What Determines Leadership Style?

The Honors Program
Senior Capstone Project
Student’s Name: Apryl Silva
Faculty Sponsor: Dr. Gregg Carter
April, 2009



Table of Contents

Y 0151 = Tod PO PUUPPPPPUTPPPPRRR 1
Lo o[8[ i o] [T PPPPPPPR 2
Trait APProach t0 LEAUEISNIP ....euueiiiiiiieie et e e e e e e e 3
Hypotheses, Explorations, & INtEerpretations ..........cooovvveeeeeeeiieeeeeeeres e e e e e e e e e 5
LCT=T 0o [ TR 5
Yo Lo [T o T == (ot TN T 1 (o TN 1 [N Y G 12
GeNEratioNal CONOIT......cooo ettt e e e e e e e e e e e e e e e e e e eababan s 13
1YY T T (o] [ Yo )OS 15
Y= 10 0101 =SSR PPPPTUPPPRTRRP 15
(Y LCT= S B (=T 0 0 TCT o PP 16
1o [T o LSO USUUPPPPPPPPPPPRRRRN 17
FOrmMal HYPOTNESES .....coeeeeiiieicie e e e e e e e e e e et s e e e e e e e e e e eaaeeeeennnnnes 17
EXPIOIratory ANAIYSES .....uuiiiie e e e ettt e e e e e e e e e e e e e e aeaerraanna 19
[ Yo 0 753 o o 1o ) o [T T 28
Relationship between Gender and the Importance of Personality Traits.............ccccevvvvneeee 28
Relationship between Race and the Importance of Personality TraitS.........cccccoeveeiieeeeeenn... 29
Relationship between Generational Cohort and the Importance of Personalgy..Tra30
(@] o [ox 11 5] o] o PP PPUPPPPPPPPP 31

R ETBIEINCES ... e et 32



What Determines Leadership Style?
Senior Capstone Project for Apryl Silva

ABSTRACT

This project examines selected traits valued in friends by educated irad$yidod it seeks to
determine if these valued traits vary by gender, race, and generatibodl @ literature
review reveals that variations in leadership attributes are evident amsegrtes. In order
to test the broad applicability of this literature, data were taken fro@eheral Social
Survey (GSS). The key analyses center on correlations between gaodeand cohort, on
the one hand, and the selected valued traits identified with effectivedbgden the other.

In some cases, the literature yields weak hypotheses, and in other casesdheh is solely

exploratory.

According to leadership expert Peter Northouse, the personal traits ljemesd, integrity,
and sociability are closely tied to effective leadership. This projechiges the influence of

gender, race, and cohort on how much these traits are valued.

The findings of this project have potential usefulness for organizations to bettestander
how these three leadership traits are associated with gender, race, amedggps-

ultimately influencing how organizations train and view their managers.
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INTRODUCTION

| chose this project because leadership is a human phenomenon that penetoaies afl f
social relationships. It is an essential ingredient in the succesiioe t#iall organizations

It is a term that has many meanings as well as a multitude of definitiorss masagement
major, management and leadership styles have always been of interestMy orginal
proposal was to conduct research and test a sample of women to determine if there is a
correlation between a woman’s ethnicity and her management style. Yesitgiadvocate,

| thought it was important to study the differences in management style ararenveof
different ethnic backgrounds. As | began to conduct research and collet¢tstatayealized
that my topic was much too specific and that in order to draw more comprehensive
conclusions | would have to broaden the scope of my project. This was the first obstiacle t
| faced in completing this project. After researching many alterrstiianally decided to
expand my research to include both men and women, and to test differences in leadership

traits by gender, race, and cohort.

The major objective of this project is to uncover how social background mightrexplai
differences in what is valued in leadership styles. In today's corparseda, there is a
growing need for employers to understand and embrace diversity. Thid pegks a better
understanding of why differences exist in the level of importance placed onv#adership
traits among individuals of different gender, race, and cohort. It is hoped tlwainttiasions
gained from this research will provide organizations with a better understaridnujvidual
differences rooted in social background. It is also hoped that my researcbhniiibute to a
broader knowledge of why diversity of leadership style exists, and whaitbearef/or

obstacles it has to offer.

Although a common definition of leadership is “a process whereby an individuanoés a
group of individuals to achieve a common goal,” leadership has also been conceginaliz
terms of acts or behaviors, power relationships, transformational processesrand-or
this study, | will examine leadership using that approach to leadership which

conceptualizes leadership from a personality perspective.
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TRAIT APPROACH TO LEADERSHIP

Many people believe that some people are born to be leaders while others dieeryot.
assume that natural leaders are born having certain leadership traitsaifTdqgproach to
leadership suggests that select individuals have fundamental charastdratdifferentiate
them from nonleaders. These characteristics may include physical, pgysonability
factors.

The trait approach to leadership was one of the first attempts to study heades was
explored throughout the twentieth century. Researchers sought to identify gdeas lend
determine what common traits were possessed among those leaders. Two intpdrent s
were conduct by R. M. Stogdill in 1948 and 1974. Between the two studies, Stogdill
examined a total of 287 trait studies that were conducted between 1904 and 1970. His first
study cited intelligence, alertness, insight, responsibility, initiativejgtense, self-
confidence, and sociability as top characteristics of effective lead&second study
identified ten additional characteristics including drive for responsilaihtd task completion,
vigor and persistence in pursuit of goals, venturesomeness and originality in psoblerg,
drive to exercise initiative in social situations, self-confidence and sepsesainal identity,
willingness to accept consequences of decision and action, readiness to abgmisaonal
stress, willingness to tolerate frustration and delay, ability to influenes péople’s

behavior, and capacity to structure social interaction systems to the purpaseé. at ha

Another trait study was conducted by Lord, DeVader, and Alliger in 1986 usingamegigsis
to determine what characteristics are most highly associated wdtétr$bgp. This study
identified intelligence, masculinity, and dominance as the top personalisy trai

A study conducted by Kirkpatrick and Locke in 1991 contended that leaders are disgugui
by six traits—drive, the desire to lead, honesty and integritfycgefidence, cognitive ability,

and knowledge of the business.

Lastly, Kouzes and Posner, authors of The Leadership Challesge administered their

“Characteristics of Admired Leaders” survey to over seventy five thousampdepaound the

globe since 1987 and update the findings continuously. Their researcduhdghat honesty,
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forward-looking, inspiring, and competence are the most desired leadea#tsipdross
countries, cultures, ethnicities, organizational functions, gender, levels otieduaad age
groups. They have summarized these attributes in one wedibility. According to these
authors “credibility is the foundation of leadership” and they assert that folltyalty,
commitment, energy, and productivity depend on it”. Table 1 below outlines the personal

characteristics of leaders identified by each of the aforementiamgidson leadership traits.

Table 1: Leadership Trait Studies and Personal Characteristics

Stogdill Stogdill Lord et al. Kirkpatrick & Kouzes & Posnet
(1948) (1974) (1986) Locke (1991) (1987-2007)
Intelligence Achievement Intelligence Drive Honesty
Alertness Persistence Masculinity Motivation Forward Looking
Insight Insight Dominance Integrity Inspiring
Responsibility Initiative Confidence Competent
Initiative Self-Confidence Cognitive Ability Credibility

Persistence

Self-Confidencg Cooperativeness
Sociability Tolerance
Influence
Sociability

Responsibility

Task Knowledge

Overall, each of the various studies that have taken place during the past pespose a

unique set of definitive leadership traits to serve as a benchmark for evalodtinguals on

their leadership ability. Leadership expert Peter Northouse (2007) hasgatexbtihese

studies to identify which attributes have consistently been ranked as detesnoinant

leadership. He concludes that the majority of followers believe that seffabtive leader

must possess the following five attributes:

e Intelligence — Having strong verbal ability, perceptual ability, and reasoning

e Sociability — Inclination to seek out pleasant social relationships

¢ Integrity— Honesty and trustworthiness

e Determination — Initiative, persistence, dominance, and drive

e Self-Confidence — Ability to be certain about one’s competencies and skills
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Leadership experts Kouzaad Posner assert that “what people most looknfarleadr has
been consistent over timeWith tha said, it is fair to say that the above five traigsve as .
dependable sé&tenchmark for my analys.

In sum, his study will analyzs the influene of gender, ethnic background, «cohort on the
likelihood of an individual tcvalue two of the five leadership traitsratelligence and
sociability (the choice of theswo being dictated by available dateam most concerne
with the degree to whiclnése traitvary by gender, race, and cohort.

HYPOTHESES, EXPLORATIONS, & INTERPRETATIONS

In this section bffer selected hypothes and interpretations that this studyl test. | also
observe that in some instances no clear hypotloaselse mac and thus our data analys

must be exploratory.

Gender

My prediction is that females will tend to place thehast emphasisn sociabilityas a
leadership trait, whilenales will tend to place the highemphasi®on intelligenc. The

simple causal naels are illustrated belo

‘ Gender ‘ + Leadership Trai#
[
| < Female ’ * Sociability ’
‘ Gender ‘ + Leadership Trait‘
|
| » Male ’ * Intelligence ’

Numerous studies have been conducted to explomiffieeences in personality, values, ¢
behavior of men and womehdecided to test gender because it is a varidlaleisrepeatedly
examinedn multiple disciplines including psychology, comnication, education, ar

sociology. Although there is plenty of research concerning Inoen and women act ai
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think differently as individuals, the purpose of this study is to determine whetletittes in
their valuing of selected personality attributes.

Author Nichole Cundiff (2007) attests to the importance of studying gender litgguimr to
analyzing the differences in leadership style among men and women. Skiestt@t the
differences in male and female leadership arise from differeantrostances. Women have

put forth great effort in order to obtain a more equal role in the workplace since the.1950’
Since then, the number of women in the workforce has been steadily climbing, and it now
comprises 51.8% of the total workforce. Furthermore, women have surpassed memg earni
college degrees. Despite these accomplishments, only 4% of top executivemare

(Eagly & Karau, 2002).

Many researchers have examined this discrepancy and concluded thatiged by a glass
ceiling, which is “an invisible barrier that exists for women and minsridige to unconscious
bias that emerges from prescribed social roles and expectations.” Gesdsrilhiatrated in
perceptions of leadership, even when men and women exhibit similar behavior and

participation levels.

Additional research examining the barriers preventing women from holding iexeecut
positions illustrates a “think-manager-think-male” phenomenon (Schein, 2001ginSc
conducted studies in the United States, Germany, United Kingdom, China, andoJagsess
typical male attributes, typical female attributes, and typical gemattributes. Respondents
throughout the world rated typical male attributes similar to managérialiges; while

typical female attributes were dissimilar to managerial attrsbufdthough the association of

typical female traits with managerial traits is growing, womehlsiNe a long way to go.

In another study, researchers Eagly and Johnson (1990) examined conflicting thées of
topic on gender differences and similarities in leadership traits. Thesesséxgiored
whether organizational culture weakens the effects of gender roles on orgaaizatders,

or if gender roles do in fact impact leadership style. Prior to conducting thejr ptaedious
studies had found evidence of both theories. Some found that gender differences do not

impact leadership style. Instead leaders, regardless of sex, atesd¢@mmeet the demands
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of follower roles and expectations. The opposing view found that sex differences in
leadership styles did exist, and offered examples of ingrained persoriéditgrites as well
as differences in behavioral expectations.

In order to address this contradiction, Eagly and Johnson conducted a meta-analysis on 162 of
these studies to get a better understanding of how laboratory and natungs sefpacted the

results of the studies. Overall, they concluded that leadership styles igktly glender

stereotypic, and that there were stereotypic differences among tipeiatanal styles of men

and women. Women tended to be more interpersonal while men tend to be morei@utocrat

In short, this study established that males and females have some difédareleadership

style.

“Social role theory of leadership portrays a difference between maleuadef leadership
styles due to congruence with the roles they are expected to enact” (Edgha& 2002). It
provides a rationale for the differences and similarities of men and wometésdegp styles;
in which both genders exhibit leadership traits that are consistent witlyémeier role. Eagly
and Karau (2002) examined the likelihood of men and women to display the traits of each of
the three prominent leadership styles:

e Transformational

e Transactional

e Laissez-Faire
Leadership expert Peter Northouse (2006) defines transformational leadsrdtepeocess
whereby a person engages with others and creates a connection thatedees of
motivation and morality in the leader and the follower. Transformational leadeestentive
to the needs and motives of their followers. They enable them to reaclulihmitential, are
concerned for greater good, and they emphasize emaotions, values, ethics, stamtiéodg, a
term goals. They are also committed to satisfying their followers’ neBais involves an
“exceptional form of influence” that moves followers to accomplish more than s/hatially
expected of them. Transformational leaders often incorporate chadsmdtvisionary

leadership.
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Northouse defines transactional leadership in terms of the exchangesctivabetween

leaders and their followers. A transactional leader does not individualize theofeeds
subordinates or focus on their personal development. This leader exchanges things of val
with subordinates to advance their own and their subordinates’ agendas. They ar@ahflue

only because it is in the best interest of subordinates to do what the leader wants.

Lastly, Northouse defines laissez-Faire leadership as the abseaadarfhip; it is a “hands
off” approach in which the leader hands over responsibility, delays decisftars, little

feedback, and makes little effort to satisfy follower needs or help fetkogrow.

Eagly and Karau (2002) found that women tend to be higher than men on three of five
characteristics of transformational leadership. These traits inicledkzed influence
attributes, inspirational motivation, and individualized consideration. Women alsgsurpa
men in one characteristic of transactional leadership which was contregemt. Men, on

the other hand, tend to exceed women in laissez-faire leadership styles.

Eagly and Karau used role congruity to explain the differences inatlerkhip styles of men

and women. Leadership roles are viewed as having more male dominant cisticacéed

are inconsistent with female characteristics. This causes wopamfgmance to be viewed

as inadequate. They conclude that attitudes toward women leaders areolegdddahan

men leaders; women have less access to leadership roles; and wonmear&adéficulty

becoming successful once they are in a leadership position. These concldsionsight as

to how prejudice towards women in leadership positions could be the reason that few women
are found in top leadership roles to this day. In another study by Eagly and(X2®aj,

men emerged as leaders in short-term groups and in groups carrying oupsoifietasks,

whereas women emerged as social leaders.

Morrison et al. (2008) confirm the conclusion of previous research that malesee
rational, assertive, and direct, while females are more sensitive, &ad tactful. Similarly,
several studies have identified males as being more autocratic aiwdtiéagked while females
are more nurturing and democratic. In addition, both males and females p&oale

leaders as being more adept at mentoring, fostering trust, building pesitikag
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relationships, and motivating others to be creative. Table 2, which has been &dapted
Grisoni and Beeby (2003), highlights the different skill sets possessed esmgomen.
Table 2: Gender-Specific Leadership Skill Sets (Grisoni & Beeby, 20D3

Women'’s Skill Sets Men'’s Skill Sets

Skill Set 1: | Empathizing, appraising, performanckaterviewing, disciplining staff,

listening, motivating others managing conflict, counseling others
Skill Set 2: | Team building, interviewing, Decision-making, problem solving,
negotiating negotiating, running meetings

Skill Set 3: | Leading change, managing conflict, Communicating verbally,

running meetings, counseling others| empathizing, listening

A more recent study, by the marketing research firm RapLeaf (2008)ireecam

approximately 30 million social networkers on various social networking sites such a
Facebook, MySpace, Bebo, Friendster, Hi5, LiveJournal, Flickr, and more. The study found
that there are more women than men subscribed to social networks, and on average women
have more “friends”—although men tend to be more focused on acquiring “friends.” Women
are also more focused on building relationships than men.

Eighty percent of the sample was comprised of “Social Networkers,” whiadparationally
defined as individuals having 1-100 friends. Women were more likely to be “Social
Networkers” than men. Nineteen percent of the sample consisted of “Connecloct,’ane

those individuals having 100-1000 friends. Women were more likely to be “Connectors” than
men. Less than one percent of the sample consisted of “Super Connectors,” whicheare thos
individuals having 1,000-10,000 friends. Men were more likely to be “Super Connectors”
than women. Lastly, less than one percent of the sample consisted of “Uber Connectors,”
which are those individuals with more than 10,000 friends. Men were more likely to be
“Uber Connectors” than women. Overall, the Rapleaf study theorized that “woeen a
spending more time on social networks building and nurturing relationships, whereagmen a
likely spending more time acquiring relationships (a transactional appribachnurturing

them.” Table 3 presents a summary of these findings.
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Table 3: SocialNetwork Women vs. Men (200&RapLeaf Study)

Women Men

Count % A Count o Ay
1 friend 3477 849 21 12% 3.139.918 22 00%
25 fnends 312731 18 99% 2 804 458 20 35%
&-10 friends 1,506,900 9.15% 1,306,375 9. 15%
11-20 fnends 1452 552 B.82% 1.266 455 B.87%
21-30 fnends 809,235 4.91% 703960 4 93%
3140 fiends £83.339 3 Ed% 499574 3 50%
41-50 fiends 469 606 2 85% 396 328 2. 78%
20-100 friends 1.593 346 9 BE% 1.303 857 9.13%
100-1.000 frignds 3.336.626 20.26% 2 G55 297 18 60%
1-100 fiends (Social
Hetwark) 13.020.143 79.07% 62 | 11620625 80 T2% 57
101-1 000 frends
{Cannectors) 3 336 626 20 26% 185 2 B55 297 18 B0% 172
1.001-10.000 friends
(Super Conneclors) 107 .062 0.B5% 1837 93 676 0 B&% 1944
10,000+ fnends {Uber
Connectors) 1.989 0.01% 24077 2.3 0.02% 24584
At least 1 friend 16 465 525 100 00% a1 14 271 969 100 009 78

While all of the above research indicates thafpisonality traits posseed by women ar

less valued thathe personality traits possessed by men when iesdmrating ledership

effectiveness, a survey distributed to 2,250 adwtBew Research Center discover

paradox in public attitudes. The study found thastrAmericans, both male and fem:

believe women are superior to men when it comesdst character tra that are valued |

leaders. The survey asked respondents whetherteagistwere more true of men or wom

Public perception was that women outperform meseven out of the eight catego—

honestyjntelligence, work ethic, ambition, compassion,goingness, and creativity. Tl

only trait in which men outperformed women was dieeinessFigure 1 presen a summary

of the Pew findings.
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Figure 1: Leadership Traits (Pew Research Center, 2008)

B Men O Wonen
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Inte Iige nt

Hardworkmng

Decsive

Ambitious
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Creative

A second question asked whether men or women in public office were bettercatigarti
performance skills and policy matters. Public perception was that women outparén in
regards to performance skills, yet men outperform women in dealing with paitgra
When it came to performance skills, women are better at working out compromegeagke
government honest, representing interests of their constituents, and standing gt fibiewy
believe. In regard to policy matters, women are better at dealing witll Esties, however
men are better at dealing with crime and public safety—as well as natemailty and
defense. Figure 2 summarizes these findings.

Figure 2: Are Men and Women in Public Office Better At... (Pew ResealtCenter, 2008)

) W fhen O'Women
Performance skills

Working out compromizes

Keeping government honest

Representing vour interests

“tanding up for what they believe

Policy matters

Dealing with social issues

Dealing with crime and public zafetw

Dealing with national zecurty & defenze
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Despite public opinion asserting that leadership traits are more chatactarivomen and

that women have better performance skills, the majority of Americahthstk that men are
better political leaders than women. Only 6% of the respondents in this study ttiaight
women make better political leaders. Twenty-one percent of respondethstfetien would
make a better leader, and 69% of respondents answered that men and women are equally
effective political leaders (4% responded “don’t know”). This further ilaies the glass

ceiling that prevents women from excelling, not only in corporate America, dug jalitical

environment as well.

In sum, the above research reveals that men and women indeed have differestiifetrdés.
Moreover, the overall pattern of findings in these studies support my hypothési®than
should be more inclined to emphasize sociability, while men should be more inclined to
emphasize intelligence. The Morrison et al. (2008) study found that fepaalers are more
adept at mentoring, fostering trust, building positive working relationships, and timgiiva
others—all characteristics of sociability. Furthermore, the GrisoadiBeeby (2008) study
found that male leaders are more adept at decision-making, problem-solvinggtimegand

communicating verbally—all of which are associated with intelligence.

Adding Race into the Mix

Like gender, race is another fundamental component of diversity. In fact, &ttvegsity
comprises many factors, race and ethnicity are usually the firstottmat to mind. Changing
demographics demonstrate that 18.7 % of the total U.S. population speaks a language other
than English at home. By the year 2050, non-Hispanics will comprise only 50% of the
population. Hispanics/Latinos will make up 25% of the U.S. population, African American
14.5%, Asian American 8%, and all other races at 5%. Organizations can no looger ig
diversity (Benton, 2007).

Because there is little research on the relationship between race andyetthi leadership
style, this phase of my project is exploratory. It seems obvious that cultdeaéddes would
influence leadership styles, norms, role expectations, and traditions governirigtibagieip

among various members of society. Moreover, cultural differencesaing steterminants of
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effective leadership behavior in a society (Fat&BB6). Fatehi argues that “what constitt
a good leader in one culture may not constia good leader in other cultu.” He points out
that although the Unite8tateswould prefer democratic leaders who seek input 1
subordinates, other cultures wowiew this as incompetence. Fatehi explains many other
cultures prefer leaderhsipat is decisive ar takes charge of the situatio@cnsequently,
culturespecific leadership traits may affect the way mermslogéa society viewleadership
style and ability.

As observed by Hanges, Lord, and Dickenson (2080j¢e cultural meaning patterns
well established, they serve as a frame partially activates (or inhibits) specific tra
associated with leadership, making them more &®)Ilkkely to be used in definir
leadership.”

More particular to my project, | am assuming thetré are subcultural differences betw
whites and Nonwhitin the United States, further that these diffeesmmight be reflected
the degree to which the personal traits u study here are emphasizéahd, finally, that
race differences may well interact with gendemia émphasis of leadership ts.

Generational Cohort

My prediction is that th&eneration . cohort will tend to place the highest importance
Sociability. Thesimple causal model illustrated below:

Cohort ‘ + ’ Leadership Trait‘
| » Gen X ’ |

* Sociability ’

The research is unclear as to how we would préldéctimportance given to intelligence.
anything, we would predict little to no differenas noted by authoVanessa Winzenbui
and Ron Magnus (2008yho claim thawe should avoid judging the intelll of members of
each of the generational cohc Author Anne Houlihan (2009ttests that Gen Xers, thc
born between 1965 and 1980, place much more impetsociability and work/life balan
than prior age cohorts. In her article “From BalpoBiers tcGenX: An Evolution of

Leadership Style” she states t
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“For many years, those in the Baby Boomer generation have held the reins
in most companies, leading the Generation X workers in the day-to-day
activities. However, with the members of the Boomer generation ranging in
age from 44 to 62 now, in just three short years the oldest of the Boomers
will start exiting the workforce. And as the years tick by, more and more
Boomers will be retiring, leaving the leadership reigns in many companies

up for grabs.

What does this mean for Gen-Xers? Namely that they’ll be moving into
leadership positions rapidly. In doing so, though, they’ll not only be leading
their fellow Gen-Xers and the younger Millennial workers, but they’ll also

be leading Baby Boomers and possibly some older workers from the veteran
generation who are still in the workplace. It's a leadership transition the

likes of which corporate America has never seen before due to the stark

differences in values between the two dominant generations.

At the same time, you need to remember that business and society in general
are changing, so it's only natural that the next generation’s leadergleip st

will change as well. In other words, Gen-Xers are not going to lead the way
the Boomers did. They’re working in a different economy and business
model, and they have different values and experiences that they bring to the
table. So, you need to look at the future leadership of corporate America in a
different light... [Among these is the] high value on life balance. As such,
they tend to get the job done and leave at 5 o’clock. Older workers, on the
other hand, believe in working late. In their view, the more hours you put in,
the more loyal and productive you are. The moral here is to not be surprised
when the new Gen-X leader refuses to put in 15-hour days on a regular
basis. And even though Gen-Xers tend to work only eight- or nine-hour

days, they still get the job done because they value results rather than hours.
dditionally, they grew up with technology and are comfortable using it. As
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such, they are always looking for the quickest way to do
something.”(Houlihan, 2008)

METHODOLOGY

Sample

My original intention for this project was to distribute a survey to asso@atey current
employer, MetLife Auto & Home, and analyze the survey results in seaastyaforrelations
that might exist. In late October, | received approval from the Human ResdDepartment
to go forward with distributing the letter that | written and survey thatdted via e-mail to
employees throughout the MetLife Enterprise (See Appendix for letter and/surve
Unfortunately, | was later notified that the Legal Department would nboeamé the
distribution of my survey because the company’s e-mail policy state@thaformation
stored, transmitted, received or contained in MetLife's e-mail systeratlsfMs sole
property and may be accessed and decrypted by MetLife at any times’ dieteamined that
the use of e-mail for this project would not be consistent with a business purpose and
therefore | could not proceed as | had intended.

My faculty advisor and | decided to use data collected by the General Sooraly (GSS) to
overcome this obstacle. The GSS “conducts basic scientific research on theestind
development of American society with a data-collection program desigmadrtitor social
change within the United States” (General Social Survey, 2009). Fudtesrthe GSS
“contains a standard ‘core' of demographic, behavioral, and attitudinabgegptus topics
of special interest” (General Social Survey, 2009). Overall, the GSS is-kngeth

scientific sample of the U.S. population that is universally respecteaciaf scientists.
Having tracked the opinions of Americans over the last four decades, we found th&She

contained useful data for testing the relationships that | haverctms@éalyze for this project.

The data are for all individuals participating in the1993 GSS and include only those
individuals that have completed at least one year of college—with the assuiimgitig that
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these individuals are more likely to work in a professional atmosphere and have had more

leadership experiences.

Measurements

The GSS provides no direct measurements of personality traits related teHgadiide. The
1993 GSS, however, does contain a question that provides a good proxy and taps into the
personal traits valued by individuals. More specifically, item #476 statesgtiing to read
seven gualities one might look for in a personal friend. All of the qualities mayshahle

ones for a personal friend, but I'm interested in those that are most impostant’td he

seven qualities that respondents could select from include a) creative, b)duiugnamic,

d) fun-loving, e) honest, f) intelligent, and g) responsible.

| recoded the original seven response choices to item #476 to\fbrgé&mportant (original
GSS responses of Extremely Important/Very Importéaiy,ly Important (original GSS
response of Fairly Important), ahdss Important (original GSS responses of Not Too
Important; Not At All; Don’t Know; No Answer).

Using this sample, | analyzed the influence of gender, race, and cohort ixelihedd of an
individual to value two of the five leadership traits identified by Peterngdage—
intelligence and sociability. In order to do so, | will assume that those who redpgbatid)
fun-loving was an important characteristic vasoeiability; and those who responded that f)
intelligent was an important characteristic vaiotelligence. (I originally wanted to also use
the “Honest” quality, but because there was no variability in this variable-stB8%o of the

respondents said it was “Very Important” to them—I could not use it.)

Regarding my three key independent variables, | recoded th&R@Xvariable ag\hite
(original GSS response of White), aNdnwhite (original GSS responses of Black or Other). |
recodedAge to reflect operational definition of the three cohorts discussed in the ligeratur
Traditionalist (original GSS responses of age 48 and ab@o®mers (original GSS

responses of age 29-47), d&eh X (original GSS responses of age 17-28). (Recall that the
study year is 1993).
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The GSS data were analyzed using the Statistical Package for theS8amae (SPSS). The
key data analysis procedure used was crosstabulation; to determsteataignificance the
Chi-Square statistic was calculated for each crosstab.

FINDINGS

Formal Hypotheses

| first tested the hypotheses for gender. Tables 4 and 5 present the finditngséotests.

(Note that all data in this paper have been percentaged by the column, and thus srcentag
should be compared across the row. Also note that | will focus the discussion fap@rson

the first ron—"Very Important.”)

Table 4: Sociability by Gender

Gender
MALE FEMALE Total

Sociability  Very Important Count 236 314 550
% within Gender 65.4% 70.7% 68.3%

Fairly Important  Count 108 111 219

% within Gender 29.9% 25.0% 27.2%

Less Important Count 17 19 36

% within Gender 4.7% 4.3% 4.5%

Total Count 361 444 805
% within Gender 100.0% 100.0% 100.0%

X?=2.7, sig. = .261

Prediction: Females are more likely to be in the “Very Important” row.

Finding: Weakly confirmatory (though statistically not significant), fermales

have a 5.3% greater chance of beingin the “Very Important” row.

Table 5: Intelligence by Gender
Gender
’ FEMALE

MALE Total
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Intelligence  Very Important Count 178 231 409
% within Gender 49.3% 52.0% 50.8%

Fairly Important ~ Count 136 157 293

% within Gender 37.7% 35.4% 36.4%

Less Important Count 47 56 103

% within Gender 13.0% 12.6% 12.8%

Total Count 361 444 805
% within Gender 100.0% 100.0% 100.0%

X?=0.61, sig. =.738

Prediction: Males are more likely to be in the “Very Important” row.

Finding: Nonconfirmatory, e.g. females have a 2.7% greater chance of being

in the “Very Important” row.

Next, | tested the hypothesis for age cohort. Table 6 presents the finding tefthi

Table 6: Sociability by Cohort

Age Cohort
29-47 48+
17-28 GenX Boomers Traditionalists Total

Sociability ~ Very Important Count 119 260 171 550
% within Age 80.4% 65.3% 66.0% 68.3%

Fairly Important ~ Count 27 120 72 219

% within Age 18.2% 30.2% 27.8% 27.2%

Less Important Count 2 18 16 36

% within Age 1.4% 4.5% 6.2% 4.5%

Total Count 148 398 259 805
% within Age 100.0% 100.0% 100.0% 100.0%

X?=14.5, sig. = .006

Prediction:

Finding:

GenXers are more likely to be in the “Very Important” row.

Strongly confirmatory, e.g., GenXers have a 14.4% greater chanaggahbe
the “Very Important” row compared to Traditionalists, and a 15.1% greater
chance compared to Baby Boomers.
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Table 6 gives us the first indication that it is important to look at social background
characteristics when seeking to understand the importance given to pgydoatdi Clearly,

as predicted by the literature review, the Gen Xers are much more likelyieosaaiability.

Exploratory Analyses

Tables 7, 8, and 9 present findings developed from my exploratory analyses. | pegan b
testing the relationships between Race and Sociability and Race anddntal| followed by

Cohort and Intelligence.

Table 7: Sociability by Race

Race
White Nonwhite Total
Sociability  Very Important Count 469 81 550
% within Race 68.0% 70.4% 68.3%
Fairly Important ~ Count 188 31 219
% within Race 27.2% 27.0% 27.2%
Less Important Count 33 3 36
% within Race 4.8% 2.6% 4.5%
Total Count 690 115 805
% within Race 100.0% 100.0% 100.0%
X?=0.1, sig. = .568
Prediction: Exploratory.
Finding: Nonwhites have an insignificant 2.4% greater chance of

being in the “Very Important” row.
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Table 8: Intelligence by Race

Race
White Nonwhite Total

Intelligence  Very Important Count 337 72 409
% within Race 48.8% 62.6% 50.8%

Fairly Important ~ Count 264 29 293

% within Race 38.3% 25.2% 36.4%

Less Important Count 89 14 103

% within Race 12.9% 12.2% 12.8%

Total Count 690 115 805
% within Race 100.0% 100.0% 100.0%

X?=8.3, sig. = .016

Prediction: Exploratory.

Finding: Nonwhites have a highly significant 13.8% greater chance of
being in the “Very Important” row.
Table 9: Intelligence by Cohort
Cohort Total
29-47 48+
17-28 GenX Boomers Traditionalists

Intelligence Very Important Count 73 194 142 409
% within Age 49.3% 48.7% 54.8% 50.8%
Fairly Important  Count 57 149 87 203
% within Age 38.5% 37.4% 33.6% 36.4%
Less Important Count 18 55 30 103
% within Age 12.2% 13.8% 11.6% 12.8%
Total Count 148 398 259 805
% within Age 100.0% 100.0% 100.0% 100.0%

X? =145, sig. = .006

Prediction: Exploratory.

Finding:

Important” row compared to GenXers, and a 6.1% greater chance compared to

Boomers.
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Table 9 embellishes what we found in Table 6 that for the younger generationlgpciabi

tends to be given more importance than intelligence.

Next | reanalyzed the relationships between Gender and Sociability and @edder

Intelligence controlling for Race.

Table 10: Sociability by Gender, Controlling for Race

Gender
Race MALE FEMALE Total
Nonwhite Sociability ~ Very Important Count 32 49 81
% within Gender 71.1% 70.0% 70.4%
Fairly Important ~ Count 12 19 31
% within Gender 26.7% 27.1% 27.0%
Less Important Count 1 2 3
% within Gender 2.2% 2.9% 2.6%
Total Count 45 70 115
% within Gender 100.0% 100.0% 100.0%
White Sociability ~ Very Important Count 204 265 469
% within Gender 64.6% 70.9% 68.0%
Fairly Important ~ Count 96 92 188
% within Gender 30.4% 24.6% 27.2%
Less Important Count 16 17 33
% within Gender 5.1% 4.5% 4.8%
Total Count 316 374 690
(Nonwhite)X? = .05, sig. = .976
(White) X? = 3.2, sig. = .202
Prediction: Exploratory.
Finding: For Nonwhites, the original (though very weak) positive correlatiorebpt

gender (female) and sociability disappears, while for Whites it dtegrsgt

slightly from a 5.3% difference between females and males to a 6.3% (though

statistically insignificant) difference. Moreover, Nonwhite men h&/é6%

greater chance of being in the “Very Important” row, compared to white men.
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Table 11: Intelligence by Gender Controlling for Race Cross Tabulation

Gender

Race MALE FEMALE Total
Nonwhite Intelligence  Very Important Count 26 46 72
% within Gender 57.8% 65.7% 62.6%
Fairly Important ~ Count 11 18 29
% within Gender 24.4% 25.7% 25.2%
Less Important Count 8 6 14
% within Gender 17.8% 8.6% 12.2%
Total Count 45 70 115
% within Gender 100.0% 100.0% 100.0%
White Intelligence  Very Important Count 152 185 337
% within Gender 48.1% 49.5% 48.8%
Fairly Important ~ Count 125 139 264
% within Gender 39.6% 37.2% 38.3%
Less Important ~ Count 39 50 89
% within Gender 12.3% 13.4% 12.9%
Total Count 316 374 690
% within Gender 100.0% 100.0% 100.0%

(Nonwhite)X? = 2.20, sig. = .333
(White) X? = 0.461 sig. = .794

Prediction: Exploratory.

Finding: For Nonwhites, the original (though very weak) positive relationstwede
gender (female) and intelligence strengthens from a 2.7% difference to a 7.9%

difference while for Whites the relationship disappears.

Table 11, like Tables 6 and 9, gives strong evidence of the importance of looking lat socia
background characteristics in trying to predict what personality tratast valued in

people. More specifically, Nonwhites, regardless of gender, are muchiketydd value
intelligence than are whites. Interestingly, black females arelikelstto value intelligence,
while white males are least likely to value intelligence (with a 17.6%rdifte in

considering Intelligence to be “Very Important.”)

Next | reanalyzed the relationships between Cohort and Sociability and Cothort a

Intelligence controlling for race. Tables 12 and 13 present these findings.
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Table 12: Sociability by Cohort Controlling for Race

Race Cohort
29-47 48+
17-28 GenX Boomers Traditionalists Total
Nonwhite Sociability  Very Important Count 17 45 19 81
% within Age 81.0% 64.3% 79.2% 70.4%
Fairly Important ~ Count 4 22 5 31
% within Age 19.0% 31.4% 20.8% 27.0%
Less Important Count 0 3 0 3
% within Age .0% 4.3% 0% 2.6%
Total Count 21 70 24 115
% within Age 100.0% 100.0% 100.0% 100.0%
White Sociability  Very Important Count 102 215 152 469
% within Age 80.3% 65.5% 64.7% 68.0%
Fairly Important  Count 23 98 67 188
% within Age 18.1% 29.9% 28.5% 27.2%
Less Important Count 2 15 16 33
% within Age 1.6% 4.6% 6.8% 4.8%
Total Count 127 328 235 690
% within Age 100.0% 100.0% 100.0% 100.0%

(Nonwhite)X? = 4.2, sig. = .333

(White) X = 13.1 sig. = .011

Prediction: Exploratory.

Finding:

The original positive relationship between cohort (GenX) andodiigia

maintained itself between Gen Xers and Baby Boomers for both Nonwitites a

whites. An important observation is that for Traditionalists, Nonwhites were

14.5% more likely to be in the “Very Important” row. That difference disappears

for Gen Xers and Baby Boomers.

Table 12 once again reemphasizes the importance of considering social background

characteristics while trying to understand what personality traits artevadaed. More

particularly, note the large difference between Nonwhite traditionalists el w

traditionalists (the percentage difference between these two in consisleciagility to be

“Very Important” being 14.5%).

-23 -



What Determines Leadership Style?
Senior Capstone Project for Apryl Silva

Table 13: Intelligence by Cohort Controlling for Race

Race Cohort
29-47 48+
17-28 GenX Boomers Traditionalists Total
Nonwhite Intelligence  Very Important Count 11 45 16 72
% within Age 52.4% 64.3% 66.7% 62.6%
Fairly Important  Count 6 16 7 29
% within Age 28.6% 22.9% 29.2% 25.2%
Less Important Count 4 9 1 14
% within Age 19.0% 12.9% 4.2% 12.2%
Total Count 21 70 24 115
% within Age 100.0% 100.0% 100.0% 100.0%
White Intelligence  Very Important Count 62 149 126 337
% within Age 48.8% 45.4% 53.6% 48.8%
Fairly Important  Count 51 133 80 264
% within Age 40.2% 40.5% 34.0% 38.3%
Less Important Count 14 46 29 89
% within Age 11.0% 14.0% 12.3% 12.9%
Total Count 127 328 235 690
% within Age 100.0% 100.0% 100.0% 100.0%

(Nonwhite)X? = 2.9, sig. = .567

(White) X? = 4.3 sig. = .371

Prediction: Exploratory.

Finding:

Once again we find the importance of age and race in predicting persoriktyNext |

reanalyzed the relationships between Cohort and Sociability and Cohort dingeimte

(Traditionalists) and Intelligence strengthens from 6.1% eliféer between

For Nonwhites, the original positive relationship between Cohort

Traditionalists and Gen Xers to 14.3%. For Whites, this relationship weakens

slightly from 6.1% to 4.8%. Furthermore, it is important to note that for every

age cohort Nonwhites value Intelligence more that Whites, although the

difference has weakened from 18.9% for Baby Boomers to 3.6% for Gen Xers.

controlling for Gender. Tables 14 and 15 present these findings.
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Table 14: Sociability by Cohort Controlling for Gender

Gender Cohort
29-47 48+
17-28 GenX Boomers Traditionalists Total
FEMALE Sociability  Very Important Count 65 145 104 314
% within Age 82.3% 67.8% 68.9% 70.7%
Fairly Important  Count 13 59 39 111
% within Age 16.5% 27.6% 25.8% 25.0%
Less Important Count 1 10 8 19
% within Age 1.3% 4.7% 5.3% 4.3%
Total Count 79 214 151 444
% within Age 100.0% 100.0% 100.0% 100.0%
MALE Sociability  Very Important Count 54 115 67 236
% within Age 78.3% 62.5% 62.0% 65.4%
Fairly Important  Count 14 61 33 108
% within Age 20.3% 33.2% 30.6% 29.9%
Less Important Count 1 8 8 17
% within Age 1.4% 4.3% 7.4% 4.7%
Total Count 69 184 108 361
% within Age 100.0% 100.0% 100.0% 100.0%

(Female)X? = 6.9, sig. = .143
(Male) X? = 8.24 sig. = .083

Prediction: Exploratory.

Finding:

For Females and Males, the original positive relationship be®@aert (Gen

X) and Sociability has maintained itself. Furthermore, for every agetcohor

females value sociability more than males. Moreover, the relationshipdretwe

gender and sociability is sturdier than the relationship between race amtl coh

Once more we see the importance of social background; with the extremesing@dyex

Females versus Traditionalist Males (with a 22.3% difference betweentti@# valuing

Sociability).
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Table 15: Intelligence by Cohort Controlling for Gender

Gender Cohort
29-47 48+
17-28 GenX Boomers Traditionalists Total
FEMALE Intelligence  Very Important Count 33 107 91 231
% within Age 41.8% 50.0% 60.3% 52.0%
Fairly Important  Count 36 76 45 157
% within Age 45.6% 35.5% 29.8% 35.4%
Less Important Count 10 31 15 56
% within Age 12.7% 14.5% 9.9% 12.6%
Total Count 79 214 151 444
% within Age 100.0% 100.0% 100.0% 100.0%
MALE Intelligence  Very Important Count 40 87 51 178
% within Age 58.0% 47.3% 47.2% 49.3%
Fairly Important  Count 21 73 42 136
% within Age 30.4% 39.7% 38.9% 37.7%
Less Important Count 8 24 15 47
% within Age 11.6% 13.0% 13.9% 13.0%
Total Count 69 184 108 361
% within Age 100.0% 100.0% 100.0% 100.0%

(Female)X” = 8.8, sig. = .065
(Male) X? = 2.7 sig. = .615

Prediction: Exploratory.

Finding:

For Females, the original positive relationship between cohadit{@nalists)

and Intelligence has strengthened significantly from a 6.1% differeneecet

Traditionalists and Gen Xers to 16.3%. For Males, the original relationship HAS

NOT maintained itself. Indeed, the relationship actually changed directions

and changed from a +6.1% difference to a -10.8% difference.

The lesson: Social background cannot be ignored.

Lastly, we reanalyzed the relationships between Race and Sociability amdriRic

Intelligence controlling for Gender. Tables 16 and 17 present these findings.
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Table 16: Sociability by Race Controlling for Gender

Race
Gender White Nonwhite Total
FEMALE Sociability  Very Important Count 265 49 314
% within Race 70.9% 70.0% 70.7%
Fairly Important ~ Count 92 19 111
% within Race 24.6% 27.1% 25.0%
Less Important Count 17 2 19
% within Race 4.5% 2.9% 4.3%
Total Count 374 70 444
% within Race 100.0% 100.0% 100.0%
MALE Sociability  Very Important Count 204 32 236
% within Race 64.6% 71.1% 65.4%
Fairly Important ~ Count 96 12 108
% within Race 30.4% 26.7% 29.9%
Less Important Count 16 1 17
% within Race 5.1% 2.2% 4.7%
Total Count 316 45 361
% within Race 100.0% 100.0% 100.0%
(Female)X? = 0.6, sig. = .759
(Male) X? = 1.1 sig. = .572
Prediction: Exploratory.
Finding: For Females, the original (though very weak) positive relhtmphstween Race

(Nonwhite) and Sociability disappears completely. For Males, this rel@pons
strengthens from 2.4% to 6.5%.
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Table 17: Intelligence by Race Controlling for Gender

Race
Gender White Nonwhite Total
FEMALE Intelligence  Very Important Count 185 46 231
% within Race 49.5% 65.7% 52.0%
Fairly Important ~ Count 139 18 157
% within Race 37.2% 25.7% 35.4%
Less Important Count 50 6 56
% within Race 13.4% 8.6% 12.6%
Total Count 374 70 444
% within Race 100.0% 100.0% 100.0%
MALE Intelligence  Very Important Count 152 26 178
% within Race 48.1% 57.8% 49.3%
Fairly Important ~ Count 125 11 136
% within Race 39.6% 24.4% 37.7%
Less Important Count 39 8 47
% within Race 12.3% 17.8% 13.0%
Total Count 316 45 361
% within Race 100.0% 100.0% 100.0%
(Female)X? = 6.3, sig. = .004
(Male) X? = 4.0 sig. = .133
Prediction: Exploratory.
Finding: For Females, the original positive relationship between Race Iienand

Intelligence strengthens slightly from a 13.8% difference to 16.@éd&les,
this relationship weakens slightly from a 13.8% difference to 9.7%. Nonwhite

females are most likely to value intelligence, followed by Nonwhitesnal

DISCUSSION OF FINDINGS

Relationship between Gender and the Importance of Personality Traits

As predicted, females were more likely to feel that sociability is vepprtant as a personal
trait. However, the difference between females and males on thisasadtatistically
insignificant. My prediction regarding the relationship between gearttbintelligence was

nonconfirmatory. | had hypothesized that males would place more emphasis ayeimtellas
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a personal trait, and the findings were opposite. Females were slightly kedyddivalue

intelligence than men.

We further investigated the relationship between gender and sociabdiyeader and
intelligence by controlling for race. When race was added into the mix the/@osi
relationship between gender (female) and sociability disappeared for Nes\ahd
strengthened slightly for Whites. For Nonwhites, sociability was gqguabortant for both
males and females. This leads to me conclude that Nonwhite males valbdisomare
than white males, and would therefore emphasize the importance of sociallitarsking
leaders more than White males. The positive relationship between gendée ) femia
intelligence, on the other hand, strengthened for Nonwhites and disappeared ferkdrite
whites, intelligence was equally important for both males and femaleBldrevhites, the
relationship strengthened considerably. Furthermore, while intelligeasegually important
to both white and Nonwhite females, Nonwhite males were more 6.5% likely to value

intelligence that white males.

Relationship between Race and the Importance of Personality Traits

We explored the relationships between race and sociability and race angentellto
determine if any correlations existed. We found that Nonwhites are sligbtky likely to
value sociability and significantly more likely to value intelligenompared to whites. One
would wonder why Nonwhites value intelligence more than whites. Recathtnat
respondents for this study were individuals with at least one year of collegeforbehey

are likely to be in the middle class.

It has been estimated that the median income of African Americans oxapately 55% that

of Whites, or European Americans. According to sociologist Gregg Carter, “gie expect

whites to have higher incomes because they have faced less current andlhistorica
discrimination in the labor force. In addition, many good jobs are acquired through
‘connections,’ and because whites have historically been more likely to hold prgkgge

jobs, they have an “inside advantage denied to blacks” (Carter , 2004 p. 70). Therefore, blacks

that have risen to middle class want to exhibit their standard of living. Sosiokgah
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Anderson explains this trend in his book Code of the Sti®&4). He describes how blacks

in the middle class exert much more effort to reflect their success cahtpamhites. For
blacks, it's a bigger deal to have gone to college. Therefore, they areansité/s to the

issue of intelligence and are likely to want to emphasize their intelbgenc

We further examined the relationships of Race and Sociability and Rat&elhdgence by
controlling for gender. The positive relationship between Race (Nonwhite) and 8iyciabi
disappeared completely for females and strengthened for males. This stesungith the
above finding that Nonwhite males value sociability more than white maleg, fehikles,
both white and Nonwhite, place equal emphasis on sociability. The positive relgtionshi
between race (Nonwhite) and intelligence strengthened for femalescakéened for males.

Nonwhite females are most likely to value intelligence.

Relationship between Generational Cohort and the Importance of Persoreitgy Tr

As predicted, members of the Generation X cohort were most likely to bebeiabfity is a
“very important” quality. We also found that traditionalists were most lik@lyelieve
intelligence is a “very important” quality. Interestingly, the emphasi intelligence has

declined in recent years.

To further examine the relationships between Cohort and Sociability and Cohort and
Intelligence we controlled for Race and Gender. The positive relationship heBobert
(Gen X) and Sociability maintained itself for both whites and Nonwhitesalééediscovered
that Nonwhite traditionalists were significantly more likely to valueaatity than white
traditionalists. As for Intelligence, the positive relationship between €h@ditionalists)
and Intelligence strengthened significantly for Nonwhites and weakegédl\shor whites.
This implies that compared to whites, the value of intelligence to Nonwhites dreaskd at
a much quicker rate over time. When we controlled for gender, we found that thalorigin
relationship between cohort and sociability maintained itself for both feraatémales. The
relationship between cohort and intelligence yielded surprising se3ti¢ relationship

strengthened significantly for females but switched direction for makes implies that
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while females have placed less emphasis on intelligence over time,haaéeplaced more

emphasis on intelligence over time.

CONCLUSION

Overall, the patterns of the findings in this study confirm my initial rebelaypothesis that
the personality traits of others valued by individuals can vary consideralitg loydividuals’
race, gender, and cohort. The strongest correlations were between Cohatiabditg and

Race and Intelligence. A fundamental conclusion is that sociability hasmleaocreasingly

important to the most recent generation. Another fundamental conclusion is that tloé level

importance given to intelligence is far more significant for Nonwhitaa for whites, and
that the importance of intelligence is increasing for men over time, wislel@creasing for
women. In short, it is important for leaders to consider the social backgrouthds®fvhom

they lead and realize that values and expectations will vary accordiogablsackground.

In today’s competitive business environment, leadership has become an incyeasing|
important quality. Companies are constantly in search of extraordinarydeadgrengthen
their competitive position and get results. Human Resource specialiseelieg ways to
train their employees to become more effective leaders. Part ofdreeffective leader is
understanding followers. Many leadership theories, including situationars¢egueand
transformational leadership, emphasize the importance of determiniogdolheeds first. It
is my hope that this study will encourage leaders to try to better undktistese whom they
lead by taking into consideration their social backgrounds. In a nutshell, gridsping
similarities among different social groups in the importance placed on tlenakstraits of
leaders will allow leaders to better match their leadership style fréferences of those

whom they lead.
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