corporate America and beyond. More research in
this area can help close that gap. “The lack of evidence, however, seems not to stop calls for
more and more effective ethics education at the postsecondary level as solutions to corporate
ethics breaches continue to be sought” (Dean & Beggs, 2006, p. 24). By taking into account the
recommendations, leadership educators could answer to the call of “more effective ethics
education” and in doing so, help to address the ethical and moral concerns of society and bridge
the ethical gap in leaders’ makeup.
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Introduction

Teaching leadership theories and concepts is challenging in a traditional classroom (Halpern,
2000). Leadership educators have the difficult job of “explaining abstract concepts and ideas to
students” (Williams & McClure, 2010, p. 86). Williams (2006) said leadership educators want to
find and utilize new and creative ways to teach leadership theory.

One teaching technique used to illustrate leadership concepts is the use of popular culture items,
such as television shows and movies. The use of popular culture items in the classroom is an
accepted pedagogical tool for leadership educators. Utilizing such teaching resources has been
done in “an effort to assist students in learning complex concepts such as leadership theory”
(Williams & McClure, 2010, p. 86).

Integrating technology such as videos in the classroom can “enrich and enhance teaching and
learning activities” (Duhaney, 2000, p.69). Incorporating popular culture items in the classroom
has been recognized as a valid teaching strategy because the popular culture provides settings in
which to learn (Callahan, Whitener, & Sandlin, 2007). “Whether we like it or not, cinema
assumes a pedagogical role in the lives of many people. It may not be the intent of the filmmaker
to teach audiences anything, but that does not mean that lessons are not learned” (Hooks, 1996,

p. 2).

Because movies and television shows are being used in the classroom, it is important leadership
educators better understand what students are actually learning from watching popular culture
items. Brungardt and Crawford (1996) advocated additional efforts should be made to assess
and evaluate leadership curriculum to further the discipline. This research paper provides the
qualitative results of students’ reflections learning of leadership concepts after watching several
episodes of the television show, The Office.

Literature Review

Today’s students are different from previous generations of students such as Baby Boomers or
Generation-X because Millennials have grown up with media and technology (Kaiser Family
Foundation, 2005) and are naturally technology savvy. In a learning environment, members of
this generation appreciate teamwork, experiential activities, structure, entertainment, and
technology (Raines, 2002). They believe that “education is supposed to be entertaining, easy,
and fun” (Taylor, 2006, p. 50).

When educating the Millennial Generation, McGlynn (2005) said more research is necessary to
develop new teaching strategies, to adjust current practices, and to investigate how to effectively
use technology to improve learning. Educators must find ways to teach their students while also
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keeping them engaged in the curriculum (Graham, Ackermann, & Maxwell, 2004). “Educators
must take responsibility for facilitating the learning process to critically engage the work as it
relates to leadership” (Callahan & Rosser, 2007, p. 276).

Leadership can be taught (Bennis, 1994), but educators must integrate innovative teaching
methods that allow for experiential learning (Brunk, 1997). One method that has become very
popular is the use of popular culture artifacts such as television and movies (Callahan & Rosser,
2007). These tools can serve as mock scenarios in which the students can learn leadership skills
(Williams, Townsend, & Linder, 2005).

Movies have been used as an educational tool to help people learn how to lead (Graham, Sincoff,
Baker, & Ackermann, 2003). Leadership researchers have wrote about the use of movies to
teach a multitude of leadership concepts (Callahan & Rosser, 2007; Graham, Ackermann, &
Maxwell, 2004; Graham et al., 2003; Williams, 2006; Williams & McClure, 2010). Utilizing
movies and television in the leadership classroom allows “students to witness and discuss
leadership theory [which] aids in the students’ ability to build the mental synapses that lead to
deeper learning” (Williams, 2006, p. 61). Graham et al. (2003) used movie clips to illustrate the
five practices essential for effective leadership outlined in Kouzes and Posner’s (2002) book, The
Leadership Challenge. Although they did not report how students benefited from viewing the
clips, they did offer suggestions for leadership educators to follow when using movies and movie
clips to teach leadership concepts. Williams (2006) wrote how a specific movie (Pirates of the
Caribbean) can be used to illustrate power bases, but she did not provide how the practice
affected student learning.

While showing movies can be effective for learning leadership concepts, it does take up a great
deal of time and may not be realistic to meet course learning objectives. Roskos-Ewoldsen and
Roskos-Ewoldsen (2001) found that using shorter video clips in an undergraduate psychology
class helped students understand the concepts, made the concepts covered more realistic, and
overall, made the course more enjoyable.

Williams and McClure (2010) compared the knowledge retention rate of students who were
taught a leadership concept using one of three different pedagogical methods: lecture,
experiential learning, or public pedagogy. Public pedagogy relies on popular culture to serve as
the educational tool (Giroux, 2000). The leadership concept of interest was Kouzes and Posner’s
(2007) “Challenge the Process.” Students who were taught with public pedagogy watched media
clips and commercials. The other two groups of students were taught in the traditional lecture
format or with experiential learning activities. Williams and McClure (2010) developed an
instrument to measure students’ knowledge of “Challenge the Process.” The instrument was
administered to each group a total of three times (immediately after instruction, two weeks after,
and four weeks after). Williams and McClure (2010) found the students who were taught using
public pedagogy had the highest knowledge retention rate of all the groups. Those students who
were taught with only lecture had the lowest knowledge gain and retention rate for the leadership
concept of interest.

Theoretical Framework

The theoretical framework for this study was Bandura’s (1977) social cognitive theory, which
states learning can occur enactively or vicariously. Enactive learning relates to learning by doing
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and learning from prior experiences. Vicarious learning is different in that the learner does not
actually perform the behavior, but watches others perform the behavior through a variety of
sources. These sources for vicarious learning include: observing or listening to individuals,
printed materials (e.g. books), symbolic representations (e.g. cartoons), and electronic sources
(e.g. television, videotape, media clips). Schunk (2004) advocated the use of vicarious sources
of information as a technique to make learning more possible than if someone had to actually
perform all the behaviors individually. Using this recommendation, the integration of television
episodes into leadership curriculum provides a source for vicarious learning.

Purpose/Research Objectives

The purpose of this qualitative study was to explore students’ ability to identify and evaluate
leadership concepts after viewing television episodes of The Office (Silverman, Daniels, Gervais,
& Merchant, 2005-2009). The following research question was used to guide the research: What
were students’ evaluations of the leadership concepts portrayed in 7The Office episodes?

Methods

The population for this study included 39 students (all over 18 years old) enrolled in two courses
at a southwestern university. One course (AGSC 3301 Agricultural Leadership Principles) had
32 students enrolled while the other course (AGED 3315 Personal Leadership Development in
Agriculture and Natural Resources) had 17 students enrolled. Ten students were in both classes.
Students were offered 10 points extra credit to complete the demographics portion of this study
in an effort to increase participation. The journaling portion was required for the class; however,
two students elected not to have their journals used in later data analysis, which resulted in a total
of 37 journals available for this study.

Students watched episodes of the television program 7he Office while they were in their
respective class. The Office is a television program that has been on NBC since 2005. It is a
documentary-style half-hour comedy series set in a Scranton, Pennsylvania, paper supply
company called Dunder Mifflin. It revolves around the workers who spend their day in “the
office” (“About The Office,” n.d.).

The Office episodes selected for use in the classes were chosen based on the concepts that are
taught in the two courses. Students in AGSC 3301 watched five The Office episodes, which
lasted on average 23 minutes each, during five separate class periods. The five episodes shown in
AGSC 3301 were: Office Olympics, Halloween, Sabre, Conflict Resolution, and Business
Ethics. Students in AGED 3315 watched six episodes of The Office, which lasted on average 23
minutes each, during six separate class periods. The six episodes were: Health Care, New Boss,
Dundies, The Negotiation, The Promotion, and Diversity Day.

The researchers obtained the university’s Institutional Review Board approval before collecting
data for the study. All research occurred within the normal class time and did not require any
additional time outside of the class period. First, students completed a survey instrument to
collect demographic data and to give permission to participate in the study. Second, students
completed a reflective journaling exercise before, during, and after each of the episodes. The
reflective journal was passed out at the beginning of each class period an episode was shown and
collected at the end.
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To answer the stated research question, qualitative methodology was used through the analysis of
the reflective journals. The journals allowed students to think about and respond to the episode
in a “non-intimidating environment” (Meyers, Irlbeck, & Fletcher, 2011, p. 9). Reflective
journaling may also encourage students to think more deeply about an issue after the class period
ends (Beall, 1998; Boden, Cook, Lasker-Scott, Moore, & Shelton, 2007). The use of reflective
journaling in the classroom can be a valuable educational tool, but teachers must do an effective
job of giving directions for its use (Meyers et al., 2011). Students must see the value in the
activity and its application to their “personal growth and professional development” (Meyers et
al., p. 9).

When using reflective journaling, Hubbs and Brand (2010) advised the instructor provide
students with expectations as to journal length, how the content could relate to personal
experiences, and a short introduction to the topic being illustrated. In this study, students were
asked to consider questions before, during, and after each episode was shown to promote further
reflection. The same question was asked before viewing every episode, “What are possible
themes that may emerge from this episode related to leadership?” Students were allowed time to
write their response to this question and to start thinking how the title of the episode and the
leadership concept being discussed that class period may be connected. Students were then asked
a specific question to guide their viewing of the episode. They were asked to record their
responses to the question in their journal as they watched the episode. Questions asked for each
episode are listed in Table 1.

Table 1

Reflection Questions Asked to Students During Each Episode of The Office

Episode Title Questions Asked

Business Ethics What was the ethical issue? Which principles of ethical leadership were
illustrated or broken?

Conflict Resolution Write down examples of conflict and conflict management. How does
the leader handle the conflict (methods, directions, etc)?

Diversity Day How does the leader encourage diversity? What concepts related to
diversity were exhibited? (prejudice, stereotypes, ethnocentrism, etc)

Dundies What are the reward and/or punishment behaviors being illustrated?
What is the reaction of the followers?

Halloween Write down the bases of power that leaders exhibit. What influence
tactics were illustrated in the episode? (Include who was involved in the
influence process.)
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Health Care Write down who is exhibiting leadership behaviors and which behavior
it is.

New Boss Write down the types of directive leadership behaviors, skills, and traits
that are exhibited. Also, write down supportive behaviors.

Office Olympics Write down the leaders in the episode. What leadership traits do they
possess/exhibit? Who exhibits ineffective leadership traits? What are
they?

Sabre What is the change and how is it implemented? How are the characters

responding to the change?

The Negotiation What negotiation skills/techniques are used in the episode? Are they
effective? (Write down positive and negative examples)

The Promotion What are examples of fairness/unfairness? How does the leader(s)
exhibit fair and ethical behavior? What are examples of social exchange
behaviors?

After viewing each episode, students were allowed another five minutes to reflect on the episode
and how it illustrated specific leadership concepts. Students were asked to write in their journals
in order to evaluate the effectiveness, or ineffectiveness, of the leader(s) in the episode. The
following questions were asked after each episode:

* Have you seen this episode before?

*  What is your reaction to the episode?

* How did the characters illustrate the leadership concept?

* How did the episode help you better understand the leadership concept?

*  What would you have done differently if you were the leader in the situation?

Two graduate assistants transcribed the students’ reflective journals in their entirety and saved
each in a separate Word document. Students were assigned unique pseudonyms to protect their
identities when analyzing and reporting the results. The instructor was not aware of which
students agreed to allow their journals for analysis and which did not. The Word documents were
then imported into NVivo 8.0, a qualitative data analysis software that assists with data coding
and organization. Data were analyzed using open and axial coding in Nvivo. Nvivo was used as
an aid, but “the researcher remains the decision maker and interpreter” (Glesne, 2010, p. 205).
Through this process, the data were coded and themes were developed.

According to Lincoln and Guba (1985), there are four components to establishing
trustworthiness in a qualitative study: credibility, transferability, dependability, and
confirmability. Triangulation of the data established credibility and confirmability.
Transferability was accomplished through the use of thick descriptions and purposive sampling.
An audit trail was also used to assure dependability of the study.

Findings
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All 39 students completed the demographics section for the study. Two students opted out of
having their journals used in the qualitative portion. Respondents were almost even in gender
with 20 females and 19 males. Most students were seniors (n = 17), followed by juniors (n = 11),
sophomores (n = 10), and one freshman. Most students were agricultural leadership majors (n =
13), followed by agricultural economics/business (z = 10), then agricultural communications (n
=9), and all other majors (n = 7).

The purpose of this qualitative study was to explore students’ ability to identify and evaluate
leadership concepts after viewing television episodes of The Office. The research question of
interest was: What were students’ evaluations of the leadership concepts portrayed in The Office
episodes?

Overall, many students were able to connect the leadership scenarios shown in the episodes to
those they may experience in their real life. Abigail wrote, “It helped me to better understand
leadership concepts because I got to connect them to real life situations.” Joseph reflected, “This
episode helped me understand the leadership concept better by showing me that leadership can
take place anywhere and anytime.” Chloe remarked, “The episode helped me by showing real
examples in action.” Evelyn commented, “It put it in a real life perspective.” Sophia wrote, “It
showed how people would use these tactics in day-to-day life.”

Students were able to recognize several leadership lessons from the viewing of the episodes.
From the evaluation of their reflective journals, four themes were identified as leadership
lessons: leaders should be professional, leadership effectiveness can vary, decision making is
crucial, and leadership is contradictory.

Theme: Leaders Should Be Professional

Students recognized the need to act more professional when involved in a leadership situation.
Many students identified the need for Michael Scott to behave in a more professional manner
because he is the manager of the office. Chloe wrote, “I would have taken a better approach as
the leader and acted like I had more control and would have been more professional.” Emma
noted, “[if] I was Michael I would have put more focus into work and acted more
professionally.” Ryder commented, “I would have handled the issue in a more appropriate
manner and a more business leadership way rather than a personal way.”

One episode revolved around the need for Michael to fire an employee. Many students remarked
how unprofessionally the situation was handled. Piper wrote, “I would never tell the employees
that they were going to possibly be fired or ask their help in picking who to fire.” Joseph offered
the following:

If I would’ve been in Michael’s shoes I first wouldn’t have waited so long, second
would have not asked other employees who they though should be fired, and
thirdly would have tried to handle it in a more professional way.

Students identified the need for Michael to allow other employees to do their jobs and not try to
do them for them. Josiah wrote, “Keep Toby doing what he was doing. It’s worked so far...and
he is trained.” Jackson noted, “I would’ve allowed Mr. Brown to do his presentation and
refrained from making inappropriate Chris Rock comments.”
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Students also acknowledged the need for leaders to communicate in a more professional manner.
Kylie wrote: “I wouldn’t be offensive and rude. I would have left it to the professional.” Miles
wrote, “I would have been more discrete when complaining about the new changes.” Summer
reflected, “Had I been in the situation, I would have tried to put up with the changes to see how it
would work out before contesting them.”

Students recognized the need for a leader to handle sensitive subjects privately. Several episodes
had scenes in which an issue was discussed out in the open and made a public issue. Isaac wrote:

In that situation, those things that people file are personal and private material. It
is not allowed nor is it ever a good idea to openly put everyone’s personal
opinions out there. Some things people say about others may be in private and
may be something they are just venting on.

Several students added to their initial comments by describing what they would have done
differently if they were the leader in the situation. Harper wrote, “I would have never discussed
private complaints publicly. I would also encourage the individuals to resolve these conflicts
without my input.” Joseph reflected, “If it were me, I’d probably not make it some public when
trying to resolve complaints that coworkers had with each other.” Abigail wrote, “I would have
done everything in private and not told everyone who was/wasn’t getting raises because that is
my business not everyone’s.” Kaylee commented, “I would have privately [gone] to each person
who had a complaint and come up with a better way to solve the issues.” Mia wrote, “Not openly
discuss issues; pull each person aside to hear their stories.”

Theme: Leadership Effectiveness Can Vary

Students were able to recognize the differences between effective and ineffective leaders.
Abigail wrote, “It helped me to realize what is effective as a leader and what is not.” Anthony
reflected, “Just because someone is in a leadership position, does not mean they are fit for the
role.” Jasmine wrote, “The episode helped me better understand leadership by showing how
leaders can have good traits even though they aren’t the boss.” Summer commented: “The
characters possessed different leadership traits, some effective and others ineffective. It shows
that everyone handles a situation differently and some leaders’ natural traits will come out.”

Several students identified Jim as the effective leader in The Office. Brayden wrote, “The
episode showed how a charismatic leader, Jim, presents the office with a fun day to boost
morale.” Chloe wrote, “Jim motivated the other employees and even the boss.”

Students also commented that the leader in The Office, manager Michael Scott, is more an
example of an ineffective leader. Josiah commented, “It showed that in the traditional
management setup, those at the top aren’t always effective leaders.” Anthony wrote, “Michael
did not use good leadership skills when trying to fix the problems.” Josiah expressed the
following: “Michael is a bad manager. He’s an even worse leader. He can’t ever back up what he
says or stand up for himself. His only saving grace is that he cares for his employees.”

Many students recognized that they would not have done what Michael did in the leadership
scenarios. In an episode in which another trainer was brought in, Conner reflected, “I would’ve
left the training up to Mr. Brown and not done what Michael did.” Another episode involved a
sensitive issue and Mia wrote, “Kind of bad for Michael to openly discuss everyone’s issues with
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everyone.” In an episode in which Michael was asked to fire someone, Brayden wrote, “I would
have approached the firing process in a more formal way, instead of asking Dwight to help
decide and especially not have him try to fire Stanley.”

Theme: Decision Making is Crucial

Students recognized that, as leaders, they will be required to make difficult decisions. They
acknowledged it is necessary for the leaders to make the decision so the rest of the group/team
can spend their time working on their own responsibilities. When reflecting on an episode in
which the boss was asked to select a new health care plan for his employees, Cooper wrote, “If I
was the leader in this situations I would [have] made the decision by myself and stuck to my
decision.” Evelyn wrote, “I would not have gone to all of the others for opinions. I would have
made my decision and stuck with it.” Conner said “I would have picked the plan myself while
asking for input from my employees/followers.”

The students commented on the need for the manager, Michael, to gather more information to
make informed decisions. The method he used was not the method most students thought was
appropriate. Several commented what they would have done differently. Mia wrote, “Ask
employees what they would like to see in healthcare plan and try my best to give them what they
want. Man up to being a manager.” Emma reflected, “I would have actually read the different
plans and picked the best suited one for my office. Leadership also requires the ability to make
decisions.” Elijah commented:

I myself would have looked over the health care plans and choose the best one for
the company and my workers. The workers would have listened more to the boss
than one of their very own peers. Dwight had a good approach but the workers
would have been more honest with Michael being the boss than any peer.

After viewing an episode dealing with change, students remarked about the need to seek out
more information in order to make a more informed decision. Chloe remarked, “I would have
tried to have been more open and given the changes a chance before I complained.” Elijah
wrote: “I would have seen what was working in the branch and change what was not, because he
came into a new place without any background information. Figured out what they wanted as a
branch.” Kylie commented, “I would have tried hard to understand why these changes were
being put into place.”

Another episode focused on the firing of an employee. Students agreed that Michael Scott did
not handle the situation well. Jackson wrote: “Discharge of an employee is not something to be
taken lightly. Rather than consulting with each individual employee, I would have analyzed the
situation and made the call authoritatively.” Summer commented, “If | had been the leader in the
situation, I would have done some things the same way, but I think that I would have done more
to choose the right person to fire based on employee performance, etc., as well as making my
decision before the deadline.”

Another episode featured an employee asking for a raise. The students said the way it was
handled was not the most appropriate way and offered their own suggestions. Elijah wrote, “I
would have took more time before making a decision and letting them know what it would have
been, and given everyone a raise.”
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Many students recognized that it is not appropriate to wait until the last minute to make an
important decision. Noah wrote, “I would not have made it a last minute decision and I would
not have let my first pick to tell me no I would have stuck with my decision.” Conner wrote,
“Showed that it is better to know what you are doing than to quickly prepare.”

Students commented that they would have done things differently if they were in similar
situations. Brayden wrote, “This episode showed how you can over micromanage and that you
shouldn’t run from a decision based on the idea of not wanting to upset people.” Elijah
commented, “It helped me understand that it is difficult making tough decisions based on how it
can affect others who are your friends.”

Theme: Leadership is Contradictory

Students recognized that while anyone can lead, it is hard to be the leader. Evelyn commented,
“It showed that anyone can rise as a leader and because everyone has different traits, anyone can
be a leader.” Cooper wrote, “It helped me understand that it doesn’t have to be something major
to be a leader, it takes [a leader] in anything you do.” Evelyn remarked, “This episode helps
illustrate that anyone can be a leader.” Isaac wrote: “It shows that there is not just one set way to
lead. It also shows that people in any ranking position can lead in some way or another.” Joseph
commented, “It helped me understand the leadership concept better because it showed me that in
any situation, you can be a leader.”

Students recognized that is it is difficult to be the leader and it requires a high level of maturity.
Anthony wrote, “[The episode] helped me understand that just because someone is in a
leadership position does not mean that they are always prepared to lead and make important
decisions.” Noah reflected, “If you are the person in charge, you can’t please every person 100%
of the time.” Sebastian wrote, “This episode sealed the fact for me that if you want to lead you
must be able to stand your ground.” Isaac commented, “I thought it was a good way of showing
how it is not easy to let someone go in an office setting where everyone knows everyone and that
it is a struggle to not be swayed by outside influences.” Elijah remarked, “It helped me
understand that it is always hard to separate when to be a boss and a friend. I understood that also
being the boss is a challenge.” Conner reflected that an episode, “helped me to know that if you
don’t show support, charisma, or participate in a big decision/change your followers may not be
happy with the outcome.”

Although leadership can be difficult, the students recognized the need to have fun while in
leadership positions. Many students wrote about the working environment of the office and how
it is okay to have fun every once in a while. Mia wrote, “That leadership does not always have to
be geared to a goal; it can be for fun.” Noah wrote, “If the leader is not happy, chances are the
followers will not feel happy with their situations either.” Miles stated, “Leadership isn’t just
about telling people what to do but also getting to know them.” Lillian commented, “It showed

me that being a leader can have its fun sides. Being a leader is about motivating people, and Jim
did.”

Conclusions

Prior research has found that using popular culture in the classroom is an effective way to teach a
variety of subjects (Callahan & Rosser, 2007; Meyers et al., 2011). Within leadership education,
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Williams and McClure (2010) said viewing movies or television shows helps demonstrate
abstract leadership concepts. The results of this study support that students do learn from
watching television episodes of The Office. Some lessons were examples of what not to do, but
others were valuable examples of leadership in a work environment. Students were able to
critically evaluate the leaders portrayed in The Office and wrote comments about leadership
styles, conflict resolution techniques, and leader effectiveness.

The use of The Office episodes also helped students understand concepts taught in the courses by
applying what was being taught in the classroom to the real-life scenarios (enhanced for comedic
effect) portrayed in the episodes. Utilizing the episodes in these leadership education courses
allowed students to learn from the characters involved in the leadership scenarios instead of
being asked to perform those tasks themselves (Brunk, 1997; Williams et al., 2005). The
students’ ability to reflect on what they would do in these situations demonstrated vicarious
learning (Bandura, 1977). Although students have not yet had the opportunity to be the leader
who must fire someone, share bad news, make difficult decisions, resolve conflict, viewing the
episodes in the courses did allow them to think critically about how they should behave in these
types of situations. In a semester long course, it is hard to replicate leadership situations, but
through the use of popular culture examples, students are able to learn valuable leadership
lessons.

The use of the journals allowed students to reflect on the leadership scenarios presented in the
episodes. “Allowing students to witness and discuss leadership theory aids in the students’
ability to build the mental synapses that lead to deeper learning” (Williams, 2006, p. 61).

In terms of the professionalism theme, students recognized that there is a need to be very
professional when you are in a leadership position. They wrote how the manager in 7The Office is
not the best example of a professional leader and what they would have done to be more
professional.

When discussing the effectiveness theme, students recognized that there are different levels of
effectiveness. Students were able to conclude that the leader in this work environment, manager
Michael Scott, did not exhibit the most appropriate leadership characteristics. They also
recognized that other people were effective leaders and what characteristics or behaviors made
them so.

Students also acknowledged the important responsibility leaders have to make difficult decisions.
The decisions illustrated in the episodes were not always handled in the correct manner, but
students were able to see the challenges leaders might encounter. They also commented on how
they would go about making similar decisions if they were in that position.

Students recognized that leadership is contradictory because anyone can emerge as the leader,
but being the leader is a hard job. A leader requires extra effort and energy, but good leaders
enjoy their responsibility and often try to make the situation enjoyable.

Recommendations/Implications

Students were able to connect leadership scenarios portrayed in the episodes to potential real-life
scenarios. Instructors should work to encourage students to make these connections and evaluate
how they would have handled a particular situation. Leadership educators should also make sure
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to point out the positive and negative aspects of leadership portrayed in examples of popular
culture.

The use of television episodes to illustrate leadership concepts should be further examined and
researched. “Due to the lack of historical precedence regarding the best method for teaching
leadership, further exploration of new teaching methods is required” (Williams & McClure,
2010, p. 87).

One recommendation for future research is to look at other television programs that are more
serious (e.g. dramas) in their portrayal of leadership situations. Another recommendation would
be to repeat the study using a control group to determine the effects of the treatment (i.e.
television episodes). Students could also be assessed longitudinally similar to the data collection
methods of Williams and McClure (2010).

Leadership educators should put into practice teaching methods geared to integrating video into
the classroom. The use of public pedagogy (i.e. television shows) can have a positive effect on
student learning.
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Athletic Coaches: Leadership Examples for the prevention
of diversity issues within teams?

Eric Dickelman, Professor, University of Phoenix

We live in a diverse world. That diversity is reflected in our neighborhoods, our hometowns, our
shopping malls, our politics, our national dialogue and our workplaces. Particularly, in our
workplaces. A shift in population and workforce demographics in the United States has
dramatically increased the diversity in the workplace (Prewitt, 2002). In fact, economists at the U.S.
Department of Labor are forecasting continued shifts in workforce demographics for the period
through 2050. According to Toossi (2006), the U.S. labor force is expected to become more diverse
over the next decade and the higher workforce participation rates associated with race and
ethnicity will continue to drive diversity throughout the workforce (Toossi, 2006). Fullerton and
Toossi (as cited in Christian, Porter, & Moffitt, 2006) believed that the non-white workforce would
rise over two percentage points for the period 2000 to 2010 and the percentage of minorities in the
workforce would reach 25% by 2050. The Hudson Institute (1997), in their landmark study of the
changing workplace, forecasted that the percentage of Whites and non-Hispanics in the workforce
would drop from 76% in 1995 to 68% by 2020, with a commensurate increase in the percentage of
women, Hispanic, and Asian American workers over the same time frame.

Although this diversity has enabled organizations to be more creative and innovative in their
collective thought processes it has come at a price. (Strohmeier, 1999). The introduction of
diversity into the workplace and the work team (self directed and otherwise) has introduced an
element of strife and conflict into the working environment that human resource professionals and
organizational leadership are struggling to manage and understand (Cox, 2001; Mannix & Neale,
2005). In addition, Konrad (2006) noted, “...managing workplace diversity is difficult and complex,
and considerable barriers exist to the effective implementation of the business case for diversity.”
(p- 166). One perspective on this diversity, termed social categorization diversity, appears to be
critical in understanding and managing these new developments in the workplace.

Organizational theorists would argue that companies should pursue social categorization diversity
within the ranks because it is morally and socially responsible (Jayne & Dipboye, 2004; O’Leary &
Weathington, 2006). However many companies have adopted a more pragmatic view of diversity.
These companies argue that valuing and managing the diverse workforce are key strategies in
pursuing economic success in an increasingly competitive environment (Cady & Valentine, 1999;
Cseh, 2003; Doherty & Chelladurai, 1999; Horwitz, 2005). Wright, Ferris, Hiller, and Kroll (1995)
noted, “If competitive advantage is based on human and organizational resources, then the
increasing diversity in the work force not only requires embracing this reality but also changing
organizational policies and processes to mesh with the needs of the new work force” (p. 273).
However, as diversity grows within these organizations, the tools, skills and techniques used in
effectively managing these assets and resources have become outdated and ineffectual (Marquis,
Lim, Scott, Harrell, & Kavanaugh, 2008; Swann, Polzer, Seyle, & Ko, 2004). As noted by Marquis et
al. (2008), “One of the most significant limitations of the diversity literature is its lack of practical
advice and specific methods of implementation. The best practices it describes are often too
abstract ... without concrete examples of how to design and implement them.” (p. 19) The lack and
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/or ineffectiveness of these tools, skills, and techniques are leading to organizational difficulties in
trying to implement successful diversity management policies and programs (Swann et al,, 2004).

Compounding this lack of practical tools, skills and educational techniques, is the more complex
core humanistic problem that Allport (1990) summarized in his seminal study on prejudice, The
Nature of Prejudice. He noted that “Man has a propensity to prejudice. This propensity lies in his
normal and natural tendency to form generalizations, concepts, categories, whose content
represents an oversimplification of his world experience.” (p. 27). So the issue for the human
resource practitioner and for organizational leadership is how to address a problem that is both
here to stay (Fink, Pastore, & Riemer, 2003) and a core instinct for the employees within their
organization.

However, all is not lost. There is a model for diversity management within teams that can provide
the human resource and organizational leadership with a template from which to build an effective
training and management program. And that model is on display every day throughout the United
States in middle schools, high schools, colleges and universities, community centers, and
professional stadiums and arenas. That model takes human beings of various diversities and places
them within a team environment in which the very success of the team is based, almost entirely,
upon the successful integration of this diversity into a cohesive team environment. That model is
the basic sports team.

Sports teams? When you consider them carefully, sports teams do resemble the typical workplace
team in the average Fortune 500 environment. Like those workplace teams, the sports team
consists of individuals from diverse backgrounds and diverse ethnicity uniting together to achieve a
certain purpose or goal. Like workplace teams these sports teams may have a mentor (the coach)
and, within the confines of the playing field or court, are largely self-directed. Yet you rarely see or
even hear about social categorization diversity issues within the context of the athletic team. That
is, when engaged, the sports teams tend to pursue their goals and objectives without the baggage of
diversity issues that have plagued the workplace teams. Why is that and can that feeling of unity
and purpose be replicated within the context of the average Fortune 500 workplace team? That
research question formed the basis for a phenomenological research study that compared the
dynamics of the workplace team and the athletic team. Was there an element of leadership in play
that allowed athletic teams to successfully perform without issues of diversity while workplace
teams struggled under the burden of diversity rhetoric? If so, could the leadership dynamic
manifested within the athletic team be replicated in the Fortune 500 work place team?

Literature Review

There has been little research on the experiences and techniques of NCAA coaches in managing
social categorization diversity on their respective athletic teams. Because of this paucity of
research, the qualitative, phenomenological research approach provided the best tools to explore
that phenomenon. However, this does not mean that past research could not help in framing a
research design or using an appropriate vocabulary to discuss the results. Indeed, the juxtaposition
between past research on management diversity and the NCAA coaching phenomenon was
considered to be an essential part in making the results useful to leaders and managers. To that
end, a literature review was conducted that addressed the research that has been done relative to
social categorization diversity, diversity management, workplace teams and diversity, athletic
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teams and diversity, the role of athletic coaches and coaching philosophies in shaping individual
and team attitudes, and various social grouping theories as they relate to athletic teams.

Specific literature and research reviews were conducted on the subjects of: (a) diversity
management on athletic teams; (b) the diversity related experiences of participants on athletic
teams; (c) the role and impact of coaching and coaching techniques on team dynamics and culture;
(d) social categorization diversity within the workplace setting; (e) impact of social categorization
diversity on workplace teams; (f) sociological and psychological make-ups of individuals who
participate on athletic teams; and, (g) social and psychological groupings theories and relationships
as they relate to social categorization diversity. These subjects were explored in support of the
central purpose of this research; addressing the growing phenomenon of social categorization
diversity within the workplace by developing enhanced and methods and techniques to more
effectively manage diversity within the workplace.

The majority of the research on managing social categorization diversity within the workplace has
been conducted within the last 30 years, mirroring the demographic changes within the
organization over that time frame. The research tended to focus on two aspects of diversity:
managing it and quantifying its economic and cultural impact on the organization. As diversity and
its attendant issues grew within the organization, researchers began searching for an
understanding of the economic and cultural impact that diversity had on the organization and
developing new and enhanced methods of managing this diversity.

In terms of the economic and cultural impact of social categorization diversity on the organization,
the literature search demonstrated mixed results. Some research indicated positive impacts
associated with a demographically mixed, richly diverse workplace while other research pointed
towards a more toxic and deleterious impact from diversity. Timmerman (2000) summarized the
situation, citing the work of Pelled, Eisenhardt and Xin and Williams and O’Reilly to conclude that
research results looking at the benefits of diversity on workplace teams’ conflict: “With respect to
racial diversity, Pelled et al. found that diversity was associated with greater emotional conflict. As
reviewed by Williams and O’Reilly (1998), however, other studies have found positive effects or no
relationship between racial heterogeneity and team outcomes” (p. 594).

With regard to athletic teams, NCAA affiliated or otherwise, there had been little if any research
conducted on managing social categorization diversity within the context of the team. Cook (2005)
built a case for the effect that social psychological grouping theories have on the interracial
interactions on collegiate athletic teams, confirming the prior research associated with realistic
conflict theory, intergroup contact theory, and the common group identity model. Anderson (2002)
looked at the historical and current methods employed in managing openly gay athletes on athletic
teams. Brown, Jackson, Brown, Sellers, Keiper, and Manual (2003) examined perceptions of
discrimination by white and black athletes but did not fully explore the dyad of the relationships
between each other on the team. However, neither these researchers nor others in the field
developed any research discussing the management of diversity on athletic teams.

There had been a number of studies and research conducted on the impact that coaches have on the
culture and attitudes of the teams in which they coach (Cushion & Jones, 2001; Lapchick, 1996;
Smith & Smoll, 1996). These studies tended to support the notion that coaches have a profound
impact on the attitudes of their teams and can also set the tone for how issues, including those
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centered around diversity, are to be managed and resolved. However, none of these studies focused
exclusively on the methods in which these coaches managed social categorization diversity issues
on their teams.

However, the lack of diversity management research within athletic teams was more than offset by
the volume of research conducted on the leadership aspects of athletic teams. Because of their
inherently closed social nature, athletic teams have provided sociological and psychological
researchers with a rich environment for research over the last 50 years. This research tended to
focus on aspects of leadership and team cohesion and, as noted by Sullivan and Gee (2007), has
been “fully conceptualized and widely researched” (p. 109) with regard to those specific subjects.
However, there has been little research conducted on the management of diversity, in any form, as
it pertains to these athletic teams.

In addition to leadership, recent research within the athletic team environment focused on other
aspects of the athletic team including collective efficacy (defined as shared beliefs among
individuals groups as it relates to a certain task or project) (Fontayne, Heuze, & Raimbault, 2006;
Kozub & McDonnell, 2000; MacLean & Sullivan, 2003) and intrateam communication (defined as
the communication methods that occur between teammates on a team.) (Sullivan & Gee, 2007).
But, again, very little research examined the management of social categorization diversity within
athletic teams, despite their apparent diversity (Cook, 2005). This lack of research might have been
associated with a perception among researchers that social categorization diversity issues were
simply not present within athletic teams.

Of the minimal amount of research conducted on diversity management within athletic teams, two
studies stood out. Brown et al. (2003) focused their research on the perceptions of racial
discrimination by both Black and White athletes. Their research concluded that team sporting
activities created “an atmosphere in which the political and ideological constraints of race are
subjectively loosened for a select group of athletes” (p. 177) and that organized sports could
provide a model that allowed team participants to shift the focus away from a racial identity and
toward an identity of simply being a teammate. Brown et al. (2003) further noted that athletes can
be “‘color blinded’ by participation in sports because they are socialized to competition-related
norms” (p. 166). This research supports the assumption of this research that NCAA teams might
manage their diversity issues differently and more effectively than seen within industry.

The second study was conducted by Cook (2005). Cook (2005) examined the subject of diversity
from the perspective of the athletic team as a model for positive diversity training. Cook believed
that institutions of higher learning have a responsibility to train their students on how to
successfully function within an increasingly pluralistic, multicultural society and that athletic teams
could provide these institutions with a realistic model of diversity management. Using the concepts
of realistic conflict theory, contact theory, and the common group identity model, Cook looked at
the diversity attitudes of participants on athletic teams and found that “athletes [were] more likely
to be prepared for a diverse society than non-athletes” (p. 95). Cook further noted that no
additional research had been conducted to measure the conditions surrounding the team, including
the coaching and coaching attitudes, and how those conditions affected the athlete’s ability to
interact in a diverse culture like the team. Put more simply, Cook noted that additional research had
not been performed to answer the question of whether a culturalized purpose or condition within
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the athletic team, like, for instance, the common goal to win, overrode issues of social categorization
diversity that might have been present on the team.

Methods

The research design involved administering an online survey that combined demographic
questions with open-ended questions to a population of 75 coaches and assistant coaches for a
select group of NCAA Division I, I and III college and university athletic teams. The survey was
followed by observations of team practices and games for a select group of athletic teams followed
by interviews with coaches of those observed teams.

Findings

With regard to the presence and management of diversity within the construct of the athletic team,
the general research associated with this study noted the following findings:

* Based on the research, social categorization diversity issues on NCAA athletic teams are
either non-existent or exist at a level so deep within the team collective as to be
undetectable. This limited finding was supported through the literature search,
questionnaire results and interview findings and research. However, this conclusion cannot
be generalized to the entire population of NCAA athletic teams because of the small sample
size used in this research. In order to generalize this conclusion, additional research using a
larger sample size across a broader variety of teams would be necessary.

* The character of the individual on the team and the methods in which an athlete’s character
is identified play a role in preventing and managing diversity issues within the athletic team
environment. This finding was supported from the literature search, questionnaire results,
observations, and interview results.

The interview participants (coaches and assistant coaches) indicated during their interviews
that the lack of social categorization diversity issues within their team collective was primarily
attributable to: (a) enhanced enlightenment and strengthened character with today’s college
athlete, and, (b) a strategy of selective recruiting by the coaches to populate their team(s) with
individuals who had “strong character” and were “team oriented”.

* Individuals in the team collective tended to associate with others of their own race or
ethnicity during their individual time but when engaged within a team environment those
associations tend to weaken or disappear. This finding, first noted during the observation
phase of this research, was supported in the literature research through the application of
Allport’s (1990) work, the various psychological and sociological studies on groupings by
Tajfel, Hogg, Turner and others and the work of Anshel and Sailes (1990), Brown et al.
(2003), Turman (2003) and Zacarro et al. (1995). In addition, this finding was supported by
the coaches’ comments during the interviews despite a relatively low axial coding response
rate of 8.62%.

* Mission statements are effective in preventing and managing diversity issues. This
perception by the coaches was borne out in their responses to the research questionnaire,
the axial coding of their interview responses and in the words they used during their
interviews.
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The mission statement has been fully conceptualized and researched within the business literature
as being a key component of an effective management strategy for typical business environment
(Cochran, David, & Gibson, 2008; Drucker, 1974). The mission statement allows the organization to
define itself and is a “... declaration of an organization’s reason for being” (Cochran et al., 2008, p.
27). It follows that within the context of an athletic “organization”, a mission statement would also
be a key component of the team’s strategy, as identified by the interview participant’s.

* A written, formal diversity policy is, like many human resource related policies and
procedures, important from a regulatory and compliance perspective (Sarvadi, 2009) but
may not be effective in managing day to day issues. This research finding was based on the
interview comments as well as the questionnaire results. A formal policy on diversity was
not viewed by the coaching community as an effective tool in the prevention or
management of diversity issues within the context of their athletic teams.

The interview participants and those queried via the on-line questionnaire are charged with the
responsibility for executing the athletic department’s policy and procedures.

However, it became evident, particularly in the interviews, that general policy statements like that
associated with diversity are not perceived to be useful tools in assisting the coaches in executing
effective day-to-day management strategies that are supportive of the athletic department’s
policies.

* Managing diversity issues is best done though a privacy based intervention strategy. This
research conclusion was strongly supported by the on-line questionnaire, the comments
made by the interview participants and the axial coding results. In both the questionnaires
and interviews the coaches and assistant coaches cited prior examples of effective issue
resolution (diversity related and otherwise) and strategies that were based on allowing
them to address the issues through one-on-one interventions between them and the
affected parties. Only rarely and dependent on the situation in which the issue occurred
were the interview participants advocates of any other resolution method other than the
private, one-on-one method.

. The ability to communicate in a direct, honest method is the key towards preventing and
managing diversity related issues. As with the finding on the method of managing diversity
issues, this finding was based on the literature review and the strong interview comments
and axial coding results from those interviews with the coaches. From the standpoint of the
literature, the research work of Cushion and Jones (2001), Smith and Smoll (1996), and
Rudd and Mondello (2006), among others, supported the conclusion that communications
between the coaches and the athletes were key elements of a functioning, successful team.
In addition, Zakrajsek, Abildso, Hurst, and Watson (2007) noted prior research that
concluded that coaches that adopted democratic, supportive communication styles were
more likely to have successful, well-functioning athletic teams.

In addition to the literature, the interview participants, to a person, believed strongly that their
status as an authoritarian figure on the team and the ability and latitude to communicate in a
straight forward manner to their athletes was instrumental in preventing and managing team
issues, diversity and otherwise.

Recommendations/Implications
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A goal of this research was to examine a successful diversity management schema within a
team environment, determine within that schema whether diversity issues existed and, if they
existed, determine how those diversity issues were managed. Once the findings from that research
were determined the next phase of the research was to determine if the skills, techniques and
practices from that diversity management environment could be successfully adapted and adopted
into the average Fortune 500 workplace team environment. The research concluded that,
conceptually, those skills, techniques and practices could in fact be translated into the average
Fortune 500 workplace team environment. To that end, a matrix was developed that mapped the
research findings to a series of recommendations for implementation within the Fortune 500
workplace team environment. That mapping is shown in Table 2.

Table 2

Mapping Research Findings to Fortune 500 Workplace Team Applications.

Research findings

Fortune 500 workplace team
application recommendation

Social categorization diversity issues are not
prevalent on NCAA athletic teams.

No applicability to Fortune 500
workplace teams.

The character of the athlete was important in
terms of preventing and managing diversity
issues on athletic teams.

When establishing the workplace
teams take care to ensure that each
member of the team has the proper
focus and attitude to accomplish
the workplace team task.

Athletes may exhibit a tendency to sacrifice their
own individual values and behaviors in favor of
the teams. This could be due to peer pressure,
inculcation as a result of being exposed to teams
for a number of years, or use of a team objective
or mission statement.

No applicability to Fortune 500
workplace teams. Define team
objectives prior to the start of the
team process.

Having a team objective or mission statement
was valuable in terms of providing a team
oriented focus and establishing what behaviors
were acceptable and what behaviors were
unacceptable.

Ensure that the workplace team
has a specific focus and mission
statement that each of the
individuals understand and
acknowledge.

Having a written policy on diversity was not
seen as providing any particular value towards
the ability to manage diversity within a team

Recognize that upper level human
resource policies may not be
enough to discourage diversity
issues at the working level.
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environment. Therefore, do not rely upon those
policies to help in preventing and
managing diversity issues that may
occur.
6. Social categorization diversity issues are best Establish a team mandate that

addressed through a privacy based resolution

encourages members of the

methodology. workplace team to discuss any
issues that may occur on the team
in a private setting.
7. The most important skill that a coach can bring Despite recent moves towards

towards the management of social
categorization diversity is the ability to
communicate directly and honestly with their
players.

Conclusions

democratization of workplace
teams, establish a team leader with
authority for managing the team,
encouraging establishment of team
mission statements, resolving team
issues and achieving the team’s
objectives.

This qualitative, phenomenological research study was successful in that it identified that social

categorization diversity issues tended to be either non-existent within the framework of the NCAA

athletic team environment or buried at a level so deep at to appear to be non-existent. Further, the

research findings noted that athletic coaches and assistant coaches were responsible, at some level,

for either the prevention of social diversity issues on their teams or the successful management of

these issues. The skills, tools and practices that these coaches and assistant coaches used to

manage and at times intervene into social categorization diversity issues were outlined and

adapted to the Fortune 500 workplace team environment. This outlining and adaptation was done

at a level that would provide human resource practitioners and management teams within the

Fortune 500 organization with specific skills, tools and practices that could be used in the

prevention of social categorization diversity issues within their unique teaming environments.
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How Important is it Really? Defining a Skill Set for Leaders of Agriculture

Kristen Baughman, Graduate Student, North Carolina State University
Jacklyn A. Bruce, Assistant Professor, North Carolina State University

Introduction

Directors, Commissioners, and Secretaries of Agriculture (Commissioners) are elected or
appointed officials who are the leaders of agriculture for their state. They promote the
agricultural industry and ultimately determine its future, while protecting consumers and the
environment (National Association of State Departments of Agriculture, 2011). Their leadership
is needed because Departments of Agriculture (Departments) in the U.S. are going through a
period of great change due to environmental controversies, advances in technology and budget
deficits (Adrian, Shannon, Noorwood & Mask, 2004; Carlson, 2010; Reganold et al., 2011).

This study utilized a mixed methods approach to identify and define the leadership skills of
Commissioners (Fraenkel & Wallen, 1996). Quantitative research methods were used to describe
Commissioner’s perception of importance in six leadership skill areas. Qualitative research
methods were used to make meaning of the quantitative results (Jick, 1979).

Theoretical Framework

Numerous studies have been conducted about leadership skills and competencies needed by
leaders in the business and agriculture fields. Commissioners are involved in each of these fields
because they oversee the Department and agricultural productivity in their state.

The theoretical framework (see Figure 1) for this study is based on Moore and Rudd’s (2004)
study of the leadership skills and competencies of Extension directors and administrators, and
Jones’ (2006) study of the leadership skills of academic program leaders in colleges of
agricultural and life sciences.

In Moore and Rudd’s study (2004) a purposive sample of administrators responsible for hiring
Extension leaders in state director/administrator positions from land-grant institutions
participated in qualitative interviews. The interviews were conducted to identify skills necessary
to be a leader within the Cooperative State Research, Education, and Extension Service. Six
major leadership skill areas were identified. Forty-five leadership skills were clustered into one
of the six skill areas, and a total of 80 leadership competencies were developed.
Interrelationships existed between the leadership skills within and between skill areas, supporting
the notion that “leadership cannot exist in a vacuum” (Moore & Rudd, 2004, p. 32).

Jones’ (2006) study of academic program leaders in colleges of agricultural and life sciences
further exemplified the leadership skills needed by leaders in the agriculture field as noted in
Moore and Rudd’s study (2004). Academic program leaders determined the importance of the
six leadership skills using a leadership skills questionnaire (Jones, 2006). Data was gathered
from 56 academic program leaders to determine the academic program leaders’ perceived
leadership skill importance. Thus, the major leadership skill areas that served as the basis for this
study were: human, conceptual, technical, communication, emotional intelligence, and industry
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knowledge skills (Moore & Rudd, 2004; Jones, 2006).
Figure 1

Theoretical Framework
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Purpose

Although the skills of leaders from a variety of settings have been researched, an assessment of
leadership competencies of Commissioners has not been conducted. By studying their leadership
skills, it will draw a clearer picture as to what Commissioners need in order to lead their state
Department of Agriculture effectively through a changing agricultural era. This study will
contribute to the general body of knowledge related to leaders and leadership. In practice, the
results of this study could lead to a better understanding about the skills needed by leaders in the
field of agriculture. Youth organizations and leadership educators could also develop and make
changes to leadership programs to prepare students to become future agriculture leaders.

Commissioners have been designated as the individuals responsible for leading their state’s
Department through a controversial and changing agricultural climate. With this significant
responsibility in mind, the purpose of this study was to identify and define the leadership skills
needed by Commissioners overseeing their state Department. The level of importance of current
Commissioners was assessed in each of the six leadership skill areas defined by Moore and Rudd
(2004). This research addressed the following objective: Assess level of perceived importance of
leadership skills, as determined by Commissioners.

Methods
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This study utilized a mixed methods approach to identify and define the leadership skills of
Commissioners of Agriculture at the state level (Fraenkel & Wallen, 1996). The population for
this study included Commissioners denoted in the directory of the National Association of State
Departments of Agriculture, with a total of 50 for the population.

Quantitative research methods were used by employing an electronic survey instrument to
describe Commissioners perceived proficiency in the six leadership skill areas. These categories
were developed after reviewing the relevant literature on leadership skills and competencies.
Researchers utilized the Jones (2006) instrument; each leadership skill area had seven questions
with the exception of the emotional intelligence area, which had nine questions, and the
instrument contained seven demographic questions. The researchers followed Dillman’s (2000)
Internet and Interactive Voice Response Surveys Design Methodology to enhance participants’
response rate. The first step was to send a brief e-mail of introduction to Commissioners
notifying them of the electronic questionnaire and encouraging their participation in the study.
The researchers included a link to the questionnaire containing directions for completing the
study, the informed consent notice and the leadership skills questionnaire. The leadership skills
questionnaire was open for a 6-week period. One week after the initial e-mailing, a reminder e-
mail was sent from the Commissioner of Agriculture in North Carolina to all participants of the
study. After week one, reminder e-mails were then sent from the researcher each week until six
weeks after the initial e-mail was sent requesting their participation in the study. Thirty-five
responded to the research for a response rate of 70%; t-tests examined differences between early
and late respondents, and there were no differences in the mean scores for the two groups (Miller
& Smith, 1983). Descriptive statistics were used to analyze the data collected by the instrument.

Qualitative research methods were used to enhance the quantitative results (Jick, 1979). After
administering the instrument, semi-structured phone interviews were conducted with 15
participants over a three-month period during the fall of 2011 to further explore the six
leadership skill areas, while continuing the search for meaning. The researchers used an
interview protocol, which was not shared with the participants prior to the interview. Interviews
lasted between one-half and one hour. Each interview was tape-recorded and transcribed in its
entirety following the interview. The traditional method of constant comparative analysis was
used for the qualitative portion of the study (Merriam, 2009). Each phone interview was coded to
retain confidentiality. The codes are included in parentheses in the findings section after a
quotation is given by an interviewee. The codes are part of the audit trail and provide
trustworthiness confirmability (Merriam, 2009).

Findings

Results are presented by leadership skill area. The scale used was: Not Important (1), Little
Importance (2), Somewhat Important (3), Important (4), and Very Important (5). In order to
make meaning of this quantitative data, triangulation was used by the researchers. The
quantitative data is presented first followed by appropriate triangulation and corroborating
qualitative data. The codes from the audit trail correspond to the interviewee who made the
statement, and the corresponding page number of the transcription.

Human Skills
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Table 1 lists the response mean score and the standard deviation for each of the seven questions
in the human skills area. The participant’s responses indicate they believe human leadership
skills to be in the Important to Very Important category of leadership skills. The majority of
participants rated respecting others as the most important of the human skills. It is interesting to
note that throughout the entire instrument, Commissioners rated respecting others as the most
important skill in all of the leadership skill areas.

Table 1

Human Skill Importance Item Response Scores

0 o
Identify personal strengths and weaknesses 4.36 0.59
Evaluate the impact of personnel 4.47 0.56
Respect others 4.72 0.51
Create an environment in which you, as the leader are approachable 4.69 0.47
and open to new ideas
Be an effective team member 4.53 0.61
Environment that values the diversity of others 4.22 0.93
Create an environment in which team members are willing to share 4.58 0.50
ideas
Note: Scores measured using Likert scale; 1 (Not Important) to 5 Very Important)

Diversity

Commissioners recognize that being accepting of diversity is important both in and out of the
Department. Commissioners interact with various people and organizations daily, and feel it is
important to be able to accept this great diversity. Dealing with diversity is part of their job.

Diversity is good; we need to promote discussion and that diversity (12.M.6).
The challenging side of a job is dealing with diversity...Sometimes some very difficult
people come up to visit you...If you listen to these people and return their calls, that goes

a long way and allows them to appreciate the fact that they had your ear (I111.M.3).

Open and Approachable Atmosphere

Commissioners understand that cultivating an open environment is important both in and out of
the Department. Commissioners believe in having an open-door policy with their employees.
They also believe in being accessible to people and organizations outside of the Department.

I feel it is important to be accessible (I111.M.4).

Trying to go out to our different divisions to say hello to people and to learn about what
they are doing as often as I can is important (I112.F.2).

Impact of Personnel

Commissioners recognize the importance and value of their personnel; they provide expertise in
many agriculture fields and aid the Commissioner in the daily operations of the Department.
Without the personnel, the Commissioners believe they would not be as successful.
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The work of state employees is a noble profession because you are actually being a
public servant, serving the interest of the public (I5.M.2).

When you have great people to work with it’s much easier to work on each other’s
strengths and be an effective team to impact agriculture (16.M.1).

Conceptual Skills

Table 2 lists the response mean score and the standard deviation for each of the seven questions
in the conceptual skills area. The responses indicate Commissioners believe conceptual
leadership skills to be in the Important to Very Important category. Responses in the conceptual
skill area were higher compared to all of the other areas. Of the conceptual skills, Commissioners
believe thinking strategically is the most important, while an attitude that supports and welcomes
organizational change and helping others support organizational change are the least important.

Table 2

Conceptual Skills (Importance)

1 c
Create a long term vision for the organization 4.62 0.55
Think strategically 4.68 0.53
Set goals 4.56 0.56
Help others support organizational change 4.27 0.61
Be decisive 4.62 0.49
Attitude that supports and that welcomes organizational change 4.27 0.69
Achieve goals 4.54 0.56

Note: Scores measured using Likert scale; 1 (Not Important) to 5 (Very Important)
Vision
Commissioners believe in the importance of sharing a vision for the Department and the
agriculture industry with their personnel, which allows each employee to understand their role in

the Department. Commissioners believe it is important to be the person who provides that vision.

I think it’s important to inspire people with a shared vision, one that they can be excited
about and they understand what their role is in that vision (I12.F.4).

Leadership is about the importance of having a vision and direction (I5.M.5).

Decision Making

Commissioners identified that before making a decision it is important to understand both sides
of issue and include others in the process. Understanding why you made a wrong or right
decision in the past is practice for making decisions in the future.

You need to listen to both sides of the story and work through their individual issues, and
then you can come to a consensus and come to some final resolution (I4.M.1).
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The best practice for making decisions is making decisions...It’s those tough ones that
give you practice for the next tough decision (I16.M.5).

Technical Skills

Table 3 lists the response mean score and the standard deviation for each of the seven questions
in the technical skills area. Scores ranged from 3.60 to 4.25; thus, this leadership skill area had
the largest variance in responses amongst participants. The responses indicate participants
believe technical skills to be in the Somewhat Important to Important category of leadership
skills. Commissioners rated interpreting and explaining organizational budgets as the most
important of the technical skills, while effectively integrating computer software programs were
rated the least important. Throughout the entire instrument, Commissioners rated being
effectively integrating computer software programs as the least important skill in all of the areas.

Table 3

Technical Skills (Importance)

n c
Develop budgets for all levels within the organization 4.17 0.70
Effectively use computer software for word processing 4.08 0.76
Interpret and explain organizational budgets 4.25 0.65
Effectively use and search the internet 3.95 0.78
Effectively use computer software for spreadsheets 3.84 0.90
Effectively use computer software for databases 3.78 0.92
Effectively integrate computer software programs (i.e. merge files) 3.60 0.98
Note: Scores measured using Likert scale; 1 (Not Important) to 5 (Very

Important)

Budgeting

Commissioners identified that being able to interpret and explain the Department’s budget is
important. They emphasized that it is important to prioritize the Department’s programs during
budget cuts. They also believe involving others in and out of the Department for input when
dealing with budget cuts is important and shows the transparency of the Department.

It is important to involve industry leaders to go through the Department’s budget...and be
very open to answering all of the questions that they might have (I112.F.1).

You have to set priorities first and protect those from cutbacks. Of course that means you
have got to cut more in other places; you have to prioritize the things that are less
important, but generally, at the same time see what the dollar impact is (19.M.4).

Policies in State Government

The importance of understanding and dealing with the changing policies in state government
emerged as a new finding in the technical skill area. Commissioners recognize that creating and
changing policies in state government is a major challenge. Often they do not have a direct say in
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these policies due to state government practices, which can be frustrating. They also believe it is
important to help their constituent base understand the new or changing policies.

We have so many things that are not in our statutory authority and the things that impact
farmers the most now days are not here. It would be ideal and important to have a more
direct say in those issues that impact the farmer’s ability to farm in [state] (I12.F.4).

Change is tough in government but important (I3.M.6).
Communication Skills

Table 4 lists the response mean score and the standard deviation for each of the seven questions
in the communication skills area. The Commissioners in this study showed variance in their
answers, with responses ranging from 3.86 to 4.54. The responses indicate they believe
communication skills to be in the Somewhat Important to Important category. Commissioners
rated interacting and communicating with people who have divergent points of view is the most
important of the communication skills, while writing for various audiences is the least important.

Table 4

Communication Skills (Importance)

u c
Interact and communicate with people who have divergent points of 4.54 0.51
view

Identify barriers to listening 4.19 0.57
Write for various organizational purposes (i.e. technical writing, 3.92 0.65
professional publications, etc.)

Read and comprehend a wide range of publications 4.32 0.58
Reduce barriers to listening 4.16 0.60
Recognize and effectively use nonverbal cues or behaviors 4.16 0.60
Write for various audiences 3.86 0.75

Note: Scores measured using Likert scale; 1 (Not Important) to 5 (Very Important)

Collaborating with People who have Different Views

Commissioners recognize the importance of communicating and working with people who have
different viewpoints. Commissioners believe it is important to understand both sides of a
situation. Avoiding conflict between different groups is essential when analyzing problems.

That’s the biggest part of the Secretary’s job, dealing with people...you meet all different
types...it’s important that (you) develop relationships and work together (14.M.2).

It’s all about people and understanding how to communicate ideas and directions.
Communication is a two-way street and you have to be on both sides (16.M.4).

Recognizing the Types of Communication to use in a Particular Setting
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Commissioners recognize that they might think a certain method of communication is most
effective; however, communication methods should be altered depending on the situation.

Commissioners utilize a particular communication method based upon their audience.

My communication skills have changed, and they change from situation to situation. If
you see you aren’t succeeding in one direction you go in a different one (I11.M.4).

The most effective way to communicate will depend on the audience. Everybody turns to

different channels of communication for different things (16.M.4).

Electronic Communication

Commissioners recognize the need to communicate using electronics and the importance of

staying current with electronic communication. By understanding these new methods,

Commissioners and the Department are able to reach and engage people. The majority of

Commissioners emphasized the importance of their Departments utilizing social media.

It is important to stay current with the technology that has been changing our

communication so rapidly (I1.M.1).

My ideal Department of Agriculture would help empower people to be their best and we
would do that with electronics...like Skype, email, text...Facebook and Twitter (16.M.6).

Emotional Intelligence Skills

Table 5 lists the response mean score and the standard deviation for each of the eight questions
in the emotional intelligence skills area. The emotional intelligence skills area was rated
Important to Very Important by the Commissioners. They rated having a high level of motivation
as the most important emotional intelligence skill, while separating personalities from behaviors

was least important.

Table 5

Emotional Intelligence Skills (Importance)

i c
Set priorities to effectively manage personal time 4.37 0.55
Resolve conflict 4.43 0.56
Make use of constructive criticism without becoming critical and angry 4.40 0.50
Separate personalities from behaviors 4.09 0.74
Negotiate agreement 4.23 0.69
High level of motivation 4.54 0.51
Control emotions in emotional situations 4.49 0.56
Set priorities to effectively manage organizational time 4.37 0.49
Respect for the time commitments of others 4.38 0.55

Note: Scores measured using Likert scale; 1 (Not Important) to 5 (Very Important)

Respect for Time Commitments of Others
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Commissioners noted the importance of respecting the time commitments of others; people have
other obligations in their personal and professional lives. By respecting these time commitments,
Commissioners create an understanding environment for people in and out of the Department.

You have to understand people have families; they have other interests (13.M.1).

Do not just tell me the same thing three times in different ways; it is not a productive use
of my staff’s time or my time (110.M.2).

Industry Knowledge Skills

Table 6 lists the response mean score and the standard deviation for each of the seven questions
in the industry knowledge area. The participant’s responses indicate that industry knowledge
skills are in the Important category of leadership skills. Scores in the industry knowledge skills
area were not as high compared to other areas, but Commissioners still believe in their
importance. It is important to note the Commissioners ranked explaining the political
environment of the state and the implications for the Department as the most important of the
industry knowledge skills, while evaluating the impact of programs for each client group and
being able to explain the founding principles of the Departments were the least important.

Table 6

Industry Knowledge Skills (Importance)

1 c
Create linkages within both traditional and non-traditional audiences 4.26 0.56
Depth of knowledge in a content area 4.20 0.63
Identify the needs of various client groups within the state 4.43 0.61
Explain the political environment of the state and the implications for 4.54 0.61
the Department

Relationship between statewide programs 4.29 0.62
Evaluate the impact of programs for each client group 4.14 0.65
Being able to explain the founding principles of the Department of 4.14 0.85

Agriculture with constituents

Note: Scores measured using Likert scale; 1 (Not Important) to 5 (Very Important)

Understanding the Role of the Department

Commissioners elaborated on the importance of Department understanding their role,
which is to help and protect others involved in agriculture and consumer services.
Commissioners believe the Department should reach out to their constituent base to make
them aware of the programs and opportunities available to them through the Department.

The Department must look for ways to incubate opportunities for farmers so
consumers can take advantage of the abundance of agriculture (110.M.1).

When farmers think of agriculture I want them to think of two things, our
Department and Extension. Bottom line, we need to be serving the farmer (111.M.6).
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Understanding the Constituent Base

Commissioners recognize the importance of focusing on their constituents in order to
determine their issue and figure out ways to better serve them. Most of the Commissioners
come from a farming background, which they believe helps them to better understand their
constituents involved in the agriculture industry.

It is important focus externally to the citizens and the farmers in par