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Abstract

Leadership styles and traits are well-researched across multiple industries and countries.
Still, limited studies exist on the impact of these behaviors on job satisfaction and, ultimately, on
organizational culture for technology professionals. Leaders within technical disciplines have
generally been promoted through the ranks, possessing vast specialized knowledge but
seemingly lacking transformational leadership skills and awareness of organizational culture. Job
satisfaction is a culmination of leadership skills and external influences. The critical drivers for
creating and sustaining cultural norms are behaviors, systems, and symbols. How these drivers
are developed and passed down to employees can impact job satisfaction, engagement, and

organizational commitment.

This qualitative study will explore the divergence between what is currently understood
and what is still largely unknown about transformational leadership traits, organizational culture,
and job satisfaction among technology professionals in the United States. The research question

to be answered is:

RQ: What transformational leadership traits enhance U.S. technology professionals' job
satisfaction?

In addition, interviews with current technology professionals will allow participants to
share their occupational experiences and opinions on leadership and organizational culture. This
research will fill a gap in the literature regarding leadership behaviors, organizational culture

experiences, and job satisfaction among U.S. technology professionals.
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Introduction

Background

The effectiveness of management styles has arisen as a focus of interest in management
studies during the last few decades (Yu et al., 2016). Empirical data has supported a contingency
notion that some antecedents, such as management styles and company culture, have the
potential to influence employee behavior (Luthans & Stajkovic, 1999). Both leadership and
culture are linked to a variety of aggregated attitudes and behaviors (Derue et al., 2011; Hartnell
et al., 2011), but there is a paucity of theoretical and empirical research on the interaction of
leadership and culture on organizational effectiveness (Burns et al., 2013). This lack of focus is
unexpected, given that a leader's effectiveness is determined by the interplay between the leader
and the social and organizational environment (Dinh et al., 2014; Fiedler, 1996). As a result, a
senior leader would have to factor the nature of the company culture into his or her approach to
leadership (Klimoski, 2012). A study by Bennett (2009) revealed that IT (Information
Technology) professionals expect their managers to support them with coaching, mentoring, and
career development for growth plans. Furthermore, subordinates who perceived higher degrees
of transformational leadership traits reported higher levels of satisfaction with their direct
management (Bennett, 2009).

Long work hours, tight deadlines for project completion, relationships with superiors and
subordinates, compensation, and stressful working environments are elements that technology
employees must contend with and can cause job dissatisfaction (Chanaka Kumara & George,
2020). IT Professionals have distinctive qualities, and it has been demonstrated that it is not easy
to identify objective measurements of IT workers, primarily due to the complexity of the work

(Banker & Kemerer, 1989). Glen (2003) asserts that information technology professionals are



increasingly moving from the "backroom" to the foreground. As a result, their people skills must
be honed as this has not traditionally been a focus (Olagundoye, 2019). As IT professionals are
promoted to managerial positions primarily based on their technical abilities, they frequently
lack interpersonal and leadership skills. The root cause is that either their specialty's framework
leads to narrow viewpoints/blind spots or they have received a lack of adequate leadership
support, coaching, and mentoring (Thite, 1999).

Workplace variables inspire technology professionals, such as effective leadership,
healthy peer relationships, a positive organizational culture, challenging work, and respect (Abii
et al., 2013; Tobing & Syaiful, 2018). Surprisingly, IT professionals do not consider
compensation a critical factor in their career decisions (Korsakiené et al., 2014; Tobing &
Syaiful, 2018). Such findings show that organizational leaders must carefully investigate the
factors that inspire people (Tobing & Syaiful, 2018). Creating an organization's culture is a
gradual process, and once established, it serves as a source of motivation, empowerment, and
unity for its members (Li, 2015). One factor influencing employees' performance in technology-
focused companies such as Google and Microsoft is a conducive and friendly working
environment (Isac et al., 2021). An open environment allows the expression of ideas,
participation in decision-making processes, and development and growth through coaching,

mentoring, and collaboration (Isac et al., 2021).

Definitions of Key Terms

Technology Professionals: The four main pillars of IT professionals are business computer
network and database management, information security, business software development, and

computer tech support (Kumar, 2014). These pillars can be broken down into cybersecurity



analysts, technology product owners and implementers, data security and privacy associates,

technology strategists, data management professionals, and technology leaders who drive

technological innovation and transformation (Bennett, 2009; Burrell et al., 2018; Mclean &

Smits, 2014).

IT Leadership: The IT function within enterprises is highly specialized and requires a

professional understanding of IT, the company, and the business industry (Hickman & Akdere,

2018).
Table 1

IT/IS Leadership Roles

IT Leadership Roles Description

Technologist Uses technical expertise to develop and maintain cost-effective information
systems, advises business managers regarding matters relating to information
technology, stays abreast of emerging technological developments, and
projects their potential impact on the IT function and the business

Enabler Work closely with the user community to help them maximize the business
uses of their present capabilities and networks. Communicate with users to
understand their present and future IT needs and act as their advocate within
the organization.

Innovator Strives for leading-edge IT processes by reengineering existing systems,
updating existing technology, retooling the staff, and creating an environment
for experimentation and innovation.

Strategist Serves as the boundary-spanner between the IT function and business
strategists to ensure that the business is aware of the strategic opportunities
made possible through IT and that the organization is ready to provide
support and leadership for new business initiatives.

Adapted from Management, Leadership and the Roles of the CIO by E. McLean and S. Smits,

2014.

Transformational Leadership: Transformational leadership is exemplified by leaders who

cultivate the potential of their followers through inspiration, intellectual stimulation, and

empowerment, hence fostering innovative work behavior (Li et al., 2019). The style is comprised

of four dimensions: Idealized influence, inspirational motivation, intellectual stimulation, and




individual consideration (Bass, 2008). These four dimensions of transformational leadership
influence followers' attitudes, motivation, and actions in complex ways (Carroll et al., 2019;

Long et al., 2017; Rehman & Waheed, 2012)

Organizational Culture: Schein (2004) defines organizational culture as a pattern of shared
underlying assumptions discovered by a group as it solves external adaption and internal
integration issues. Organizational culture fosters a sense of identity and belonging for employees
while also influencing desired organizational actions through the intersection of organizational
values and individual values (Aydin, 2018; Dulkpado et al., 2013; Ertosun & Adiguzel, 2018)
Cultures can vary significantly within and between organizations. They can bring out the best in
people and create excellent working conditions, or they may bring out the worst in people and

create dysfunctional workplaces riddled with stress and anxiety (Warrick, 2017).

Job Satisfaction: Job satisfaction is defined as an overall affective orientation on the part of
employees toward individual activities and duties allotted to them in completing the

organization's objectives (Weiss et al., 1967; Locke, 1969; Belias & Koustelios, 2018).

Statement of the Problem

Recent data shows that employment in computer and information technology occupations
is projected to grow 13% from 2020 to 2030, faster than the average for all occupations (U.S.
Bureau of Labor Statistics, 2022). As a result, these occupations are projected to add about
667,600 new jobs (U.S. Bureau of Labor Statistics, 2022). However, employee turnover remains
a fundamental issue for technology professionals, accounting for 3.4% of total resignations in

May 2022 (U.S. Bureau of Labor Statistics, 2022). According to research, job satisfaction



increases when employees believe their leaders advise them effectively (Kumari & Pandey,
2011); consequently, an effective leadership style enhances job satisfaction, fostering low
employee turnover (Igbal et al., 2020). However, recruiters report that transformational
leadership potential is overlooked while evaluating technology candidates (McCarty, 2019;
Sunarsi et al., 2021). Instead, recruiting managers prioritize technical expertise and other skills
over leadership (Grenny & Maxfield, 2017; McCarty, 2019; Sunarsi et al., 2021).

Forty-two percent of technology organizations do not provide soft skills training, such as
leadership development, for technical workers (McCarty, 2019). Meanwhile, technical subject
matter experts, such as developers, database administrators, or highly technologically focused
professionals, are promoted to technology managers without formal leadership training
(McCarty, 2019). According to Oltsik (2017), a significant gap in preparing technical experts to
transfer to leadership roles is the lack of leadership development programs for cybersecurity and

information technology professionals (Burrell et al., 2018).

Research Question

In order to expand the current body of knowledge related to transformational leadership
traits, organizational culture, and job satisfaction within the technology profession, this study
will provide scholarly background to address the following research question:

RQ: How do transformational leadership traits influence technology professionals' job
satisfaction?
Purpose of Study

This exploratory qualitative study investigated transformational leadership traits and

behaviors on job satisfaction and organizational culture among technology professionals. One



critical component of a company's success is for leaders to manage and drive their IT personnel
to realize their full potential, be engaged, embrace change, and make sound technical judgments
(Bennett, 2009). Leaders must do more than handle day-to-day operations. Leaders must provide
direction that encourages employees to take more ownership of issues and problems, to think
outside the box more to solve business difficulties, and display self-sacrifice for the betterment
of the team and organization: transformational leadership supports these goals (Anvari et al.,
2014; Rijal, 2016; Pradhan et al., 2017).

The relevance of technology leaders in influencing the value of IT in organizations has
been underlined by research, notably their role as captains of I'T human capital and their
contribution to converting IT from a pure backend service structure and cost center to a business
partner (Oberer & Erkollar, 2018). There has been little research on job satisfaction in the IT
sector, notably in the IT software industry (Agarwal & Mehta, 2014). The dynamics of the IT
sector are incredibly distinct from those of other sectors, and tech leadership delivers business
value by offering IT strategies that align with business goals (Martinez-Simarro et al., 2015) and
by taking on new leadership roles, such as that of a business and innovation facilitator (McLean

& Smits, 2014).

Significance of the Study

This study aims to fill a gap in the research and understanding of technology
professionals' motivations, leadership preferences, and influence on job satisfaction and
organizational culture. In addition, few studies have examined the mediating aspects that
influence how transformational leadership impacts followers' performance and job satisfaction

concerning the quality of relationships and enjoyment of the work among IT professionals



(Carter et al., 2012). There is also an apparent disconnect between the causes and effects of how
employees perform regarding transformative leadership (Irshad et al., 2014).

The information gained from this investigation could impact how technology leadership
can more effectively communicate, support, and encourage IT professionals. Considering these
professionals cite leadership and positive organizational culture as two of the main drivers for
job satisfaction, having a deeper understanding of leadership traits that influence these factors

could result in less turnover and higher productivity (Thomas, 2015).

Assumptions, Limitations, and Delimitations

Assumptions

Considering that this research is built on the foundation of previous literature and
research studies, it is assumed that the information is accurate and complete. Furthermore, as this
is a qualitative analysis, it is assumed that the research participants gave honest and accurate
responses when interviewed.

Limitations

A potential limitation of this study is the representation of the sample size to the larger
population.

Delimitations
This study was limited to technology professionals employed in the United States.

Organization of the Dissertation
The study is divided into five chapters by the researcher. The first chapter provides an
overview of the research. This chapter also includes the problem statement, study purpose,

research question, study significance, the definition of terms, and assumptions and limitations.



The second chapter is a literature review covering transformational leadership theory and
research, turnover rates of technology professionals, organizational culture theory and
application, and job satisfaction. Chapter Three describes the researcher's technique, a research
description, study design, the sampled population, study instrumentation, data collection and
analysis, and study limits. The fourth chapter discusses the investigation's findings. Finally,
chapter Five describes the study's conclusion, incorporates all examined results, and recommends

further research.



Chapter 2: Literature Review

According to research, job satisfaction increases when employees believe their leaders
advise them effectively (Kumari, 2011) and enhancing job satisfaction fosters lower employee
turnover (Igbal et al., 2020). However, recruiters report that transformational leadership potential
is overlooked while evaluating technology candidates (McCarty, 2018). Instead, recruiting
managers prioritize technical expertise and other skills over leadership (McCarty, 2018).
Meanwhile, technical subject matter experts, such as developers, database administrators, or
highly technologically focused professionals, are promoted to technology managers without
formal leadership training (McCarty, 2018). In addition, Lacity et al. (2008) researched IT
professionals' turnover intentions. They determined that work satisfaction, organizational
satisfaction, and social norms that build organizational culture influence turnover intentions
(Korsakiené et al., 2014).

The central takeaways from the existing literature reveal a focus on transformational
leadership's relationship to overall job satisfaction in the technology sector. This research is
relevant as the technology industry has grown exponentially, adding 178,000 new tech jobs in
2022, and the United States is the world's market, accounting for 33% of the total market share,
or nearly $1.8 trillion in 2022 (CompTIA, 2022). Therefore, businesses must capitalize on the
disruptive shift in the IT-business dynamic by actively seeking interpersonal, communication,
and team-building technologists to succeed in an integrated business setting and develop into
leaders (West Monroe Partners, 2018). The problem is formalizing a method for evaluating
prospects for needed soft skills and leadership potential (West Monroe Partners, 2018).

Bass (1985, 1990, 1999) states that transformational leaders elicit their followers' respect,

trust, and loyalty. In addition, transformational leaders prioritize their followers' needs while
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supporting leadership skill development and enabling decision-making participation (Bass, 1985;
Bass & Avolio, 1995, 2004; Bass & Riggio, 2006; Berger et al., 2012). Effective
transformational leadership development programs for technology professionals should address
the soft skills deficit while lowering attrition, enhancing commitment, improving change
management results, and raising job satisfaction (Hickman & Akdere, 2018). To be the strategic
partner required for organizational success in today's global economy, IT must identify methods
to strengthen and retain its leadership competencies (Hickman & Akdere, 2018).

This literature review will provide scholarly background to explore the following
research questions:

RQ: What transformational leadership traits enhance technology professionals' job

satisfaction?

Several themes emerged from the existing literature. The first theme highlights the
relationship between transformational leadership traits and job satisfaction. Research has
concentrated on understanding the relationship between transformational leadership and
employee turnover rather than offering a way to understand the relationship's underlying process
(Bycio et al., 1995; Hughes et al., 2010). Researchers have examined the relationship between
transformational leadership style and turnover intention (Griffith, 2004; Kleinman, 2004;
Walumbwa & Lawler, 2003; Walumbwa et al., 2005), but the impact of transformative
leadership style on turnover intention is little understood. According to a study conducted by
Omar (2011), the interaction between transformational leadership components (individualized
consideration, inspirational motivation, idealized influence, and intellectual stimulation) had a
beneficial impact on the job satisfaction of 218 public and non-public company employees in

Argentina (Long et al., 2017). Transformational leadership produces motivated individuals that
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go above and beyond their job responsibilities to benefit the company and achieve organizational
goals (Li et al., 2019; Nasir, 2021; Purvanova et al., 2006).

A second theme is a connection between transformational leadership and organizational
culture. Organizational culture is analogous to a strong chain that allows an organization to
become stable (Bidokhti, 2000). The organizational culture consists of leaders' values that shape
intra-organizational behaviors. Furthermore, the organization's members intervene in such ideals
(Veiseh et al., 2014). Relevant studies by Acar (2011), Rasid et al. (2013), and Park (2011)
indicate that transformational leadership impacts organizational culture directly or indirectly
(Lee & Cho, 2018). Studies by Top et al. (2015) and Belias and Koustelios (2014) found high-
tech companies to be flexible, adaptable, and have informal organizational structures
without bureaucratic policies or procedures (Tran, 2020).

Organizational culture, in addition to transformative leadership, is considered to impact
employee job motivation. Some scholars claim that organizational culture can influence job
motivation (Putra & Dewi, 2019). According to Mahal's 2009 research, organizational culture is
positively associated with job motivation. Thus, leaders must continuously work on their
organizational culture to increase employee motivation (Tsai, 2011). Anra & Yamin (2017),
Tobing & Syaiful (2016), Krisnanda & Surya (2019), and Pramudjono (2015) found that
corporate culture can have favorable and unfavorable impacts and significant influences on job
motivation. Therefore, a good organizational culture that supports job motivation can help
organizations increase motivation (Radakovich, 2016).

A pattern from the existing literature revealed minimal research on how transformational
leadership can effectively motivate technology professionals throughout the US to achieve the

best organizational outcomes. This study aims to fill a gap by qualitatively interviewing
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individuals at various levels who perform a professional role within a technology consultancy,
industry, or field. In addition, few studies have examined the mediating aspects that influence
how transformational leadership influences followers' performance and job happiness, such as
relationship quality (Carter et al., 2012). There is also an apparent disconnect between the causes
and effects of how employees perform regarding transformative leadership (Irshad et al., 2014).

The third theme explores several management scholars who have maintained that
employee performance and leadership style contribute immensely to organizational performance
(Almatrooshi et al., 2016). Employees can be motivated to go above and beyond their everyday
responsibilities through a leader's charisma, mutual agreement, and a shared passion for the
company's goals and vision (Pradhan et al., 2018).

Gaps in the Literature and Precedent Research to Justify Central Research Issue

Considerable experiential research (quantitative, qualitative, and meta-analyses) on
transformational leadership and organizational culture exists. Unfortunately, the theories still
outnumber practical applications (Yammarino, 2013). Theories of effective leadership behaviors,
such as transformational leadership (TL), have been well-established (Avolio et al., 2009; Bono
& Judge, 2004; Day et al., 2014; Top et al., 2015). However, there is a lack of understanding of
developing practical leadership skills among technology professionals (Hetland et al., 2007;
Hickman & Akdere, 2018; Kakabadse & Korac-Kakabadse, 2000; Sumner et al., 2006; Thite,
1999).

Although there has been significant research on Transformational Leadership,
Transactional Leadership, and Laissez-Faire Leadership since the 1980s, there has been little
research in the Information Technology domain (Bennett, 2009). Research on how leadership

traits influence organizational culture exists for technology professionals in several countries,
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such as India (Bhalerao & Kumar, 2016; Patrick, 2018), Malaysia (Anvari et al., 2014; Masrek et
al., 2014; Mohammad et al., 2014), and Israel (Ladelsky & Catana, 2013). However, research is
minimally available on the influence of leadership traits on organizational culture for US
technology professionals (Bennett, 2009; Burrell et al., 2018). Although recent empirical
evidence suggests a positive relationship between leaders and organizational culture (Berglund,
2014; Duarte, 2010; Warrick, 2017), little is known about the impact of transformational
leadership traits on the Organizational Culture dimensions of employee engagement and
satisfaction in technology environments (Deveaux, 2020).

Shafie, Siti-Nabiha, and Tan (2014) conducted a literary study to show the research gaps
between organizational culture and transformational leadership's impact on creativity, and case
studies were conducted on how culture and transformational leadership can affect corporate
development. Because markets shift and technology constantly evolves, businesses must
understand how transformational leadership affects culture and business development (Shafie et
al., 2014). Karaminia, Salimi, and Amini (2010) discovered a direct relationship between
transformational leadership style and organizational culture after investigating leadership style,
culture, and organizational commitment in the armed forces. The findings indicate that culture
affects various leadership and management approaches (Schein, 1984, 2004; Veiseh et al., 2014).
Furthermore, studies found that transformational leadership significantly impacts elements such
as employee commitment, job stress, job satisfaction, and organizational culture (Bass, 1985;
Bryson, 1998; ElKordy, 2013; Rijal, 2016).

However, there are existing studies on the correlation between transformational
leadership and organizational culture, but not specifically within the technology sector, which

creates a gap in the literature. Organizational culture and transformational leadership are
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frequently discussed separately and rarely in the context of the information technology
profession.

The significance and traits of transformational leadership and organizational culture
drivers are examined in this chapter. An investigation of transformative leadership's effects on
job satisfaction and organizational culture among technology practitioners will also be done. The
importance of vision in transforming culture, gaps in the literature, and intersections between
disciplines will be examined. These sections address previously studied and new insights into the
subject matter in the literature and any commonalities between certain aspects. This study will
fill a knowledge gap in the literature about transformational leadership attributes and
organizational culture in the technology industry in the United States.

Theoretical Framework: Transformational Leadership

Leadership style, specifically the full-range leadership model, is the theoretical
foundation of the independent variable of leader outcomes (Bass & Avolio, 2004). The
leadership style is a mixture of several features, traits, and behaviors that leaders employ when
interacting with subordinates (Mitonga-Monga & Coetzee, 2012). Modern leadership styles can
be classified as follows: (1) transformational leadership, (2) transactional leadership, (3) culture-
based leadership, (4) charismatic leadership, and (5) visionary leadership (Al Khajeh, 2018).
Depending on their attitude, managers in organizations employ various leadership styles, and the
orientation of a manager may be influenced by the manager's culture, education system, or
corporate environment (Wakabi, 2016).

James Downton (1973), who coined the term "transformational leadership," is credited
with laying the foundation for the Transformational Leadership Theory. From there, one can

trace the theory's origins through Robert House's "1976 Theory of Charismatic Leadership" to
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James MacGregor Burns' book Leadership (Burgess, 2016). According to the initial theory
developed by Burns, transformational leaders try to improve existing ideas, approaches, and
goals (Bass, 1999). He posited that transformative leaders focus on their people's basic needs
(Bass, 1999). Bass (1985) operationalized Burns's 1978 study by discussing psychological
mechanisms and their application to business organizations. Bass discussed transformational
leadership, emphasizing the word "transformational" above "transforming," emphasizing the
action of modifying and molding followers' behaviors (Buil et al., 2019).

Formulating a vision, organizing commitment to the goal, and institutionalizing change
are the three transformational leadership activities defined by Tichy and Ulrich (2008). In terms
of organizational performance, transformational leadership appears to be one of the essential
variables for leaders to consider when striving to create and improve their operations (Chanaka
Kumara & George, 2020). In addition, transformational leaders can influence job satisfaction by
demonstrating humility, authenticity, and courage; forgiving employees for their mistakes;
standing back and giving credit to others; holding them accountable for outcomes within their
control, and developing and empowering them (Akdol & Arikboga, 2015).

Before 1970, most leadership studies concentrated on the leader as a person, the group
they led, and the efficacy of that group (e.g., Ohio State, Michigan, and Illinois leadership
studies reviewed in Bass, 2008; Yukl & Mahsud, 2010). Then, in the 1970s, there was a shift in
leadership research in terms of analysis levels (Cerfontyne, 2020). Within each group, the focus
of the investigation changed to the various leader-follower (superior-subordinate) dyadic
relationships (Yammarino, 2013). After House's theory of charismatic and visionary leaders

introduced transactional and transformational leadership styles, Burns' initial distinction between
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transformational and transactional leadership laid the framework for the full range of leadership

theories (Cerfontyne, 2020).

Charisma is a characteristic of transformational leaders and is a Greek word that roughly

translates as "divine gift," such as the capacity to accomplish miracles (House, 1976). This word

was applied by Weber (1947) to describe leader influence, emanating not from formal authority

but from follower perceptions of the leader being endowed with exceptional qualities (Mittal,

2015). Weber (1947) also presented the idea of charisma in his early foundational work. He

stated that a leader's authority might be defined via their followers (Beck-Tauber, 2012).

Transformational leadership is more specifically relevant to organizational change than any other

theory on effective leadership conduct (Beck-Tauber, 2012).

By presenting a compelling vision and enhancing followers' confidence in realizing it,

charismatic leaders create excitement and commitment in their followers (Mittal, 2015). In

addition, the charismatic leader produces a radical change in the organization by acting

confidently in inventive and effective ways and is perceived to have achieved remarkable

success by the organization's members (Conger & Kanungo, 1998). As a result, followers'

perceptions of the leader influence the attribution of charisma—charisma is in the eye of the

beholder (Mittal, 2015).

The following chart provides the seminal definitions of transformational leadership:

Seminal Transformational Leadership Definitions

The basis for the charismatic appeal is the emotional interaction
between followers and their leader. Charismatic leaders are those
who, by force of their abilities, are capable of having profound and
extraordinary effects on followers

Source

House

Year

1977

...1s a process where leaders and followers engage in a mutual
process of raising one another to higher levels of morality and
motivation

Burns

1978

Transformational leaders change their culture by

Bass

1985
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first understanding it and then realigning the organization's culture
with a new vision and a revision of its shared assumptions, values,
and norms

Transformational Leadership Theory is one of the most influential leadership theories of
the last two decades, emphasizing the direct impact of leaders on individual followers
(Zwingmann et al., 2014). Research shows a positive relationship between transformational
leadership and followers' attitudes and behaviors (Zwingmann et al., 2014). Furthermore,
transformational leadership is a collaborative process that aims to change ourselves, our
subordinates and colleagues, and the organization to achieve new goals and objectives (Burns,
1979). Transformational leadership moves the follower beyond immediate self-interests through
idealized influence (charisma), inspiration, intellectual stimulation, or individualized
consideration (Bass, 1999). It raises the followers' maturity and ideals and worries about
achievement, self-actualization, and the well-being of others, the organization, and society (Bass,
1999).

Though not always desirable, charismatic leaders have significantly impacted an
organization's performance (Yukl, 2008). However, scholars (Conger, 1990; House & Howell,
1992) have noted that charismatic leadership can have a "dark side" that can overshadow the
positive aspects to the detriment of both the leader and the organization by infusing instability
and uncertainty into management and decision-making processes (Mittal, 2015). Restricting and
eliminating dissent from influential leaders is one of the most destructive and widespread
manifestations of the leadership's shadow side (Kassing 2011). Leaders have the authority to
articulate a "vision" and ensure that others implement it, while followers are often expected to

obey commands rather than pose questions (Tourish, 2013).
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4 "I" 's of Transformational Leadership

In his 1985 work, Bass fully developed the concept of the "4 I's" of Transformational
Leadership. These four distinct components or traits help to define transformational leaders. In
addition, to "create the strategy culture alloy" for technology organizations, transformational
leaders must combine creative insight, tenacity and energy, intuition, and sensitivity to the needs
of others (Avolio & Bass, 1995). In Bass and Avolio's (1993) most influential interpretations of
transformational leadership, the four components that create the “I’s” are: "Idealized Influence,
Inspirational Motivation, Intellectual Stimulation, and Individualized Consideration." First, a
transformational leader defines an idealized effect so that followers see them as role models
(Rabie et al., 2016). Second, inspirational motivation describes a transformative leader's behavior
in which they encourage others by giving significance and challenge to their actions (Rabie et al.,
2016). Third, intellectual stimulation is associated with a transformational leader who
encourages followers to be innovative and creative (Rabie et al., 2016). Finally, individualized
consideration means that a transformational leader concentrates on each follower's needs in their
achievement (Penava & Sehié, 2014).

A transformative leader demonstrates idealized influence so that followers see them as
role models (Bass, 1985). Inspirational motivation is how a transformational leader encourages
and stimulates others by giving meaning and challenging what they do (Penava & Sehic, 2014).
A transformational leader inspires people to be imaginative and creative, question current
assumptions, re-shape difficulties, and tackle old problems and situations in new ways through
intellectual stimulation (Penava & Sehic, 2014). These leaders define and structure their duties

and those of their subordinates in order to achieve corporate objectives. Finally, personalized
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consideration means that a transformational leader pays close attention to the demands of each
follower in terms of personal growth and achievement (Penava & Sehic, 2014).
Individualized Consideration

Individualized consideration refers to a leader's ability to perceive and comprehend their
followers' developmental requirements, listen to their concerns, and treat them equally (Li et al.,
2019). Relational engagement allows leaders to assist followers in achieving their intended goals
and developing their potential (Ghasabeh et al., 2015). The leader serves as a coach, encouraging
their followers to pursue their most remarkable qualities (Veiseh et al., 2014). In addition,
individualized consideration focuses on understanding employees' specific needs and
empowering followers to create a learning climate (Lowe et al., 1996) and mobilize support for
organizational goals (Ghasabeh et al., 2015).
Intellectual Stimulation

When transformational leaders portray themselves as role models for their followers,
intellectual stimulation can occur (Bass, 1985). It is the ability to test expectations, risk-taking,
critical thinking, and solving difficulties (Li et al., 2019). In addition, transformational leaders
push their followers' inventiveness by stimulating the mind (Bass, 1985). In other words,
followers are encouraged to share fresh ideas for resolving organizational issues (Abou-Moghli,
2018). In such circumstances, new approaches to organization development are presented
(Veiseh et al., 2014).

When working under the guidance of a transformational leader, employees in technology
organizations are encouraged to contribute ideas and find solutions to problems as they arise
(Bass & Riggio, 2006). Bass and Riggio (2006) and Warrick (2011) agree that a transformational

leader listens to ideas, never criticizes ideas offered to the organization, engages team members
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in problem-solving and solutions, and empowers each individual to succeed. In addition,
transformational leaders foster creativity and problem-solving by questioning an individual's
preconceptions, reframing the issue, and attacking old challenges in new and imaginative ways
(Wells, 2017).
Inspirational Motivation

The capacity of technology leaders to convey common aims and a clear and convincing
vision that encourages followers and raises positive expectations is inspirational motivation (Li
et al., 2019). The term "inspirational motivation" refers to leaders who strengthen their
commitment by assisting their followers in participating in future activities (Veiseh et al., 2014).
Through the leader's dedication to the group's goals, transformational leaders communicate the
shared vision and mission of the work being accomplished by the team, clearly define the
expectations, and include team members in imagining the future state of the business (Bass &
Riggio, 2006). In addition, Devanna and Tichy (1990) also discovered that the capacity to
connect to the employees' more profound sense of meaning is a vital characteristic of a
transformational leader (Wells, 2017).
Idealized Influence

In training and elsewhere, Avolio and Bass (1995) preferred to use the phrase "idealized
influence" instead of "charisma." Selfless ideal causes, to which leaders and followers can devote
themselves, are at the highest level of morality. Serving one's organization to the best of one's
ability may be motivating (Bass, 1999). Idealized influence is the ability of technology leaders to
motivate followers to trust and recognize the charisma of their leaders and their mission (L1 et
al., 2019). Idealized influence aims to create a shared vision and strengthen ties with followers

(Ghasabeh et al., 2015), and those leaders exemplify activities that highlight collective interests,
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including promoting a collective sense of purpose, making personal sacrifices for the group's
sake, establishing a personal example, and displaying ethical standards (Zdaniuk & Bobocel,
2015).

The feelings of respect and loyalty among followers are valued by transformational
leaders, who emphasize the need for a solid commitment to achieving organizational goals
(Nasir, 2021). Put another way, intentional and idealized influence enables leaders to treat their
followers respectfully (Veiseh et al., 2014). In addition, transformational leaders know whom to
unite and whether each person is qualified to lead the change process; the leader must ensure that
the correct person is in charge of the change process (Warrick, 2011). According to Warrick
(2011), a transformative leader quickly adjusts to changes and provides opportunities for all
levels of the business to grow, acquire current trends and information, and participate (Wells,
2017). A transformative leader is a role model admired and revered by subordinates (Bass, 1985,
Bass & Avolio, 1993). As a result, it may be suggested that organizational members consider
information technology a significant resource since a transformational leader serves as a role
model for them (Ghasabeh, 2020). Similarly, Yee (2000) and Seyal (2015) argue that a
transformational leader acts as a role model by emphasizing the value of effective information
technology utilization (Ghasabeh, 2020).

The literature extensively documents the favorable association between transformative
leadership and followers' behavior (Camps & Rodriguez, 2011; Chen, 2004; Erkutlu, 2008;
Limsila & Ogunlana, 2008; Lo et al., 2010; McGuire & Kennerley, 2006). Understanding the
core characteristics of a transformational leader, including charisma, empathy, relationship

building, and kindness, can assist researchers with insights into how this leadership style may
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increase overall job satisfaction, organizational commitment, and innovation (Chandrasekara,
2019).
InformationTechnology Professionals: Leadership and Job Satisfaction

IT professionals are the creative minds behind information technology systems. They
develop software for specific functions, create strategies, protect information from threats,
implement information technology solutions, and design and build data communications
networks (Thomas, 2015). Consequently, organizations view IT professionals as a vital, value-
added component of the workforce who contribute to the smooth execution of organizational
processes (Cerfontyne, 2020). Moreover, the IT function inside firms is highly specialized,
necessitating a professional understanding of technology, their organization, and their business
industry (Rockart & Delong, 1988; Smith & McKeen, 2005). IT leadership is linked to IT
intelligence, which can shape corporate stability and creativity and is crucial to an organization's
performance since it will align and coordinate to reach corporate goals (Hickman & Akdere,
2019). Therefore, it is critical for sustaining leadership and success (Anvari et al., 2014).

According to the grounded model of technology leadership quality, technology leaders
must emphasize the needs and readiness of users (Chua & Chua, 2017) and be able to maintain a
conducive culture among users (Albidewi, 2016). These leaders must also be able to implement
relevant strategies to the ever-evolving nature of technology (Garcia, 2015). In addition, IT
organizations must develop an adequate leadership culture to support non-linear development
(Patrick, 2018). Transitioning from a technical to a leadership position is difficult, especially for
IT and cybersecurity experts (Dzameshie, 2012; Lester & Tran, 2008; Rothenberger, 2016).
These difficulties include possessing the social capital (people and soft skills) and leadership

competencies to manage and lead non-technical staff (Brokett, 2007; Lester & Tran, 2008).
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Lounsbury et al. (2007) examined the personality traits of 12,695 individuals that described their
current profession as Information Technology. A work-contextualized personality measure was
used to determine if these individuals exhibited different characteristics than those in other
professions. Overall, the study's results indicated that the personality profile of IT professionals
differed significantly from other occupations. For example, technology professionals had higher
levels of agreeableness but lower levels of emotional stability and conscientiousness (Lounsbury
etal., 2014).

According to research, skilled IT experts significantly impact organizational value
creation, and skilled people are essential to an organization's success and ability to fulfill its
strategic objectives (Harden et al., 2016). The growth of the IT industry has presented issues for
IT firms looking to recruit and retain employees (Erturk & Vurgan, 2015). Given that a
company's performance depends on human capital (Bhati & Manimala, 2011), talented people
are viewed as a factor influencing a firm's growth and as having the ability to drive
organizational innovation. On the other side, a lack of skills has resulted in excessive employee
turnover, which is a problem for IT organizations. Meanwhile, some academics claim that
empirical studies rarely use technology experts or technical Subject Matter Experts (SMEs) as a
unit of analysis (Lee et al., 2014; Pare & Tremblay, 2007;). As a result, research into turnover,
turnover intentions, and methods to reduce turnover of IT employees is a viable topic of study
(Korsakieng et al., 2014). Hence, the exploration of turnover, turnover intentions, and means to
diminish turnover of IT professionals are seen as promising areas of inquiry that have recently
attracted researchers' attention (Korsakiené et al., 2014). Lacity et al. (2008) investigated the
turnover intentions of IT professionals and concluded that job satisfaction, organizational

culture, and social norms affect turnover intentions.
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Researchers discovered that the "desire to move" aspect was the most frequently reported
predictor of turnover intention in a meta-analytic assessment of Information Technology
literature (Harden et al., 2018). A need to change positions is reflected in the level of
organizational commitment, which assesses how much an employee participates in, identify
with, and values his or her organization's culture (Harden et al., 2018). In addition, studies have
shown that IT professionals are motivated by: (a) effective leadership, (b) healthy workplace
relationships, (¢) difficult work, (d) respect, and (¢) work-life balance and dissatisfaction with
workplace relationships and transformative leadership traits significantly contribute to
technology employee turnover decisions (Abii et al., 2013; Chandler, 2004; Lock, 2003).
Transformational Leadership and Job Satisfaction Among Information Technology
Professionals

Organizational commitment and job satisfaction constructs are based on previous ideas of
workplace motivation (Maslow, 1943; Herzberg, 1965). Weiss et al. (1967) documented a
definition of the intrinsic-extrinsic definition for job satisfaction. Intrinsic satisfaction is acquired
through doing work and, as a result, feeling sentiments of accomplishment, self-actualization,
and identification with the task (Martin & Roodt, 2008). Extrinsic satisfaction stems from job
satisfaction (Weiss et al. 1967). This type of satisfaction is generated from benefits received from
peers, managers, or the organization, which might take the form of advancement compensation
or recognition (Martin & Roodt, 2008).

Transformational leadership and organizational culture change have been identified as
possible answers to the issue of declining work satisfaction. The impact of transformative
leadership on job satisfaction and associated dimensions has received considerable attention

(Mesu et al., 2015; Top et al., 2015; Welty Peachey et al., 2014; Yahaya & Ebrahim, 2016;
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Yucel et al., 2014). Flexible organizations that adopt participative management methods,
stressing communication and employee motivation, are more likely to have satisfied employees,
resulting in the organization's success (Mckinnon et al., 2003). According to Gill et al. (2010),
transformational leadership directly impacts employee work satisfaction, impacting staff
retention (Malik et al., 2017). In addition, transformational leadership aims to increase job
engagement by directly appealing to followers' senses of meaning, engagement, and interest
(Mesu et al., 2015; Top et al., 2015; Welty Peachey et al., 2014; Yahaya & Ebrahim, 2016;
Yucel et al., 2014). As a result, transformational leadership is positively linked with the notions
of organizational commitment and job satisfaction (Sow et al., 2017).

Talent retention in the IT industry is critical because the global labor market offers more
employment alternatives for IT experts with a powerful proclivity to leave their organizations
(Munro, 2015; Van Dyk & Coetzee, 2012). IT professionals are considered critical knowledge
workers (Lumley et al., 2011) because they have specialized knowledge and abilities that are
difficult to replace. Employees become committed due to transformational leadership (Carter et
al., 2012). Furthermore, according to Gill et al. (2010), transformational leadership directly
impacts employee work satisfaction, affecting staff retention (Malik et al., 2017).

The feelings of respect and loyalty among followers are valued by transformational
leaders, who emphasize the need for a solid commitment to achieving organizational goals
(Nasir, 2021). Put another way, intentional and idealized influence enables leaders to treat their
followers respectfully (Veiseh et al., 2014). Furthermore, according to Warrick (2011), a
transformative leader quickly adjusts to changes and provides opportunities for all levels of the

business to grow, acquire current trends and information, and participate (Wells, 2017).
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Modern leadership theories realize that achieving organizational goals require more than
"give and take" (Mittal, 2015). According to Bass (1985) and Yukl (1989), organizational goals
can regularly transcend expectations and rationality. Charismatic leadership theories explain how
leaders persuade followers to prioritize the demands of the mission or organization over their
own materialistic self-interests (Mittal, 2015). Various factors have influenced these definitions,
including international affairs and politics and the discipline's perspectives on the subject (Cote,
2017).

Transformational leadership theory sets the foundation for studying specific traits and
behaviors in executing and developing this leadership style in technology organizations.
Leadership development should not be left to chance since solid leadership is vital for executing
organizational transformation (Daft et al., 2017; Eich, 2012; Hladio & Edwards, 2017).
Technology executives must have substantial people skills to persuade the Board of Directors
and corporate officers that technology risks should be taken seriously (Burrell et al., 2018).
These risks should be incorporated into the enterprise risk management calculus and weighed
against human resources, financial, operations, and marketing priorities to obtain fiscal resources
(Klimoski, 2016). These leaders also look to transformational leadership traits to create a
sustainable retention strategy (Guha & Chakrabarti, 2014). Above all, for any retention strategy
to be successful, mentor connections with leadership and peers must be established to increase
emotional links to the organization and culture (Guha & Chakrabarti, 2014). Such familial bonds
among the organization's employees establish a commitment to the organization because each
person feels proud to be affiliated with the organization and their colleagues (Guha &

Chakrabarti, 2014).
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Bass (1985) indicates that charismatic and transformational leaders establish new cultures
and meaning for their subordinates. The leader's values and views align with the followers'
ideals, resulting in innovation, trust, and culture-building (Bass, 1985). Many behaviors have
been uncovered throughout decades of research on leaders and managers (Bass, 1990; Yukl &
Becker, 2006). However, as Yukl (2008) contends, scholars have had difficulty organizing the
various behaviors into a hierarchical and valuable taxonomy for the behaviors' impact.

In Agarwal et al.'s (2011) model, IT leadership included designing the strategic IT plan,
overseeing business process reengineering, comprehending emerging technologies, establishing
electronic communication flows throughout the enterprise, and developing and maintaining
highly competent IT people (Hickman & Akdere, 2018). According to McLean and Smits
(2014), competent IT executives adopt transformational leadership because it allows
organizational transformation, which improves the return on IT investment. In addition, in a
study conducted by Bennett (2009) of 3,000 members of the Association of Information
Technology Professionals (AITP), it was found that transformational leadership had the most
substantial effect on a subordinate's willingness to put in extra effort and how satisfied they were
with their leadership. By far, responders preferred to work for leaders that demonstrated
transformational leadership traits (Bennett, 2009).

Leadership Within the Information Technology Sector

Recent research has highlighted the importance of IT leaders in influencing the
contribution of technology skills in businesses, specifically their role as heads of technical
human capital and their contribution to transforming IT from a pure backend service structure
and cost center to a partner of business units and, eventually, an essential contributor to a firm's

organizational benefits (Dinger et al., 2012; Li & Hung, 2009). An increasing amount of research
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demonstrates that leadership favorably impacts performance from the standpoint of an
organization (Agle et al., 2006; Waldman et al., 2004). Barrett (2006) postulates that
organizational culture reflects the consciousness of its leaders and that cultural change begins
with individual change. Leaders' unwillingness to acknowledge personal preconceptions, values,
and habits can hinder creating "change solutions" as part of the organizational culture
transformation process (Cekuls, 2015).

According to Kreisman (2002) and Ladelsky and Catana (2013), among the drivers
contributing to employees voluntarily leaving a technology firm are a lack of respect for
communication with a leader, an accumulation of resentment based on one or more triggering
events, and some ongoing interaction with the leader who pushed the employee over the edge. In
addition, according to Kappelman et al. (2016), managers who lack transformative and inventive
leadership qualities are more likely to lose talent. Unfortunately, despite many studies on
technology sector turnover over the preceding two decades, there is no symmetric appraisal of
this topic for a standard comprehension of the phenomenon's accumulated information (Guha &
Chakrabarti, 2014).

Charles Lugor (2019) investigated how transformational leaders develop trust within
virtual teams in technology businesses through a qualitative case study. A geographically diverse
sample of ten technology team leaders was chosen for semi-structured interviews and an open-
ended questionnaire focusing on leadership style (Lugor, 2019). The specific topic covered in
this qualitative case study was a lack of awareness regarding the impact and efficacy of
transformational leadership in IT businesses (Lugor, 2019). The data analysis revealed four
themes: project success, decision-making, group development, and performance enhancement

(Lugor, 2019). Furthermore, the participants' narratives included all of the variables from the



29

research question, such as transformational leadership traits, talents, motivation, and training
methodologies (Lugor, 2019).

Because CEOs must deal with fast-paced industry changes while executing strategic
goals, leadership, particularly transformative leadership, is becoming increasingly important in
the modern digital era (Cerfontyne, 2020). Highlighted in a growing body of studies in South
Africa, the position becomes more complex as leaders face distinct challenges, including
employees' heavy workload, long working hours, and unrealistic deadlines (Cerfontyne, 2020).
The companies also frequently lack resources due to a deficiency of skills required to perform in
this demanding environment (Cerfontyne, 2020). Hickman and Akdere (2018) also argue that the
technology industry is critical because of the industries it creates and disrupts and the potential
growth impact on firms. As a result, emergent and transformational leadership are vital for the
technology sector's long-term viability (Hickman & Akdere, 2018).

According to a study on technology professionals and leadership, there is a significant
gap in teaching technical specialists the skills to acquire leadership roles due to a lack of
leadership development programs for cybersecurity and information technology workers (Burrell
et al., 2018). In addition, most leadership development activities focus on developing training
programs to address the rising cybersecurity talent shortage, with little consideration given to
developing future leaders (Burrell et al., 2018). In today's business context, cybersecurity and
information security specialists must have the necessary leadership and management skills to
drive the enterprise's information security processes (Burrell et al., 2018). However, according to
Oltski's 2017 research, cybersecurity and information technology professionals are severely
underprepared for leadership roles, showing that cybersecurity does not receive adequate support

from the executive suite (Burrell et al., 2018).
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Technical roles do not place a high demand on people skills. Instead, they rely on
aptitude, decision-making, and team-building. Leadership positions require people skills,
decision-making, and team building (Burrell et al., 2018). By considering their individual needs,
soft skills help followers feel empowered (Burrell et al., 2018). These characteristics also allow
leaders to foster innovation and change while motivating staff, impacting job satisfaction (Zhu &
Akhtar, 2013). According to Elkordy (2013), there is a positive relationship between
transformational leadership and organizational culture, which is supported by a large body of
empirical research (Dumdum et al., 2002; Rabie et al., 2016; Golden & Shriner, 2017; Rizki et
al., 2019). Furthermore, organizational culture and leadership are two sides of the same coin, and
culture influences leadership as much as leadership influences culture, implying that new
behavioral patterns can be learned through observation or direct experience (Chong et al., 2018).

Theoretical Framework: Organizational Culture

Organizational culture is the underlying component of how people interact and can
explain why a company, such as a technology business, succeeds or fails to fulfill its objectives
and goals (Schein, 2004). Organizations often have very different cultures and subcultures (Deal
& Kennedy, 1982; Kotter & Heskett, 1992; Schein, 2004). Successful leaders may use culture to
generate innovation, strategy, and productivity (Burrell et al., 2018). A situational perspective is
required to understand the link between culture and leadership style, suggesting that culture
influences a leader's behavior (Welty Peachey et al., 2014). The technology organization's
culture will shape its leaders (Welty Peachey et al., 2014).

Research on organizational culture has its roots in anthropology (Ostroff et al., 2012). It
is influenced by qualitative approaches such as participant observation, interviews, and historical

data analysis to understand how culture provides a context for understanding individual, group,
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and societal behavior (Ostroff et al., 2012). For example, employee attitudes, behavior, and
performance have been studied since the 1930s using participant observation and employee
interviews (Ostroff et al., 2012). Gardner's textbook, Organizations from a Cultural Perspective
(1945), used observation and interviews in its approach. Nonetheless, from the 1940s through the
early 1960s, interest in using an anthropological method to investigate labor organizations
decreased (Ostroff et al., 2012). While anthropologically based studies experienced a renaissance
in the 1960s (Trice et al., 1969) and 1970s (Weick & Mintzberg, 1974), organizational culture
did not become a prominent study area until the 1980s (Barney, 1991; Alvesson & Sveningsson,
2016).

In 1951, Jaques explored organizational cultural themes in the manufacturing industry in
England in his book "The Changing Culture of a Factory: A Study of Authority and Participation
in an Industrial Setting," which discussed various organizational culture issues from a
commercial perspective. Formal writing on culture began with Pettigrew (1979) as "the system
of such publicly and accepted meanings operating for a given group at a given time" (Elkordy,
2013). Denison and Mishra (1995) found that in the early 1980s, organizational culture theory
covered organizational behavior and social science fields like anthropology, sociology, and
social psychology (Pathiranage et al., 2020). Peters and Waterman identified the features of
organizational culture in high-performing corporations in 1982, profiling 46 outstanding
American corporations based on their organizational culture (Pathiranage et al., 2020).

In 1985, Schein demonstrated the relevance of organizational culture in terms of
organizational performance by dividing it into three components: assumptions, artifacts, and
values. Assumptions are unwritten but crucial norms in the workplace (Schein, 1984). The

visible parts of organizational culture, such as work processes, workplace settings, and
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organizational structures, are represented by artifacts (Schein, 1984). Finally, values are the
members of an organization's values and business approach (Schein, 1985). These three factors
help establish a positive organizational culture (Schein, 1984). In 1992, Kotter and Heskett
studied more than 200 companies in the United States and discovered a substantial link between
organizational culture and financial success. Schein (2010) hailed Kotter and Heskett's 1992
study as a fundamental work in organizational culture (Pathiranage et al., 2020).

Hofstede's (2011) cultural aspects theory is another foundational framework. He claims
that culture comprises unwritten socialization rules (Hofstede, 2011). The mind's collective
programming separates one group from another (Hofstede, 2011). Hofstede's cross-national
studies show that organizational and national cultures differ (Mamatha & Geetanjali, 2020).
Warrick (2017) documented that studies on organizational culture post-1980 highlighted culture
as having a significant impact on performance, morale, job satisfaction, employee engagement
and loyalty, employee attitudes, and motivation (Denison & Mishra, 1995; Fisher, 2000;
Marcoulides & Heck, 1993; Rollins & Roberts, 1998).

Dempsey (2015), like Avota et al. (2015), claimed that values were critical factors in the
long-term viability of the organizational culture. According to Dempsey (2015), values are the
sum of an organization's ideas, attitudes, and perceptions that support the formation of its culture.
Ruiz-Palomino and Martnez-Caas (2014), Schein (2010), and Uddin et al. (2013) consent that
organizational culture can be formed from various sources, including the founders' ideals and
assumptions and members' learning experiences.

According to scholars, leaders, and practitioners, organizational culture is a complicated
and challenging topic for firms, mainly due to the difficulty in assessing their internal culture and

implementing the needed changes (Muratovi¢, 2013). However, it emphasizes the importance of
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organizational culture in its dynamics (Muratovi¢, 2013). Aydin (2018) defines leadership as an
individual's or an organization's ability to "lead" or guide other individuals, teams, or entire
organizations. Leadership permits the organization to adapt to its circumstances by discarding
unproductive behavior patterns and replacing them with new ones, benefiting leaders in IT
professions. Organizational leaders also provide counsel, support, and assistance to help the
organization achieve its objectives. Regardless of industry, leaders are necessary for any
organization's success (Taylor et al., 2014).

Culture may promote successful leaders' creativity, strategy, and productivity; however,
Burrell et al. (2018) state the need for ongoing management and development, both theoretical
and practical. Aryani and Widodo (2020) and Colquitt et al. (2015) posit that organizational
culture is interpreted differently. However, a common base definition is a social understanding
shared by members of the organization, such as rules, norms, and guidelines that confirm
organizational members' attitudes and behaviors. Schein (2014) reaffirms the notion that
organizational culture is a set of shared values and a collection of assumptions, beliefs, and
values. Despite leadership's influence on employees, leaders have also used their methods to
influence organizational culture and objectives (Totterdill & Exton, 2017; Volini, 2019).

Culture can adapt to shifting possibilities and needs flexibly and autonomously. Unlike
strategy, which the executive suite often establishes, culture can fluidly integrate top leaders'
intents with frontline employees' expertise and experiences (Groysberg et al., 2018). As a result,
culture can help powerful CEOs support technical innovation, strategy, and productivity (Burrell
et al., 2018). A recent poll found that 15% of respondents were completely disengaged from their
company, up from just 6% in 2020, with 15% citing poor relationships with their leadership as

the main driver for feeling disconnected (Baumgartner, 2020). These poll results align with the



34

literature's research on the need for leadership training programs for technology professionals
(Burrell et al., 2018).

Existing research indicates that organizational culture impacts IT professionals' job
satisfaction and commitment (Guha & Chakrabarti, 2014; Lugor, 2020; Tang et al., 2015). High-
tech industries operate in a world of three sorts of uncertainty: market uncertainty, technological
uncertainty, and competitive volatility (Nagshbandi et al., 2015). An organizational culture
fosters employee growth, harmony, customer focus, social responsibility, and innovation to build
employees' necessary competencies, attitudes, and work behavior (Nagshbandi, 2015). Schein
(1992) identified organizational diversity based on worker occupational profiles. As a result, an
organizational culture that contributes to excellent organizational outcomes must contain features
that complement the organization's primary business (Groysberg et al., 2018). Therefore, the
typology used to assess organizational culture should capture industry-specific organizational
culture (Groysberg et al., 2018).

According to Deal and Kennedy (1982), culture is believed to be the most critical factor
accounting for the success or failure of an organization. Tang et al. (2015) concur with Deal and
Kennedy that organizational culture naturally influences employee behavior and overall
organizational activities. In addition, Tsai (2011) states that because of the pervasiveness of
organizational culture, management must understand its underlying dimensions and overall
impact on employee-related factors, including job satisfaction, organizational commitment, and
performance.

In today's corporate environment, IT plays an active role in helping organizations gain a
competitive advantage (Lam et al., 2021). Researchers have investigated the effects of IT on

various aspects of business and across multiple industries, establishing IT as a strategic factor in
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enterprises (Arora & Rahman, 2017; Lam et al., 2021; Li & Chan, 2019). Utilizing information
technology to control critical business processes and enhance company performance has been a
top priority for businesses over the past decade (Wu et al., 2006; Liu et al., 2014; Lindgreen &
Di Benedetto, 2018). Gaining new information and knowledge has significantly impacted
industrial growth and has necessitated and permitted new economic structures, social
revolutions, organizational cultural transformations, and labor paradigms (Cascio &
Montealegre, 2016).

Technology organizations that employ the Organizational Culture Model practice three
stages of culture based on people's basic assumptions, professed beliefs, values, artifacts, and
creations like visible and audible behavioral patterns (Schein, 1984). Schein (1983) highlighted
the importance of organizational culture while consulting for the Digital Equipment Corporation.
He observed that the founder contributes to the company with their specific interests, views, and
ideas on better serving the existing market or developing a new market, which drives its culture,
material structure, and practices (Lewis, 2019). Management can use values as a subtle tactic to
influence others and promote specific values to build associated norms for expected conduct
(Schein, 1984). Managers can then build an organizational culture that has a significant and
persuasive effect on employee behavior (Schein, 1984). Finally, artifacts (such as organizational
rituals, language and narratives, and physical arrangements) can represent values and norms,
leading to desired behaviors such as creativity and innovation (Schein, 2004).

Culture is essential in determining whether a technology organization or any firm
succeeds or fails (Naranjo-Valencia et al., 2016). For example, if a technology company wants to
hire bright people, it must now focus on creating a positive work environment and a substantial

organizational culture (Tran, 2017). Successful technology transformation does not happen by
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chance; it is not biological or self-propelled. Instead, it necessitates careful attention to detail and
meticulous planning, starting with a candid, unblinking evaluation of culture (Naranjo-Valencia
et al., 2016). Transformational leaders study their organizations' cultures before realigning them
with a new vision and modifying shared assumptions, beliefs, and norms (Bass & Avolio, 1993).
Onday (2016) discussed that until the early twentieth century, scientists and scholars

focused on understanding how organizations work. As a result, organizations, like the ideas that
define them, have developed into nine "schools" of organizational thought (Shafritz et al., 2016).
Table 2

Organizational Culture Theories, Seminal Works, and Authors

Theory/Seminal Work

Author(s)/Year

Classical Organization Theory - "Notes on the Theory of
Organizations"

Neoclassical Organization Theory — "The Functions of the Executive"
Human Resource Theory (Organizational Behavior Theory) — "The
Giving of Orders

Modern Structural Organization Theory — "Formal Organizations: A
Comparative Approach"

Organizational Economics Theory — "The Economics of
Organization: The Transaction Cost Approach"

Power and Politics Organization Theory — "Power in and Around
Organizations"

Theories of Organizational Culture and Change — "Organizational
Culture and Leadership"

Theories of Organizations and Environments — "The Social
Psychology of Organizations"

Theories of Organizations and Society — "Gendering Organizational
Theory"

Luther Gulick, 1937

Chester Barnard, 1938
Mary Parker Follett,
1926

Peter Blau & Richard
Scott, 1962

Oliver Williamson,
1981

Henry Mintzberg,
1983

Edgar Schein, 2004

Daniel Katz & Robert
Kahn, 1966
Joan Acker, 1992

Adapted from "Classics of Organization Theory" by Shafritz et al., 2016, Cengage Learning.

Historically, the concept of climate came before the concept of culture. The social

background of the work environment, known as "climate," was examined as early as 1910

(Hollingworth & Poffenberger, 1917; Munsterberg, 1928). The term “organizational climate”
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was formally established in the 1960s, primarily based on Kurt Lewin's theoretical principles
(Lewin et al., 1939; Lewin, 1951), and was followed by actual study (Litwin & Stringer, 1968;
Stern, 1970). Organizations were studied from a cultural standpoint as early as the 1930s (Trice
& Beyer, 1993). However, organizational culture did not become an essential topic of research in
management literature until the 1980s, and scholars examined the critical role culture plays in the
success of organizations (Deal & Kennedy, 1982; Peters & Waterman, 1982; Schein, 1985).
Although, as Kotter and Heskett (1992) have documented, successful companies have strong
cultures, and these companies struggle when the requirements of the competitive world demand
that they change the norms and behaviors that built the foundation (Euchner, 2017).

In previous research, organizational culture and motivation have been emphasized almost
equally (Maseko, 2020). This phenomenon is attributable to the widespread recognition that
these two elements impact the individual employee's performance and the organization's overall
effectiveness, performance, and sustainability (Maseko, 2020). The concept that culture
influences behavior, decision-making, business strategies, and individual and organizational
performance has sparked interest in organizational culture (Arora & Rahman, 2017; Maseko,
2020). According to Arifin (2014), organizational culture influences organizational behavior far
more than orders from top management and can hinder strategy implementation if it differs from
its culture (Maseko, 2020).

Scholars agree that culture and information technology practices are inextricably linked
(Doherty & Doig, 2003; Huang et al., 2003). Researchers have examined culture and information
technology at many levels of analysis (Erez & Gati, 2004; Karahanna et al., 2005) but very little
on leadership styles and their effect on organizational culture. Several studies link company

culture to IT success (Schein, 2003). In the last twenty years, the IT field has seen increased
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interest in the effects of organizational culture on job satisfaction and turnover intentions
(Dasgupta & Xiao, 2005).
Organizational Culture Drivers

The organizational culture drivers that influence transformational leadership include
behaviors (Ertosun & Adiguzel, 2018; Schein, 2004;), control systems (McGregor, 1960; Schein,
2004), and symbols (Schein, 2004). Beyond formal control systems, processes, and authority, an
organization's culture considerably influences, and as a result, an organizational culture is an
effective tool for eliciting desirable outcomes (Hogan & Coote, 2013).

Culture strongly influences how members see, think, and feel; these predispositions and
situational conditions determine how they act (Schein, 2004). Therefore, culture will be adhered
to even if it becomes dysfunctional regarding environmental opportunities and limits because it
offers a crucial anxiety-relieving function (Schein, 2004). Furthermore, by overlaying
organizational values with individual values, organizational culture promotes employees' sense
of identity and belonging (Ertosun & Adiguzel, 2018). It also affects desired organizational
behaviors (Ertosun & Adiguzel, 2018). On the other hand, individual employee values, beliefs,
expectations, attitudes, behaviors, and actions are critical contributors to forming and embracing
company culture (Ertosun & Adiguzel, 2018).

As McGregor (1960) noted many decades ago, assumptions about human nature become
the foundation of management and control systems. These systems self-perpetuate because if
people are treated consistently in certain basic assumptions, they will eventually behave in ways
that conform to those assumptions to keep their world stable and predictable (Schein, 2004).
How influence, power, and authority will be distributed is a vital question in forming any new

group (Schein, 2004). Human stratification is often not as overt as animal societies' dominance-
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establishing rituals (Schein, 2004). Still, it is analogous to establishing workable rules for
controlling aggressiveness and mastery requirements (Schein, 2004). Pecking orders evolve in
human societies like chickens, but the process and the results are significantly more complex and
variable (Schein, 2004).

Mamatha and Geetanjali (2020) posit that the strategy chosen is impacted by the founder
leaders' value system, which may be linked to the organization's professed values, impacting
organizational culture. Organizations create sub-cultures and overarching cultures as they grow
and mature (Mamatha & Geetanjali, 2020). The nature and diversity of such subcultures will
impact the organization's ability to innovate (Mamatha & Geetanjali, 2020). However, suppose
an organization has enough various sub-systems with their diverse sub-cultures - it can innovate
by elevating people and ideas from those sub-cultures that are the most dissimilar from the
"parent" but most adaptable to a changing environment (Schein, 1988).

As documented in Schein (2004), organizations' methods to characterize themselves may
or may not be acknowledged consciously. Still, they become embodied in structures, office
layouts, and other material artifacts of the group, known as "root metaphors" or integrating
symbols (Schein, 2004). In addition, members' emotional and aesthetic responses are reflected at
this level of culture instead of their cognitive or evaluative responses (Gagliardi, 1992; Hatch,
1993; Schultz & Hatch, 1996).

Numerous pieces have been written about the superficial symbols of organizational
culture. Most studies use slogans, organizational systems, or institutions as symbols, while
others, such as Schein, use behavior patterns to account for this element (Xiaoming & Junchen,
2012). Unfortunately, even though organizational culture symbols are apparent, they are

frequently incomprehensible (Schein, 1983). It has been noted throughout the evolution of
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corporate culture that culture is not a surface phenomenon. Instead, it is imbued with symbols
and symbolism (Druckman et al. 1997) and is undetectable to most employees (Cameron &
Quinn, 2011).

Chief Information Officers (CIOs) are tasked with leading and aligning internal and
external technology professionals with organizational business goals. Cultural change
necessitates CIOs first discover and then redefine their businesses' underlying beliefs—an
undertaking that can be far more complicated than introducing new technologies (Kappelman et
al., 2016; Kark, 2019). Developing a high-performing IT culture is a deliberate and continuing
activity involving diligence, an informed approach, and regular monitoring (McLean & Smits,
2014) and allows for a competitive edge

Schein (1992) identified organizational diversity based on worker occupational profiles.
Thus, an organizational culture that contributes to favorable organizational outcomes must
include elements that complement the organization's primary business (Naqshbandi et al., 2015).
This implies that the typology used to assess organizational culture should be capable of
capturing industry-specific organizational culture (Nagshbandi et al., 2015). Existing IT research
suggests that organizational culture impacts IT organizations (Harper & Utley, 2001). However,
there has been minimal research into how organizational culture affects IT companies
(Scholarios et al., 2008). In these settings, encouraging people to do their best work is a big
problem for IT businesses (Nohria et al., 2008). Understanding the elements that keep

technology professionals engaged is thus a critical task for IT firms (Messner, 2013).
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Intersection of Transformational Leadership and Organizational Culture

As shown in Figure 8, Karaminia, Salimi, and Amini (2010) found a direct link between
transformational leadership style and organizational culture while researching the relationship
between leadership style, culture, and organizational commitment in the armed services. Studies
on the correlation between leadership and culture (Xenikou & Simosi, 2006; Chang & Lee, 2007;
Nam Nguyen & Mohamed, 2011) looked at the combined effects on organizational
characteristics like performance, knowledge management, continuous learning, and work
satisfaction (Kargas & Varoutas, 2015). In addition, Li (2004) investigated the relationship
between transformational leadership styles and job outcomes in bureaucratic, innovative, and
supportive organizational cultures, while Kwantes and Boglarsky (2007) investigated the
relationship between organizational culture and leadership and personal effectiveness, revealing
solid and statistically significant relationships (Kargas & Varoutas, 2015). When examining the
influence of leadership on the establishment of organizational changes, culture is identified as the
primary component created by transformative leaders and is critical to the sustainability of
organizations (Veiseh et al., 2014).
Figure 1

The intersection of transformational leadership traits and organizational culture drivers
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Idealized Influence

(Modeling of Behavior) Artifacts
Intellectual Stimulation (Structures and Processes)
{Encouraging Creativity) Espoused Beliefs

Individualized Consideration Jggggﬂzﬁncg‘:l“ (Strategies and Goals)
(Coaching and Mentoring) Organizational Underlying Assumptions
Inspirational Motivation Commitment (Beliefs and Perceptions)

{Articulation of vision)

Adapted from “Leadership: Good, better, best”, by B. Bass, 1985, Organizational Dynamics,

13(3) and “Organizational Culture and Leadership”, by E. Schein, 2004, 3™ ed., Jossey-

Bass.

An essential aspect of transformational leadership in organizations is to influence the
values, beliefs, and behavioral expectations of organizational members; therefore, leaders devote
significant effort to the maintenance, development, and transformation of organizational cultures
(Bass & Avolio, 1993; Trice & Beyer, 1993; Waldman & Yammarino, 1999; Xenikou & Simosi,
2006; Berson et al., 2008; Schein, 2004; Hartnell & Walumbwa, 2011). Organizational culture
moderates transformational leadership, employee commitment, and engagement (Golden &
Shriner, 2017). Subordinates can interpret leaders' actions as indicative of organizational
purposes (Levinson, 1965). Transformational leaders build a vision, foster corporate pride and a
sense of belonging, and explain the significance of participation in the organization, helping
employees internalize organizational principles (Bass, 1985). Transformational leadership fosters

an emotional bond between a leader and his or her followers and high levels of trust (Tse & Lam,
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2008). Consequently, leaving the organization could be costly for followers since they may not
choose to terminate this quality relationship (Burton & Peachey, 2014).

Adaptive and transformative company culture has become increasingly important in
today's dynamic world (Bass & Avolio, 1993). These cultures are more of a focus in today's
ever-changing world (Rijal, 2016). According to previous studies, transformational cultures
positively associate individual and organizational outcomes (Kavanagh & Ashkanasy, 2006;
ElKordy, 2013; Golden & Shriner, 2017). Therefore, transformational leaders who demonstrate
their understanding of the company's goal to their followers will be able to push themselves to
attain the company's mission, this action will become a system, and all members of the
organization's behavior will become organizational culture (Rahman & Kholidi Hadi, 2019).

In addition to transformational leadership, organizational culture impacts employee
motivation and satisfaction (Putra & Dewi, 2019). According to Mahal (2009), organizational
culture is positively associated with job motivation, and leaders must develop their
organizational culture to increase employee motivation (Putra & Dewi, 2019). Researchers have
found that a positive corporate culture has a favorable and significant impact on job motivation
and satisfaction (Pramudjono, 2015; Tobing & Syaiful 2016; Anra & Yamin, 2017; Krisnanda &
Surya, 2019). According to research by Radakovich (2016), a positive organizational culture that
supports job motivation can help organizations increase satisfaction.

Schein (1992) claimed that successful knowledge management practices should be
incorporated into the company culture to promote innovation. Organizations with a strong
culture of adaptation to technological, market, and commercial changes have a 70% chance of
surviving (Rezaei et al., 2012). According to Chang and Huang (2005), knowledge drives human

resource practice. It advocates the breed of innovative and technologically advanced products
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and services, innovative culture, and transformational leadership (Bass, 1999). Transformational
leaders who build on trustworthiness and purpose assumptions and feel that all followers
contribute uniquely will create a highly innovative and satisfying business culture (Bass, 1999).
Leaders who create and communicate such cultures to their followers also have a clear vision
and purpose (Avolio et al., 1999).

According to Veiseh et al. (2014), the concept of transformational leadership
significantly impacting organizational culture is a newer paradigm. Several studies on business
culture and transformative leadership found a clear link (Veiseh et al., 2014). According to the
study's findings, hopeful influence, inspirational motivation, and personal observations impact
organizational culture (Veiseh et al., 2014). Researchers have explored the impact of
transformative leadership and organizational culture on two key outcomes: employee job
satisfaction and organizational commitment (ElKordy, 2013; Rijal, 2016; Lee & Cho, 2018: Al-
Shibami et al., 2019). Research has also investigated the long-standing link between leadership
styles, work satisfaction, organizational performance and commitment (Rizki et al., 2019; Paais
& Pattiruhu, 2020; Suprapti et al., 2020)

Several studies (Day & Lord, 1988; Hunt, 1991; Jacobs & Jaques, 1987; McCalister et
al., 1967; Tornblom, 2018; Zaccaro, 1996) have revealed leadership discrepancies between
organizational types, which Kaiser and Craig experimentally tested in 2011. Furthermore, Katz
and Kahn's (1978) three distinct leadership domains include system, organizational, and direct,
emphasizing that the qualitative character of leadership has affected numerous views. Finally,
Transformational Leadership Theory is associated with improved organizational outcomes,
employee engagement, and job performance, which benefit businesses significantly (Buil et al.,

2019).
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Transformational leadership has proven to be the most effective in terms of employee
happiness and other results when it comes to leadership styles (Mesu et al., 2015; Top et al.,
2014; Welty Peachey et al., 2014; Yahaya & Ebrahim, 2016; Yucel et al., 2014). Burnes (2006)
polled 52 IT professionals, both Generation X and non-Generation X and found that poor
communication with leadership significantly contributed to voluntary employee turnover among
Generation X IT workers. In technical companies' organizational structure, job position and
teamwork climate are crucial elements (Crespi-Vallbona & Mascarilla-Miro, 2018). Their one-
of-a-kind functional design explains that it is not unexpected that autonomy, responsibility,
significance, and significance to the firm, as well as the consolidation of a genuine collaborative
atmosphere, are essential to IT employees (Crespi-Vallbona & Mascarilla-Miro, 2018).

The literature on transformational leadership, organizational culture, and affective
commitment suggest that transformational leadership directly or indirectly impacts
organizational culture (Lee & Cho, 2018). For example, charisma, a subfactor of
transformational leadership, has been shown to impact hierarchical culture significantly,
inspirational motivation has a considerable effect on clan culture and hierarchical culture, and
individualized consideration substantially impacts clan culture and hierarchical culture (Lee &
Cho, 2018). The predominant organizational culture frameworks contain culture dimensions with
broad thematic similarities that focus on task-oriented and relationship-oriented values,
consistent with the theoretical themes underlying organizational culture and the meta-themes
found in the leadership literature (Hartnell et al., 2016).

Organizational culture is of tremendous interest to researchers, academics, businesses,
and executives since it significantly impacts performance (Al-Shibami et al., 2019). Because

culture engages and motivates employees, leaders must demonstrate a robust company culture to
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impact their personnel's work attitude and performance (Simoneaux & Stroud, 2014). In
addition, organizational culture is one of the elements that substantially influences innovation
(Biischgens et al., 2013; Lin et al., 2012). Since organizational culture influences employee
conduct, it may lead staff to accept innovation as a fundamental value of the firm and to become
more invested in it (Hartmann, 2006).

Previous research has shown empowerment, work engagement, and trust as critical
determinants of innovative work behavior and the impacts of transformational leadership (Li et
al., 2019). When leaders establish a psychologically secure workplace, a culture of
psychological ownership and involvement emerges (Dollard & Bakker, 2010). Employee
engagement is enhanced by how an individual feels satisfied and excited about work-related
activities (Nasomboon, 2014). From a different perspective, some academics emphasize the
significance of leaders' roles in cultural development (Groysberg et al., 2018). For example,
Brooks (1996) asserted that leaders use their understanding of organizational culture to effect
change, but Chodkowski (1999) found that leaders' behavior influences followers' perceptions of
corporate culture. Block (2003) found that immediate supervisory leadership is highly linked to
employees' cultural perceptions, but he did not find a link between transformational and
transactional leadership and unique cultural aspects. Furthermore, Torpman (2004) noted that
leadership becomes a component of organizational culture and is integrated into the everyday
organizational routine, whereas Taormina (2008) and Kargas and Varoutas (2015) investigated
whether leadership behaviors are predictors of organizational culture.

Organizational culture is a predictor of company success (Joseph & Francis, 2015) and a
determinant of organizational performance (Deshpandé & Farley, 2004). The growing

importance of the global economy and the number of multinational firms make it worthwhile to
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investigate how they accomplish such tremendous success (Zhang & Tansuhaj, 2007). Existing
IT research indicates that organizational culture impacts IT organizations (Harper & Utley,
2001). However, there has been minimal research into how organizational culture affects IT
companies (Scholarios et al., 2008). In these settings, encouraging people to do their best work is
a big problem for IT businesses (Nohria et al. 2008). Therefore, understanding the elements that
motivate people is a critical task for IT firms (Messner, 2013).

Chapter Summary

Seminal literature from Bass (1985), House (1976), Burns (1978), Yukl (1989), and Avolio
and Bass (1993) highlighted the various attributes and traits of transformational leadership to
support the literature review's research focus. Additional references supported leadership in the
context of the technology sector and the perceived effects of different behaviors and traits on
technology professionals.

Core literature on organizational culture came from Deal and Kennedy (1982), Schein
(1985), and Kotter and Heskett (1992). The findings in Chapter 2 supported the idea that
transformational leadership traits and organizational culture drivers can impact behavior and job
satisfaction among information technology professionals. There is also growing interest in
researching the influence of leadership styles and traits on organizational culture for technology
professionals (Siiriicii & Yesilada, 2017). Organizational culture is crucial for forecasting
organizational success, and technology professionals are instrumental in creating a competitive
advantage for companies. In order to improve organizational performance in a complex and
competitive business environment, executives must foster a culture that cultivates innovation and
promotes open communication and mentorship. This study will be a significant step forward in

empirical support of an innovative culture that fosters IT and performance.
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The contribution to the body of knowledge on transformation, culture, and job satisfaction
was focused on leadership traits and their influence on organizational culture. The literature
review provided insight concerning the necessity of leadership's initiative and guidance in
transforming culture and influencing information technology professionals. Chapter 3 will
address the methodology for a qualitative approach in further examining transformational
leadership traits and the effect on technology professionals and organizational culture within the

information technology vocation.
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Chapter 3: Methodology
Introduction

This chapter specifies the study design and provides a complete overview of the procedures
utilized to investigate the central research inquiry. This study is an example of qualitative
research employing an interpretive inquiry and paradigm, preferred for research in Information
Technology (livari, 2018; Klein & Myers, 1999; Walsham, 1995). The area of study for this
interpretive research analysis was how technology professionals perceive leadership traits and
how these traits augment job satisfaction. The primary research question addressed by this study
is:

RQ: What transformational leadership traits enhance technology professionals' job
satisfaction?

A clear or established set of philosophic premises in the form of one of the more well-known
qualitative methodologies will not influence this study (Kahlke, 2014). To develop cyber
resilience, leaders should be aware of the collection of organizational values when creating a
vision that motivates followers (Cleveland & Cleveland, 2018). These leaders can use incentives
to shape people's actions and inspire them to develop a cybersecurity culture. Bass (1988) states
that an inspiring leader has knowledge of and sensitivity to address issues, and a motivating
leader provides guidance rather than micromanages and compels others to follow. Above all,
inspiring leaders support others in their organizations (Cleveland & Cleveland, 2018). These
leaders can employ a motivating vision and an incentive system in the cybersecurity and

information technology sectors (Hult & Sivanesan, 2014).
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Research Process

Before data collection, the study received Institutional Review Board (IRB) approval.
Approved consent forms were presented to potential participants, outlining the assurances of
confidentiality and anonymity, the study's voluntary nature, and any risks. In addition, a
documented approved protocol with participants. Alpha-numeric identifiers were used in place of
participants' names to ensure confidentiality.

The site for the proposed research study was U.S.-based IT professionals. Information
Technology is critical to an organization's performance since it aligns and coordinates its efforts
to meet its objectives. Several scholars have recommended future research on leadership and
organizational culture across a variety of industries (Gomez, 2012; Kavanagh & Ashkanasy,
2006; Sicora, 2015), with Berglund (2014) highlighting a specific need for research on employee
experience of perception of leadership (Deveaux, 2020).

This study utilized purposive sampling to interview 22 current information technology
professionals as participants are more likely to provide insight into the phenomenon being
examined based on their position, experience, or identity markers (Saldana & Omasta, 2018).
The purposive sampling method also offers a nonrandom technique that does not require
underlying ideas or a pre-determined number of participants (Creswell et al., 2007). Instead, the
researcher determines what needs to be understood and seeks out persons who can and are
interested in providing the information through knowledge or experience (Creswell et al., 2007).
The selected sample size was large enough to sufficiently describe the phenomenon of interest
and address the research questions without having redundant data.

250 U.S. technology professional connections on LinkedIn were selected who met the

participation requirements and divided into groups of 50. The first 50 were contacted via
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LinkedIn over two days and asked to participate. Of those 50, 23 did not respond; five initially
responded yes but could not participate due to scheduling conflicts, and 22 agreed and scheduled
for 60-minute Zoom interviews within two weeks of initial contact. The target sample size of 20-
25 was achieved within the first group of 50. Research participants are technology professionals
previously defined as computer network and database management, information security,
business software development, and computer tech support (Kumar, 2014). This description is
further clarified to include cybersecurity analysts, technology product owners and implementers,
data security and privacy associates, technology strategists, data management specialists, and
technology leaders who drive technological innovation and transformation. (Bennett, 2009;

Burrell et al., 2018; McLean & Smits, 2014).

Description of Research Participants

Twenty-two technology professionals were interviewed individually through semi-structured
interviews. While using a guideline of pre-determined questions to drive the conversation,
additional questions were asked based on responses. The participants worked across nine
companies in various technology roles, both in leadership and non-leadership positions. Male
(15) and female (7) technology professionals made up the study participant group. Professionals
had varying levels of experience and lived across 12 U.S. states. Patterns emerged around years
of experience and position level within the industry and were captured, although they were not
qualifying factors for participation.
Table 3

Technology Professional Participants by Age and Gender

Group n(N=22)
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Age 20-30
31-40
41-50 10
51-60 4
Gender
Female 7
Male 15
Sampling Design

In a qualitative inquiry, the determination of the target population should focus on
participants who can best share experiences and thoughts to address the qualitative research goal
(Asiamabh et al., 2017). In qualitative research, sampling is not done by formally choosing a
subset of the target population. Instead, sampling is a method to compile empirical evidence to
study the topic of interest in the most enlightening way possible by methodically choosing cases,
materials, or occurrences. (Flick, 2018). Therefore, most qualitative sampling proposals revolve
around a purpose (Flick, 2018) and saturation (Suri, 2011). Data saturation is the point at which
more evidence gathering yields few additional topics, ideas, viewpoints, or data (Suri, 2011). For
this study, saturation emerged at the 17th participant, but the researcher continued with five more

participants to ensure the study captured all themes.

Data Collection Method

An in-depth interview with a subject is required to gather the necessary facts to investigate
the lived experience, and such an inquiry produces linguistic data (Polkinghorne, 2005). In
qualitative inquiry, the principal instrument for collecting data is the researcher. In semi-
structured in-depth interviews, primary questions are the focus, and follow-up or clarifying
questions are used as the discussion develops. An advantage of using the semi-structured

interview method is the effective fostering of reciprocity between the interviewer and participant



53

(Galletta, 2013) and allowing the interviewer to improvise follow-up questions based on
participant responses (Rubin & Rubin 2012, Polit & Beck 2010).

The exploratory, semi-structured interviews utilized a pre-distributed interview procedure.
The semi-structured interviews with study participants were done freely and focused on the
individual's experience with current and previous leadership experiences. The researcher
explained the study's objective and told participants that participation is voluntary. And they
were informed that they might revoke their consent to participate in the study at any time.
Additionally, participants in the study were made aware that the data collection results would not
be shared and that the gathered data would be de-identified to maintain confidentiality.

Data Analysis Procedures
Memoing was used during the semi-structured interviews to capture reflective

notes about significant learnings from the data. The production of a record in the form of memos
guarantees the preservation of thoughts, sentiments, and experiences, which may later become
significant (Polit & Beck, 2020). Once all data is collected, some steps should be taken to ready
the data for analysis. Numeric identifiers were assigned to all respondents to preserve the study's
anonymity. The two fundamental subprocesses of data analysis are (1) data reduction and pattern
recognition and (2) producing objective analytic findings and conveying those conclusions
(Caudle, 2004). Coding is a crucial phase in the analysis process. Charmaz (1983) defines it as
the process of categorizing and sorting data where codes serve to summarize, synthesize, and sort
numerous observations derived from the data (Bryman & Burgess, 2002).

There are two approaches to analyzing data: Manually and technologically. Mason (1996)
believes that, in practice, many researchers combine the two methods (Welsh, 2002). The video

transcripts were uploaded and stored in this study using the qualitative analysis software Atlas.ti,
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reviewed and updated to ensure accuracy. The first review of the data used in vivo coding. In
vivo codes (codes based on the actual words spoken by the participants) can give imagery,
symbols, and metaphors for rich category, theme, concept, and assertion development, in
addition to dynamic content for arts-based interpretations of the data (Saldana, 2014). Both
inductive and deductive coding methods were applied, beginning with inductive.

The notes captured from memoing during the interview process were correlated and
manually added to the transcript notes from each interview. Then, creating a data analysis
spreadsheet with a column for each question per respondent, eight pre-determined codes (Table
2) were applied to search the raw transcription data using Atlas.ti and extracted a word list of
how many times the respondents mentioned these codes.

Table 4

Inductive Codes

Code Variations Total
Trusting, Trusted. Trustworthy, Trustworthiness,
Trust Distrust 149
Collaborate  Collaboration, Collaborative 27
Influence Influencing, Influential 22
Transparent ~ Transparency 17
Motivate Motivational, Motivation 16
Transform Transformation, Transformative 15
Mentor Mentorship 15
Autonomy Autonomous 10

Following the development of the codes, more nuanced categories were created through thematic
analysis coding and grouping codes to support underlying ideas or themes. The goal of thematic
analysis is to identify a saturated set of themes (Ando et al., 2014) and a meaningful compilation
of findings that documents the structure, with the validity of the findings being the most

important (Neuendorf, 2019). This method allowed the researcher to uncover common ideas and
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unexpected outliers across questions and respondents. With this information, the study was able
to build a model that identifies potentially innovative concepts and theories, noteworthy

constructs, and areas for future studies.

Measurements and Instrumentation

Zoom interviews were the primary data collection device. Perception and experience of
leadership traits, determinants of job satisfaction, and how employees experience their
organization's culture can be complex, personal, and emotional. The ability to see non-verbal
cues, including body language, facial expressions, and tone of voice, provided great value.
Qualitative researchers utilize interview questions to elicit experiences, sentiments, and
experiences with positive or negative aspects of perceived transformational leadership attributes,
personal drivers for job satisfaction, and insights into corporate culture. After securing and
reviewing the transcripts, the video recordings were removed.

The instrument (attached in Appendix B) focused on the participant's experiences relating to
perceived leadership behaviors and traits, job satisfaction drivers, and experiences within an
organization's culture at macro and micro levels. In addition, the identified respondents received
an email request for participation and a participant consent letter (attached as Appendices A and
C, respectively). Finally, sixty-minute Zoom interviews were scheduled at a convenient time and
date for the participants and recorded with consent. Each interview lasted between 40 and 60

minutes, depending on the participant's responses and any unknown time constraints.

Reliability, Validity, and the Researcher's Bias

Researcher bias exists in this study because of the years the researcher has spent as a

technology professional and previous knowledge of the interview participants. However, keeping
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an audit trail of all research-related activities and data, including raw interview transcript files and
audio recordings, confirmed the accuracy and reliability of the data collected as part of the study
(Creswell & Miller, 2000). In addition, comparing different theories and perspectives along with
the data and the researcher's developing "theory" were triangulated to determine whether there was
a coherent justification for the themes (Creswell, 2014). These strategies have mitigated the
researcher's bias.

The researcher must be capable of employing analytic techniques that derive meaning from the
data and then represent it in conceptual terms (Speziale & Carpenter, 2011). Participants' direct
quotes were used to ensure the study's reliability, support critical themes, and draw meaningful
deductions. In addition, all recorded interviews created transcripts to ensure the accuracy of
responses. The transcripts were manually reviewed and edited appropriately.

Using descriptive and interpretive validity methods, interviews with 22 participants, including
protocols for consent, distinct and systematic data collection, transformation when required,
transcription and editing, coding to organize critical information, and discovery of patterns and
interpretation. Rich, contextual data resulted from the collection and manual analysis of responses.
For example, the researcher employed manual coding to highlight the responders' keywords,
themes, and feelings. In addition, information considered to be outside of or in addition to
significant themes was included, boosting the study's credibility.

Ethical Considerations

IRB approval is required for any human subject research to protect the participants
(Creswell, 2014). Participants may have felt uncomfortable sharing their organization's culture
and experiences with their current leadership. As a result, each participant received a detailed

explanation of the research project's objectives. The procedure was made available before the
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interviews, and the participants were welcome to ask questions. The interview process, data
gathering methods, validity, and dependability of the study addressed additional ethical issues
(Creswell, 2014; Arifin, 2018; Pajo, 2018).
Summary

The research methodology employed for this study is a qualitative inquiry approach. The
population consisted of 22 US-based technology professionals across the country employed by
various companies recruited via the professional networking site LinkedIn. Interviews were
recorded via Zoom teleconferencing technology, using semi-structured in-depth interviews. Data
were categorized using memoing, inductive and deductive coding methods, and thematic
analysis to categorize the data over six weeks. In addition, eight inductive codes highlighted
common emotions and opinions. Complete data findings, further analysis, and detailed themes

are in chapter 4.
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Chapter 4: Data Analysis

This chapter discusses the information collected to the point of saturation to address the study
question and presents the conclusions based on qualitative data analysis. This chapter contains a
continuation of Chapter 1, which described the research problem, the purpose of the study, and
the research question; Chapter 2, which described the findings of the literature review on patient
discharge planning; and Chapter 3, which detailed the qualitative methodology used in the study.
The study investigated what leadership traits and behaviors enhance job satisfaction and improve
the perception of organizational culture among U.S. technology professionals. The core research
question is:

RQ: What transformational leadership traits enhance U.S. technology professionals' job
satisfaction?

The chapter is organized into four sections: (a) the sample description, (b) the demographics
of the research participants, (c) the themes and patterns revealed during the analysis phase, and
(d) the general conclusions taken from the collected data. This study's findings can give
technology professionals a deeper understanding of how particular leadership traits and
behaviors may enhance their job satisfaction and improve overall organizational culture.
Description of the Sample

Interviews were conducted with 22 technology professionals based in the United States.
The respondents have different years and areas of technology experience; some have held
leadership roles, while others did not. Participants ranged in age from 24 to 55, with a mode of
41. The respondents worked in technology consulting and industry technology positions from 12
different states. All 22 respondents were given pseudonyms, from P1 to P22, to protect the

anonymity and privacy of the participants.



Demographics of the Sample

The research participants comprised a diverse group of individuals in age, experience,

and technology roles, as illustrated below in Table 1. The 20-30, 31-40, and 51-60 age groups

had four participants. The 41-50 age group had the most participants at ten. Gender was

comprised of 15 males and seven females. Fourteen of the participants currently hold

management positions, and eight do not. Total years of technology experience ranged from two

to 33, with an average of 19.6 years. Four participants had between one and five years of

experience, only one had between six and ten years, and two had between 11 and 15 years. Three

research participants had three years of technology experience; six had 21-25 and 26-30 years of

experience.

The area of technology focuses varied across the sample. Eight participants worked

within security strategy, and two worked within data and privacy. The product owner, managed

security services, and information security areas had three participants. Identity and access

management, cloud security, and solutions architecture had one participant each. The

respondents lived in 12 states across the U.S., as outlined in Figure 1.

Table 5

Research Participant Demographics

Codifier L.T. Focus Area Age Gender Currently in a Years of LT.  State
Management Role Experience
P1 Information Security 46 M N 29 CcO
P2 Information Security 34 M N 13 CcO
P3 Product Owner 38 M Y 24 DE
P4 Managed Security Services 35 M Y 14 FL
P5 Security Strategy 51 F Y 30 FL
P6 Managed Security Services 45 M Y 25 GA
P7 Product Owner 42 M Y 23 IL
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P8 Security Strategy 24 F N 2 IL
P9 Cloud Security 26 M N 3 IN
P10 Security Strategy 24 F N 4 IN
P11 Security Strategy 42 M Y 29 MN
P12 Security Strategy 44 M Y 23 MO
P13 Information Security 39 M Y 25 OH
P14 Data and Privacy 50 M Y 29 OH
P15 Security Strategy 45 M Y 30 OH
P16 Data and Privacy 53 F Y 9 OH
P17 Product Owner 55 F N 33 OH
P18 Security Strategy 37 M N 20 OK
P19 Identity and Access 43 F Y 20 OK
Management
P20 Managed Security Services 37 M Y 20 TX
P21 Security Strategy 48 M Y 25 TX
P22 Security Strategy 24 F N 2 VA
Table 6
Research Participant Percentages
Group n(N=22) Percentage

Age 20-30 4 18%

31-40 4 18%

41-50 10 45%

51-60 4 18%
Gender

Female 7 32%

Male 15 68%
Technology
Focus Area

Product Owner 3 14%

Managed Security Services 3 14%

Security Strategy 8 36%

Identity and Access

Management 1 5%

Cloud Security 1 5%

Data and Privacy 2 9%

Information Security 3 14%

Solutions Architect 1 5%
Years of Experience

1-5 4 18%

6-10 1 5%



11-15 2 9%

16-20 3 14%

21-25 6 27%

26-30 6 27%
Management Experience

Y 14 64%

N 8 36%

Figure 2

Research Participants' States of Residence

Key:

| Participant locations

61



62

Research Findings

During the semi-structured interviews, reflective notes captured significant data-based
insights by memoing. Memo writing, or "memoing," is a fundamental analytic approach in
qualitative data analysis since it helps researchers make conceptual connections from raw textual
data to abstractions used to describe the phenomena of interest (Kodish & Gittelsohn, 2011). The
research began using a deductive coding method inductive, meaning the study progressed from a
large set of raw data, later analyzed through the constant comparative method to generate
themes, patterns, and findings without the constraints of more structured methodologies
(Thomas, 2006; Strauss & Corbin, 2008). Data analysis started with the initial round of inductive
coding (Saldana, 2021), and axial and selective coding followed as themes emerged from the
data (Charmaz, 2014).

The data analysis process led to three major themes and ten correlating sub-themes
presented in this chapter. The significant themes provided a framework for further understanding
leadership traits and behaviors that may enhance a technology professional's job satisfaction. The
process of developing codes and overarching themes may be predefined — sometimes referred

to as deductive or "a priori" — or emergent, or a combination of the two (Stuckey, 2015).

Figure 3

Study Themes and Sub-Themes
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Research Themes and Sub-Themes

Theme 1: Transformative Leadership Behaviors

The first theme that emerged from respondent interviews centered around transformative
leadership. As the responses were analyzed, frequently observed behaviors closely associated
with transformational leadership traits became the first over-arching theme from the data.
Although difficult to measure due to its subjective nature, there is better knowledge of the
actions performed by transformative leaders, the personality traits underpinning those behaviors,
their influence, and the development of enigmatic personalities (Bass, 1999). In addition,
transformational "core" behaviors highlight a compelling vision, the collective identity, and the
leader's role-modeling behaviors will transcend the self-interests of followers to motivate them to

assume responsibility for the betterment of the group (Li et al., 2019).
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Figure 4

Direct Quote Sample by Code for Q3 Responses

Integrity Vulnerability

"Ability to foster trust —
to get to know people
on a personal level "

"Trust the people that
report to you."

"Trustworthiness"

"Be able to share a
vision with those you
are tasked with leading
and how that vision will
lead your organization
forward and trust those
under you to make that
vision a reality.”
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that can have the hard
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" Being able to stand
up for what's right."
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don't know something
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"Owning mistakes —
showing vulnerability.”

"Lack of intimidation
and ego.”

"Vulnerability —
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things."

+ "Empowering people under

you."

"In tune with what motivates
people. To be someone
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understand their strengths
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« "Trust the people that report

to you."

+ "Need to show care for your

employees.”

« "Will step up for the team"”

"Leader that manages down
to see how they can lift the
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"Desire to help your team
grow."

+ "A genuine interest in the

people.”

+ "Understanding how the

team performs at its best"

The first central theme emerged from responses from the following questions: 1. What
engages you about your work? 2. What disengages you about your work environment? and 3.
What are some of the behaviors you want to see in your leaders? The latter question centers
around the traits and behaviors of leaders that they, as technology professionals, respond
positively to, create a positive working environment, and keep them engaged and fulfilled at
work. Leadership behaviors and their followers' interpretations and perceptions are the study's
cruces. The question starts respondents thinking about leadership experiences past and present
and the traits and behaviors they have experienced and have come to expect in a leader.
Respondents P11 and P15 highlighted the need for "charismatic and servant leaders to be
identified, valued, and utilized. Understanding the team performing at their best and leader

willing to serve will be successful when their subordinates succeed."
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Figure 5

Common Traits of Transformational Leaders
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Note: These traits were derived from "Two decades of research and development in
transformational leadership," by B. M. Bass, 1999, European Journal of Work and
Organizational Psychology, 8(1), 9-32. https://doi.org/10.1080/135943299398410.

Lead by
example

According to Bass (1985), the transformational leadership construct consists of four sub-
dimensions: idealized influence, inspirational motivation, intellectual stimulation, and
individualized consideration. Therefore, the themes presented in the data, codes, and direct
responses were analyzed, and alignment to the four dimensions of transformational leadership
was discovered. As a result, these categories became the four sub-themes of the overall
transformational leadership central theme.

Sub-Theme 1: Inspirational Motivation

Question 8 during the interview asked the respondents, "How does your leadership
provide feedback" and similar patterns became apparent in the data. For example, respondent

P14 did not appreciate when leaders did not deliver timely feedback, noting, "not knowing where
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I stand impacts my job satisfaction.” In contrast, respondent P15 stated that "not receiving
feedback along the way and then getting a review full of areas to improve" did not assist their
growth. When speaking to respondent P6, feedback from leadership was welcomed, but poorly
delivered negative feedback was not; "Taking small mistakes and blowing them out of
proportion" disengaged them from work. Lastly, leadership that started any feedback with
negativity was seen as demotivating. Respondent P6 also felt that when "leadership starts with
criticism during feedback reviews, it immediately makes you like you have to defend yourself,"
and caused them to feel undervalued, discouraged, and frustrated. Inspirational motivation can be
characterized as a leadership stance that instills confidence in people in their performances,

communicates effectively, and delivers constructive feedback (Khan et al., 2020).

Communication was another pattern that emerged and aligned with inspirational

nn

motivation. Leaders must "effectively communicate," "clearly communicate goals and the overall
vision," and have "an open and honest communication style," as well as ensure "a balance
between the number of communications about work or metrics vs. emails giving kudos or
showing appreciation." Instilling confidence is another core attribute of a leader that exhibits
inspirational motivation. Participant P18 stated, "leaders that put people first — whether, through
inspiration, communication, a leader is someone that needs to be able to unify and motivate." At
the same time, respondent P5 preferred leaders that "are interested in my personal development

goals and objectives.” Respondent P2 appreciated a leader “who gets to know everyone's skills

and puts them in the right place to shine."

The goal of inspirational, motivating leaders is to encourage followers to go above and

beyond expectations to achieve the organization's vision. For example, feedback from respondent
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P14 articulated that "good leaders encourage me to do more — to go above and beyond," and
respondent P15 claimed they "appreciate a leader that takes time to understand my skills and

plug me into things that I can succeed at."

Sub-Theme 2: Individualized Consideration

Taking the time to build individual relationships with their teams and demonstrate sincere
empathy was a fundamental need for the technology professionals in the study. Respondent P20
mentioned wanting a leader that demonstrates "genuine concern and wanting to know you on a
personal level." Respondent P3 found that "good collaboration and working relationship with
peers and leaders" and "showing care for their employees" were motivators for engaging in
company culture and the work. Respondent P20 found in their experience that "good leaders are
also people-centric and know how to empower those below them.” Respondent P4 highlighted
the level of awareness a leader needs by "understanding how people work and not just
computers," and respondent P3 claimed, "If you want to be someone people follow, you need to
understand each of their strengths and weaknesses." Leaders demonstrate individualized
consideration when they pay attention to the followers' developmental requirements and
encourage and coach that development (Bass, 1999). In addition, individualized consideration
includes a leader's ability to foster a positive environment, care about their followers' well-being,
and present innovative learning opportunities (Bass, 2003). Leaders who show individualized
consideration offer guidance, coaching, encouragement, support, and help to address followers'

concerns and needs (which leaders recognize as different and unique) (Bass, 1990).

"Sincere participation in a mentor/mentee relationship has a positive impact," P5 stated,

leaning forward. Coaching and mentoring "are art forms," they continue, stating it is "difficult to
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find people that have that skill." They continue by maintaining that technology is "leading with
[.Q. (Intelligence Quotient), and if you do not possess E.Q. (Emotional Intelligence), you will not
get very far as a leader." Respondent P10 finished the topic by commenting, "you need trust to
build solid mentoring relationships, and you cannot always find that in everyone." Goleman
(2010) believes that managers with a healthy mix of emotional intelligence (E.Q.) and
intellectual intelligence (1.Q.) are more likely to be successful leaders in their respective areas
than those with superior intellectual intelligence but underdeveloped emotional intelligence
(Fareed et al., 2021). A leader that takes time to understand the individual skills within their team
and "meets me where [ am" was critical to respondent P5. Those leaders assist with "career
development and are interested in my personal development goals and objectives." A common
sentiment across respondents P4, P11, P20, and P21 was around showing "compassion,
understanding, and the desire to help your team grow — understanding the skillsets of people and
helping develop where they need it," performing "individual career development planning," and

showing an "appreciation for unique skills and backgrounds."

Sub-Theme 3: Idealized Influence

Idealized influence highlights leaders who act as role models for their teams (Bass,
1999). These leaders are willing to take risks, have a clear vision, communicate effectively, and
lead by example (Avolio & Bass, 1995). Respondents P2, P4, and P7 said they appreciate "a
hands-on leader who will sit shoulder to shoulder with their subordinates in the trenches."
Respondent P18 noted they felt more comfortable "when I have insight into the overall
objectives and strategy (vision and mission) and how my contribution helps drive it." A common
theme among respondents P4, P10, and P18 highlighted the axiom "a good leader does not have

to remind you they are a leader — they just lead. They are genuine, and they listen." Good leaders
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also "set an example," "they are approachable and do not hold themselves above others or lead
by fear and intimidation," and they possess "a lack of intimidation and ego." Leaders use their
ethical principles and morals in this dimension to lead and influence followers rather than apply
their authority and power, allowing for their followers' trust and respect (Anwar & Balcioglu,

2016).

"Ethics, "authenticity," and "transparency" were key behaviors the participants expected
to see in their leadership. Respondents P11 and P12's responses correlated being authentic with a
leader having the ability to "admit when they do not know something and allowing the people
under you to speak up if they do." In how leaders show concern for their well-being, respondents
P.I., P4, P18 and cited "transparency, honesty, and approachability" as ways they feel
comfortable, trusted and cared for in a working environment. Respondent P15 felt "authentic,
transformational leaders are motivated by the good of many, recognizing that they succeed when
those around them succeed." Leaders that exemplify idealized influence conduct activities that
stress shared interests by emphasizing a collective sense of purpose, making personal sacrifices
for the group's benefit, establishing a personal example, and displaying ethical standards are

characteristics of leaders (Bass & Avolio, 1994).

Sub-Theme 4: Intellectual Stimulation

When transformative leaders intellectually stimulate, they encourage their followers to be
creative by challenging presumptions, reframing challenges, and adopting novel approaches to
familiar circumstances (Bass & Riggio, 2006). They promote creative thought by pushing
followers to think "outside the box" and to employ exploratory thought processes (Sosik et al.,

1998). Followers who challenge their own traditions and beliefs (Huang et al., 2003) and express
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themselves honestly without fear of negative interpersonal consequences are more likely to

generate innovative solutions to issues (Kahn, 1990).

Seven respondents drew a correlation between autonomy, trust, and creativity (Figure 5).
When a leader gives them the autonomy to make decisions and trusts that decision, they feel
empowered to be more creative when engaging in problem-solving exercises. Respondent P16
found that leaders that allowed for "innovation and creative problem-solving" and "a certain
amount of autonomy to solve challenges" also felt a level of implicit trust from their leadership.
Respondents P1 and P19 found that what engages them most about their current work situation

is having people around and above them that "allow me the creativity to find the solutions."

Figure 6

Intersection of Autonomy, Trust, and Creativity
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Respondents P14 and P19 also felt it was essential to have a leader who "challenged the
status quo" and is a "role model for thinking outside the box" when solving more complex
challenges. For example, respondent P16 felt that "when leaders understand my vision and how
that vision has been formed by experience and learned mistakes, and then allow me to use those
lessons learned to solve problems," it enables more creativity. Likewise, respondent P10 felt that
"if you give your team the guardrails and guidance (to solve a problem), and allow them to find

the best way to get it done," it produces greater trust between leader and subordinate.

Data Analysis

Based on the interview questions asked to the 22 research subjects, their individual and
collective responses aligned to the "4 I's" of Transformational Leadership (Inspirational
Motivation, Individualized Consideration, Idealized Influence, and Intellectual Stimulation) and
supported the central theme of Transformative Leadership. According to a meta-analysis of
Transformational Leadership, it correlates with follower job satisfaction, happiness with their
leader, leadership effectiveness assessments (Banks et al., 2016), and follower motivation (Judge
& Piccolo, 2004). In addition, respect, trust, setting clear role expectations, and a democratic
approach to problem-solving at work are essential to transformative leadership skills (Graen &
Uhl-Bien, 1995).
Theme 2: Toxic Leadership

While analyzing the research data and assessing responses on what the respondents
perceived as "positive" leadership behaviors, negative or less positive traits behaviors emerged.
These behaviors were aligned with toxic leadership traits when grouped into themes. For
example, respondent P21 described an experience of an impactful leader when answering

interview question seven (Tell me about a particular leader who impacted you by their actions —
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what did they do? Why did this leader's impact stay with you?). The impact had a negative effect
stating, "It was a very negative experience — did not have any of the (previous) leadership
characteristics I mentioned (empathy, embodiment of culture, trust and patience). (They were)
micromanaging, generated a frenzy of fear — cultivated the fear among employees."

Political scientist Marcia Lynn Whicker coined the term "toxic leader" in her 1996 book,
"Toxic Leaders: When Organizations Go Bad." Whicker (1996) described toxic leadership in
terms of organizational behavior as antagonistic, insecure, and hostile. In U.S. Army Doctrine
No. 6-22, toxic leadership was addressed for the first time in military terms (Department of the
Army, 2019). Consequently, toxic leadership combines self-centered attitudes, motivations, and
behaviors that can negatively impact task performance, the organization, and subordinates
(Uysal, 2019). Toxic leaders prioritize individual personal objectives over organizational goals
and cannot tolerate criticism (Hadadian & Zarei, 2016). They are leaders whose methods have
severe, permanent, or toxic effects on the individuals, organizations, and cultures exposed to

them (Heppell, 2011).

In addition, a leader's toxic and harmful behavior, such as excessively blaming
subordinates for mistakes, imposing unreasonable work demands, insulting their talents, and
demeaning their skills, can cause physical and emotional harm (Tanuwijaya & Jakaria, 2022).
For example, respondent P11 found that "leaders that expect too much work in too little time
causes burnout, contention and stress." A substantial body of research suggests that destructive
leadership is connected with a leader's characteristics, which impact interpersonal relationships
and organizational culture (Aravena, 2017). Many studies focus on destructive or toxic
leadership as a phenomenon, centering on the behaviors and personality paradigms of the leaders

themselves (Aravena, 2017). For example, respondent P3 felt that "leaders that seek the
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spotlight, are ‘me first’ and all about how they look instead of how the team operates" are

destructive to the team dynamic and the culture. Respondent P1 described the following as "toxic
leadership traits; people who say they will collaborate, leaders that forbid you from working with
people in their organization and leaders pretending they know things that they do not and leaders

that only manage up."

Figure 7

Toxic Leadership Traits
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Adapted from Singh, N., Sengupta, S., & Dev, S. (2018). Toxic leadership: The most menacing form of leadership.

In Dark sides of organizational behavior and leadership. IntechOpen.

Sub-Theme 1: Micromanagement

Why would a leader in the Army or any other organization choose to micromanage
subordinates, demonstrate a lack of regard for them, refuse to listen to or value their input, or be
disrespectful, vindictive, or threatening (Doty & Fenlason, 2013)? Respondent P20, who also

identified as an Army reservist, stated, "I have left jobs because of the leadership — not feeling
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they were genuine or trustworthy.” When a manager is unwilling to delegate, prioritizes minutiae
over the broad picture, and inhibits employees from taking the initiative, they may be drifting
into micromanagement (Dhingra, 2015). Chambers (2004) cited a lack of confidence, the fear of
others' failure, not being the one to make an impact, the threat of others having more knowledge
and being able to articulate that knowledge better than they can, and a lack of self-confidence as

reasons why some leaders micromanage (Figure 6).

According to data, 60% (n=22) of respondents cited micromanagement as a leadership
quality they did not appreciate, which caused them to disengage. Respondent P10 boldly stated,
"micromanagers are not leaders. If you have to micromanage everything, you are not a leader;
you are a boss, and a poor one at that." Even over mundane and repetitive tasks, people who need
to micromanage instill a feeling of having a "task manager" and not a true leader. For example,
respondent P13 disengaged from leaders due to "delegation through micromanagement without
ownership, then taking the ultimate credit for the good work you do." Ultimately, this can lead to
feeling like your leader is "not invested in your personal success, only theirs, but they are quick
to blame you for an idea if it fails." Respondent P19 stated that managers who are "not involved
or understand a situation but make decisions without having all of the facts to ensure that others
around them know they are in control of their people, and must give autonomy to the people they
hire, and it would seem micromanagers would experience a much higher turnover rate of their
employees." Respondent P8 felt leaders that are "insecure about their abilities and have a
consistent urgency for everything to get done" become micromanagers out of necessity for self-

preservation.
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empathy for the staff, and engages in open displays of humiliating and punishing behaviors that

reduce employees to a subservient, vulnerable state (Almeida et al., 2020). Toxic leaders
constantly engage in dysfunctional behaviors to mislead, threaten, force, or harshly punish

people to achieve their goals, which undermines motivation and initiative (Winn & Dykes,

2019).
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In a crisis, a leader's capacity to be aggressive and take charge is necessary, but excessive
control can come off as intimidating and micromanaging, which are perceived as threatening by
subordinates (Webster, 2015). Respondents P5, P10, and P13 felt that poor leaders who could
only communicate using negativity and aggressive behavior adversely affected their overall
organizational engagement. Respondents PS5, P11, P12 and P16 cited leaders who exhibited
"combative, intimidating and negative communication styles" and "cultivated a culture of fear
through frenzy and intimidation" were seen as toxic enough to leave that position and,
ultimately, the company if they felt that behavior was tolerated or even rewarded. P11 state,
"these types of leaders are deceitful and overly competitive" and "yell and undermine others,

including peers and those working under them" to keep their place in the hierarchy.

Lastly, intimidation is a tactic that seemingly insecure leaders seeing an alleged threat
may employ on subordinates to maintain their place of perceived power. Subordinates with
unique knowledge or abilities are likely to garner respect and deference from other group
members and leaders, which can elevate their position and influence (Case & Maner, 2014). In
addition, subordinates with the potential for higher status and authority can pose a challenge to
the current leader of a group if he or she is concerned with maintaining his or her position at the
top of the hierarchy (Case & Maner, 2014). For example, respondents P7 and P13 cited "leaders

intimidated by subordinates smarter than them" as a perceived negative leadership trait.

Sub-Theme 3: Marginalization of Employees

The concept of marginality introduced by Robert Park (1928) is a symbol that refers to
processes or actions by which individuals are kept at or pushed beyond the edges of a particular

society. In business, employees are commonly marginalized by race, gender, religion, and sexual
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orientation. Critical feminist management and organization studies show how some voices based
on gender, race, and class are frequently given preference in the workplace while others are
marginalized (Collinson, 2017). Singh et al. (2019) claim that one of the most harmful forms of
abuse is the marginalization of employees based on non-merit considerations or feelings of
jealousy for those who have developed more advanced levels of critical thinking and are

perceived as threats to those in current leadership positions.

Members of marginalized groups are frequently conscious of their visibility or
hypervisibility (Buchanan & Settles, 2019). Collins (2000) described stereotypes as restricting
images that inhibit people from being seen accurately and expressing their true selves in public.
Because of this, there may be a lack of support, which can be emotionally and psychologically
taxing, diminish productivity, and cause low job satisfaction (Buchanan & Settles, 2019). In
addition, because invisibility and hypervisibility are forms of identity-based mistreatment, people
frequently attempt to influence and control how others perceive them and avoid discrimination
(Bennett et al., 2019; Fernando et al., 2018; Kallschmidt & Eaton, 2018; Roberts, 2005; Settles et

al., 2018).

Seven of the 22 respondents discussed experiencing marginalizing behaviors from current
or previous leadership. For example, respondent P3 said, "I do not like someone that shows
favoritism and allows cliques and inside jokes, all of which create a toxic culture where you feel
uncomfortable asking questions and cause people to feel left out." Another concern among
research respondents P3, PS5, and P7 was leaders with "low or no tolerance for diversity within

the teams" or leaders "who are not tolerant of other people's cultures or backgrounds." This
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behavior led participant P6 to add, "you feel like you can not bring your full self to work for fear

of being marginalized or ostracized because of it."

Lastly, two interviewees, P4 and P5, noted severe behavior from leaders that included
"cruelty, bullying, and feeling disrespected as a human" and those that "use unnecessary
derogatory or inappropriate terms or phrases to describe situational items or circumstances."
These two respondents believed this behavior demonstrated that their leadership did not value

them as employees or people and did not care for their well-being.

Sub-Theme 4: Lack of Integrity

According to Bhandarker and Rai (2019), toxic leaders are divisive, act without integrity,
and endanger their employees' well-being and self-esteem. On the other hand, authentic
transformational leaders are regarded to be morally upstanding (Bass & Steidlmeier, 1999),
ethical (Parry & Proctor-Thomson, 2002), and capable of liberating and empowering those who
follow them (Price, 2003). Integrity provides a substantial justification for trust. A sense of
justice or moral character offers some predictability, which can help people deal with
uncertainty. Since a leader with integrity will be seen as ethical, others will trust that leader

(Engelbrecht et al., 2015).

The majority of research on unethical leadership and lack of integrity has concentrated on
interpersonal and high-intensity forms of harmful leader behavior, including abusive supervision
(Tepper et al., 2017), toxic leadership (Schmidt, 2008), and bullying (Einarsen et al., 2009).
Research participant P17 discussed integrity in terms of "having a buck stops here mentality,"

leaders "talking the talk and walking the walk," and "doing what they say they will do."
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Respondent P17 also declared that a good leader "acts with integrity at all times — not just when

people are looking, or when they are being judged for decisions."

The research participants saw integrity differently, depending on their perspectives and
experiences. For example, P1, P10, P18, and P19 felt that leaders without integrity "pretend to
know solutions and answers to things that they do not, but they misrepresent facts and answers,"
"leaders that need to be the smartest person in the room," and "leaders giving out false
information internally and externally". In addition, these respondents found that these leaders do
not inspire their subordinates, portray unscrupulous behavior when dealing with peers and
leaders, and only understand how to "manage up to move their own careers forward."

Analysis

According to a large body of research, humans react more strongly to negative
information than positive information, and process adverse events more subtly than happy ones
(Baumeister et al., 2001; Unkelbach et al., 2008). The leadership discipline is significantly
impacted by the notion that "bad is stronger than good." Negative leader behaviors are likely to
have a more negative influence on followers than good leader behaviors, and the adverse effects
of such negative behaviors are likely to exceed the positive effects of positive connections
(Schmid et al., 2018). Toxic leadership habits negatively impact employees, which can
significantly negatively impact an organization's productivity and overall structure.
Consequently, according to the leader—member exchange theory, there is a clear correlation
between subordinates' perceptions of toxic leadership and its negative impacts on the quality of

relationships between leaders and their employees (Xu et al., 2011).
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In their qualitative study concentrating on young workers in the service industry in
Canada, Starratt and Grandy (2010) concluded that poor leadership fosters a dysfunctional
organizational culture that may include an escalating climate of mistrust, disloyalty, and low
employee morale (Abalkhail, 2022). Furthermore, as a result of destructive leadership, followers
experience low self-esteem, feelings of insecurity, and anguish at unjust treatment, resulting in

disengagement and burnout (Pelletier, 2010; Tepper, 2000).

Theme 3: Job Satisfaction

When interviewing research participants about leadership traits, job satisfaction emerged
as a theme due to the connection between the participants' perceptions about particular leadership
traits and how those traits motivated or demotivated them in their daily work environment. Job
satisfaction refers to the positive emotions that arise from a person's employment and work
experience (Permana et al., 2021; Valentine et al., 2011). According to Tnay et al. (2013), job
satisfaction is a confluence of psychological and environmental factors (intrinsic and extrinsic)
that can lead someone to express fulfillment with completed tasks (See Figure 7). Extrinsic work
satisfaction refers to characteristics of a job unrelated to it, such as compensation and
management style (Riyanto et al., 2021). In contrast, intrinsic job satisfaction refers to responses
to job characteristics relevant to it, such as challenging work, autonomy, and variety (Spies,
2006). Employee contentment and job descriptions can also be considered internal job

satisfaction (Yurchisin & Park, 2010).

Employee job satisfaction in an organization is significantly impacted by how a leader
treats their followers (Mehta & Maheshwari, 2013). A study by Loke (2001) found a significant

correlation between leadership behavior and employee job satisfaction and stated that leadership
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behaviors explained 29% of job satisfaction. Additionally, studies have demonstrated that
abusive leadership is adversely associated with job and life satisfaction and positively correlated

with intentions to leave the organization and psychological suffering (Rayner and Cooper, 1997;

Tepper, 2000).
Figure 9

Examples of Intrinsic and Extrinsic Motivators
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Sub-Theme 1: Extrinsic Motivators

Numerous academics have examined Herzberg's hygiene-motivation theory to look at job
satisfaction (Temple, 2013; Steingrmsdottir, 2012). Herzberg defined hygiene (a demotivator) as
any circumstance or event that makes workers feel disconnected (Alfayad & Mohd Arif, 2017).
As a result, it makes them less likely to expend further personal energy on work (Alfayad &
Mohd Arif, 2017). When demotivators are prevalent, such as low pay, hazardous or unpleasant
working circumstances, a lack of job security, supervisor abuse, or mistreatment, people are

more likely to not go above and beyond (Pupavac, 2015).

As all the respondents discussed previous and current leadership experiences and what
motivates them to stay engaged at work, only a third of them cited extrinsic motivators impacting
their engagement at work. For example, when asked directly, "what causes you to engage at
work — what motivates you? Respondent 10 answered, "Money—the ability to pay my bills.
Rinse and repeat." Participant P9 voiced the opposite side of the spectrum, commenting,

"misalignment of compensation expectations demotivates me."

Respondents P7, P12, and P21 all cited a "clear lack of direction," "constant level of
pressure to get things done," and a "lack of initiative and motivation" by their leadership as
demotivating extrinsic factors impacting their desire to do more than what is asked, or volunteer
to take on new assignments or projects. Finally, respondent P17 listed a few key behaviors that
caused them to disengage, affirming that "passive-aggressive behavior from leaders and
colleagues, political gamesmanship, and a constant reminder from those around me that I am not

good enough for the position I am in are all very demotivating."
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Sub-Theme 2: Intrinsic Motivators

Intrinsic motivation refers to an individual's desire to learn and work and inclination to
pursue a self-satisfying activity (Anwar et al., 2018). Intrinsic incentives are intangible and non-
monetary incentives that exist within the job, such as the gratification of finishing a task, being
allowed autonomy for creativity, challenging work, or receiving an employer's appreciation
(Zafar et al., 2014). In addition, intrinsic motivators are often enhanced by leadership behaviors
that inspire, intellectually stimulate, and encourage employees (Siyal et al., 2021). For example,
employees' enthusiasm to continue working in the same environment and position will increase if
their managers acknowledge the successful completion of a given assignment. In this view,
intrinsic motivators include job happiness, a conviction in their self-efficacy, and higher morale
that promotes employee retention (Herzberg et al., 1959). Respondent P6 said, "If I am not being
listened to, and I actually speak out and speak my mind to leadership, and I feel it is being
dismissed, that will make me shut down." Not being appreciated was a common idea expressed
by participants. Respondent P6 also commented that the "number one thing that makes me shut
down and disengage is not being appreciated." Respondent P14 said, "[I am] demotivated by
people not invested in my success, and then blaming me for their failures”, and respondent P5
feels an extrinsic demotivator for them is “not being appreciated for the work being done myself
and the team — feeling expendable and replaceable.* Along the lines of not feeling valued or
appreciated, respondent P4 commented, “too much busy or boring work — repetitive tasks” make

them not want to put in the amount of effort they should.

Studies have identified a negative relationship between workplace toxicity and employee
creativity, which is mediated by emotional weariness and intrinsic drive (Malik et al., 2017). The

results provide a mediator model in which both leader and co-worker weariness leads to
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emotional exhaustion, decreasing their intrinsic motivation at work and, ultimately, their desire
to create and innovate (Hur et al., 2016). A leader can fulfill the employees’ basic psychological
needs by listening to their perspectives, providing support and feedback, boosting autonomy, and
avoiding toxic behaviors, fostering employees’ autonomous motivation (Pontinha Leite, 2018).
Studies have demonstrated that an empowering leadership style, such as transformational
leadership, does satisfy the fundamental psychological demands of autonomy and job satisfaction
(Hetland et al., 2011; Deci et al., 2017). Autonomy was a fundamental need cited by the research
participants needed for job satisfaction. Respondent P19 declared, “leaders should give
autonomy to the people they hire — trust those under them to get the work done.” Respondent P18
stated, “a lack of autonomy to make decisions ot tackle challenges makes things more difficult

and demotivating.”

Professionals interviewed as part of this study felt that when their leadership did not
believe in them, it caused “self-doubt and low confidence” and "feeling like a failure."
Respondent P6 was even told they were "not allowed to attend conferences, training or to obtain
additional certifications due to leadership not wanting to invest [in them]," which led to a feeling
of "imposter syndrome." Despite being skilled and competent, given their professional or
academic accomplishments and certifications, people often feel inadequate and need more
confidence in their abilities (Clance & Imes, 1978). Respondent P14 mentioned having leaders
that "are not invested in your success" as another demotivator that impacted their happiness in
the workplace.

Analysis
An observant leader knows that unmet needs often catalyze motivation, and targets are

decided upon to fulfill those demands (Jamal Ali & Anwar, 2021). According to a study (Farooq
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& Hanif, 2013), intrinsic and extrinsic motivational variables are crucial for developing a lasting
relationship with an employee. According to McClelland's need theory, intrinsic elements
outweighed extrinsic ones like pay, benefits, and compensations in terms of influence. Another
study (Dysvik & Kuvaas, 2010) found a strong correlation between an employee's intentions to

quit and the presence of obstacles or constraints in achieving personal goals.

Based on the data, most research participants ( >80%) focused more on the lack of
intrinsic rewards as demotivators of job engagement. When employees feel appreciated and
recognized for their efforts, they push to go above and beyond what their bosses expect to be
recognized and rewarded for their work (Admassie, 2019). It motivates workers to aim for
excellence (Fanggidae et al., 2019). According to Soni et al. (2017), an employee's inclination

for their career is determined by whether their current role inspires them.

Summary

This chapter presented findings from semi-structured interviews conducted among 22
U.S. technology professionals inquiring into their backgrounds, experiences, and perceptions of
leadership behaviors. Data analysis was conducted through inductive, deductive, and thematic
coding, resulting in three overarching themes and ten sub-themes grounded in the data. The
themes and correlating sub-themes provide critical insight into the internalized experiences of

leading and following in the technology sector.

In addition, the experiences captured from the participants created the main themes and
subthemes of transformational leadership of inspirational motivation, intellectual stimulation,

individualized consideration and idealized influence, toxic leadership and the sub-themes of
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micromanagement, intimidation, marginalization and lack of integrity. Job satisfaction was the
final central theme, with intrinsic and extrinsic (de) motivators as the sub-themes supporting the
research question: What transformational leadership traits enhance technology professionals' job

satisfaction?

The fifth chapter discusses the study's themes, subthemes, and a conceptual framework
derived from the data and research. Next, there will be a presentation of the study's findings and
a discussion of the broader context surrounding leadership attribute motivators, job satisfaction,

and implications for practice. Finally, limits and future research proposals will be outlined.

Chapter Five: Results, Conclusions, and Recommendations

Although there has been a significant amount of study on transformational leadership
over the past 30 years, there has been limited research on IT professionals (Bennett, 2009;
Hickman & Akdere, 2019). For an organization to be successful, its leaders must effectively
manage and inspire their IT staff to realize their full potential, be engaged, accept change, and
make sound technical judgments (Abii et al., 2013; Ladelsky & Catana, 2013; Anvari et al.,
2014; Sunarsi et al., 2021). Therefore, it is crucial to look into how IT employees view their
managers and determine the leadership type that fosters the best performance (Thomas, 2015).
According to research by Rosenbaum (1991), successful technical leaders coach for peak
performance, organizational control interference, coordinate and support the professional growth
of subordinates, increase individual productivity through collaboration, and promote autonomy.

Twenty-two participants were interviewed using a list of pre-determined questions.
Memoing was used during the interviews to capture and refine critical ideas and experiences. A

comprehensive data sheet was created to correlate common feelings and experiences and allow
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three themes and ten subthemes to emerge. Inductive, deductive, and thematic coding generated
a theoretical model around the leadership behaviors experienced by technology professionals and
a paradigm of any impacts on organizational culture and job satisfaction. The technology
professionals expressed dissatisfaction with leadership that shaped or tolerated a toxic or
dysfunctional working environment, an absence of concern and empathy for their employees and
did not support and build up their team's confidence and skills. The study's findings looked
through the lens of various levels and tenures of technology professionals' experiences regarding
positive and negative leadership traits and behaviors and how they are personally impacted. This
chapter will also cover the study's theoretical implications, research limitations, and
recommendations for future studies.
Findings

The research data showed that technology employees experience various positive and
negative leadership behaviors throughout their careers. Furthermore, these behaviors shape their
satisfaction with their leadership, company work culture, and personal leadership styles.
Therefore, the study explored how encounters with various leadership behaviors negatively or
positively impacted employees' feelings and perceptions of their organization. Previous research
supports the theory that successful leaders and their followers have reciprocal impacts (Bass &
Avolio, 1993; Bass, 2008; Long et al., 2017). For example, one of the findings implies that
positive reinforcement from leaders and the ability to build encouraging relationships is
conducive to employee job satisfaction (Anvari et al., 2014; Ghasabeh, 2020; Nasir, 2021).
When study respondents were asked what engages them about their work, most cited recognizing
collaboration, opportunities for growth and autonomy. They also mentioned that it was vital for

them to work with and for leaders they respected and trusted. Inversely, when asked what causes
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them to disengage, primary responses included leaders who lack concern for their people, are not
appreciated and are constantly micromanaged. A lack of leadership support was also high on the
list of causes of disconnection and dissatisfaction.

How an employee reacts to a particular leader is complex and unique. However, the data
compiled and analyzed through this study shows shared perceived behaviors that the IT
professionals interviewed for this study feel both benefit and harm job satisfaction and
workplace culture. Furthermore, in a seminal study by Bennett (2009), 3,000 members of the
Association of Information technology Professionals (AITP) were surveyed using 45 questions
of the Multifactor Leadership Questionnaire (MLQ-5X) created by Bass and Avolio (2004)
measuring extra effort, manager effectiveness, and overall satisfaction with their leadership. The
subordinates who perceive the highest degrees of transformational leadership are the most
satisfied with their management. The survey results reinforce the idea that technology
professionals prefer leaders that embody behaviors such as putting their teams' interests ahead of
their own, helping them achieve personal and professional goals, encouraging employees, and
cultivating a culture of collaboration, clear communication, transparency, and trust (Khan et al.,
2020).

Additionally, U.S. technology professionals in the study also mentioned the need for
technology leaders to have the necessary skills to manage highly technical resources and those
that are more strategy focused. However, even though the data revealed that technology
professionals appreciate leaders who understand how to do their jobs, there is a perceived trend
to promote technical people simply because they are good at their jobs, even if they do not have

the required skills to lead others. Showing care for individual well-being was another leadership
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behavior that surfaced from the data, highlighting the desire for compassion, empathy, and
sincerity.

Limitations

Small sample size is the first limitation of the study and a fundamental limitation of any
qualitative inquiry when compared to quantitative research. In most qualitative investigations,
the sampling dilemma is always present and must be managed to ensure the reliability of study
findings and initiatives (Creswell, 2014). Depending on the subject of qualitative research,
studying all occurrences of a phenomenon is either impossible or too expensive, and it is not
easy to generalize (Creswell, 2014; Pajo, 2018). This condition restricts the researcher, who must
select a specific proportion as the study sample (Saldana & Omasta, 2018).

A second limitation is a challenge in qualitatively measuring concepts such as leadership
traits in others and the effect of those traits on individuals' job satisfaction. In addition, these
concepts are difficult to measure, capture and analyze as the feelings and personal experiences of
others. To mitigate this limitation, the researcher used direct quotes from the participants used
previous studies within the literature to support the findings. By integrating relevant participant
quotes into the data analysis, the researcher gives participants a unique voice in the outcomes
while bolstering the research's credibility and transparency and mitigating potential study

limitations (Roller & Lavrakas, 2015).

Recommendations for Future Research

Due to limited research on the impact of leadership behavior perceptions amongst
technology professionals, additional quantitative research is suggested to determine if

relationships exist between transformational leadership behaviors, job satisfaction, and
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organizational culture, or all three. In addition, determining the validity of the claims from the
qualitative data would lend further credibility to this research study.

The IT industry has come under intense scrutiny for diversity and inclusion issues,
including misaligned pay between genders and advancement opportunities for women and
minorities within the technology sector. According to LeClair, Shih, and Abraham (2014),
workplace unhappiness, pay inequity, pressure from family difficulties, gender discrimination, a
lack of social change, and a lack of workplace support for growth are contributing factors
(Peacock & Irons, 2017). Some of the misconceptions regarding female and male leaders may be
dispelled by future research employing the same methods as the current study but also
incorporating a comparison across subordinate gender. Similarly, research that compares
technology professionals from underrepresented minority groups to non-minority employees
would be beneficial for emphasizing the capabilities of minority leaders.

This study could also be conducted as a case study on one technology company to
provide valuable insight into the corporate culture and prevalent leadership style. This research
might be replicated in a single firm to examine employee perceptions of their immediate
supervisor and the organization's most senior leaders to identify if any toxic leadership behaviors

are systemic.

Practical Implications

The study highlights that although there are several leadership styles, there are mutually
recognized behaviors that resonate with technology professionals and impact job satisfaction and
workplace culture. Results compiled from the qualitative inquiry also emphasized the existence
of toxic leadership behaviors and the need for technology professionals to identify and combat

these negative traits. Other practical applications of the research include enhancing leadership
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training among technology leaders, focusing on behaviors instead of skills, initiating programs to
assess individual leadership styles, and educating employees on different leadership styles and
behaviors and how to receive them. These uses will allow employees to understand better how to
effectively interact with their leaders or handle them if they cannot.

This study's findings are consistent with the research of Hickman and Akdere (2018) and
Sunarsi et al. (2021), which found that formal mentorship programs, positive leadership
behaviors, constructive and consistent feedback, interest in growth and leader participation in a
formal leadership development program can improve job satisfaction. As evidenced by the
concepts offered in the works of Anvari et al. (2014), Gemeda and Lee (2020), and Pradhan et
al., (2018), the outputs are advantageous to academia and for practical application in IT
departments and businesses. This study showed that specific transformational leadership
practices increase or decrease job satisfaction and workplace culture among US technology

workers.

Summary

The exploratory study was founded on the seminal theories of Burns (1979), Bass (1985),
and Herzberg (1959). Burns's (1978) and Bass's (1985) work on transformational leadership set
the tone for thirty years of research on applying motivating, empathetic and supportive
leadership behaviors in a company context. The practical application of these concepts has been
demonstrated to have favorable effects on a variety of organizational outcomes, including
enhanced managerial (Hater & Bass, 1988; Waldman et al., 1998), staff (Zohar, 2002), and team
(Bass et al., 2003; Howell & Avolio, 1993) performance. In addition, transformational leadership
is also associated with improved staff attitudes, such as job satisfaction and organizational

commitment (Podsakoff et al., 1996; Walumbwa et al., 2005), as well as decreased adverse



92

outcomes, such as turnover intentions and burnout (Constable & Russell, 1986; Corrigan et al.,
2002).

This research aimed to extend the application of theory to technology professionals and
investigate if any of the perceived positive critical behaviors enhanced job satisfaction and
resulting impact if negative behaviors were observed. Studies have demonstrated that teams
managed by leaders with transformational behaviors had higher levels of job performance and
job satisfaction than teams led by other leadership styles (Bass et al., 2003, Bass & Riggio, 2006;
Slocum-Gori et al., 2011).

Toxic leaders have bad habits that tend to undermine their followers' motivation, self-
esteem, and morale while also placing an unreasonable amount of work on them (Mehta &
Maheshwari, 2013). Studies have shown that toxic leadership behaviors negatively impact job
satisfaction (Thoroughgood et al., 2012; Nafei, 2019; Naeem & Khurram, 2020). According to
studies by Desai (2018) and Zanabazar & Jigjiddorj (2018), job satisfaction and employee
retention correlate positively.

Employees will make a significant effort to meet set goals if they feel their leadership
shows appreciation for their work (Jeni et al., 2020). Conversely, the lack of appreciation,
extrinsic motivation and support lower employee morale (Hammond & Waltemeyer, 2021).
Consistent with the literature, a study on nurse managers by Labrague et al. (2020) supports
earlier research associating transformational leadership practices with positive employment
outcomes, especially regarding job satisfaction and the desire to leave. In addition, toxic
leadership was related to poor work outcomes, including decreased work satisfaction, higher

psychological distress and intention to leave, and frequent absences.
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Michael Buckingham stated, "people leave managers, not companies" in the 1999 work
"First, Break all the Rules." As this study revealed, many of the issues technology professionals
noted having with their leaders had little to do with the work itself or even the company as a
whole; it had to do with the attitudes, behaviors, traits and actions of their direct leadership. Is
the transformational leadership style conducive to enabling job satisfaction among technology
professionals? According to the data collected from respondents in this study, the traits outlined

align with those commonly displayed by a transformational leader.
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Appendix A

Sample Email to Study Population

Hello-

I am a graduate student at Franklin University working on a Doctor of Business Administration
degree. I am conducting interviews as part of a doctoral research study to increase understanding
of leadership styles’ influence on organizational culture and job satisfaction for I.T. professionals
in the U.S.

I am inviting you to participate in my study to learn about the experiences of technology
professionals concerning leadership traits, job satisfaction, and organizational culture. As a
technology professional, your thoughts will be valuable to understanding the impacts of
leadership styles and behaviors related to technology practitioners and leaders.

The interview will take around 60 minutes via Zoom and is very informal. Interviews will be
recorded to capture your thoughts accurately and so that I can focus on our conversation.

Your responses will be kept entirely confidential. Each interview will be assigned a number code
to help ensure that personal identifiers are not revealed during the analysis and write-up of
findings.

There is no compensation for participating in this study.

If you are willing to participate, please reply to this message and suggest a day and time that
works best for you, along with a personal email address. I will then send you a consent form to
review and electronically sign.

If you have any questions or concerns, please contact me at brattO1(@email.franklin.edu.

Thank you for your time and consideration!

Bridget Bratt


mailto:bratt01@email.franklin.edu
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Appendix B

Interview Protocol and Questions

Project: Transformational Leadership Traits and Job Satisfaction among US Technology
Professional: An Exploratory Qualitative Examination

Date:

Time:
Location:
Interviewer:

Interviewee:

Is the release form signed?

Note to Interviewee:

Thank you for your participation. I believe your input will be valuable to this research in further
understanding any relationship between leadership styles, organizational culture, and technology
professionals.

Confidentiality of responses is guaranteed. Participation in this study is entirely voluntary, and
you have the right to opt-out at any time by emailing bratt01@email.franklin.edu

Approximate length of interview: 60 minutes, 19 questions

Purpose of Research:

What transformational leadership traits or behaviors influence organizational
culture and job satisfaction for information technology professionals?

1. What engages you about your work?

2. What causes you to disengage at work?

3. What are some of the behaviors you want to see in your leaders? What are some of the
behaviors you not want = in your leaders?


mailto:bratt01@email.franklin.edu
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How does your leadership inspire you to be innovative and creative?

Can you describe the person you look to for guidance in your organization and why?

Can you talk to me about the communication level with your direct supervisor?

Can you describe the communication level with different levels of leadership within your
organization?

Do you trust your leadership?

What qualities are essential for a leadership role?

. Tell me about a particular leader who impacted you by their actions — what did they do?

Why did this leader’s impact stay with you?

How does your current leadership provide feedback?

How does your leadership act as a role model? What specific things do they do?

What level of autonomy do you have at your job?

How important is autonomy in your profession?

How does your direct leadership show compassion for your well-being?

How does your organization’s leadership fosters mentoring, coaching, and collaboration?
If you were the CEO of your company, what are some things you would change about the
culture?

. Would you re-apply for the same position again, knowing what you know today about the

company?
How does your leadership help you to develop your strengths?
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Appendix C

Consent Form

My name is Bridget Bratt, and you are invited to participate in a research study. I am a graduate
student in the Doctor of Business Administration program at Franklin University in Columbus,
Ohio. As part of the requirements for earning my doctorate, I am doing a research study

Why is this study being done?

This study examines transformational leadership traits and their influence on organizational
culture and job satisfaction among technology professionals. This study could be used to develop
or create a more “people-centric” leadership training program for technical employees. [ am
inviting you to participate in my project because you are a current technology professional, and
you were selected or recommended based on your current role and experience.

What are you being asked to do?

If you choose to participate in this study, I will schedule an interview via Zoom per your
schedule and availability.

Taking part in this study is your choice.

Your participation in this project is entirely voluntary. You may stop participating at any time. If
you stop being in the study, there will be no penalty or loss of benefits you would usually have.

What will happen if you decide to take part in this study?
The interview will consist of approximately 20 questions. It will take about 60 minutes.

Only you and I will be present during the interview. You will be one of approximately 25 people
interviewed for this study. If you choose to participate, with your permission, I will record the
interview so that we can have a comfortable conversation and I can later transcribe the interview
for data analysis.

What are the risks and benefits of taking part in this study?

There are no foreseeable risks to you for participating in this research project, as names of
companies and coworkers/leadership will not be collected. If you become uncomfortable during
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the interview, you can skip questions or take a break. You can also stop the interview or
withdraw from the study altogether.

There will be no direct benefit to you for participating in this interview. However, the results of
this project may assist in building improved leadership and soft skills training.

Privacy and Confidentiality:

I will keep all study data on an external encrypted hard drive in my private home office in a
locked drawer. Only my Franklin University dissertation chair and I will have access to the
information. Other agencies that have legal permission have the right to review research records.
The Franklin University IRB has the right to review research records for this study.

After writing a copy of the interviews, [ will erase or destroy the recordings. When I report the
results of my research project, I will not use your name. Furthermore, I will not use any other
personally identifying information that can identify you. Instead, I will use alpha-numeric
identifiers and report my findings to protect your privacy and confidentiality to the extent
allowed by law.

Future Research Studies:

Identifiers will be removed from your identifiable private information. After removing
identifiers, the data may be used for future research studies or distributed to another investigator
for future research studies, and we will not seek further approval from you for these studies.

Questions:

If you have any questions about this study, please email me at bratt01(@email.franklin.edu. You
may also contact my dissertation chair, Dr. Tracy Greene, at tracy.greene@franklin.edu. Finally,
if you have any questions regarding your rights as a research participant, please contact the
Franklin University IRB Office at 614-947-6037 or irb@franklin.edu.

If you agree to participate in this project, please digitally sign and date the following signature
page and return it to: brattO1(@email.franklin.edu.

Keep a copy of the informed consent for your records and reference.

Signature(s) for Consent:
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I agree to join the research project entitled: Transformational Leadership Traits and
Organizational Culture Drivers Among U.S. and Information Technology Professionals:
An Exploratory Qualitative Examination

Please initial next to either “Yes” or “No” to the following:

Yes No | consent to be audio recorded for the interview portion of this
research.
Yes No | consent to being video recorded for the interview portion of this
research.

Name of Participant (Print):

Participant’s Signature:

Signature of the Person Obtaining Consent:

Date:
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