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ABSTRACT
AN EXPLORATORY STUDY OF EXECUTIVE LEADERSHIP IN SOCIAL WRK
By
Deborah J. Sanderlin-Nykamp

The major goal of this exploratory project is to examine the process of leipders
development in master’'s-degreed social workers who are currently lesfipgofit human
service agencies. How did they learn to lead, and what were the stagesjouthely to become
the CEO of an agency? This exploratory process has resulted in a qualitatarehgsoject,
relying on personal interviews to collect the information. Eighteen MSWertlyremployed as
chief executive officers of nonprofits within the state of Michigan weretsgldor the
interviewing process. These nonprofit executives were interviewed andttirees documented.

In order to glean this leadership information, | developed an open-ended interview
guestion format, using the concepts of Bernard Bass—transformational lead2d8ip the
Hartford Foundation leadership training model (Annual Report, 2008), and ethicalgheorie
developed from the literature. My basic premises are that leadership akille @acquired and
that they are measureable, learnable, and teachable. The interview [radess= the
subjects’ journeys to be recorded and analyzed.

The major findings for this project indicate that leadership development evoleea
lifetime, often starting in childhood. Analysis of the data resulted in the develdmha time
continuum of themes, which taken together allow us to see how the leadership pragésse
developed for these leaders. Each interviewee related childhood and young adulthood
experiences that seemed to be significant; these experiences togethty pamt a picture of

an incubator for leadership, a setting of the stage for leadership development.



Mentors, religion, ethics, politics, and family—all are important variableéshénae
helped to form the leadership abilities of these subjects. The early lepddsblopment period
seems to have included more mentoring support for these budding leaders, a®mngdizg
training through both supervisory experiences and the performance of clinikaBased on
their reports, ethics remain important and continue to develop throughout this period. Not
infrequently the subjects’ actual MSW training, which they described as valwaisurred
during this time frame. The subjects also seem to have developed a personalldadedturing
this critical period. All of these factors have combined to effect the matofitngir leadership.

The maturity theme melds the utilization of external leadership suppbrineieased
skill development, allowing a leadership style to emerge. Support during this ipeitioc
comes again in the form of mentoring, which merges with peer networking to fuppart
system that is developed and sought out by the leader. While training remainsnmgorta
comes now in ways that go beyond the MSW degree. Frequently these leadeechave felf-
described lifelong learners. Skill development seems to happen simultandwestyCEOS
report having developed the abilities to multitask, fundraise, utilize ethamscision making,
and develop and support staff to reinforce agency mission through mentoring andg:oachi

These leaders often lend their personal leadership styles and alailliglp bther
organizations or community collaboratives succeed as well. Their role has beocoene m
comfortable and natural over time. Indeed, the reports of these subjects seempbfgthat
leadership develops over a lifetime. By carefully recording and anglylzese personal
histories, | believe that | have garnered information that may infieenfield of social work on

educational concepts and methods of teaching leadership for social work students.
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Chapter 1: Introduction

Leadership in America is receiving a great deal of attention. Today’'s emanth
political environment has Americans demanding effective leadership, and wenis.ewhich
challenge the fabric of every society, have American citizens demaahelangjve action from
their leaders, who feel compelled to act, often within the context of whirlwind eh@hg same
social and political environment has impacted the business climate in tieel States. Over the
past decade many U.S.businesses have faced tough economic conditions, inclughsgdncr
competition from overseas companies, resulting in declining revenues and man®t Sha
changing world of business has given rise to increased demands on eXeadivs. Not only
are business leaders being called to be more effective in a difiacLiéwer-changing
environment, but business ethics have also become more important to society. Adiisgcha
business and economic environment has also impacted the world of nonprofits, both in the
United States and abroad.

Over the past decade in particular nonprofit agencies have indeed beetedipathis
changing business and economic climate (Wuenschel, 2006, Jaskyte & Dressler,
2005).Successful nonprofits are being forced to compete in a changing businessm®ent,
which is exemplified by continually shrinking resources coupled with anieserasing demand
for services. As the resources for nonprofits continue to decrease, the neextilene
leadership comes increasingly to the fore. This expanding need for efleatidship has put
tremendous pressure on nonprofits to find administrators who can be consistextithe eed
innovative within a highly competitive environment. Traditionally the sociakyoofession has
provided executive and managerial leadership to these community-basaal $enmvice

nonprofits (see definitions later in this chapter for a description) bdila & Wish, 2000).
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Using current leadership theories and models, this chapter will highlight andrexhow the
leadership of current master’'s-degreed social workers may help nonpeziiisie more
effective organizations.

This dissertation examines the process of leadership development insvdegeeed
social workers who are currently leading nonprofit human service agenowditi they learn
to lead, and what were the stages in their journey to become the CEO of an adgesicy? T
exploratory process has resulted in a qualitative research projgcigreh personal interviews
to collect the information. The interview process allowed me to record andarniaé/subjects’
personal, oral history of how they became leaders of nonprofit agencies. By stetail from
their stories, | hope to promote a better understanding of how MSWSs beconis.leade
Collectively, these personal histories may provide us with clues and nevaluadeadership
development in the field of social work.

In order to glean this leadership information, | developed an open-ended interview
guestion format, using the concepts of Bernard Bass—transformational lead2d86ipand the
Hartford Foundation leadership training model (Annual Report, 2008). (See Appendix A for
Hartford permission to cite and use their leadership concepts in this reddgioasjc premises
are that leadership skills can be acquired and that they are measuraatéd|de and teachable,
and the key characteristics for new leaders that | have identifi¢deaheart, desire, and ability
to lead. | will present the leadership models that have formed the basis iftethi@wing
process, both guiding and framing it. In addition, | will explore the atitgsue of ethics in
leadership within the social work profession.

| begin this introductory chapter with an overview of the context and background of

nonprofit leadership. This contextual setting will provide linkages to the project problem



statement, the research question, and the statement of purpose for this eytrdyon
include as well a discussion of the research approach, as well as of nptipascand initial
assumptions. Finally, I will summarize in this chapter the proposed ratimnaled significance
of this exploratory project and will define key terminology.

Nonprofit leadership: content and background

The need for nonprofit leaders is growing annually (Nesoff, 2007). The number of
nonprofits in the United States continues to rise, with a broad-based variety nbngrefits
being developed and launched each year. Additionally, the current executimeslef
nonprofits continue to age. As these sitting CEOs begin to retire, there will hereased need
for new leaders to assume their posts. This crisis has been cited by sadng think tank
organizations, including the Annie E. Casey Foundation and the national United Wag A
Casey Foundation, 2005). Nonprofit leaders will be needed in record numbers in the coming
years.

The graying of America is well documented, and these same aging isifasewi
nonprofits in the coming years. The end of the decade culminating in 2020 will sexadoeis
turnover in executive leadership overall in America (Kunrether, 2005; Nesoff, 20@Mot
unusual for these retiring executives to have long-term tenure in their @igamsz Their
departure is made more difficult by the lack of retirement benefits anttialaecurity needed
for them to retire comfortably (Kunrether). As a result these execuameso stay on the job
longer, negatively affecting the transition to this leadership role on thefpartinger leaders.
As the current executives leading nonprofits do begin to retire, there will beraased need to

train and develop their younger replacements.



Using a series of four monographs, the Casey Foundation outlined the coming wave of
change, as well as the need for new generations to assume leadershipngmti@eX and
Generation Y, identified as the Baby Boom echo) (Teegarden, 2004). The leadership stud
supported by the Casey Foundation developed several recommendations worth considering
These recommendations, which sound familiar, include the use of current, seaadaeslitte
mentor their younger counterparts; the provision of ample opportunity forytbesger leaders
to lead; a concerted effort to recruit and retain younger workers; anctch g@annovative
ways for Baby Boomers who are leaders in the for-profit sector to reduce/dinke hours in
order to function in the nonprofit sector (Teegarden). (A high percentage of retiegtiers
contemplate remaining in the work force after leaving more demanding po3ifibese
suggestions from the Casey Foundation are accompanied by working documents fangover
bodies of nonprofits that will help with executive director transitions. The depth ardthhoga
the research and resources committed by the Casey Foundation sigmipdneance of the
leadership crisis that is predicted to materialize within the nexteaIsy

The Hartford Foundation (Annual Report, 2008) offers a model of leadership training tha
provides additional support of nonprofit leadership training. This model will be revieweat& m
detail in Chapter 2. The Hartford Foundation believes that leaders need sppp@t and
nurturing in conjunction with specific training. Basic premises are thaetship skills can be
acquired and that they are measureable, learnable, and teachable. Kegristazador new
leaders are identified as the heart, desire, and ability to lead.

As noted earlier, another significant trend affecting nonprofit leadersthp isontinuing
growth in the number and size of nonprofits. Over the past 25 years the growth inttrifaec

more than doubled, to a total of 1.5 million nonprofit organizations in the United States (Smith,



2000). As a direct result of this proliferation, nonprofits currently employ 1@bmitleople and
utilize 6 million fulltime-equivalent volunteers (Smith). According to theligan Nonprofit
Association, nonprofits in Michigan have a $108 billion annual impact on the economy (Slowik,
2009). The number of nonprofits in Michigan has soared by 25 percent since 1997; this equates
to 10,000 new nonprofits, up 14 percent since 2001 (Slowik). Collectively, nonprofits employ
440,000 people in Michigan (Slowik). In Kent County alone, nonprofits employ 33,068 people
and add $10.6 billion to the local economy. This growth signifies that nonprofits are an
important part of the economy, both nationally and locally. The leadership voicdwiilhae to
be felt throughout the growing nonprofit sector. These identified trends tngtiigincreased
need for executive leadership.

According to the Annie E. Casey Foundation (2005), in 2004 more than 55 percent of the
executives of nonprofits were 50 years of age or older. This report predictsitiavhere
between 50 and 80 percent of leaders of nonprofits are expected to vacate their paghiions
the current decade. This tremendous turnover in executives, combined with the exponential
growth of nonprofits, will lead to an increased demand for and change in leadership for
nonprofits (Wuenshel, 2006; Smith, 2000). A 2004 survey of nonprofits sponsored by the Casey
Foundation yielded a wealth of information regarding nonprofit executive directorspfionpr
leadership, and the coming turnover in executive leadership in nonprofits. The datiingethe
depth and breadth of executive director transitions comes from this foundatioaishese

It is clear that the ten-year period culminating in 2020 will continue to seenaridous
turnover in executive leadership for nonprofits in America (Kunrether, 2005)estitegly, the
Casey Foundation research has found that women already lead small nonprofyesin lar

numbers than anticipated; women leaders accounted for 58 percent of respondentadg.the s



As has been seen in most research, these women earn substantially less thatetheir m
counterparts, a disparity augmented by the fact that nonprofits in geneaiblate pay
significantly less than other types of organizations (Casey Foundation; Johergen, C008).

The already identified need for more executive leaders will bode weldéaal svorkers,
offering new employment possibilities. However, social workers who aspieadership are
competing with individuals holding several other educational degrees, including tho8\pf M
MPA, and MPH, as well as credentials from other nonprofit management deggeanps.

When the MSW degree is compared with the competition in terms of actuaidréoni
leadership, it can be perceived as lacking in terms of the broader skids|seed to provide
executive leadership for a nonprofit agency (Rimer, 1987; Faherty, 1987; Hoefer, b@%;, H
2003; Patti, 2003; Perlmutter, 2006; Nesoff, 2007). This may lead to applicants with MSW
degrees being selected less frequently for leadership roles (Wuenschgl, 2006

Support for the development of leaders in social work has been identified as an area
needing attention. Many of the authors in the field of social work have pointed olnetisatctal
work profession has not placed a high enough focus on training future leaders (Patti, 2003;
Wauenshel, 2006; McNutt, 1995). According to these critics, leadership developmentmind trai
within the field of social work have languished behind those of other fields of educatiosl] as w
as the needs of communities (Patti; Wuenshel; McNutt). Leadership has bedredlas an
area requiring concentration by both the Council on Social Work Education (CSWE, 2009) and
the National Association of Deans and Directors of Social Work Schools (NADD,,20689)
national leaders for social work education.

Both the CSWE and NADD websites (2009) report that social work leadersinip is a

important focus of attention within their organizations. CSWE, in fact, listetship



development as one of its strategic goals. However, both CSWE and NADD cumengytfieir
energies in this area on leadership in education and research, as well as amgahiaiei
leadership positions within organizations of higher learning (colleges and utireggrd his
targeted leadership focus stems from the developmental role both organizatyans pla
educational programming for students at all levels. Indeed, research invgadiat universities
will lead to best-practice models when working with clients and familiegeitant work for
both organizations.

Since 1952, the Council on Social Work Education (CSWE) has been the national leader
for social work training and education. Over the years, CSWE'’s focus on leadexshimthas
ebbed and flowed. When originally formed as an organization, the Council had a asavrfoc
both leadership training and curriculum. However, over the years the spotlight erskepd
training has become more diffused, as leadership/administration educatickehimse often
been combined with the macro-practice areas of community organization and pattwepra
This de-emphasis on leadership training has led to dramatic declines in thefstt@péraining,
as well as in the number of students pursuing leadership education (Patti, 2003; Wuenschel
2006). In fact, the number of students in quest of a Master's Degree in Social Work with a
administration concentration had shrunk during the six-year period just prior to 2006 to about
three percent of all social work students on a master’s degree track, or to aboutidé0s st
nationwide (Wuenschel).

According to its website (2009) the National Association of Deans and @sdotuses
its efforts and attention on developing social work leadership, with leadéstbgas the
number one strategic planning goal identified by this organization. Howevesy#rarching

goal focuses on the development of social work leadership in university and collegehyier



rather than leadership in social work within community organizations. A monat isBmeondary
focus for this association has been the development of leadership roles satbéarild
welfare—a predominate sphere of service for the field of social work. This patjani has
developed considerable knowledge and skill in this dynamic area of change in &hevedci
field. While this is indeed a worthy focus, it may not meet the more global needifang for
social work leadership within organizations. NADD works closely with the CSWdeveloping
education and training programs for universities and colleges. As such, its suppogoiogon
mentoring, training internships, and curriculum development may prove benefideddership
development in the field of social work.

It is my contention that the MSW degree is a viable source for nonprofit $&goléer
America. Social workers traditionally have felt that we are in thegmestion to lead human
service nonprofits for two reasons. First, many human service nonprofitdegdpositions
require clinical social work knowledge, and the Master’s Degree iraS&ark gives
administrators a distinct practice background for making decisionspatt the well-being of
clients. It is frequently the case that social workers who become attatimis have been trained
in clinical social work practice and have come up through the ranks within a givemfitonpr
social work agency. In the process, these social workers are acquiring tip¢hipiagram
knowledge needed to maintain strong and efficient clinical programs. While tlhis glstential
to creating and maintaining effective human service organizations, howevegrtieseality
may lead to a view that social workers are inadequately trained in adntivestinanagement
skills (Nesoff, 2007).1 would contend that at the same time social workelesaaneng these
practice skills, they are often acquiring overall agency administrakiths a&s well. This is not

always readily apparent to those from outside the field.



The second reason social workers feel uniquely qualified to lead human service
nonprofits has to do with the value system or core of ethics built into both the MSW cumricul
and social work practice. The ethics developed by the field of social work havedeaa
intrinsic part of the social work curriculum and are in itself superior preparar leadership
(Hoefer, 2003). Core leadership values centering on ethics and advocacy areatiussiesto
the social work training regimen, value system, and set of beliefs.

These two distinctive skills sets and belief systems (practice knowledgajunction
with core ethical leadership values) are integrated into the social worudwm and
internalized by aspiring social workers from the ground up. It is importantecate here that
these ethical values are not generally included in the regular courseowotkdr professional
fields (Mirabella & Wish). As has been noted, however, while this renderd smclkers unique
in preparation for clinical field work, the question arises whether it is enowgleafjth to set
apart the MSW degree from other professional administration degreeséaeproviding the
groundwork for positions of leadership. Generally the answer from those outsidddteas
been no (Hoefer, 2003; Patti, 2000). The argument ensues that the MSW degree may not provide
sufficient course work targeted to the areas of nonprofit management skills, #geydad
leadership.

Problem statement

As we have seen, a review of the contextual issues in nonprofit leadersHipstears
that more leaders will be needed that have the training, values, and heart to leggdwthen
the number of nonprofits, the aging of current leaders of nonprofits, and the identifieid nee
focus on leadership training by the field of social work all highlight the issgsieed for

effective leadership training. The above reported background and context foofrionpr



leadership leads to the question, how master’s-prepared social workézaroao lead
nonprofit organizations.
The research questions and statement of purpose

How do social workers who become executive leaders attain this position and learn to
lead? This research question highlights and frames the purpose of this studyorte &vepl
journeys and personal development stories of master’'s-degreed social wdrkdrave become
chief executive officers of nonprofit organizations. Although many MSW gradumaay not
have been trained for executive leadership, a number of them have become exedérge le
How they developed the desire to lead, became leaders, and learned to leaeéxpilbled in
this study of current nonprofit CEOs.

Thus this exploratory study hopes to ferret out the nuances of leadership from current
CEO leaders of nonprofits. It is my hope that the study will reinforce the ianmerof
promoting leadership training in social work. Thus, developing concepts in both social work
leadership and educational leadership training for the social work poofess hoped-for
results of this study. A strong focus on leadership education is needed if theveokia
profession is to provide leaders for the next several decades.
Research approach

This is a qualitative research project, relying on personal interviews totdbke
information. Eighteen nonprofit executives were interviewed and their pergtonak recorded.
The interview processes allowed me to record and analyze the sulgeatgyis, highlighting
the ways in which these leaders learned and developed their leadershignskpl®bing in an
effort to better understand the intricacies of their unique careertpdttedership. Through

these stories | hoped to teased out what training was helpful, lessons léangeteway, the
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executives’ reasons for becoming leaders, and styles of leadership thatseti in the
process. By carefully recording and analyzing these personal historiesjatitm was collected
that may inform the field of social work on educational concepts and methodsohip
leadership for social work students.

In order to glean this information, | have developed an open-ended interview question
format, using the concepts of Bernard Bass—transformational leadership 420G6g Hartford
Foundation leadership training model (Annual Report, 2008). My basic premisestare tha
leadership skills can be acquired and that they are measureable, leanthtdachable, and |
am identifying the key characteristics for new leaders as the Heaitte, and ability to lead. |
will present these leadership models, which form the basis of the interviewoesgyguiding
and framing it. | will also include and explore the use of ethics in leagershich is so critical
to the social work profession.

A criterion sampling of 18 MSWs currently employed as chief executhieeos of
nonprofits within the state of Michigan was selected for the interviewing @.0ths size of the
nonprofit was not considered in the selection process. Selection of the execusivies/elaped
utilizing the association membership lists from local United Ways in achand other
membership organizations within the state, as well as by referralftermiewees who
recommended others for the project. Credentials and contact information wémeabta
searching the respective nonprofit agency’s web site.

Once | had developed the list of potential executive directors, | emaitethtacted each
of them personally to determine their willingness to participate in theyswwoefirm that they
have an MSW degree, and explain the scope and purpose of the research projged tlass

executive directors that their confidentiality would be maintained andhalata would be
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presented in an aggregate format. In keeping with the IRB proposal and apprdval, eac
participant signed an informed consent form prior to the interview, whichkieamping on file.
Once an executive director agreed to participate, | set up a mutualablgréocation and time
to conduct the interview, which took about one and one-half hours.

The coding and analysis of the interview material led to the development okleader
concepts and categories that have been refined on an ongoing basis, as guided by the
theoretical/conceptual framework. A second coder assisted in the intenaéysis, helping to
verify the reliability of the conclusions. The inter-rater reliabiliggsameasured and is reported.
Assumptions

Based on my own experience as the CEO of a nonprofit, | made three basic assimpti
in conducting this exploratory study. These assumptions centered around genadér, size
organization, and the respective universities where the subjects obtained thenlddB4's.

The first assumption is that this research would not focus on gender differences in
leadership style unless issues or concepts were identified by the subjectsg&vidier
differences have been identified by some researchers in the studgertlap, the limited scope
and number of leadership subjects in this study did not lend itself to developing argnific
findings in this area.

The second assumption is that the size and scope of the organization would not in any
meaningful way affect the outcome of the subject’s inclusion in this study. N#ithsize nor
the geographic area in which the organization provides services was considexediable
affecting the research findings. This exploratory study was about the jafrtteyCEOs and
did not focus specifically on the skills sets they have developed in contrast to tlotiserof

CEOs. Some would maintain, for example, that leading a small nonprofit is aslt#fic
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directing a large one. This in itself could be the focus of an interesting studyioAddty, the
small number of subjects included in this study precludes the development otargrfihdings
in this regard.

The third assumption is that a Master’s Degree in Social Work attained ifipona
institution may be considered comparable to the same degree obtained elskeitleee the
Master’s in Social Work training programs nor the schools from which they weredeaould
be evaluated or compared from one subject to another. The issue would be noted only if the
subject mentioned this topic as significant during the interview process. Ak stibjects have
attended a school of social work accredited by the Council on Social Work EducativizCS
This CSWE accreditation leads me to assume that the programs wereisithiér educational
requirements and provided similar social work curricula. | viewed the schamisladt as similar
enough to consider all of the MSWs as having received similar training.

The researcher

During the four-year period at the end of which this research was conducted, laserved
the CEO of a nonprofit in West Michigan. Prior to this CEO position, | had held arsimila
position in a nonprofit in Southeast Michigan for fourteen years. This extensilezdbg
experience has afforded me both practical and theoretical experience inftidegaership—
experience that has helped me to develop and frame the project.

| am aware that these same job experiences could be construed ag$abditceivably
causing me to employ some judgmental bias while developing the interviewogsesti
conducting the interviews, and analyzing the data. In light of that potentl, pihave
remained deliberately committed to the self-reflection and seléjgetheeded to conduct

responsible research. This reflection and self-analysis have occurredynoh@imental level
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but also in challenges from colleagues and in dialogue with the PhD commititegncha
members. Additionally, the use of a second coder helped to foster self-reflextionm@ove the
reliability of the conclusions.

Rationale and significance

Traditionally, nonprofit human service agencies have relied on the social ieldrkof
help provide leadership for these organizations. It is my desire to continua@nagde on this
historical tradition and my hope that this exploratory study will add to the dfdkiyowledge
that already exists regarding executive leadership in the field iall soark.

This study considered the career paths of current MSW leaders to askeviahese
individuals attained their professional goal of leading a nonprofit. Specifiealign did they
decide to become nonprofit leaders, and how did they acquire the necessarynsadidizion,
less quantifiable skills such as visionary leadership, communication and emgatgllowers,
creative and innovative problem solving, and the development of followers to theisthighe
potential were also studied to determine the depth and breadth of these competencies
manifested in their leadership styles. If these skills are present, hathegracquired? Specific
knowledge and advice were elicited from these leaders that may help to deltelapanal
programs and training for social workers desiring to lead nonprofits.

Definitions of key terminology used in this study
Executive Director / President and Chief Executive Officer (CEO): Ehnisihology is used
either of the highest ranking paid position for the nonprofit or of the top official |eadtref

organization. For this study these terms are used interchangeably.

MSW: Master’s Degree in Social Work: In this study all MSW subjects havenetta degree

from a Council on Social Work Education accredited program.
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Human service nonprofits: These organizations are described as agencies@tauiian
services to communities or organizations funding services to agencies providiag envices
to communities. These nonprofits are classified under the Internal RevenuesGade(a) (3)

as charities with tax exempt status and contributions to them are tax deductible
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Chapter 2: Literature review

Introduction

While the concepts of leadership have been formally studied for several rezaesle
(Bass & Stodgdill, 1990; Yukl, 2007; Jackson & Parry, 2008), the earliest writings in human
history already speak of the leadership of prophets, chiefs, and kings (Bass, 1990hdtiroug
human history people have had an interest in learning more about leadership. At times our
attempts at learning are scientific and research-focused, but justrathefte efforts to learn
more about leadership are prompted by the leaders themselves, past or pressant Ve
them by way of listening to their personal experiences and examination dhaghat has not
been effective. How do we train successful leaders? What works? Thesertulestp frame the
literature review underlying this exploratory project—specificallyyHto social workers who
become executive leaders attain this position and learn to lead?

Successful leaders have an ability to “hold two opposing ideas at once. And then, without
panicking or simply settling for one alternative or the other, they're ableatwaly resolve the
tension between those two ideas by generating a new one that contains elethentshafrs but
is superior to both” (Martin, 2007, p. 62). Successful leaders are able to maintain a sense of
confidence in their ability to lead while in the process of formulating suctvadea. This
projection of confidence is fully as important as making the right decisionsstates that result
in solving problems.

The list of qualities identified in great leaders in extensive. Charispvagionary,
authentic, confident, and able to lead by example are just a few that have bgeaizesc(Yukl,
2007). How do we identify the leaders who can both think creatively and bring to bear all of the

other necessary attributes and leadership skills? Can we teach the8efskilleaders born with
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innate abilities and qualities? Are the leadership skills needed by nonprofiegses different
from those of for-profit businesses? Where does the field of social work fihisteadership
puzzle? While | may not be able to answer all of these questions, this dissevilitattempt to
review current theories and research in these areas and to develop possiéle posad both
by the literature and subsequently through this research project. It is myhhogeese answers
may help to inform the social work profession by addressing the question of hesduvate
social workers to become leaders. To help us better understand social workhlpadersnust
first briefly explore our past history and exemplar leaders. We begin wighAlddams and her
phenomenal accomplishments.
Jane Addams

Jane Addams still holds the distinction of having been the most renowned social worker
in the world (Alonso, 1995; Alonso, 2004; Sullivan, 1993; Franklin, 1986). As a Nobel laureate
and prizewinner, she trained the world’s spotlight on her work with the most vulnerable
members of American society in the early 1890s. In the process of developintjl¢mecsd
house service, Addams inspired others to assist her, and she was instrumentédpindeve
leadership qualities in many of those around her. At the same time Addams was i@edown
path, she was teaching and mentoring others in what she had already learned.

Jane Addams’s leadership drew many followers to Hull House as she willingbdstex
knowledge and energy. Her strong advocacy beliefs, which she turned into cadlsoior a
inspired others to follow her lead. As a direct result many other young womeneretinbg
years became leaders, bringing their inherent leadership abilities togmeathe social justice
movement. Not only, then, did Addams focus her energy upon changing the American response

to poverty and injustice, but she also forged a path for aspiring young leaétdlsw. She
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shared her unique leadership abilities by providing her followers with mentorshipcantdraial
growth challenge within the safe environment of Hull House.

Addams, encouraged by her family to continue her formal education following high
school, attended Rockford Seminary for young women, where she was an estatient,
already then exhibiting strong leadership traits. After her graduation testpaent her on a
tour of Europe. Addams desired a vocation, but her parents felt that she should instgad mar
During this trip she became both mentally and physically ill, and when shitethhar return
from Europe, Addams’ father died, she became increasingly depressed Digiperiod she
also was treated for a back ailment that rendered her immobile for about criewéay her
convalescence Addams had ample time to contemplate her future life (St39¥9r

While in London during the course of a second trip to the continent, Addams discovered
the settlement house concept. After some consideration she and her friend EiSates
cooperated to open Hull House. Addams, along with Gates, became the founder, leader, and
program developer of the project, acting all the while as a fundraiser. Adaefa Chicago
society, she was able to obtain ample funding from benefactors. The generousgsatrons
Chicago, in fact, donated most of what she needed. Money being no obstacle, wittshfew/fi
years of operation Hull House was already providing medical care, childcaregahdid.
Immigrant services included education in English, vocational skills, art, anéd draddams,
1999).

When the severe depression of 1893 hit the country, Hull House was assisting more tha
2,000 people on a weekly basis (Women in History, 2007). Addams, not content to merely
address the immediate needs of the poor and vulnerable, began directing her effods tow

ferreting out and then seeking to alleviate the causes of poverty and of the opprétise
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immigrant population in particular. She became an advocate for legal and pohggshhoth
for the state of lllinois and for the federal government. Economic and socie¢ jteforms
became paramount on her agenda, and she began to tackle the big questions surrounding child
labor practices, industrial safety, immigrant exploitation, women'’s righedatk of adequate
schooling for children, and workers’ rights, becoming an active proponent for labor unions.
During the period from 1893 to 1911 Addams became a nationally known leader and social
justice advocate.

During this period of prominence, however, Addams came under increasing attiek for
political views. Her support of controversial issues, such as labor reform and wargéts,
often precipitated personal attacks from the public. Later, her vocal opposition t@uder
support of the peace movement further damaged her image. Addams’s support oétlzarm
Civil Liberties Union and the NAACP earned her even more severe criticdma public that
had formerly held her in high regard (Women in History, 2007). Still, shortly befoehdr in
1935, Addams went on to win the 1931 Nobel Peace Prize, signifying the restoration of her
reputation as a social justice advocate and resurgence in her societal starfdetgthousands
attended her funeral at Hull House (Women in History, 2007).

This short account of the life of Jane Addams provides a glimpse into her tremendous
drive and intelligence. Hull House was well run and flourishing throughout her t&uaitrenly
did it grow in size and in diversity of services offered, but it continued to be a caagaet for
some of the brightest young women in the country, many of whom took up residence at Hull
House. While living there, these young women developed their future vocations and improved

their own skills as leaders at local, state, and national levels.
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The roster of other such notable women includes Florence Kelley, Julia Lathiczp, Al
Hamilton, and Sophonisba Breckinridge, all of whom developed skills that thrust themmeinto t
forefront of leadership during their lifetimes. It is significant tihat $ingle common
denominator influencing all of these female leaders was Jane Addams ahtbtis#! (National
Women'’s History Museum, 2007). What was it about Addams that inspired these women to risk
their status in society to take up the mantle of leadership? Jane Addams was aot only
transformational leader but one who led by example.

What we can learn

This brief glimpse of Jane Addams and her leadership legacy inspires us to ladkahe
the continued development of leadership within the field of social work. Addams wés a sel
taught leader who became the CEO of a nonprofit she founded and then developed into a thriving
agency serving thousands.

Jane Addams chose to be a social work leader (or perhaps it may legitimagiede
that the field chose her!) during an era when females had limited choicesnaéimtaised upon
helping others when that idea was new and suspect to society. By opening Hull HinlssasA
remained true to her personal values and ethics of helping the poor and most vulnieeadliso S
embarked upon a course of prominent leadership within the young field of social work. H
unique leadership ability became readily apparent in numerous ways: Addganized services
at Hull House, proved to be a strong fundraiser, mentored other young women and men to
become leaders in their own right, and developed and advocated strong views regarding s
justice issues. Her leadership was multifaceted, as well as national tiarately international)
in focus. Jane Addams’s leadership was a springboard for her becoming one of-kim@Wwest

and most highly revered female leaders of her time.
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Nonprofit leadership per se has its roots solidly in the field of social workothe s
work values of ethical thought and action have driven nonprofit administration for decades
Social work’s emphasis on the value of social justice and equality has also haobagbrof
impact upon continuing development within the social work field itself. And Jane Addams, one
of our nation’s (and the world’s) earliest leaders in this arena, had a profound imapanly on
the field of social work itself but upon its continuing growth and long-term coBysepening
Hull House, Addams made a clear statement about how she thought our society’s most
vulnerable population might most effectively be helped. She remained a strongovaioeiél
justice issues even when this stance cost her in popularity and positive regdeadddeship
legacy inspires us to continue our search for answers—specific to of thisatisegttow did

MSWs who became CEOs learn to lead?
Literature review : theory overview

As we have seen, leadership is a broad topic that has been studied for many deeades. T
popularity and fascination with this subject are exemplified by the hundréa®k$ and
theories on leadership that are available. The necessary narrowingofdothis research
project afforded me the opportunity to search broadly for possible leadershipdlteatierave
been rigorously tested; according each of the particular modelsnagytibased on the amount
of research performed using that theory. Utilizing the Michigan Staieetsity library’s search
capabilities allowed me to conduct broad literature search, using such seaa@stBabQuest to
explore the concept of leadership.

Ultimately, it seemed evident to me that the transformational leapersidel developed
and published by Bernard Bass and Bruce J. Avolio (1995) offered the most universadly tes

and developed model of leadership to date. This, then, became the basic theory framing my
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knowledge and the beginning of the development of a research project on social waosghipade
in nonprofits.

During the course of discussion with my social work committee members, the
recommendation was made that | also investigated the John Hartford model afHigader
training. This examination led me to identify with the Hartford training modetepts and to
recognize their usefulness in exploring the leadership development of thehmesdgects. This
model of training employed the best-practice techniques previously identified i
transformational literature and reported in the transformational oksear

Important in the transformational leadership model is the use of ethics in edeade
actions. The concept of ethics, while not as explicit in the Hartford paradigm, wonldsbe
implied there, so | made the choice to employ the concepts and theory arounthethscstudy
as well, using all three of these models and theories in framing this explattdy of
leadership development in social work. Transformational leadership (Bass &,R1606), the
Hartford Foundation leadership training model, and ethics in leadership, then, caorfoime t
the foundational concepts utilized in this exploratory research project.

This literature review will focus on these three concepts or models of Ibgders
description, development, and training. This combined conceptual framework helped me to
design the research methodology, process, and data collection instruments hisgarapetct. In
addition, these concepts helped to develop the semi-structured interview guideained dghe
informational data resulting from the interviews with 18 nonprofit CEOs. This caratept
framework also provided a structural method to organize the project findinggsianahd

interpretation.
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Transformational leadership

In this focused literature review | will provide an overview of leadershipldpment,
focusing in particular on the transformational leadership model develoferbgrd Bass and
Bruce J. Avolio (1995) and further refined by Bass and Ronald Riggio (2006). | will alsdenc
a subsequent review of the current research using this theory. This liteeatave regarding the
transformational leadership model will highlight the knowledge that hadajed regarding
best practices/concepts in training programs for executive leadershgsation | used to
develop questions for the interviewing process.

The quality of visionary leadership is as much an art as it is a science. Vgluleavy/
charismatic leadership may be difficult to describe or quantify, it cgrezable by nearly
everyone when it is encountered. The study of transformational leadershipiie eenent
development. The introduction of this term/philosophy is credited to Robert House (1976),
whose concepts were fleshed out two years lateeadershig1979) by James MacGregor
Burns. Bernard Bass, a later scholar of transformational leadenstigrfrefined the theory,
writing prolifically on the subject. Prior to the study of transformatioredéeship, most
leadership theory and study had focused on the traditional, top-down leadership style

In Transformational LeadershifBass & Riggio, 2006), Bass identified four personal
qualities that describe a transformational leader: idealized influenags(ohtic behavior),
inspirational motivational behavior, intellectual stimulation, and individualized deragion.
While at first glance the descriptors “charismatic” and “inspiratiomay seem synonymous,
they are, in fact, quite distinct in Bass’s paradigm. However, as Bass pointeadntbination

of idealized influence and charismatic and inspirational qualities natolyrs in most
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effective leaders (Bass & Riggio). Following are definitions oféh@srsonal qualities as Bass
delineates them:

Idealized influenceprovides followers with a clear sense of purpose that is energizing; it
is a role model for ethical conduct that builds identification with the leader aherhis
articulated vision.

Inspirational motivation stimulates those around by providing meaning and challenges;
this approach displays enthusiasm and optimism.

Intellectual stimulation encourages followers to question the “tried and true” ways of
solving problems, as well as the methods used in the past to improve upon them.

Individualized consideration focuses on understanding the needs of each follower and
works continuously to encourage and enable all followers to develop to their fullestigot

Followers, while likely to identify themselves on a feeling level with terismatic
leader, are provided meaning and challenge by the inspirational leade& Baggio, 2006).
Leadership characterized by intellectual stimulation inspires innovationowék by allowing
and/or encouraging questions, reframing of issues, and new approaches to pitca€eers.
who are sensitive to the quality of individualized consideration pay attention to individual
followers. This one-on-one coaching and mentoring style helps followers feetl\aalde
encouraged to develop to their highest potential (Bass & Riggio).

Bass goes on to define leadership qualities that are transactional, as opposed to
transformational, in nature. While reversion to the transactional style of$bguies sometimes
necessary, it should remain the exception. Bass identifies two principal compainéets
transactional leadership style: contingent reward and managemerddpyiexr (Bass & Riggio,

2006). Definitions in Bass’s terminology:
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Contingent reward refers to positive, constructive interaction involving directed
consultative or negotiated agreements between leaders and followers. This corolaoifiest
what is expected from followers, as well as what they will receive yfitieet expected levels of
performance.

Active management by exceptiorfiocuses on monitoring task execution for any
problems that might arise and correcting those problems to maintain curfentnaerce levels.
Management by exception (MBE) can be either passive or active. ActigetdtBniques allow
the leader to monitor followers for deviation from necessary or desired outaotheg iwork—
an approach that involves waiting for the mistake to occur and then taking corretttive Bhis
kind of reward/discipline system has long been a factor in management theoryssAsoBds
out, however, the most current management models, identified under the umbrella of Total
Quality Management, have their roots in both the transformational and the ticaredac
leadership styles and theories (Bass & Riggio, 2006).

Another leadership style identified by Bass and Avolio (1999) is the |diasez
approach. Laissez-faire leadership is best described by what it is poindipal characteristic
is a lack of leadership or an inactive decision-making style. Not surpyisdegitified as the
least effective style of leadership, this approach results in decisions mpnhaie at all,
delayed action, and the avoidance of responsibility by leaders (Bass &Avolio, TR85).
optimal profile for a leader, concludes Bass, includes components of all of the &scweeb
styles, with the passive approaches coming into play infrequently, if Baal & Riggio,

2006).See Figure 2.1 below (Bass & Riggio, p.9).
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Figure 2.1

Transformational leadership mo

EFFECTIVE

PASSIVE ACTIVE

INEFFECTIVE

Transformational leaderst theory, as defined and fleshed out by Bass in 188hge
most researched leadership theory to cYukl, 2007). The multifactor leadership questionn.
(MLQ) developed by Bass used behavioral descrifsithe basis for developing the leader:
behaiors described above. Other researchers havethseaylestionnaire as a tool for their o
studies, developing modifications as necessaryitdlgeir needsYukl). These modification
have, unfortunately, had a negative impact uporetfeetiveness (the questionnaire as a va
leadership measurement device (Yukl). Researdransformational leadershiukl argues
should focus on identifying the componentdransformational leadershgs independet
variables, capable of being measured separatebselmeasurements need to be distir

guantifiable and completely accounted for by theQuool (Yukl).
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Another area of interest in the literature on transformational leadershiisfluence of
followers on the transformational leader’s behavior. Transformationagaig theory
describes followers evaluating leaders in terms of the relative peeseabsence of
transformational/transactional leadership qualities. The results intheat® order for followers
to improve their role performance and degree of satisfaction with the leagamukebe both
empowered and enabled to trust that leader. Early findings indicate that emsow leads to
follower-improved organizational performance and that leader trust didovgseater job
satisfaction (Bartram & Casimir, 2007).

Leaders with a positive self-concept are viewed as more motivated to mbeh#woral
expectations of their followers (Sosik, Potosky, & Jung, 2002), a factor frequeslrg in
leaders gaining follower support for their vision. Not all leaders are @alolevielop this
atmosphere of trust and empowerment (Bartram & Casimir, 2007; Sosik, Poto3kggg but
in instances where the model works this aspect of transformational lepdeesimy has helped
to distinguish the approach as an integrated and robust leadership theory (Yukl, 2007).
Transformational leadership and current research

Transformational leadership theory and its direct relationship to an orgamiza
performance are well documented (Boerner, Eisenbeiss, & Griesser, 20@7Ael@tionship is
defined by such factors as followers’ trust in the leader, agreement ovataes, group
cohesion, job satisfaction, self-efficacy, and intrinsic motivation. Stateldyitly different
terms, transformational leadership directly affects the organizatiolatee and employee level
of performance (Xenikou & Dimosi, 2006)—performance being defined as the fadfowe
willingness to act beyond role expectation. Other employee-related earlaided by these

researchers to a higher level of performance include involvement, participatgistency,
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normative integration, adaptability, and internalization of the company missamkQU &
Dimosi).

Organizations led by transformational leaders value innovation, selfiaatiai, and
teamwork, all characteristics that both prepare and allow staff to axtwapge with a more
positive attitude (Aarons, 2006). The ability to help agency staff accept theambtyitof
change in the nonprofit business world is a critical leadership requiremenhéBdeisenbeiss,
&Griesser, 2007). Indeed, continual improvement in organizational performance is more
necessary than ever before in today’s economic climate.

Transformational leaders focus on employees by fostering an organizatitined that
is hospitable and conducive to creativity, problem solving, risk taking, and expetiorenta
(Bass & Avolio, 1993; Gellis, 2001; Bartram & Casimir, 2007). Strengtheningothenon
identity of the organization improves the employees’ citizenship performance-wiliagness
to work for the greater good—while employee trust and agreement with orgamétatalues in
turn enhance group cohesion, leading to improved job satisfaction and self-efbicatafff
(Boerner, Eisenbeiss, & Griesser, 2007).

Transformational leaders focus upon strategic thinking, creating and promatitigra
that is open and amenable to organizational change. The transformational leadsestegr
creative insight with persistence and energy, all the while maintainmsgisgy to the needs of
employees and other stakeholders (Bass &Avolio, 1999; Menefee, 1997). An example of how
transformational leadership works may be seen during organizational arangbe cultural
improvement process. Transformational leaders will help shape the desiuzd otithe
organization by writing, talking, and encouraging the new culture. The transiomaideader

will reward behavior that is congruent with the desired behavior and culture. &féWrstight
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into the organization will be aligned with the new culture’s mission and visiors @ggio,
2006), while current staff will be rewarded when they display performancétshidite new
desired organizational cultural.

An easily disregarded stumbling block to successfully integrating a nléwecis a
leader’s lack of respect for the past culture (Bass &Avolio, 1999), which has undoubtedly
enjoyed a measure of buy-in from conscientious employees who may be concernéacilafut
continuity or suspicious about loss of integrity if they perceive the possibildiyaofge for the
sake of change. The preexisting cultural values of trusting employess ainhors caution,
should be maintained when developing a new culture (Bass &Avolio, 1999). Respeet for th
former culture during the process of creating a new culture is a positivelexaim
transformational strategic action (Menefee, 1997). A strategic actioparotes an
environment that begins to recognize and support the need for cultural change tibsiring
transitional phase, the effective transformational leader reinforces inregébrts that fit the
new vision for the organization (Bass & Avolio).Using a mixture of transfoomakiand
transactional leadership components, such a leader promotes the new vision, tsteeing f
both change and growth.

Leaders who embrace the transformational leadership style do not just hapgpedmgcc
to Bass and Riggio (2006). The process of the development of a transformatideatabe
somewhat predicted through the process of analyzing and reviewing their chilBlagsctites
his own work and the work of other researchers when reporting this bio data infor(Baissn
and Riggio).Bass and Riggio (2006) report that their unpublished findings show thms heie
to shape their children as leaders by showing interest in their moral andi@thlca

development. Such parents model higher moral standards and show interest in theirshildr
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successful life experiences, particularly as they relate to tte@osperformance. They help
their children become leaders when they encourage them to accept and sugcesgitilte
challenges. Early life experiences of leaders tend to include engagemeligious activities,
childhood leadership opportunities, and a parental display of confidence in theeshititi
encouragement to make the most of those abilities. Research has also shown #&fukucce
transformational leaders liked school, wanted from an early age to help otherssisted as
others in a supportive way (e.g., encouraged others to talk about themselves).

Recent studies are exploring the softer side of the picture—the “emotiofiajente”
of the transformational leader (Brown, Bryant, & Reilly, 2006; Kupers &N&gg 2006).
Followers are helped to function at a more optimal level organizationally whenréhajoaved
to glimpse the emotional side of a leader (Barbuto & Burbach, 2006). Emotiongairte e
integral to the context of an organization and to the process of change. Leaders evhpadhéc
see themselves as transformational (Barbuto & Burbach); emotiosléibirice, in its turn,
reinforces the transformational approach in leaders.

While emotional intelligence is an asset for transformational leaderstatadding and
managing one’s own emotions is also critical, particularly during periokiiglofanxiety due to
organizational flux and resultant uncertainty. Emotional control on the part of the\wahder
help followers be more comfortable with system and cultural change (Kupersi&ew&006).
When using emotional intelligence, the quality of the leader’s interpersohas skitical. The
better the leader's competence in one-on-one communication, the more suydbsdfldader
can utilize the skills/techniques of individual consideration, inspirational miotivatnd

idealized influence (Barbuto & Burback, 2006). Conversely, a leader who disygaymsotion
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whatsoever is apt to be viewed as less authentic and therefore lesses{@atbuto &
Burback).

As research continues, more information about emotional intelligence is cantigigt
Such research explores the area of leadership skills, moving beyond research irttcetbee qir
developing quality leadership (Brown, Bryant, & Reilly, 2006). Individual leduileisapability
or skill is just now becoming a focus of attention. While not all studies point to clea
relationships between emotional intelligence and transformational &ide/(, Bryant, &
Reilly), this new development in transformational leadership study andcledesars watching.

While transformational leadership is widely viewed as the desired |équistgle,
transactional leadership skills, defined by Bass and Riggio (2006) saohtasyent reward and
managing by exception, are also considered valuable tools. The researchefinss of
contingent reward to be the more constructive of the two techniques. In fact,(2ig found
a strong positive correlation between each of the five transformatiotaisfand the contingent
reward factor. Awareness and leveraging of this relationship is helpful mamang employee
satisfaction with a leader (Gellis). It is important in the study afdeship to view the full range
of leadership skills. In fact, Bass (1985) points out that the facility infaranational leadership
builds upon transactional skills (Gellis).
Best practice

At the end of the day, research findings related to the effects of transtorata
leadership upon the attitudes and behaviors of followers is encouraging. Lehddozus on
empowering their staff have more effective organizations (Bartradagimir, 2007). Fostering
employee initiative and innovation leads to employees being better able to dope wit

organizational change and uncertainty (Bartram & Casimir). Empowetesatd to staff self-
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perceptions of being more confident and competent, and followers flourish in an envitonme
they feel they can, to some degree, control (Bartram & Casimir). Qvamadimployee’s self-
efficacy leads beyond improved satisfaction to heightened performance, whiah prositively
impacts organizational performance. This empowerment factor also leads tyeefplst in

the leader, again promoting increased job satisfaction. Trustworthiness thradetsiep
competence is a necessary component leading to staff organizational memniBartram &

Casimir).See Figure 2.2, below.

Figure 2.2

Model for follower and organizational effectiveness using transformational leadership

Transformational actionsplus follower beliefs lead to improved performance
Empowering staff plus acceptance of change leadto sense of control

Fostering staff initiative plus increased self-confidenckead to work performance

Encouraging innovation plus improved self-efficacy leadto organizational fit

The emphasis in the transformational leadership model of power being imbedded in the
leader has caused some researchers to question whether there is room tbirdisomodel.
Yukl (2007), Kupers and Weiber (2006), and Tourish (2008) are among those who express
concern that debate, disagreement, and resistance are intrinsicalyagad under this
paradigm. Such employee reactions may be viewed by those who espouse this jesitybzsis
negative behaviors that need to be overcome. These researchers furties thitheory by

positing that transformational leadership can be boiled down to a few eagilyeaicskills
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(Tourish). Others consider the theory lacking in terms of its ability to me#seifull range of
leadership skills, technigues, and emotions (Kupers and Weiber; Yukl).

While the positive employee actions and beliefs that have been documented make
transformational leadership an attractive and powerful tool, it may bedatigaiea culture
allowing employee questioning and debate about the organization and its leadedship liés
own right, to strong organizational performance. An environment in which followers are
permitted and even encouraged to question and debate organizational actions anchissues ca
enhance innovation and risk taking by staff, as well as strengthen empldyeficaty, self-
confidence, and, ultimately, alignment with organizational goals (Boernenlsss, &
Griesser, 2007).

Setting aside the issue of followers’ ability to question the organization, thalove
leadership qualities, actions, and techniques described and documented in the traoefdrmati
leadership research are conclusive, and the overwhelming body of researclhopméeds t
benefits from adherence to this model. The leadership techniques describeskiptdinly do
help followers to develop leadership trust and to function above expected organizational
citizenship norms (Bass&Riggio, 2006). Bass &Avolio (1993) summarize thessrdbgul
characteristics as creative insight, persistent energy, intuition, antvégrs the needs of
others.

The transformational research emphasizes techniques for helping masageent
develop a transformational style of leadership. Mentoring, coaching, and modelingcarently
mentioned as practices that help budding leaders become comfortable wikbattheiship
development and personal style, allowing them to develop a skill set incorporatingfrtiare

transformational qualities. The mentoring process allows the new lead#izethe mentor as a
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sounding board for ideas on how to become a more effective leader, allowing the dgvelopin
leader to internalize the process of leadership into his or her sense of self.

Credibility and integrity are cornerstones of effective leadershspltieg in follower
trust and enhanced job satisfaction. Good leaders have an integrated sense bdiself tha
independent of the social context of the organization and that encourages a balaeer bet
vision and values, on the one hand, and follower dissent and creative input on the other (Tourish,
2008). The leader so described is transformational when possible and transa¢tenal w
necessary. Such an effective and trusted leader has leveraged a bicahdoetndation and

developed it into an integrated, mature leadership style.

Ethics in leadership

Nonprofits more frequently than for-profit businesses are influenced byission
statements, which often spell out the values deemed important for the organizalevelaped
by those most dedicated to it—its leaders and boards of directors. These values dtbosn
that frame the actions of and decisions made by its directors. Ethics irslepdee important
for all businesses but particularly influential in the business and leadership of tsnprof

The one area that remains unique to social work in general—and hence deserves
recognition by those involved in leader selection for social work nonprofits—is thedncus
ethics within the field. The National Association of Social Workers’ (NASW, 1888 of
ethics is the standard for the ethical performance of employment duteaswhken involved in
other, nonpaid roles, such as volunteering, social workers are expected to adheeedthtbal
principles. Ethics can be defined as the professional rules of conduct (Me&€amthat
govern the workers’ behavior while functioning in a social work role. Othleisfa nonprofit
leadership training do not have the same well-defined codes of conduct.
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These ethical standards are based on the core values we embrace a®sdaisl w
service, social justice, the dignity and worth of the person, the importance of human
relationships, integrity, and competence. These central values and ethicil@silay the
foundation for social works’ ethical NASW standards, which outline best praetittes the
field: commitment to clients, informed consent, and competence, among others.ibnatidly
outline standards of ethical personal behavior, influencing such areas adsonhfhterest,
sexual relationships with clients, and physical contact with clients.¥itia¢ standards outline
behavioral expectations regarding advocacy for clients, support of colleagpesjsory
relationships, and the like.

While these standards are comprehensive in their outline of expected ethivabbiepha
individual direct service workers (NASW, 2003), they are much less inclusiveras tdrthe
expected behaviors of the organization as a whole or of its leadership. One docunua@sha
begin to outline organizational ethics is the Code of Ethics Developed by CathdaiiteSha
USA (CCUSA, 1997). While some of the ethical standards outlined in this document are
explicitly religious in nature, many can be adapted to non-Catholic or otherwissigiomis
organizations. The underlying values in this document are similar to those delibgdhe
NASW. For example, social justice, service to others, advocacy, freedom, a riisgem
approach, self-determination, and the intrinsic value of the human being are sbmgalties
espoused by both documents (CCUSA; NASW). While not identical in verbiage, the two are
remarkably similar in intent.

An organization’s values, which represent its expected actions, are in both documents
further developed into the ethical principles underlying those expected behali®tandards

identify high-quality, consistent performance for the organization asriesaut its mission.
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This mission-driven focus applies to service to individuals, families, or comngnoiyps, and

the ethical behavior is expected of individuals at whatever level within the caganjZrom
members of the board of directors to leaders to staff at whatever levebahgadaility all the

way down to volunteers. Taken together, the combined standards from NASW and CCiSA for
a solid foundation for leadership ethics.

Ethics in leadership may be defined as the unique melding of individual ethics and the
values and ethics of the organization within which leaders perform their dutissniEngection
of individual ethics and organizational values and ethics forms a distinctivegearEthics and
values from the two sources need to function in congruence if the leader is to beetbarabs
(Holland & Cook, 1983).

While the leader’s “fit” within the organization’s unique work environment iscatfito
the development of effective organizational leadership, most organizations have neithe
formulated an association code that offers guidance nor compiled forntenvgiidelines
concerning the agency'’s values and actions (Jurkiewicz & Massey, 1998).ttd¢o moav
unintentionally, this leaves the agency leader(s) and board of directors atetlog developers
of organizational ethics and values (Holland & Cook, 1983).In addition, this deficit lde/es
organization vulnerable to changes in direction based upon the turnover of decision-making
persons.

While the NASW code of ethics is clear in its direction and useful for the penoerof
a social worker’s routine employment responsibilities, the principles dowayshelp social
workers resolve ethical dilemmas (Hartwell 2006; Freud & Krug, 2002), which negsieintly
occur when the appropriate course of action is not readily apparent. To complicateatien,

the underlying beliefs and core values held by individual social workersahBvitome into
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play in ethical decision making (Meacham, 2007).The organization’s culturesdidhiith the
social workers personal beliefs may help with the individual social wortecision making
process and capabilities. The interplay of the worker’s ethics and valdi¢isad of the
organization may make the decisions less of a dilemma for the worker.

It is not unusual for a worker to be faced with seemingly “win-lose” options, @itraary
of which will harm one client more than another. In such a situation, a decision neached
by determining the more vulnerable population (i.e., children vs. adults). Dialagardiregy the
case situation will also help the social worker become more comfortable ingrihkitough
choices. This dialogue can be with the client, with other social workers, andi®upirvisors
(Dabby, et al., 2008). Current laws may provide additional information to help therwaoke
beyond the impasse. The organizational culture and fit for the social workpravide support
in the decision making process.

Such ethical dilemmas or difficult decisions generally involve a mixture oibidasic
models for ethical decision making: teleology and deontology (Hartwell, 2006 hisi®a2007).
Teleologists by definition attempt to make decisions based upon the foreseeabtpiennss
(Hartwell). Utilitarianism uses these expected outcomes as a mapastick and then
determines the maximum good that can be achieved by one choice over anothdt;thes, w
decision benefit the greatest number of people?(Meacham). Deontology, on thHeaather
maintains that decisions in and of themselves are inherently right or wrong.tWbetbeories
reflect the difference between considerations of outcome and focus upon processon-deci
making. For deontologists, the process of arriving at a decision is as valsi#ivdedecision

itself (Hartwell).
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This further emphasizes the need for congruence between the worker’s etlhatarid t
the organization. Should this correspondence fail to exist, the agency willisle @t a daily
basis, since workers in the direct service arena make most of the ethiselrdeon the
agency'’s behalf. The value of the NASW code of ethics and the need for systasiatittion
on that code for budding social workers cannot be overemphasized (Reamer, 1998).What then is
the role of the organization’s leadership?

At a higher level, the ethics and value systems of the leader and those of tieatioga
must also be in congruence if the leader is to serve the organization well aisgiprafity. The
interpretation of the external authority for an agency is the joint accolitytabthe leader(s)
and the board of directors (Holland & Cook, 1983). This interpretation constitutes ithébas
the agency’s very existence and leads to the development of its mission and wision—t
underpinnings of any nonprofit agency.

The professional orientations, however, go beyond ethics and values to include such areas
as accountability, financial know-how, technological proficiency, competence, arall ove
effectiveness within the leadership role (Berman, 1999). In particular, thty &bilievelop and
promote a vision for the organization is often demanded of nonprofit leaders. This vision is
heavily influenced by the ethics and values of the organization, to which anveffeatiprofit
leader must offer ongoing adherence. Again, this speaks to the absolute netessityng a
leader’s values and ethics with those of the organization. When this congruemsng or
compromised, an organization is at risk of employing an unauthentic leade&(Baggio,
2006)—one who is, for example, more focused upon personal gain than upon the greater

organizational good (Bass & Riggio, 2006; Jurkiewicz & Massey, 1998; Hardina, 2004). The
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effectiveness of an organizational leader is directly related tolitealetlecision making of that
leader (Jurkiewicz & Massey).

Research findings within the fields of ethics and leadership offer seestgbtactice
models for leadership effectiveness. Leaders can promote ethical behaler entployees by
offering clear communication regarding such behavior, by modeling it, afatbsing upon
promotion of the organizational agenda above their own personal (leadership) &yemaa (
2005; Brown, 2006). Leaders with a strong personal commitment to organizational iethics a
viewed by followers (employees) as competent.

The socialized, charismatic leader both conveys and exemplifies ethicaidveiral
values (Brown & Trevifio, 2006). This, in turn, motivates employees to display fewaraahet
behaviors, and both staff (followers) and leaders become more congrueritenrdiues of the
organization. Leaders who display honesty, fairness, consideration, and enp&pgst, along
with a willingness to give employees a voice in organizational actions, witidoe successful in
creating an ethical organization (Brown & Trevifio; Cha & Edmundson, 2006). Widsrdea
model transparency, promote a fair working environment, and demonstrate cancern f
employees, research shows that followers respond positively.

Modeling behavior is itself a best practice (Brown & Trevifio, 2006). The deaialing
process helps employers become aware of ethical standards and promaieseraarit of
ethical employee behavior (Brown, Trevifio, & Harrison 2005). When leaders arassethical,
the norms and values of the organization will promote ethical behavior at evéryleve
promotion of ethics is also improved when leaders foster clear communication \pithyees

(Brown, 2005). Reinforcement of ethical behavior facilitates more etheteiviior, causing it to
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become the norm. Leaders do well, then, to reward ethical conduct and to disciplthéhatsta
fails to practice consistent principled conduct (Brown, Trevifio, & Harrison)

Ethical behavior on the part of leaders results in their being perceivetldweis as
both effective and legitimate. Leaders who treat followers/emplogggsdnd with
consideration reinforce ethical behavior in their staff (Brown, 2005), with theveositle effect
that the employees become more likely to report issues to the leaders.secettério followers
exert extra effort at work and are willing to go above and beyond the call ahdihiir
performance (Brown; Bass & Riggio, 2006). As a result of the ethical job enwranfollowers
experience a social exchange for their work performance, resulting isedesatisfaction and
validation that goes beyond the expected economic or monetary exchange (Brown, 2006)
Research also shows that when the moral intensity of the environment is high, the leade
involvement and influence are more impactful.

The benefits of ethical, moral-value driven leadership (which | advocae do
significant area in which MSWs have an edge, whether or not this is always oodenst
recognized by those responsible for leadership selection) mirror thoseezspgusoth the
charismatic and transformational leadership models. Without ethics, chcissadership
becomes narcissistic in nature (Yukl, 2006), resulting in the leader promoting persona
advancement rather than overall organizational good. Leaders who are uneathsalf-docused
are considered under the transformational model to be inauthentic (Basgi&, R@06), and the
overall good of the organization is neither developed nor promoted under their direction.
Research continues to “provide compelling empirical evidence that exeptieferring
principled ethical reasoning are more likely to be effective” (Jurkiewdz\assey, 1998, p.

181).
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Social workers are routinely trained in values, ethics, and the principlexitibbm.
Most are drawn to the field of social work in the first place by the unique combinatiatesira
to help others and a personal belief system that promotes both service and ethieai. beha
Ethics training helps prepare social workers to become ethical cliniciasssarhe ethical
training can be useful to social workers who will eventually rise to leaggpshitions at
whatever level within their organizations. Ethics is a fundamental qualityeattiet leadership,

and the social work profession uniquely prepares the future leader for this aspiesttain.

The Hartford Foundation leadership model: an outlire for action

The field of social work in founded on the mission and values of enhancing human
wellbeing and helping to meet the basic human needs of all people partitubagywho are,
vulnerable by helping them function successfully in our communities(NASW, 2008).
Communicating and accomplishing our commitment to this goal of helping ethiebgcome
the responsibility for future social workers. Leadership education is aianka tool to
attaining these goals (Patti, 2003).Without providing education within the iratties area of
leadership qualities, we force our colleagues to struggle to find their otvr\gatas educators
owe it to those within the field to develop and mentor our students to make leadership
development a clear path newly trained social workers may choose to follow. Ss&h a t
requires a paradigm of leadership that goes beyond a mere transactaimmaigieip between
educator and student (Bass, 1985).The Hartford Foundation (Annual Report, 2008) offers a
model of leadership training and support that they report has been successful. Thifounda
believes that leaders need special support and nurturing as well as sgnifig.tBasic

premises are that leadership skills can be acquired and that they are ndadeaable, and
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teachable. Key characteristics for new leaders are identified asatiedesire, and ability to
lead.

The Hartford Foundation (2008) focuses its leadership development efforts upon
supporting and training social workers, nurses, and physicians who are treatilgtlyeaed
their families. Its members have felt that this focus will greatly awporganizational response
to the elderly and develop organizations that are innovative and responsive to thedsc# nee
clients and their communities. The Hartford Foundation (Hartford) has developedehthat
identifies four key components in the preparation of future leaders: fornmahgr,anentoring,
peer networking, and “answering the call.”

Formal training is provided in the area of leadership or administration. Ttiéspe
components of the training include focus upon personnel, finance, developing and maintaining
budgets, fundraising, and strategic planning (Hartford, 2008). While these i éatseded
“foundational,” this training model acknowledges that there is additiorde:tship attributes
needed in order to be successful. Leaders must demonstrate a desire to leaddehe aha
organization by being innovative, by functioning as a change agent or catalysthdpg lbeam
player, and by manifesting willingness to promote organizational leanmitggpersonal
communication, creative risk-taking, self-knowledge, the ability to inspivers, and strategic
vision are other significant attributes to be developed and nurtured (Bass & Riggio).

Mentoring is another key component identified as critical to developing stidcess
leaders (Bass &Riggio; Hartford Foundation). Through the mentoring process, kgeaied
expertise are shared and networking and goal formulation are developed. Mé&etatse

newly developing leaders credibility, the sharing of ideas, growth bppbes, and assistance in
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career development. It is important to do everything possible to ensure in adgmockraatch
between mentor and mentee.

Peer networking refers to a supportive process identified to assisigt@keby sharing
ideas, providing feedback, building self-confidence, and facilitating conttcchelpful
resources. This process prevents the isolation often felt by leaders as kieethenasky and
challenging decisions that are necessary to promote change. Hartford priogidgadture to
promote networking opportunities.

The final—and perhaps the most important—key component is dubbed “answering the
call” (Hartford, 2008). Leaders self-select and answer the question, \ghimgsto act?

Effective leaders are those who are willing to run the risk of taking action—ug domething.
During the course of leading the organization they use their creative tahehitsstincts to the
benefit of others. The Hartford Foundation model could become the outline for action in the

schools of social work, if we are open to being innovative, creative, and willing to lead.

Summary and conceptual framework

This exploratory research project is aimed at determining how MSWl seaikers have
become leaders of nonprofits and how they have learned to lead. By interviewkddodSnic
hope to glean information that might help other social workers become leaderstHadimge
reviewed theories and their concepts about leadership, the interview procesd fotus
exploring and garnering a working knowledge of leadership development in 18 noh|Bu¥i
CEOs.

The paradigms of transformational leadership (Bass & Avolio, 1995), the Hartfor
Foundation training model (2008), and ethics in social work leadership, melded together, f
the background information leading me to the development of the semi-structureiéwwte
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guide, data collection tools, project methodology and process, and categorig¢a foralgsis

that is detailed in Chapter 3. Together these models and their concepts offer a umguefka

for delving into the personal stories of MSWs who have become leaders of nonpmiitthey
became leaders, the tools and techniques they used, and any help and encouragemant they ma
have received along the way—all were gleaned from the subject interoieusing these

models and concepts of leadership as a basis for questions and concept developmant. We

turn to the methodology chapter and how the interviews were used to develop the data.
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Chapter 3: Methodology

Introduction

This research project is an exploratory study designed to interview MSWs wo ha
become CEOs of nonprofits in the hope of learning from their journeys how theyeébecam
leaders, helpful tools/techniques discovered by the subjects, and lessons tliayveni@arned.
Through the processing of interviewing 18 MSW Cosmic have been able to glean this
information and have gone on to explore, categorize, and analyze the data fortttagmes
allowed for the explorations of similarities and differences in thetideship journeys.

This methodology chapter will include information regarding the researchgsex and
steps taken to complete this exploratory leadership project. The followig\&ilebe
presented: rationale for qualitative approach, description of the research,safopieation /
data to be collected, research design, data collection method, analysis ansisphtiega,
ethical considerations, validity of study coding and design, and a summary e$¢aech
process. We begin with the discussion of the use of the qualitative approach in this projec
Rationale for research design

The aim of this study was to glean, catalog, and analyze information by eloitagthe
journeys of social work leaders. This multi-case study of 18 leaders whdgrdasign,
allowing for careful documentation of each interviewee’s journey to Ishiger

This project was designed according to the social constructivism thdoon{Berg &
Volpe, 2008), which allows the researcher to explore a problem by placing themesihmn
the social context of the subject’s life or journey. The social context aftowviise careful
consideration of the subject’s personal culture, family of origin, persomairgastyle, etc., as

part of the process of collecting the information needed to inform and develop trehatata.
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Qualitative research allows for the exploration of subjects and data witheontext of
society, culture, and social processes over time and space (Rubin & Babbie, 2G0g)oddss
enhances the ability of the researcher to develop a deeper understartdenopffrmation
presented by the subjects while in their own environments, permitting the reserabeted in
a flexible and responsive manner and allowing the researcher to maket#resobservations
and go on to develop conclusions leading to more observations and generalizatidhg from
data. This process develops a rich, in-depth picture of social phenomena—quigaidiften
the results of a quantitative research process of the same events. Makiegsthe ongoing
gualitative research process is fully as important as the end product or. tesshtsrt,
gualitative research allows the researcher to record the subtleties acdsabthe data
collection process (Bloomberg & Volpe, 2008).

This multi-case study design relied on the process of interviewingdadraad analyzes
personal accounts of the ways in which particular leaders learned and honecthegsulting
in an enhanced understanding of the intricacies of their unique career pattetsig. By
carefully recording and analyzing their personal histories, informatasngleaned that may
inform the field of social work on possible educational concepts and methods of learning fo
future social work leaders.

A carefully crafted survey could have been developed to collect data. Howewerew s
would not have captured the details and nuances of lessons learned by thesadeaders
effectively as one-on-one, in-depth interviews. The interview process allbweaaterviewer to
ask and record information regarding the details of each executive’s peggpagences, to
probe in order to clarify concepts and issues during the dialogue, and to record thies @dntex

the experiences. The executives’ reasons for becoming leaders, the teegdreve learned
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along the way and their personal experience of effective methods faningdeaders and
functioning within that role were more readily gleaned through the inteqieeess. This detail
would have been largely absent from the results of surveys, which by their natuse capture
the more in-depth information we seek to learn about leadership formation, nor wowdya sur
format have allowed these leaders to use their own words. Thus the data aeddyitheir
voices, and | would contend that the richness of the data developed from the in-pers@wstervi
will result in the discovery of information that may be valuable to the field@swork and its
future training of leaders.
The research sample

A criterion sampling method (Bloomberg & Volpe, 2008) was used to select thetsubjec
for this exploratory project. All were master’s-degreed social work gtesli{@Sws) and
current chief executive officers of nonprofits located within the stateidfityan. The
purposeful selection process allowed for a degree of commonality that fedilm@aningful
analysis of similarities and differences within the group.

Locating criteria-specific subjects involved a process of scanning agearohenship
lists of statewide advocacy/membership groups for human service nonpsofisl] as of
considering self-referrals and identifying executives known me frormauowal work associations
or referred by others to me.

Executives meeting the criteria listed above were then contacted Hy @moaie, or in
person to request their participation in the study(see sample email, Appgndir Bmails
outlined in general the study process and goal, confirmed the criterisagcks inclusion in

the project, presented a brief descriptive outline of the process (i.e., wéasteng from 1 to
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1.5 hours, held at a time and location convenient for subject), mentioned the recording and
transcribing of the interview, and assured confidentiality.

Subjects meeting the criteria sampling guidelines were selstawtlusion in this
project on a “first-come” basis (with the exception that | deliberatalgist an even mix of men
and women).The informed consent form was emailed to prospective participastadar prior
to scheduling of the interview meeting. All subjects signed the IRBsapgdrinformed consent
document (see Appendix C) before the interview was conducted to indicate yhaadhagreed
to be included in the project. Once the initial project review was completed andjbet vad
agreed to participate, the interview was scheduled.

Although all of the participants met the above listed criteria, there ineveable
differences in the ages of the subjects, MSW schools attended, the lengtetsabjects had
been in their CEO positions, etc. These differences were analyzed for patepgict on the
data as the coding and exploration of the interviews took place and will be repdCteapter 4,
the results section. As previously mentioned the MSW School attended by thésswhg oot
considered for analysis in this project.

Demographic information on subjects

All subjects were asked to fill out a basic demographic questionnaire éskeedeip
survey/questionnaire, Appendix D), generally at the beginning of the intepvamsss.
Occasionally, due to considerations regarding the CEQO’s schedule, tbhgrdehic information
was gathered after the interview via subsequent emails or phone calls orrigythawsubject
enter the information directly into the survey monkey (after signinghtbemed consent form).

This baseline information gathered from each subject will be summarized.
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Semi-structured interviews were completed with all 18 subjects. Tabl® 3allow,
displays a summary of the characteristics of the respondents. As mentionethpleeveas split
evenly between men and women; | specifically sought this balance in the hepertihg
gender issues evenly.

The subjects tended to be older, their ages ranging from 46 to 68.Two were baeveen t
ages of 46 and 50, 4 between 51 and 55, 6 between 56 and 60, 5 between 61 and 65, and 1 older
than 65.

A majority participants had received their MSWSs from Michigan univessitigh
graduation dates ranging from 1971 to 2007.0ne subject had attended Grand Vadley Sta
University, 2 Michigan State, 6 the University of Michigan, 5 Wayne State, anelsBvid
Michigan University. One subject obtained their degree outside of Michididout 2
completed their MSW more thanl15 years ago. One subject completed the MS&/190, 4
between 1971 and 1975, 7 between 1976 and 1980, 3 between 1981 and 1985, and 1 between
1991 and 1995.0ne subject graduated in 2007.Thus the sample was comprised primarily of
individuals who have been out of school and in the workforce for some time. Three subjects also
indicated that they hold other degrees, and 9 reported other training outsidevihddgfee,

including the Harvard executive program and grant writing.

Table 3.1
Summary of sample demographics

Variable Frequency Percentage of Sample
Gender

Male 9 50

Female 9 50
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Table 3.1 (cont.d).

Age

46-50 2 111
51-55 4 22.2
56-60 6 33.3
61-65 5 27.8
65 and Older 1 5.6
MSW School

Grand Valley State 1 5.6
Michigan State 2 111
University of Michigan 6 33.3
Wayne State 5 27.8
Western Michigan 3 16.7
Outside of Michigan 1 5.6
Year of Graduation (MSW)

1966-1970 1 5.6
1971-1975 4 22.2
1976-1980 7 38.9
1981-1985 3 16.7
1986-1990 0 0.0
1991-1995 1 5.6
Since 1995 2 11.1
Note: N = 18.

Information collected

In documenting the leadership journeys of the 18 Michigan-based CEOs of naniprofit
the social work arena, the interview questions focused on the contexts of theg. Stbase
contexts included the demographic information about the subjects and their agencies, thei
perceptions of their leadership journeys, and information about their leadershijeecger

based on the three theoretical models used to inform the conceptual framework fostioasjue
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The transformational leadership model (Bass and Riggio, 2006), the Hartford traomcadel
for leadership training (Annual Report, 2008), and the ethics theoretical moeelsest to
develop the semi-structured interview questions or guidelines. These contpgtinel to
develop and frame the analysis of the information gathered in this project.
Agency contextual information

The agencies represented by these CEOs varied by revenue size, numigopées,
geographic service area, location where service was provided, main offiteripnamber of
additional locations, sources of funding, service provision, and affiliation. Tablenthiaizes
the kinds of organizations the subjects in the sample were leading. Ak athtd the subjects
are located in Michigan, and their respective locations cover an approxangeeof 150 miles
and encompass three major urban areas (Grand Rapids, Lansing, and greatertaretropol
Detroit), as well as several smaller, more rural areas (theselxxate not mentioned in the
interest of maintaining confidentiality for these subjects and their agencie

The variance in size of agency is also seen in the revenues. The agemessnied a
range of revenue from under $1 million to over $50 million. Only 1 subject directs a ribnprof
with annual revenues of less than$1 million. Two are CEOs of organizatitm$ivio $2
million in annual revenue, 4 are CEOs of agencies with $2 to $3 million, 1is a CEO of a
nonprofit with $5 to $10 million, 5 are CEOs of an agency with $10 to $15 million, 2 are CEO’s
of organizations with $15 to $20 million, and 2 are CEOs of agencies with haylesues. The
sources of this revenue are listed as predominately governmental fundilegth&lievenues
come primarily from state government, in some cases it also inclutkalfeollars. Other
revenue sources are cited as private fundraising dollars and privagnice, including

Medicare, Medicaid, HMOs, etc.
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There is also a considerable range in the number of employee employednonprofits
from which the subjects were recruited. Eight direct nonprofits with 50 or fewer
employees,3agencies with 51-100 employees,4organizations with 101-200 employees,2
nonprofits with 201-500 employees, and 1 comes from a larger agency with over 500 staff.

The geographic coverage of the subject agencies varies as well, from seswviglg a
county to statewide jurisdiction. The regions represented include lantggem counties, such as
Wayne and Oakland Counties, as well as smaller, rural areas likeaSkeand Mecosta
Counties. At the same time, each agency tends to have only 1 or a few offiges thie state.
Nine subjects represent organizations with only 1 office; 4agencies witlt@spf8nonprofits

with 3 to 10 offices; and 2 larger, multi-location organizations.

Table 3.2

Summary of nonprofit organizations

Variable Frequency Percentage of Sample

Number of Employees

8 44.4
1-50
51-100 3 16.7
101-200 4 22.2
201-500 2 11.1
Over 500 1 5.6
Agency Revenue

1 5.6
Under $1 Million
$1-2 Million 2 11.1
$2-3 Million 4 22.2
$3-5 Million 1 5.6
$5-10 Million 5 27.8
$10-15 Million 1 5.6
$15-20 Million 2 11.1
Over $20 Million 2 11.1
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Table 3.2 (cont'd).

Number of Locations

1 9 50
2 4 22.2
3-10 3 16.7
11-20 0 0.0
21-30 2 111

The revenue sources often determine the types of services the agenciespndwate
are wide ranging. The nonprofits represented include (1) fundrastugdéd agencies (which
provide funding to other community agencies for the provision of services); (2)iesy&rat
provide community mental health services for the persistently, chronmelyally ill and/or for
clients with developmental disabilities; (3) organizations that offer outpdtehavioral / mental
health services (including substance abuse services); (4) child welfamesggroviding foster
care, adoption, in-home family preservation services, and residential housihdder); (5)
nonprofits offering housing improvement /sustainability/poverty prevention senaad (6)
organizations specializing in elder care (including end-of-life support).

Affiliations listed by the subjects also are varied. Most listatesnembership groups,
national affiliations aligned with their respective religious foundatiand national affiliations
due to their service type.

Perceptual and theoretical information gathering

The perceptions of the subjects were the focus of this exploratory studyfdimeation

desired from the interviews in this regard focused on how they became |éadetkey learned

to lead, and how they developed their skills.
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| developed and utilized a semi-structured interview guide to identify and explor
leadership concepts presented in the literature, as well as other, @batsdrttroduced by the
subjects. The open-ended questions served to guide and frame the interview process, while
allowing the interviewer to add impromptu, probing follow-up questions for datidin, detail,
and personalization. Throughout the process | guided the subjects to speak to théntople-at
leadership and its development for them on a personal level.

All answers to the perception and probing theoretical questions were recorded and
transcribed for accuracy and to facilitate analysis. | asked tlstigu®in the same basic order,
unless the interviewee mentioned a subject and | chose to probe at that opportune moment
Whether or not the sequence was varied in this way, all topics were discussedrduring t
interview with all of the subjects. See Appendix E for the interview guidepifideess of the

subject interviews are reported in more detail in Chapter 4 under Results.

Overview: research design

Project approval

Once the theoretical framework for this project was chosen, | began aguodce
discussions with the dissertation committee to develop possible research guéstion
conceptual framework, and research design. The next step was the developmeseoi-the
structured interview guideline, based on the theoretical literature mtteldemographic
guestionnaire; and the agency profile (combined into leadership survey, AppendixeD). Aft
generating the interview questions, | discussed them with the ca@amgmbers separately and
again in a group context. The next step was to apply for and receive IRB/adpr the project
(IRB approval letter dated July 2, 2010). which included the informed consent document to be

signed by all subjects(see Appendix C), as well as the confidentialégragnt, to be signed by
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the assistant/transcriptionist and the secondary coder/statigd@pandix G). The secondary
coder/statistician did not know the subjects’ identities or agency informasdhe identifying
information was first redacted from the transcribed interviews and projeamation.

Data collection methods

| chose the semi-structured interview process for collectingfdathis project because it
allowed for the collection of the in-depth information needed to answer theatesgastions:
How do MSWs become leaders of nonprofits, and how do they learn to lead? | developed the
interview questions using the theoretical literature models to help frame these guestions
regarding mentoring, peer networking, training, and the personal decision toebadteader
were developed from the Hartford Foundation training model, while the questiandingg
ethics and their use were developed from the literature surrounding ethicsnaifwrtnational
leadership. The style of the leadership questions were developed froangfertnational
leadership model of Bass and Riggio (2006). All questions were open-ended to gacbera
most personal and detailed possible response from the subjects.

Once consensus regarding the questions was reached between the dissematitiee
and me, and IRB approval for the project was received, | performed a pilot testinterview
instruments and guide. The field test of the interview questions was conducted on twis subje
who, while not meeting the current sampling criteria, had been CEOs of nonanafits
possessed a master’s degree. The subjects were interviewed in persarwarthsettings, and
their feedback helped to improve both the interview questions and the process. thettest
subjects had recommendations for improving the project. Among them weretsugges
present a more detailed overview of the project; to spend more time making e\ge

comfortable by encouraging small talk, etc., regarding the project; and to ladidirst question
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to be open-ended in order to encourage the respondents to relax and relate thed theails
own journeys.

As mentioned earlier, interviews using open-ended questions allow for the gle&ning
information surrounding the subjects’ personal life story, perceptions and dg@mogra
information. Subjects are able to tell their stories and develop a personaisnatheir
journeys. The subjects were frequently asked to comment retrospectivebflantively on
their life histories as they relate to their leadership journeys, and éneiéwer encouraged
them to extract meaning from their own experiences.

As outlined earlier, prospective subjects were identified for this projet usi
membership lists of statewide organizations, self-referral, reddraah others, and contacts with
colleagues with knowledge of the research project. Once | had identifiediglosebjects, |
contacted each of them by email, phone, or in person. Subsequently, a mutuadliplagree
interview date, time, and place were established. | asked each subjecptetearpersonal
demographic questionnaire, as well as an agency informational/contextual quéstiithese
guestionnaires are combined on the leadership survey; see Appendix D). Demogragtlingue
included the subjects’ personal information such as age, race, date of birth, gentiet
information, schools attended and other special training. Agency informationesliecluded
number of employees, agency size by revenue, locations/geographic covejagdé,mading
sources, major services provided and affiliations. All interviews were cteslurcprivate
meetings between the interviewee and me, with the interviews recordeslite eccuracy of
reporting. The recordings were transcribed verbatim for coding purposes.

Each interview was conducted at a site mutually agreed upon between the subject a

myself. The location was discussed ahead of the interview and determined wimelividaal
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appointment time was set with the subject. Fourteen interviews were heldiifitbeof the
subject, 1 in a subject’'s home at their request, 2 at another agreed-upon ity amdstaurant

(a location selected by the subject).

Data safeguards / confidentiality

Maintaining the confidentiality of the subjects and safeguarding datapagamount
considerations during the research process, which allowed for and malriteese safeguards
throughout the interview and data analysis. These voluntary subjects needed bgdiotedied
and to be educated about the research process in which they were agresgage®o Although
there were no anticipated negative consequences for subjects in termsigfgteni, | made
every effort to provide safeguards. Following is a description of thesaireeass they relate to
the data, subject identity, agency information, and personal information.

As stated earlier, all subjects voluntarily signed an informed consentagrebefore
the interview process commenced and the personal demographic and agentatiofowvas
collected. Every effort was made to protect the subjects’ information and idenatygregating
the data and not sharing data outside the research team. The identity of thersgealsp kept
confidential throughout the research process.

Subsequent to the pilot interviews, | began to set up and conduct the 18 interviews with
the selected subjects. The interviews were conducted from mid-July to mid-No26dthas
stated above; all interviews were recorded and transcribed for accunacy. T
assistant/transcriptionist and assistant coder/statistician sign&Baapproved confidentiality
agreement (see Appendix G), consenting to maintain in confidence the intervieeregg and

their personal/agency information. As indicated, the assistant/transcsptiemoved the
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identity of all the subjects, assigning each a number for identification psisusthat the
second coder /statistician did not know the identity of the interview subjects.

The recorded interviews and transcriptions were downloaded onto an external drive,
which was maintained at my office in a locked file drawer (the computer hdlngsearch
information is also maintained in my locked office). In addition, per IRB rements, |
maintained in my university office a listing of all research subjeuisizeir confidential ID
numbers. After the subject had signed the informed consent form, the assastserifitionist
and | inputted the demographic and agency information into an online survey colléetion s
which was password-protected and guaranteed secure by the site developeghjéct
requested to input their own data, after which collected and forwarded thig svorenation to
the second coder for analysis without any identifying information.

Data analysis and synthesis

The initial interview question was open-ended, allowing the subjects the opporbunity t
tell their story as they remembered it and with their own emphasis on whaetragd to be
important. The subjects could begin their story at that point in their life thetp fedtve been the
beginning of their path to leadership. The leadership training model developexitbgrtford
Foundation, the ethics concepts and Bass’s transformational leadershipaagebelpful in
developing the follow-up interview questions and in categorizing the subject&i@g he four
concepts in the Hartford leadership development model—mentoring, peer negyérkimal
training, and the call to lead—qguided the development of follow-up questions to probe with the
subjects the processes they utilized along their path to leadership. The developimedesires
and skills leading the interviewees to become the leaders of nonprofits wakeckand

categorized, with a focus on the Hartford Foundation leadership training corfoepigers to
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guestions about how their career paths developed identified how frequently the foeptson
proved helpful to the executives in advancing their leadership skills. In addition, theropesh
guestions in the interview guide allowed the respondents to identify other helpfubtsotiey
had acquired along the way.

The interviews recorded each subject’s background, motivation for becominga leade
and personal style of leadership. | asked additional questions regarding tietses in their
work, the decision to become a leader, training received beyond the MSW. The leadgeship s
discussion was preceded by my giving the subject the concept definitioremkiotmational
and transactional leadership using the model outlined by Bass and Riggio (2006). SeexAppendi
E for the complete interview guide. | used the open-ended interview format, wbiekdthe
subjects to identify any other concepts, skills, or ideas that had helped thero leacdh The
coding of the interviews afforded me an opportunity to identify similar or divethentes and
ideas throughout their personal journeys.

Coding the interviews

Once the interviews had been transcribed, | began by reading and reuilegvitrst four
interviews (all of which were reviewed several times). During thiglmrocess, | began
identifying similar concepts from the interviews and this process leaé tetlrelopment of
preliminary coding categories and definitions. | developed a draft coding sch&ting,the
coding labels and developing definitions for the codes, after which she sent thethen t
secondary coder for review and discussion. After the assistant coder haddsodeaded the
first 4 interviews for comparison and discussion, the two coders conferred andetistiess
points at which the largest discrepancies had occurred with regard tithe codiegtdabels. It

was discovered that one coder was not identifying all of the leadership formatioadensihep
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style categories. After discussing the reasons for the differemeggroach and agreeing on
what constituted a mention, the remaining interviews were coded.

Once this initial coding and discussion process was concluded, the coding assistant a
coded the remaining 14 interviews individually and without discussion. The two of us
independently read the interviews and coded each variable with either a yegingdttat the
respondent had made reference to a concept, or a no, indicating that the respondent did not. An
assessment of the final coding showed a convergence between us as more swezwew
completed. That is, by the final interviews the two of us were quite consistant @hoices.

Following the coding, the two coders examined points of disagreement and discusse
how to reconcile the discrepancies. The Self-care category turned out tdtleaxelevance
across interviews and was dropped. In addition, the coders identified a good deal pf overla
among certain other categories and chose to combine the data where appi®peiftically,
Give-back Mentoring and Coaching were combined into a single Give-back Mentariable;
Lifelong Learner and Seeking Improvement were combined into a singlerigfeearner
variable; on the job and Community-based Training were combined into a singlaJra
variable; and Outside Social Work and Community Collaboration were combined intflea s
Outside Activity variable. | then reviewed the remaining discregaremd recommended to the
secondary coder the results of the final review of coding. That is to say thdelarfinal
recommendation to record the category either as a mention or not as a natitre
secondary coder changed the scoring. The Cohen’s kappa was determined basgttiah the
scoring decisions and were not rerun based on the narrowing down or collapsingbafithe

variables. The inter-coder reliabilities will be reported later in tlethodology section.
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The secondary coding assistant helped to ensure the reliability, ywadiakt
generalizability of the project results. As the process of code developnsestidwan, the coding
of the interviews was a thoughtful, iterative process, linking threads of stregaaind
differences. The inter-coder reliability was determined as a rafsthlis research process and
will be reported later on in this methodology section. The small number of subjedisivihe
generalizability of the project results but may allow for extrapolatiosemilar situational
research.

The coding of the interviews allowed me to begin the process of clustegmgises of
the interviews into more holistic constructs and themes. As the coding occureginl to see
themes, similarities, and differences among the subjects’ leadeyshieys. Based on the
information analysis, | was able to begin the process of final-results deveiopfthe data
presented by the subjects, using the SPSS software results to analyzerthatioh presented.
Using SPSS, | was able to report out the number of subjects and the percentagebpéthe s
sample where the specific concept was identified or found in the subjeet\@emt. These
results and other project results are presented in Chapter 4 of this dissertation.

The subject responses were coded and organized into items that fall intody@riest
(1) life experience and leadership formation, (2) training, (3) leadershap @ty ethics, and (5)
other identified concepts. The subcategories under the category of lifeeexpsrand
influences on the subject’s leadership formation include national political ¢cowtak life
experiences, mentoring, peer networking, and the call to lead or leadersmapidor The
training category includes subcategories of MSW training and non-MSHihtyail he
leadership style category catalogs leadership concepts, including Bassformational

leadership model, while the ethics category explores the context of ethics lessdiership and
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how ethics are used by subjects. The other/miscellaneous category allthvesdataloging of
ideas and concepts presented extemporaneously by the subjects. All of thegeuiesainclude
additional concepts that were noted by the subjects. A complete listing andagixpiaf these

categories, subcategories, additional concepts, and descriptors is repbiteae 3.1 to follow.

Figure 3.1

Interview coding results—final selected variables

Life experience and influence on leadership formatin: Subject identifies
areas of work / experiences prior to becoming a CEO leader

National political content: Subject cites national events as influencing their
decisions to become social workers

Racial Injustice: cites topic as reason
Women'’s rights: cites topic as reason

Vietnam War: cites topic as reason

Early social work experience
Research:worked as a researcher or research assistant
Teacher/trainer: worked in teaching or training
Community organizing: worked with communities
Clinical: worked in a clinical setting providing social work
Public policy: worked in political arena

Advocacy: worked advocating for others

Mentoring: subject identifies adults in their lives who encouraged them to succeed in
life/ to apply themselves

Number of mentors:total number of mentors identified by the subject

Mentors helped: mentors encouraged subject to continue to grow/self-
actualize(i.e., go to school, become a leader/ take position, helped support subject
in their life experiences)
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Figure 3.1 (cont’'d).

Mentors early in career: mentors helped/encouraged them early in their career
prior to leadership position (i.e., in college or after graduation)

Give-back mentoring: subject mentioned mentoring others

Childhood mentors: subject mentioned that there was someone who mentored
them in grade school and/or high school

Peer networking

Have peer networking—yes/no:
Yes subject reports that they have peers who are helpful to them
No: subject reports that they do not have peers who are helpful to them

Utilizes peer networking regularly: subject regularly utilizes connecting with
peers

Seeks out peer networkingsubject reports that they seek out peer support

Work—peers are found at work: subject reports that peers are found at work or
from work associations

Personal—peers are found in family/friends:subject reports that support comes
from family/ personal friends (not work associates or other work-telate
colleagues)

Leadership formation (call to lead)

Childhood leadership / leadership early in life:subject recalls an experience as
a child (0-18) in which she or he led others with a task, goal, or team or school
project or in some other way answered the call to become leader

Didn’t pick to lead: subject expressed during interview a reluctance to assume a
leadership role

Pushed to lead:subject expressed that they we strongly encouraged by others to
take on a leadership role

Self-actualization/personal drive to leadsubject reports/identifies their drive to
be a leader

Activity outside of social work: uses leadership ability outside of regular work
role (i.e., in community processes)

Supervisory: reports being a supervisor earlier in their career
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Figure 3.1 (cont’'d).

Training

MSW training

Valuable: reports MSW valuable to leadership ability
Policy track: reports having taken social policy track in MSW training

Clinical track: reports having taken clinical track in MSW training

Other training impact: subject reports they had training other than the MSW (i.e.,
MBA, conferences, etc.)

Had training—Yes/no
Helpful: subject reports that the training was helpful to them
Outside MSW: subject reports other formal degrees (i.e., MBA, PhD)

Selected for program/honor:subject reports they were selected by outside entity
for training

Training: received training in the community/on the job

Lifelong learner: subject described a style of learning throughout their lifetime

Leadership style

Lift up staff: reports that they use the components of transformational leadership
as described by interviewer

Promote staff / self-actualization:subject reports that they motivate/inspire
staff; promote team spirit; and use innovation, creativity, coaching, and mentoring

Transactional: reports that they use rewards/coaching to motivate staff to
complete work products or projects

Relate to this business model—yes/no
Yes relates, reports using concepts
No: reports does not use concept or does not indicate agreement

Name another model—yes/no

Self-doubt/ still learning: reports doubts about leadership ability
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Figure 3.1 (cont’'d).

Boundaries: reports that boundaries are needed in leadership (i.e., between
themselves and staff, board of directors and staff)

Sharing leadership with staff: reports staff are encouraged to share leadership
(e.g., organizational decisions) within the community

Maturing leader/comfortable in their own skin: subject reports that they are
comfortable with the role of being a leader

Adversaries/utilize: mentions that they have difficult staff, work situations that
they have learned from

Ethics

Important—yes/no
Yes reports important to work
No: reports not important to work performance

Use ethics regularly on the jobsubject reports that ethics plays a part in their
job performance

Description of ethics:reports what ethics means to them

Part of who they are:describes ethics as second nature, ingrained and part of
who they are

Religion: Subject mentions religion as a concept
Yes: subject mentions religion and describes importance

No: subject does not mention religion

Other concepts identified

Multitasking: subject reports or describes the process of multitasking to get the
job done

Succession planningsubject mentions the need for planning for leadership
change when they leave

Male vs. female leadershipsubject mentions male and female differences in
leadership styles

Generational issues: gbject mentions age differences in leadership as important
(younger vs. older leaders and lessons learned)

65



Figure 3.1 (cont’'d).

Fundraising: subject reports that fundraising is an important issue in leadership
Inter-coder reliability

Tables 3.3 through 3.7 show assessments of inter-coder reliabilities i@ iterviews
organized by each of the five thematic groupings. Two statisticgpogted in each table. First,
the tables show the percentage of the 18 interviews in which the coders weremeagre
Second, the tables display Cohen’s kappa, where a score of 1 indicates pesfateat and a
number less than 0 indicates little or no agreement (Cohen, 1960). The kappa meaasure
developed to take into account agreement due simply to chance, which may make raw
percentages of agreement unduly optimistic. At the same time, Cohen’s kappaebdien
numbers that are unrealistically low (Gwet, 2008), making the statisticyaarservative. Both
numbers are presented in order to offer an upper and lower boundary on the level of the
agreement. Cohen’s kappa Inter-coder reliability scores of .8 and above is @mhexizellent,

.6 to .8 as good correspondence, .4 to .6 as moderately good, .2 to .4 as okay correspondence and
anything lower as poor correspondence (Altman, 1991).

The interviews varied considerably in overall length, from 50 minutes to over an hour
and a half. Although the interviews were semi-structured, meaning that thi®gsi@gere set in
advance, the answers were not predetermined, and the coders looked for refereacies t
category throughout the interviews. Thus, where disagreements occurreaetedypically
found to be the result of one coder missing a short discussion of a concept somevitretaavit
long transcript other than at the point of the question designed to elicit that kind ofaéorm

Given the length of the interviews, it is not surprising that the inter-codabitgiles are
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sometimes low (although they were—with one exception—always above 0). EiQuley
coders were able to reconcile disagreements to produce coding with which botatisied.

Table 3.3 shows the inter-coder reliabilities for life experience anéighip formation.
There are several subcategories within this table. First, many suthigotissed the national
political context during their growing-up years. The agreements weredrigiieSe items, with
the smallest kappa statistic being .753 for mentions of racial justice, dadtp@nsensus
occurred in the area of women'’s rights. The kappa was .870 for mentions of Vietnantl, Overa
12 subjects mentioned the political environment in which they grew up as importaet to lif
decisions they made.

Agreement was also high for most items related to early social workiexperThe
lowest kappa (.211) occurred for clinical work, where there were disagreeioentsf the 18
categories. Agreement was higher for the remaining items, rangmgafkappa of .471 for
teaching to a kappa of .870 for experience with public policy.

In the mentoring category, there were numerous disagreements aboubmgiatied a
childhood mentor, with kappa suggesting no agreement. The kappa for give-back mevasring
also low at .153, but it was higher for the other two items: early career méd@8) and how
mentors helped (.640).

In the area of peer networking, agreement was high overall. The kappa could not be
computed for two items—yes/no to having and/or utilizing a network—because inasagcbne
coder chose “yes” for every single subject (Cohen’s kappa requires vayriibitin both coders).
In both cases the coders disagreed on only a single subject. The lowest levedsokag

(kappa = .341) occurred for whether or not peers were found at work.
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Finally, for the “call to lead” subcategory, disagreements were hifipretste “didn’t
pick to lead” item (kappa = .065), the “personal drive to lead” item (kappa = .077), and the
“activity outside of work” item (kappa = .077). Agreement was high for childhoatkiship
(kappa = .727) and whether or not subjects had supervised others before becoming a leader

(kappa = .640).

Table 3.3

Inter-coder reliabilities for life experience and leadership formation variables

Variable Percent Agreement Cohen’s Kappa

National political content

Racial injustice .89 .753
Women's rights 1.00 1.00
Vietnam War .94 .870
Early social work experience

Research .89 .679
Teaching/trainer .83 A71
Community organizing .78 .556
Clinical 72 211
Public policy .94 .870
Advocacy .78 .507
Mentoring

Mentors helped .94 .640
Mentors early in career .89 438
Give-back mentoring .56 153
Childhood mentors .56 .000
Peer networking

Yes, have peer network .94 NA
Utilizes network regularly .94 NA
Seek out peer networking 72 400
Peers are family/friends 72 .458
Leadership formation (call to lead)

Childhood leadership .89 727
Didn’t pick to Lead .56 .065
Self-actualization/Personal drive .56 077
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Table 3.3 (cont'd).

Seeking-improvement/Self-taught 72 444
Self-care .78 .400
Activity outside social work .56 .077
Supervisory .94 .640
Supervisory .94 .640

Note: NA refers to cases where one coder had scored all answers hath"éds” or “No,”
which made it impossible to calculate kappa.

Table 3.4 considers coding for the training experiences of the subjeats vildgegood
agreement about coding the value of the Swathe kappa for the value of the MSW was 1684, whi
the codes for the type of MSW training were only slightly lower (.658 for theypwhck and
.556 for the clinical track).

Coding matched perfectly or near perfectly for other training, the valinabfraining,
and whether the respondent had formal training (i.e., a degree) outside the Swathe |
agreements were in the area of on-the-job training (kappa = .260), whether toewabja
lifelong learner (kappa = .258), and community training (kappa = .333). The kappa forrwhethe

the subject had been selected for an honor was .557.

Table 3.4

Inter-coder reliabilities for training variables

Variable Percent Agreement Cohen’s Kappa
MSW training

Valuable .89 .684
Policy track .83 .658
Clinical track .78 .556
Other training impact

Had other training? 1.00 1.00
Helpful .94 NA
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Table 3.4 (cont'd).

On the job .67 .260
Outside MSW .94 NA
Selected for program/honor .83 .557
Community training .67 .333
Lifelong learner .56 .258

Note: NA refers to cases in which one coder had scored all answers eigseiotY'No,” which
made it impossible to calculate Kappa

Agreement was somewhat more modest for the next table, which looks ashgader
style. The lowest agreement was for the items assessing whethettue sobject shares
leadership with staff (kappa = .113), provides external support to the community (kdi@2,=
and uses coaching with the staff (kappa = .191). Agreement was a little mghdrether or not
the subject recognizes boundaries with staff (kappa = .222), named a leadeestignpar
besides the Bass model (kappa = .217), related to the Bass model (kappa = .308), etnjhieasiz
transactional component (kappa = .308), emphasized the transformational/liftiadf up s
component (kappa = .265), expressed self-doubt (.372), or was comfortable in theshipade
role (kappa = .333). The highest agreement was for whether or not subjectalhadtlle
adversarial staff (kappa = .870). This lower level of kappa agreement couldtee telthe
depth of my knowledge about the Bass transformational model compared to thateabti s
coder. The two of us discussed the differences and were able to resolve tmerapbging the
kappa without alteration.

Table 3.5

Inter-coder reliabilities for leadership style

Variable Percent Agreement Cohen’s Kappa
Lift up staff .78 .265
Promote staff/Self-actualization .89 NA
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Table 3.5 (cont'd).

Relate to business model? .83 .308
Name another model? .67 217
Coaching .56 191
Community collaborative .56 .182
Self-doubt/Still learning .67 .372
Boundaries .61 222
Sharing leadership with staff .61 113
Maturing/Comfortable in own skin .67 .333
Adversaries/Utilize .94 .870

Note: NA refers to cases in which one coder had scored all answers eigseiotY'No,” which
made it impossible to calculate kappa.

Agreement was quite high for all components of ethics, as shown in Table 3.6.Agreement
was near perfect for the importance of ethics, their regular use on the job, ahdrweiot
subjects offered a description of what ethics means to them. The kappa feuthefigrhether
the subject said ethics are a part of who they are was .341, and the kappa for Waethigjett

discussed religion and ethics was .649.

Table 3.6

Inter-coder reliabilities for ethics

Variable Percent Agreement Cohen’s Kappa
Are ethics important? .94 NA

Use ethics regularly on job .94 NA
Description of ethics .89 NA

Part of who they are .83 341
Religion .83 .649

Note: NA refers to cases where one coder had scored all answers edh&of'YNo,” which
made it impossible to calculate Kappa.
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Finally, Table 3.7looks at other identified concepts. Agreement was high fortsubjec
multitasking (kappa = .723), whether the subject was thinking about succession (.658), and the
role of gender in leadership (kappa = .824). Consensus was a bit more modest feiotis@is

generational issues (kappa = .333) and the role of fundraising (kappa = .366).

Table 3.7

Inter-coder reliabilities for other identified concepts

Variable Percent Agreement Cohen’s Kappa
Multitasking .89 723
Succession planning .83 .658
Male vs. female leadership .94 .824
Generational issues .67 .333
Fundraising 72 .366
Summary

This chapter provided in summary form a detailed description of the reseacelspand
methodology followed in this analysis of social work leadership. The contextuaiemter
process was used to explore with subjects their leadership journey, lessorts Eadrfaha”
moments they may have experienced and reported. Matching the leadershspo$tibiecl 8
MSW CEOs interviewed with the theories of leadership upon which this projeesés! helped
me to begin to develop concepts and themes around the subjects’ reported leadership
experiences. Information reported by the subjects was compared and edragashst the
leadership literature review used as a basis for this exploratoryategeaject.

The utmost care and consideration were taken to protect the confidentidtéy of t

subjects, and the university IRB staff and the dissertation committee nsewdrerconsulted
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throughout the process to maintain high standards for research protocols andeprdcess
addition, subjects were treated with care and compassion throughout the inteogesspr

The research development process undertaken for this project was outlined in dstailoddss
included the review of subject identification and selection, concept/coding develogmdent
definition, the coding process, and analysis of the inter-coder reliabitieypiiocess for the
development of key themes and ideas was also detailed.

Building on the basic literature concepts, | was able to expand these basigtsdryc
adding common ideas presented by the interviewees as more definitional trdorwes
presented by them. As an example, each of the Hartford core concepts of mye pter
networking, training and the call to lead became more developed by the adddefmiifonal
terms that helped to expand and enrich the data. Mentoring, too, was further deéireemhespt
by the addition of five more definitional terms; number of mentors, mentors helpethrene
early in career, give-back mentoring, and childhood mentors. These terms anusbeime
further define the terrmentoringand what it may have meant to the interviewees. | developed
the definitions for these terms from the information gleaned from the intexviehis iterative
process allowed for the full richness and detail of the data to be revealed. Hodtseare

presented in more detail in Chapter 4.
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Chapter 4: Findings and analysis

Introduction

This is a study of 18 MSWs who became CEOs of nonprofits, exploring how they
became leaders and learned to lead. | believe that by examining the jduawmeled by these
MSWs | may identify similar experiences and themes that will developeptsallowing the
social work profession to better prepare and train future MSWs for leadevispin this
chapter I will present the key findings developed from the 18 semi-structueedemts that
were held over a five-month time frame. Of note are five major conceperags, within which
| have identified and will report in detail several subcategories/vagabhave also included a
presentation of the process for developing these key concepts and their suiesategor

The initial analysis of the first four interviews by me and the secondder cesulted in
the early development of the major concepts, subcategories, and descriptiv®dalfitdarms.
By carefully reading and analyzing the transcribed interviews, lalvkesto identify similar
terms and information that suggested similar life events experienced sybijeets. The first
four major concepts were life experiences and leadership formatiomdraind its impact,
leadership styles and their development, and ethics and leadership. Under theHigifi, “ot
category, four additional subcategories/themes described by the sujaettodight during the
analysis of the interviews. The themes developed utilizing the categoneshe literature from
Hartford’s leadership model, Bass’ transformational leadership model, andrtepts from the
ethics literature. These literature concepts were then combined wathatfon gleaned from
the interview data to form a fuller portrait of how these leaders becamedeader

The concept or theme developmental process is exemplified by the sobgatieg

mentoring under the categories of life experiences and leadershigitornMdentoring as a
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concept is mentioned in the Hartford model of leadership (2006) development, asiwéteas
transformational leadership model (Bass &Avolio, 1999). However, dummgqterviews the
subjects related additional examples of mentors in childhood or young adulthood. Asslata
gleaned from the subjects’ detailed stories, | developed a more congvehdefinition of
mentoring. The mentoring concept became more developed and defined with the addition of
childhood mentors, mentors early in career, and give-back mentoring. Thus the supadtegor
mentors became a richer concept as the information from the subjectsala®d and further
added to the explanation of the mentoring concept.

Peer networking, also a Hartford concept, provides another example of depthduiag
to a concept by the interview data. Peer networking, when added to the data fnot@rtews,
also became a more detailed and developed concept. Subjects reported valuing the pee
networking and seeking it out as a means of support, often through the work place environment.

National political content is an example of a concept developing solely from the
interview data. Twelve of the subjects mentioned that the political environroentHeir
childhood or young adulthood influenced their lives, frequently reporting that tkhayneesocial
workers or developed an interest in helping others as a result of struggigfdd in the
environment in which they were growing up. Several political phenomenamwergoned and
are reported in the data.

The category or theme of life experiences and their influence on legufnshation
was formed by grouping variables mentioned by the interviewees that seemeuhked&o
their leadership development. The five subcategories of national politicsseeidy work
experience, mentoring, peer networking, and the call to leadership nakemalihemselves to

the formation of the overall theme or concept of leadership formation from lifeiexpe Thus,
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| grouped all of the above subcategories and their descriptive variables ingtealseme of life
experience and influence on leadership formation, forming a single thelexelbped the
remaining four themed categories of training, leadership stylesseéimd other additional
variables using the literature as a beginning framework and adding subesti#goables as
they developed from the interview data. These variables became apparentiisitir@erview
analysis was undertaken. The other themed categories seemed to form unigpis co@cel of
themselves.

The leadership journeys related by the subjects begin to tell a story ofduevdare
formed and developed. While the concepts from Bass’s transformational lepd20£6), the
Hartford leadership development model, and ethical considerations helped develop the basic
framework for data analysis, the richness and depth of the data developddimavken the
stories of the subjects were added. | will report detailed information anikhmeescribing
how these MSWs became leaders of nonprofits. The ongoing analysis of thewsgeamne
coding eventually results in a reframing of the themes into those occavenggme and during
the course of life events. Subjects seemed to report similar journeysnatidds in terms of
when these concepts happened for them. | am now presenting and discuss in nhtine deta

results and theme development.

Table 4.1

Concept development

Interview Literature

Life experience and influence on leadership formation
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Table 4.1 (cont’d).

Training
MSW training

National political content

Racial injustice
Women'’s rights
Vietham War

Early social work experience

Research
Teacher/trainer
Community organizing
Clinical

Public policy
Advocacy

Mentoring

Number of mentors
Mentors helped
Mentors early in career
Give-back mentoring
Childhood mentors

Peer networking

Have peer networkingyes/no
Utilizes peer networking regularly
Seeks out peer networking
Peers are found at work

Peers are found in family/friends

Leadership formation (call to lead)

Childhood / early-in-life leadership
Didn’t pick to lead

Pushed to lead

Personal drive to lead

Activity outside of social work/
Supervisory

Valuable
Policy track
Clinical track

Other training impact
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Table 4.1 (cont’d).

Had training—Yes/no X X
Helpful X
Outside MSW X X
Selected for program/honor X
Training X
Lifelong learner X

Leadership style
Lift up staff X
Promote staff / self-actualization X
Transactional X
Relate to this business modgts/no X
Name another modejes/no X
Self-doubt / still learning X
Boundaries X
Sharing leadership with staff X
Maturing leader/comfortable in own skin X
Adversaries/utilize X

Ethics
Importantyes/no X
Use ethics regularly on the job X X
Description of ethics X
Part of who they are X
Religion X

Other concepts identified
Multitasking X
Succession planning X
Male vs. female leadership X
Generational issues X
Fundraising X

Results—overview
The interview process
In this section | begin to present the journeys of the CEO subjects towardibgc

leaders. began the semi-structured interview process in a similar fashiog-epsen-ended
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guestions—for all of the interviews. As a way of framing the process ananegithe subject’s
story, | used similar wording in the leading interview question in all casestocus of this
initial question was the perceptions of their leadership journeys, akdeloglthe subjects. |
attempted to help the subjects relax by encouraging them to “tell their.stéoyl did they
became a leader and learn to lead? The interview process allowed the suigegat relating
the story of their journey as they perceived it, at the point they saw asgin@ibg. The
subjects related to me specific experiences and details of how they thogugh the leadership
process, as they experienced it and according to their recollectionstése®w guide,
Appendix E). Often the answer to this initial question entailed quite a long stetipgl several
minutes. The story, told in the subject’s own words, was recorded and |lateregnfallytheme
development.

Once a subject had reported “their” initial story as they remembetdzegan to
encourage more detail regarding certain theoretical concept areas, bésedterature review
and models previously mentioned. For example, | explored with each subject tbptsanic
mentoring, peer networking, training, and the “call to lead,” all identifiethb Hartford
Foundation (2008) training model. Even if the subject had identified one or more of these
concepts in earlier comments, | encouraged additional detail at that paiskibyg a follow-up
guestion such as “Anything else?”

Ethics were explored in all of the subject interviews. If the subjecaln@ady mentioned
ethics and how they may have used them, | encouraged further reporting ofedttexs
memories by asking a probing, open-ended question. If the subject did not menti®methea
initial reporting of perceptions, initiated discussion by asked an epéed question regarding

this topic.
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Concepts related to transformational leadership (Bass) were also dxplte
interview. | began this process by explaining the concepts of transformagadatship from a
prepared verbal definition, after which | asked the subject to share whieti@aised these
techniques and, if so, to describe how, when, etc. Follow-up questions helped tdolarthe
subject used transformational and transactional concepts on a regulan Heesisleadership
role. If subjects resonated with the transformation/transactional coraseptefinitions, |
encouraged them to discuss the role of these approaches in their leadeshihetgubject
may have mentioned other models of leadership that they also found interestasg. $de the
interview guide for a complete detailing of the questions and topics coverech@iyp .

One area of interest that was not explored in this project relates to lepdtyte
differences between men and women. As indicated in the assumptions for this gevdet
differences were not considered or studied as they were simply thought to be heystwpe of
this exploratory project. For this project, an equal number of men and women werewgd.
When exploring the data from the study, | thought that | might find some gendgeddés in
leadership concepts and theme development. However, for this group of subjects, | did not
observe any systematic gender related differences. In future stugiesijfec gjuestion related
to leadership and gender should be asked to determine the influence or role gender may have
played in the subjects’ decision to become an executive leader.

Concept/theme development

| began with concepts presented in the literature and added data glean#dtefrom

interviews to form overarching themes and classes of themes. This itpratvess resulted in

organizing a subject’s life journey into a story of leadership development.
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The life experience and influences on leadership formation theme is an exampde of thi
developmental/iterative theme development process. | grouped togatbeal £oncepts from
the literature and the interviews to form this larger, more inclusive/ttlasse concept. As a
result | discovered the theme of support, in many cases virtually a lifefiereouragement,
that had helped these CEOs become leaders. For example, these leadesetisepport
from their mentors early in life, for some already in childhood (before thefadeyears).
Another example of incorporating concepts under a new, overarching and moreénitiesie
is that of national political content. Many subjects described the infludriibe national
political scene on their life choices, reporting that they had been movelp totlhers based on
the profound impact of national events on their lives. Subsequently, these subjeatd selaet
work, a profession clearly based on helping others.

As a result of the process described above, | identified the first catbgong of life
experiences and influence on leadership formation. The concepts of nationedlpmdittent,
early social work experience, mentoring, peer networking, and leadershggiftmrrh“call to
lead” combined to develop this first category. Only Category 1—life expmriand influence on
leadership formation—required multiple subcategories to help clarifyttémne’s results. Other
major concept categories not requiring multiple subcategories stilldeaeeal variables that
help to define and enrich their meaning. This refinement allowed me &édeasiore valuable,
in-depth information and analysis.

The subjects reported several definitional terms/variables less afigthese were
dropped as being reported too infrequently to be significant. Various definitiomalariables
were combined with others deemed to be very similar to form a single sulryatgtp greater

significance. The following table, 4.2, includes a revised list of categsubsategories, and
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definitional terms/variables utilized in this findings and analysis@eclihe definitions used for

the variables listed below may be found in Figure 3.1.

Table 4.2

Categories, subcategories, and definitional terms/variables

Categories Subcategories

Life experiences and influence National political content
on leadership formation

Early social work experience

Mentoring

Peer networking

Leadership formation—call to lead
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Terms/variables

Racial injustice
Women'’s rights
Vietnam War

Research
Teacher/trainer
Community organizing
Clinical

Public policy
Advocacy

Number of mentors
Mentors were helpful
Mentors early in career
Give-back mentoring
Childhood mentors

Has peer network

Utilizes peer networking
regularly

Seeks out peer networking
Peers found at work

Peers found in family/friends

Childhood leadership
Didn’t pick to lead
Pushed to lead
Self-actualization
Activity outside of social
work

Supervisory experience



Table 4.2 (cont'd).

Training and its impact

Leadership styles and their
development

Ethics in leadership

Other

MSW training

Other training impact

Leadership models

Valuable
Policy track
Clinical track

Had training

Helpful

Outside MSW

Selected for program/honor
Training

Lifelong learner

Lift up staff

Promote staff / self-
actualization

Transactional

Relate to this business model

Name another model

Self-doubt / still learning
Boundaries

Sharing leadership with staff
Maturing leader
Adversaries/utilize

Important to the subject: y/n
Use ethics regularly on job
Description of ethics

Part of who they are
Religion

Multitasking

Succession planning

Male vs. female leadership
Fundraising

Generational issues

Category 1, early life experiences, seems to have significantlynictaethe

development of leadership ability. The kinds of life experiences that influencedijeets’
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leadership development included national political exposure, early social workeexper
mentoring in early childhood or young adulthood, peer networking experiences, @atl the
lead or the decision to pursue leadership. While the concepts of mentoring, peekingfvand
the call to lead came from the literature, the other concepts grouped injo@dtavere
garnered from the interview data. The many variables that make up this thesmaentioned
by the interviewees extemporaneously. As the interview process proceeaed bsk a
probing question to garner more detail.

Training (Category 2) also played a significant role in the development ofsbgule
abilities, and the MSW training was valued by a majority of the participantstiéwlitraining
was noted as important in the continuation of leadership development by nearlyi@pqad.
This topic was also mentioned specifically in the Hartford training modeldé&pih of the
information that will be presented later in this dissertation was gakfrema the interview data.
Thus the variables of training outside of the MSW, whether or not that additionalgraiere
construed to be helpful, and the self-described lifelong learner conceplt dexgetoped from
the interview analysis.

Category 3, leadership styles, has one subcategory, leadership models. Thégewgca
describing both transformational and transactional concepts, focuses on helffimgespret
agency mission and vision. All subjects described themselves as helping empboyelé-
actualize by encouraging staff development and by sharing leadership, ajatiyraf the
subjects reported having become increasingly comfortable over tittméheir leadership roles.
This category began with the Bass model of leadership and was fleshed ouhtetiexn data

details were gathered.
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Ethics (Category 4) was noted by all participants as being very impattaas
described by the participants as critical to their job performancentegtal to who they are as
persons. Religion was mentioned as foundational to ethics by a majority of tegaats. This
concept also rose to the surface with the literature forming the basigtaddoeever, the rich
detail provided by the interviewees formed a picture of the depth and importancehaintteeas
the analysis developed.

Several concepts mentioned repeatedly throughout the course of the interyisyeess
combine to comprise the fifth category of “other.” While these variables marthe focus of
the questions asked, they rose to the surface as many of the interview subgeitiediteeir
journeys. These concepts are best described as skills utilized in the pederai leadership
duties. Multitasking ability was mentioned by a majority of the subjecth,fudraising
coming in a close second. Other concepts identified less often were successiomg@ad
generational issues as these leaders age in their positions.

Findings: the details

In the following section | will report these findings in detail, reporting Ibo¢hpercent
and the number of subjects who mentioned the data concepts listed in Table 4.2.

Life experiences and leadership formation: category 1

The category of life experiences and leadership formation encomeagsegnces the
subjects reported having had prior to becoming leaders. Five subcategoriedafidifzddnal
terms/variables developed under this major concept as the interviews were dosbed. T
subcategories and definitional variables became apparent as the iniyalsawals undertaken,
and they began to form themselves into concrete subcategories des@arhjinifeeexperiences

that influenced the subjects’ development toward leadership.
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National politics: subcategory 1

The subcategory of national political content can best be described asuberdafbf
national events that occurred during the subjects’ earlier lifetimedv@ &’ %) of the subjects
reported having been influenced by civil rights / racial injustice, womegtisstiand/or the
Vietnam War. Subjects frequently mentioned more than one of the political/hisewécds or
movements as having influenced them. They cited these events as reasoasdheyihterested
in social work and subsequently also in leadership within the field. The following quigds he

capture the recollections of the subjects:

| think as a kid . . . maybe 13 or 14 years old, the era that | grew up in was one of .
.. rapid social change. But, you know, from the beginning inklings of when John
Kennedy was assassinated to the fear of what was happening in Vietham aatlynot re
understanding . . . . As a young girl trying to understand all that, | think . . . the things
[from] the '60s that really influenced me the most were race relatrmhtha civil rights
movement. . . . What [I was] swept away from or into or toward is the fact that all of
these events . . . were really capturing my attention [as a very shy childflecidéd to

spend my summer volunteering in the inner city school (Subject 4).

Just before | graduated from high school a teacher approached me and said, “You
know, | really think you should think about this church program that is being offered, that
is being assembled in this community. . . . | think you would be a good person forit.” . . .
| had never given that any thought at all. But on the strength of his confidence in me |
signed up. . . . And oh, was that an eye opener for me. . . .[T]he pastor made us read the

autobiography of Malcolm X before we could go. . . . It was an excellent exposure to
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urban problems and race issues, and | came back from that deciding that weitrto

go into engineering; | wanted to go into sociology (Subject 5).

The subjects who reported that national political events affected theitifadgcisions
all spontaneously mentioned this phenomenon as an influence. That is to say that they
voluntarily brought up the subject as they were recounting their leadership jourhesyfact
lends emphasis to the finding that national events are important in shaping tlaadves
decisions of young people. Clearly, a majority of the subjects were impacés@ig around
them, causing them to become more focused on working in the helping professions. tenote he
that those subjects who did not mention national events as important may also havedound t
to be so.
Table 4.3

Frequencies for national political content

Variable Frequency Percentage
National political content 12 66.7
Racial injustice 7 38.9
Women's rights 4 22.2
Vietnam War 6 33.3

Early social work experience: subcategory 2

Seventeen (94%) of the subjects reported having performed clinical sodkaiwth
clients under the subcategory of early social work experience. The séttirtgis work varied
from psychiatric hospitals to child welfare agencies to case work whipdoged by government
officials. Clinical work seemed to be the entry point for these social workerthie workplace.

Other areas of employment/experience included research (22%), temahmimg (22%),
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community organizing (39%), public policy development (28%), and advocacy work (39%).
Clearly it was the clinical social work that drew these budding social weogker later leaders
into the field. These early clinical social work experiences became pindted subjects’ later

decisions to become leaders.

My first job out of graduate school was working, still in child welfare inefios
care, and | went to work for the local Department of Social Services! Riest doing
foster care as a case manager, and then | took the position of fosterereiadjcso |

worked with the recruitment and the licensing of our foster homes (Subject 17).

Well, | taught school for about a year, and while | was teaching school | bad a |
of kids who had issues, and | would go to their home and meet with their parents and
discuss things with them, [and] the principal came to me and said, “You know, that's not
your job. You are not the social worker. You need to stay in the classroom.” And so that
is when someone said “You need to become the social worker.” So | decided to become
the social worker and went to Western and got my degree. | came back and started with
the Department of Social Services in the adoption program because then | had a DSS
assistantship that paid for me to go to graduate school, which made me hawgeartwo-

commitment to them. The good part was [that] | had a job when | came out (Subject 7).

Below is a table listing the variables, with their frequencies and pegesntas the table
indicates, overall the experiences were varied, with clinical social wang beminant in the
early work experience, even if the subjects also reported other types of worikee@eT his

finding is perhaps to be expected as most MSW programs focus their training cal alori.
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Table 4.4

Frequencies for social work experiences

Variable Frequency Percentage

Early social work experience

Research 4 22.2
Teaching/training 4 22.2
Community organizing 7 38.9
Clinical 17 94.4
Public policy 5 27.8
Advocacy 7 38.9

Mentoring: subcategory 3

The subcategory of mentoring developed into several definitional variablesehat
significant to the findings. The subjects described mentors as adults in thewkhoe
encouraged them to succeed in life / apply themselves. Virtually all of the suinjeationed
having had mentors at some point during their lifetime. (One subject preferredrthgpensor
to mentor However, this individual's description of a sponsor was very similar to that of a
mentor, as | have used it.) These mentors often played a role in early childhogd@iléarly
adulthood (89%). Many of the subjects were able to express the importance of thengentor
experience in both their childhood and their early adulthood. A large majority (94%, orE7 of t
18 subjects) felt that the mentoring experience was helpful in terms ofldwgsions to become
leaders, as well as in their leadership development. This mentoring expelseniesl @ majority
(78%) of the subjects to provide support to others. The term “give-back mentoring” is defined f
the purpose of this dissertation as a subject who has been mentored and who is now in turn

mentoring others. Clearly the subjects valued the process for themselveteaddvaloped the
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give-back style of leadership/coaching. Examples of related subjectsrepmuide the

following:

Well, it is kind of interesting because | started to think again last week about
[that]. I'm doing [the] Rotary Strive mentor program and, of course, one of the questions
that [comes up] in the orientation for the mentors was “Who are people that have
influenced you in your life and have been mentors for you?”. . . | think mentoring is a
part of leadership development in both directions. . . . [T]here was my first adatoristr
in the first social worker job that | had, right out of college—just as gregouwasould
possibly be—with a history, | might add, [of] doing social service work in childanes|f
and delinquency. And the administrator said to me, after | had worked there a couple of
years, “Um, you need to go to graduate school.” “Well, why do | need to do that?” |
mean, [that administrator knew] | liked my job. | was happy and young andezarefr
“Because you'll always run a risk of being supervised or led by people less compete

than yourself, you need to go get this degree.” “Well, okay, I'll do that” (Subjgc

Up until my senior year, in spring of my senior year, | had no plans to go to
college. | had no money, my parents were not well off and had no intentions of it, and a
guidance counselor actually came to me and said “You really, really ought to . . . think
about this.” He and my football coach ganged up on me basically one day. . ., and the
guidance counselor was a former marine. His approach to me was not probably what
anyone would think would be appropriate today, but it was “When are you going to get
off your ass and do something with your life?” And | said, “I'm sixteen yelarsfor

God’s sake. What do you mean?” But he had a way, and when | told him that | didn’t
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have any money . . . he said that shouldn’t be a barrier and “Let me work on that if you

are interested.” And so | said, “That’s flattering. | am interested kypow” (Subject 6).

So | had a lot of different mentors . . ., including teachers, who would say “You
are a very good student. You really should go to college.” [This started whees) atna

very young age, even grade school (Subject 2).

As the subjects shared their stories, many reported that mentors had oftesnsstbimg
in them that they had not recognized in themselves. The encouragement to succeew aras g
very helpful to these budding leaders. This experience was described in terfupllikieg”
and “affirming.” The majority of the mentoring recipients recognizedliout this
affirmation they might not have been successful in their lives and careens.vdaen discussing
early leadership opportunities (under the leadership style concept) indb@lithe subjects, the
mentoring variable again became important. Below is a table indichgrfgeiquencies and

percentages for this variable:

Table 4.5

Frequencies for mentoring

Variable Frequency Percentage
Mentors helped 17 94.4
Mentors early in career 16 88.9
Give-back mentoring 14 77.8
Childhood mentors 11 61.1
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Peer networking: subcategory 4

Peer networking is defined as having colleagues or peers with whom a sudgéesiamd
consults on issues, or who are supportive to the subject. A large majority of thesstdgedied
having peer networks (94%) that they use regularly (94%) and that areaftehet work or
through broader professional relationships (94%). (One subject who did not report gurrentl
using peer networks did recount having benefited from peer support in the past.) This peer
networking process was reported by the subjects as being very important tortieiing
leadership development, so much so that they judged their significant suppenrt gybe
instrumental in enabling them to continue performing as an effective leadentyseight
percent of the subjects reported seeking out peer networking experiencdy.tiésa subjects

found their peers to be integral to their leadership development:

Oh it's huge! | do a ton of it. In fact, my whole career has been based on that. |
really believe in it. For lots of reasons; one is that | learn from folks arawchdraally
don’t have my stuff figured out. So | think out loud. . . . Secondly, | really think we are in
scary times, which has been going [on] my whole career. You need lots of fyends;
need people who hang out with you who will say “What are you thinking about this?”
and . . . “What are you going to do?” So | think that is really unique and valuable. It also,
you now . . . we have a saying around here that leadership is lonely. And it is! (Subject

13).

[T]he Federation to me has been . . . incredibly valuable. You know, knowing that
| can call other execs on any issue, whether it is HR or union, civil right, golicie

licensing... (Subject 9).
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Well, I think it is really important. Extremely important, because you don’t want
to become isolated and out of touch, and you need to take care of yourself or you don’t
grow. . .. Yeah, and I think in every job I‘'ve had there’[ve] been some people—mostly

other women—to bounce off ideas (Subject 10).

Some of the subjects (44%) found peer support in their personal life through friends,
family, and/or church relationships. The one subject who was not currently usingipeerk
did report support from peers in a personal capacity. Several of the subjedisdraepbionly
relying on professional peers but also having strong support from a famiig/fseer group. The

ability to maintain these peer support systems was found to be significant imdingdi

Yeah—{friend’s name] is both a peer, | think, and a really good personal friend. It
is really funny because we are not alike. . . . Yeah, you know, I'm not in spite ofthe fac
of my role here. . . on a personal level | am not that social. | don’t have a broad group of
friends that | interact with, and, interesting, my wife doesn’t either. You knevare

very tight knit and close that way (Subject 6).

Until a couple of years ago | had a really strong support group through church. So
| definitely have contact with those folks. . . . | do have a couple close friaddbey
are helpful to me. . . .One is a direct service worker. . . . He and | exercise togethe
He is a therapist; he has never been an administrator. He is good to [have around].
Sometimes when | am moaning and complaining about some of my staff or somathing
a sense he will be their advocate . . . . [Y]ou know, he can challenge me in a way that |

won't let my staff challenge me, and it is good for me” (Subject 14).
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Peer networking was readily identified by all subjects, whether the supp@rnsgs
found at work or in the subject’s personal life. This concept was defined uniyarsallsupport
person the leader could talk to who would help them process issues, problems, and ideas. The
subjects universally trusted their peers with such confidences. The patstessemed to be a
two-way communication exchange, with the peers also trusting in and comnmgnweiih the

subjects. Below is the table indicating the results for peer networking:

Table 4.6

Frequencies for peer networking

Variable Frequency Percentage

Peer networking

Yes, has peer network 17 94.4
Utilizes network regularly 17 94.4
Seeks out peer networking 14 77.8
Peers found at work 17 94.4
Peers are family members/friends 8 44 .4

Leadership formation—call to lead: subcategory 5

This subcategory focuses on the individual subject’s decision to become a leader. Whil
all of the leadership journeys were unique, many of the participants had exge@aedcdecision
points in common. This section will delve into these variables and describe how tlotssubje
decided to take on the mantle of leadership.
Childhood leadership

The childhood leadership variable came into play when a subject recalled aemcgeri
from childhood (0-18 years) in which they led others with a task, goal, or school wauot,pr

hence answering the call to lead. Sixty-seven percent of the subjecteddparing been
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leaders in school. Early leadership experiences were described as involvestedént
government, sports teams, or other membership groups in high school. Often these peadershi
opportunities were presented to them by mentors / school personnel who recognized thei

leadership ability.

| went to this school. It was located on the grounds of a dead golf course. . . .
There was not a single place on the whole campus where a student could go and get a
Coke at night, get a cup of coffee, study. There was no student union, no commons, no
nothing. | am in school, in college . . . middle of October and we are hanging around the
men’s dorm and we are moaning and groaning about it, and the dorm parent, a guy
named Jim, said “What? Quit your bitchin’. If you want a student union, build one.”
Three days later we had a committee formed. | [was] chairman of the tterhbuilt

the college’s first student union (Subject 3).

Actually, I mean, | think the call to lead in me goes back a really long way.lAhh,
mean | can go [way back] into grade school and high school, you know? | was student
body president in high school, [and] when | was a junior the seniors wanted me as student
body president. [| was] captain of the sports teams that | was on. And it's funnyséeca
at the time | really never understood what people saw in me. In fact, | evenondened

if | was just more of a sucker because | couldn’t say no (Subject 11).

Well you know, when | went to school, part of it was just really doing well. |
mean, | was in student government and | was, you know, on the national honor society
and those kinds of things, and | was an A student and, you know, helped other students

and tutored other students (Subject 16).
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Supervisory experiences

The following quotes highlight the early nature of the call to lead others. Mahg of
subjects reported early leadership ability, and 17 of the participants repatdaety had early
in their careers supervised others in their work roles. It is clear thiag) acta supervisory
capacity can be a training ground in terms of early leadership experi¢ese darly career
experiences were described as mid-level management roles and ssragiteam-leader
positions, generally in clinical social work settings. Again, mentors corm@lay in the

decisions or opportunities to supervise.

| had a chance to be mentored by [mentor's name] . . . He was the first person that
| would say really made a dramatic impression on me and took an interest ine@y ca
and in helping me, you know, move along on the journey. And then, when he left with
the child and family agency, he recommended me for a leadership position, and even then
| wasn’t sure that that was where | was going. Or that that was whvarged to be. But
it still was a small enough agency that | was hands on, the reason | came fieidl tihe

the first place (Subject 18).

| came back to town and spent five years at a rehab hospital as a social worker. |
started off as a medical social worker there, and after a year or twbatieychronic
pain program and . . . [they] were looking for some leadership for that program. | started
as the social worker for the program and then became the director of the pwiglarin
was there. . . . So it was a small group of people and it was kind of my first experienc
with management. And | was doing sort of multi—I did some clinical work as well a

administrative work (Subject 15).
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Didn’t pick to lead / pushed to lead

The next two variables are very similar in definition and are gradations ofeliregféhat
the subjects were reluctant at times to take on the mantle of leadership. &bk Vdrdn't pick
to lead” is defined as the subject recalling during the interview a aelceto assume a
leadership role. “Pushed to lead” is defined as the subject expressingthattie strongly
encouraged by others to take on such a role. These two variables were expra2sgabhy)
and 11 (61%) of the subjects, respectively. The encouragement of others in tasdeelyzsd

them become comfortable with the idea that they could indeed become a leader.

| actually ran away for the call [to lead]. . . . After five years of thednted
nothing to do with administration. | set an academic course that would prepare me not to
have to be a leader. | didn’t take administration, | really didn’t. Well, um, you know—

best-laid plans. . . . | am an accidental leader (Subject 3).

| graduated in 2007 and was in the clinical program and kind of thought that
would be the direction that | would go. It really—I didn’t anticipate and newderdeing
here really thinking that the director [ship] would be an option for me in terms of my
career. So when the then executive director decided to leave, um, you know, a few people

asked me if I would apply for the job, and | did (Subject 16).

The former director of Council was leaving, and | had no thought about applying.
They went through the search process and offered it to one person, who turned them
down. . .. So they decided to post the position again. . . . | had lunch with M. K., and |

thought we were having a discussion about community database, and as it turned out she
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was recruiting me to apply for the Council position. . . . | got a full court preisk tha

should apply for that position (Subject 1).

A friend of mine who was between jobs was a teacher. . . . He took a job at HRS.
We would sit around at night and he would tell me about this new job of his, and I'd say
“fascinating.” And then he said, “But the place is really in trouble, you now;ateegot
doing well. They are going to fire their executive director—I know they ars-tzen
they are going to go out of business.” And then one night he said to me, “Theyired hi
and they are looking for a new one, and you ought to apply.” And | thélrghit—you
know what? That is social warkcould still be okay with myself doing that. . . . So |

applied and . . . that is how | got into administration (Subject 5).

As these quotes exemplify, many of the CEOs interviewed became |leadpiteiof
some reluctance or not having chosen to lead. In several cases they desurdtions of having
been in the right place at the right time and having received encouragememne beaders.
This does not, however, detract from their ultimate decisions to become leadary. @hers
saw something in them that they did not see in themselves. Again, the mentoringvaspect
critical for many of the subjects in terms of the successful outcome anhbera leader.
Frequently these early leadership opportunities were presented to the subgghesrHwho
encouraged them to answer the call to leadership.

Self-actualization / personal drive

Fifteen (83%) of the subject CEOs expressed having developed a self-adtgalizo
leadership or a personal drive to lead. In some cases the subjects reporgdetiatiat they
were better suited for leadership than for the clinical social work rbky flecounted having

determined at some point that they would rather lead so that others could continue to provide
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clinical social work services. Early work experiences helped thesadgaeleeive leadership as

a viable role for them in their work lives.

| almost feel like, personality-wise, . . . | was led into this part becausgit is
the way | think. But in terms of an actual milestone, where the light went od, ‘IYsau
know what | really think is [that] | need to be in a leadership role in my caute¢here.
Probably graduate study, the graduate study program.” . . . And | was reallycaahat
that point that | really, really needed to be in a role where | had some infl&rigedt

6).

| think | probably wasn’t as good in clinical. | mean, | liked doing clinicalf stuf
but | probably wasn’t as good as some people at doing that . . . . | don’t think | am
necessarily the most creative person in the world. | also don’t think I'm ndabetsa
most financially astute person, but | think I've developed and been able to have those

skills that can manage both those worlds successfully (Subject 15).

As these leaders have continued to lead they have become more comfortatiteiwit
roles and their performance. Later, under the concept of leadership styfexiplore in greater
depth the variable of maturing in the leadership role.

Outside leadership

The variable “activity outside of social work” means that the subject usk &g
ability outside of their regular, work-related leadership role. For exanmgig ntay use their
leadership abilities with community collaboratives or community boards. Thidbenpked

upon as another form of giving back to the community around them. This work is typically
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voluntary in nature and different from their usual leadership roles. Twelvesef lwders (66%)

reported involvement in outside leadership opportunities.

I've always been in different leadership positions. . . . Foster grandparents—I was
with them. | just thought it was a great concept at [agency name]. . . . | wasdaha
couple of years, and they said “We’d like you to be president.” And | said “| don’t have
time.” . . . So after things settled down with my family, two years lateold itp and | was
president for five years. That was a wild board of directors, old-timerditiacent
people in the community. I've taken on different leadership positions that | didmtttava

but felt like | needed to (Subject 9).

About five years ago Michigan was going through one of it's, you know,
economic struggles, and lack of support for the public sector was [a problem]. So a
number of us were talking about [how] there [was] no voice out there talking about taxes
... [actually being] a good thing . . . . Believe it or not, that is how we support a sub-
society, and we shouldn’t be afraid to say that. . . . So four or five years aged start
sort of a movement, and we had a series of town hall meetings about it and put slides
together to get that information out. And that is a call to leadership [becaugsehatel

[there] was a vacuum there (Subject 13).

Giving back to the community seems to be an accepted value within the social work
profession. Clearly these leaders also value the kind of giving to the comtianitgay involve
advocacy for more vulnerable populations in our society. These leaders are twillsg their

leadership talents to help others.
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Table 4.7

Frequencies for leadership formation

Variable Frequency Percentage

Leadership formation (call to lead)

Childhood leadership 12 66.7
Supervisory 17 94.4
Didn’t pick to lead 12 66.7
Pushed to lead 11 61.1
Self-actualization / personal drive 15 83.3
Outside leadership / collaboration 12 66.7

Training: category 2

The training concept looks at the educational training the subjects received deiing t
leadership journeys. This category is divided into two subcategories of MSW traindraher
training beyond the MSW. The MSW training was seen as valuable by 15 (83%) of #gssubj
As the interviewees were not directly asked this question, this finding cargbttadithe
interviews were analyzed. Many of the participants felt that the M&Wrig was an added

value in their leadership development and life journeys.

| think that the MSW in comparison to quite a few other degrees in human
services is more open to job possibilities. | mean, | think it is much more flédiean
MBA or masters in counseling or something out of education. Because | think thle soci
work degree is flexible, or at least | found it to be. | mean to go from politiceto, y
know, nonprofits to doing interpersonal care to fundraising. | mean, it can incorporate all

those things, and I've never felt that the education that | had didn’t preparenngéat
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have had a lot to learn on the job, but | always felt like the MSW in particulagooeas

groundwork (Subject 10).

And | happened to have the good fortune of being near what was then considered
one of the best schools of social work, but the best school of social work in community
organization and policy. Since then | hear that it is considered the best in the country. . . .

The fact is they were really wonderful to me (Subject 3).

The next subcategory under the concept of training examined the impact and value of
other training beyond the MSW degree. The training may have involved another fognes de
or training programs, conferences, and seminars. | asked the subjesttfia gpestion about
their use of training. In response, many reported having read books on leaderstfipjtgn a
will consider under the lifelong-learner variable for the purposes of thig. dtighteen (100%)
of the subjects reported having had training in addition to the MSW; three had etiree
educational degrees in addition to the MSW. Ninety-four percent of the subjects miylunta
(with no prompting) mentioned that the training had been helpful, and 78% also reported having
received training on the job and/or in the community.

The lifelong-learner concept indicates that these leaders continued to vibjitesmek out
training, attending seminars and conferences and reading leadership books -Sghenty
percent of the leaders could be self-described as lifelong learnesdrathis description.

Based on these data we may assert that social work leaders value andairisg training and
learning. | also note that ongoing training is now mandated for MSWs who wishptohliee
license. The subjects would likely report the use of training more often dueséottaming
requirements. Below is the table showing the frequencies and percewtatipestfaining

concept:
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Table 4.8

Frequencies for training variable

Variable Frequency Percentage
MSW training

Valuable 15 83.3
Policy track 7 38.9
Clinical track 8 44.4
Other training impact

Yes/No Had other training 18 100
Helpful 17 94.4
On the job / in the community 14 77.8
Outside MSW 18 100
Selected for program/honor 4 22.2
Lifelong learner 14 77.8

Leadership style: category 3

The concept of leadership style is made up of several variables, which begarent
as the interviews were analyzed for similarities and differemcescribed the Bass model of
leadership (2006) for the subjects during the interviews and then asked whetheuttaglate
to the model and discuss the concepts. The subjects began describing their own pestgbashi
usually comparing them to the Bass concepts. Occasionally the subjects wouldrak another
model of leadership they had studied or found to have been helpful. Other concepts an issues i
leadership were also identified, and their frequencies and percentaggsoaedraere. If any of
these concepts/variables were mentioned elsewhere in the interview giteeseported under

this leadership style concept during the interview analysis.
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Leadership models

The Bass model of leadership (2006) was described for the subjects, who were asked
whether they could relate to this model. Both Bass’s transformational concepeand t
transactional concept were described (Bass, 2006). Eighty-nine percentufjdotsscould
relate to the Bass model or found that it described their style of leadershipirgbcated that,
although they had not previously heard of the model, they were interested in agbithiagel
to their current leadership style. The descriptions | provided labeled theseajoroconcepts
(transformation and transactional models) and gave the description/definitiashoSedeen
(89%) of the subjects could relate to the Bass transformational concept and faundidha
describe their leadership style, while 15 (83%) of the subjects also relabedttartsactional
concept. The transactional variable was identified by reports that the suigiects

rewards/coaching to motivate staff to complete work product or project assignme

So | think Bass is on target. | mean, it ties in with servant leadership, and they
said an optimal leader was a nine. . . . Realizing that you can't get the job tone if
people don't feel aligned and empowered and inspired. . . . | think that one is spot on
now. We try to use balanced scorecards and other things to enlist them and to get them t
support the tasks so that on the transactional side we use operational management and

science around that in terms of designing service blueprints (Subject 8).

Again, | have eight direct reports, and | think [it] sounds like that would be a good
reflection of my style, of the way | try to work with them. . . . I think that is nalg sh
terms of inspiring those eight and leading them and helping them to grow and helping
them to see the larger mission and also having [a] target. . . . Performance and quality

improvement (PQI) is a great program (Subject 9).
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Ninety-four and 100 percent of the subjects, respectively, reported that thgydtaff
and promote staff self-actualization. These concepts are very similaimitideffor this project
report: Interviewees report that they motivate/inspire staff, proreata spirit, encourage staff
innovation and creativity, coach, and mentor. Eleven leaders (61%) report that tieey sha
leadership with staff. This variable is defined as subject reportingtéfissencouraged to

share leadership (e.g., organizational decisions, attending community meetings)

| went and sat down with them, and some of the things that they were struggling
with . . . just trying to have a conversation with them that is encouraging themitasee
an opportunity, just trying to lift them up . . . . I said | am here to just appreciate you

(Subject 18).

| would say transforming everyone into having leadership and not being led by
the leaders but being led by people in middle management and administrativdystaf
biggest thrill is watching staff at a board meeting come and just denterestichexplain
things, and, you know, it was me not uttering a word for over an hour. Gosh, the richness

that comes out of people (Subject 4).

In doing that | found that I let other people shine or continue to shine in their
programs, and | learned a little bit about kind of being in the back seat or more of the

servant or support (Subject 11).

Oh, | definitely agree with that, and | think that for years, primarilyabse of
budget constraints, some of that, there can be sometimes a tension betweenAine tw
| think How do you bridge that or how do you try to be effective from both sides
[transformational and transactional]? is definitely an important questione(@ul).
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As the demographic data indicates, many of these leaders are wétlaemtleadership
journeys (16 or 89% are over the age of 50). As the interviews progressed, medhyabalat
how they had become comfortable with the leadership role over time. Fifteen (B8%) o
leaders reported being comfortable with their leadership style and soteeArarious leadership

journeys were reported, it became apparent that this maturity seeme telvaloped over time.

My ability to create a sense of safety and calm and to take people where the
don’t really want to go. It started . . . maybe more recently I've really dwrat this is
who | am and this is what | must do and this is my gift that | need to use. | owe
something to the world, and | don’t mean that narcissistically. So this calidership—
| have embraced it a lot the last several years. [It] haunted me up until pirstinglidn’t
feel like this is completely my own skin. It is now, and what | am doing is who | a

(Subject 11).

How many times—here | am almost 30 years on this job—and | say like | said to
someone last night, “As long as | am having fun why shouldn’t | go to work!?”€&ubj

3).

The leadership style concept and its definitional variables allowed thedeadkscribe
their own personal styles and to potentially report their successes andgésll&pproximately
33% reported issues or challenges. | have grouped these under the three \odithledaries,
self-doubt, and adversaries. Boundaries issues were described by the leades \@bén they
expressed a need to clarify their role with their staff and/or board. Tharsiaftolved focusing
on their unique function at decision-making times. Several remarked that siarounding

boundaries and roles at all levels of leadership helps to deflect issues fastheaders. Self-
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doubt was reported by some, who described themselves as still learning lessoteadboghip.
Some of these leaders also reported lessons learned during the times wihenehegd to deal
with challenging staff or board members. These times were grouped undadibesaries”
variable for the purposes of this study. Below is a complete listing of the fr@dgaend

percentages for the leadership style concept and its variables:

Table 4.9

Frequencies for leadership style

Variable Frequencies Percentages
Lift up staff 17 94.4
Promote staff self-actualization 18 100
Transactional 15 83.3
Relate to (Bass) business model 16 88.9
Name another model 6 33.3
Self-doubt / still learning 7 38.9
Boundaries 6 33.3
Sharing leadership with staff 11 61.1
Maturing/comfortable in own skin 15 83.3
Adversaries/utilize 6 33.3
Note. N=18.

Ethics: category 4

The ethics concept saw the highest percentage of agreement amongdedtsfdahjects.
The concept was broken down into five variables that described different aspehtssofed
their use. One-hundred percent of the subjects described ethics as being inpdnEmtin
their role and job performance and indicated that they use ethics regulédyparformance of
their duties. On several occasions the question of ethics resulted in lengthgtades of how

the leader had learned ethics, how ethics are a part of who they are (89%), and hoantloéy pr
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ethics in their leadership role. Sixty-seven percent cited their religiarf@undation prompting
them to use ethics, indicating a direct connection between their religious vaduibe dact that
social work ethics fit for them on a personal level. | did not ask a spqu#ition about
religion; mentions of this topic occurred naturally and were imprompturg® kaajority of

subjects spontaneously described ethics as being a part of their persongd.make

| think that [ethics] is an extremely important part of this job, and when | wias jus
working as a the supervisor, the clinical director, you know, | felt it was impddathe
other staff to be aware, even if they weren’t social workers, to be aware ofiefc
ethics. . . . I would give the code to everybody and make sure that they understood that

this is what we’re using (Subject 16).

| think that the foundation . . . | had in the graduate program (definitely some
experiences there and in my internship as well) . . . formed where | am nokafin] t
several things happened. One is [that] when | was more involved in terms of the
individuals, families, and the clinical, the ethics were more obvious. | think when one

gets into an administrative executive position a lot more gray appears (S)bject

| think [that] as administrators it is real important for us to walk the walk dkd ta

the talk and not just give lip service to what [ethics] is about (Subject 14).

I’'m extremely grounded in my church. So that some of those values that | gained
when | was a child—you obviously have to go through a period of time when you
examine them before you make them your own. . . . And when you are going to work and
you see people with their whole worldly goods in their grocery cart, you have to
remember that they are there and your salary is a gift (Subject 12).
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Leadership and ethics was the concept within this study on which the respondents were
most unanimously positive. The National Association of Social Workers codesasf @008)
were frequently mentioned as foundational for these leaders. Also of imposesToed to be
the view that ethics are integral to who these leaders are as persond.d gskstion about
ethics to all of the interviewees. The other variables listed weaagiefrom the interviews as
they were analyzed. Below are the frequencies and percentages ébhits concept and
variables:
Table 4.10

Frequencies for ethics

Variable Frequency Percentage
Are ethics important? 18 100
Use ethics regularly on job 18 100
Description of ethics 18 100
Part of who they are 16 88.9
Religion 12 66.7
Note. N=18.

Other identified concepts: category 5

Throughout the interviewing process subjects frequently mentioned topics thaedppear
during the analysis of the data to be important for the study. Some of these topics dld not fa
easily into the previously developed concepts, prompting me to develop a categuhedtfor
these variables, several of which rose to the surface as findings wortlsgugsion.

The variable of multitasking developed as these leaders described theirfevaridli
leadership challenges. The ability to simultaneously juggle numerogsaradedemands was

frequently mentioned by these leaders. Thirteen (72%) mentioned a regdlao nedtitask.
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They did not label this factor as such but did describe in detail the process of workevg@ s

projects or responsibilities at once.

| supervised foster care, adoptions, youth employment, foster home licensing, and

all the delinquency programs—so | had a lot (Subject 17).

So from that time | have been doing permanent custody petitions filingsdare

teaching at [the] university, and I've been running the agency (Subject 7).

| think that is how it started for me. And then getting out of grad school through a
succession of small jobs and [I] became the CEO of a very small nonprofit,atilhg
my teeth there. | was able to work in everything from clinical work to publitoetato
advocacy to HR to finance, and that was really critical to me—Ileading . . . in @&l thos

dimensions of the work (Subject 13).

Another frequently mentioned role for these leaders was fundraising. Twelvetsubje
(67%) mentioned fundraising as a task they are required to perform. While most diquicg a
this skill as part of their MSW training, some mentioned having received training mibthe

Several expressed that they were tiring of that role as the yearbyvent

[G]oing back to thinking about the lessons | had learned from people who were
running the agencies was kind of seeking them out in a way of Safiagis it like to
run an organization? . | did need to raise money, but I didn’t need to raise money to

survive (Subject 4).

| wish | could not do any fundraising at all and just focus on developing the

programs (Subject 5).
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| am so stinking sick and tired of fundraising. And you think by now I'd be sort of
used toit. . . . | can get money out of a rusty car. | would so much rather be megting wi

an architect or another developer (Subject 3).

Many of the leaders reported needing to raise money to help their egyearuil the
pressure expressed to raise dollars was universal among this group. Thidyisdk#l needed
for nonprofit CEO leadership.

A generational variable defined as “subject mentions age differencelerdbgp
important; younger vs. older leaders and lessons learned” was mentioned by $4bj&).
Succession planning, defined as “subject mentioning the need for planning foshgadbange
when they leave,” was also mentioned by 8 subjects (44%). Actually, the two vawabées
generally indicated in the same context. The current CEO was thinking about who eeoluikdd
agency after their retirement. As the demographics show, this is a grougdessledno are
aging. Sixteen of the subjects were over 50 years old, and 12 were over 56 yearsiofatp
prepare both the agency and the younger leaders for leadership transition is priontireent

thoughts of these leaders.

Did you think that some organization that was well run and doing a terrific job
would hire a president or CEO? They would have a succession plan in place, and the
board would long ago have figured out how to lead the organization to its next evolution

(Subject 8).

Some other day you and | can have another conversation about the interesting
challenges . . . this organization . . . will face when it goes to its next CEQudgeitss

very, very clear that the things that | have gone to school and learned, now & lot of i
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don’t need to do because we’ve gotten to the size and specialization. So the person who is
my successor will not need to be a licensed builder—no way. Whew, no way. And, we

are working real hard on that (Subject 3).

A lot of people my age are frozen in life in the 1970s and the slow rate of change,
and I'm—you know, I'm in it and I'm ready for it. That has helped from a leadership
prospective. | connect well with the twenty somethings and the thirty somethinds
have a sense of duty that me and you and many [others], we are going to be metfieng i
next ten—fifteen years. And itWhat have we done? What have we ddhe® do not
prepare awfully fast, this next generation . . . and, you know, we are so busy with our
secrets and our tried and true ways of doing things and we get annoyed whisrostaf
their phone during meetings, and there is a way to build off that energy instead of

suppressing it (Subject 11).

These variables were again issues that subjects brought up without beingidolicite
input. Clearly, several of them are thinking of the coming leadership tcanmaid its impact on
their agencies. Below is the table showing the overall frequencies amdhiages:

Table 4.11

Frequencies for other identified concepts

Variable Frequency Percentage
Multitasking 13 72.2
Succession planning 8 44.4
Male vs. female leadership 3 16.7
Generational issues 8 44.4
Fundraising 12 66.7
Note. N=18.
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Findings summary
This chapter presents the five major concepts and the eight variabledpkdttbedefine
and frame those findings, which are organized around the five major concepgsiteabdight
during the course of the interviews. Information and data gleaned from tlugpparts revealed
the details of the leadership journeys. | used extensive samples of subjetibas tba
exemplify and validate the findings. These quotations provide detail and flavor tonktetpei
subjects were making in their responses to the interview questions.
In summary, the major findings for these subject leaders are:
Leadership development:
e Evolves over a lifetime, often starting in childhood.
Early leadership:
e Sixty-seven percent report hands-on leadership experiences, often having
occurred during high school and college.
Mentors:
e Ninety-four percent reported that mentors were helpful to them throughout their
lifetime, shaping their life choices and preparing them for leadership.
Peer networking:
e Ninety-four percent also reported peer networking as important in guiding and
shaping decisions and idea development for these leaders.
Call to lead: Answered the call reluctantly.
e Sixty-seven percent did not choose to be a leader.
¢ Eighty-three percent did eventually develop a personal drive to lead. Early

supervisory experience helped these leaders learn to lead.
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Training:
e One-hundred percent of the MSW leaders had received training beyond the MSW,
and 83% found this additional training valuable.
e Seventy-eight percent are self-described lifelong learners.
Leadership style:
e One-hundred percent of these leaders report supporting and promoting staff in
their job performance, using coaching, mentoring, innovation, and creativity.
e Eighty-three percent use transactional methods to encourage staff to be
productive, meet work-related deadlines, and complete projects.
e Eighty-three percent may be described as mature leaders, having a highadegre
comfort with their leadership roles.
Ethics:
e One-hundred percent describe ethics as highly important; they use efaieslye
on the job and find them to be an integral part of who they are both personally and
in their work lives.
Multitasking and fundraising:
e Seventy-two percent described these as must-have skills; matgriagement
skills, or the ability to juggle multiple tasks at once, in particular rose to the
surface.
Succession planning

e Forty-four percent report this issue to be important as they age in tlesir rol

Next we turn to the analysis, interpretation, and synthesis of the findings.
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Analysis, interpretation, and synthesis of findings across time

The purpose of this study was to explore the personal leadership stories of sasmpéd|
of MSWs (18) who have become leaders, and its focus was to listen to personal acabents of
leadership journeys and to glean from them information related in particular to holeahesed
to lead. | had hoped to uncover lessons learned along this journey that would help tehaform
field of social work regarding leadership skills and training (and am confidaint have done
s0). This year-long journey began by selecting CEOs with MSW degreew@re currently
leading nonprofits.

This research project employed an in-depth, semi-structured intervievepiocader to
develop the data and concepts presented in this paper. The data were analyzed dbg coded
myself and a second coder), resulting in the development of overarching concepgtsition
subcategories and variables. | developed the interview questions using the conuegéls of
transformational leadership (Bass & Riggio, 2006), the Hartford Foundation (aepuaH,

2008) leadership training model for health care professionals, and ethical theatesibése
NASW code of ethics and the related literature, as presented in detail irChadgiurposely
formulated the interview questions to be open-ended, allowing the subjectsi¢isé possible
latitude for formulating answers. The subjects regularly added more dhatrtartswers by
spontaneously including other or additional topics in their responses. This resultezhin a
volume of information to be coded and analyzed. This initial coding resulted in fiee maj
conceptual ideas, subcategories, and corresponding variables that help to explancepéual
data.

The initial analysis of the five data concepts, subcategories, and vapedsested

earlier in this dissertation was followed up by a second analysis, again léokogmmon
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threads of ideas and concepts volunteered by the subjects as they relateakitir st
Throughout the process similarities in responses to the questions asked and thaageri
related by the subjects were noted. The subjects’ explanations and understaridkirg of t
experiences were also reviewed for similarities and differencesms tof the literature. Any
unexpected connections and themes in the data were also noted. This process resulted in an
integration of the data into three general themes that are also based elma tancept.

As the integration of the analysis continued, three major concepts organiaetiragc
tithe time of event occurrence or timeline of events rose to the surface. viglepteents of
these timeline concepts seemed logical, and | have described thegessas leadership
development. The interview data were scanned for concepts that incorporaddyg diseovered
or mentioned variables and then tracked the variables in terms of when the iadgeed that
the event or process had happened for them in terms of their leadership developmére st
from early on in their lives up to the present). As an example or the kind of infomhatas
seeking to uncover: At what life stage did mentoring occur for a particuaviewee? For
many the response was in childhood and for others young adulthood. Many also reported having
had mentors early in their leadership experiences.

Thus, | conceived of a timeline approach to the themed categories. Byngtbpck and
looking at the data from a different perspective | was able to reevéhegpeesentation of the
themes over time, based on when they happened for the interviewees. | nowthesdatd in
the form of a timeline representing stages of leadership development. THsokeat the
combination of variables along the lines of the stages of leadership deeelogfows for the
development of a rich story recounting how these particular leaders leaead over time. In

other words, | have reorganized the data and information to correspond to a timeline of
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occurrence for the interviewees. This reexamination and presentation losxeddbr an
integrated timeline presentation of the stories and events, as told by the.leade

This timeline style of reporting and data analysis has leritt itsetegration of the data
/variables into a cohesive picture of how the subjects developed their leaderstigs abiliill
now report the information, highlighting common themes and lessons learnedr®:drhiiave
identified three analytic segments of leadership development: (1) childhadyg aeulthood
development, (2) early leadership development, and (3) mature leadership develbpilient.
describe these analytic categories, along with group findings from thaslghey relate to the

analytic category. See table to follow.

Table 4.12

Themes and results over time

Childhood / early adulthood Early leadership Mature leadership development
experiences development
National political content Mentors: early in careers / Supports: Mentors / peer support

childhood mentors
Pushed to lead / didn’t pick to

lead Training: MSW training,
supervisory experience,
clinical experience, ethics
training

Training other than MSW: on the job,
lifelong learner

Childhood leadership

experience, mentors Skills developed: ethics, staff support,

fundraising, multitasking ability, give-

Supports: Religion, family back mentoring/coaching

Developed personal drive to

Personal peers: family/friendsIeacl Style developed:

Transformational/transactional,
comfortable with being a leader,
leadership outside of social work

Other concepts: Succession planning,
generational issues
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Childhood/early adult experiences

The concepts listed under early childhood / early adult experiences anelditenrto
leadership development are interesting and have been reflected in some td the tties
project. Bass and Riggio (2006) report that transformational leadergmedftto some
degree” early in their life when their parents show an interest in theilogevent and early
school achievement. According to Bass (2006) the transformational leaderikelyabl emerge
from either a disadvantaged or a highly privileged background (Bass &Riggio). thhile
budding leader should be challenged in childhood, the degree of pushing should not be
excessive. These ideal preconditions for a transformational leadershipst@poded by Bass
(2006), clearly exemplify that what happens in childhood may be important in the devaiopme
of leadership abilities. The subject leaders in this study frequently edguositive formative
experiences in their childhood, high school, and/or college years, even as theyweay ha
struggled with other life experiences. Common themes developed as tluese tetayed the
details of their personal journeys. Concepts that rose to the surface dheatiileadership
experiences and mentors, support of family and peers, exposure to religion, the palitcel
content, and encouragement by others to lead in childhood/young adulthood.

The first, open-ended question | posed in each interview was “How did you become a
leader?” Many of the subjects immediately began to speak about timeatifice years, primarily
focusing on their high school years but some reaching further back. Severabetgrdo
relate their leadership journeys beginning in undergraduate school. Remarkataye#ukers
had overwhelmingly determined that their leadership ability had develapkgdretheir lives.
Twelve of the subjects, in fact, specifically mentioned having led school predesseldhood.

Examples of such leadership experiences include holding an office in the gjodemment,
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being captain of a sports team, or acting as chair of a school-redatatiggoup. Early
leadership is also reported as common in the Bass/Riggio biographac§206).

Another early life experience that influenced these leaders was thatinglnad
mentors in childhood (0—18 years). Eleven of the 18 subjects mentioned this kind of personal
guidance. These early mentors helped the future leaders to see somethimgaivieethey
might not otherwise have recognized. It is telling that the subjectsesti#mber as adults
precisely how their early mentors broadened their horizons. For examplaettveewees
frequently reported having been encouraged to go to college or to lead a school genipgor h
been assisted through the mentor's intervention in acquiring scholarship moselydotl. It is
significant that | did not directly ask a question related to childhood mentwrsubjects

themselves generally revealed the age at which they had become invdlvedenwioring.

Well, I guess | always wanted to take a leadership role in whatever t thdst

going back to my adolescent years (Subject 14).

Twelve of the subjects mentioned the national political environment as having belpe
shape themselves and their life choices. The political movements masrftggnentioned
were the Vietnam War and its protests, the civil rights movement, and thenigaigéts
movement. The subjects frequently cited these movements as factondltleaiced them by
expanding their awareness of the world around them. Many fleshed this out to irdit#tese
movements developed within them a drive to help others, even going on of their own accord to
tie in their selection of social work as a profession as a way to meet énsainteed later on in

life.
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As a young girl trying to understand all that, | think . . . the things [frombe
that really influenced me the most were race relations and the civil ngivsment

(Subject 4).

Religion was clearly important to many of these subjects, 12 of whom repaxtid)
been personally impacted by their faith life. Several cited involvemiémey eurrently or in the
past, in social work with a religious affiliation. The development of ethiwst itkely began for
these subjects in early childhood, as they were influenced by their fardikgkgion during
their developmental years. Engagement in religious activities isigsbin the literature as

important in developing a transformational leadership style later irBigey &Riggio).

| found myself deeply involved in war resistance all through college. But bglso

God's grace felt very committed to my faith in the Lord (Subject 3).

The final common denominator | noted in the reports of these subjects related to the
importance of peer networking. Eight interviewees related having foundypgsarswithin their
family group or in long-term friendships developed in high school or college. Talethé¢o,
these components seem to confirm that leadership training actuallydsagam life for these
subjects. We know that childhood development impacts later adult performance and di@ces
choice to lead, while usually made later in life, seems to be influencedlpygleéthood
development; in a sense we can state that training for leadership for nthegesubjects began
in earlier childhood/young adulthood. Lessons learned during these criticadgeri

spontaneously rose to the surface as these subjects related their leaolenstisj

I've got really strong family relationships. (Subject 15).
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Early leadership development

Early leadership development and learning seemed to follow a similar pfocass
majority of the subjects. Outside support of mentors, training, and personal develomre
three key concept areas. Mentoring support was experienced almost Ulyibertze subjects,
17 of whom reported having had mentors in childhood and young adulthood and 16 having
benefited from mentors early in their careers. This variable was descyiltieel $ubjects as
having had colleagues who helped them become prepared for leadership positiamsiah ge
these mentors appear to have been more seasoned leaders still working id drevoekplace,
perhaps at higher levels of responsibility than the subjects.

The mentors encouraged the future leaders to prepare themselves for Ipamtdshi
accept leadership positions. Eleven of the subjects were pushed or stronglpgedduyrtheir
mentors to become leaders, and 12 described themselves as not having choserplealdsrshi
and responsibilities. This reluctance to become a leader was described astimgg @ be an
administrator or a part of administration. Later, though, 15 of these sulgpot$sed having
developed a personal drive to lead. These variables, taken collectively, seasaritzedsarly
career supports that helped the subjects become more comfortable with |padézshiater on
their early insecurity about leadership seems to have given way to amanme sense of self, as

a result of which the subjects developed a willingness to risk answieergfl to lead.

He was the first person that | would say really made a dramatic ingpressime
and took an interest in my career and in helping me, you know, move along [in] the

journey (Subject 18).
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| meet [mentor's name] who was the director of Wayne County DSS. . . . And she

started talking to me and she was the person who put me on track to move up (Subject 7).

The training aspects of the subjects’ leadership journeys seem to haweébd similar
path. Fifteen described their MSW training as having been helpful and valualsierddhential
seems to have become the entry point into additional leadership responsibibimgsof the
subjects described clinical training during their MSW educational experiéddad worked in
a clinical setting early in their careers, and another 17 described sopeesxperiences earlier
in their careers paths. The combination of all of the above seemed to result in éleessubj

becoming prepared for leadership.

| can say that | don’t think | could be doing a lot of the things that | am doing
without having that history—that appreciation | found in really pursuingaal(gte)

degree in social work (Subject 4).

Learning about ethics was universal for the subjects, all 18 of whom fedtiineg were
important, could describe them, and could explain how they used them. Sixteen of the subjects
reported or talked about ethics as though they are an integral part of wheetlasyagpersonas
mentioned previously, religion seemed to play a role for 12 of the subjects in tetms of
development of their ethical standards. Many mentioned that ethics areanpanen
conducting business on behalf of their organizations. As exemplified by thespraicis clear
from the experience of these leaders that ethics and the knowledge of howy tihepptievelop

over time.
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| am extremely grounded in my church . . . that | gained when | was a child. You
obviously have to go through a period of time when you examine them before you make

them your own (Subject 12).

The development of early leadership skills seemed to happen for most, if nohall of t
subjects, using many of the variable concepts studied. Mentors clearly helgefuthee
leaders to envision themselves in a leadership role. This support of and thigrsubject by
others seemed to help them achieve more than they might have done relyingrsthely own
sense of self-worth or ability. Their ongoing training, from formal edondb early
clinical/supervisory work experience, also helped prepare these fokeaithgys for later success.
They appear to have developed a personal drive to lead as a result of the combfribgse
reported experiences. Ethics also seems to have played an important pagtapidg
leadership ability, as reported by 100% of the subjects. The subject leaerdeave created
their own leadership development plans, following many of the best practicesdeppthe

literature.

Mature leadership

As the previous two sections indicate, mature leadership appears to develomever t
with training; support from peers/mentors; and, in many cases, family $uppisrsection will
describe what appears to be the result of the previously described developnesg. pram
dividing it into discussion of the factors that seem to have helped or supporsedbjines’
development toward become leaders; the skills they report having deledmpethe resulting,
self-described style of leadership they have embraced. Finally,ddditess the additional

concepts the subjects mentioned as important.
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Development of mature leadership
Supports/training

Four of the variables studied appear to have facilitated or supported theéssubjder
development into mature leaders. | am grouping together in this sectiomgbeerking and
mentoring because many of the subjects described these concepts as méngingnature
leadership phase. Mentors appear over time to function more as peers; thdeadbgest all of
whom ore maturing in their careers, related the vital importance of peesit continued
success and appear to have formed a support network around themselves. Seventeen subje
reported that peers/mentors are important, that they find them in their aaelg@ttings, and
that they utilize their support and counsel regularly. It would appear that tleetsuigly on
their peer networks for discussion of ideas or problems with staffs or boardsctdrdiras well
as of business issues and decisions. This support appears to be of universal valseljedcts.

Ongoing training and education appear to have played a role in the developmese of the
mature leaders, all 18 of whom reported having received training beyond theat MEW
degree and 3 of whom had obtained other degrees in addition to the MSW. Seventeeth report
that this additional training was helpful in their job performance. As Bass (28@&)s on the
basis of his research, leadership skills can be taught. These leaderfolikelyhat continued
education helped them to develop their leadership skills, leading thentctdbddekemselves as
lifelong learners. | am defining this term for the purpose of this stutheasubject reporting that
they have been learning throughout their lifetime. In that 14 of the subjectsisngfinition, it
would appear that their thirst for knowledge was leading these leaders tauedotidevelop

themselves in the leadership area.

| think in every work situation there was a lot of training going on (Subject 15).
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Skill development for mature leadership

The subjects reported having developed skills during their earlier leadeesingptlyat
they have fine-tuned during their mature leadership phase. A criticaleglolited universally is
the development of ethics and the ability to effectively use ethics isioleenaking. This skill,
likely learned over time, seems to be highly valued by the subjects, all of veipon feeling
that ethics are important and that they are needed regularly on the jopoReeaf the
interviewees could describe ethics and reported their use in helping tafi@megular

decision making.

| do believe there is one true north, and you have got to stay on the true north.

True north for us is rescuing our children and our families, restoring them (S8ject

Eighteen of the subjects self-reported that they try to focus on theiasthffromote
staff self-actualization and development. The definition of this variable ivatiog and
inspiring staff and promoting team spirit, innovation, and creativity. Fifsedjects also
reported that they at times also use the transactional model of directinglstamix between
inspiring and directing staff likely developed as these leaders learneditavdek groups.
Fourteen of the subjects reported coaching staff or using give-back mgnidis often
involves the subject mentoring interns from educational settings or assistirgeyaurhess
experienced staff members. The willingness of these subjects to continuehteiuskilts to

help others seemed universal.

| think | am much more a leader than | was in the beginning. In the beginning, |
was just kind of passive. It sure is a lot easier when you’ve got a reatlg $¢@m

around you (Subject 5).
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The concept of multitasking was described by 13 of the subjects but was nallyypi
identified as a skill by the interviewees. The universality of multitagskiecame apparent to me
as the subjects reported all of the roles they fulfill throughout their @aitly life (sometimes all
in one day) while fulfilling their role as CEO. They described, for exanming responsible for
human resources issues, writing grants, fundraising, training staff, boatichgse etc. While
these leaders alluded to the concept of multitasking, | doubt they recognizesitiior even

identify it as a daily reality; in their minds they are simply doingrtjodis.

So | was responsible for HR, hiring, training, clinical issues, overséeing

expansion (Subject 9).

Fundraising was reported by 12 of the subjects as a job expectation in thezit oole. It
is likely that these leaders developed this skill on the job, perhaps with the lbelside
training. Many reported that they write grants on a regular basis, bid oaasmith
government entities, and maintain donor relations. This full range of fundraisitsgnsksl often
described by these leaders as a burden. The pressure they feel to fundrgisertikesl from
self-imposed role expectations, compounded by the real need to fund the agencyrspdiais
is a skill that nonprofit CEOs must develop to ensure the continued success of their

organizations. Training related to fundraising was universally sought out byl¢hdses.

| went to summer symposiums. . . . | took one on grant writing, took one on fiscal
management, and took some clinical ones and a supervision one and executive peadershi

ones (Subject 9).

The above described variables/skills identified by these leadersdézimeve

developed over time, eventually becoming second nature to them. They perfornttBeinl€s,
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utilizing these skills as necessary. The nature of the CEO function promdtegasking, which
ultimately results in getting the job done. Fundraising surfaced as a ngcdskaethics in the
performance of their job was universally valued by the subjects, and thésevekd
complemented by the role of promoting and supporting staff to live out the missithwes of
agencies. Training was continually sought out by these leaders.

Mature leadership style

During my report on the interview process | have described the concept of
transformational leadership, incorporating both components—transformatmehal a
transactional—of the Bass model (2006). As Bass has stated, a full-radgestap style
includes both transformational and transactional leadership skills (2006). Sikthersubjects
reported that they related to the transformational component of leadership, ancet& subj
indicated that the transactional leadership component better described idmnapstyle of
leadership. In many cases the subjects are using both transformatti@resactional styles, as
needed on a situational basis. All 18 reported that they promote and support stafflatad wor
develop their staff members’ sense of self, and 11 described a shariadestlap with staff.
These mature leaders view these leadership roles as necessabladrenataff of their
nonprofits to continue their work with clients. Fulfillment of this role with ste#frss to validate
for the leaders the mission and vision of their agencies.

Fifteen of these leaders report becoming increasingly comfortatbleheir leadership
roles over time, with several remarking that they feel added congrugthceneir leadership
abilities as they spend more time in their jobs. Twelve of these leadersusipgrtheir
leadership skills beyond their on-the-job role; it appears that they arertabhé leading

community boards or processes. This level of security in their role agpdage spurred these
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leaders over time to lend their talent to help others in the community bypdeautiside their

own organization—a result | am identifying as fulfilling another soc@kwalue. Ethics, in

fact, seem to permeate the worldview of the leaders who are comdartabkir role. They seem

to know how to use ethics to maintain the focus of their agency on its mission and vision. Ethics
appears to remain a constant throughout the leadership development process, aseskbynplif

the quote to follow:

It's a matter of respect and ultimately if you have a good solid coréioEegtou
want to demonstrate to people that you respect them and don’t compromise things by a

conflict of interest . . . it's pretty simple (Subject 4).

Another example of the maturing theme is mirrored in the following subject, quiaiteh

though cited earlier seems worthy of repeating:

My ability to create a sense of safety and calm and to take people where the
don’t really want to go. It started . . . maybe more recently I've really dwra this is
who | am and this is what | must do and this is my gift that | need to use. | owe
something to the world, and | don’t mean that narcissistically. So this cadidertip—
| have embraced it a lot the last several years. [It] haunted me up until irgtingliin’t
feel like this is completely my own skin. It is now, and what | am doing is who | a

(Subject 11).

Other identified concepts

Two other issues developed as the subjects related their leadership joErgletys
subjects mentioned succession planning and generational leadership issuesleAsotiraphics
show, many of these leaders are 50 years of age and older. The subjecteekpgrihie need to
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begin succession planning to help their organizations prepare for leadenssifoinaAs the

literature shows, the graying of nonprofit leaders is a consistent concefogrfdations that

study and fund nonprofits. The Casey Foundation (2005) began researching this phenomenon in
2002.The statistic reported at that time was that 45% of the leaders of nonpoafdse

retiring within the ensuing five years. The time is indeed near when angaoygl of these leaders

will likely retire, and nonprofits need to begin their preparation for this peodéunger leaders,

as identified by these subject leaders, will likely need to be prepareditthésse nonprofits.

In summary, the analysis of the data resulted in the development of a time continuum of
themes, which taken together allow us to see how the leadership process endgveoped for
these leaders. Each interviewee related childhood and young adulthoodreqtré seemed
to be significant; these experiences together seem to paint a picture of atoinfarba
leadership, a setting of the stage for leadership development. Mentgisnredthics, politics,
and family—all are important variables that have helped to form the leadeldhipsaof these
subjects.

The early leadership development period seems to have included more mentoring suppor
for these budding leaders, as well as ongoing training through both supeexperiences and
the performance of clinical work. Based on their reports, ethics remain imipanid continue to
develop throughout this period. Not infrequently the subjects’ actual MSihigaiwhich they
described as valuable, occurred during this time frame. The subjects atstodem/e developed
personal drive to lead during this critical period. All of these factors hau#ted in the
maturing of their leadership.

The maturity theme melds together the utilization of exteradiship support with

increased skill development, allowing a style of leadership to emerge. Sdppod this mature
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period comes once again in the form of mentoring, which merges with peer natwarkorm a
support system that is both developed and sought out by the leader. While trainiing rema
important, it comes now in ways that are beyond and in addition to the MSW degreenffyeque
these leaders have become self-described lifelong learners. Skill develga®es to happen
simultaneously; these CEOS report having developed the abilities fitaslylfundraise, utilize
ethics in decision making, and develop and support staff to reinforce agen@nnthssiigh
mentoring and coaching. These leaders often lend their personal leadgrehgnd abilities to
help other organizations or community collaborative succeed as well. Thenasoleecome
more comfortable and natural for these leaders. Indeed, the reports of thests sggm to
exemplify that leadership develops over a lifetime.

Chapter 5 will discuss the implications of these findings, possible limitatidhssof

project, and recommendations for future research.
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Chapter 5: Conclusion

This final chapter begins with a summary and discussion of the findings for this
exploratory study, after which | will present the limitations of tlseaech and its implications
for study and practice. Finally, I will discuss recommendations for fuas®arch, along with a
summary statement.

Study summary

In this exploratory study of 18 MSWs who have gone on to become CEOs of nonprofits,
| focused on how these CEOs became leaders and learned to lead. Their leaulerstyp,j
collected via a semi-structured interview format, were recorded ancitabized by myself and
a second coder for similarity in concepts and themes. | developed the intervgtiortgiasing
the conceptual models of transformational leadership (Bass &Riggio, 2006 artifier¢H
Foundation’s (2009) leadership training model for health care professionals, aadltegwries
based on the NASW code of ethics and related literature. In order to allow tbetstig widest
possible latitude for formulating answers, | purposely phrased the interviewoqaédstbe
open-ended, resulting in a rich pool of information to be coded and analyzed.

As a whole, these theories of leadership and ethics provided a basis for filagning
results and analysis of this study. The Hartford (2009) concepts of leadeasghiipgtmesh well
with the transformational leadership (Bass &Riggio, 2006) concepts, and thesadsoship
models, together with the ethics theories, helped me to configure the foundationigldgeofer
this exploratory study.

The Hartford Foundation’s concepts on training identify four areas of focusaidership
development: training, mentoring, peer networking, and the call to lead (2009).cOnespts

are defined in detail in Chapter 2. Bass and Riggio (2006) also highlight in tlesirales ot

131



only the helpfulness of mentoring and coaching for young leaders but also themaegbiag
training programs. The goal of these developmental models is to promote selfantiagst
awareness, and the full range of leadership actions, which in turn help to shpport t
transformational leadership style. Young leaders who are able to expehensupport and
training may be more likely to develop into mature leaders. This typegoirapsupport and
training was experienced by all of the subjects in this research pmogeseams to have been
sought out by them based on their descriptions of their leadership journeys.

In Transformational LeadershifBass &Riggio, 2006), Bass identified four personal
gualities that describe a transformational leader: idealized influenagsfoh#c behavior),
inspirational motivational behavior, intellectual stimulation, and individualized deragion.
These leadership concepts help CEOs to utilize methods of motivating emptoheesngaged
in creating an effective organization. The methods described by Bass (20@) help leaders
to acquire and adopt a transformational style of leadership, are in line witattherd (2009)
concepts of mentoring, peer networking, and utilizing formal training. Magletoaching, and
peer support are common training methods advocated by both of these models/adncepts
leadership development.

The formation and use of ethics were uniformly found to be important by the subjects
The ethics concept was reported as valuable by all (100%) of the intersjed@8e@9%) of
whom could describe ethics as being an intrinsic part of whom they argankfrmational
leadership model (Bass &Riggio, 2006) highlights the need for and the use ofrethics i
leadership. Ethics in leadership helps to create “authentic” leaders who engmrfaience and
trust on the part of their followers (Bass &Riggio), who in turn believe in the abilttyedeader

to lead an effective organization. The stronger the belief on the part of theyeegthat their
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leader is able to lead a nonprofit agency, the better the chances that the ooganiltateather

the storms all nonprofits face, notably decreasing resources in conjundtionereasing

demand for services. The Hartford model (2009), in contrast, does not specifiaatiify idenics

in its literature when describing its training model. Additionally, Hartforcsdae promote a
particular leadership style or theory. Hence | determined that the corohioétll three
models/concepts was necessary to form the foundational framework for thisatoqyistudy of
leadership. All of the above models and information combined to help develop the framework |
used to analyze this study’s data and results.

The interview data were analyzed and coded, resulting in the developmentawtney
concepts, supported by various subcategories and variables. | went on to orgdimzéntye
and analysis discovered in the careful review and study of the 18 MSW/CEO subejeot e
according to five major concepts and related definitional subcategories @atdesrThis level
of detail allowed me to report on the individual subjects’ thoughts regarding theatlover
leadership journeys, exemplified by my extensive use of examples of the sulpjetations.

(In an attempt to build the readers’ confidence in the data and to remain faitlhi@lsiabjects’
perceptions, | opted to report the participants’ own words, as they were recorded.)

As the interviews were conducted over time, certain concepts developed that | had not
specifically sought out. These concepts were reported spontaneously by thes sulijleout
prompts from the interview questions. An example of this phenomenon was the unexpected
surfacing of the childhood mentors concept. Those subjects (12 or 67%) who did not aentif
mentor in childhood may still have had the experience of childhood leadership. Thus tig findi
that leadership development begins early in life appears to be signdrig worth further

contemplation.
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My analysis of the data findings resulted in the development of three thesegsdra
timelines of leadership development—themes that group variables and camsbgtshree
primary leadership development stages, which | have labeled childhoodtdthoad
experiences, early leadership development, and mature leadership. Thesédipatesie to
organize the story of leadership development for these leaders across time.

Overall, I am convinced that this study has garnered information tlyahfoam the
field of social work in terms of promoting leadership development. The historicaerat the
subjects’ storytelling allowed me to explore, develop, and analyze rich baldyapfand the
subjects’ recollections and perceptions enabled me to draw conclusions that thimaes both
surprising and enlightening. Particularly notable is that leadership develbpesns to begin
early in life and, when nurtured by the subjects’ environment and life ciranoest, to blossom
into leadership ability and a willingness to accept the responsibility aérgtaig.

Limitations of the study

This study is limited by several factors, most notably the restricitnbregent in the
gualitative methodology design. The thinking/iterative process undertakequmslitative
researcher can create an increased occurrence of bias in both thénes®aass and the
subsequent analysis, against which any such researcher must guard. Thiset&s dme
degree for this study by having a secondary coder assist with caidimméthe data. Bias also
may have occurred due to my ongoing relationships and extensive contactghatiichigan
nonprofit arena.

| am currently the CEO of a nonprofit organization. While my level of insigist mo
doubt helpful for analyzing the research, my position could also, as mentioned, hage been

cause for bias, both in the interviewing and in the analysis processes. Asgaeher, | was
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aware of the potential for interviewer bias and attempted to guard againstiig Bach
interview | attempted to remain professional, refraining from beingyeadual or friendly with
the subjects, even if | had known them before the beginning of this project. | did @aillaw f
increased level of familiarity after the formal interview and it®rding were concluded.

It is possible that some of the interviewees may have been more open to being
interviewed by a fellow CEO (and conceivably more candid in their respahsesthey might
otherwise have been. As suggested earlier, though, the fact that certaiseo$tibjects already
knew me may have influenced some of them to answer differently than thletyhave had they
not known me. Their familiarity with me may in fact have caused some ieneres to be more
guarded or to present their answers in a more positive way, not wanting n @ableat their
leadership struggles. Another clear potential for weakness involves the [tyssiloiy
unintentionally having allowed too much of my own preconceived perspective and marsepti
perhaps even based on the subjects’ knowledge of me from our prior relationships or an
expectation of my agreement as a fellow CEO—to enter the research process.

Another potential problem is that the nature of this interview process, using as it did
open-ended and probing questions, may have limited the comparability of the ansgigen A
guestion or answer, for example, may have been interpreted differently frovaytesther | as
the researcher or the respondent intended. The resulting data may have lackee de
information, which would have resulted in limiting its potential for comparison nvitie larger
pool of interviewees’ answers. This factor may have limited the amount and herne&ithef
the research results.

The participants in this study represent a nonrandom sample of CEOs who have an

MSW. As is obvious from this narrow focus, the findings of this study are tirtetéhe input
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from these 18 participants and cannot be generalized beyond that point. They do, however, rais
interesting issues and suggest ideas that could be tested out with other samples.

Another limiting factor beyond the small number of participants may be theanfocus
of the exploratory questions. Still, it is my hope that the research, refngsan it does a
baseline exploratory study, may lead to a more robust analysis of socialxgotkiee
leadership in the future.

The concepts and terminology related to the leadership theories thatfledehoti this
project were not commonly known or utilized by the subjects. Unsolicited descrigeddy
the interviewees were analyzed and determined by myself and the sgamakarto possibly
match concepts found in transformational leadership, ethics, and/or the Hartforgtsowdale
the questions were not leading, | developed them in the hope that they would elrgitidesc
of behavior that matched the identified leadership concepts and languagé ctiusse
conceivable that in my eagerness | at times identified a match wieeeenths none.

This study asked leaders to analyze their own performance. Assessmemaititbeand
quality of their leadership is thus based solely upon self-identification andlation of their
abilities—not taking into account the perspectives of those they lead. The foll\aligateon of
the leader for leadership qualities is a basic tenet in the theory of traastrah leadership
(Bass &Riggio, 2006), so the reporting of skills by the subjects themselyesentmased by
their personal views of their leadership ability. In spite of possible lionis, the results of this
study may have important implications for practice and future research.

Lessons learned
Were | to have a second opportunity to organize the research process, | wouldvandle t

areas in a different way. One is the organization of the questions. During thieeimterocess |
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did not attempt to ask all of the questions in the same format or wording or in the dame or
While not keeping the questions organized in exactly the same manner from subydiect
allowed me the freedom to respond to the interviewee in a natural way, it alsed @stitte
topics of the interviews varying in terms of sequence/order. This made the ough@glifficult
and may have lent to our missing some concepts that were actually presentxhdha tgven
interview, resulting in a lower level of agreement in terms of inter-cadi@bilities. | also
would have spent more time in advance discussing the definitions of the coding guidiline wi
the second coder. This precautionary step might also have improved the Cohen kappa scores.

The interview transcripts were read several times in order to enhan@etinacy in
terms of identifying the concepts from the coding guidelines. In the futureveow would
read the transcripts one last time to ensure that all of the concepts mentioned tidoeierfa
identified for each interview. As a new researcher | underestimateanihent of time needed to
code the transcripts. | also lacked a clear understanding of the impact ofttaiioge an
instance of a concept that should have been caught. The overall strength of thewdthtdge
been negatively impacted by a failure to take the necessary time to cefldyceOnce the
coding was completed, | would also have confirmed the results one last timee lof$pése
possible limitations and lessons learned, however, | remain confident thesults of this study
may have important implications for practice and future research.
Implications for practice

Leadership for nonprofits has historically been found from within the sociél wor
profession. One of the goals of this study was to glean information about how M&®/s
developed the competencies needed for leadership of an organization, with the hope gf not onl

continuing this tradition but of improving upon the likelihood of social workers beingtsdlas
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leaders. The social work profession has a long history of giving back to atloans i
communities and organizations through executive leadership, so this study haastiomslifor
practice at both interpersonal and organizational levels.

The interpersonal level refers to the personal development of leaderstagaskilSWs
who aspire to become leaders. We have learned from this small exploratgrihstudadership
ability and willingness to lead occur when the person with leadership apstgtken support
and coaching, education and training, and an opportunity to practice the art of leadoeys
develop over time, and the profession of social work would benefit from supporting and
enhancing this development process for MSWs who have the potential to becomeeeffecti
leaders. Discussing leadership as a career option for MSW social workeidemiiy those
prospective early leaders who are interested in cultivating and nurtueindeidership abilities.
Training

Identifying MSWs who may wish to become leaders or even supervisorsil#teiri
careers may help to expand the pool of social workers willing to lead. The Schootsadf S
Work already have strong internship or mentoring programs built into their trgirongsses.
Currently, all such schools offer two- or three-day a week internshipddwniek as part of
their curricula. The social work students are generally placed in an agemnuy wétere they can
learn and practice their craft of helping others and develop practical Ski#ladership training
component could be added for social work students who may wish to study
administration/leadership and clinical work simultaneously. (This studgates that clinical
training is also important and should not be overlooked.) Such students could be assigned to a
field-work placement in an agency that agrees to mentor their leadersldmmistrative

learning, in addition to their clinical learning.
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This leadership development component could be enhanced by the addition of more in-
depth management seminars that could be held throughout the school year. Thess seld
potentially either be online (allowing for distance learning) or ing@erdepending on the
number of students attending or on student preference. Topics covered could include staff
clinical issues and supervision, communication, staff performance/evaluataiingahe
difficult employee clinical record review, accreditation and regulatiorex,dsoof directors and
agency governance, etc. The more in-depth training could be coupled with drassigrament
to interview the top executive management at the agencies. The format faetliews could
be similar to the interview tool used for this exploratory research projecte$aksrof the
interviewing process could be compiled for ongoing data gathering, resualtimgre in-depth
research about leadership. Thus interested students would gain some idea of wisaipeader
entails, as well as exposure to actual leadership and administration witlgerey.alhere could
also be a research component of compiling the data garnered from this process.
Self-knowledge development

Self-knowledge about leadership and its fit for our own personal style isictdtithe
successful accomplishment of a leadership role. Knowledge of the CEO or otherssupeole
and its demands gives students the opportunity to make an informed choice about leaatkrship a
whether or not this is a role they could fulfill. Students’ self-knowledge wostidla@ enhanced
by taking a self-assessment tool that indicates their leadership skilg]laas areas for growth.
There are many reasonably-priced tools the Schools of Social Work couldtuseulthbe
economical and beneficial to students. Offering an opportunity to discuss the indresluled of
the tool would enhance and deepen the learning among students. Action plans for student

personal growth could also be developed.
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Marketing to students

The overall marketing of these student learning opportunities is enhandes dayritent
social media opportunities. The Schools of Social Work need to respond to the younger
generation by increasing the use of these social media tools for mgrestlership educational
and development programming to interested students. Using these online tools and chat rooms
could exponentially improve the number of students exploring leadership education and
development over time. Sample course syllabi and chats could be made at@#attiee
students to explore their interest in social work leadership.
Enhancing Agency CEO involvement

The results of this study indicate that mentoring and exposure to supervisiorelpéué h
to these interviewees, who now, in turn, enjoy giving back to others through give-back
mentoring. Mentoring and training the next generation of leaders wé&a points identified by
the Annie E. Casey Study (2005) as best practices. The social work profession should be
preparing for this challenge. Some schools already offer this kind of adatinistplacement,
although an enhancement recommendation for this strategy would be to increasebtieaman
variety of placements. Enhancing the connection with current CEOs of nonpaiits benefit
the Schools of Social Work and help prepare the schools to increase the quality and number of
placements. These connections may help to prepare the schools for the chaldemgeational
change and the increased need for future leaders.

Current Schools of Social Work would benefit from the development of advisory groups,
one of which could include current nonprofit CEOs. This group would not only engender more
involvement from within the social work CEO community but would also provide an avenue to

enhance the training and development of leadership students. This advisory grouptiyuld
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the schools of potential placements for students learning leadership skills,ritocgdsure that
these students would be welcomed into quality placements in settingothdtbe committed

to their growth and development. These same CEOs would provide invaluable feedback about
best practices in nonprofits, e.g., developing trends in funding, fundraising, programrairtg,
writing, staffing issues, training, etc. Even clinical MSWs who are graduadied to have best
practice skills that will be of value to the nonprofits for which they wish t&widrese same

CEOs would keep the schools informed about clinical practice training issuey ds\b&op.

As advocates for the Schools of Social Work, the CEOs would promote the overalbtemdi
employment of MSWs in all fields of the helping professions, creating awairscenario for all
concerned.

Another recommendation | would make, given these data, to improve the quality and
number of leaders in social work would be to enhance the breadth and depth of the
administration course work in the Schools of Social Work. An initial class intirmglatudents
to agency administration could be offered to help students further their understainaovgan
agency functions. The structure for most agencies is quite similar; thissagydie to the larger,
public organizations such as community mental health agencies that generallybbave af
directors and an agency administrative structure that flows from itibganow organizations
are structured and funded, as well as the kinds of services they provide, would helgeven t
general MSW student to be prepared for and knowledgeable about agency lifalgobriic
light of the increasing level and amount of change that is now taking place inzatgars. This
foundational knowledge might help spark an interest on the part of the new MSW in the

possibility of one day taking on a leadership role. Other important knowledgedrigetigure
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leaders might be gained by partnering with schools of business, human restompesfit
management, etc.
Educational Partnerships

By partnering with other professional schools, the Schools of Social Work wouldtbenefi
from specific subject areas that are already developed and provided by tiwss. Schis would
not only improve the quality of the subject matter but also lower development anagstafis.
Areas for collaboration could include budgeting, financial analysis; grambgyrituman
resources best practices, agency governance, regulatory issued ftcagency operations and
human resources, etc. This collaboration around areas of expertise would alspaifdwork
schools to offer skill-building classes to the other professional departmentd. vk schools,
for example, have well-developed programs around ethics, interviewing, catiaban the
community, and team building. This attitude of collaboration could lead to a win-winaituat
for all involved.
Enhanced educational programs

We have also learned from this small study that these subject leadeeslleatead by
finding their own support and training in order to develop their leadership abilitiessence,
they pioneered their own way to leadership. Therefore, another example of Bewebearch
findings might inform the field would be the development of a leadership progranmgtilinze
concepts that were uncovered. Education and counsel in the areas of mentoringgcoachi
leadership training, ethics education, and decision making could be offered. Thefyzdee
networking could be shared with these leaders-in-training, and the varied dentaardat in
the leadership of an organization could be explored and shared during. Discussioniagd shar

could also incorporate such areas as fundraising skills, ways to insfiirthstasefulness of
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coaching with staff, etc. The concepts presented by Bass and the Haaimidation, as well as
the principles of ethics discussed in this dissertation, would be invalualihe foasic learning
of budding leadership students.

| would propose that this approach involve a combination of training in the Schools of
Social Work and in the agency setting, allowing for mentoring and hands-on ¢etrake
place. This programming could be designed as continuing educational training, @gliomtme
most flexibility in timing for students learning leadership. Thus class stdsedould meet
students’ needs in terms of skill development within the timeframe that wouhd&tehelpful to
them. While some continuing education programs are already in place, thgsems would
benefit as well from the enhanced training and development. These classesng pragrams
could also be made available post MSW practice training.

| believe that training for leadership will be most effective when it domss an
integration of formal training and practice-setting learning. We haae tbat leadership
competency develops over time. A mid-level managerial training prograna womrly opinion
be an ideal place for the Schools of Social Work to invest their resourcesndta become a
supervisor/manager lays the foundational work for learning to be a hightlelader later on in
life. The manner in which budding managers learn to become leaders of smallereemploy
groups often predicts success in leadership later on in their careers. Tlo§lggraing should
be supported and encouraged.

The supportive programming | envision might be several months in length and combine
online and in-person training. An online training program for the managers, coupled \thi on-
job assignments and mentoring at their job sites, would be ideal. For largecaganai

managers could be involved in a group at the agency formulating its mentorép&erking
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opportunities. In the case of smaller agencies, several employees fiier@ndliagencies could
join together to form a small group. This basic training would be helpful and supportiveyot onl
to the new manager but to the agency as well. The program could also entail advansed level
training, focusing on additional support and skills development for managers wiecepérey
more responsibility or increasing their supervisory responsibilifies would allow for these
managers to progress in their skill development and leadership ability over time

| would caution the Schools of Social Work to develop programs that are highly user
friendly for both the manager and the agency. Many managers cannot afford taytfecsm
their desk or off the agency premises for extended periods of time. Tha tosiming should
take this time constraint into account during the design phase of the programmirtgaifimg
and development program would also help to inform and develop social work leadership for the
future by nurturing and promoting leadership ability. The integration of the semiklschool
with the agency component would benefit both the school and the agency. The school would
provide the training staff and the materials, which would benefit the agendg,tihi
programming feedback by the agency staff (and the CEOSs) to the school Wmultba
continual improvements to the course offering. Thus this partnering would once agawirbe
win scenario for all concerned.

As we have seen, the issues of succession planning and generational handoff for
nonprofits were mentioned by eight (44%) of the subjects. Succession planning fafit®np
will be a concern as the current leaders retire in record numbers in the cemiad§asey
Foundation, 2005). The kind of training program | have described would help to ensure that

social workers will be equipped to continue leading nonprofits, as they have irsthe pa
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The selection of candidates for leadership programs could also be basediaiplads
on these conceptual findings. Interviewing applicants with these findings in nighd lve
helpful for selecting the best candidates for leadership training. Borge, information on
possible nominees who have had early leadership experiences and found them todosgrewar
could be uncovered. Encouraging those who have been leaders earlier in life (jpeargodial
work training) would also be beneficial to the program selection procesge Aave seen, the
findings seem to indicate that these early leadership experiences [atedittadership success.

Social workers, like practitioners in many other professions, are in a conteinald
mode of lifelong learning. Continuing educational requirements lend themselvasitagtr
programs that would focus on supervisor education and training. Such courses could be offered
more routinely by the Schools of Social Work at varying levels. The leveld eaabmpass foci
from new supervisor skills to executive director training programs, and potewotghprming
could utilize the concepts learned from this study, including leadershipdstydééopment, ethics
training and development, mentoring opportunities, peer networking, time and skills
development, organizational effectiveness as it relates to leadershiheettormpletion of these
courses might be of great value to applicants when applying for increased iasfoims
agency leadership roles. | now turn my focus to future research suggestions.
Implications for future research

Since 1900 leadership in general has been one of the most researched andbotit
topics (Jackson & Parry, 2008; Yukl, 2006). Historically this research has focusedttary mi
leadership, but in more recent times the spotlight of study and reseasthfteasto the
business world (Yukl). Since the field of social work has not concentratedatgchsfforts on

the study of leadership, there is room for growth in the future.
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While this exploratory study may help to develop new ideas for futurarcdsets small
scope prohibits generalization of its results and findings. While a larger, tjualdase study
project would be both time consuming and costly, a survey could now be developed, based on
these preliminary findings, that would allow for the confirmation of these daiasaa larger
group of MSWs who are CEOs. This survey would be helpful in determining how adeogsr
section of MSW CEOs learned to lead, what skills they developed, and what supegrfiound
helpful in learning to lead. This would allow for the generalization of the findingsreiyses.

The findings of this study may also help to inform the future training of soor&lens as
leaders. If the leadership training of social workers is in fact to beowne of a focus for the
field, additional research will certainly be needed. The subjects isttldg are mature, most
having been leaders for many years. It will be important to continue to ataidyesearch not
only how a social worker leads but also how a member of a younger generatiomlofvedars
can become a leader. It is probable that these budding leaders may audjdiegelop
leadership skills using quite different methods from those of their presiexs. What best
practices will the younger generation of leaders employ as they beconuégptah leadership?
Will they continue to be people focused?

The role of technology in leadership training could also be explored and reseditthe
subjects interviewed for this project reported the helpfulness of mentoringygte®rking,
training, ethics, etc., for the development of their leadership abilitiesd Bastéhe age of these
leaders, we can assume that they honed these abilities largely in a-face-br classroom
setting. Can technology be utilized effectively for the development of the samieskills and
abilities? Would this method of training be effective and helpful to the leadexining? Would

the use of technology be dependent upon the age or generation of the person aspiringgto acquir
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the skill or information? Because the field of social work is so relational,ggdgocused, does
this profession use technology in the same way as others? Should the trainingfavatde
presented in some other way? As the social work profession develops more tragnagngrfor
leadership, researching the outcomes and success of this training wilida. ¢r@arning what
does and does not work will be crucial over time.

This project has explored leadership from the leader’s prospective. Bbalidsctors
generally select the next nonprofit leaders or executives. Exploring whdskaarexpecting in
their CEO and adapting training to those expectations will become an impopeci lasth of
research and of practice. We would expect budding leaders to be prepared to meet the
expectations of these boards of directors and ready to develop and/or maintaintae effec
organization. Just as the demands for change are increasing for nonprofrigiveithi
environments, boards of directors will also begin expanding their levels of atipedor
leadership performance. As nonprofits continue to become more sophisticated in their
performance and functioning, their leaders will in their turn be expectedddHe charge in
terms of effective implementation of these changes. Researching théativpswf boards of
directors for nonprofit leadership would be helpful in training future social veadelrs.

In the previous section of this dissertation, in-depth training programs for stoflents
leadership were described. As these students flow through these courses, ongdorghgohi
their leadership growth and learning could be maintained through research anatiofoaim
gathering tools. These tools might include online survey instruments, as Wellagroups and
interviews. Both successful and unsuccessful leadership students would be queried iabout the
experiences. This ongoing flow of information would allow for the rich develapofeesearch

data that would continue to inform the field regarding what has been working fontstade
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what has not been helpful. The continual input from students would allow for the continuous
improvement of the training and educational programs. The students would learn fraowthe
collective experiences and would then continue to inform the field of social worklirega/hat
they had found to be the best practices. We researchers, along with the stunlddtbegin to
understand what leadership means to the younger generations and how to recinibtitem

As our society and environment change, will the leadership techniques cumargéy i
continue to inspire and enhance staff performance, or will this dynamic crengd aWhat is
important to the new generation of workers? What inspires them to continue their work wit
vulnerable populations despite shrinking resources? Does the leadership of todatertiaiva
next generation? Generational issues are an excellent opportunity for dtwseahd research.
These issues will impact not only MSW leadership training but MSW practinengas well.
Capturing the information regarding training provided by our MSW programs, both the
successes and the failures, will lead to continually improving the qualityritraining programs
and thus help us meet the ever-changing generational issues. This agasareatwin
relationship, as well as a great learning experience for the students anolviders of these
ongoing educational programs.
Summary

This study of social work leadership has developed findings that | franklgtexieut
also many others that took me by surprise. The most unexpected discovery fos thatwiaese
leaders really did experience similar, albeit very personal, journeyadership. Their stories,
told in their own voices, helped me to explore and better understand these unique and ye
remarkably comparable journeys. The shared, overarching themes of adeshep

experiences, of garnering their own support and help through mentoring and peers,raj learni
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the craft of leadership and then eventually applying that knowledge to the |lepadrahi
nonprofit organization—these and others became readily apparent to me in tigsfauatil
analysis. The data illustrate that these CEOs have developed their owshHgakieowledge and
style over time by accessing the help they needed and even by credthmagjtar
themselves—in essence, by customizing their personal training prodrémas been a privilege
for me to listen in on their stories of perseverance and dedication, not onlyieldhad Social
work but also to the nonprofits they lead. Their stories both provide many insightssend r
many questions about training future MSWs for leadership positions—putting the dsocial

work leadership in our hands.

149



APPENDICES

150



APPENDIX A

Hartford Foundation permission
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Mon, May 10, 2010 at 11:1
Nora O'Brien <nora.obrien@jhartfound.org> AM
To: "deborah.nykamp@gmail.com" <deborah.nykamp@gmail.com>,
"dsanderlin.mccormack@gmail.com" <dsanderlin.mccormack@gmail.com>
Cc: "Francisco J. Doll" <francisco.doll@jhartfound.org>

Dear Ms. Nykamp,

Thank you for contacting us regarding permission to us our leadership concepts and
definitions for your research project. You are able to use the concepts as yangcis the
reference.

Best wishes on your research project.

Regards,

Nora OBrien-Suric

Nora OBrien-Suric, M.A.

The John A. Hartford Foundation

Read our blogHealth AGEnda:http://www.jhartfound.org/blog
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From: Deborah Nykamp

Sent: Monday, August 09, 2010 1:32 PM

To: XXXXXXXX

Subject: Question and a favor

Attachments: 1035966 6-22-10_ APPROVED _informedconsent.pdf
Hi XXX. Hope you are doing well.

| am beginning the research for the completion of my PhD. My project is teiaweSWs
who are also CEOs of nonprofit organizations. The goal to is learn how they got to bea@EO
lessons learned.

The interview takes about 1.5 hours and is recorded and then transcribed. It is cahfafenti
course. It is simply you telling your story.

| would travel to you at your convenience. Hope you will participatevé hecluded the
informed consent form for your review. Please let me know if this will wodkiyou have any
guestions. Thanks for considering. Deb

Deborah J. Nykamp

President and CEO

Catholic Charities West Michigan
360 Division St. Suite 3A

Grand Rapids, Ml 49503
0:616.243.9122

F: 616.551.5646

C: 616.295.8556
dnykamp@ccwestmi.org
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THE STUDY OF LEADERSHIP IN NONPROFIT AGENCIES

Letter of consent

You areinvitedto participate inaresearch studyof executive eadershp in nonprofit
agencies. Ths research studg conduced by Deborah J. Sanarlin-Nykamp, ®cial work
dodorial student, and supervised by Rena Harold, Ph.D. at Michgan Stte University.

Purpose of the study This resarch study is desgned to examne the experiencesof executive
directorsand their leadership destopment as they habecomeexecttive leadrs inanonprdit
organization. We are askng you to participate in the study because you have a Master's degree
in Social Work, and have attained an executivectr/president level of leadership in a
nonprofit agencyYou will be one of approxirately 20 MSW executive dirdors / presiderstin

this reseach study.

Explanation of procedures:Partigpation in thestudy involves compétion of ashort
demographic data colleon sheéand a two-hour interview procegdhe interviews will be
conducted in a setting that is mutually agreeable todtieipant ard the reseaiher.
Interviews will be recorded for the purpose of accuracy of the information amdrmizllysis.

Risks and Discomforts:Any risk and/or dizomfort from thisstudy are anticipated to be
minimal.

Benefits: You will not directly berefit from this study. However, the infornmation collected ray
help to inform the field of socel work regarding leadership concepts, knowgedttainmenénd
training techniques, which cauld potentially lead todture nonprofit leadership training.

Withdrawal without Prejudice: Your particigtion is voluntary. Your refusal to particiga
will involve no penalty or loss of benefits to which you would otherwise be entitled. You
may choose to not participate or to not answer a paatiquestion. You may withdraw your
paticipation atany time wthout penalty or loss of benefits to which you may otherwise be
entitled to. You maysk theresearchr any quedions d any time.

Confidentiality of information: The findings of this study will not contain identifiable
information about you or your agency. The information collected will be coniademd will
be aggregated in its reporting and presenta@Quoteswill be masked to prevent them from
being attributed to a certain individuBloth the individual's and agency information will be

This consent form was approved by the Social Science/Behavioral/Education I nstitutional
Review Board (SIRB) at Michigan State University. Approved 06/26/10 - valid through
06/25/11. This version supersedes all previous versions. | RB # 10-605.
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Informed consent: continued 2

assigned an identification number to maintain confidentiality. Recordsfidegtyour identity
and the assigned identification number will be kept in a locked drawer at thecddfRema
Harold, Ph.D., 252 Baker Hall, MSU, East Lansing, Ml

All participants' interviews in this project will be recorded. If you do not wodbetrecorded,

you cannot participate in this research study. The recordings/digMfill be used by
researchers at MSU and will be transcribed. Identifiable information gbawnd your agency
will be removed during transcription. The digital files will be secured inlebbdrawer at the
primary investigator for at least three years after project £l@ely the researchers at MSU and
the MSU Institutional Review Board will access the audio recordings and tpiajac

An effort will be made to disguise your identity by not using your name duringtiérgiew.
However, total anonymity may not be possible because of the unique experiences and
information that you may choose to share during the recording. Information froneskearch
study and recordings will be presented in an aggregate format and quotes /tinfomianot
be attributed to you personally. Aggregate information from this study maabedsin a
professional journal and/ or at a professional conference. Your confidentidlibevprotected
to the maximum extent allowable by law.

Cost and compensationYou will not receive any money or any other form of
compensation for participating in this study.

Questions:If you have any concerns or questions about this study, such as scientds; iss
how to do any part of it, or to report an injury (i.e. physical, psychological,| stacéncial or
otherwise}, please contact Rena Harold, Ph.D., Responsible Project Investigatml, &
Social Work, MSU, 252 Baker Hall, East Lansing MI, 48824. Phone48273733 or fax:
517.353.3038 or emaittaroldr@msu.edu

You may also contact Deborah Sanderlin-Nykamp, LMSW, Project Investigeaol of
Social Work, MSU, 252 Baker Hall, East Lansing MI, 48824. Phone: 248.765.2746 or
email: deborah.nykamp@gmatm.

If you have any questions or concerns regarding your role and rights as a stiegyapé or
would like to register a complaint about this research study, you may contagtmausty,

This consent form was approved by the Social Science/Behavioral/Education I nstitutional
Review Board (SIRB) at Michigan State University. Approved 06/26/10 - valid through
06/25/11. This version supersedes all previous versions. | RB # 10-605.
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Informed consent: continued 3

if you wish, the director of MSU's Human Resedpcbtection Program, Phane
517.355.2180, fax: 514324503, or emdi irb@msu.edwor mail: HRPP, 207 Olds Hall, East
Lansing, M| 48824.

We appreciate your withgness to pécipate in the project and look forward to leéagnfrom
you and your expesnces.

Your signature below indicates your voluntary agneatto participate in this study.

Signatue, Date

This consent form was approved by the Social Science/Behavioral/Education I nstitutional
Review Board (SIRB) at Michigan State University. Approved 06/26/10 - valid through
06/25/11. Thisversion supersedes all previous versions. |RS # 10-605.
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Leadership survey

A. Personal information

You are invited to participate in a research study of executive leadership in noageoiies.
This research study is conducted by Deborah J. Sanderlin-Nykamp, social wioraldstadent,
and supervised by Rena Harold, PhD at Michigan State University.

The findings of this study will not contain identifiable information about you or ygemey.
The information collected will be confidential and will be aggregated in its regand
presentation. Quotes will be masked to prevent them from being attributed taim cert
individual. Both the individuals and any agency information will be assigned an icatnbifi
number to maintain confidentiality.

* 1. Name

* 2. Gender
O Male

O Female
3. Date of birth:

4. Contact information:
Agency:

Address:

Address 2:

City/town:

State:

ZIP:

Cell number:

Email address:
Phone number:
5. Undergraduate school:

6. Year graduated:
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7. MSW school attended:

8. Year graduated:

9. Other degrees:

10. Specialized training programs:

B. Agency size

1.

2.

Number of employees:

01-50

051-100

O 101-200

O 201-500

Omore than 500

Agency revenue

Ounder $1,000,000
O$1,000,000-$2,000,000

O $2,000,000-$3,000,000
O$3,000,000-$4,000,000

O $4,000,000-$5,000,000
O $5,000,000-$10,000,000
O $10,000,000-$15,000,000
O $15,000,000-$20,000,000
O $20,000,000-$25,000,000
O $25,000,000-$30,000,000
O $30,000,000-$35,000,000
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O $35,000,000-$40,000,000
O $45,000,000-$50,000,000

Omore than $50,000,000

3. Location of main office

4. Number of additional locations:

5. Please indicate your agency geographic coverage:

6. Please list the 5 major services your agency provides:

7. Please list your 5 major funding sources from highest to lowest:

8. Please list any affiliations your agency may have (i.e., religious, national organizatsyn
United Way, etc.):

9. May | contact you if | need information or clarification in the future?

O Yes

ONo
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Questions and Recording Form

Interviewee code Date Time

Location (office, public place, etc.)

Purpose of interview:

My goal today is to explore with you your story of how you became an executictodiaed
leader of your organization. By listening to you tell about your journey—your protéssding
and becoming a leader—I hope to develop concepts and ideas that will lead to the davelopm
of leadership education and training programs for social workers. Your informatiome)laas
your identity and that of your agency, will remain confidential. (Dbsamy research process
for my project. This will encourage them to tell their story, obtain their buy-ihe project, and
help them become comfortable with me.)

Interview questions:

Description of leadership roles by interviewees

Please share with me your story of how you ended up in a leadership role. lse$tart with
your earliest leadership role. Please tell me about that experiend@his could also be the
first supervisory role.)

Explore that role and experience(The invitation to tell their own story encourages the
executive to share. Continue on in the exploration of their experiences leading up toethie cur
CEO position, using their timeline of experiences.)

Follow-up topics:

The following are topic areas that will be specifically addressed #xbeutive does not
disclose information about them during the storytelling process. If the infiomia disclosed
during the storytelling, the interviewer will explore that topic during thervieew process.
Ethics

We are often faced with decisions we have to make that involve the use of eth{an you

describe such an experience for me?

How are ethics important to your job?
Describe how ethics impacts your day-to-day work.

Explore leadership style(Transformational vs. transactional, from their perspective)
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Explore: Did you at any time develop concepts around your leadership style@WCaesgribe
your style in your own words? Do you use a deliberate framework/modehttarkhip? How
would you describe your style of leadership?

Call to action (Focus on how and why they chose to pursue leadership.)

| have no doubt that all of us chose to pursue leadership for different reasenPlease share
with me your reasons for being willing to lead.

Exploration of training, both formal and informal

Did you receive leadership training during your MSW educational process? g/

Did you receive leadership training other than from the MSW training? y/n

Training through other programs (Explore the training—i.e., number of years, other degrees
or formal processes, experiential, on-the-job, etc.)

Mentoring experience

Did or do you have any mentors who have helped you along the way in your leadership
journey? y/n

Explore mentoring. Ideas for probing questions:

Who helped you become a nonprofit leader?

How did you locate this individual?

Was this person helpful? y/n

How often did/do you see your mentor?

Peer networking experience

Oftentimes talking to our peers is helpful in this job. Did or do you takeadvantage of peer
networking opportunities? y/n

Explore peer networking. Ideas for potential probes:

Has this person / have these people been helpful? y/n

How have they been helpful?

How many hours per month did/do you spend in peer networking?
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The Study of Leadership in Nonprofits Research Project
CONFIDENTIALITY AGREEMENT

In order to maintain the confidentiality of Leadership in Nonprofits Research Project subjects
and agencies’ all information, materials and information regarding subjects and the agencies
and their operations must not be discussed with anyone outside the Michigan State University
(MSU) research team who are authorized to receive confidential information and who are
directly involved with the leadership research project.

Research team members and others providing professional services to the research team
handling confidential information are responsible for its security. Extreme care must be
exercised to ensure that it is safe guarded. All information and /or data storage devices must be
kept in a locked drawer at all times.

Information concerning, but not limited to research subjects personal information and
information regarding agencies should be regarded as restricted material. Disclosure of this
information to unauthorized persons can and will lead to dismissal from this project.

I acknowledge that | am fully aware of my responsibilities to protect the confidential nature of
all information pertaining to individuals who are participating, or who have participated in The
Study of Leadership in Nonprofit Agencies project. | further recognize that | may not divulge any
identifying information to any outside individual or organization without the express, written
consent of the individual involved.

| am aware that any violation of confidentiality and/or policies and philosophies may lead to
immediate dismissal from this project. Upon termination or resignation or completion of my
duties with the Leadership research project, | will promptly deliver to the appropriate team
researcher all written and other materials.

This agreement is binding past my tenure with the leadership project and ensures that
materials are kept confidential. My signature indicates my willingness to abide by this
agreement.

Print Name:

Signature:

Date:
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