THE REPUBLIC OF TURKEY
CUKUROVA UNIVERSITY
INSTITUTE OF SOCIAL SCIENCES
DEPARTMENT OF BUSINESS ADMINISTRATION

THE ANALYSIS AND USE OF 360 DEGREE FEEDBACK TECHNIQUE IN
THE EVALUATION OF LEADERSHIP STYLE

Mohammad Rahim UDDIN

DOCTORAL THESIS

ADANA /2019



THE REPUBLIC OF TURKEY
CUKUROVA UNIVERSITY
INSTITUTE OF SOCIAL SCIENCES
DEPARTMENT OF BUSINESS ADMINISTRATION

THE ANALYSIS AND USE OF 360 DEGREE FEEDBACK TECHNIQUE IN
THE EVALUATION OF LEADERSHIP STYLE

Mohammad Rahim UDDIN

Supervisor: Prof. Dr. Kemal Can KILIC

Jury Member: Prof. Dr. Azmi YALCIN

Jury Member: Assoc. Prof. Dr.Hiiseyin GULER
Jury Member: Prof. Dr. Unal AY

Jury Member: Dr. Konuralp SEZGILI

DOCTORAL THESIS

ADANA /2019



To the Directorate of the Institute of Social Sciences, Cukurova University

We certify that this thesis is satisfactory for the award of the degree of Doctoral

Thesis in the Department of Business Administration.

Supervisor: Prof. Dr. Kemal Can KILIC

Member of Examining Committee: Prof. Dr. Azmi YALCIN

Member of Examining Committee: Assoc. Prof. Dr. Hiiseyin GULER

Member of Examining Committee: Prof. Dr. Unal AY

Member of Examining Committee: Dr. Konuralp SEZGILI

| certify that this thesis conforms to the formal standarts of the Institute of Social
Sciences. .../.../2019

Prof. Dr. Serap CABUK

Director Institute of Social Sciences Cukurova University

PS: The uncited use of reports, charts, figures and photographs in this thesis, whether or
original quoted from other sources, is subject to the Laws of Works of Art and Thought
NO:5846

NOT: Bu tezde kullanilan ve baska kaynaktan yapilan bildirislerin, ¢izelge, sekil ve
fotograflarin kaynak gosterilmeden kullanimi, 5846 sayili Fikir ve Sanat Eserleri

Kanunu’ndaki hiikimlere tabidir.



DECLARATION OF ETHICS

The thesis was prepared in accordance with the Dissertation Rules of the Institute of

Social Sciences, Cukurova University where;

| have obtained the data, information and documents in the thesis within the

framework of academic and ethical rules,

e | present all the information, documents, and evaluation results in accordance
with the rules of scientific ethics,

e | am referring to all of the study works with appropriate reference,

¢ | have not made any changes to the data used and the results of analysis,

e | declare that the work | presented in this thesis is original.

Mohammad Rahim UDDIN



ETiK BEYANI

Cukurova Universitesi Sosyal Bilimler Enstitiisii Tez Yazim Kurallaria uygun

olarak hazirladigim bu tez ¢alismasinda;

e Tez icinde sundugum verileri, bilgileri ve dokiimanlar1 akademik ve etik kurallar
cergevesinde elde ettigimi,

e Tiim bilgi, belge, degerlendirme ve sonuglar1 bilimsel etik ve ahlak kurallarina
uygun olarak sundugumu,

e Tez caligmasinda yararlandigim eserlerin tiimiine uygun atifta bulunarak kaynak
gosterdigimi,

e Kullanilan verilerde ve ortaya ¢ikan sonuglarda herhangi bir degisiklik
yapmadigimi,

e Bu tezde sundugum g¢aligmanin 6zgiin oldugunu,

bildirir, aksi bir durumda aleyhime dogabilecek tiim hak kayiplarini kabullendigimi
beyan ederim. ..../...../2019

Mohammad Rahim UDDIN



ABSTRACT

THE ANALYSIS AND USE OF 360 DEGREE FEEDBACK TECHNIQUE IN
THE EVALUATION OF LEADERSHIP STYLE

Mohammad Rahim UDDIN

PhD Thesis, Department of Business Administration
Supervisor: Prof. Dr. Kemal Can KILIC
February 2019, 181 Pages

360-degree feedback generates an opportunity for appropriate and thoughtful
understandings to explain behavioral changes. The organizational leaders can develop
the visions and work strategies using 360-degree feedback to help bring success. A
leader needs a collaborative approach involving others to help guide the organization
forward. 360-degree feedback helps the leader as a vehicle to collect feedback on their
leadership style to execute the strategic plan for the organization. Moreover, the present
quantitative research examined the impact of 360-degree feedback on leadership
practice to develop organizational efficiency. Path analysis using Structured Equation
Modeling (SEM) technique had applied to analyze the study variable. A significant
relationship is found between the 360-degree feedback process with the leadership
styles under this study. More specifically, 360-degree positive and negative feedback
predict the servant leadership directly and indirectly through motivation to lead. This
study on one side gain information to increase support for the use of feedback and on
the other side foster the method to leverage benefit or effectiveness for different
recipients. The organizational leader would find benefits from the current study result to
improve the collaborative approach in the organization. By incorporating the multi-
source feedback process that provides feedback to leaders would help to plans for
developing and enhancing leadership practices. Current research provides a more in-
depth understanding of the 360-degree assessment. Means of the study will contribute to
leadership and organizational development. Organizational manager and other
stakeholders are expected to get benefit from the findings of the study.

Key words: 360-degree feedback, transformational leadership, servant leadership.



OZET

LIDERLIK TARZININ DEGERLENDIRILMESINDE 360 DERECE GERi
BILDIiRIiM TEKNiGiNIiN ANALIiZi VE KULLANIMI

Mohammad Rahim UDDIN

Doktora Tezi, isletme Boliimii
Danmisman: Prof. Dr. Kemal Can KILIC
Subat 2019, 181 Sayfa

360 derece geribildirim, davramis degisikliklerini agiklamak icin uygun ve
kapsaml1 bir bakis agis1 i¢in firsat saglar. Orgiit liderleri basar1 saglamak icin 360 derece
geribildirimi kullanarak vizyonunu ve is stratejilerini gelistirebilirler. Bir lider,
organizasyonun ilerlemesini saglamak icin diger kisileri de igeren ortak caligmaya
dayali/katilimer bir yaklagima ihtiyag duyar. 360 derece geri bildirim, organizasyonun
stratejik planini uygulamak, liderlik tarzlar ile ilgili geribildirim toplamak icin lidere
bir ara¢ niteliginde yardimci olur. Buna ek olarak, Mevcut nicel c¢alisma; orgiitsel
verimliligi gelistirmek i¢in 360 derece geri bildirimin, liderlik uygulamas: {izerindeki
etkisini incelemistir. Aragtirmanin degiskenlerini analiz etmek i¢in Yapisal Esitlik
Modellemesi (SEM) teknigi kullanilarak Yol Analizi uygulanmistir. Bu calisma
kapsaminda liderlik tarzilar1 ile 360 derece geri bildirim siireci arasinda anlamli bir
iliski bulunmustur. Daha belirgin bir bicimde agiklamak gerekirse, 360 derece olumlu
ve olumsuz geri bildirim, hizmetkar liderligi motivasyon aracilifiyla dogrudan ve
dolayli olarak yordamaktadir. Bu aragtirma farkli yararlanicilar i¢in hem bir metod hem
de geribildirim kullanmisinin tesvikinin artirllmasina yonelik bilgilerin ortaya
cikarilmasina katki saglamaktadir. Orgiit liderler, orgiit igindeki isbirlik¢i yaklagimlar
gelistirmek i¢in bu ¢aligmanin sonuglarindan yararlanabilecektir. Liderlere geri bildirim
saglayan cok kaynakli geri bildirim siirecini dahil etme; liderlik uygulamalarini
gelistirmeye ve arttirmaya yonelik planlarda yardimci olacaktir. Mevcut ¢alisma, 360
derece degerlendirmenin daha derinlemesine anlagilmasina olanak saglar. Calismanin
degiskenleri liderlik ve orgiit gelistirme literatiiriiniin gelisimine katkida bulunacaktir.
Orgiit yoneticileri veya diger paydaslar bu ¢alismanin bulgularindan yararlanabilir.

Anahtar kelimeler: 360 derece geribildirim, doniistimsel liderlik, hizmetkar liderlik.
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CHAPTER |

INTRODUCTION

1.1. Introduction

Organizational growth and performance depend on the learning capacity of the
employee. Learning of the employee occur when individual employees and the
organization are ready to open and accept feedback and committed to examining
assumptions of stakeholder directly or indirectly related to both employees and
organizational performances. The process of development and learning profoundly
relies on all-around feedback of an employee. Very often there is found the enormous
gap between how perceptions of followers and thinking of how a leader see themselves.
Feedback is one of the essential ways to close the gap (Zenger and Folkman, 2002).
Structured performance feedback help organization for employee development. Modern
organization is currently using Multi-rater feedback as a methodology for developing
employee’s leadership performances.

Multiple perspectives and multiple rating is the basement of “360-feedback”
approach. This approach gathers input about an individual’s performances by soliciting
feedback from stakeholder impacted by the employee’s performances. 360-degree
feedback or multi-source feedback approach uses a circle of influences of an employee.
The individual of whom feedback is taken figuratively belongs to the center of this
circle. Feedback is collected from those positions like the supervisor, peers, direct
reports, customer, etc. to observe a person’s performances. Many organizations are
spending a significant amount to use feedback program for management development.
Due to technological development in internet facilities and administrative job, the uses
of multi-rater feedback have increased steadily in the last few years (Atkins & Wood,
2002). Two issues regarding multi-source feedback had been considered for use in the
development of the organization. Sometimes users of this approach have confusion
whether to use this approach for performance appraisal or employee development
purpose. However, little research had been done to prove the correlation between multi-
source feedback assessments and appropriate leadership development. Confusion of
using and applying 360-degree feedback arises due to lack of clear idea about the
approach. Performance appraisal feedback provides information about “what” is done

and feedback for performance development provide insight about “how” the job is done



(London & Beatty, 1993). Appraisal looks at the past performance and development
feedback uses for the effectiveness of future performances. Very few researches have
been done about how leadership could develop through a 360-degree appraisal method.
This research conducted to explore the extent of the relation between the 360-degree

appraisal approach and development of leadership style.

1.2. Background of the Problem

Growing leadership internally is one of the critical issues for the current
organization. Many companies are facing a critical shortage of senior leadership due to
baby boomers retirement, lack of available talent, and difficulty of making and retaining
talent pool. However, many organizations are not able to integrate between leadership
development and business strategy. Also assessing talent pool, determining leadership
gap, and detecting organization-wide performance problems integrated organizational
approach is required. To meet these challenges, many organizations investing
significant financial amount for leadership development. For doing so developmental
multi-rater feedback often plays a vital role as done by traditional top-down, single-rater
performance evaluation. Organizations consider a variety of reason for using 360-
degree feedback. At the beginning of the development phase 360 degree method was
used for accelerating growth and development of talented and high potential executives.
But nowadays 360-degree appraisal is using for developing leadership competence that
is aligned with strategic business goals and performances (Rogers, Rogers, & Metlay,
2002).

Feedback from different sources influences the reactions and behavior of the
leader. The leader becomes aware of their development needs and performances gap
after getting feedback form from all around through 360-degree feedback. But response
about feedback is not the same for all cases. Sometimes negative feedback discourages
the ratee instead motivate (Kluger & Denisi, 1996). Again in other research showed a
different result. Some participants who rate lower themselves were motivated when they
receive a lower rate from other.

Similarly those who overrate themselves were less motivated when they receive a
lower rate from others (Atwater, Roush, and Fischthal, 1995). So feedback rating
produces a different effect on people’s acceptance about feedback. Higher raters had a

misconception about their abilities, and they are not aware of development through



training. On the other hand, those who receive a lower rating view the feedback is less
accurate. These results showed that motivation of employee and intention to change
behavior related to reactions towards feedback. Without follow-up activities
development of performance is challenging only by receiving feedback. Evidence from
the past studies showed that participants improve their behavior and job performance by
getting support after getting feedback. Some authors found that participants improved
more after coming in contact with the coach by using feedback results (Rogers, Rogers,
& Metcalf, 2002).

In summary, it is true that 360-degree feedback is an essential instrument for
developing leadership. But information about employees’ perception about the
motivation for feedback from 360-degree feedback is little. And also what types of
leadership style is affected, changes or developed by using this feedback approach.
Although it has been suggested that 360 degree get the most out of the preferred
outcomes in developing competence and performance, the literature is inadequate for
proving the role of motivation and nature of leadership style fit with the 360-degree

method.

1.3. Statement of the Problem

At present uncertainty, competition, and economic instability constitute a
significant problem for global organizations. The business environment is becoming
competitive day by day (Berke, Kossler, & Wakefield, 2008). Due to Affordable Care
Act law, technological changes, low-quality caring services health care organizations
are facing uncertainty for growth and development (Porter & Lee, 2013; Trastek,
Hamilton, & Niles, 2014). In spite of some potential solutions, still strong leadership is
the prime catalyst for the solutions of challenges available in the healthcare sector.
Goodman (2012) identified the need for organizations to reinvent themselves due to the
growth and changes in the global environment. Today’s business leaders need to have a
global mindset or risk being at a competitive disadvantage.

Turbulent times provide big problems for the organization. But more importantly,
this problem offers opportunities for organizations and especially to the leaders with the
ability to take advantage of these types of situations (Bracken, 2008)). Leadership is a
vital factor in the organization that can play a necessary role in the continuous

development in an increasingly unstable and challenging business environment (Kotter,



2003). To get success for the organization, leaders must develop their leadership skills,
especially in today’s business world (Kouzes, 2003).

It is certain that appropriate and robust leadership can solve many problems.
What types of leadership style is suitable depending on the nature of the organization
and how we can ensure the development of this leadership.

Leaders might become more effective through the involvement of surrounding
people like peer, subordinate, external customer. Leaders need to be more effective by
involving others and being more collaborative to move their organization forward.
Strong team dynamics along with a collaborative environment is required for the
practice of sharing results to be beneficial (Vukotich, 2010). Leaders can no longer lead
alone; in times of uncertainty, leaders must identify new ways to navigate their
organizations’ through the turbulence. Leader and follower must be collaborators but
not a competitor (Kellerman, 2008).

Among all the leadership style transformational leadership is one approach that
moves individuals to collaborate and involve followers in the organizational process.
An organization’s ability to develop leaders who can inspire followers to perform at a
higher level, along with the ability to recognize and remove obstacles are features that
help to improve employee’s productivity which provides the potential to improve the
organization’s bottom lines (Zenger, Folkman, & Edinger, 2009). A resource like
leadership development is a critical strategy and essential to the success of an
organization (Hensel, Meijers, Leeden, & Kessels, 2010). Developing transformational
leaders requires a process that provides feedback regarding a leader’s strengths and
weaknesses. The 360-degree process is one method for gathering and assessing
feedback. Jones and Bearley (1996) identified the 360-degree process as a method for
continuous improvement which is guided by asking for feedback.

Eggert (2016) conducted a study in US military regarding the application of multi-
rater feedback for transformational leadership development. The author found that
multisource feedback can be a catalyst for self-awareness and leader development.
However, the author also recommends that the effectiveness of multi-source feedback is
significantly impacted by the lack of a senior leader and organizational support in
military service. The main problem of that study was that in military service is the
direction of leadership coming from the upper level. Lower level almost has no
contribution in this regard. 360-degree feedback is less suitable in the military due to the

nature of commanding authority. Subordinate and external customer access in the



leadership evaluation process is narrow. In spite of these problems, this study found the
impact of feedback is vital for military leadership development. So this study assumes
that 360-degree feedback is a more useful tool for leadership in the organization where
multisource feedback is available.

Servant leadership is another effective style mainly used in the service industry.
Due to inherent nature servant leadership is a well-suited model for health care industry
(Schwartz & Tumblin, 2002). Servant leadership gives emphasize on meeting the needs
of people through service (Greenleaf, 1977). Functions of servant leadership have a
positive impact on employee outcomes. Servant leadership is related to high job
satisfaction, team effectiveness, and cooperating among team members (Parris and
Peachy’s, 2013). The multi-rater feedback assessment tool is an essential factor for
developing and creating a culture of servant leadership (McCarren, Lewis-Smith,
Yanovsky, Robinson, & Osatuke, 2016).

Another study (McCarren et al. 2016) was conducted by some researcher for the
validity and suitability of using multisource feedback in servant leadership development
in service operation especially in the health care area. The result of the study validates
the instrument of proposing Seven Pillars for measuring the Servant Leadership Model
(Sipe & Frick, 2009). Although the research conducted for validation of servant
leadership pillar in health care services it is not sufficient to generalize this validation in
other service sector or even for the manufacturing industry.

The study conducted earlier about multisource feedback and leadership is not
sufficient to say which leadership is affected by multisource feedback at a wide area of
manufacturing and service organization. The current study takes an effort to get a

solution to this issue.

1.4. Purpose of the Study

Developing leadership is one of the key business strategies that must be
considered for getting organizational success (Fulmer & Goldsmith, 2001). To increase
efficiency and realize financial success, developing leadership has become an increasing
focus of organizations. Several methods of leadership development exist; this study
examined the 360-degree process as it relates to transformational leadership.

The primary purpose of this study is to determine if the association exists between

leadership development style (both transformational and servant leadership) through the



use of a 360-degree feedback process. The study will also check the impact of
motivation from the feedback on leadership development when an organization used a
360-degree method for leadership development. Lastly, this study examined whether
there was a difference between the use of the 360-degree process for developing
leadership and the demographic factor of the leader.

Determining the impact of the 360-degree feedback method on the leaders’ style
is the focus of this study. The rationale for conducting this investigation lies in
determining if 360-degree feedback can be used as a valuable leadership development
tool for manufacturing and service organization. No other studies were found that
specifically studied the determination of leadership style using multi-source feedback
from the same perspective the 360-degree feedback applies.

Several methods of leadership development exist; this study examined the 360-
degree process as there is evidence that multisource feedback is related to the servant
and transformational leadership style. The 360-degree method is based on receiving
feedback from multiple resources. Much evidence is available for developing leadership
through feedback. This evidence suggests that organizational support and their
executive management team plays a significant role in the likelihood of the 360-degree
process will lead to continuous improvement (Drew, 2009, p. 584).

When individuals only receive feedback from their immediate supervisor, the
development plan becomes narrowly focused and tends to follow the same path. Having
a single source of feedback limits a leader’s development process, provides a limited
perspective of leadership and narrows the view of how the individual can contribute to
an organization (Vukotich, 2010). Single-source assessments hold individuals
accountable to a single person while multisource assessments create accountability to all
stakeholders (Edwards & Ewen, 1996). Leaders need to be able to view their actions
through the lens of others.

Individuals who are leaders in an organization are constantly subjected to
changing social, environmental, and behavioral dynamics. The current study examines
the relationship of the 360 experience for participants who have used the results to

define their development needs as leaders in the organization.



1.5. Research Objectives and Research Questions

The study had continued based on some specific objectives. Every single
objective analyzed to fill the purpose of the study. The objectives of the study address

below:

e The first objective is to measure the extent of negative and positive
feedback available in 360-degree feedback from superior, subordinate, peer,
and others.

e The second objective is to measure the impact of 360 degree positive and
negative feedback on employee motivation toward changing employee
leadership behavior.

e The third objective is to identify the direct and total effect of 360-degree
feedback on transformational or servant leadership in different organization.

e The final objective is to check the difference exists between 360-degree

development, leadership style and the demographic factor of the leader.

To fulfill the research objectives relevant research questions and hypotheses
were prepared. The research questions are stated below

e Research Question 1: Is there any meaningful relationship between 360-
degree feedback and leadership styles?

e Research Question 2: Is there any meaningful relationship between
motivation lead and Leadership styles?

e Research Question 3: Is there any meaningful relationship between 360-
degree feedback and motivation to lead?

e Research Question 4: Is there any mediating role of motivation to lead in the
impact of 360-degree feedback on leadership style?

e Research Question 5: Is there any difference in score for leadership style for
different age group leader?

e Research Question 6: Is there any significant difference in the score for
leadership style for different age group experienced leader?

e Research Question 7: Is there any significant difference in the mean

leadership style score for males and females?



1.6. Significance of the Study

This study can increase the knowledge of 360-degree feedback in determining
effectiveness in leadership development. The 360-degree feedback incorporates input
from the person being rated by the manager(s), peers, subordinate employees, and/or
others that know the persons’ performance style. The subjective nature of the 360
degree is due to the variability of the rater perspectives in judging someone else’s
performance (Guenole, Cockerill, Chamorro, & Smillie, 2011; Levinson, 1997). As a
behavioral measurement, the 360 degree is designed to capture differing opinions and/or
perspectives that rate how effective an individual’s performance is. By selecting raters
who are familiar or have worked with the individual, there is an expectation that the
feedback will provide relevant first-hand knowledge.

Although there is enormous research conducted to direct and advice managers in
the operation of 360-degree feedback, this study endeavored to detect means to develop
the leadership process by 360-degree feedback. Both the individual and organizational
process within the 360-degree feedback process is investigated by this study to ensure
the leadership development process. The results of this study provide insight into the
implementation of the 360-degree feedback process for leadership development.
Organizations currently adopting 360-degree feedback benefited from this research by
identifying what processes within the 360-degree feedback process stimulate members
to agree with feedback and motivate them to change his or her particular leadership
behavior.

The findings of this study will likely have methodological, theoretical, and
practical significance. It is anticipated that the study will: (a) contribute to the
empirically-based competency modeling and 360° feedback literature, especially the
methodology for validation, (b) add to the limited theoretical literature regarding useful
leadership competencies in different nature of organization, and (c) provide a theoretical
basis for the development of future leadership competency models for other

management level.

1.7. Assumption of the Study

The main factors compared in this study are 360-degree feedback, the
motivation for leadership, servant leadership, and transformational leadership. This

study utilized both for-profit and not-for-profit companies. For this study, the selection



of business organizations was not based on a specific field but instead included a variety
of areas of specialties. The organizations could be a service, a manufacturing company,
or education. But this study will not consider such an organization that is not highly
suitable for using multisource feedback like Military service.

The Multi Leadership Questionnaire (MLQ) provided the data necessary to
determine if the 360-degree development process produces transformational leaders.
And servant leadership scale developed by Liden (2015) assumed to provide data to
measure servant leadership. The participants provided accurate responses and were not
coerced into giving feedback for this study.

Compare to transactional leader transformational leaders are more effective and
more beneficial to an organization. Servant leadership also found suitable for service
organization especially in the health care sector. Organizations with transformational
leaders do better financially (Bass, 1990). Transformational leaders raise the level and
interest of subordinates, show concern for others, and look beyond their self-interest
(Bass & Bass 2008). The focus of transformational leaders is on a “committing style”
and occurs when the interactions between people raise everyone involved to a higher
level of motivation and morality (Kouzes & Posner, 2002).

Some specific assumptions are as follows:

o 360-degree feedback will promote both positive and negative
communications in the feedback circle.

e The sample group is selected according to the purpose of the research. The
sample group can read and understand the questions about 360-degree
feedback, transformational leadership, servant leadership, and motivation
for leadership.

e Feedback can only be seen by the individual evaluation.

1.8. Delimitations of the Study

Development of leadership is an area that is important to companies around the
world and of every size and nature. Research that determines the impact of 360-degree
feedback on leadership style could greatly benefit large and small organizations
globally. This study focused on leadership issues in the organizations available in

Bangladesh to help leaders better understands the importance of collaborative feedback.
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Specific criteria were used to identify leaders’ style who was participating in a 360-
degree process. These requirements were required to define and align participants
properly but were also critical to support the validity of this study.

The current study utilized both for-profit and not-for-profit companies. For this
study, the selection of business organizations was not based on a specific field but
instead included a variety of areas of specialties. The organizations could be a service, a
manufacturing company, or education. The size of the organization was another factor
for this study. There was no specific size defined to participate.

Different demographic factor as the age of the leader, leadership experience with
the organization, age of the leader considered for the analysis. There was no assessment
or analysis concerning ethnicity.

This study focused on using the 360-degree process for leadership development
and not for any other purpose, such as performance review. The study considers two
leadership style as transformational and servant leadership style. The reason is that the
scope of these two styles is highly suitable for multi-rater feedback than other

leadership styles.

1.9. Terminology used for Analysis

In the present study four prime variables considered for the research model. The
variables are 360-degree feedback, transformational leadership, servant leadership, and
Motivation to lead (MTL). In the following a short introduction about the terminology
of the study model presented shortly.

360-Degree Feedback: 360-degree feedback often name as multi-rater feedback
or multi-source feedback. Multisource or 360-degree feedback gather information about
a targeted employee from all-inclusive rating sources, including the superior manager,
peer, subordinate or direct report, internal customers, external customers, vendors or
suppliers’ and target person himself (Dalessio, 1998, p.278). Feedback from different
sources is a meaningful way that provides valuable information about the perception of
all stakeholders about the rated person (Eckert, Ekelund, Gentry, & Dawson, 2010).

Transformational leadership: Transformational leadership is a process of
empowering followers through building commitment to organizational objectives (Yukl,
1998). Achieving corporate goals is the main focus of transformational leadership.

Transformational leader has broadened and elevated interest of their followers for
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accelerating awareness and acceptance of the mission and organizational purpose.
Transformational leaders transform the mindset of the follower so that they consider
organizational and group goals beyond their interest (Bass, 1990b).

Servant leadership: Servant leader focuses on others rather than self-interest
(Greenleaf, 1977). Primary objectives of servant leader are to meet other needs. Servant
leader help follower to strive and flourish. This type of leader creates the vision for the
organization and followers, gain credibility from others and influence follower to
achieve organizational objectives (Farling, Stone, & Winston, 1999).

Motivation to lead: Motivation to lead (MTL) is a concern that affects the
decision regarding leadership training, roles, and responsibilities of the employee. It
stimulates the intensity of the effort at leading and persistence of the leader (Chan and
Drasgow, 2001). Moreover, MTL is the result of leaders’ self-efficacy and accumulated
leadership experience. Three components named affective MTL, social-normative
MTL, and non-calculative MTL define the leadership style (Chan and Drasgow, 2001).
Affective identity MTL associated with the leaders those who like to lead and enjoy
leadership. Transformation leader and servant leader mostly possess these criteria of
MTL. Second criteria social-normative MTL refers to the fact that the leader feels a
sense of responsibility to lead. Authority from the organizational position makes it
responsible for leading. Return and rewards from the leadership position also accelerate
the leaders’ role in this case. Transactional leadership is considered in this criterion.
Third component non-calculative MTL explained as the leaders are not concern about
the cost of leading relating to the benefits. Collectivistic attitudes and values make a tie

with these types of leadership style (Chan & Drasgow, 2001).

1.10. Nature of the Study

The research methods used to study the impact 360-degree feedback has on
leadership development by using quantitative methods. This research has focused on the
perspective of the participant’s performance feedback and how the feedback affects the
leadership style. Quantitative analysis of the study will enrich the literature and build a
substantial body of knowledge on conducting 360-degree feedback in business

organizations.
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1.11. Brief Overview of Existing Literature

Developing leadership has become is getting more concentration in
organizations to increase efficiency and realize financial success. It is a key business
strategy that must be considered to succeed (Fulmer & Goldsmith, 2001). Modern
organization is integrating leadership development strategy. Under this strategy, leader
understands how to relate others in the organization process, coordinate their efforts,
build commitments, and develop extended social networks by applying self-
understanding to social, organizational imperatives (Day, 2001).

There are many ways to develop leadership ability. Among the several study
current study only focus on the 360-degree process as it relates to transformation and
servant leadership. Leaders need to be able to view their actions through the lens of

others.

1.12. Research Methods and Procedures

Multi-source feedback process integrates all the individuals in the organization
working at various levels of responsibility along with who work with the leader.
Exchanging feedback and receiving a suggestion from the coworker is the prime
characteristics of the transformation and servant leader. The individual who can receive
feedback, view it as a development opportunity and understand perspectives from others
are developing a better understanding of leadership qualities (Harris & Kuhnert, 2008).

The thesis was prepared under theoretical and applied (survey) manner. The
information needed to form the theoretical part of the study was obtained by searching
the local and foreign literature and care was taken to reach the preliminary resources in
the literature review. These sources consist of the books and researches obtained from
the university libraries and the internet and the articles in the databases and theses open
to access in the center of Higher Education Council thesis.

This study examined the development of leadership style who participates in a
360-process. For transformational leadership style, the study will use the Multi-Factor
Leadership Questionnaire (MLQ) tool. The questionnaire measures leadership styles
and behaviors that comprise the five subscales. Components of the subscales are;
idealized influence (attributes), idealized influence (behavior), inspirational motivation,
intellectual stimulation, and individualized consideration. To measure the servant

leadership style the study used a seven-factor scale developed by Liden (2015). The
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factor considered here emotional healing, creating value for the community, conceptual
skills, empowering, helping subordinates to grow and succeed, putting subordinate
frost, and behaving ethically.

The research developed a study model based on literature review under the
approval from the jury board. In the study, firstly, the concepts of the 360-degree
feedback process, leadership, and motivation for leadership have been discussed, and
hypotheses have been developed. At the next stage, data were collected from different
enterprises operating in Bangladesh which were selected as the study population.
Besides, the relationship between 360-degree feedback and leadership styles was
examined by the mediating role of the motivation for leadership after that relationship
with the demographic variable was checked. Finally, the research findings were
evaluated by using the management and organization literature and theoretical and
practical inferences were made.

Population and sample: Current study will use convenience sampling by using
the Internet and face to face contact to find leaders within Bangladesh through Chamber
of Commerce websites and Bangladesh Bureau of Statistics website. According to
Bangladesh — Labor Market Profile 2014 the employment in the formal sector is to a
large degree covering the industries: Manufacturing, Agriculture, Business & finance,
power, construction, trade & hotel, transport & communication, and the public
administration. Information given in Dhaka Stock Exchange about major industrial
operations are conducted by the bank (30), insurance (47), engineering (33), food (18),
pharmaceuticals (28) companies (Dsebd.com, 2017). Primarily it is found that about
4.3m male and 1.4m female working in manufacturing, finance, and business service
sector. Each of the leaders contacted was requested to complete the survey
questionnaire. The data collected from the individuals would then be used for analysis
of the research questions and hypotheses identified earlier.

Means of Data Collection and Analysis: Convenience sampling and snowball
sampling was used for this study. The convenience sampling method is based on the
selection of participants because of their convenient access to the researcher. With
convenience sampling, the range of the representative subset of the population is based
on their availability (Leedy & Ormrod, 2005, p. 206). In the Bangladeshi context, it is
the easy and better approach to get the appointment from leader under the reference
from other leaders. Some leader helped to get the appointment from other leaders. Due

to this reason the snowball sampling approach also applied to collect the data. Snowball
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or networking sampling was preferred as a sampling technique due to the difficulties in
delivering the surveys to the subjects. The quantitative data was collected for this study
through a structured questionnaire. Both the soft copy through email and hard copy of
the questionnaire will send to the respondent. The data were analyzed through
descriptive statistics and variance statistics. Suitable software service was used to
perform descriptive statistics which includes the sample size, mean, standard deviation,
minimum and maximum scores to evaluate the sample population with relationship to
the leadership style. Finally, path analysis was applied to see the ultimate effect of
multi-rater feed on the development of leadership style.

Means of Data Analysis: The quantitative data collected for this study was a
result of the leaders’ self-reported judgment. The data were analyzed through
descriptive statistics and variance statistics. Suitable software was used to perform
descriptive statistics which includes the sample size, mean, standard deviation,
minimum and maximum scores to evaluate the sample population. T-test analysis and
ANOVA was used to compare the frequency of occurrence of a range for a leader’s
experience with their current organization, the age of the leaders, gender, and nature of
the organization. Nonparametric inferential statistics were used to determine if there
was a difference in scores for the transformational leadership and servant leadership

among leaders who participated in a 360-degree process.

1.13. Organization of the Thesis

The thesis consists of six chapters. In the following details of the thesis
organization plan stated:

In the first chapter, introduction and the aim, method, plan, assumptions, and
limitations of the thesis are explained. The second chapter, conceptual information
about the literature is given by defining the variables which are the subject of field
research. The relationships between the variables are also used. The third chapter, based
on these relationships, necessary models and hypotheses were created for the subjects
that are aimed to be measured in the field application. In the fourth chapter Information
about the scope and method of the research, techniques used in the evaluation of
research data, sample selection, data collection tools, distribution of the questionnaires
and the conversion rate and the demographic characteristics of the research groups were

given. In the fifth chapter, validity and reliability analyses of the scales of the variables
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examined in the study were interpreted as a result of the questionnaire applications and
the model for the research was tested. Subsequently, the significance of hypotheses was
investigated by using the results obtained by examining the model. In the final chapter,
the result, and the results obtained in this study are interpreted and compared with the

results obtained in similar studies and recommendations are presented.

1.14. Summary

This chapter identified and described the problem being addressed by this study
and introduced the hypotheses that were framed as a source for analyzing the results.
Key terms were defined to provide a basis for discussion throughout this study, and then
assumptions and delimitations were provided for assistance with this study. An
overview of the research methods and procedures were then provided, as well as the
research design, data collection process, data analysis, and validity and reliability.

The next chapter provides a review of the existing literature. Literature and study
conducted about multi-source feedback, transformation leadership, servant leadership,

and motivation for leadership is presented in the following chapter.
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CHAPTER I

LITERATURE REVIEW

2.1 Introduction to Literature Review

The literature of this study provides historical perspectives of the 360-degree
assessment methods. Chronological development of multisource feedback method,
growth and study gap of the study is appropriately identified and presented through the
literature review. The main focus of the research is to the analysis and use of 360-degree
feedback technique in the evaluation of leadership style. Several bodies of literature
were reviewed with specific attention to inter-rater correlation, leader’s motivation
through feedback, and development leadership style through 360-degree feedback.

This chapter presents the theoretical basis for 360-degree assessments grounded
in the development and evaluation of leaders’ style. Extensive literature review had
included in this chapter that produces excellent contemporary text on the 360-degree
feedback assessment method. After the thorough literature review yet no reference study
was found about the impact of leadership style through 360-degree feedback especially
considering manufacturing and service organization jointly in the relevant field.

Research databases including Business Source Premier, Proquest database,
Google Scholar, and different international journal had been used for the literature
review. Additionally, I had full access to the Cukurova University Library System,
which allowed access to the different journal and thesis database. Among these database
keywords relating to the 360-degree assessment method, managing and appraising
employee performances, inter-rater agreement, performance evaluation, leadership
development through motivation and the 360-degree appraisal was searched. Review of
the literature was conducted using three primary methods: bibliography mining,
database searches, and internet searches. Comprehensive searches of behavioral and
motivation theory, psychology, education, and business databases yielded the current
research on 360-degree feedback processes and evaluation of leaders’ style. Numerous
article and thesis consisting of meta-analysis were investigated for the literature review.
However, less research has found the determination of leadership style through the 360-
degree assessment method. And no research has found about stated title applied in
manufacturing and service organization jointly. The current study is expected to fill the

gap and make void the literature.
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This chapter begins with a brief explanation about three hundred sixty degree
performance appraisal system. This review examines the research literature on
theoretical models specifically developed to explain the phenomenon of leadership
change, is emphasized the literature on leadership development, and do thoroughly
scrutinize those critical factors that determined the success or failure development of
leadership. The review is preceded with a thorough discussion of 360-degree feedback,
including its benefits and uses, best practices, and the encounters of implementing a
360-degree feedback appraisal program. In the next evaluation, development and
elements of servant leadership and transformation leadership are revealed. Finally,
there will be a discussion on the research explicitly examining the backgrounds for

determining of a 360-degree feedback program on leadership style.

2.2. Theoretical Orientation for the Study

The theoretical discussion of the study presented based on the 360-degree
feedback premise. 360-degree feedback ensures the development of performances even
though there are some limitations of the method. Active development of leadership
relies on the ability to develop useful cognitive models for handling a complicated
behavioral situation (Stevenson, 2002). In an involved behavioral situation, the leader
can analyze the case based on the feedback information from the surrounding. Multi-
level feedback has some concern about determining the recipient’s needs. 360-degree
feedback generates a sense about self and support individuals to understand the impact
of behavior on others (Morgan, Cannan, & Cullinance, 2005).

Feedback has a significant impact on employee performances through the
behavioral incentive properties inherent in positive feedback. In the behavioral
paradigm, getting positive feedback is considered as primary reinforcement. It is
desirable for the employee and is regarded as a positive reinforcer. In addition to having
fundamental reinforcement properties, other reinforcers often linked with positive
feedback. Such as pay raises and promotions, are considered to increase the frequencies
of performance behaviors (Luthans and Kreitner, 1985).

Performance feedback influence performance through influencing employee’s
self-regulatory system. The feedback and performance relation is explained and linked
with many theories such as the Test-Operate-Test-Exit control system (T-O-T-E

system)
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Model of Miller, Galanter, and Pribrum (1960), Control Theory of Carver
(1979), and the Closed Loop Model of Self-Regulation (Kanfer, 1971). These theories
recommend that every individual has their performance standards and goals against the
judge the appropriateness of their present performances. If the information about
performance feedback received shows a negative deviation from this performance
standard (corrective feedback), then the individual is motivated to try harder, and thus
performance improves. That is, corrective feedback is feedback which indicates that the
individual’s performance is below the standard.

System theory and some economic theories related to the development of 360-
degree assessments clarify the significance and importance of feedback loops, valid data
for gap analysis, and the relation of competencies to workplace performance. Also, the
Psychological theory provided the basis of the study through behavioral and motivation
theory as well as the means through which to validate the assessment using
psychometric methods.

360-degree feedback poses significant concerns for determining recipient needs
accurately due to its multi-level subjectivity. The assessment method provides a great
sense of self and helps individuals better understand how their behavior impacts others
(Morgan, Cannan, & Cullinance, 2005). The rated individual gets a view of
performance behavior as perceived by different audiences with the use of multi-source
and multi-level feedback. The multidimensional aspects of the outcomes provide the
rated individual differing views of behavioral performance due to multi-level
subjectivity nature (Mount, Judge, Scullen, Sytsma, & Hezlett, 1998). Although 360-
degree feedback methods disclose the employee’s positive and negative performance
feedback, recipients have the responsibility for actively pursuing change based on the
feedback results even when rationalizing feedback that is in disagreement with their
Views.

The desire to increase the capability and the potential of leaders prompts
organizations to scrutinize individual behaviors. 360-feedback results support efforts to
provide individual insight into performance effectiveness used to carry out the duties of
an assigned leadership role. The 360-degree feedback offers an individual with an
external view from a range of both positive and negative perspectives (Brett & Atwater,
2001). Using multi-rater sources with different levels of influence supports the idea that
behavior can be perceived differently based on the situation or purpose.
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The feedback to the rated individual is based on the perceptions that were
developed from interactions with others. The rater’s perspective is ultimately influenced
by the positive or negative interaction with the feedback recipient. If the interaction is
memorable, the positive or negative association may surface during the decision process
for rating the recipient’s behavior. There are no safeguards to ensure that raters are not
providing rating scores that reflect their own conscious and subconscious purposes
versus that of the rated individual (Waldman & Atwater, 2001; Tourish & Robson,
2003; Wille & De Fruyt, 2014). The results are more beneficial, if the feedback
adequately defines what development is needed by the recipient to help increase
improvement.

The 360 is targeted towards specific individuals and those who provide rating
base their responses on whether the rated individual meets the criteria identified in the
instrument. Individuals use their experiences and personal identities to give insights into
someone else’s performance and behavior (Libby, Valenti, Hines, & Eibach, 2014). The
responses reported in the results of the 360 are supposed to reflect the individual’s
behavioral needs. Each participant in the multi-rater process can easily divulge answers
that are uniquely aligned to their needs (Church, Rogelberg, & Waclawski, 2000). The
responses for each competency area are aggregated to represent rater views of an
individual’s positive or negative behaviors.

Selected raters are chosen at the discretion of the feedback recipient. The
feedback recipient chooses individuals who are considered to be a fair representation of
those who can provide meaningful feedback. An individual’s ability to address relevant
behavioral perspectives is increased by soliciting input from an array of individuals who
have an association with the individual (Sahoo & Sahu, 2008). This also provides a
higher possibility for receiving input from those who favor the patterns of behavior
exhibited by the rated individual as well as those who do not. The level of subjectivity is
also more likely a result of a diverse rating pool (Guenole, Cockerill, Chamorro, &
Smillie, 2011; Levinson, 1997).

The pool of raters can consist of individuals with past and relationship
experiences. The 360 reveals the differing ways behavior is received by those chosen to
provide their perspective (Hoffman, Olson, & Haase, 2001). Individuals are receiving
feedback benefit from understanding multiple aspects and an understanding of how the

environments may require a different leadership behavior.
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Although several raters respond within the 360 processes, many may not have a
full appreciation of why an individual behaves a certain way when faced with differing
concerns. In some instances, it may be difficult to rate the individual effectively because
the rater may have had minimal interaction with which to make an informed decision. In
either case, the 360 output provides a reasonable representation of how behavior is
viewed for the rated individual. Other reasons also exist for providing specific rating
scores. Raters can be responding to a reflective analysis of their own experiences with
the recipient and then use those reflections to influence how satisfying the experience
has been. The resultant feedback ratings assist in determining the perspectives collected
as a result of the work environment (Sessa, 2002). The rated individual gets results that
are fostered by different belief systems as well as the association with their success
promoted by the feedback recipient.

Another aspect of the 360-degree feedback that is positive is how well the
responses adequately reflect the recipient’s needs and translate into actionable
objectives. These outcomes can assist in determining the appropriate steps to strengthen
current behavior or even develop new behaviors. Identified development needs
indicated in the 360-degree feedback are assessed against the significance of the
modification needed to affect behavior (Nicklin & Williams, 2011). Determining how
impactful individuals feel the results are, the willingness and desire to accept the
feedback, and the capability to make adjustments related to the individual’s needs are
valuable outcomes of the 360.

Recipients must believe that outcomes considered positive from the 360-degree
feedback are reflective of real needs (Polsfuss & Ardichvili, 2009). Individuals who are
confident that the results promote stronger relationships with others are more likely to
assert themselves toward developing. Even if development is identified and promoted,
the ownership of how effectively the development is pursued and adopted remains the
responsibility of the recipient. This personalization can reasonably reflect a commitment
to change and the willingness to actively modify behaviors that are considered barriers
to effectiveness (Baumeister, Vohs, DeWall, & Zhang, 2007). Both positive and
negative feedback from the 360 can be impactful for the individual as long as it is
considered relevant.

The 360-degree feedback process is only a snapshot of an individual’s behavior
but is reflective of both the past and the present. The information from the results is a

combination of transitions from past behavior to those that are desired for future
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application (Bracken & Rose, 2011). The recipient may want to focus only on future
behavior especially if the feedback that references past practices is not considered
applicable to the present role. The key is to identify individual characteristics that
enhance the individual’s ability to exact change whether immediate or over time
(Bracken, Timmreck, Fleenor, & Summers, 2001). Even if all of the feedback is not
accepted, the 360-degree feedback at least provides necessary information on behaviors
that have not been effective and those that have.

360-degree appraisal system assessment instrument measures the level of
proficiency in behaviors and competencies related to professional responsibilities
(Harris & Cole, 2007). The theoretical orientation of this study was based on the
premise that 360-degree feedback provides a benefit to development even though
sometimes there are limits to its effectiveness. Development of effective leadership lies
in individuals being able to develop useful cognitive models for managing complex
behavioral decisions involved in the process of leadership. The indicators, called
competencies, reflect what the organization prescribes as the most beneficial behaviors
for success within that environment. The 360-degree feedback has been continually
researched for its applicability and effectiveness at measuring individual performance
(Atwater & Brett, 2006; Bracken, 2009). Individuals who receive no formal feedback

may be relegated to gaining only minimal feedback.

2.3 Explaining 360-degree Feedback through Control Theory

Despite an abundance of research demonstrating a feedback-to-improvement
link, researchers have failed to establish a clear framework for how ratees process and
use feedback. Researchers may be clouding the various comparison processes a ratee
must undergo on his/her path to performance improvement. One way to better
understand the effects of 360-degree feedback on performance is to use control theory.
Control theory is a theoretical approach to self-regulation which provides a basis for
discussing ratees' regulation of performance in a 360-degree feedback context (Carver
and Scheier, 1981; 1982). Self-regulation process is shown in figure 1. This
motivational framework will help to explain the cognitive processes ratees engage in

after receiving 360-degree feedback.
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Figure 1. Self-regulation process using feedback.
Source: Carver & Scheier, 2002.

Significant gaps between the input and standard during the comparator phase of
the control loop facilitate arousal and conscious attention to the discrepancy as well as
the desire to reduce this difference in the output phase (Lord and Hanges, 1987). While
more substantial inconsistencies elicit more effortful processing to close the gap,
individuals do typically evaluate all input information both cognitively and effectively
in the comparator stage (Klein, 1989). This active processing is a critical component of
successful self-regulation, where latent impulses are interrupted and addressed in the
discrepancy-reduction phase (Baumeister and Heatherton, 1996). Finally, control theory
posits that hierarchical chains of control loops are engaged to help the individual
accomplish multiple, causally linked goals related to specific discrepancies (Hyland,
1988). Essentially, the means to reduce differences in higher order feedback loops
become the standards of lower order loops. Both subordinate-level and superordinate-
level control loops can exist in the hierarchy. Although researchers (Brutus, London, &
Martineau,1999; Gregarus, Ford, & Brutus, 2003) have made mention of control theory
when introducing the 360-degree feedback process, the literature has not offered a
complete explanation for how control theory can account for ratees’ motivations to
improve performance following feedback. Thus far, researchers have taken a somewhat

simplistic view of how control theory considers for 360-degree feedback information
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processing by stating that people compare themselves against an organizational
performance standard.

In its most basic form, control theory posits that individuals attempt to reduce
discrepancies between some input and a referent standard/criterion. Standards can take
the way of an end state or process-oriented goal, while the input information can include

external feedback and internal perceptions (Klein, 1989).

2.4. Explaining 360-degree Feedback through Self-regulatory Theory

The self-regulation theory also known as the closed-loop system is offered by
Kanfer (1971). The author proposed that self-initiated responses affect an individual’s
behavior. Whenever continuous flow of behavior interrupted then self-regulation is
activated. Many reasons like behavioral uncertainty, conflict, interferences from the
environment are causes of interrupted flow of behavior. In these circumstances, self-
regulation occurred under three phases. First phases the person use the self-monitoring
system in the disrupted situation. In the second phase, the person compares their
performance with the standard called self-evaluation. In the third stage, the person
compares the outcome occurring during self-evaluation which is called self-reward. The
author proposed that the person compare his behavior with a self-set performance
standard which is named as conditional discrimination is a prime basis of self-reward.
Multi-source feedback process crate the situation of conditional discrimination by
which an individual can apply self-evaluation and find the performance gap.

These theories recommend that every individual has their performance standards
and goals against the judge the appropriateness of their present performances. If the
information about performance feedback received shows a negative deviation from this
performance standard (corrective feedback), then the individual is motivated to try
harder, and thus performance improves. That is, corrective feedback is feedback which
indicates that the individual’s performance is below the standard. Feedbacks from
different sources interrupt the continuous flow of behavior. The interruption grows a
sense to the person to think to compare the standard of performances, expectances of his
colleagues, and current achievements. An accurate sense of evaluation helps the person
to improve his or her accomplishments. In the situation where naturally provided
feedback is controlled, self-regulation inspired by seeking feedback actively from others

helps the person to perform better in their jobs than will others. Self-seeking feedback
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help the person to concentrate on where their behavior is out of the track concerning the
targets they are pursuing (Ashford and Cummings, 1983).

2.5. Historical Development of 360-degree Feedback

360-degree feedback or multisource feedback started to be a popular method from
the 1990s. This method is an open process for developing employee performances. The
popularity of this method did not gain overnight. In this part hundred years of rating,
research had been evaluated across the industry, academic, and public sector
environments. History of rating scale started by describing evidence of using rating in
the private sector, government research laboratories, business sector across two world
war and post-world war. In the following tenure of the historical development of 360-
degree feedback presented below.

Early Rating History: To solve this problem, Paterson in 1922 develop a graphic
rating scale. This scale was able to measure multiple criteria of the employee
performances. After that Scott (1932) some specific dimension like personality,
originality, leadership, cooperativeness as the dimension of the graphic rating scale. As
selection criteria rating scale was popular that period. Early in the twentieth-century
rating scale was started to apply when the supervisory rating gained popularity. Before
the First World War Walter Scott introduced the man-to-man rating scale employed by
the US Army in rating efficiency of officers. But the man-to-man scale process was
unable to compare multiple dimensions. Scott Company develops the Graphic Rating
Scale (GRS) to address multiple dimensions (Paterson, 1922). Following this
Kornhauser (1923) developed new terminology named as selection battery based on the
rating scale. In this period the rating scale was widespread in the organization for
measuring employee performances, but it was not considered for research in this period.
Later on “behaviorgrams” personality, originality, leadership, organizational ability,
cooperativeness, ability to develop workers, and technical ability dimension added with
GRS for more improving results (Bradshaw, 1931, Scott, 1932). Although supervisor
rating was universal during this period, evidence of alternative sources also available.
“Mutual rating” using a secret ballot developed by Shelton allowed every individual in
the workgroup for rating information sources (Shelton, 1919). The customer also

allowed for evaluating salesclerks found in other evidence (Cook and Manson, 1926).
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Rating Research and Application between 1942 and 1966: After the war rating
scale got much importance in the military. Many researchers started to research the
rating scale. After Second World War “personnel issues” in military service gained
importance. “Critical incident” technique described by Flanagan (1954) used in
psychological research by this time particularly for effective and ineffective
performances. After that Peters and Campbell (1955) found a correlation between self
and supervisor proficiency rating in the air force mechanics service. Many researchers
had researched peer rating after the Second World War. Peer evaluations were more
valid predictors of future performance in officer candidate school that several objective
tests (Williams and Leavitt, 1947). Peer rating along with academic grades and
instructor rating has been considered the “purest” measure of leadership criteria
(Wherry and Fryer, 1949). “Buddy rating” named by Hollander (1954) also used for
success in flight training and leadership effectiveness. Peer rating and supervisory rating
found correlated at air force mechanics job by Hausman and Strupp (1953). During this
time, the application of industry-based rating research had grown in a variety of
directions. American industry was gradually applying a rating of employees as the
scientific study of the production process (Zerga, 1943) and arguments for using
supervisor rating by subordinated also accepted highly by this time (Driver, 1942). But
the application of rating research had some complexity also. Coworker ratings gained
more lenient and reliable within source than across sources, and supervisor ratings
increased more reliable than peer ratings (Springer, 1953). However, many scholar and
practitioners began to develop a different perspective of rating services.

360-degree Appraisal Perspective: 1967-1992: The introduction to multi-source
evaluations occurred at the beginning of the 1970s as a part of the human relations
movement. The feedback process increases the involvement of employees through
enhanced communication and management development. But the current concept of
multi-source evaluations from supervisor, subordinates, peer, and customer was not
used until the 1970s. By the end of 1960s Lawler for the first time introduced the multi-
dimension of feedback assessment. Lawler (1967) had presented “Multitrait-Multirater”
(MTMR) approach to measure managerial job performances. After four years
Kavanagh, MacKinney, and Wolins (1971) prove the convergent and discriminant
validity of multisource ratings. Borman (1974) researched interrater reliability at
different levels of the organization. Peer-assessment had found an important

performance-related variance (Lewin and Zwany, 1976) and (Kane and Lawler, 1978).



26

Leading to this research McEvoy and Butler (1987) found that peer evaluation is
accepted only for development purposes. A meta-analysis of supervisor, peer, and self-
rating studies found much stronger agreement between supervisors and peers than
between self and peers and self and supervisors (Harris and Schaubroeck, 1988). Each
source of multisource feedback has an advantage in producing valid information. Peers
are usually exposed to a wide variety of information from fellow workers; subordinate
have relevant details on the leadership skills of supervisor (Borman, 1991). Many
organizations used feedback through surveys as a means of developing employees
(Waldman, Atwater, & Antonioni, 1998). Modern job design with a broader span of
control is highly beneficial from the application of multi-source feedback (Mishra,
2014); 360-degree feedback assessment brings a significant paradigm shift from the
narrow perspective of traditional appraisal to broader view of multiple stakeholders in
the performance management system. 360-degree feedback program exhibits an open
channel for leadership development by receiving negative and positive performance
feedback from the stakeholder of anonymous contributors, to become self-aware based
upon this feedback. The initial goal of multi-source feedback assessment was to develop
employee performances instead to appraise their performances. But in reality, it is not
easy to develop performances through feedback. Different individual for different level
produces a complex set of information because of the lack of rater’s training and
efficiency.

On the other hand, the process is expensive and time-consuming even (Ghorpade,
2000). Research about the multisource feedback system grew and developed
continuously. This study tried to demonstrate a few evaluations of 360-degree feedback
from the last hundred years of research study.

360-degree Development: The 360-degree process provides a view of a leader’s
actions, both positive and negative, from individuals who surround the leader. Esso
Research and Engineering Company by the 1950s for the first time utilize 360- degree
feedback (Vukotich, 2010). While there are many leadership development processes,
some provide only a one-to-one interaction between leaders, such as coaching and
mentoring. Feedback tends to be one-dimensional and fosters the same leadership style
and philosophy as the coach or mentor. Depending only on an individual’s manager to
guide the feedback and development process leads to a limited perspective on how the
individual can contribute more to the organization (Vukotich, 2010). Allowing
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surrounding others to provide feedback about the leader leads to a more rounded
perspective of the leader’s strengths and weaknesses.

Leaders are provided with evaluations from individuals, (i.e., peers, subordinates,
boss, and vendors) that include positive and negative results. These results are
compared with a self-evaluation to determine areas that work and those that need
improvements. London, Smither, and Diamante (2007) identified multisource feedback
as a long-term performance management process, not a one-time event. The 360-degree
process is continuous, and the feedback is used as a compass to guide the leadership
development journey (Tornow & London, 1998). Many organizations use the feedback
process as part of a leadership development program. The most important goal of 360-
degree feedback is to increase an individual’s self-awareness (Atwater & Waldman,
1998, p. 423).

The 360-degree process involves the collection of input from people, referred to
as raters, who have various relationships and interactions with the evaluated individual,
referred to as the ratee. The information collected is based on satisfaction of employees
with work policies and procedures, working environment, compensation and benefits,
immediate supervisor, and top executives (Tornow & London, 1998, p. 1). Receiving
360-degree feedback gives leaders ratings from several sources (Jones & Bearley,
1996), including the leader’s boss, subordinates, peers, customers, and a self-rating
(Bass & Bass, 2009).

Assessments may take the form of interviews, questionnaires, surveys, or
observations (Jones & Bearley, 1996). The assessment can be delivered using
computers, paper, or personal intervention. No matter the form used to collect the
information the feedback must meet specific criteria to be useful. Feedback needs to be
clear, concise and accurately worded so there is only one interpretation and the recipient
interprets the information as intended (Jones & Bearley, 1996).

Data from feedback are collected in a variety of way. A 360-degree process is
successful only if it covers the entire spectrum, from soliciting data, interpretation of
data, and the implementation of a self-directed action plan (Jones & Bearley, 1996).
Anonymously given feedback in the 360-degree program makes it more reliable and
honest (Conger & Toegel, 2003, p. 340). Anonymity is a significant component to the
success of the process as individuals tend to be more honest and open in their report.
Chaleff (2003) encouraged followers to find the courage necessary always to be frank

with their leader.
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2.6. Advantages Using 360-degree Development

Feedback from an individual provides information but feedback from the 360-
degree feedback process produces a well-rounded view of the leader. Using 360-degree
feedback increases a leader’s awareness of how he or she interacts with various groups
of individuals in different situations (Atwater & Waldman, 1998). The information
received can then be used to develop a plan for leadership development and strengthen
the leader-follower relationship. Chaleff (2003) identified feedback as a crucial element
in the leader-follower relationship. Knowing how others view and interpret a leader’s
actions guide’s effective leadership. Multi-source feedback process has an opportunity
to know about leader’s strength and weakness (Conger & Toegel, 2003, p. 340) and is
“essential to provide a complete appraisal for developmental purpose” (Bass & Bass,
2009, p. 1133). Drew (2009) verified the importance of receiving feedback from
multiple sources but identifies that receiving feedback from staff is the most important.

Utilizing the 360-degree process provides a unique perspective as each rater
generates views of the leader’s actions through different lenses. Each evaluator will
have a different relationship with their leader; these differences make varying degrees of
data. Despite discrepancies, multisource feedback is accurate because every individual
source is granted the right to observe and judge the ratee from his or her perspective
(Conger & Toegel, 2003). This information can then be used by the leader to develop a
plan for improvement which can then be executed (Vukotich, 2010). Jones and Bearley
(1996) identified how output from feedback sources such as trends and data patterns
could provide information, which is useful to feedback recipients. Individuals using
feedback from multiple sources broaden their horizon and demonstrate the complex
nature of a leaders’ social role (Conger & Toegel, 2003).

Another aspect of the 360-degree process is one of self-reflection and evaluation.
A leader must be able to assess their actions and activity objectively. Lack of self-
awareness or underrating one's strengths is indicative of underachievers. Blind spots
may reflect the self-raters areas of overestimation (p. 27) of leaders’ abilities and skills.
This misconception can lead them to think they can do more than they actually can”
(Vukotich, 2010).

Differences between self-reflection and feedback provide the leader with data to
identify areas of opportunity for improvement accurately. With the multisource

approach, the leader can directly acknowledge differences across sources (Day, 2001).
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Along with of disagreements “the use of 360-degree assessment and feedback can help
leaders validate their self-perception” (Jones & Bearley, 1996, p. 17). Day (2001)
identified perceived differences in performance across constituencies and utilizing a
multisource or 360-degree feedback process captures a variety of behaviors and

perspectives.

2.7. Disadvantages Using 360-degree Development

The 360-degree process is useful only if the leader is willing to take the feedback
as constructive and offered for improvement and development. Individuals who have
the mentality that they know everything and are doing everything right will not benefit
from feedback. Accepting feedback from other sources for developing leadership
through 360-degree feedback is essential (Day, 2001). But it is rare that all the
participating individual are receiving the feedback from others.

Self-assessments will generally identify individuals as seeing themselves
performing better than viewed by others. Managers need useful and correct information
to improve their behavior to accommodate the expectations of significant others
(Conger & Toegel, 2003). Leaders must challenge themselves as to whether they
genuinely value the feedback being provided by others (Chaleff, 2003).

With the 360-degree process and the receiving of feedback from others, attentions
to leaders’ weaknesses are revealed. Showing vulnerability can cause individuals to be
perceived as weak in competitive cultures causing leaders to turn their focus from
getting the job done well to that of trying to please others (Vukotich, 2010) (p. 29). This
action will cause harm to leader-follower relations as well as the relationship that has
been built with others.

Atwater and Waldman (1998) challenged the effectiveness of 360-degree
feedback as weak on challenge and support. Drew (2009) identified that the “360-
degree surveys of themselves do not produce learning or change” (p. 589). Vukotich
(2010) believed that a failure of the process is based on the lack of a development
strategy being implemented after feedback. Another failure identified is the lack of
structure in administering a multisource feedback survey, which is believed to
undermine the process effectiveness (London, Smither, & Diamante., 2007).

Although the 360-degree survey process uses multiple raters, it should not be

multifunctional. Research suggests that the 360- degree feedback process be explicitly
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used for development purposes and not for performance appraisal or leader selections
(Howard, 2007; Vukotich, 2010). Disagreements have ensued over the use of the 360-
degree feedback process and its use for administrative purposes such as compensation
or promotion (London et al., 2007).

Using the 360-degree feedback as part of performance appraisals creates a risk for
the organization of losing trust and diminishing the value of the feedback (Tornow &
London, 1998). Howard (2007) identified gaming by others due to stress generated from
different motives and the potential for “undermining trust in a workgroup” (p. 30). The
lack of transparency or changing the intended purpose in the middle of the process
removes the organizations' ability to utilize the process.

2.8. Motivational Perspective of 360-degree Feedback

Motivation is the process of influencing a group of people towards the
achievement of organizational goal. In the border, sense motivation can be defined as
the processes that modify employee behavior to act (Deci and Ryan, 2008). A wide
range of theories defined individual motivation and classified into several categories.
Many authors examine leaders’ motivation for influencing subordinate in various way.
Self-determination theorists proposed by satisfying intrinsic needs leaders can motivate
followers (Baard, Deci, and Ryan, 2004). Another aspect of employee motivation that
remains constant is that the challenges associated with intervening to influence human
performance will likely always be an uncertain process. This uncertainty addresses a
variety of theories and constructs to assess the center of individual potential motivation
properly. This uncertainty has led to a wide array of varying theories and constructs in
an attempt to adequately define and assess the origins of an individual employee’s
potential motivations. Much research had been conducted to define and identify
characteristics that can be categorized as motivators for individual employees within
organizational behavior literature by examining intrinsic and extrinsic distinctions
(Amabile, Hill, Hennessey, & Tighe, 1994). The terms intrinsic and extrinsic are
prevalent in the discussion of organizational behavior, but the distinction between the
two terms is sometimes ambiguous. Many situational factors influence individual
motivation to lead. Types of rewards, work-content structure, exposure to specific
leadership styles, as well as reward contingencies all influence an individual employee’s

motivation concerning the function of the situation (Broedling, 1977).
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Researchers often place all characteristics of motivation into just two broad
categories, intrinsic and extrinsic motivation, and seek to determine how best to
influence a specific employee’s motivation by identifying each pertinent individual
variable and determining whether this motivational aspect has the potential to be
manipulated or controlled by external factors (extrinsic) or internal factors (intrinsic).
Many theories explain the term intrinsic and extrinsic motivation. Content theories
discuss the characteristics of intrinsic motivation. Content theories include, need
hierarchy theory, achievement motivation theory, Herzberg’s two-factor theory, self-
determination theory, flow theory, self-efficacy theory, and motivation systems theory.
Process theories stress the difference in people’s needs and focus on the cognitive
processes that create these differences —extrinsic motivation theories make up this
category (Bassett-Jones & Lloyd, 2005).

2.9. Motivational Differences in Traditional Versus 360-degree Feedback

Researchers of traditional performance feedback have articulated clear
motivational frameworks for exploring the feedback delivery to feedback response path.
llgen, Fisher, and Taylor (1979) proposed a model of the effects of feedback on
recipients that incorporated the influences of feedback source, individual differences
and external constraints on a five-step process: 1) Perceived feedback; 2) Acceptance of
feedback; 3) Desire to respond to feedback; 4) Intended response (goals); and 5)
Response. Feedback recipients are first posited to perceive and interpret feedback from
a given source with a given level of accuracy. Once the feedback has been realized, the
recipient assesses the degree to which the feedback should be accepted and then
whether or not to respond in line with the feedback.

Finally, the recipient sets goals to facilitate the achievement of behavioral change
and achieves the desired response. This model addressed the many factors that
contribute to the motivational processes between receiving and responding to feedback.
Ashford and Cummings' (1983) model of feedback seeking posits a more active role for
the recipient in the performance feedback process. Given the competitive nature of the
industry, this theory attributes motivation for soliciting and responding to feedback
directly to the recipient. Individuals are thought to seek out performance feedback given

its value as a resource for career and organizational success, and to verify their self-
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concept at work. Through direct and indirect mechanisms, individuals seek and interpret
information about their performance.

When compared with traditional performance feedback that is often delivered in a
top-down manner, 360-degree feedback is a "different animal.” The principal
difference, of course, is the inclusion of multiple providers of feedback, including a self-
rating. When compared with typical performance feedback environments, ratees of 360-
degree feedback initiatives receive more feedback from more sources encompassing
many perspectives. Thus, ratees must interpret and evaluate this variety of feedback
when determining their response.

This task is bound to become highly complex as contradictory feedback is
received from diverse sources. Making sense of conflicting feedback should cause
ratees to evaluate the relative value of each separate piece of information. Besides, to
facilitate ratings accuracy, feedback from these sources is usually provided entirely
anonymously. To changes many of the subsequent processes a ratee must undergo in
responding to feedback. Assessing concepts from Ilgen, Fisher, & Taylor (1979) model
such as source credibility and power becomes more difficult when the source is
anonymous. The anonymity of the specific source should cause ratees to instead focus
on the presented rater group membership (e.g., peers, direct reports, etc.). 360-degree
feedback further differs from traditional feedback models in that the former emphasizes
work behaviors, rather than work results. Historically, organizations cared only for
results; that is, what the individual accomplished. In recent years, however,
organizations have realized that how things are accomplished is equally important in
achieving a competitive advantage in today's marketplace. A 360- degree instrument,
for example, might evaluate teamwork or communication skills. Ratees should consider
feedback focused on the development of behaviors differently than they would feedback
aimed at improving performance results.

Finally, 360-degree feedback is often used for development-only purposes rather
than as a basis for rewards, promotions, and other administrative purposes. However, to
justify implementation costs and to assess employees comprehensively, organizations
are increasingly using at least some aspect of 360 for administrative purposes.
Depending on their organization's goal for carrying out the 360-degree feedback
initiative, ratees should consider responding to the feedback for either more tangible

outcomes or more career-oriented and long term success.
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2.10. Components of the 360-Degree Feedback Motivational Process

To depict the complex motivational processes occurring following 360-degree
feedback, a model based on control theories' control loop was created. Ratees are
motivated by 360-degree feedback in a variety of ways. Initially, the simple presence of
low ratings on a particular competency will be enough to spur development motivation
towards improvement in that area. By a process suggested in control theory, rates
receiving 360-degree feedback are posited to uncover discrepancies by comparing self
and others' 360-degree feedback. Ratees compare their self and others'(e.g., supervisor,
subordinates, peers, others) feedback to the performance expectations evoked by others'
(e.g., supervisor, subordinates, peers, others) ratings. In this way, others' feedback (e.g.,
supervisor, subordinates, peers, others) can represent both performance input
information as well as a performance standard for comparison processes. Also, when
available, ratees will utilize normative averages presented in the 360-degree feedback
report (e.g., organizational, departmental, role, etc.), as relative performance standards
in their comparison processes. Finally, the primary performance standard is moderated
by individual differences in needs-based motivation. As proposed by McClelland
(1988), an individual can have differing levels of three types of needs: the need for
achievement (nACH), need for power (nPOW) and need for affiliation (nAFF). nACH
refers to the extent to which an individual focuses on achieving goals and job
progression; nPOW to the draw towards power, control and leadership; and nAFF to the
desire for strong interpersonal interactions and seeking approval from others. These
motives are likely to differentiate the amount of attention paid to various competencies
within the performance feedback standard. For instance, a high nACH individual is
expected to attend more to competencies that are critical for success in the organization
and to those which imply technical skills and professional savvy that is typically
associated with success. In contrast, a high nPOW individual should pay more attention
to leadership and managerial competencies, while a high nAFF individual should focus

on skills involving teamwork and collaboration with others.

2.11. Motivation to Lead Perspective

Much research had been conducted to explore motivational characteristics relating
to the specific leadership style. But little had been done to know intrinsic motivation

that may affect by the particular leadership style.
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Past studies had produced different measures to validate both motivation and
leadership. Five sources of motivation were identified by the Motivation Source
Inventory (Barbuto & Scholl, 1998). The sources are intrinsic process, instrumental,
self-concept-external, self-concept-internal, and goal internalization motivation. Chan
and Drasgow (2001) also proposed the integrative theory about motivation to lead to
explain the relationship between individual differences and leadership style.

2.12. Using 360-degree for Servant Leadership Development

Servant leader mostly emphasizes on people’s needs (Greenleaf, 1977) and due to
healthcare’s inherent servant nature servant leadership suited well with healthcare
organization (Schwartz & Tumblin, 2002). Creating a culture of servant leadership and
assessing leaders’ performances multi-rating assessment is essential. Feedback program
ensures the strength and development needs of the leader and help in conducting an
action plan to leverage the knowledge for efficient performances (King and Santana,
2010).

Much research had conducted to address servant leadership development. Van
Dierendonck and Nuijten (2011) took an initiative to address the deficiencies of the
servant leadership scale developed by Liden and his colleague in 2008. In addition to
that, they planned to present such a servant leadership criterion that is behaviorally
oriented and easy to apply. But the two studies have a different application into the
research arena. For our study servant leadership scale develop by Liden and his
colleagues 2015 is more suitable because it is based on the 360-degree feedback
process.

Although no academic establishment proves the suitability of specific leadership
for any particular organization there is some evidence. Many studies had found
suitability of servant leadership for the service-oriented organization. Due to the
inherent nature of the service of service organization servant leadership is a well-suited
leadership style for healthcare service (Schwartz & Tumblin, 2002). A servant leader
has a priority to serve, and they emphasize it (Greenleaf, 1977). Servant leaders many
inherent natural characters like a good listener, empathy, and concern about patient
satisfaction, and devotion which is highly relevant with health care service (Trastek,
Hamilton, and Niles, 2014, Wanzer, Booth-Butterfield, & Gruber, 2004).
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While the relationship between servant leadership and patient service in
healthcare setting not studied much (Parris & Peachy, 2012), but non-health care setting
had been found to have a link with servant leadership style and customer service (Liden,
Wayne, Liao, & Meuser, 2014). It is rational to assume similar servant leadership has a
positive impact on both service and manufacturing organization where the inherent
character of a servant leader is suitable for customer service. In addition to that, some
past studies also support this assumption that the servant leadership style has an impact
on customer service. Some prior comprehensive studies and empirical research
regarding servant leadership outcome is highly associated with employee job
satisfaction, employee welfare, team success (Parris and Peachy, 2012). Even though
servant leadership has a positive impact in the service sector like the healthcare system,
other leadership styles like hierarchical and domineering leadership style also tied with
poor customer service.

On the other hand along with servant leadership other leadership also suitable for
energizing employee in service related organization (Schwartz & Tumblin, 2002). The
most important goal of the healthcare setting is caring for others, and a servant leader
has a good impact on both patient service and employee output. Due to this reason,
many scholars suggest the suitability of servant leadership for the service organization
like healthcare setting (Neill & Saunders, 2008; Trastek, Hamilton, & Niles, 2014).

2.13. Transformational Leadership

Transformational leadership developed through a realization that individuals were
the backbone to the organization. An individual’s opportunity to participate in
developing the vision, establishing work strategies and assignments brought new and
rich ideas. Every individual within an organization come from different backgrounds
and cultures, these diversities is what made the group stronger but also required leaders
to lead differently.

Transformational leadership provides a high level of commitment, moral
obligation, and better performances both from the leader and follower (Goethals and
Sorenson, 2007). Transformational leadership includes the action of involving and
developing others, specifically, followers. The transformational leader treats their
follower as an individual, and an individual differs from other individuals. They also

stimulate subordinate by providing support (Bass, 1990). Both the leader and follower
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under transformational leadership show the high levels of motivation and work morality
(Burns, 1978). Leaders realized the critical role that followers played in the success of
the group and organization. Boseman (2008) posited that transformational leaders share
their vision with followers, are role models, provide support to each, communicate
expectations, encourage cooperation, accept goals, and challenge their followers to
think beyond the obvious. Individuals want to be engaged in defining activities, goals,
and objectives. “Leaders must engage their constituents in a dialogue about the future”
(Kouzes, and Posner, 2003).

Transformational leadership brings a positive attitude and environment to an
organization. Employees perform better under the transformational leader.
Transformational leader conveys the message to its personnel as well as customer,
suppliers, financial investors, and the community about future planning and
development of its people and organization. The entire stakeholder feels confident about
the common good (Bass, 1990, p. 25).

Idealized Influence: ldealized influence is the first factor of transformational
leadership that is built on trust, moral, and ethical standards. Bass (1990) identified
critical characteristics of transformational leadership as an individual’s ability to instill
pride, gain respect and establish trust with followers. Followers of transformational
leader are satisfied, optimistic, and have confidence in their leader. Followers are less
likely to quit from the organization under transformational leadership (Boseman, 2008).
Transformational leader changes the perceptions of the follower and makes them
confident about accomplishing the goals (Hargis, Watt, & Piotrowski., 2011).
Teamwork, trust, and empowerment are the key elements of being a transformational
leader (Kouzes and Posner, 2002). A transformational leader exhibits high moral and
ethical standards at work (Kendrick, 2011). Moral character, ethical legitimacy of the
values, and the morality of the social process are the main criteria of being a
transformational leader (Bass and Steidlmeier, 1999)

Leaders must be transparent with the intent of a 360-degree feedback process to
develop trust and display moral and ethical standards. This relationship is an essential
source to receiving open and honest feedback from others. Vukotich (2010) described
360-degree feedback as a valuable process where only if trust exists among individuals
within an organization, can information be shared more freely. Maxwell (2005)
identified that to develop relationships leaders must treat others with dignity and respect

them.
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Inspirational Motivation: Inspirational motivation is the second factor of
transformational leadership, and this is based on a leaders’ capacity to guide followers
clearly to identify the right thing to do. The transformational leader creates the drive for
shared goals and vision. They also address the challenges of achieving the goals. As
well as help followers in the development of the strategy of what the future states look
like Kendrick, 2011). Inspirational motivation factor emphasizes directing follower
towards achieving future goals, communicate the vision and make an emotional appeal
that helps follower towards future goals (Hargis et al., 2011, p. 54). Follower advise
working for maximizing the interest of the organization and asked to transcend their
self-interest (Boseman, 2008).

Intellectual Stimulation: The third factor of intellectual stimulation is based on
leaders encouraging followers to think beyond the goals they have set for themselves.
The leader having this criterion encourages followers to examine their assumptions,
values, and beliefs (Hargis et al. 2011) critically. The leader possesses this criterion also
creates a mind in the follower to generate a more creative solution to the problem and
leaders favor a new way of doing things. This factor moved followers away from to
follow only one direction (Kendrick, 2011). Followers need to be involved with day to
day activities; engaging these individuals provides a grassroots perspective of problems
or situations and provides data and information that may be pertinent to developing
solutions.

Transformational leaders challenge their followers to do more than that thought
possible. The 360-degree feedback can be a process that identifies if the leader is
providing opportunities that allow others to achieve high goals. Maxwell (2005)
recognized the need for leaders to show they care about followers to build trust, only
with trust can followers begin to follow.

Individualized Consideration: The final factor individualized consideration
focuses on individual followers. A leader possessing the leadership criteria of
individualized consideration focuses on the particular follower and encourage the
follower to use the full potential to achieve the challenging goal (Avolio, Bass, and
Jung, 1999), and (Avolio and Bass, 2004). The transformational leader provides
individual support, personal attention, and work as an advisor with the follower
(Hoffman, Olson, & Haase, 2001, p. 780). Transformational leaders treat followers as
individuals, unique contributors to the group and organization. Leaders provide growth

opportunities and development utilizing process such as coaching, mentoring, and
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feedback (Kendrick, 2011). For the betterment of the working group and organization,
the transformational leader influences the follower to go beyond their self-interest (Bass
and Steidlmeier, 1999).

2.14. Benefits of Transformational Leadership

Future leaders come from the ranks of today’s followers (Frisina, 2005).
Transformational leadership provides the venue to develop these future leaders. The
responsibility of the present leader is to identify, nurture, and develop follower in a way
that they can lead the organization in the future (De Pree, 2003).

Transformational leaders involve others in developing vision and direction. The
alignment of leader and follower is the prime strength of the transformational leader
(Huang, and Liao, 2011). The leader engages the individual as the whole person by
stimulating and satisfying the follower’s high-level needs (Boseman, 2008) and by
offering purpose that excels short term goals and concentrates on higher order intrinsic
needs. Transformational leaders treat each follower as a unique contributor and provide
growth opportunities (Kendrick, 2011) and possess the ability to inspire, engage, and

intellectually stimulate the employee (Bass, 1990).

2.15. Critique of Transformational Leadership

Transformational leadership revolves around the idea of leaders involving their
followers in the activities necessary to accomplish tasks to achieve defined goals.
Transformational leaders share their visions with followers, are role models, provide
support to each, communicate expectations, encourage cooperation, acceptance of goals,
and challenge their followers to think beyond the obvious (Boseman, 2008). Groups or
teams are made up of individuals with different motivations, desires, and motives.
Transformational leaders find ways to stimulate their followers, are willing to show
followers how to look at old problems in new ways, and show them to view difficulties
as problems to solve (Bass, 1990). These activities take time and effort on the part of
the leader and also the follower who takes time away from resolving organizational

issues.
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2.16. Research Gap

Many researches had been conducted to analyze the impact of 360-degree
feedback on performances. But still many areas of 360-feedback application is yet to
know for better organizational performances. An important undiscovered area in the
literature involved the application and use of 360-degree feedback in different types of
organization. One study found to analyze the impact of multi-source feedback on
transformation leadership in the Military (Eggert, 2016). Using the qualitative method
the study found that multi-source feedback can improve self-awareness and leader
development.

Conversely, the effectiveness of multi-source feedback is significantly impacted
by the lack of a senior leader and organizational support. This study did not focus on
quantitative analysis, and the flow of multi-source feedback is somehow restricted in the
military organization. Also, the management structure and working environment in
military organizations have been tremendously hierarchical with all formal feedback
coming from the top level or superiors. The current study conducted using quantitative
analysis in the organization where the flow of feedback can be collected from different
sources. The literature review also revealed another study that looked at multi-source
feedback in various organizations. Another study conducted by Brutus, Fleenor, &
London (1998) to compare the impact of multi-source feedback across different industry
types to interpret if the differences across various industries were higher than the
similarities. The study inspected differences in organizational structures, management
system, organizational culture, and technology used in the organization. The study
found that the agreement of rater was lowest in the government organization. However,
the consensus was highest in the educational institution and manufacturing organization.
The result of the analysis showed that there was a difference in the means score for
different industries. The sensitivity analysis for the leniency effect showed that peer
rating was sensitive to the leniency effect in government organizations. But this study
was not considered the nature feedback on leadership style. Hence, the current research
paid attention to understand and examine the role of 360-degree negative and positive

feedback sources and its impact on leadership style.
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2.17. Summary

Literature review in the present study discovered that many researches had been
conducted to examine the relationship between 360-degree feedback and leadership
development. Many studies also had found a correlation between multi-source feedback
and the development of leadership. Summary of the literature review is shown in figure
2.

Motivation to lead
-Intrinsic motivation
(Chan & Drasgow 2001)

- Control theory (Carver &
Scheier, 1981)
-T-O-T-E control system
(Miller, Galanter and
Pribrum1960
-Closed Loop Model of Self-
Regulation (Kanfer, 1971)

-Servant leadership (Robert
360 degree feedback Greenleaf 1977)

-MTMR approach -Transformation leadership

(Lawler, 1967) (James MacGror Burns 1978)

- MSF & Transformation leader (Eggert, 2016)
- MSF & Servant leader (McCarren, et al2016)
- MSF & leadership (King & Santana, 2010)
- Commitment and determination (Smither, et al., 2005)

Figure 2. Summary of literature

The main focus of the past study was competencies that are connected to goals
and values of the organization, institutional support for goal setting, opportunities of
developing leadership, and design performance feedback instruments. The inner circle
of the figure is representing the main theoretical focus of the literature. Three theories
are discussed in the literature part mostly focused on developing output through
feedback. Three corners of the rectangle representing the study variable. 360-degree
feedback is considered for the independent variable, leadership is recognized for the

dependent variable, and motivation to lead is considered for mediating variable. The
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other three external rectangles are showing past research about the relationship among
the study variable. All the summarized concept, theories, and pas research had

elaborately presented in the literature part.
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CHAPTER 11

RELATIONSHIP OF 360-DEGREE FEEDBACK, MOTIVATION, AND
LEADERSHIP

3.1. Introduction

This study focused on whether there is an impact on leadership style when
utilizing the 360-degree development process within an organization. Another area of
focus was to identify if there is an impact when developing transformational leaders
using the 360-degree method through leadership motivation.

This chapter focuses on 360 degree feedback, leadership styles, and motivation
for leadership, and then studies on the relationship between 360 degree feedback and
leadership styles, 360 degree feedback with motivation for leadership, motivation for
leadership and leadership styles, and later on the relationship of 360 degree feedback,
motivation for leadership, and leadership styles. Based on these relations, hypotheses of
the study were formed. Besides, in this section, the researches in the literature related to

the measurement tools used in the study are explained in detail.

3.2. Studies on Leadership Styles

In Western cultures, the employee and employer relationship is usually based on
mutual benefit and interest. The work cycle and period of joint establishment between
employee and employer in the organization continued based the employer-employee
exchange. The employees in this culture have priority of his career, and then develop his
devotion to the organization (Hodgetts & Luthans, 2003).

In the eastern paternalistic cultures, the employee first comes with his
determination to maintain a long term relationship with the organization. As a
transformation of this, the employer also considers the lifetime relationship with the
employee as well (Hodgetts & Luthans, 2003). The context of transformation leadership
well organized by the authors Avolio & Bass considering organizational behavior
(Avolio & Bass, 2004).

Servant leadership has been found to give better results as leadership styles in

explaining employee behaviors when it is compared with transformation leadership and
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transaction leadership in the same studies as leadership styles (Liden, Wayne, Meuser,
Hu, Wu, & Liao, 2015).

3.3. Participants’ Reactions to 360-degree Feedback

Participation process in 360-degree feedback method, acceptance of the feedback,
and leadership development from feedback follow-up has significant binding.
Participation in the feedback process creates a chance for the participant to discover the
gap between his actual performances and standard performances. If the difference is
visible to the participant, then the next step for development can initiate the individual.
But only participation will not ensure the development. At the same time feeling
necessary for realization and the active phase is also vital for developing performances
through feedback system (Smither, London, & Reilly, 2005).

Past studies showed evidence of the relationship between multi-source feedback
rating and employee performances. Employees feel their responsibility to moderate
their work behavior positively after receiving positive or negative feedback (Smither et
al., 2005). But response against positive feedback and negative feedback was found
different in some studies. Sometimes negative feedback treated as threatens (Kluger &
DeNisi, 1996). Negative feedback is cause to decreased effectiveness (Atwater & Brett,
2006). Although positive feedback is getting a welcome and positive reaction, on the
other hand, some leader shoed anger and felt discouraged with negative feedback (Brett
and Atwater, 2001). But showing anger and discouragement also have some logic.
Sources of feedback should be credible and reliant. A participant reacts positively about
feedback either it is positive feedback or negative feedback when the sources of
feedback are credible. On the other hand, the participant shows an adverse reaction to
undesirable feedback when the source of feedback is biased and not reliable (Albright &
Levy, 1995).

Organizational outcome and individual performance also affected by the feedback
process. Some employees are less motivated to improve performances by using
feedback. Due to less motivation, they are not committed to revising their behavior if
there is any negative indication from the performance feedback. As a result of all the
feedback process effort not able to produce a positive outcome from the employee, as
well as from the organizational outcome (Meyer, Paunonen, Gellaty, Goffin, Jackson,
1989).
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Commitment and motivation for feedback also motivate others positively.
Participants of the multi-source feedback who show agreement with the feedback and
motivated to modify his weakness according to the feedback report received a higher
rating from his or her direct report in the following year. On the other hand, those who
don’t show disagreement and are less motivated to modify job-related behavior received
a lower rating in the next year (Smither et al., 2005). In summary, it is clear from the
evidence that favorable agreement about feedback and motivation bring more success
for the performer than who are less motivated and show disagreement about feedback.

Till now it is clear that agreement and disagreement about feedback make
differences of employee performances. Another study found the reason behind the
agreement and disagreement. The orientation of the multisource feedback has a
significant impact on participant agreement and disagreement. If the feedback process is
not an appropriately oriented employee, show their disagreement. If the purpose, goals,
and consequences of feedback are clear to the employee, they are showing high
agreement about the feedback report (Smither et al., 2005). Clear and appropriate
orientation motivates the employee to improve their work behavior, goals, and plans in
the follow-up activities. Proper orientation of the feedback process has a propensity for
continuous learning (Vicere & Fulmer, 1998). Continuous learner request more
feedback about their performance. They modify their plan, set their performance target,
practice new behavior, and apply to learn on the job and finally get the definite
improvement of their performances (Vicere & Fulmer, 1998). On the other side
employees, those who avoid learning are also avoided adverse judgment from others
(Smither et al., 2005).

Continuous learning depends on some inherent characteristics of the participants.
Individual belief about change determines the reactions about feedback (Smither et al.,
2005). Past studies suggest that individual personality and character have a significant
influence on an individual’s motivation to change behavior following 360-degree
feedback. The person with high internal control and high self-esteem has greater
motivation to change behavior from the negative feedback (Bono & Colbert, 2005).

Most often feedback is utilizing for organizational changes. But it is not so easy to
change organizational processes by using feedback. Other issues also involved with this
change process. Sometimes participant feedback assumes the change is necessary, but
they avoid setting goals for changes because they believe change is not feasible

(Smither et al., 2005). Distrust among organizational member creates a complicated
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situation against changes. If any organizational member changes their behavior, other
members may undermine the reforms. Distrust among employee might ask the value of
goal settings to develop performance if they are not held responsible for the results.
Expert in this field found those organizational members who have low distrust among
them can improve their performance more than others. Other proofs also indicate that
individual belief about performance improvement is following 360-degree feedback
(Atwater, Waldman, Atwater & Cartier, 2000).

Behavior changes produce an ultimate expected result when the participant set
their goals based on feedback (Locke, Latham, 1990). Some studies had found positive
relations between the reaction to feedback and improvement after changing goals based
on receiving 360-degree feedback (Atwater, Waldman, Atwater & Cartier, 2000). In
other studies also revealed that some participant accepts negative feedback and likely to
moderate their goals based on feedback if they are in need to attend leadership
development program (Brutus, London & Marinueau, 1999).

Along with individual 360-degree also have a positive impact on organizational
outcome also. Financial revenue, gross sales, and service contracts are influence
positively from multi-source feedback. Some researcher had found a significant
correlation between 360-degree feedback and customer loyalty in a survey with the
bank branch manager (Smither & Walker, 2001). Favorable feedback improves
managerial service quality and lower job turnover (Church, 1995).

Clear explanation and orientation about multi-source feedback help the
participants to see the importance of feedback and support to produce more meaningful
results (Rogers, Rogers & Metcalf, 2002).

3.4. 360-degree Feedback in Developing Servant Leadership

Formal leadership development through good feedback system is considered best
practice (King & Santana, 2010). Leaders can improve their understanding of leadership
development needs from feedback-intensive programs. It also enables them to initiate
action plans for developing their job knowledge for better performances (King &
Santana, 2010, p. 97). These studies mostly focus on the importance of multisource
feedback from superior, subordinate, peer, external customers and suppliers. These
feedback sources help the leader to understand and gain a clear picture of an appropriate

leader’s behavior, strength, and weakness (King & Santana, 2010, p. 99). Summary of



46

multisource feedback reflects the leadership behavior perceived by others with whom
the leader commonly interact for their daily activities. This feedback summary
incorporates all relevant perspective and performances of the leader at the workplace
(Conway, Lombardo, & Sanders, 2001; London & Smither, 1995).

The multi-rating feedback assessment program is useful when it produces
consistent feedback from all available sources. Researches into 360-degree feedback
different participating group those who are in involved with the assessment process are
not highly correlated. Sometimes different feedback from a different source for the
same issue comes into the light. For example, one feedback sources provide positive
feedback. On the other hand, for the same problem, other sources are providing negative
feedback due to biases or misunderstanding about the issue. The inconsistency of the
feedback process is the cause of frustration. So the multi-source feedback should design
based on expert opinion, literature survey, existing best practices. Consistent
multisource feedbacks produce powerful leadership and provide targeted development

in the expected area (King & Santana, 2010).

3.5. 360-degree Feedback in Developing Transformation Leadership

The 360-degree process involves individuals at various levels of responsibility
including people who work for and with the leader. Receiving and accepting feedback
from subordinates is characteristics of a transformational leader. Leaders who can
receive, view, and understand perspectives from others are developing a better
understanding of leadership qualities (Harris and Kuhnert, 2008). This change often
demonstrated more with the transformational style of leadership (Kuhnert & Lewis,
1987).

Developing transformational leaders requires a process that provides feedback
regarding a leader’s strengths and weaknesses. The 360-degree process is one method
for gathering and assessing feedback. The 360-degree process is a method for
continuous improvement which is guided by asking for feedback (Jones & Bearley,
1996). The multi-source 360-degree process is a method that utilizes the individual’s
understanding, combined with an openness to appreciate and incorporate feedback from
others, also provide leaders an opportunity for greater self-awareness (Parry & Sinha,
2005).
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The following hypothesis has been developed by evaluating the relationship
between transformative 360-degree feedback and leadership style within the framework

of the research mentioned above.

e Null (H1a): There is no impact of positive feedback on servant leadership
style.

Alternative (H1a): Servant leadership is impacted by positive feedback.

e Null (H1b): There is no impact of negative feedback on servant leadership
style.

Alternative (H1b): Servant leadership is impacted by negative feedback.

e Null (H1c): There is no impact of positive feedback on the transformation
leadership style.

Alternative (H1c): Transformational leadership is impacted by positive
feedback.

e Null (H1d): There is no impact of negative feedback and transformation
leadership style.

Alternative (H1d): Transformational leadership is impacted by negative
feedback.

e Null (Hle): There is no impact of 360 degree total feedback on servant
leadership style.

Alternative (H1e): Servant leadership is impacted by 360-degree total feedback.

e Null (H1f): There is no impact of 360 degree total feedback on
transformation leadership style.

Alternative (H1f): Transformational leadership is impacted by 360-degree total
feedback.

3.6. 360-degree Feedback and Motivation to Lead

Control theory is a theoretical approach to self-regulation which provides a basis
for discussing ratees' regulation of performance in a 360-degree feedback context
(Carver & Scheier, 1981; 1982). This motivational framework will help to explain the
cognitive processes ratees engage in after receiving 360-degree feedback.

In its most basic form, control theory posits that individuals attempt to reduce

discrepancies between some input and a referent standard/criterion. Standards can take
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the way of an end state or process-oriented goal, while the input information can include
external feedback and internal perceptions (Klein, 1989).

Although researchers (Brutus, London, & Martineau, 1999; Gregarus, Ford, &
Brutus, 2003) have made mention of control theory when introducing the 360-degree
feedback process, the literature has not offered a complete explanation for how control
theory can account for ratees' motivations to improve performance following feedback.
Thus far, researchers have taken a somewhat simplistic view of how control theory
considers for 360-degree feedback information processing by stating that people
compare themselves against an organizational performance standard.

When applied to 360-degree feedback more comprehensively, control theory can
help to explain the motivational processes surrounding feedback from multiple sources.
At the heart of behavioral improvement efforts which follow 360-degree feedback is a
simple control loop that spurs cognitive efforts towards assessing the need for change.
Evaluating performance feedback relative to performance standards which exist in an
organization is a central task for an engaged employee.

Some time management of the organization mostly depends on credible work
associates for performance feedback of the employee. But Inviting and accepting
feedback from numerous sources influence more for motivating for changing employee
behavior rather depends on feedback from credible work associates (Edwards & Ewen,
1996).

Further, the hierarchical nature of these control loops helps to explain how
performance improvements are related to higher-order drives for career success and
lower order motivation for reaching specific improvement goals.

The following hypothesis has been developed by evaluating the relationship

between 360-degree feedback and motivation for leadership style.

e Null (H2a): There is no impact of positive feedback on motivation to lead.
Alternative (H2a): Motivation to lead impacted by positive feedback.

e Null (H2b): There is no impact of negative feedback on motivation to lead.
Alternative (H2b): Motivation to lead impacted by negative feedback.

e Null (H2c): There is no impact of 360-degree total feedback and motivation
to lead.
Alternative (H2c): Motivation to lead impacted by 360-degree total
feedback.
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3.7. Conceptualizing Motivation to Lead (MTL)

A person gets the direction of persistence behavior from the cognitive-
motivational approach (Kanfer, 1990). Individual differences for MTL change with
leadership experiences. Motivation to lead is the consequence of an individual’s self-
efficacy. MTL develop by individual personality, sociocultural values, social skills, and
knowledge about leadership.

Past studies mostly concentrated on the influence of leadership on the follower
and how the leader can motivate subordinate was the prime issue. Most of the
researches agree on the basic criteria of transformation leadership (Judge and Piccolo,
2004). But little had been done to know about leaders’ motivation. The cause why
people perform like transformation or servant leadership is not fully discovered. Many
employees are acting as a leader due to formal authority, and some of them accept
leadership role for enjoying benefits like increased pay, promotion, job security or
personal interest. Taking formal leadership responsibility does not ensure effected
performance like a self-motivated leader. Qualities of the leader arise from position
power and qualities of an effective leader are not the same (Bass, 2008). Some studies
conducted recently to clarify the issue of leader emergence and leader role occupancy.
There is an individual difference among the leader those who have the intention to
assume the official leadership role that is addressed in the theory of Motivation to lead
(MTL) (Chan & Drasgow, 2001). MTL theory addresses three forms of leadership
characteristics about the formal leadership role. Among the criteria first one Affective-
identity MTL states the leader who enjoys leadership role. Second one Social-normative
role denotes the leaders who think leadership arises from position power and it is a duty
or responsibility. Third element Non-calculative MTL indicates the leader who wants to
lead only because they have an agreeable personality. They prefer team coordination,
and extra financial rewards do not so motivate them for the formal leadership role (Chan
& Drasgow, 2001).

The leader has individual differences construct that make them different from
other. Due to this difference decision about leadership training, roles of leaders, and
responsibilities is needed separate effort (Chan and Drasgow, 2001).

The motivation for holding a formal leadership position and motivation to
participate in leadership activities is not the same. Both the motivation has a different

effect on performances. But for being an active leader in the organization along with
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individual motivation formal leadership also in the management position is necessary.
In the current management system, those who exhibit the quality of leadership role in
the formal succession plan are considered for the formal leadership role. Hence the role
of formal leader and characteristics of leadership behavior need to think differently. In
this regard MTL theory present clear and specific criteria of leadership style based on
individual motivation by which it is possible to make a difference between formal
leadership roles and informal self-motivated roles. The leader who are displaying
intrinsic motivation are not concerned about their self-interest. They are more concern
about general welfare and development of the follower. These types of leadership
characteristics are available in transformational and servant leaders (Bass, 2008).

There is a clear difference between motivation to lead (MTL) and motivation for
transformation and servant leadership. MTL tests the items that motivate an employee
tor taking formal leadership roles, whereas motivation for servant and transformation
leadership inspects items which influence an employee to lead efficiently when they are
already in a leadership role. In summary, we can say output from MTL is to hold
leadership title occupancy, whereas the outcome of motivation for transformation and
servant leadership intention is leadership efficiency. The current study is concern about
bot MTL and leadership style like transformation and servant leadership style.

The following hypothesis was developed by evaluating the relationship between

motivation and leadership style within the framework of the research mentioned above.

e Null (H3a): There is no impact of motivation to lead on servant leadership
style.

Alternative (H3a): Servant leadership is impacted by Motivation to lead.

e Null (H3b): There is no impact of motivation to lead on transformation
leadership style.

Alternative (H3b): Transformational leadership is impacted by Motivation to

lead.

3.8. Motivation as a Mediator between 360 degree feedback and Leadership Styles

In addition to investigating a direct relationship between 360-degree appraisal and

leadership style, the study also examines hypotheses claiming that intrinsic work
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motivation will mediate the relationship between 360-degree appraisal and leadership
style.

In the previous studies presented in the literature revealed that there is significant
relation between 360-degree feedback and motivation for leadership, a significant
relationship between 360-degree feedback and leadership, and a significant relationship
between motivation and leadership. Among the various expected pathways starting from
employee performances appraisals to employee outcomes, work on goal setting and
feedback (Earley, Northcraft, Lee, & Lituchy, 1990), and intrinsic motivation (Hackman
and Oldham, 1976; Ryan and Deci, 2000) recommends that work motivation could be a
key mediating variable.

Intrinsically motivated person perform the job to experience the pleasure and
satisfaction inherent in the activity (Deci, Connell, & Ryan, 1989; Vallerand, 1997).
Therefore, of all the work motivation available, intrinsic motivation is predominantly
interesting from a developmental performance appraisal perspective that emphases on
enriching attitudes, experiences, and skills. Employees’ work goal along with
performance feedback is generally expected to have to affect employee performances
positively through developing the work motivation essential for good performances
(Earley et al., 1990). Therefore, this study expects that an association between 360-
degree performance feedback process and leadership style will become mediated by
intrinsic motivation. Employee participation in setting work goals and feedback process
influence the acceptance of the appraisal process that affects the satisfaction with the
appraisal process and finally employees’ work motivation and productivity (Roberts &
Reed, 1996). Performance appraisal provides information for strategic visions and
works goals to employees. This strategic process boosts intrinsic motivation through
enhancing the meaningfulness of the work (Latham, 2003). Likewise, self-
determination theory, communication, and dissemination of information about
organizational goals increase the employees’ intrinsic motivation that is the rationale for
appropriate work behavior. Orderly feedback on job performances positively influences
employees’ intrinsic motivation through experiencing responsibility and competency
about output and awareness of the real consequences of the work (Deci and Ryan,
1985). Therefore, current studies assumed the following hypotheses about the mediating
role of motivation to determine the relationship between 360-degree feedback and

leadership style. The mediation process examined based on some established theories.
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According to the Baron and Kenny's (1986) theory, there is a mediation role of
motivation between 360-degree feedback and leadership style. Based on the findings in
the literature and Baron Kenny's (1986) methodology, the following hypotheses have
been developed with the assumption that motivation for leadership, which is one of the
predecessors of the leadership style, may have mediator role in the relationship between
the 360-degree feedback and leadership styles. The following hypotheses were

considered based on past studies and objectives of the current research.

e Null (H4a): Motivation to lead does not mediate the relationship between
positive feedback and servant leadership style.

Alternative (H4a): Motivation to lead mediates the relationship between positive
feedback and servant leadership style.

e Null (H4b): Motivation to lead does not mediate the relationship between
negative feedback and servant leadership style.

Alternative (H4b): Motivation to lead mediates the relationship between
negative feedback and servant leadership style.

e Null (H4c): Motivation to lead does not mediate the relationship between
positive feedback and transformation leadership style.

Alternative (H4c): Motivation to lead mediates the relationship between positive
feedback and transformation leadership style.

e Null (H4d): Motivation to lead does not mediate the relationship between
negative feedback and transformation leadership style.

Alternative (H4d): Motivation to lead mediates the relationship between
negative feedback and transformation leadership style.

e Null (H4e): Motivation to lead does not mediate the relationship between
360-degree total feedback and servant leadership style.

Alternative (H4e): Motivation to lead mediates the relationship between 360-
degree total feedback and servant leadership style.

e Null (H4f): Motivation to lead does not mediate the relationship between
360-degree total feedback and transformation leadership style.

Alternative (H4f): Motivation to lead mediates the relationship between 360-

degree total feedback and transformation leadership style.
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3.9. Relationship of Demographic Characteristics With Leadership

As described throughout this study, transformational leaders are defined as
individuals who are nurturing and developing of followers through team building,
conflict resolution, and collaboration. Padma (2010) described features of
transformational leaders as relationship-oriented and stated these were the aspects that
women leaders emphasize and from which they derive satisfaction Eagly, Johannesen-
Schmidt, & van Engen (2003) posited that caring, supportive, and considerate behaviors
are considered female gender roles but also an effective approach to transformational
leadership. Do men need to change or work harder to be transformational or do male
leaders need to participate in a 360-degree process while female leaders do not? Bass et
al. (1996) stated that male and female leaders need to “integrate task and relationship
orientation into their behavior towards colleagues and direct reports” (p. 8) to be a more
effective leader.

Studies have been done to determine the role gender plays in leadership and
whether one gender is more transformational than the other. Past research posited that
nature of gender has an impact on leadership style. In some cases, a female leader
showed more transformational leadership nature than a male leader (Bass, Avolio &
Atwater, 1996).

In the Barbuto et al. (2007) study there were 73 participants between the age of 22
and 35 years, 77 participants between the age of 36 years and 45, and 66 participants
older than 46 years of age. The results of the multivariate analysis of variance
(MANOVA) indicated there was a significant effect of leader’s age on the follower’s
ratings of transformational leadership style (F= 4.24, p<.05) and the age group older
than 46 years of age was rated highest for transformational leadership behaviors.

The drive to move into a leadership role is equal for both men and women, but the
power they seek is different. The intention of getting power is not the same for men and
women. Women seek power to help others on the other hand men seek power to pursue
their ambitions (Maroda, 2004). Not only intention to gain power but also exercise of
power is different for a different gender. Female leaders are more collaborative and
cooperative than male leaders (Eagly et al. 2003), and at management level, women are
more inclusive, collaborative, and bring a different style of management (Evans, 2011)

Emmerik, Wendt, and Euwema, (2010) analyzed data from a worldwide

consulting firm regarding the leadership behaviors of 12,546 managers as rated by their
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followers in 437 organizations from 32 countries. The gender distribution in the study
was 73% male and 27% female. Results of this analysis at the individual level indicated
there was a positive correlation between gender and some dimensions in the leadership
measures. Females were found to use more consideration behaviors and more initiating
structure behaviors than male managers.

In the following, the hypotheses relating to demographic characteristics and

leadership are stated based on past literature and objectives of the current study.

e Null (H5as): There is no impact of gender differences on the mean score of
servant leadership.

Alternative (H5as): Gender differences impact servant leadership.

e Null (H5at): There is no impact of gender differences on the mean score of
transformation leadership.

Alternative (H5at): Gender differences impact transformational leadership.

e Null (H5bs): There is no impact of leadership experience on the mean score
of servant leadership.

Alternative (H5bs): Leadership experiences impact servant leadership.

e Null (H5bt): There is no impact of leadership experience on the mean score
of transformation leadership.

Alternative (H5bt): Leadership experiences impact transformational leadership.

e Null (H5cs): There is no impact of the organizational sector on the mean
score of servant leadership.

Alternative (H5cs): The organizational sector impacts servant leadership.

e Null (H5ct): There is no impact of the sector of organization on the mean
score of transformation leadership.

Alternative (Hb5ct): The organizational sector impacts transformational
leadership.

e Null (H5ds): Leaders’ age differences have no impact on servant leadership.

Alternative (H5ds): Leaders’ age differences impact on servant leadership.

e Null (H5dt): Leaders’ age differences have no impact on transformation
leadership.

Alternative (H5dt): Leaders’ age differences have an impact on transformational

leadership.
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3.10. Research Model

In the figure 3 hypothetical relationships among study variable are presented.

360 degree H, Leadership style

' .feedback 4 Servant leadership
Positive feedback T . tion leadershi
Negative feedback ransformation leadership

H,
N Motivation Hs
for
leadership

Figure 3. Model of research

In the first level hypothesis relationship between 360-degree feedback and
leadership style is presented. Four hypotheses presented in previous chapter based on
the first category hypothetical relation. In the second category, the hypothetical
relationship between 360-degree feedback and motivation for leadership is presented.
Two hypotheses assumed under the second category. In the third category, the
hypothetical relationship between motivation for leadership and leadership style is
given. Two hypotheses here assumed under this category. Under the category, four roles
of motivation as a mediator between 360-degree feedback and leadership style is
presented. Four hypotheses also presented here. In addition to these, it is also aimed to
examine the relationships between the 360-degree feedback and the leadership style
with some demographic (gender, age, duration of service, and the nature of the

organization)

3.11. Summary

The hypothesis of the present study had prepared based on a theoretical
relationship that discussed in the literature review. Here in the following hypothetical

relationship is shown in figure 4 based on the research model.
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Figure 4. Hypothetical relationship among variable

In figure 4 the hypothetical relationship between dependent, independent, and
moderator variable is shown precisely. Positive feedback, negative feedback, and 360-
degree total feedback is acting as an independent variable in the model. Motivation to
lead is acting as mediating variable. Finally, servant leadership and transformation
leadership is working as a dependent variable in the model. The entire hypothesis is
analyzed based on the data collected from the sample population. Final output model is

shown in the discussion chapter.
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CHAPTER IV

METHOD

4.1. Introduction

This chapter is organized for an in-depth elaboration on the research methodology
used to determine the impact of 360-degree feedback on leadership style. A brief
discussion is presented on the scope and method of research, and techniques to be used
to evaluate research data. After that in-depth explanation of the sample data collection,
demographic distribution and distribution of questionnaire is presented.

4.2. Scope and Method of Research

As survey respondents, the study includes the head of the department, manager
and assistant manager of any branch, team leader and those who have a leading role
with the organization and business unit. The survey conducted in Bangladesh with
major private and public institution including a bank, insurance, telecom service,
hospital service, garments and textiles, cement and steel industries were the major part.

In the study, in which the mediation role of the motivation for leadership variable
was investigated in the relationship between the 360-degree feedback and leadership
styles of the enterprises operating in Bangladesh.

For the reliability and the validity of the questionnaire different assumption of the
statistical measurement were tested. Among the statistical estimation, normality,
multicollinearity, and outlier of the data checked duly. Exploratory and later on
confirmatory factor analysis were conducted for internal consistency of the items used
for measuring the variable. The significance of the findings of the mediation role was
tested by applying the Sobel test (Sobel, 1982) and AMOS bootstrapping. Finally, T-test
and ANOVA were used to check the demographic control variable.

4.3. Population and Sample

The sample of the study consists of management-level employees, those who have
a leading role within the enterprises operating in Bangladesh. The economy of

Bangladesh has undergone a remarka