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Abstract
Women continue to be under-represented in senior leadership positions, particularly in male
dominated organizations. Despite this gap, popular literature including the New York Times and
the Harvard Business Review have espoused the benefits of hiring female leaders. Women, more
so than men, are thought to exhibit the nurturing and empowering characteristics of the
transformational leadership style that is the popular method of leadership sought by today’s
organizations. Academic researchers have tended to argue against gender differences in
leadership style. However, some scholars have found that women tend to be more
transformational than men, except in the presence of moderators such as a predominately-male
sex composition of the organizational hierarchy. Using the constructs of transformational and
transactional leadership, this mixed-methods study employed the Multi-Factor Leadership
Questionnaire and semi-structured interviews to explore the leadership practices of male and
female leaders in a male dominated organization. The theoretical paradigms of role congruity
theory and social identity theory allowed for the examination of stereotypes and prejudices
against female leaders that influenced their leadership styles and provided insight into the
evaluative differences between male and female leaders. The quantitative results reveal that both
male and female leaders rated themselves as more transformational than transactional, with men
just as likely as women to use a transformational leadership style. A thematic analysis of
qualitative data reveled two overarching themes, which were applied to the research questions.
The results indicate that some women alter their leadership behaviours when leading in a male
dominated environment and perceive they are evaluated differently when leading in a
transformational manner in male dominated roles.

Keywords: female, leadership, male dominated, gender roles, performance, effectiveness
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Chapter 1. Introduction to the Study

In the Vice President’s boardroom on the 19" floor, a monthly meeting of Operations
Branch executives in the field of law enforcement takes place. The executives are two women and
five men, from seven regions across Canada and they meet to discuss issues facing frontline
officers. At the helm, is the Vice-President, sharply dressed in a crisp, navy uniform with stripes
on the shoulders, and medals across the breast, signifying authority and accomplishment. The
Vice-President commands the Operations Branch, which includes more than 6500 officers
across the country that deal with issues of immigration, the importation of illegal contraband,
and the processing of goods and people in a 24/7 operational environment. The meeting moves
quickly as the Vice-President is brisk, efficient, and has a reputation for no nonsense. The Vice-
President is also a young woman.

While the above passage is a reality in the organizations of today, for a female to become
the Vice-President of a national law enforcement agency was not always achievable. There is no
doubt that the last decades of the 20" century saw considerable progress in the advancement of
women in the workforce. Even in the traditionally male roles at the senior management levels
progress has been made. In 1980, there were no women in the top executive ranks of the Fortune
100, however, by 2001, 11 percent of those corporate leaders were women (Warner, 2014). The
number of women in global political leadership positions has also steadily increased over the
past 40 years (Vecchio, 2002). For the first time in history, women represent almost half of the
workforce in both Canada and the United States. The entry of women into the ranks of
management as well as a shift in modern management style has brought about a debate on sex,

gender, and leadership.
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Historically, powerful and effective leadership has been associated with a masculine
ethic. However, with an increasing presence in management, women, and the possible
differences they bring to leadership, have become a topic of interest. In fact, recent research and
popular literature claim that women are better leaders than men (Yukl, 2002; Smith, 2009).
Books such as Helgesen’s “The Female Advantage: Women's Ways of Leadership” espouse a
feminine edge in leadership style. The New York Times published an article with the headlines
“No doubts: Women are Better Managers” and the Harvard Business Review conducted a study
that concluded that at every level, more women were rated by their peers, their bosses, their
direct reports, and their other associates as better overall leaders (Zenger & Folkman, 2012).

At the core of the debate on sex, gender, and leadership is the question as to whether or
not males and females differ in their displayed leadership behaviour as a result of sex. Sex refers
to the binary categories of male and female assigned based on biological characteristics while
gender to the socially constructed roles, behaviours, activities, and attributes that a given society
considers appropriate for men and women. (Archer & Lloyd, 2002; Lippa, 2006). The argument
for the female advantage is predicated on the socially constructed behaviours and gender
expectations that view women as more transformational leaders while men are viewed as more
transactional leaders (Helgesen, 1990).

Transactional leadership is characterized by transaction and reward behaviours, with the
leader identifying the expectations of their followers and responding to them by establishing a
close link between effort and reward (Burns, 1978). Authority is given to the leader to evaluate,
correct, and train subordinates when performance needs to be improved and to reward
effectiveness when the required outcomes are achieved. Transformational leadership is

characterized by encouragement and empowerment of followers, leading them to do more than
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they were originally expected to do (Bass, 1985). This leadership style motivates followers to
perform at higher levels, and builds respect, trust and heightens personal development. In the
evolution of leadership styles, transformational leadership is currently thought to be the most
effective leadership style for modern organizations (Flood, et al. 2000; Judge & Piccolo, 2004;
Martin, 2017).

As women are more often viewed as transformational leaders, this has led some
researchers and practitioners to conclude that women may be better leaders than men (Harvard
Business Review, 2012; McKinsey & Company & Leanin.org; 2016). A review of the literature
on gender differences in leadership style indicates a great deal of debate. However, there is a
body of research that supports the argument (Bass et al., 1996; Eagly & Karau, 2002; Eagly
&Johnson, 1990; Eagly, Karau, & Johnson 1992; Helgesen, 1990; Loden, 1985; Rosener, 1990;
Rosener, 1995; Rudman & Glick, 2001; Van Engen & Willemsen, 2004).

Studies asserting gender differences have generally concentrated on leadership models
that contrast transformational leadership with transactional leadership and management-by-
exception leadership. Researchers have found that women tend to enact more interpersonally
oriented (which is more closely aligned with transformational leadership) styles than men (Bass
& Avolio, 1992; Eagly & Johnson 1990, Eagly et al. 2003; van Engen and Willemsen 2004;
Carless, 1998). van Engen and Willemsen (2004) carried out a meta-analysis of studies published
between 1987 and 2000 concerning gender differences in all leadership styles and confirmed that
women tend to use democratic and transformational leadership styles to a greater extent than
men. Eagly and Johnson (1990) found that there is a tendency for men to lead in a more
autocratic manner, which closely aligns with transactional leadership, while women tend to lead

in a more democratic manner, which closely aligns with transformational leadership. However,
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not all researchers are in agreement with these findings (Dobbins & Platz, 1986; Hyde, 2005;
Vecchio, 2002). For example, Vecchio (2002) asserts that in the aggregate, the sexes do differ
with respect to social actions; however, he criticizes the finding of Eagly and Johnson’s (1990)
meta-analysis as weak, and based largely on non-standardized measures of leader behaviour
including self-reports rather than independent observer ratings. Critics further note that the
argument for differences in leadership style based on gender is too simplistic. They assert that
this argument fails to take into account contextual moderators such as the features of the
leadership context, including the characteristics of the leader’s evaluators, the type of work
associated with the leadership role, as well as the perceived incongruity between the
characteristics of women and the requirements of leader roles (Eagly & Karau, 2002; Paustian-
Underdahl et al., 2014; Yukl, 2002).

Leadership context is an important consideration. As previously noted, women make up
almost half of the workforce, however simple cross-agency comparisons of the status of women
and excessive focus on women’s share of total employment can give a misleading picture
(Mastracci & Bowman, 2015). Women continue to be underrepresented in male dominated
organizations (male dominated here refers to the representation of gender in the workforce, but
can also refer to the ethic or culture of the organization which will be further explored in the next
chapter). As an example, research indicates that 67% of employed Canadian women work in
industries in which they have traditionally been concentrated such as teaching, nursing and
related health occupations, clerical or other administrative positions, or sales and service
occupations (Statistics Canada, 2015). Professions, such as law enforcement, medicine,

engineering, and construction continue to be male dominated. Additionally, women continue to
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be underrepresented in traditionally male dominated roles, such as operational (or line)
leadership roles.

The type of leadership role, whether an operational (or “line” role) or a staff role, is an
important distinction. Line functions are associated with core business functions that contribute
directly to the organization’s primary goals (Heraty & Morley, 1995). The strengths of line
managers represent the more traditional task mentality for organizations (Church & Waclawski,
2001). Line managers are thought to be customer-driven, focused on the task, and getting the job
done. Conversely, staff functions are associated with activities, such as administrative functions,
that support the line functions of the organization (Heraty & Morley, 1995). Staff managers are
thought to represent the more process-driven side of the organization (Church & Waclawski,
2001). For example, staff managers include those roles in organizational development, human
resources and information systems functions (Church & Waclawski, 2001). Line experience, in
areas such as operations or manufacturing is often deemed an essential prerequisite for the senior
management positions (Oakley, 2000). However, accessing key operational leadership roles can
be challenging for women. Scholars such as Daily and Dalton (2003) contend that women tend to
occupy relatively few of the most highly compensated executive positions in the Fortune 500
due, in part, to the relatively larger percentage of female executives in staff versus line positions
as compared to their male counterparts. These staff positions will, on average, pay less than line
or operational roles (Daily & Dalton, 2003). Additionally, the lack of access to key operational
roles that generate critical knowledge and experience within organizations may impede the very
progress of women towards senior leadership (Daily & Dalton, 2003; Lyness & Heilman, 2006).

For example, in an interview with the New York Times following her resignation, Pepsi’s Chief
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Executive Officer Indra Nooyi noted that she would have loved for the board to select a woman
to fill her vacancy but there just weren’t any women that had the requisite experience for the job.

If, as some research claims, women may be better suited to lead today’s organizations
because they utilize an effective leadership style, we must account for why women continue to
be underrepresented in senior leadership positions and male dominated roles (Barreto, Ryan &
Schmidt, 2009; McKinsey and Company, 2018; Paustian-Underdahl et al., 2014). Researchers
have suggested that overt or covert discrimination and the differential treatment of women and
men because of their gender contributes to the glass ceiling effect for women (Eagly & Karau,
2002; Heilman, 2001; Ridgeway, 2001). The gender role stereotypes that are most often
prescribed to women include kindness and concern for individual well-being. Those that are
prescribed to men include aggressiveness, assertiveness, and authority. Research indicates that
the attributes prescribed to men are more closely aligned with those associated with successful
leaders (Koenig, Eagly, Mitchell, & Ristikari, 2011; Lyness & Thompson, 1997; Schein &
Davidson, 1993). These gender role attributes impact access to leadership roles as well as
perceived performance within those roles (Eagly et al., 1992; Koenig et al., 2011; Powell &
Butterfield, 1979, 2015; Powell et al., 2002; Schein & Davidson, 1993). The role incongruity
between the attributes prescribed to women and the perceived demands of leadership may make
it seem that women do not have what it takes for key leadership roles, which contributes to the
biased evaluation of women as leaders (Eagly & Karau, 2002; Koenig et al. 2011).
Statement of the Problem

A review of the literature indicates that there is a debate as to whether or not there are
differences in leadership styles that can be attributed to gender. Eagly and Johnson (1990) argue

that this debate can be partly attributed to the differences in methodologies. While reports in the
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professional literature base the presence of gender differences on their experiences and
impressions gleaned from practicing managers, social scientists have typically based their
conclusions on more formal studies of managerial behaviour gathered via questionnaire or
behavioural observations and analyzed quantitatively. However, there is some empirical
evidence indicating that women tend to enact more transformational leadership styles than men
(Bass et al. 1996; Eagly & Johnson, 1990; Eagly et al. 2002; Helgesen, 1990; Rosener, 1990;
Rosener, 1995). In a meta-analysis of studies conducted on leadership, the strongest evidence
Eagly and Johnson (1990) found with respect to a gender difference in leadership style occurred
on the tendency for women to adopt a more democratic or participative style and for men to
adopt a more autocratic or directive style. These styles correspond to the current paradigms of
transformational and transactional leadership styles respectively.

Given the current popularity of transformational leadership in the literature, and its ability
to allow leaders to bring about positive change by using inspiration, vision, and motivation to
transcend self-interests for a collective purpose (Avolio, Waldman, & Yammarino, 1991), some
researchers have asserted that women may be better suited to lead in today’s organizations
(Smith, 2009; Yukl, 2002). However, within their research, Eagly and Johnson (1990) noted that
to the extent the organizational composition was predominately male, the tendencies for women
(vs. men) to show more concern about interpersonal relations and to be more democratic
weakened. This provides support for the assertion that women may tend to employ a more
transactional leadership style when occupying male dominated roles or leading in male
dominated organizations. If women tend to lead in a more transformational manner, except in
male dominated organizations, this may mean they are less effective than they could be in

leadership positions (Carli 1989; van Engen et al. 2001; Eagly & Johnson, 1990). Additionally, if
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transformational leadership is accepted as the most effective leadership style for today’s
organizations, then male dominated organizations may be failing to capitalize on female leaders’
potential. Further investigation of this theory in relation to women leading in male dominated
organizations is required (Eagly et al. 1995).
Purpose of the Study

The purpose of this study was to examine the differences in leadership styles of men and
women in male dominated organizations and specifically, to determine if women tend to lead in
a more transactional manner when leading in roles typically considered masculine (operational or
line roles) versus roles traditionally depicted as feminine (administrative or staff roles).
Additionally, this research sought to determine if women perceive they are evaluated differently
in these leadership roles. Data were collected from a sample population of leaders in the
Canadian law enforcement agency, the Canada Border Service Agency. The present study builds
on the body of research on differences in leadership styles of men and women (Eagly et al. 2003;
Eagly & Johnson 1990; van Engen & Willemsen 2004) by conducting one of few empirical
studies of transformational leadership styles in a Canadian law enforcement setting.
Research Questions

This study examined the leadership styles of men and women and explored the
perception of effectiveness of women in male dominated roles. The following research questions
guided this study:

RQL1: Is there a difference in leadership styles adopted by men and women in

male dominated organizations?

RQ2: Do men and women shift their leadership style based on the nature of the

role, whether an operational (line) role or an administrative (staff) role?
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RQ3: Do women perceive that they are evaluated less favorably if they adopt a

transformational leadership style?
Hypotheses

H1: Female and male leaders are more likely to adopt a transactional style of leadership

in male dominated organizations.

H2: Female and male leaders are more likely to shift to a transformational leadership

style in administrative versus operational functions.

H3: Female leaders will perceive they are evaluated more negatively in line roles than

staff roles.
Nature of the Study

A mixed methods approach was used which incorporated the quantitative advantages
associated with the use of a survey with the qualitative advantages of semi-structured interviews.
Researchers commonly use surveys in social science research to collect data from a sample for
the purpose of generalizing findings to a larger population (Creswell, 2009). However, because
leadership involves multiple levels of phenomena, has a dynamic character and symbolic
component, researchers have argued that quantitative methods are insufficient when testing
theories about its nature (Parry et al. 2014). The advantages of doing qualitative research on
leadership include flexibility to follow unexpected ideas during research, sensitivity to contextual
factors, and increased opportunities to test new ideas and theories (Parry et al. 2014). Using a
qualitative research method allowed for insight into the complexity and depth of leadership.
The population for this study consisted of Executive level employees within the Canada Border
Services Agency. The employees were both male and female to allow for a comparative analysis.

The sampling frame was established using internal organizational charts that identified executive
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leaders across the organization. Additionally, the researcher had access to Human Resources data
that permitted identification of operational (line) and staff (administrative) leader roles. Chapter
3 provides a more detailed discussion of the selected research methodology, sample design,
survey instrument, data collection and analysis procedures, and describes the steps taken to
ensure the ethical protection of research participants.

For the quantitative portion of this study, the Multifactor Leadership Questionnaire
(MLQ) developed by Bass and associates was sent to participants (Bass, 1990; Bass & Avolio,
1990, 1994; Seltzer & Bass 1990) via a link in an email. Primary data collection methods were
employed and participants voluntarily completed the survey. The use of the self- administered
questionnaire also minimizes the role of the researcher in the data collection process (Fowler,
1995). The variable being explored was leadership style in relation to the nature of the leadership
role. The qualitative portion of this research consisted of semi-structured interviews with the aim
to build more robust research and add context to the leader’s responses to the questionnaire.
Interviews are commonly associated with qualitative research and allow the researcher to gain
insight into the participant’s beliefs and attitudes on a particular subject (Wilson, 2014). While
leadership is a well-researched area of interest, there currently exists very little research on
female leadership in federal law enforcement agencies (Parry et al., 2014).

Significance of the Study

The results of this study contribute to the existing literature on sex and leadership styles
in a number of different ways. Firstly, this study is one of few empirical studies to explore the
differences in leadership style by gender and functional role in a Canadian law enforcement
setting. Secondly, this research produced findings that are contradictory to much of the current

literature in that male leaders were just as likely to adopt a transformational leadership style as

10
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female leaders. Finally, this study provides important practical implications for the organization
under study with respect to the experiences of male and female leaders.

Organizations and institutions have realized the importance of leadership and are seeking
to maximize leadership potential with the aim of gaining an increased and sustainable
competitive edge. The benefits of a study of leadership styles used by executives across varying
positions provides invaluable information to an organization, including how best to support their
leaders.

Definition of Key Terms

Laissez-faire leadership: Refers to the leadership style in which the leader tends not to
focus in on their subordinates but more on their own needs and wants. These leaders tend to
delay decision-making decisions, provide little feedback, and make little effort toward
subordinate development (Avolio, 1999; Bass, 1998; Burns, 1978).

Leadership style: Refers to the relatively stable patterns of behaviour that are manifested
by leaders, which in this study are differentiated between transformational and transactional
styles (Eagly & Schmidt, 2001).

Leader: For this research, a leader refers to those at the Executive 1 (EX1) to Executive 5
(EX5) level within the Canada Border Service Agency in the Canadian Public Service.

Multifactor leadership questionnaire: A questionnaire developed by Bass and Avolio
(1995) focusing on individual behaviours that transform individuals and organizations; the MLQ
assesses leadership behaviours that motivate associates to achieve agreed upon and expected
levels of performance. The MLQ is suitable for administration at all levels of organizations and

across different sectors.

11
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MLQ 5X Short: A validated form of 45 items for organizational survey and research
purposes and for preparation of individual leader reports developed in response to criticisms of
the MLQ (Avolio and Bass, 2004). Leaders complete the MLQ 5X Short to obtain their
perceived level of transformational leadership.

Transformational leadership: Refers to the leadership style in which the leader aims to
empower followers and encourage them to do more than they are originally expected to do (Bass,
1985). Transformational leaders motivate followers to perform at higher levels and to show more
commitment. They encourage and support followers and assist in their development by
promoting growth opportunities. They show trust and respect and build and heighten followers’
personal development.

Transactional leadership: Refers to the leadership style in which leaders identify the
expectations of their followers and respond to them by establishing a close link between effort
and reward. Authority is given to the leader to evaluate, correct and train subordinates when
performance needs to be improved and to reward effectiveness when the required outcomes are
achieved (Avolio, 1999; Bass, 1998; Burns, 1978).

Assumptions

There were two assumptions made for the purpose of this study. The first assumption was
that participating leaders would exhibit some of the behavioural manifestations of
transformational leadership in varying levels. Although it was anticipated that not all leaders
would lead in a transformational manner, there was the assumption that some of the components
of transformational leadership such as idealized influence, inspirational motivation, intellectual
stimulation, and individual consideration would be part of the leader’s behaviours. The second

assumption was that participants would respond honestly to the survey, and to any follow up
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questions in a qualitative interview. Each participant received a thorough explanation of the aim
of the study and the privacy of each participant was protected. The participants’ confidentiality
was guaranteed.
Limitations

There are limitations that are important to note regarding this research. Firstly, the study
was conducted using the Multifactor Leadership Questionnaire (5X Short) (Part One) and
qualitative interviews (Part Two), both of which provided subjective assessments of the
participant’s opinion of their own leadership styles. Additionally, as the participants were
solicited it should be interpreted that they were interested in this topic, and wanted to contribute
to the research. Secondly, while response rates are generally high for internet-based survey’s and
face-to-face interviews (De Vaus, 2002), the sample size was small. Of the 164 executives sent
the survey, 58 were women, and 106 were men. In total, 50 participants responded to the survey
(30% of the population), 24 were men and 26 were women. For Part Two of the study, the
qualitative interview, there were 10 participants (20% of population) six of which were men, four
of which were women. The small sample size may impact the generalizability of the data
obtained. Thirdly, the setting of the study was limited to senior leaders in the Canada Border
Services Agency, which limits the generalizability of the findings. Finally, researcher
positionality must be considered as a limitation as the researcher is both a woman and a member
of the organization, which may have introduced subjective biases to the research. Care should be
taken when thinking about how the information obtained in this study may or may not be
applicable to all experiences for leaders in male dominated organizations. These limitations will

be discussed in further detail in Chapter 5.
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Delimitations

A purposive sample of leaders, including Directors, Executive Directors, Directors
General, Associate Vice-Presidents, and Vice-Presidents within the Canada Border Services
Agency, a male dominated organization, was selected to respond to surveys. The focus was on
gender and the dependent variable, transformational leadership. Leaders were considered
transformational by the measured results on the leader self-rated MLQ (5x-Short). The aim of the
study was to examine any links between gender and transformational leadership. However, it
was recognized that contextual influences, which include organizational structure, organizational
culture, organizational climate, organizational objectives, communication, empowerment, and
ethics, can affect the leadership style adopted, as could the leader’s tenure in the organization,
educational level, or years in a management position.
Summary

This section provided an introduction to the dissertation and set the scene for the research
topic and questions. The next chapter provides an introduction to leadership as well as
transformational and transactional leadership styles, and discusses gender and leadership, gender
stereotypes and differences in leadership style, as well as the impact of leadership styles on
perceived effectiveness. Chapter 3 outlines the method of inquiry, ethical considerations and
expected outcomes. Chapter 4 provides the data analysis for both the quantitative and qualitative

portion of the study and Chapter 5 is a discussion of the results and recommendations.
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Chapter 2. Review of the Literature

Introduction

The goal of this present study was to examine the differences in leadership styles of men
and women in male dominated organizations, and specifically to determine if women tend to
lead in a more transactional manner when leading in roles typically considered masculine
(operational or line roles) versus roles traditionally depicted as feminine (administrative or staff
roles). Additionally, this research sought to determine if women perceive they are evaluated
differently in these leadership roles. In support of that aim, the following chapter defines
leadership for the purpose of the study and provides an introduction to transformational and
transactional leadership, asserting that women tend toward a more transformational leadership
style. Following this, an examination of traditional male and female gender and leader
stereotypes demonstrates that masculine stereotypes are still associated with leadership positions.
Finally, a review of role congruity theory illustrates how prejudice is triggered when female
leaders violate these stereotypes by attempting to occupy leadership roles that are in conflict with
these expectancies, while a review of social identity theory illustrates how individuals will likely
act differently in varying social contexts according to the groups they belong to. The focus of
this chapter is on the literature that examines women’s representation in male dominated
organizations and leadership roles within those organizations, as well as how stereotypes around
leadership styles and gender roles may be contributing to that phenomenon.

In order to complete the review, the researcher utilized the academic database at
Athabasca University in addition to reference listings from relevant dissertations, scholarly texts,

and peer-reviewed journal articles. The areas of focus for this study included: female leadership,
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law enforcement, gender and leadership style, leadership effectiveness, performance evaluation,
leadership performance, role congruity theory, and social identity theory.
Leadership

For the purpose of this study, leadership will be defined as the process of persuasion by
which an individual induces an individual or members of a group to pursue objectives held by
the leader, or shared objectives between the leader and followers (Antonakis & Day, 2003; Eagly
& Schmidt, 2001; Gardner, 1990; Stogdill, 1950). Leaders are corporate officers that occupy a
position that confers decision-making authority and the ability to influence others’ pay or
promotions (Eagly & Carli, 2003). In highlighting this definition, it is also important to note that
leadership is not the same as power or management. Power refers to the various means leaders
have to influence others; therefore, formal authority is not a necessary component (Antonakis &
Day, 2003). Management is task-driven, focussed on organising and planning, with goals arising
out of necessity and the fulfillment of contractual obligations while leadership is purpose-driven
based on personal and organizational values, ideals, and emotional exchanges (Antonakis & Day,
2003; Kotter, 1990; Zaleznik, 1977).

Since at least the early 1900’s, there has been considerable interest in the concepts,
cultures, change strategies, and organizational structures of high performing organizations.
Practitioners and scholars of leadership have argued that leadership impacts the success or failure
of organizations (Bass, 1985; Canella & Rowe, 1995). Leadership style is an important
component of leadership and refers to the relatively stable patterns of behaviour that are
manifested by leaders, or more simply, the manner in which followers are led (Eagly & Schmidt,
2001). Effective leadership has been shown to enhance organizational performance and assist in

the achievement of goals whereas ineffective leadership has been shown to have a negative effect
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on both employee and organizational performance (Amabile, Schatzel, Moneta & Kramer, 2004;
Bass, 1985; Bass & Stogdill, 1990; Gordon & Yukl, 2004).

Because effective leadership has been shown to enhance organizational performance,
there is heightened interest in understanding the relationship between these two variables
(Berson & Linton, 2005). Accordingly, numerous theories, models, and concepts of leadership
style have been developed in the past 100 years. An in-depth review of the literature revealed
that leadership theories have expanded from notions of inborn traits, to personal characteristics,
to a reciprocal exchange with subordinates, to behaviours that can be observed, evaluated and
developed. This research focuses on Bass’s (1985) transformational, transactional and laissez-
faire leadership or “full-range” leadership theory, which is one of the most researched
contemporary theories (Gardner et al., 2010; Hunt, 2004; Lowe & Gardner, 2000).
Transformational, and Transactional Leadership

The transformational leadership style was introduced during the late 1970’s and was
categorized under the New Leadership school of thought along with the visionary and
charismatic leadership styles (Antonakis & Day, 2003). Under this school of thought, effective
leaders were believed to have integrity, maintain a balanced lifestyle, be socially responsible and
be genuinely concerned about others (Adair, 1983). During this period, Burns (1978)
operationalized transformational leadership as distinct from transactional. Burns (1978), and
other researchers, argued that prior leadership theories were mainly transactional. Transactional
leaders typically build relationships with subordinates that are reciprocal in manner, based on the
exchange of valued things, which could be economic, political or psychological in nature
(Birnbaum, Bensimon, & Neumann, 1989). A transactional leader offers contingent rewards

based on satisfactory performance, utilizes passive management by exception (the leader waits
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for subordinates to make mistakes prior to taking corrective action), and active management by
exception as a means of exerting power and influence (subordinates mistakes are pointed out as a
warning for others; Bass and Riggio, 2006).

Transformational leadership has been conceptualized as leadership that promotes and
develops vision in followers (Burns, 1978; Bass, 1985). Burns (1978, p.20) described the
transformational style as moral leadership that “raises the level of human conduct and ethical
aspiration of both leader and led, and thus it has a transforming effect on both”. Though, distinct
from charismatic leadership, transformational leaders show charisma, nurture, encourage and
motivate employees. They treat followers differently but equitably based on their needs (Mabher,
1997). The transformational leader convinces followers to transcend their self-interest for the
sake of the organization. Bass (1985) modified the original concept of transformational
leadership to include four factors, or components: idealized influence, inspirational motivation,
intellectual stimulation, and individualized consideration.

The transformational leader exhibits each of the four components, to varying degrees,
with the goal of achieving desired organizational outcomes through their followers (Bass 1985;
1990). The first factor, idealized influence, posits that followers attribute the leader with certain
qualities that the follower wants to emulate while the leader impresses followers through their
behaviours (Bass & Riggio 2006; McCleskey, 2014). Inspirational motivation involves leader
behaviour, such as enthusiasm and optimism that motivates and inspires followers by providing
shared meaning and challenges (Bass & Riggio 2006; McCleskey, 2014). Intellectual stimulation
provides leaders with the opportunity to increase follower efforts by questioning assumptions,
reframing problems, and applying new frameworks and perspectives to challenges (Bass &

Riggio 2006; McCleskey, 2014). Open communication without fear of criticism leads to
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increased confidence in followers in problem-solving, which in turn leads to increased self-
efficacy and overall effectiveness (Bass & Riggio 2006; McCleskey, 2014). The final factor,
individualized consideration, is where leaders provide coaching and mentoring to subordinates in
order to help achieve both personal and collective goals and growth (Bass & Riggio 2006;
McCleskey, 2014). These factors were foundational to research endeavors that ultimately yielded
the Multifactor Leadership Questionnaire 29 (MLQ) a validated instrument that is widely used as
a research tool for leadership (Bass & Avolio, 1995).

Contemporary leadership theorists have placed leadership styles on a continuum in terms
of effectiveness, with the laissez-faire leadership style at the bottom end, transactional in the
middle of the continuum, and transformational at the top (Avolio, 1994; Bass 1985; Berson &
Linton, 2005). The laissez-faire leadership style is characterized by a leader that tends to focus
more on their own needs and wants than those of their subordinates. These leaders tend to delay
decision-making decisions, provide little feedback, and make little effort toward subordinate
development (Avolio, 1999; Bass, 1998; Burns, 1978). Bass and Avolio’s (2004) leadership
theory proposed a relationship between transformational and transactional leadership which
suggested that, although transactional leadership can be an effective leadership model, the
inherent aspects of transformational leadership work together to have a greater impact on the
performance and outcomes of these leaders. Bass stated, “The transactional leader works within
the existing organizational culture; the transformational leader changes it” (Bass & Avolio, 2004,
p. 33). This style of leadership gets to the heart of working with people in creating relationships
that preserve a sense of community and common goals among everyone in the organization.

Studies have shown the positive performance outcomes by which transformational leadership has
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had an impact (Bass & Avolio, 2004; Eagly, Johannesen-Schmidt, & van Engen, 2003; Jones &
Rudd, 2008; Smith & Bell, 2011).

In today’s environment of constant change, with demand for innovation, flexibility, and
adaptability, organizations, academics, and practitioners have identified the transformational
leadership style as more suitable for responding to these demands than the transactional
leadership style (Flood, et al. 2000; Judge & Piccolo, 2004; Martin, 2017). Through its Canada
Blueprint 2020 initiative, the Federal Government of Canada has identified principles and
competencies that are consistent with the aims and objectives of transformational leadership. For
instance, the goal of the Blueprint 2020 exercise has been to chart a new course in shaping large-
scale organizational culture change in the public sector. The principles include an open and
networked environment, a whole-of-government approach that enhances service delivery, a
modern workplace that makes smart use of new technologies, and a capable, confident and high-
performing workforce that embraces new ways of working and mobilizes a diversity of talent
(Government of Canada, 2016). Additionally, the key competencies for executives are consistent
with transformational leadership in that they include mobilizing people, promoting innovation
and guiding change, and creating vision and strategy (Treasury Board of Canada, 2016).

Gender and Leadership

Throughout history, the majority of leaders have been men. In the early 19" century,
traits such as tough-mindedness, analytic ability, and a capacity to put aside personal emotions in
the interest of task accomplishment were valued (Kanter, 1977). As the proportion of female
leaders began to rise in the 1960°s and 1970’s, studies of relationships among gender and leader
stereotypes emerged. Kanter (1977) notes that the development of the human relations theories in

the 1960’s and 1970’s added a feminized element to the old masculine ethic, yet still directed
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women into administrative roles such as human resources. It was believed that women could
manage personnel staff as they understand people better, yet the lack of a “masculine ethic” was
cited as a lack of qualification to succeed and obtain senior leadership positions (Kanter, 1977).
Thus, the stereotype was developed that women use their emotional fine-tuning in the workplace
while men exhibit a rational logic.
Gender Stereotypes

Studies of masculine and feminine leadership styles have shown that they can be
understood in terms of the content of people's stereotypes about women and men (Eagly &
Schmidt, 2001). Gender can be viewed as a social construction that resides more in the observer
attribution than in the object of study (Vecchio, 2002). Masculine and feminine are categories
defined within culture and are created out of complex, dynamic interwoven cognitive, emotional
and social forces (Billing & Alvesson, 2000). The term gender often considers cultural, societal,
and psychological influences on biologically-based categories in which males and females adopt
what is known as a gender role (Helgesen, 2012). In the history of western philosophy, the two
have often been viewed as mutually exclusive, with masculinity portrayed as the anti-thesis of
femininity. Men are expected to possess high levels of agentic qualities, including being
independent, assertive, and competitive, while women are expected to possess high levels of
communal attributes, including being emotionally expressive, unselfish, and concerned with
others. These qualities suggest that the male-stereotypic forms of leadership style are
transactional, task-oriented, and dominating. Alternatively, the stereotypical female qualities
indicate that female forms of leadership are interpersonally oriented and collaborative, (Eagly &

Schmidt, 2001).
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A review of the literature indicates that there is research to support the notion that
leadership styles have a gendered connotation (Cann & Siegfried, 1990; Eagly & Schmidt, 2001;
Klenke, 1996; van Engen et al. 2001). Powerful and effective leadership styles have traditionally
been portrayed as masculine. This has led to the association of agentic (e.g., competitiveness,
assertiveness) qualities with leadership (Eagly & Karau, 2002; Kark & Eagly, 2010; Koenig, et
al., 2011). People generally believe that women are more emotionally expressive than men and
that they lack important attributes that make a successful leader (Fischbach et al., 2015). The
expected task content of managerial jobs is gender-typed, where successful managers are
perceived to have more association with masculine traits than feminine ones (Berkery et al.,
2013; Heilman, Block, & Martell, 1995; Powell & Butterfield, 1979, 1989; Powell et al.,
2002).

In the early 1970’s, Virginia Schein conducted empirical investigations of managerial
gender roles: first with a sample of male managers in 1973, and then again with a sample of
female managers in 1975. She compiled a list of 92 characteristics that people commonly believe
distinguish between men and women and then asked a sample of middle managers in the United
States to describe how well each characteristic fit women in general, men in general or
successful middle managers in general. Schein hypothesized that as the majority of men were
managers, the managerial role would be regarded as requiring personal attributes that were
ascribed to men more than women. In both experiments, it was revealed that both male and
female managers strongly perceived that the characteristics associated with managerial success
were more likely to be held by men than by women (Schein et al., 1996). Schein hypothesized
that this association between gender role stereotypes and the perceptions of requisite

management characteristics attributed to the limited number of women in management positions.
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Schein’s results revealed that women, as much as men, were likely to make selection, promotion,
and placement decisions in favor of men. This ‘think manager, think male” archetype has
important implications, one of which is that simply having female managers within an
organization would not significantly enhance the ease of entry of other women into these
positions as the belief that women are less qualified for leadership positions was held as much by
women as men.

Recent replications of Schein’s experiments have revealed that while women in the
United States now see men and women as equally likely to possess managerial attributes, men
still believe that men are more likely than women to possess managerial attributes than women
(Eagly & Carli, 2007; Powell, 2011; Powell, Butterfield & Parent, 2002). Academic research in
cultures, both inside and outside of the United States, have also replicated the tendency to view
successful managers in relatively masculine terms (Vecchio, 2002). While there is some
evidence of change, the deeply rooted cultural ideas and current processes of social constructions
continue to allow leadership to be framed by a masculine image. The agentic qualities of
competitiveness, assertiveness, and daring, continue to be thought of as stereotypic male
qualities that align with the managerial role (Powell, et al., 2002; Schein & Mueller, 1992). The
gender role stereotyping of the managerial job could result in the perception that women are less
qualified than men for management positions because the gender-stereotypic woman does not fit
with that leadership stereotype, a perception which would have an influence on selection,
promotion, and career development decisions (Heilman et al., 1989; Schein, 1975). This puts
women, particularly those seeking certain positions in male dominated industries, at a

disadvantage.
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Male Dominated Organizations and Leadership Roles

The present study was conducted in a profession that continues to be male dominated and
this research further examines leadership roles typically considered to be masculine (operational
or line roles). Thus, defining a “male dominated” organization as well as “male dominated roles”
is necessary. As previously noted, there are certain professions that continue to male dominated
in terms of gender representation, including law enforcement, medicine, engineering and
construction (see Kvande & Rasmussen, 1994: Scandura & Ragins, 1993; Stergiou-Kitaa,
Mansfieldd, Colantonioa, Moodye & Mantis, 2016). In these professions, the ratios of males to
females in the organizations are examined to determine underrepresentation. However, research
indicates that it is not as simple as a 50-50 split. In early feminist research, Kanter (1977) defined
the ratio of women to men in a male dominated organization to be 15:85, or around 15% or
lower. Gutek (1985), in her book on sex and work, defined a male dominated organization as
having fewer than 20% female workers. More current research, such as that conducted by
Gardiner and Tieggmann (1999), extrapolated on Kanter’s definition and applied the ratio to both
the general population of the organization, as well as the managerial level of the workforce.
Studies such as that conducted by Watkins and Smith’s (2014) refer to male dominated simply as
those organizations where men dominate positions of power. Consistent with Watkins and Smith
(2014), in the current study, male dominated organization is defined as one in which positions of
power are typically occupied by men.

In defining “male dominated roles”, an important consideration is the masculine ethic
previously discussed. While definitions of male dominated organizations in terms of gender
representation have varied, Acker (1990) hypothesized that there is little debate that

organizations are male dominated because the link between masculinity and organizational
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power has been so obvious that no debate was needed. Since men have historically founded and
dominated institutions related to law, politics, religion, the state, and the economy, the
subordination and exclusion of women became part of ordinary institutional functioning (Acker,
1992). Similarly, the critical human resource development theories, which seek to draw attention
to the hidden nature of sexism in the workplace, postulate that organizations, built in patriarchal
societies, represent and promote patriarchal values (Bierema, 2009; Riehl & Lee, 1996; Stead &
Elliott, 2009). Under these paradigms, organizations actively participate in creating and
reproducing gender in conformity with stereotyped ideas of masculinity and femininity, which
place men in roles of power and women in support roles (Acker, 1990; Andersen & Hysock,
2009).

Maier (1997) noted that given the bias of masculine values in organizations, both men
and women conform to an existing set of (masculine) norms in order to be accepted, and to
succeed and get ahead in managerial ranks. In this way, regardless of the percentage of
representations of men and women, organizations are gendered and male dominated in that the
key constructs such as roles, workplace structures, practices, and patterns of interaction
inadvertently favor men (Ely, Ibarra, & Kolb, 2011). The present study examines the CBSA,
which has a law enforcement mandate. Law enforcement occupations are masculine by nature, as
they typically are associated with aggressive behaviour and physical strength (Yu, 2017). Gender
and leader stereotypes can be consequential as they are factors that may affect people’s views
about the type of role they should occupy including whether or not they should become leaders
or advance to higher positions in organizational hierarchies (Eagly & Schmidt, 2001). These
stereotypes are evident in the workforce today. As previously noted, the majority of employed

women continue to work in occupations in which they have been traditionally concentrated
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(Statistics Canada, 2015). In male-typed and male dominated organizations including law,
medicine, financial services, construction, engineering, and information technology sectors,
women are still underrepresented (Germain et al. 2013; Lyness & Heilman, 2002; Miller,
Neathey, Pollard & Hill, 2004).

Another important consideration when studying gender differences in leadership is how
leadership roles are defined. Research has indicated that leader role definitions vary widely
across leadership domains, such as military, educational, health care, business, and political as
well as the functional area of management within organizations, such as production, marketing,
and personnel (Gomez-Mejia, McCann, & Page, 1985). In male dominated organizations,
women are particularly underrepresented in operational roles (Germain et al. 2013; Lyness
2002). Operational managerial roles, or line roles, are those that involve the management of
employees directly involved in the production or delivery of products, goods and services. These
roles are generally task-oriented and found on the revenue generating side of the organization
(Church & Waclawski, 2001). Line or operational managers manage employees and operations
while reporting to a higher-ranking supervisor.

In contrast, staff managerial roles are generally on the revenue consuming part of the
organization. Staff managers are responsible for activities that support line functions, such as
accounting, organizational development, human resources and information systems functions
(Church & Waclawski, 2001). Staff positions generally pay less than line or operational roles
(Daily & Dalton, 2003). The progression of an individual’s career can be impacted by failure to
achieve operational leadership roles. For example, a survey of 325 male Chief Executive
Officers of Fortune 1000 companies in the United States revealed that the top two reasons they

believed that women were prevented from ascending to senior levels of management were lack
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of line or general management experience and the scarcity of women in the executive pipeline
(Oakley, 2000). Although this study was conducted in a corporate setting, it is reasonable to
conclude that the same scenario would exist in other sectors, particularly across management and
leadership roles. Thus, this experience-based bias may assist in explaining why women are
underrepresented in senior management and leadership roles (Daily, Certo & Dalton, 1999).
Female Leadership in Male Dominated Organizations

The masculine stereotypes that are associated with leadership and those stereotypes that
we prescribe to women (e.g., compassionate, communal, caring) have led several researchers to
assert that incongruity exists between the roles traditionally prescribed for women and the
perceived demands of the leadership role (Eagly & Johnson, 1990; Koenig et al. 2011; Powell,
2011). This makes it difficult for women to not only obtain leadership roles but to be seen to
perform well in them. If women conform to the female gender role by displaying predominantly
feminine characteristics, they fail to meet the requirements of the leader stereotype. However, if
they compete with men and conform to the leader role by displaying predominantly masculine
characteristics, they fail to meet the requirements of the female gender role, which calls for
deference to the authority of men. In this way, female leaders often struggle to cultivate an
appropriate and effective leadership style that reconciles the role incongruity of communal
qualities (typically associated with women) with agentic leadership qualities that are typically
associated with men (Eagly & Carli, 2007). Eagly and Carli (2007) illustrate this best with a
quote from former Prime Minister Kim Campbell:

I don’t have a traditional way of speaking...I’m quite assertive. If I didn’t speak

the way I do, I wouldn’t have been seen as a leader. But my way of speaking may

have grated on people who were not used to hearing it from a woman. It was the

27



LEADERSHIP STYLES IN MALE DOMINATED ORGANIZATIONS

right way for a leader to speak, but it wasn’t the right way for a woman to speak.

It goes against type. (p. 5)

Some researchers have found that women tend to enact more interpersonally oriented or
transformational leadership styles than men (Bass & Avolio, 1992; Eagly & Johnson 1990, Eagly
et al. 2003). However, when occupying male gendered roles and leadership roles in male
dominated organizations, this tendency is reduced (Eagly & Johnson, 1990). Eagly and Johnson
(1990) examined 162 studies of leadership style and found that overall women's leadership styles
emphasized both interpersonal relations and task accomplishment to a slightly greater extent than
men's styles. Yet, they noted that the gender differences were less pronounced in organizational
studies than in assessment or laboratory studies. As an explanation, the researchers postulated
that organizational selection criteria and socializing forces for manager roles minimizes
tendencies for men and women to lead or manage in a stereotypic manner (Eagly & Johnson,
1990). The researchers also found that when female leaders were rare, women abandoned the
stereotypic concerns for morale and welfare of people in the work environment in favor of more
stereotypically male leadership styles (Eagly & Johnson, 1990). Research has shown that women
may lose authority if they abandon distinctly feminine styles of leadership in male dominated
roles in favor of the style typical of male role occupants (Carli, 1989; Eagly & Johnson, 1990;
van Engen et al 2001). For example, van Engen et al. (2001) note that female managers in male
dominated environments are expected to use leadership styles that suit the 'men’s world', which is
typically characterized by competitiveness, hierarchical authority, and emphasis on control.

The assertion that managers are sensitive to the gender composition of their surroundings
is supported by research on influencing strategies. Carli (1989) found that both male and female

leaders used more aggressive and direct styles of influence when dealing with men than with
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women. Additionally, researchers have found that both male and female participants in meetings
used more stereotypically masculine influence styles in male dominated meetings than in female-
dominated meetings (van Engen, Van Knippenberg, & Willemsen, 1996). In conclusion, the
research above indicates that there may be gender differences in leadership style, and contextual
factors may mitigate these differences. In particular, female leaders may adopt a more
stereotypically male leadership style when leading in a male dominated context (Eagly &
Johnson, 1990; van Engen, et al., 1996).

Social Identity and Role Congruity Theories

Social identity theory. An exploration of social identity theory provides a useful
theoretical base for examining why women in male dominated organizations may abandon a
stereotypical leadership style. Organizations tend to exert strong pressures on members to
conform to standards dictated by those in power. Social identity theory postulates that
individuals have a range of identities open to them, both personal and social. A person’s self-
concept or personal identity is comprised of individual attributes, abilities, and past experiences.
The social identity is comprised of salient group classifications and characteristics of group
attributes, processes, and composition (Tajfel & Turner, 1986).

Research suggests that both personal and social identities are important as each identity
reflects an individual’s self-worth and self-esteem and assist in defining oneself (Ashforth &
Mael, 1989; Tajfel & Turner, 1986). An individual will likely act differently in varying social
contexts according to the groups they belong to. When an individual perceives themselves as part
of a group, that group is an “ingroup” for them (Ashforth & Mael, 1989; Tajfel & Turner, 1986).
Tajfel and Turner (1986) identify the processes of social categorization, social identification, and

social comparison, all of which create ingroup and outgroup mentality. By categorizing others,
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individuals understand themselves and they define appropriate behaviour according to the groups
they belong to (Ashforth & Mael, 1989; Tajfel & Turner, 1986). Having done so, they can adopt
the identity of the group, act in ways that they perceive members of the group to act, and
categorize and identify themselves as being members of that group.

For many individuals, characteristics of their work group can serve as a basis for self-
definition and they often compare these characteristics to those of other groups for evaluating
their self-worth and self-esteem (Brewer & Gardner, 1996). Individuals generally perceive
membership in the work group as valuable and tend to define themselves based on the group
characteristics (Kark et al., 2003; Podsakoff et al., 1990). The findings of Eagly and Johnson’s
(1990) meta-analysis of interpersonal and task styles support this logic. When social behaviour is
regulated by other less diffuse social roles, as in organizational settings, behaviour often can
reflect the influence of these other roles and therefore lose much of its gender-stereotypic
character (Carli, 1989; Eagly & Johnson, 1990; van Engen et al., 2001). Thus, we can expect that
most female leaders in a male dominated organization and in male dominated roles will conform
to dominant leadership styles within the organizational group and enact a more transactional
leadership style. Taking this conclusion together with the research indicating that a
transformational leadership style is the current style desired by organizations and the evidence
that women tend towards this style, it can be argued that women in male dominated
organizations and roles that conform to the more stereotypically male transactional leadership

style may be less effective than they could be if they maintain a transformational style.
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Role congruity theory. Social identity theory provides a theoretical framework for
examining how and why women lead in a certain manner in male dominated organizations, while
role congruity theory offers a theoretical basis for examining the factors that contribute to the
lack of female leaders in those male dominated organizations. Role congruity theory
hypothesizes that the type of leadership role, and its congruency with a specific gender
stereotype, can impact whether or not women may attain a specific leadership role as well as
how they are perceived in that role (Eagly, 1987; Eagly, Wood, and Diekman, 2000). Developed
out of social role theory, which elaborates how social roles and stereotypes arise (Eagly, 1987;
Eagly et al., 2000), role congruity theory considers the congruity between traditional gender roles
and other roles, especially leadership roles, and specifies key factors and processes that influence
congruity perceptions and their consequences for prejudice and prejudicial behaviours (Eagly &
Karau, 2002). Under this theory, prejudice arises from an incongruity between a group stereotype
and social role characteristics (Eagly, 2004; Eagly & Diekman, 2005; Eagly & Karau, 2002). A
form of prejudice occurs when members of a group enter, or attempt to enter, into social roles
that are not stereotypically congruent for their group.

Prejudice can involve a lowered evaluation of an individual in a given context and can be
negative or positive. For example, while it may be positive that women are perceived as
collaborative, in a specific context, it may result in a more negative evaluation. In the case of
gender norms, instances of prejudice should be especially strong due to how prescriptive these
norms tend to be compared to other types of norms (Eagly, Makhijani, and Klonsky, 1992; Fiske
& Stevens, 1993). Prejudice that arises from a gender role violation may be as blatant as sexual

harassment, or it may be more subtle in that it calls into question a person’s competence or
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ability to do a job. For female leaders, this prejudice can result in limited role opportunities or
limited access to leader roles.

In the development of role congruity theory, Eagly and Karau (2002) hypothesized that
female leaders experience prejudice in a leadership role derived from two types of disadvantage:
1) the descriptive aspect of the female gender role, which leads to the perception that women
possess less leadership ability than men; and 2) the injunctive aspect of the female gender role,
which leads to the less favorable evaluation of behaviour that fulfils the prescription of the leader
role (and, therefore violates the gender role) when the behaviour is performed by a woman rather
than a man (Eagly, 2004; Eagly & Diekman, 2005). Role congruity theory argues that
individuals develop descriptive and prescriptive gender role expectations of others’ behaviours
based on evolutionary gender-based division of labor (Eagly & Karau, 2002; Paustian-Underdahl
et al., 2014), which has typically seen men in the more dominant, leadership role. Born out of the
descriptive norms is prejudice toward potential role occupants (e.g., hiring decisions) as group
members are assumed to possess the stereotypic characteristics of their group, which can prevent
them from being considered well suited for a given role (Eagly, 2004; Eagly & Diekman, 2005;
Koenig, 2007). Prescriptive stereotypes mainly contribute to prejudice for current role occupants.
To the extent that a person has violated prescriptive stereotypes by fulfilling an incongruent role,
role occupants receive negative reactions for their violation (Koenig, 2007; Eagly, 2004; Eagly
& Diekman, 2005). For female leaders, prejudice follows from the perceived incongruity
between the characteristics of the female gender role and the requirements of the leadership role.
Numerous studies have confirmed the existence of sex role conflict among women entering

traditional male occupations (Berg & Budnick 1986; Padavic, 1991).
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A review of the literature reveals support for the theory that women tend to be perceived
less favorably as potential candidates for leadership roles and are judged less favorably when
performing these roles (Eagly & Karau, 2002; Ragins & Winkel, 2011). By fulfilling
expectations around the leader role, women may violate the appropriate behaviour associated
with the gender role. In doing so, they open themselves to prejudiced reactions that may include
biased performance evaluations and negative preconceptions about future performance (Eagly, et
al., 1995).

Eagly, Makhijani, and Klonsky (1995) tested the hypotheses of role congruity theory by
conducting a meta-analysis of studies that examined the effectiveness of male and female
leaders. The researchers analyzed true experiments, in that the characteristics of leaders other
than their gender were held constant and the gender of the leader was a manipulated variable. As
such, the researchers contended that any differences in evaluations of women and men could be
ascribed to the subject’s biased perceptions. As hypothesized, they found that evaluations were
less favorable for female leaders than male leaders, although as a whole, the findings were weak.
However, under specific circumstances the more negative evaluation of women increased. The
tendency for men to be more favorably evaluated than women increased when the roles were
occupied mainly by men. For example, men were more favorably evaluated than women in the
college athletic context, followed by the business and manufacturing and military contexts,
which is consistent with the population of men in that position at the time (Eagly et al., 1995).
Female leaders were somewhat favored in other settings such as education and
government/social service (Eagly et al., 1995). There was also a stronger tendency to devalue
female leaders when the subordinates were men rather than women. This finding is consistent

with the general in-group bias that social psychologists have previously demonstrated (Brewer,
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1979; Brewer & Kramer, 1985). Additionally, these findings are supported by prior research
(Heilman, Block, Martell, & Simon, 1989; Russell, Rush, & Herd, 1988), and are consistent with
the concept of gender roll spillover, which states that people’s expectations about the appropriate
behaviours for leaders more closely match the expectations for the male gender role than the
female role (Heilman et al., 1989; Schein, 1973). Gender role spillover has negative
consequences for women, in that by fulfilling people’s expectations around leadership roles, they
violate conventions around gender roles and will be regarded more negatively than their male
counterparts (Bayes & Newton, 1978; Kruse & Wintermantel, 1986; Ragins & Sundstrom,
1989).

The findings that women are devalued more strongly when occupying a male dominated
role has been corroborated by additional research (Eagly & Karau, 2002; Kark, Waismel-Manor,
& Shamir, 2012; Lyness & Heilman, 2006; Lyness & Thompson, 1997; Raggins & Sundstrum,
1989). For instance, in 2005, Catalyst conducted a survey of 296 corporate leaders (128 men, 168
women) of whom 34 percent were Chief Executive Officers. The study asked executives to
independently rate the effectiveness of women and men in senior positions. The study found that
men and women stereotype senior leaders in similar ways that reflect perceptions of those senior
leader’s behaviours. In particular, men considered women to be less adept at problem solving,
one of the qualities seen as necessary for high-ranking positions. Both male and female
respondents cast women as better at “care taking skills” and men better at “taking charge skills”.

In addition to being evaluated more negatively when occupying a male dominated role,
research supports the hypothesis that women are evaluated negatively when they exhibit
masculine leadership styles. In particular, women are evaluated negatively when they exhibit

autocratic and directive tendencies (Eagly et al. 1995; Eagly et al., 1992; Heilman & Chen,
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2005; Rudman & Glick, 2001; Rudman et al., 2012). When women defy feminized stereotypes
by acting more dominant or expressing less interpersonal orientation, they are more likely to
receive negative evaluations of their leadership. These finding suggests that even if a woman is
highly successful as a leader, in leading autocratically she is likely to fail to fulfil the injunctive
requirements of the female role, leading to a less effective evaluation.
Summary

This chapter provided a brief introduction to transformational and transactional
leadership styles. Contemporary theorists have demonstrated confluence surrounding the
dominant leadership styles that promote success strategies in organizations today. A review of
the literature on gender and leadership reveals the gendered nature of leadership styles, with
male leadership styles defined as transactional and task-oriented and female leadership styles
defined as transformational and interpersonally oriented. The finding that women experience
prejudice, in that they are evaluated differently than men when exhibiting certain leadership
behaviours that fulfill the leader role, makes a strong case that there is still prejudice against
women in leadership positions, particularly in roles that are deemed masculine. While there is
contention around the evidence in support of gender differences in leadership styles, there may
be a tendency for women to lead in a transformational manner. Additionally, there is some
evidence that when leading in male dominated organizations and male-typed roles, women
abandon the stereotypic leadership style (Eagly & Johnson, 1990; van Engen et al. (2001).

Social identity theory supports this evidence by asserting that organizations exert strong
pressures on members to conform to standards dictated by those in power. Individuals strongly
identify with characteristics of their work group, and seek to categorize themselves as members

of that group. As such, women leading in male dominated organizations would feel pressure to
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conform to the standards dictated by a male dominated ethic, and seek to adopt the identity of the
group including acting in ways that they perceive members of the group to act. However, in their
meta-analysis, Eagly and Johnson (1990) note that their sample contained relatively few studies
on female leadership in male dominated environments, indicating a gap in the research. It is the
aim of this research to offer additional empirical evidence in relation to these findings. The
following chapter will outline the methodology of how this research builds upon the previous

work noted above and provides practical implications for male dominated organizations.
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Chapter 3. Research Methods

Introduction

This section presents the methods and procedures that were used to conduct this research.
The chapter is organized into five major sections. The first section discusses the research design,
the second section presents information on the participants; the third section describes the
instrumentation used in the assessing of variables; the fourth section contains the procedures
used in data collection and describes the data analysis; and the fifth section outlines the
protection for participants.
Research Design

Research strategies should be selected based on the extent to which a given method can
accomplish several objectives including: (1) the ability to maximize generalizability with respect
to populations; (2) the precision in control and measurement of variables related to behaviors of
interest, and (3) the ability to provide authenticity of context for the observed behaviors
(McGrath, 1982, 1995). This study utilized a non-experimental mixed methods research design
that combined quantitative cross-sectional survey research with follow-up qualitative interviews.
Mixed methods research is the class of research where the researcher mixes or combines
quantitative and qualitative research techniques, methods, approaches, concepts or language into
a single study (Johnson & Onwuegbuzie, 2004). Researchers have noted that individually, all
research strategies and methods are flawed (Creswell, 2009; McGrath, 1982); however, when
combined, the use of multiple methods that do not share the same failings can enhance what is
known about a given research question. Mixed methods research is based on the idea of
heightened understanding through methodological triangulation (Jick, 1979; Turner et al. 2017).

Triangulation, a basic concept in the social sciences, refers to using multiple, different
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approaches to generate a better, broad understanding of a given theory or phenomenon

(Singleton & Straits, 1999). Although triangulation is possible within a given methodology,
mixed methods research focuses on triangulation that spans multiple methodologies (Singleton &
Straits, 1999).

Traditional practice in leadership research has been analysis of quantitative data, with
surveys and experiments being the most favored methods (Parry et al., 2014). Quantitative
research design provides the ability to quantify relationships between variables using effect
statistics, such as correlations, relative frequencies, or relationships between means (Creswell,
2009). Additionally, quantitative research provides for the ability to make inferences about larger
groups (Creswell & Clarke, 2007). However, since the 1980’s there has been growing interest in
qualitative analysis in the field of leadership. Because leadership involves multiple levels of
phenomena and has a dynamic character and symbolic component, researchers have argued that
quantitative methods are insufficient to theorize successfully about its nature (Parry et al. 2014).
Leadership is a function of the leader, the follower, and the existing contextual factors (Avoilo,
2005) and taken alone, quantitative data cannot fully address these components (Creswell &
Plano-Clark, 2007). The advantages of doing qualitative research on leadership include the
flexibility to follow unexpected ideas during research, sensitivity to contextual factors, and
increased opportunities to develop empirically supported new ideas and theories (Parry et al.
2014).

Quialitative methods such as interviews can be viewed as an opportunity to explore the
meaning of the topic for the respondent (Qu & Dumay, 2011). Semi-structured interviews allow
for a conversation between two people on a specific topic that consists of questioning and

listening (Denzin & Lincoln, 1998). One of the challenges with the interview lies in the

38



LEADERSHIP STYLES IN MALE DOMINATED ORGANIZATIONS

researcher’s interviewing technique and the ability to formulate appropriate questions. One way
to resolve this is by carrying out a pilot project or preliminary study prior to the main research.
For the purpose of this research, the researcher conducted a focus group in October of 2016, with
a sample of four senior female leaders in operational roles within the CBSA (two former Vice-
President of Operations, the current Vice-President of Operations, and another senior level leader
in Operations). The senior leaders were provided questions in advance and follow-up questions
were asked by the researcher and other participants. Based on the results of the focus group,
which indicated that discussion is an important part of getting to the participant’s beliefs and
attitudes, the semi-structured interview was utilized, which allowed for greater flexibility and the
introduction of questions depending upon the respondents answer.

Scholars have found that the use of mixed methods research is still rare in the
organizational sciences (Scandura & Williams, 2000; Turner et al. 2017). As an explanation for
its relatively limited use, authors have referred to the limited guidance available for
organizational scholars regarding research design in mixed methods studies, as well as the time-
consuming nature of the work, the need to assemble researcher expertise across different
methodological areas, and the demands associated with publishing mixed methods research
(Turner et al. 2017). In consideration of other research designs, qualitative and quantitative
research studies were reviewed, including those that were specific to the subject of female
leadership in male dominated fields (Barrett et al. 2014; Meister, Sinclair, & Jehn 2017; Weitz,
2016; Yu, 2015) as well those that specifically employed the MLQ 5x-Short (Porter, 2009;
Rieckmann, 2016). The research indicates that quantitative studies are the predominant method
of choice. However, researchers using qualitative interviews with women working in male

dominated industries have noted that the data obtained can provide ideas and themes for future,
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more externally valid and widely applicable research (Meister, Sinclair, & Jehn 2017). Thus, the
mixed methods research design was found appropriate for gathering quantitative data on
leadership styles in male dominated organizations and qualitative data on the key themes and
ideas associated with the way that women perceive they are evaluated when occupying these
leadership positions. By combining quantitative and qualitative research methods and using a
mixed methods strategy, a more comprehensive view of a particular phenomenon can be
achieved (Turner et al. 2017).
Description of Site

This research focused on the leadership styles of male and female leaders that were
employed with the Canada Border Services Agency (CBSA). This site was selected as the
researcher was a member of the organization, and senior management at the time of the study
was supportive. The CBSA is the agency under the Public Safety Portfolio that is responsible for
providing border security. The mandate of the CBSA is to provide integrated border services that
support national security and public safety priorities and facilitate the free flow of persons and
goods, including animals and plants that meet all requirements under the program legislation
(CBSA, 2018). The CBSA has a workforce of close to 15000 employees, including
approximately 6,470 uniformed officers who provide services at 1200 points across Canada and
at 39 international locations. As a whole, the CBSA is gender balanced in terms of
representation, employing 7,582 men and 7, 515 women. However, at the time of the study
women occupied only 37% of the operational or line roles, and only 35% of the executive cadre.
In addition to the operational roles being male dominated in terms of gender representation, they

are also male dominated in terms of the nature of the work.
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Law enforcement occupations are masculine by nature, as they are typically associated
with aggressive behaviour, physical strength, and camaraderie (Yu, 2017; Kurtz, Linneman, &
Williams, 2012). While the CBSA has a higher composition of women than other traditional law
enforcement agencies in Canada (i.e. approximately 21%, (Conor, 2018) it is likely that many of
the same masculine norms typically identified within law enforcement (Kakar, 2002; Rabe-
Hemp, 2009) are demonstrated within the uniformed, operational sector. Further, the majority of
the operational positions that provide services to the public, (the 6,470 uniformed personnel) are
operational or line position, and those management positions that support that personnel. Many
of the remaining roles are non-uniformed and more administrative in that they work to support
those operational functions, whether through guidance to the operations, additional services to
clients, or human resources or communications functions.

The CBSA has a hierarchical ranking structure, with executives responsible for a particular
geographic region or branch. The President reports directly to the Minister of Public Safety (see
Table 1).

Table 1

CBSA Senior Leadership Structure 2017

Headquarters Senior Management

President
Executive Vice President
Vice-President, Operations Branch
Vice-President, Programs Branch
Vice-President, Comptrollership Branch
Vice-President, Information, Science and Technology Branch
Vice-President, Corporate Affairs Branch
Vice-President Internal Audit and Program Evaluation
Vice-President, Human Resources Branch
Regional Senior Management

Director General, Border Operations Directorate*
Director General, Atlantic Region

Director General, Quebec Region

Director General, Northern Ontario Region
Director General, Greater Toronto Area Region
Director General, Southern Ontario Region
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Director General, Prairie Region
Director General, Pacific Region

Note. The Director General of the Border Operations Directorate is a Headquarters position and reports directly to
the Vice-President of Operations.

Similar to several other federal government agencies the CBSA has four different levels of
executives:

EX1 Director;

EX2 Executive Director;

EX3 Director General or Regional Director General;
EX4 Associate Vice-President; and

e EX5 Vice-President.

The majority of the leaders were located in Ottawa, as the CBSA headquarters
administration is located there. Ottawa has the largest concentration of federal public service
employees, with 32 percent of federal government employees working in Ottawa-Gatineau
(Statistics Canada, 2012). However, there were participants from across the regional offices,
which include the Atlantic region (ATL), Quebec region (QUE), Northern Ontario region
(NOR), Greater Toronto Area (GTA), Southern Ontario region (SOR), Prairie region (PRA) and
the Pacific region (PAC). At the time of the study, the researcher was an employee of the CBSA,
working in Ottawa, and had access to the employee directory and organizational charts.
Population and Sample

The population surveyed was a purposive sample, which can be described as a sample
selected with a purpose in mind, where the researcher makes a deliberate attempt to include
specific subjects from identified groups to provide guaranteed representatives in the sample
(Johnson and Turner, 2003). The population for the study consisted of male and female selected
leaders employed by the CBSA. The selected leaders were those appointed to executive level
leadership positions, which represent upper management, and more specifically those at the
Executive 1 (EX1) level to the Executive 5 (EX5) level. This population is consistent with the

definition of leader previously discussed, which infers decision-making authority and the ability
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to influence others’ pay or promotions (Eagly & Carli, 2003). Above the EX5 level is the
President of the Agency, which is a Governor in Council appointment. Due to the nature of the
Governor in Council appointment, this level is outside the scope of this research. Below the EX1
level is considered to be a middle management position in the public service, which does not
have the authority to independently determine pay and promotions, and thus, was not considered.

The employees invited to participate were both male and female to allow for a
comparative analysis. Additionally, the population consisted of leaders from both operational
and administrative roles, which allowed for analysis of potential differences in leadership styles
that may be due to the nature of the work, rather than personal choice. The researcher identified
three demographic variables of interest for the purpose of the research: gender, branch or type of
work (operational or administrative), and executive level. Demographic information of the
participants is crucial in any study as this data can provide a broader view about the participating
subjects. Information on the distribution of the demographic characteristics of the subjects can
help to determine how closely the sample replicates the population, and assess the strengths and
limitations of sample such as sufficiency. In addition, the sample demographic data can help to
differentiate between different sub-groups.

Sample.

Part one: Quantitative survey. The sample for Part One was all of the EX 1 to EX5
leaders within the CBSA. This sample was chosen as it was consistent with the definition of
leader, which infers the authority to make decisions and influence pay and promotional
opportunities (Eagly & Carli, 2003). Both male and female leaders were included to allow for a
comparative analysis. The primary concern of survey researchers is to obtain a sample that

represents the population of interest and is large enough to support analytical comparisons
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(Bartlett, Kotrlik & Higgins, 2001). The size and representativeness of samples are influenced by
the adequacy of the sampling frame and the refusal to participate (Bartlett et al, 2001). The
sampling frame for this study was the CBSA organizational charts, an executive distribution list,
and the Government Electronic Directory (GED), which gave the researcher access to all of the
EX1 to EX5 positions within the CBSA. The CBSA organizational charts are updated regularly
to reflect the occupant of the position. These organizational charts can then be cross-referenced
for accuracy with the GED and the internal electronic mailing system.

At the time of the study, there were a total of 164 executives employed by the CBSA at
the EX1 to EX5 level. Of the 164 executives sent the survey, 58 were women, and 106 were
men. The demographics for the participants in Part One are shown in Table 2. Fifty participants
responded to the survey, which represents 30.4 percent of the total sample population.
Statisticians have shown that a sample size of 30 or more will usually result in a sampling
distribution for the mean that is very close to a normal distribution. Stutely (2003) advises that a
minimum number of 30 for statistical analyses provides a useful rule of thumb for the smallest
number in each category within an overall sample. The present research conducted statistical
analysis on the sample size n=50.

Of the survey respondents, 52 percent were women, 48 percent were men. Participation
of those that identified as being in administrative positions was 58 percent, versus 42 percent of
those that identified as in an operational position. The hierarchical position of the executives
ranged across the five different levels. Twenty-five participants identified at the EX1 level,
eleven identified at the EX2 level, ten identified at the EX3 level, two identified at the EX4 level,
and two identified at the EX5 level. Respondents were deemed to be representative of the target

group with women slightly overrepresented at 52%.
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Table 2

Demographics of Quantitative Survey Participants

Operational ~ Administrative  Total Percentage
Women 8 18 26 52%
Men 13 11 24 48%
Branch Participation 42% 58%
Total Participants 50 30%

Note. Branch participation was calculated on the sample size n=50

Part two: Qualitative interview. The sample for Part Two consisted of participants who
had completed the electronic survey (Part One). Survey respondents were asked to self-select for
participation in a follow-up interview. In qualitative research, the sampling is generally
purposeful so that the participants chosen have experience with the central phenomenon being
studied (Creswell, 2009). For phenomenological studies, Creswell (1998) recommends a sample
size of 5 — 25 and Morse (1994) suggests at least six. Ideally, the sample for Part Two would
have consisted of seven men and seven women, which would have represented almost 30 percent
of the sample from Part One (Part One achieved a participation rate of 30 percent). The
researcher received twelve responses for follow-up interviews. However, when the researcher
scheduled the interviews, only ten participants responded and arranged a time to meet (20% of
respondents from Part One). There were four women in total (two in operational positions, and
two in administrative positions), and six men (four in operational positions and two in
administrative positions). The researcher contacted the two other participants on two separate
occasions; however, no further response was received. The demographics of the ten interview

participants are shown in Table 3.

45



LEADERSHIP STYLES IN MALE DOMINATED ORGANIZATIONS

Table 3

Demographics of Qualitative Interview Participants

Operational ~ Administrative Total

Women 2 2 4
Men 4 2 6
Branch Participation 60% 40%

Total Participants 10

The hierarchical position of the executives that participated in the qualitative interviews
ranged across four of the five different levels. Six of the participants identified at the EX1 level,
one identified at the EX2 level, two identified at the EX3 level, and one identified at the EX4
level.

Research Instrument

For the quantitative portion of this study, the researcher employed an electronic version of
the Multifactor Leadership Questionnaire 5X Short (MLQ 5X Short), which is one of the most
influential and published tools used in recent literature (Avolio & Howell, 1992; Yammarino &
Bass, 1990). The MLQ, which is based on Burns (1978) theory of transformational leadership, is
a validated instrument that has been used in numerous research studies, doctoral dissertations,
and in practitioner research to assess a wide range of leadership behaviours among nursing
populations, military personnel, and health care employees.

In 1998 the MLQ 5X Short was developed in response to criticisms of the earlier version
(the MLQ, Form 5R). Critics claimed that the previous version had inadequate discriminant
validity among the factors comprising the survey, that it included behavioural and impact items
in the same survey scales, and that the factor structure initially proposed by Bass (1985)
sometimes failed to be replicated in subsequent empirical research (Hunt, 1991; Smith &

Peterson, 1988; Yukl, 1994; 1999). Bass and Avolio (1993) responded to critiques of the MLQ
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survey by calling for additional research on a broader range of leadership styles and orientations
using a revised version of the MLQ survey. The MLQ 5X Short was developed in response to
these substantive criticisms of the MLQ 5R survey, and researchers have confirmed that this
version of the model should be utilized in future research (Tejeda, Scandura & Pillai, 2001).
Critics also indicated that the factor structure of the Multifactor Leadership Questionnaire was
not invariant across gender. However, Avolio and Bass (2004) tested the equivalence of factor
structures across men and women raters and found that the constructs of Inspiring, Intellectually
Stimulating, Contingent Reward and Active Management-by-Exception were invariant across
genders. These results led them to conclude that the instrument can be expected to function
similarly for both genders, at least in the context of the United States.

The MLQ 5X Short is designed to assess leader’s behaviours and evaluate three different
leadership styles: transformational, transactional and passive-avoidant. However, the focus of
this research will be in comparing transactional and transformational leader behaviours. The
MLQ 5X Short uses 45 items to pinpoint leadership behaviour (styles) and their relationship to
leadership effectiveness, followers’ satisfaction, and followers’ extra effort. The instrument
consists of two versions: 1) the leaders’ survey, which describes behaviour as perceived by the
leader and 2) the followers’ version which is used to evaluate the leaders’ behaviours as
perceived by the follower. For the present study, only the leader’s survey was employed.
Individuals measured how they perceived themselves with regard to specific leadership
behaviours using a 5-point Likert type scale as follows:

0- Not at all

1- Once in awhile

2- Sometimes
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3- Fairly Often

4- Frequently, if not always.

The questionnaire assesses nine leadership characteristics and the subscales measure
leadership styles. There are five constructs ascribed to transformational leadership:

1) Idealized influence (attributed)

2) ldealized influence (behavioural)

3) Inspirational motivation

4) Intellectual stimulation

5) Individualized consideration

The two behavioural constructs of transactional leadership are: Contingent reward and
Management-by-exception (active).

Given the above, the MLQ 5X Short was determined to be the most appropriate
instrument for Part One of this research. Additionally, this instrument was selected because it is
efficient and can be completed by participants in approximately 15 minutes. The length of the
survey is important, as the shorter the survey, the higher the rate of response. In Fan and Yan’s
(2010) conceptual model of the online survey process, the results indicated that the response rate
is significantly influenced by various factors such as length.

Research Procedures

The researcher purchased the right to use an electronic version of the MLQ 5X Short

leader survey constructed and copyrighted by Bass and Avolio (1995) through Mind Garden

(www.mindgarden.com). The researcher requested that Mind Garden add the following

demographic data to the survey: gender, branch, and executive level. This allowed the researcher

to identify the type of role, whether support or operational, as well as the gender of the
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participant. This demographic data was necessary to conduct an analysis of the type of leadership
style employed in the different role types. An email was sent with an “Invitation to Participate”
(Appendix A) that explained the purpose of the survey, confidentiality expectations, and
provided a link to the website where participants could complete the questionnaire to all of the
executive level leaders in the Canada Border Services Agency using the internal email secure
email system. Prior to doing so, the researcher obtained support from senior management to
conduct the research and utilize resources within the organization. Participants were informed
that they could choose at any time not to participate in the study and no incentives for
participating were offered. The questionnaire remained open for a period of three weeks.
Participants were notified of the voluntary nature of their participation. A reminder email was
sent at the two-week point. Additionally, the email requested that that those willing to participate
in a follow-up interview email the researcher directly. The data obtained using the MLQ 5X
Short was provided to the researcher by the third party website, Mind Garden, and was
downloaded using the Microsoft Excel software.

Following the collection and analysis of quantitative data, follow-up interviews (Part
Two) with the leaders were conducted to add context and depth to the participant’s survey
responses, and to provide information on how leaders perceive they are evaluated. The
researcher received twelve responses for follow-up interviews. Yet, when the researcher
scheduled the interviews, only ten participants responded and arranged a time to meet. There
were four women in total (two in operational positions, and two in administrative positions), and
six men (four in operational positions and two in administrative positions). The researcher
conducted the interviews in-person wherever possible; however, given geographic restrictions,

three interviews were conducted over the telephone. The researcher audio recorded each of the
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interviews, which ranged from 45 to 120 minutes. The researcher began the interviews by
discussing the survey results and asking the participants to walk through their career histories.
Follow up questions included asking participants how they believed they are/were perceived by
their colleagues, whether they felt other’s perceptions of them were accurate, and how they
responded to these experiences (for the interview guide see Appendix B). The researcher
analyzed the data from the qualitative interviews using thematic analysis. The key themes that
emerged were “Effective leadership styles” and “Evaluation of leadership styles”. These themes
are discussed in detail in Chapter 4.
Data Analysis

Part one: Quantitative survey. According to Avolio and Bass (2004), transformational
leaders need to score in the 90th percentile in the subscales idealized influence (attributed and
behaviour), inspirational motivation (IM), intellectual stimulation (1S), and individual
consideration (IC). However, the MLQ 5X Short is not designed to encourage the labeling of a
leader as Transformational or Transactional. Rather, it is more appropriate to identify a leader or
group of leaders as (for example) “more transformational than the norm™ or “less transactional
than the norm” through a comparison with norm tables issued as part of the instrumentation of
the MLQ. To conduct an analysis of the quantitative data obtained using the MLQ 5X Short the
researcher used Statistical Package for Social Sciences (SPSS), Version 24 to obtain descriptive
statistics and test for statistically significant relationships between gender and operational and

administrative groups.
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Part two: Qualitative interviews. The researcher approached the analysis of qualitative
from an inductive exploratory perspective. Thematic network analysis approach determined to be
appropriate for semi-structured interviews as it allows for new impressions to shape the
interpretation of data in different and unexpected directions (Attride-Stirling, 2001). Attride-
Stirling (2001) proposed that thematic analyses can be usefully aided by and presented as
thematic networks: web-like illustrations (networks) that summarize the main themes
constituting a piece of text. Thematic networks systematize the extraction of lowest-order
premises evident in the text, categories of basic themes to summarize abstract principals, and
super-ordinate themes encapsulating the principal metaphors in the text as a whole (Attride-
Stirling, 2001). Thematic networks organize the data into basic themes, organizing themes, and
global themes. Basic themes are simple premises characteristic of the data that when isolated say
little about the text. The organizing themes are the middle-order themes that organize the basic
themes. When clustered, they summarize the principal assumptions of a group of basic themes
(Attride-Stirling, 2001). The global themes are super-ordinate themes that encompass the
principal metaphors in the data and can be considered the final tenet that tells what the text as a
whole is about (Attride-Stirling, 2001).

The trustworthiness of data begins with the quality of the transcriptions (Poland, 2003).
Poland (2003), argued that there are four challenges to transcription quality, which include
problems with sentence structure, the use of quotation marks, omissions, and mistaking words or
phrases for others. He further notes that as verbal language does not always follow grammatical
formats, the transcriber determines where and when to determine sentence structure. This could
lead to an alteration of the meaning of the sentence. Additionally, recordings do not distinguish

when the responder is speaking from their personal perspective or quoting someone else thus the
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transcriber may erroneously attribute the quote to the respondent. Finally, the transcriber may
neglect to include a word or phrase when reviewing the tape or may mistakenly hear the wrong
word.

To address these issues, the researcher reviewed the field notes to provide reminders of
the details of the interview in an effort to assist the researcher in interpreting the tape accurately.
Additionally, the researcher listened to the audio recordings a minimum of three times, when
transcribing the text. Further, when using direct quotes, the researcher went back to the
recordings to listen again for the meaning of the text. While the audio recordings were extremely
clear, there were times when, even with these measures a brief interruption in the recording
prevented phrases from being fully distinguishable. In those instances, the researcher noted in the
transcription that a word or phrase was indistinguishable. Fortunately, this only happened during
one interview, and the majority of the interview was clearly audible.

Researcher Positionality

An important distinction between qualitative and quantitative research is the role that the
researcher plays. Social scientists utilizing qualitative interviews as a methodology now
recognize that the results of the interview cannot be taken out of the contexts in which they were
gathered and claimed as objective data with no strings attached (Qu & Dumay, 2011). It is clear
that the primary instrument for gathering qualitative interview data is the researcher and as such
it is imperative for researchers to consider their own biases, limitations, and perspective
throughout the process of data collection, analysis, interpretation and reporting. When
conducting qualitative research, it is anticipated that the researcher’s biases will impact the
outcomes (Merriam, 1998), however these biases may also be considered as a unique and distinct

contribution (Peshkin, 1988).
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In order to enable the audience to evaluate the validity of conclusions extrapolated from
the data, the researcher should neutralize or bracket their biases by stating them to the full extent
possible. In the interest of disclosure and of guarding against unethical or unintentional
influences on my interpretation of data collected, the following discussion outlines my
professional and personal experiences with respect to this study. At the time of the research, the
researcher was employed with the Canada Border Services Agency. The researcher worked
within the agency for seventeen years, including six years as a Border Services Officer in the
Operations Branch in rural Ontario and over ten years working in Headquarters in Ottawa in
various program support, policy development and management positions. In October of 2018,
the researcher left the organization for a position in another department. The experience gained
working within the CBSA has given the researcher a unique perspective on how the Agency
operates in both the regions and in Headquarters, as well as in operational and administrative
functions. However, having worked only for the CBSA for most of her adult life, including
throughout the research and data analysis portion of this study, the researcher’s ability to detect
specific nuances in organizational culture may be limited.

It should also be noted that the researcher did not have any influence or exert a position
of authority over any of the participants in this study. In addition to professional experience, the
researcher’s personal experience and background may also bias the methodological approach.
Being female could impact the way that both male and female leaders respond to questions
around gender. In addition, the researcher’s education background has been situated around male
dominated studies (i.e., an undergraduate degree in Criminology and Criminal Justice, and a
Master’s degree at the Royal Military College of Kingston). Finally, as the researcher has spent

her entire life, (with recreational travel) living and working within a few hundred kilometres of
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the Eastern Ontario and the National Capital region, and has limited experience with respect to
the seven different regions in which the CBSA operates, this may constitute another bias.
Protection of Study Participants

All information was sent to participants via the secure email within the organization.
Only the researcher had access to the data. Essential Mind Garden staff had limited access to the
database. Information gained through the use of the MLQ 5X Short was encrypted by offsite
secure servers using Secure Sockets Layer encryption. After the final disposition, all records
will be shredded. Information in the Mind Garden database will be destroyed one year after the
survey was conducted.
Informed Consent

Each participant received a consent form (Appendix A) indicating that participation in the
study was voluntary. If a participant chose not to participate, or to withdraw, as two participants
did prior to the interview, he or she was free to do so without penalty or loss of benefit. The
consent form also advised the participant that personal anonymity would be guaranteed should
the results of the study be published. Reviewing the informed consent form provided the
participant’s an opportunity to ask any questions before participating in the study. Participants
were emailed the link to the questionnaire with the consent form via email. Explicit consent via
email and participation in the survey was accepted in order to facilitate ease of response for the
participant and encourage participation. For Part Two of the study, the participants self-identified
as willing to participate. At the beginning of each interview, the researcher reminded the
participants that participant was voluntary, and that at any time they could end the interview and

withdraw from the research without consequence.
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Confidentiality

The researcher is the only individual with knowledge of the full list of participants
selected for the questionnaire. The list of participants remained on the researcher’s home
computer in a Microsoft Excel file that was password protected. The names of the participants
have since been deleted. To encourage honesty in responding to the MLQ 5X Short,
confidentiality of responses was ensured. Participants received and reviewed the confidentiality
statement as part of the informed consent process (Appendix A) before participating in the study.
The confidentiality statement informed participants of their voluntary participation, provided a
guarantee of anonymity, and stated that the dissertation or other reports will not reflect individual
responses. The completed questionnaires will be retained for a period of seven years and then
deleted.
Summary

This chapter outlined the justification of the research design and methodology, which
used both a quantitative approach and a qualitative approach (mixed method) to address the
research questions. The research target sample was executives in the Canada Border Services
Agency, a male dominated public service organization. The sample size for the survey was 164
executives and the researcher also interviewed ten of these executives. This research investigated
transformational and transactional leadership styles of men and women used within the target
sample. The researcher used the MLQ 5X-Short questionnaire and in-depth interviews to collect
data from the participants. In addition, the qualitative portion of the study explored how leaders
experience and think about their leadership practice, so thematic analysis was used. All
interviews were audio-recorded and transcribed by the researcher, who then reviewed each

transcription, in their entirety several times, seeking general themes. Although the questions
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were developed to address the differences in transactional and transformational leadership styles,
the transcriptions were reviewed so as to let the themes emerge, regardless of whether or not they
matched the transactional and transformational component. In addition, the goal of this study
was to provide a description of the phenomenon so that readers may better understand female
leadership practices in male dominated organizations. The next chapter presents the study results

and analysis.
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Chapter 4. Data Analysis and Results
Overview

This chapter presents the survey results and the data analysis for the research study as
laid out in Chapter 3. The purpose was to examine the differences in leadership styles of men and
women in male dominated organizations and specifically, to determine if women tend to lead in
a more transactional manner when leading in roles typically considered masculine (operational or
line roles) versus roles traditionally depicted as feminine (administrative or staff roles).
Additionally, this research sought to determine if women perceive they are evaluated differently
in these leadership roles. The first section of the chapter provides analysis of the quantitative data
for both the participants that completed the MLQ 5X Short (Part One) as well as for those who
participated in the follow-up interviews (Part Two). This is followed by an analysis of the
qualitative data obtained through the qualitative interviews (Part Two).

Quantitative Data Analysis
Hypothesis one was:

H1: Female and male leaders are more likely to adopt a transactional style of leadership

in male dominated organizations.

As previously noted, the MLQ 5X Short uses a five-point scale from 0-4. An aggregate
score is calculated by the provider of the MLQ 5X Short and represents an average of the five
transformational leadership factors. According to Avolio and Bass (2004), transformational
leaders need to score in the 90th percentile in the subscales idealized influence (attributed and
behaviour), inspirational motivation (IM), intellectual stimulation (IS), and individual
consideration (IC). Individuals are found to be within the range of transformational leadership if

this score is between the range of 3 and 4 (Avolio and Bass, 2004). The MLQ 5X Short measures
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transactional behaviour by the associated constructive and corrective transactions. The
constructive style is labelled contingent reward and the ideal range is between 2 and 3. The
corrective style is management-by-exception and the ideal ranges is 1-2. In Table 4, descriptive
statistics were used to show the leadership styles, the mean, and standard deviation for
participants that completed the MLQ 5X Short. The researcher used Statistical Package for
Social Sciences (SPSS) Version 24 to conduct this analysis. As noted in Table 4 below, the
leaders were within the ideal range for transformational leadership. The leaders were not within
the ideal range for Contingent Reward, but were within the ideal range for Management by
Exception, which suggests that leaders overall were more closely aligned with the
transformational rather than the transactional leadership style.

Table 4

Descriptive Statistics of Quantitative Survey Participants

N Mean Std. Deviation

Gender 50 1.52 .505
Branch 50 1.58 499
Executive level 50 1.90 111
Aggregate Score of Transformational Leadership 50 3.34 .323
Contingent Reward 50 3.21 .507
Management By Exception 50 1.27 770
Valid N (listwise) 50

Note.

Gender: 1=male, 2=female, 3=prefer not to answer.

Branch: 1=Operational, 2=Administration (e.g. HR, Corporate Affairs, Programs, ISTB)

Executive level: 1=1, 2=2, 3=3, 4=4, 5=5, 6=prefer not to answer.

The Aggregate Score of Transformational Leadership is an aggregate of the five transformational leadership factors.

To address H1, the collected data were further analyzed and sorted by leadership styles
and gender. The transformational Female Leadership mean was 3.31 (SD = 0.32) and the
transformational Male Leadership mean was 3.39 (SD = 0.33) (see Table 5). The researcher
conducted a t-test to compare the difference in mean scores and determined that the difference

was not statistically significant as the p-value was greater than 0.05 significance level. Contrary
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to expectations, the results reveal that both male and female leaders were more likely to adopt a
transformational rather than a transactional leadership style; therefore, hypothesis one was not
supported.

Table 5

Leadership Mean Scores, by Gender

Gender Transformational ~ Standard Contingent Standard Management  Standard
Mean Deviation Reward Deviation By Exception  Deviation
Mean Mean
Female 3.31 0.32 3.18 0.60 1.23 0.77
Male 3.39 0.33 3.26 0.38 1.42 0.42

Hypothesis two was:

H2: Female and male leaders are more likely to shift to a transformational leadership

style in administrative versus operational functions.

To address H2, the researcher conducted a t-test on the differences in transformational
leadership styles for leaders (both male and female) that identified as administrative verses
operational. The results indicate that there is no statistically significant difference between the
operational and administrative groups as the p-value was greater than 0.05 significance level.
The Transformational Operational Leadership Styles mean was 3.40 (SD = 0.25), and the
Transformational Administrative Leadership Styles mean was 3.31 (SD = 0.40).

Table 6 provides further breakdown of the mean scores for both transformational and
transactional scores by gender and by role type. The researcher also independently calculated the
averages of the transformational leadership factors and the transactional leadership factors
(which were consistent with the composite score as calculated by the third party provider of the
MLQ 5X Short). As previously noted, the participants were not within the ideal range of

Contingent reward behavior on the transactional scale. A t-test was conducted on the Contingent
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Reward behavior for Operational Women and Administrative Women and the results indicate
there was no statistically significant difference between the groups.
Table 6

Individual Factor Scores of Transformational and Transactional Leadership

N Operational ~ Administrative Operational ~ Administrative

Men Men Women Women
Transformational Leadership Items
Idealized Influence 50 2.98 3.29 3.00 3.22
Idealized Behaviours 50 3.56 3.34 3.38 3.32
Inspirational Motivation 50 3.52 3.48 3.38 3.24
Intellectual Stimulation 50 3.42 3.07 3.28 3.24
Individualized Consideration 50 3.56 3.32 3.44 3.47
Aggregate Score 3.4 3.3 3.3 3.3
Transactional Leadership Items
Contingent Reward 50 3.27 3.23 3.28 3.14
Management by Exception 50 1.27 1.30 1.19 1.21

Additional t-tests confirmed that there was no statistically significant difference between
the transformational leadership scores in operational roles and administrative roles, or the
Contingent Reward scores for those in operational and administrative roles. In other words, the
data indicates that male and female leaders were more closely aligned with the transformational
leadership style in both operational and administrative roles. Therefore, hypothesis two was not
supported.

The MLQ 5X Short data for the interview participants was also analyzed (see Table 7).
The mean of the aggregate transformational score for the interview participants was 3.55. The
leaders with the highest composite transformational score were two male leaders in
administrative positions that did not have prior operational experience and one operational male

leader who had significant leadership training prior to joining the CBSA.
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Table 7

Transformational Leadership Scores of Qualitative Interview Participants

Leader Gender Current Branch Previous Operational Experience Mean
Leader 1 Female Operational Yes 3.3
Leader 2 Female Administrative No 3.3
Leader 3 Male Operational Yes 3.3
Leader 4 Male Administrative No 3.8
Leader 5 Male Administrative Yes 35
Leader 6 Female Operational Yes 3.6
Leader 7 Male Administrative No 3.8
Leader 8 Male Operational Yes 34
Leader 9 Male Operational Yes 3.8
Leader 10  Female Administrative Yes 3.7
Total Mean 3.55

Quialitative Data Analysis

Part Two of this study consisted of qualitative semi-structured, face-to-face interviews
with ten of the executives who self-identified in Part One as willing to participate. The
interviews were conducted to add context and depth to the results of the MLQ. The leader
assigned a number for each interview from 1-10. The leaders identified in Part One as either in
an operational or administrative position, and through the course of each interview, the
researcher learned if the leader had prior experience in an operational, frontline position. The
demographics of the leaders are illustrated in Table 8.
Table 8

Demographics of Qualitative Interview Participants

Leader Gender Current Branch Previous Operational Experience Code
Leader 1 Female Operational Yes F1
Leader 2 Female Administrative No F2
Leader 3 Male Operational Yes M1
Leader 4 Male Administrative No M2
Leader 5 Male Administrative Yes M3
Leader 6 Female Operational Yes F3
Leader 7 Male Administrative No M4
Leader 8 Male Operational Yes M5
Leader 9 Male Operational Yes M6

Leader 10 Female Administrative Yes F4
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Note. Previous operational experience is defined as experience in a uniformed, frontline
position.

The interviews were recorded, and averaged 50.08 minutes in length with a range
between 25.06 minutes and 105.49 minutes. The interview transcriptions were comprehensive,
with interviewees willing to divulge, in some cases, very personal experiences of their time in
leadership and in varying positions in the operational positions (A copy of the Interview Guide is
presented in Appendix B). The researcher noted that some of the questions were challenging and
respondents took time to think and reflect on their leadership styles, in both the past and the
present, and the leadership styles of their colleagues.

The researcher utilized thematic network analysis to analyze the qualitative data. The
data obtained through the interviews were transcribed by the researcher into Microsoft Word
files, excluding non-meaningful utterances such as uh, uhm, etc. The researcher then organized
the data into a priori codes by reviewing the recorded transcripts, making notes and dissecting
text segments. As a second step, the researcher reviewed the data, searching for patterns or
themes in the data and used the spreadsheet processor Microsoft Excel to organize and move the
data into basic themes. A theme can be identified as capturing something important in the data
that is related to the research questions and represents a patterned response or meaning in the
dataset (Braun & Clark, 2006). Braun and Clark (2006) note that pattern is not a quantifiable
measure to be determined by the frequency, but rather by researcher judgement in that it is
captures something that is key to the research question (Braun & Clarke, 2006). As a third step,
the researcher used Microsoft PowerPoint as well as Microsoft Excel to create thematic networks
using the basic themes. The researcher then went through the iterative process of arranging and

rearranging basic themes into organizing themes, deducing global themes, and verifying and
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refining the network. Using the data text obtained through the qualitative interviews, the
researcher identified 96 basic themes (for the full list of basic themes in alphabetical order see
Appendix C). These basic themes were then clustered into five organizing themes, from which
two global themes were deduced. The organizing themes and global themes are summarized in
Table 9.

Table 9

Emergent Themes

Organizing Themes Global Themes

Differences Between Male and Female Leadership ___,,  Effective Leadership Styles
Leader Traits
Social Factors that Influence Leadership Styles
Adapting Leadership Styles to Nature of Work
Organizational Impacts on Leadership Styles
Hierarchy and Level of Leadership
Perceived Behaviours ——» Evaluation of Leadership Styles

The themes, which emerged from the data analysis phase, have been sub categorised into
themes and related to the research questions (See Appendix D). The first global theme,
“Effective leadership styles” (section 1), relates to research question one and two, while the
second global theme “Evaluation of leadership styles” (section 2) is related to research question
three.

Effective leadership styles. Through their answers and descriptions of experiences, the
leaders offered a variety of themes when describing their leadership style and what they feel is an
effective leadership style. This section will present the main topics discussed along with the
significant extracts of interviews. The key topics highlighted by the leaders that are related to
effective leadership styles are related to the differences between male and female leadership,
individual leader traits, social aspects of leadership, and adapting leadership styles to the nature

of work and the organizational influences that dictate that flexibility.
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Differences between male and female leadership. In discussing leadership styles, the
majority of participants expressed perceptions of differences between male and female
leadership. Both male and female leaders noted there are differences in leadership styles between
men and women; however, the explanations of why were different. Female leaders tended to
attribute the differences to their leadership style, and related their actions to being seen as
effective. For example, F10 stated that she uses a different way to communicate to men than she
does with women in that she is more direct and assertive because she feels the nuances of what
she is saying might be lost. F3 noted that women in an operational role women tend to take on
how they think a man would lead in order to be seen as effective in those positions, stating they
often become “overly aggressive”.

The male leaders interviewed tended to attribute differences in leadership style to
personality traits or “playing the game” rather than gender. M3 noted that “Women have to play
a game, and present themselves as people would like to see them” in order to be seen as
effective. M6 stated: Women have an advantage because they start from a relational place. But
we also need to look at the personality lens. Don't just assign it to gender.

M2 and M4, both leaders in administrative roles with no operational experience, echoed
this sentiment. M2 stated that he relates more to women than to men in his leadership style but
noted “I’m not sure it’s gender, so much as personality type”. These responses indicate that both
male and female leaders are aware of differences in leadership styles between men and women.
However, while the women discussed how their leader behaviours differ, the majority of the

male leaders attributed differences to personality traits.
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Leadership traits. The majority of the leaders acknowledge having changed approaches
to leadership throughout their career, in part due to improvement of skills, training, and practical
experience. However, almost all noted the importance of being genuine and/or authentic. Female
leaders tended to discuss their leadership style as a reflection of themselves. For example, when
asked if her leadership style had changed from early on in her career, F2 reflected that she had
lost her way with respect to her leadership style for a few years. She stated that when she started
with the Public Service, she had advanced in her career so she started at the managerial level.
While she was not with the CBSA at that time, the team that she was responsible for was in the
region and was an all male team. She noted that this was when she lost her way as she tried to
figure out the expectations of managing in the government. She reflected:

“It’s taken me a long time to realize that that was the right way to go [speaking about her
leadership style prior to managing her first team in the government] and that was when | was
listening, 1 was much more focussed on facilitating- and true leadership.”

This reflection reveals that she altered her leadership style when managing an all male
team. Now that she has returned to her innate leadership style, which is focussed on listening and
facilitation, she feels that she is a more effective leader. F4 also noted, “I lead with a sense of
who [ am”. She explained that this means she follows her values and principals and doesn’t care
if some people don’t like it because it’s who she is. This is particularly interesting because she
also stated that when she was in an operational role she put on a different persona as a woman in
uniform.

The male leaders tended to discuss their leadership styles as a reflection of what others
expectations are for them. As an example, M1 stated that he doesn’t think about a specific

leadership style but rather tries to live up to certain patterns of behaviour in day to day activities
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and how he interacts with others. M4 also referred to leadership in terms of what others expected
noting that “It’s common sense. You have to treat people as your equal.”

Social factors that impact leadership style. Several of the leaders discussed how having
relationships is an important part of leadership. Almost all of the leaders spoke about the
importance of treating people kindly, encouraging and empowering others. Creating positive
working relationships is an important part of transformational leadership because having
engaged and supported employees could create a competitive advantage for organizations. In
speaking about the relational aspect of leadership, M6 suggested that transformational leadership
is particularly important in a regional community setting because individuals are more likely to
have stronger social relationships. F4 noted that leaders are only as good as the people around
them and that she thanks them a lot and makes sure they receive credit where credit is due.
Several of the leaders also felt that leadership is about bringing people along in their careers and
creating opportunities for them. M4 prided himself on being able to hire the same people as he
changed jobs and the fact that these individuals followed him throughout his career because they
liked working for him so much. He noted:

“Where I feel I've had the most success is having people who want to work for me and

have been loyal.”

Adapting leadership styles for nature of work. All of the leaders were cognizant of the
fact that the organizational contexts in which they work can influence the leadership style they
use. The leaders identified organizational factors that influenced their leadership style, including
hierarchy and level of leadership, and the type of leadership role. Several of the leaders noted

that their position in the hierarchy impacted their leadership style. For F1, moving into the
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executive cadre influenced the way she led as it was the first time she had to manage managers
and help them manage employees. She stated:

Going from manager to director is a big difference in leadership style- you want to be

more transformational, coaching, supportive-you need that in order to keep people in

jobs.

Similarly, M1 felt that as he moved up the hierarchy and further away from the frontline
operations, he had more capacity to be transformational in that there was not the same pressure
associated with frontline service that required a more transactional nature. Several leaders also
indicated that the type of leadership role and the circumstances of the role can impact the
leadership style they use, including whether the role is operational or administrative. When
discussing her time as the only female at the management table in a regional, operational position
F1 noted, “I probably try to adapt my style to with the different types of position. I find myself -
in the region, in the operational world- maybe a bit more transactional based just because of the
type of work. Especially when it was male dominated.” She went on to note that she had to step
up her credibility and “...know what you are talking about to get in that boy’s club”. She stated:
“With those types of situations I had to be a bit more assertive and confident.” F3 reflected on
her time in an operational role in the region and noted that “being in the region does harden you
a bit”, meaning that the operational nature of the work and the fact that there are frontline service
commitments meant that she did not have the time or patience to focus on the relational aspects
of leadership. When asked if he changes his leadership style depending upon the nature of the
work M8 noted “100 percent!”, and went on to give an example of how he became more
transformational when he switched from an operational position to an administrative role. M4

noted that he is directive when he wants something to change, stating “I’m directive to stop
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people from doing things”. He then encourages them to come back with a proposal for how to do
things differently.

Additionally, the participants underlined specific environmental constraints or
organizational influences that impacted their leadership approaches. For example, stress could
dictate a more directive style. F2 felt that when she was under pressure she became more
directive and transactional. M5, who had recently changed from an operational role to an
administrative role, noted that during a period of transition for employees he focussed on the
relational aspect of leading which was in tune with the needs of the employees. The depth and
breadth of responsibilities was also identified as an influence on leadership style. M6 suggested
that leaders in operational roles are more likely to be transformational than those in
administrative roles because the depth and breadth of the operational roles in the region require
leaders to trust and empower their team members. Similarly, F4 noted that because of the vast
depth and breadth of the scope of her responsibilities, which include both administrative and
operational responsibilities, she has to empower and trust in her employees to be able to achieve
objectives.

The information garnered from the qualitative interviews indicates that men and women
shift their leadership behaviours depending upon the nature of the work and specific
organizational or environmental factors. However, where the men talked about voluntarily
shifting their leadership style to address certain circumstances at work, the context gathered from
the female leaders indicated that they did not necessarily want to shift their leadership style but

felt that they had to in order to be seen as more effective.
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Evaluation of leadership styles. Hypothesis three was:

H3: Female leaders will perceive they are evaluated more negatively in line roles than

staff roles.

Perceived behaviours. During the interviews, all of the female leaders reported
behaviours that support the indication that women are evaluated less favorably when adopting a
transformational leadership style. This was determined by coding the basic themes that indicated

29 <¢

perception using key words and text phrases such as “I had to be”, “you had to be”, “you had to
put on” “what they thought”, “take on characteristics”, “they are described as”, and “I act
differently”. F1 stated:
In an operational role, in the male dominated management environment, | had to be more
assertive, exhibit confidence, not show stress- stress was a weakness.
In discussing the way that women are perceived when leading in an operational role F3
noted:
The sexism (of a specific region | worked) was perpetuated by women at the management
table that didn 't use their voice- they were taking on what they thought a woman in
uniform should be...being overly aggressive, taking on what you would think a male
would be like in that role.
She went on to provide interesting insight into the different roles that women take on in a
male dominated, operational environment in order to be seen as effective. She explained that she

had experienced pockets of workplace environments where women take on either an “ultra-

assertive” role, or a passive role depending upon other characteristics of their personality.
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100 percent women take on male characteristics because that’s what’s acceptable or
what they have to do to succeed...and those that may be “weaker” will take on a meek
role of nothingness.

F4 asserted a relationship between transactional women and effectiveness:

| can think of many women that are super transactional and nasty...and yet they are

described as “she’s not very nice but she’s effective”. We need a culture change because

how we get results matters, and should be considered.
She further explained that when women are more democratic, they are likely to be seen as
weaker:

If women let transformational take over, their style is seen as too weak, too nice, too

mothering. Female leaders tend to be more likely to compromise- whereas some of the

males [leaders] dig their heels in and say ‘this is my position’ and that tends to get
rewarded more.

The context of this situation indicates that women can be more effective when they are
not focussed on the relational aspects of leadership. Additionally, some of the male leaders
reported behaviours that indicate women may be judged differently. M3 stated:

For the same behaviour, (a woman acting aggressively), the outcome is not the same.

There is a double standard.

M1 provided an interesting perspective on the characteristics he admired in a female
leader. When speaking about this particular leader he noted:

She was very balanced in terms of her ability to make decisions. She could make good

decisions under pressure- tactical and strategic decisions.
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These comments reveal an admiration for the stereotypical male leader characteristics of
rational logic, analytic thinking, and the ability to take decisive action. The experiences and
observations of the leaders indicate the influence of gender and leader stereotypes on leadership
styles and perceived effectiveness in leadership roles. While the sample size for the qualitative
interviews was small and there are limitations because of that, the results noted above generally
provide support for H3 as they indicate that female leaders perceived that they were evaluated
negatively in more traditionally male dominated roles unless they exhibited different behaviours.
For example, F2 felt that she acted differently in male dominated meetings, becoming much
more serious, being much more prepared, and not using humour as she normally would have in a
more balanced or female dominated meeting. Additionally, she noted that she would not
interject, provide comments or ask questions where she normally would for fear of not knowing
the files. Based on these comments, it appears the leader perceives that she will be evaluated
negatively when operating in a male dominated environment. F4 discussed how she had to put on
a completely different persona in the uniform as opposed to that she used in her administrative
role, which suggests that in order to be seen as effective in the operational male dominated role
she had to lead differently. F1 also discussed how she felt she was perceived when working in
male dominated operational role, noting that she had to be tougher, and not exhibit signs of stress
or weakness. These statements support the assertion that women perceive they will be evaluated
more negatively in male dominated roles. This has practical implications which will be discussed
in the next chapter.

Summary
This chapter provided an overview of the results of this study. Part One consisted of a

guantitative analysis of leadership styles in a male dominated organization. Out of a population
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of 164, 50 executives participated in a self-reported survey of leadership styles. T-tests
conducted on the results revealed that there was not a significant difference in leadership styles
of men verses women, or of individuals in operational verses administrative roles.

Part Two consisted of qualitative interviews with four females and six male leaders that
self-identified as participants. Two overarching themes emerged from the study: (1) Effective
leadership styles (2) Evaluation of leadership styles. While the leaders noted differences between
the way that men and women lead, four out of the ten also indicated that these differences could
be attributed to personality differences not just gender. It is worth noting that these four were all
male leaders. All of the leaders discussed their leadership traits, which included being authentic,
leading with a sense of self, and leading by example. Several of the leaders indicated that they
adapt their leadership style depending upon the nature of the work and that being further away
from the front-line operations and higher up the hierarchy allowed them to be more
transformational. All of the female leaders discussed the challenges of leading in a male
dominated organization and the perceptions that both leaders and followers have when leading in
these roles. Chapter 5 will provide interpretations and conclusions drawn from the data as well as

recommendations for future studies.

72



LEADERSHIP STYLES IN MALE DOMINATED ORGANIZATIONS

Chapter 5. Discussion
Review

Leadership is a complex process that results from the interaction among a leader,
followers, and the situation, and we must be aware of how the process of leadership and our
images and expectations of effective leaders, changes along with organizational, social, and
cultural evolutions. This study focused on transformational leadership and transactional
leadership. These leadership styles, in particular transformational leadership, have been of
considerable interest in the leadership literature over the past several years (Avolio and Bass
2004). A leader can be both transformational and transactional; however, in general the
transformational style has been seen as more effective (Gardner & Stough 2002).
Transformational leadership is a compilation of characteristics which promote, encourage and
empower individuals to work together toward a common, understood goal (Warrick, 2011).
Researchers such as Huczynski and Buchanan (2007) corroborate Burns (1978) and Bass (1997,
1998) in their assertion that transformational leadership theory has proven to be adaptable to the
requirements of modern organizational life. These researchers have argued that the rapidly
changing competitive organizational environments of today require a participative, visionary,
and inspirational approach to leadership.

This study contributes to the empirical research literature through an exploration of male
and female leadership styles in the context of a male dominated organization. The information
gained from this study has practical implications for female and male leaders in male dominated
organizations in ascertaining the perceived effectiveness of approaches to leadership, which may
help men and women better understand leadership expectations. Further, organizations and

institutions have realized the importance of leadership and are seeking to maximize leadership
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potential with the aim of gaining an increased and sustainable competitive edge. The benefits of
discovering leadership styles used by executives across varying positions provides invaluable
information to an organization, including how best to support their leaders
Restatement of Purpose

Resources provided in the literature review of this study indicate there is debate as to
whether or not men and women lead differently on the basis of gender. Additionally, research
suggests that a relationship exists between female leaders and transformational leadership, with
the possibility that this relationship is negated when the organizational context is male
dominated. The goal of this research was to examine the differences in leadership styles of men
and women in male dominated organizations and determine if women tend to lead in a more
transactional manner when leading in roles typically considered masculine (operational or line
roles) versus roles traditionally depicted as feminine (administrative or staff roles). Additionally,
this research sought to determine if women perceive they are evaluated differently in these
leadership roles. Role congruity and social identity theory provided a useful foundation for the
discussion of the research questions. These theories were selected as they provide insight into
prejudice that arises from an incongruity between a group stereotype and social role
characteristics as well as how and why individuals adopt the identity of a group in a workplace
and act in ways that they perceive members of that group to act.

This chapter presents key findings and places them in a larger context using extant
literature. The limitations of the study are discussed and recommendations and implications for

theory and practice are offered.
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Interpretation of Key Findings

Through analysis of the data provided by the MLQ 5X Short and analysis of the leaders’
responses in the qualitative interviews, the global themes of effective leadership styles and
evaluation of leadership styles emerged. Although the results achieved through the MLQ 5X
Short were not as anticipated, this data served the purpose of providing an overall picture of the
leadership styles across executives in the CBSA and allowed the researcher to place in context
and interpret the data gained in the qualitative interviews. The below is a summary of the
findings organized by global theme.

Effective leadership styles. The quantitative data reveal that as a whole, the participants,
both men and women perceived themselves as transformational leaders. The overall mean score
for participants was 3.34, which is in the ideal range of 3-4 for transformational leadership.
These results were unexpected. It was anticipated that the majority of the leaders would utilize a
transactional leadership style, given that the CBSA is a law enforcement agency with a rules-
based environment. It was also expected that women would use a more transformational
leadership style in roles that were not male dominated, however no differences were found.
These findings likely indicate that there is a well-established and common approach to leadership
at the Executive level within the CBSA. The Public Service places an emphasis on key
leadership competencies, which are often reinforced through executive level training. All of the
leaders had progressed in their career and the majority acknowledged having changed
approaches to leadership throughout their career, in part due to improvement of skills, training,
and practical experience. The MLQ 5X Short data shows mid-range levels (55" percentile) in the
transactional behaviour of Contingent Reward, which is consistent with the Public Service

leadership competency emphasis on achieving results. Thus, despite the fact that the CBSA is
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male dominated in operational roles (in terms of representation as well as culture) senior leaders
are still closely aligned with the broader Government of Canada expectations identified in the
Blueprint 2020 Initiative which include the key competencies of mobilizing people, promoting
innovation and guiding change, and creating vision and strategy (Treasury Board of Canada,
2016).

A contributing factor to the lack of statistically significant difference in mean MLQ
scores of leadership styles between male and female leaders could be the executive level position
itself. Several of the leaders noted that their position in the hierarchy provided them with the
opportunity to be more transformational. As an executive, the leaders are required to manage
managers, which for F1 introduced an element of coaching to her leadership style. Additionally,
some leaders identified that being further away from the frontline operations allowed them to be
more transformational, indicating that the level of leadership role may impact leadership style.

The finding that there was no statistically significant different in leadership styles
between male and female leaders could also indicate a strong organizational culture and accepted
ways of doing things within the organization. As an example, F3 noted that women in a
particular operational setting took on characteristics of what they would think a male would be
like in that role, becoming more aggressive and more assertive. Researchers have found that role
requirements and guidelines about conduct of behaviour are factors that influence leadership
styles (Robinson & Lipman-Blumen, 2003). Fierman (1990) argued that managers of both sexes
are a self-selecting population and those who choose a managerial career share a great deal in
common. Eagly and Johnson’s (1990) meta-analysis also supports this in that out of the three
categories of research studies identified (i.e., laboratory experiments, assessment studies, and

organizational studies), only in organizational studies were women not found to be slightly
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gender stereotypic. Social identity theory also provides support for this assertion in that
individual members belonging to the same group are likely to adopt the identity of the group in
which they categorize themselves (Tajfel & Turner, 1986). The above-noted assertion by F3
further provides support for role congruity theory, indicating that even women ascribe masculine
stereotypes to leader roles.

In the present study, male leaders tended to interpret differences in leadership styles to
personality, with four of the male leaders specifically stating that they feel that leadership style is
attributable to personality. However, one of these same leaders, M2, noted that he relates “more
to women than to men” in his leadership style, which suggests a recognition of difference based
on gender. The female leaders tended to share how their leadership style differs. Female
participants were cognizant of how they lead in certain contexts. In particular, women tended to
analyze their behaviour more, especially when they were leading in an operational role. Three
out of the four female participants had worked in operational positions and all three indicated
that, to some extent, they knowingly acted differently in an operational role. One leader
acknowledged that her leadership style was more assertive in the operational role. Another noted
that she had to put on a completely different persona as a woman in a uniform than she would in
an office setting. These statements are consistent with the literature on role congruity theory,
which suggests that women may have to modify their preferred behaviour in order to maintain
legitimacy as a leader, particularly in a male dominated setting that is incongruent with their
gender expectations (Eagly, 2005; Eagly et al. 1995).

In Part One of the study, participants were asked to identify whether they worked in an
operational position or in an administrative position to determine if any differences in leadership

style may be attributable to the nature of work rather than any gender differences. The hypothesis
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was that leaders would be more transformational in administrative or staff positions. The
functions of line managers (operational managers) and staff managers may reflect very different
perspectives on working in organizations (Church & Waclawski, 2001). It was expected that
staff professionals in human resources or organizational development positions would have to be
more facilitative and process-oriented in their approach to working with others than would
managers with bottom-line authority and responsibility (Church & Waclawski, 2001). However,
this hypothesis was not supported. A potential explanation was offered by M6 in Part Two of the
study. He suggested that leaders in operational roles have to be transformational leaders because
the depth and breadth of the operational roles in the region require leaders to trust and empower
their team members. F4 echoed this sentiment noting that the depth and breadth of her
responsibilities impacted her leadership approach in that she had to learn to trust in her
employees. Further research into the different perspectives of operational managers and
administrative managers might provide interesting results.

Evaluation of leadership styles. Research on role congruity theory illustrates how
leader roles that are highly male dominated or culturally masculine are challenging for women
because of their incompatibility with gender role expectations (Eagly, 2007). This can lead to
negative evaluations of effectiveness, which then impacts access to leadership roles (Eagly, et al.
1995). Studies that measure effectiveness of male and female leaders have tended to either relate
organizations effectiveness to the percentages of women among their executives, or assess the
effectiveness of individual male and female leaders (Eagly, 2007). The researcher noted that
some of the questions were challenging and respondents took time to think and reflect on their

leadership styles, in both the past and the present, and the leadership styles of their colleagues.

78



LEADERSHIP STYLES IN MALE DOMINATED ORGANIZATIONS

The qualitative data suggest that women perceive they are evaluated differently in roles
traditionally considered masculine. As an example, F2 noted that she acted much differently
when in a meeting that was male dominated. She felt that she had to be much more serious, much
more prepared, and that she would not use humour as she normally would in a more balanced or
female dominated meeting. Additionally, she noted that she would not interject, provide
comments or ask questions where she normally would. Further, F4 noted that some women in the
organization are described as “not very nice” but “effective”, implying that these women do not
lead with the relational, nurturing qualities that are specific to the female stereotype, and they are
perceived as “effective” in the organization. She further alluded to the fact that this stereotype is
endemic to the organization as she noted that a shift in culture is required because it is not only
the results that matter but how the organization gets results as well. F4 also discussed how she
had to put on a completely different persona in the uniform than in her administrative role, which
suggests that in order to be seen as effective, she had to lead differently. Likewise, F3 felt very
strongly that women take on what they perceive to be masculine qualities in an operational
leadership role because that is what is acceptable in order for them to succeed.

The findings from the qualitative study also suggest that the expectations placed on
female leaders are not always the same as those placed on male leaders. For example, F3, a
female leader in an operational position noted that if women let their transformational style take
over in an operational role then they are seen as too weak. Similarly, M3, a male leader in an
operational position noted that women have to play a game and present themselves as others
would like to see them. This may have implications for female leaders given the emphasis
leaders in this study placed on leading authentically. Almost all of the leaders stated the

importance of being authentic and to leading according to a sense of self and personal values.
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F4 stated that she leads with a sense of self, and further noted that in general people respond
positively when you are authentic. F2 recalled a time when she lost her way with respect to her
leadership style, and interestingly, this occurred when she began managing a male dominated
team. She noted that she moved away from her innate leadership style of listening and
facilitation (her authentic leadership style) as she tried to figure out what the expectations for her
were at that time. She has since found that she has come back to this leadership style, and that it
is the leadership style in which she feels most effective.

In recent leadership literature there has been a growing body of work on authentic
leadership. Researchers, scholars and practitioners have noted a need for a more authentic
leadership development strategy for organizations to meet desirable outcomes in challenging and
turbulent times (Luthans & Avolio, 2003; Seligman, 2002). The term authenticity here refers to
owning one's personal experiences, be they thoughts, emotions, needs, wants, preferences, or
beliefs, and it further implies that the leader acts in accordance with the true self, expressing
oneself in ways that are consistent with inner thoughts and feelings (Avolio & Gardner, 2005).
Walumbwa, et al., (2008) define authentic leadership as a pattern of leader behaviour that draws
upon and promotes positive psychological capacities and a positive ethical climate to foster
greater self-awareness, an internalized moral perspective, balanced processing of information,
and relational transparency on the part of leaders working with followers. Key components of
authentic leadership include a positive moral perspective, leader self-awareness, leader self-
regulation, leader behaviours, follower development and organizational context. Authentic
leaders have confidence, hope and optimism that stems from their strong beliefs in themselves

and they make clear to associates exactly what they need from them in order to achieve
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sustainable growth and performance at individual, team, and/or organizational levels (Avolio &
Gardner 2005).

If female leaders are altering their behaviours they may not be leading authentically, and
may be seen as disingenuous. Additionally, if women are acting based on how they think a man
would act in a particular role (i.e. more aggressive, assertive) as F3 suggests, they may be
contributing to a more negative evaluation of their effectiveness and potentially limiting their
access to leadership roles. Research supports the hypothesis that women are evaluated negatively
when they exhibit masculine leadership styles (Eagly et al. 1995; Eagly et al., 1992, Rudman
and Glick, 2001; Rudman et al., 2012; Heilman and Chen, 2005). When women defy
feminized stereotypes by acting more dominant or expressing less interpersonal orientation, they
are more likely to receive negative evaluations of their leadership. In sum, the need to lead in a
manner true to oneself and the need to meet leader expectations can present challenges for
women in male dominated organizations in that they may be perceived negatively when their
behaviours do not align with the leader role stereotypes.

Implications for Theory and Practice

This study offers several important contributions to the existing literature on gender and
leadership style. First, to the best of the researcher’s knowledge this study is one of few, if any,
empirical studies to explore the differences in leadership style by gender and functional role in
law enforcement in Canada. Without research and action around how women are marginalized,
the costs to female leaders personally and professionally as well as to institutions will remain
unchallenged. Second, the results of this study find continued support for social identity theory
and role congruity theory in that some women adapt their behaviors to be more consistent with

male and leader stereotypes when operating in a male dominated environment. The finding that
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at least some women altered their leadership style to be more consistent with male and leader
stereotypes when operating in a male dominated environment is significant because patterns of
discrimination and stereotype may account for the low number of female leaders in senior
leadership positions. Thus, it is important for male dominated organizations to understand the
implications to ensure that women can achieve higher levels of leadership. While these results
suggest that some of the key assumptions around the ways in which gender roles were
constructed are still relevant (Eagly & Karau, 2002; Eagly &Johnson, 1990; Eagly, Karau,
&Johnson 1992; Heilman, 1983; Rudman & Glick, 2001), the finding that male leaders were just
as likely to be as transformational as women indicates that some of these assumptions may have
changed. Finally, this study finds support for the importance that leaders place on authentic
leadership, which is a growing area of study within academic research.

From a practical perspective, this study offers several important points of interest. First,
the finding that the majority of the leaders are using a transformational leadership style could
reflect an overall adherence to the Public Service competencies. This is of value as it indicates
that senior leaders are closely aligned with the broader Government of Canada leader
expectations. Second, the lack of a statistically significant difference across both male and
female leaders and administrative and operational leader roles may suggest a strong culture and
accepted way of doing things in the organization at the Executive level. Third, the data obtained
during the qualitative interviews indicates that at least some women feel pressure to conform to
masculine leader role stereotypes in operational contexts, which indicates that there is still a male
dominated ethic in these roles. This may have implications for the perceived effectiveness of
women in these positions. Finally, the findings of this study suggest that leaders are cognizant of

a requirement to shift leadership style at different times due to the nature of the work
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(operational dictated more transactional style) and level of hierarchy which included formal
training and having increased responsibility (required more transformational leadership style).
This may indicate that in some instances transactional leadership is appropriate, or expected. It is
possible that coaching and mentoring activities could assist leaders in making this transition at
appropriate times. Additionally, middle management training programs could encourage
development of transformational leadership at varying levels in the organization.
Limitations

This study has several limitations worth noting. First, only one organization was
examined. When a sampling frame consists of employees of one organization, the findings can
only be generalised to employees of that organisation (Saunders et al., 2009). It should also be
noted that the study population was limited to executives in the Canada Border Services Agency,
a Public Service organization which has clear leadership expectations, particularly at the
executive level, meaning that the results might have been different had more junior levels of
leadership been included. Second, the sample size was small. This can be problematic for
quantitative analysis, as a larger sample size will lower the likely error in generalizing the
findings (Saunders et al., 2009). Additionally, the larger the absolute size of a sample, the more
closely its distribution will be to the normal distribution and thus the more robust it will be
(Saunders et al., 2009). However, the sample size for the quantitate study is within the
recommended threshold. Researchers Corder and Foreman (2009) suggest that the minimum
sample size for using a parametric test (such as a t-test) varies among texts. For instance, they
cite both Pett (1997) and Salkind (2004), who noted that most researchers suggest n>30, whereas
Warner (2008) encouraged n > 20 as a minimum. The qualitative study consisted of ten interview

participants. While the sample size is below the recommended threshold, the data still have
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practical implications. Additionally, the researcher was a part of the organization under study at
the time and knew some of the participants (although the researcher was not a part of a reporting
relationship with any of the participants) which may have introduced biases. Finally, all of the
data were collected through self-report, meaning there is the possibility of perception errors and
bias on the part of the respondents. Managers self-ratings of leadership behaviour tend to be
inflated and differences exist between self-reported leadership behaviour and actual leadership
behaviour as observed by subordinates and peers. However, this study intended to examine
individual perceptions of leadership style, not an assessment of the type of leadership styles
found at the executive level within the CBSA, therefore the data gathered still has valuable
practical implications.

Recommendations for Future Study

This section outlines recommendations for further research, including examining and
addressing gender equality in public service organizations, research design for further research,
and further research on leadership styles and effectiveness in male dominated organizations.

1. Examining gender equality in different functional roles. Examining gender
equality issues in public service organizations needs to incorporate more than simple cross-
agency comparisons of the status of women and focus on women’s share of total employment. It
is recognized that the Canadian Public Service has a high percentage of female employees at all
levels. As a whole the CBSA, a public service law enforcement agency, has equal representation
of males and females except in the operational positions where women are underrepresented. The
results of this study support the need for gender equity analysis to include the types of positions
and the associated functions (i.e. whether operational or administrative) that women hold to

determine if leadership styles are consistent across both male dominated and more gender-equal
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organizations. There are few empirical studies that provide comparisons between functions and
perspectives of operational manager’s verses staff managers in the workplace. Further analysis
into the leadership styles across these groups may create opportunities to enhance effectiveness
within the organization.

2. Research on effectiveness of leadership styles. Further study is required on the
effectiveness of leadership styles in male dominated organizations. Part One of the present study
utilized the MLQ 5X Short to measure the transformational and transactional leadership styles in
an organization. The quantitative portion of the study did not incorporate the rater feedback
portion of the MLQ 5X Short due in part to the fact that participation would have been difficult
to obtain. As noted in the limitations section, managers’ self-ratings of leadership behaviour can
be inflated and research has shown differences exist between self-reported leadership behaviour
and actual leadership behaviour as observed by subordinates and peers. Analysis of data obtained
through the qualitative interviews indicate that female leaders have altered their behaviours in
order to be seen as effective in operational positions. One leader acknowledged that her
leadership style was more assertive in the operational role, while another noted that she had to
put on a different person, and yet another indicated that women sometimes take on an aggressive
leadership style that they feel would be similar to what a man would take on in that role. While
these comments are revealing, feedback from subordinates is needed in order to determine if the
leader’s behaviour was perceived as more or less effective.

3. Authentic leadership and male dominated roles. The results of the qualitative
portion of the study indicate that further research in the areas of authentic leadership and female
leadership in male dominated roles is necessary. In the qualitative interview, all of the female

leaders indicated that they adjusted their leadership style when operating in male dominated
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roles. This becomes problematic in light of the findings in this study around authentic leadership.
Almost all of the leaders noted the importance of being authentic in their leadership style, which
can present challenges for women in male dominated roles. Eagly (2005) uses role incongruity
analysis to answer the question of why authenticity can be difficult to achieve as a female leader.
She notes that in many organizational contexts, people are often unaccustomed to women
possessing substantial authority. Individuals often doubt that women possess the appropriate
competencies, and may also resent the overturning of the expected relations between the sexes.
Eagly (2005) recommends that employees participate in training programs that focus on
developing and valuing interpersonal relationships, with the hope that by changing the focus of
the organization to value relationships, women and other outsiders would find success. This
recommendation echoes a point raised in the qualitative interviews of the present research that a
culture change is needed to emphasize how the organization gets results, not just the results. As
noted in the implications, close examination of institutional culture should be considered.

4. Further research on leadership styles in executive and managerial roles. Finally,
further study on leadership styles in the varying roles and levels of operational leaders and
administrative leaders could provide valuable results for male dominated organizations. The
results of the qualitative interview indicate that context of leadership is important. It was
anticipated that female leaders in traditionally feminine leadership roles would utilize a more
transformational leadership style than male or female leaders in traditionally masculine roles.
However, the results indicate that the majority of the leaders were using a transformational
leadership style. Several leaders provided context for this finding by indicating that they could be
more transformational when they didn’t have the pressures associated with frontline service that

required a more transactional nature. Additionally, all of the leaders had progressed in their
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careers and most had completed executive level training. A comparison of more junior levels of
leadership styles with executive leadership styles could provide insight into leadership style
requirements for the nature of work as well as identify possible training needs.
Conclusions

This research focussed on the leadership styles of male and female executives within the
Canada Border Services Agency, a federal public service organization. The research was
conducted in two parts. Part One of the study consisted of a quantitative survey, using the MLQ
5X Short to establish what type of leadership style, whether transactional or transformational,
leaders in the organization were using. Following the collection and analysis of this data, the
researcher conducted follow-up interviews with ten voluntary participants to provide context and
insight into the findings of the qualitative data. The research emphasized role congruity theory
and social identity theory when examining the literature and the findings. It is clear from this
study that the leaders who participated place a great deal of importance on the way they lead and
the impact that their leadership styles have within the organization. This study indicates that
majority of the leaders in the organization are using a transformational leadership style, which
emphasizes employee empowerment, building trust, and heightening personal development. The
findings suggest that further research on gender and leadership styles, including authentic
leadership styles, as they interact with functional roles and managerial level would significantly

contribute to the current literature.
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Appendix A: Invitation to Participate
and
Consent to Participate in a Study of Leadership Styles in the Canada Border Services
Agency

Good Morning,

| am a student at the University of Athabasca working on a Doctorate of Business
Administration. | am also an employee of the Canada Border Service Agency currently
working in the Enforcement and Intelligence Programs Directorate as a Senior Policy
Analyst. I am conducting a research study entitled: Gender, Leadership Styles and
Performance in Law Enforcement: A mixed-methods study.

The purpose of this study is to examine leadership styles in both operational roles and support
roles in the Canada Border Services Agency. Your participation will involve completing an
online questionnaire which is in the attached link. Additionally, should you be willing to
participate in a follow-up interview, please contact Stephanie Mangan directly.

Your participation in this study is voluntary. If you choose not to participate or choose to
withdraw at any time in the study, you can do so without penalty or loss of benefit to you.
The results of the research study may be published but your name, job title or any identifying
information will not be used and your results will be maintained in confidence. In this
research, there are no foreseeable risks to you. Although there may be no direct benefit to
you, the possible benefit of your participation is the new information obtained from this study
may be helpful to the CBSA and to other organizational leaders in the field of law
enforcement.

By signing this form | acknowledge that | understand the nature of the study, the potential
risks to me as a participant, and the means by which my identity will be kept confidential. My
signature on this form also indicates that | am 18 years or older and that | give my permission
to voluntarily serve as a participant in the study described.

Signature: Date:

If you have any questions concerning the research study, please call me at (613)882-7162.
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Appendix B: Interview Guide

Question Number Question Measurement

1 Tell me about your career, Experiences and Nature of
and the different types of Work
positions you have held.

2 Have you worked in an Experiences and Nature of
operational position? Work

3 Are you aware of the Leadership techniques
leadership style that you use? (Avolio and Bass 2004)

4 Do you change your Leadership techniques
leadership style depending on (Avolio and Bass 2004)
the position you are in?

5 Do you change your Leadership styles
leadership style if you are (Avolio and Bass 2004)
leading a majority of men or
a majority of women?

6 How did you feel your Leadership styles
leadership style was (Avolio and Bass 2004)
perceived by colleagues?

7 How do you feel you Leadership styles

responded to these
experiences?

(Avolio and Bass 2004)
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Appendix C: Alphabetical List of Basic Themes

The data texts were coded into 96 first order themes.

A woman exhibiting same assertive behaviour as a man will not have same outcome

Ability to evolve and adapt

Accountability is important

Act differently

Act more seriously with men

Action-oriented

Adapts style

Assertive

Authentic leadership style

Aware of gender differences

Awareness of strengths and weaknesses

Balance between working together and giving orders

Bureaucracy and hierarchy are stifling

- Being in the region does harden you. But | hug everyone.

Change leadership style with men and women

Change management is part of leadership

changing your mind is leadership strength

Coaching role

Combat being a woman

Command a male dominated room because she earned respect

community leaders are less directive

Credibility with old boys club

Crisis of identity

Develop people

Didn’t want to show weakness

Differences are not based on sex but personality

Directive to stop people doing things

dominant directive leadership style has come from women

Don’t want to look stupid in front of men

Empowerment gave different outlook on abilities

executive table is male dominated

Exhibit confidence

Fair

Feel like being judged with men

female leaders are more likely to compromise

Female managers used to be 50-50, now recruits are 95% male

Firm

Functional specialities are more transactional

Genuine

Genuine leadership
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Growth plan for leadership

Had to become self-aware
Hierarchy changed leadership style
humble

| am a better listener as an executive

- I can think of many women that are super transactional and nasty, and yet they
are described as “she’s not very nice but she’s effective”. We need a culture
change because how we get results matters, and should be considered. The focus
is not just on achieving the objective, it’s the journey

I lead with a sense of who | am.

In my second year as a director, I have a good sense of my leadership style and I don’t
care if people don’t like it

Instincts

Integrity is everything

Leadership

leadership training

Male and female balanced each other

male employees respond better to direct style

Male dominated organization

Management wants a change

Men just have the confidence

missing women at senior leadership

Mobilizing people

More prepared with men

More transformational away from day to day business

Motivating without authority

Moving from manager -to- director

my leadership style doesn’t change with men, but how I communicate does
No accountability

Not everyone is introspective

Original leadership style was most effective

Passive woman not looked up to

Pattern of behaviour on day-to-day basis is leadership

People manager

Prepare

Relationships in the region are more important

Role-model

She cared about people

Social cohesion impacts leadership style

Some women opt out of careers

Stress is a weakness

- The females at a (particular management table) were so competitive with

each other, but they would not compete against the men. Women are part of the

issue in that we are not supportive of other women. We also think the men should
be the ones in leadership roles. We buy in to that male stereotype.
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- The further away from day-to-day business you are, the more room you have to be

transformational if you want to be.”

- The sexism (of a specific region | worked) was perpetuated by women at the
management table that didn’t use their voice- they were taking on what they thought a
woman in uniform should be. Being overly aggressive, taking on what you would think a
male would be like in that role.

Too much leadership
transformational women can be seen as weak, too mothering
True to self
Trust in a team is key
Vision
What does “too nice” even mean? They still delivered.
Women are harder on themselves
Women are not afraid to care
Women have to play a game
Women have to present themselves as people want to see them
Women in region had to put on persona, [ haven’t had to do that since I left the uniform
Women set higher expectations for themselves
Women start as more relational
Working in the region women had to be different
- 100 percent I tailor my leadership style to the nature of the work. For example I'm
in...an area completely foreign to me. I do not know the business... and I’'m
coming into an environment where this is going to be the most drastic change
people will see in the past 15 years...so for me this entire time, it’s all about
transformational leadership. | want to build emotional capital with my team.

- 100 percent women take on male characteristics because that’s what’s acceptable or
what they have to do to succeed. And those that may be “weaker” will take on a meek
role of nothingness.
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Appendix D: First, Second and Third Order Themes

RQ1: Is there a difference in leadership styles adopted by men and women in male dominated organizations?

First Order Cluster Organizing Major Theme
Themes

Differences are not based on sex but personality

Dominant directive leadership style has come from women
Female leaders are more likely to compromise

Growth plan for leadership

Male and female balanced each other

Male employees respond better to direct style

Male dominated organization

Management wants a change

Men just have the confidence

Women set higher expectations for themselves

Women start as more relational Differences
Working in the region women had to be different Between Male
Women prepare more with men and Female
My leadership style doesn’t change with men, but how I communicate does Leadership
Not everyone is introspective Styles

Passive woman not looked up to

Some women opt out of careers

Women are not afraid to care

Act more seriously with men

Aware of gender differences

The females at a (particular management table) were so competitive with
each other, but they would not compete against the men. Women are part of
the issue in that we are not supportive of other women. We also think the
men should be the ones in leadership roles. We buy in to that male
stereotype.

Ability to evolve and adapt
Accountability is important
Action-oriented

Assertive

Authentic leadership style

Change management is part of leadership
Changing your mind is leadership strength
Coaching role

Command a male dominated room because she earned respect
Develop people

Empowerment gave different outlook on abilities
Fair

Firm

Genuine

Genuine leadership

Had to become self-aware

Humble

I lead with a sense of who | am

Instincts

Integrity is everything

Mobilizing people

Motivating without authority

Effective
Leadership

Leadership
Traits
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Original leadership style was the most effective

Pattern of behaviour on day-to-day basis is leadership

People manager

Prepare

Role-model

She cared about people

True to self

Vision

Awareness of strengths and weaknesses

I can think of many women that are super transactional and nasty, and yet
they are described as “she’s not very nice but she’s effective”. We need a
culture change because how we get results matters, and should be
considered. The focus is not just on achieving the objective, it’s the
journey.

RQ2: Do men and women shift their leadership style based on the nature of the role; whether an
operational (line) role, or an administrative (staff) role?

Act differently

Relationships in the region are more important

Adapts style

Balance between working together and giving orders

Change leadership style with men and women

Community leaders are less directive

Directive to stop people doing things

Functional specialities are more transactional

| am a better listener as an executive

More transformational away from day to day business

Moving from manager -to- director more transformational

The BSO position is a transactional job- then we say be a leaders and don’t
be transactional, we need to understand that transition more.

100% I tailor my leadership style to the nature of the work. For example
I’m in...an area completely foreign to me. I do not know the business...
and I’m coming into an environment where this is going to be the most
drastic change people will see in the past 15 years...so for me this entire
time, it’s all about transformational leadership. | want to build emotional
capital with my team.

Adapting
Leadership
Style for Nature
of Work

RQ3: Do women perceive that they are evaluated less favorably if they adopt a
transformational leadership style?

First Order Cluster

Organizing
Themes

Global Theme

Woman exhibiting same assertive behaviour as a man will not have same
outcome

Combat being a woman

Credibility with old boys club

Didn’t want to show weakness

Don’t want to look stupid in front of men

Exhibit confidence

Feel like being judged with men

Stress is seen as a weakness

Transformational women can be seen as weak, too mothering
What does “too nice” even mean? They still delivered.
Women are harder on themselves

Women have to play a game

Women have to present themselves as people want to see them

Behaviours

Evaluation of
Leadership
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Women in region had to put on persona, I haven’t had to do that since I left
the uniform.

The sexism (of a specific region | worked) was perpetuated by women at the
management table that didn’t use their voice- they were taking on what they
thought a woman in uniform should be. Being overly aggressive, taking on
what you would think a male would be like in that role.

100 percent women take on male characteristics because that’s what’s
acceptable or what they have to do to succeed. And those that may be
“weaker” will take on a meek role of nothingness.

Working in the region, you had to be different. You know how it is in the
region, very rank and file, | followed orders. You had to put on a completely
different persona as a woman in a uniform than you would in an office. |
haven’t had to do that since I left the uniform

Additional Information

First Order Cluster

Organizing
Themes

Global Theme

Bureaucracy and hierarchy are stifling

Hierarchy changed leadership style

leadership training

Missing women at senior leadership

The further away from day-to-day business you are, the more room you
have to be transformational if you want to be.”

In my second year as a director, | have a good sense of my leadership style
and I don’t care if people don’t like it

Hierarchy and
Level of
Leadership

Crisis of identity

Executive table is male dominated

Being in the region does harden you. But I hug everyone.
Female managers used to be 50-50, now recruits are 95% male
No accountability

Too much leadership

Social cohesion impacts leadership style

Trust in a team is key

Social Factors

Organizational
Impacts on
Leadership
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Appendix E: Certification of Ethical Approval for Pilot Project

CERTIFICATION OF ETHICAL APPROVAL

The Athabasca University Research Ethics Board (AUREB) has reviewed and approved the research project noted
below. The AUREB is constituted and operates in accordance with the current version of the Tri-Council Policy
Statement: Ethical Conduct for Research Involving Humans (TCPS) and Athabasca University Policy and
Procedures.

Ethics File No.: 22330

Principal Investigator:
Ms. Stephanie Mangan, Graduate Student
Faculty of Business\Doctorate in Business Administration

Supervisor:
Dr. Kay Devine (Supervisor)

Project Title:
Information Gathering Pilot Project: Discussion Panel on Considerations Facing Female Leaders in Law

Enforcement.

Effective Date: October 14, 2016 Expiry Date: October 13, 2017

Restrictions:

Any modification or amendment to the approved research must be submitted to the AUREB for approval.

Ethical approval is valid for a period of one year. An annual request for renewal must be submitted and approved by
the above expiry date if a project is ongoing beyond one year.

A Project Completion (Final) Report must be submitted when the research is complete (i.e. all participant contact and
data collection is concluded, no follow-up with participants is anticipated and findings have been made
available/provided to participants (if applicable)) or the research is terminated.

Approved by: Date: October 14, 2016

Fathi Elloumi, Chair
Faculty of Business, Departmental Ethics Review Committee

Athabasca University Research Ethics Board
University Research Services, Research Centre

1 University Drive, Athabasca AB Canada T9S 3A3
E-mail rebsec@athabascau.ca

Telephone: 780.675.6718
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Appendix F: Certification of Ethical Approval for Research Project

CERTIFICATION OF ETHICAL APPROVAL

The Athabasca University Research Ethics Board (AUREB) has reviewed and approved the research project noted
below. The AUREB is constituted and operates in accordance with the current version of the Tri-Council Policy
Statement: Ethical Conduct for Research Involving Humans (TCPS) and Athabasca University Policy and
Procedures.

Ethics File No.: 22924

Principal Investigator:
Ms. Stephanie Mangan, Graduate Student
Faculty of Business\Doctorate in Business Administration

Supervisor:
Dr. Angela Workman-Stark (Supervisor)

Project Title:
Leadership Styles in Male-Dominated Organizations: A mixed methods study

Effective Date: April 10, 2018 Expiry Date: April 09, 2019

Restrictions:

Any modification or amendment to the approved research must be submitted to the AUREB for approval.

Ethical approval is valid for a period of one year. An annual request for renewal must be submitted and approved by
the above expiry date if a project is ongoing beyond one year.

A Project Completion (Final) Report must be submitted when the research is complete (i.e. all participant contact and
data collection is concluded, no follow-up with participants is anticipated and findings have been made
available/provided to participants (if applicable)) or the research is terminated.

Approved by: Date: April 10,2018

Hussein Al-Zyoud, Chair
Faculty of Business, Departmental Ethics Review Committee

Athabasca University Research Ethics Board
University Research Services, Research Centre

1 University Drive, Athabasca AB Canada T9S 3A3
E-mail rebsec@athabascau.ca

Telephone: 780.675.6718
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