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ABSTRACT

Identifying leadership and management factors that drive both superior
performance and sustainability in firms has become an important quest for both
academics and business practitioners. Scholars frequently affirm the importance of
leadership for enhancing superior performance and organisational sustainability.
However, empirical research in this field is currently lacking, particularly in the
context of SMEs and in emerging economies.

The key purpose of this thesis is to bridge the above gaps in knowledge about
predictive relationships between various leadership, management processes and
performance outcomes towards organisational sustainability.

The theoretical framework is built on Avery and Bergsteiner’s (2010, 2011a)
Sustainable Leadership (SL) framework, which identifies a set of 23 ‘Honeybee’
practices underpinning organisational sustainability and superior performance
outcomes for organisational sustainability (SPO) in enterprises.

Validated questionnaire data were gathered from over 1,500 senior executives
and employees of more than 360 small and medium-sized enterprises (SMEs) in
Thailand using a cross-sectional design. Thailand was chosen as the location for the
research because organisations in emerging economies often seek to raise their global
competitiveness, sustainability and performance. In a translated and slightly adapted
version of Avery and Bergsteiner’s (2010, 2011a) Sustainable Leadership
Questionnaire, multiple item scales assessed organisational leadership practices and
the various SPO measures as perceived by senior executives and employees in each
organisation.

The four research questions are: 1. What are the essential leadership and
management factors derived from SL that underlie organisational sustainability in the
context of Thai SMEs? 2. Which underlying leadership and management factors
derived from SL predict enhanced performance outcomes for organisational
sustainability as assessed by Sustainability Performance Outcomes (SPO)? 3. To what
extent do underlying leadership and management factors derived from SL contribute
to performance outcomes for organisational sustainability based on SPO in Thai

SMEs? 4. Are there any differences in perceptions between senior executives



ii

(organisational leaders) and employees about which underlying leadership and
management factors derived from SL predict enhanced performance outcomes for
organisational sustainability based on SPO in Thai SMEs? If any, what are the
differences?

Data were analysed using several multivariate techniques, mainly exploratory
factor analysis (EFA), multiple regression analysis and t-test statistic. The findings
offer several insights including the following. First, this research uncovers 10 valid
and reliable factor solutions that are considered essential leadership and management
factors underlying organisational sustainability in the Thai SME context. Second, the
thesis identifies five statistically significant factors among these leadership and
management factors (i.e. valuing people/HRM, long-term perspective, empowerment,
high quality and innovation) that positively predict enhanced financial performance
outcomes (FPOs) and overall sustainability performance outcomes (SPOs), albeit in
varying combinations and to different degrees. Third, the study reveals that senior
executives and employees have different perceptions as to which of the essential
leadership and management factors identified positively drive superior financial
performance and organisational sustainability.

Overall, it is evident in this thesis that these five leadership and management
factors are the significant key drivers of, and contributors to, enhanced financial
performance, long-term corporate success and organisational sustainability, in the
context of Thai SMFEs.

Thus, the thesis answers the research questions it set out to investigate, thereby
contributing to new knowledge. Findings and implications from the thesis make
significant contributions to the existing literature for both academics and practitioners.

Limitations are also acknowledged and directions for future research outlined.
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DEFINITION OF TERMS USED IN THIS THESIS

Terms

Definition

Sustainable
leadership

(Abbreviation:
SL)

Sustainable leadership (SL) stands for an integrative leadership and
management process concerning multidimensional nature of leadership
and management practices, sustainable principles and values to
promote long-term approach towards organisational sustainability. It
consists of 23 practices, namely continuous people development,
amicable labour relations, long-term staff retention, internal succession
planning, valuing people, ethical behaviour, long-term perspective,
considered organisational change, independence from financial
markets (or outside interference), environmental responsibility, social
responsibility, stakeholder approach, a strong and shared vision,
devolved and consensual decision-making, self-management, team
orientation, enabling culture, knowledge retention and sharing, trust,
innovation, staff engagement and quality. These practices in various
combinations result in five performance outcomes, particularly brand
and reputation, customer satisfaction, financial performance, long-term
shareholder value and long-term stakeholder value.

Organisational
sustainability

Organisational sustainability is defined in this thesis as a leadership
and management process aimed at creating long-term well-being and
enduring value for all stakeholders, extending beyond social and
environmental responsibility as defined by Avery and Bergsteiner’s
(2010, 2011a) 23 Sustainable Leadership practices.

Sustainable
enterprises/
organisations

A sustainable enterprise refers to an organisation that follows SL
principles and results in long-term performance outcomes,
resilience/endurance and sustainability in firms. In short, it is an
outcome of a SL-oriented organisation.
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CHAPTER 1
INTRODUCTION

This chapter introduces the research background and problem statements of the
thesis. Then, research objectives, questions and framework used in this research are
described. The significance of the research is also addressed. The last part of this

chapter outlines the structure of the thesis.

1.1 Research Background and Problem Statements

Leadership is probably the most frequently studied topic in the organisational
sciences. Much of the literature on leadership focuses narrowly on micro-level
perspectives by emphasising leader-centric dominant traits, behaviours, and situational
practices, and assumes that these variables provide sufficient explanation for
leadership effects. However, these studies have been criticised as being too general to
be of much practical value (Boal & Hooijberg, 2001; DeChurch, Hiller, Murase, Doty,
& Salas, 2010; Finkelstein & Hambrick, 1996; House & Aditya, 1997) and micro-
level leadership theories generally ignore the relationship between broader aspects of
leadership, such as the strategic and societal levels of leadership (Avery &
Bergsteiner, 2011d; Hiller, Day, & Vance, 2006).

Today’s organisations are operating with ever more complexity due to external
factors (e.g. globalisation, increasingly scarce resources, social media, advanced
multimedia and high-technologies), and have become much more interdependent, not
only in terms of economic interests, but also regarding societal and environmental
responsibility. Numerous scholars (e.g. Avery & Bergsteiner, 2010, 2011a, b; D’ Amto
& Roome, 2009; Dunphy, Griffiths, & Benn, 2003; Hind, Wilson, & Lessen, 2009)

stress the importance of leadership beyond the micro-level, heading toward macro-
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level leadership approaches that consider external influences and are concerned with
organisational sustainability.

The concept of organisational sustainability has been debated by leadership
and management scholars. In the literature, there are more than 300 definitions of
sustainability (Dobson, 1996). In fact, definitions of “sustainability” vary with specific
disciplines such as biology, economics, sociology and ecology (Faber, Jorna, & Van
Engelen, 2005). In the leadership field, notions of sustainability centre on ethical,
social and responsible business conduct, while focusing on a stakeholder orientation,
as discussed in Chapter 2. Scholars note that making an organisation more sustainable
requires leadership ability (Wong & Avery, 2009), and such leadership is critical for
creating organisational sustainability (Székely & Knirsch, 2009).

Moving beyond the popular green and social notions of sustainability in
organisations, for example concepts such as the triple bottom line (TBL), corporate
social responsibility (CSR) and corporate responsibility (CR), a future leadership
challenge lies in an organisation’s ability to deliver business performance, resilience
and longevity. This is intended to increase its societal value and elevate its
accountability to stakeholders while taking account of multidimensional internal and
external leadership practices intended to enhance performance and sustainability
(Avery, 2005; Avery & Bergsteiner, 2010, 2011, a, b, ¢; D’Amto & Roome, 2009;
Dunphy et al., 2003; Sz¢ékely & Knirsch, 2009).

Orlitzky, Siegel, and Waldman (2011) also stress the importance of
incorporating multi-faceted aspects of leadership and multiple measures of
organisational sustainability into research in order to advance this emergent
multidisciplinary field of enquiry.

Identifying leadership practices that drive and create sustainable enterprises has
become an important quest. To create and maintain sustainable enterprises, numerous
scholars around the world (e.g. Albert, 1992; Avery, 2005; Avery & Bergsteiner,
2010, 2011a; Bennis & Nanus, 2003; Gore, 2007; Handy, 2002; Karp, 2003;
Kantabutra, 2011, 2012a, b, c; Robert, 2007) have called for a new kind of leadership
that embraces sustainability practices in organisations. These writers have urged

leaders to look beyond the traditional practice of simply adding the idea of being
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“green” and ‘“socially responsible” to business-as-usual. A completely different
approach is required.

In response, numerous leadership and sustainability concepts have been
proposed over the last decade, such as stakeholder leadership, responsible leadership,
ethical leadership, and the “Sufficiency Economy” philosophy underlying business
practices in Thailand. The last concept is closely aligned with the Sustainable
(Honeybee) Leadership (SL) approach discussed in Chapter 2. As already noted, while
the current leadership literature typically emphasises some aspects of strategic, macro-
level organisational leadership, SL is the multidimensional nature of leadership
practices at the strategic macro-level (Avery & Bergsteiner, 2010, 2011a). SL provides
an integrative, holistic leadership framework for developing organisational
sustainability. The literature, and numerous management gurus (e.g. Bennis & Nanus,
2003; Drucker, 1999; Peters, 2003; Wheatley, 2001) also argue for individual SL
practices as contributors to organisational sustainability by considering multi- faceted
sustainable principles of leadership and management, processes and values to create
long-term organisational performance and resilience/endurance for an enterprise. As
supported by the literature, SL is therefore employed as the fundamental theoretical
framework for this thesis, as explained in Chapter 2.

In this thesis, organisational sustainability is defined as a leadership and
management process aimed at creating long-term well-being and enduring value for all
stakeholders. This extends beyond social and environmental responsibility as defined
by Avery and Bergsteiner’s (2010, 2011a) 23 “Sustainable Leadership (Honeybee)
practices”, as illustrated in Figure 1.1 and elaborated on in Chapter 2.

In addition, Orlitzky and associates (2011) stress the importance of
incorporating multiple measures of organisational sustainability into research in order
to advance this emergent multidisciplinary field of inquiry. Sustainable enterprises that
follow SL principles examine the effects of their practices on multiple measures of
performance and organisational sustainability. Conventionally, much emphasis has
been placed on financial measures of organisational performance, often to the
exclusion of other criteria. However, critics argue that a realistic model of
performance is highly complex and requires more than a single dimension or set of

criteria to define it (Brown & Laverick, 1994; Cyert & March, 1963). Scholars (e.g.
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Jing & Avery, 2008; Kantabutra, 2014; Sridhar, 2011; Sridhar & Jones, 2013) urge
future researchers to examine multiple performance measures using both financial and
non-financial components to measure organisational performance, and in particular to
assess the multi- faceted nature of organisational sustainability. Recognising this gap in
the literature, this thesis adopts Avery and Bergsteiner’s (2010, 2011a) performance
outcomes for organisational sustainability (i.e. brand and reputation, customer
satisfaction, long-term financial performance, long-term shareholder value and long-
term stakeholder value) in evaluating performance and organisational sustainability.
Additionally, Avery and Bergsteiner’s (2010, 2011a) original SL performance
measures are expanded to include measures of investor, supplier and employee
satisfaction in order to assess a broader concept of organisational sustainability. These
measures are termed Sustainability Performance Outcomes (SPO), as further described
in Chapter 2.

Although previous research signifies the importance of SL for organisational
sustainability, its theoretical basis has been derived from the Western context, mainly
in developed countries such as Europe and Australia (e.g. Avery 2005; Avery &
Bergsteiner, 2010, 2011a, b, c). So far, only a few case studies (e.g. Kantabutra, 2011,
2012a, b; Kantabutra & Suriyankietkaew, 2013) have been conducted in developing
countries. Therefore, it is worth examining which SL practices are vital leadership and
management factors, and how widely they are applicable in the Eastern world. Thus,
more research is needed to expand current knowledge in the emerging economy of
Thailand. Furthermore, the literature mentions the importance of the SME sector and
calls for further leadership studies in the SME context (Eccles, loannou, & Serafeim,
2012; Swiercz & Lydon, 2002; White, D’Souza, & Mcllwraith, 2007). Consequently,
this thesis addresses the gaps and investigates SL’s application in the context of Thai
SMEs.

In addition, the field of strategic, macro-level leadership, such as SL, is still at
an early conceptualisation stage, with scant empirical evidence. Quantitative research
is lacking to supplement Avery and Bergsteiner’s (2010, 2011a, b, c) qualitative case
studies, which test their Sustainable Leadership framework (e.g Kantabutra, 2011;
2012a, b; Kantabutra & Suriyankietkaew, 2013). This thesis addresses a major gap in

the current literature: quantifying the effects of the relationships between two sets of
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variables. These are the underlying leadership and management practices derived from
the SL framework; and diverse performance outcomes for organisational sustainability
based on the Sustainability Performance Outcomes (SPO).

Furthermore, relatively few studies strive to understand differences between
leader and employee perceptions on leadership. Much of past and current research has
narrowly focused on understanding organisational leadership and performance in firms
by selectively considering either perceptions of leaders or employees. Researchers
(e.g. Choi, 2014; Hasson, Tafvelin, & Von Thiele Schwarz, 2013) suggest that
discrepancies between perceptions of various groups of respondents exist. However,
comparison studies between their perceptions is currently limited due to few existing
studies comparing the perceptions of these two groups. To fill this gap, this thesis
empirically investigates the differences and similarities present between different
groups of organisational members on the SPO measurement.

The research scope for this thesis therefore focuses on investigating essential
leadership and management factors that drive organisational performance and
sustainability, particularly in the context of SMEs in Thailand.

In summary, this thesis attempts to address these major gaps and problems in
the literature in order to further expand current knowledge by empirically examining
which underlying leadership and management practices derived from the SL
framework positively enhance performance outcomes and organisational sustainability
in Thai SMEs as well as uncovering any discrepancies between perceptions of
different organisational members (ie. senior executives/organisational leaders and
employees) in this study. Ultimately, this section lays the groundwork for the research

as discussed in the following sections.
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1.2 Research Objectives

Much of the literature stresses the importance of leadership to organisational

sustainability, yet empirical examination of the leadership and management factors

essential to organisational performance and sustainability is largely lacking. Therefore,

the key purpose of this thesis is to extend current understanding of the important

strategic, macro-level leadership and management that drives performance outcomes

and organisational sustainability in the Thai Small and Medium Enterprise (SME)

context. This involves investigating relationships between various leadership and

management practices derived from Sustainable Leadership (SL) and performance

outcomes for organisational sustainability based on Sustainability Performance

Outcomes (SPO). Specifically, the objectives of this investigation are:

1.

To identify which leadership and management factors derived from Avery &
Bergsteiner’s (2010, 2011a) Sustainable Leadership (SL) underlie
organisational sustainability in the context of Thai small and medium
enterprises (SMEs).

To empirically investigate whether certain underlying leadership and
management factors derived from SL contribute to performance outcomes and
organisational sustainability based on Sustainability Performance Outcomes
(SPO) measurement across Thai SMEs.

To identify any differences in perceptions between senior executives
(organisational leaders) and employees about which underlying leadership and
management factors derived from SL predict enhanced performance outcomes
and organisational sustainability based on Sustainability Performance
Outcomes (SPO) measurement in Thai SMEs as well as comparing their

perceptual differences.
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1.3 Research Questions

The central strategic research questions (RQ) in this thesis are:

RQ1: What are the essential leadership and management factors derived from
SL that underlie organisational sustainability in the context of Thai SMEs?

RQ2: Which underlying leadership and management factors derived from SL
predict enhanced performance outcomes for organisational sustainability based on
Sustainability Performance Outcomes (SPO) in Thai SMEs?

RQ3: To what extent do underlying leadership and management factors
derived from SL contribute to performance outcomes for organisational sustainability
based on Sustainability Performance Outcomes (SPO) in Thai SMEs?

RQ4: Are there any differences in perceptions between senior executives
(organisational leaders) and employees about which underlying leadership and
management factors derived from SL predict enhanced performance outcomes for
organisational sustainability based on Sustainability Performance Outcomes (SPO) in

Thai SMEs? What are the differences, if any?

1.4. Theoretical Framework for the Thesis

The leadership framework for this thesis is depicted in Figure 1.1, which
illustrates a pyramid containing SL practices that provide the theoretical framework
for the thesis.

Research to date suggests that organisations adopting SL (Honeybee) practices
tend to be, or become, sustainable enterprises and perform better than their non-SL
peers (Avery & Bergsteiner, 2010, 2011a, b, ¢c; Kantabutra, 2011, 2012a, b; Kantabutra
& Avery, 2013; Kantabutra & Suriyankietkaew, 2013) and that SL practices are
associated with organisational sustainability.

The SL model (Figure 1.1) is arranged as a pyramid, and consists of three
levels of leadership practices: (1) 14 practices at the foundation level (continuous
people development, amicable labour relations, long-term staff retention, internal
succession planning, valuing people, ethical behaviour, long-term perspective,
considered organisational change, independence from financial markets (or outside

interference), environmental responsibility, social responsibility, stakeholder
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approach, and using a strong and shared vision); (2) six higher-level practices
(devolved and consensual decision-making, selfmanagement, team orientation,
enabling culture, knowledge retention and sharing, and trust); and (3) three key
performance drivers that customers in particular experience (innovation, staff
engagement and quality). These practices in various combinations result in five
performance outcomes, namely brand and reputation, customer satisfaction, financial
performance, long-term shareholder value and long-term stakeholder value.

As previously discussed, this thesis derives from Avery & Bergsteiner’s (2010,
2011a) five sustainability performance outcomes to measure organisational
sustainability. Due to a limitation of publicly unavailable data on unlisted SME
businesses, this study assesses investor satisfaction instead of Avery & Bergsteiner’s
(2010, 2011a) long-term shareholder wvalue. Supplementing the original SL
performance outcomes, supplier, investor and employee satisfaction are differentiated
as important performance measures of stakeholder value. In this thesis, Sustainability
Performance Outcomes thus refer to the extent to which the SPO are associated with
organisational performance and sustainability in firms. These are brand and reputation,
customer satisfaction, financial performance, and satisfaction of investors, suppliers
and employees.

According to the literature, various SL practices contribute differently to
performance and organisational sustainability (Avery, 2005; Avery & Bergsteiner,
2011a). Therefore, various leadership and management factors derived from the SL
framework are predicted to be linked to SPO in varying degrees. However, an
examination of their relationships is still underdeveloped, particularly in a holistic
empirical study. In short, this thesis empirically examines the relationships between
essential leadership and management factors and SPO derived from the SL framework,

particularly in Thai SME context.
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Figure 1.1 Sustainable Leaders hip Frame work
Source: Avery & Bergsteiner (2010, p. 39)

1.5 Significance of the Research

In addition to the key purpose ofbridging existing literature gaps and aiming to
advance current knowledge in leadership processes, corporate performance outcomes
and organisational sustainability, the significance of this research study is seven-fold.

First, the research responds to a growing demand among leadership and
strategy researchers and practitioners for more studies on strategic, macro-level
leadership and organisational sustainability (e.g. Avery, 2004; Avery & Bergsteiner,
2011a; Avolio, Walumbwa, & Weber, 2009; House & Aditya, 1997; Székely &
Knirsch, 2009).

Second, in addressing the complexity and interactive nature of variables, this
study bridges the existing gap in the literature. This is done through employing the SL
framework to investigate the multidimensional nature of leadership and management
to create superior corporate performance for organisational sustainability. Both

multiple financial and non-financial measures, based on SPO, are also used to assess

14
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organisational sustainability in its multifaceted complexity in a single, comprehensive
study.

Third, this thesis expands the current knowledge in the emergent
multidisciplinary field of inquiry by exploring which underlying leadership and
management factors derived from the SL framework drive organisational performance
and develop an emergent conceptual leadership and management model for
organisational sustainability, particularly in the context of Thai SMEs.

Fourth, this investigation empirically addresses the relationships between
various underlying leadership and management factors derived from the SL
framework and performance outcomes for corporate sustainability based on SPO,
which the current literature lacks in a quantitative sense. The predictions of SL theory
and some of the qualitative findings concerning Thai firms (Kantabutra, 2011, 2012a,
b; Kantabutra & Suriyankictkaew, 2013) are empirically tested in a quantitative study.

Fifth, knowledge of the essential leadership and management practices that
drive superior performance and organisational sustainability, particularly in the SME
context, is still lacking. Findings from the study may fill this gap in knowledge for a
major business segment in many economies.

Sixth, setting the empirical examination of these issues in the Thai context may
broaden the current limited knowledge about leadership and management in emerging
countries. The findings may help shape necessary leadership development and
management approaches to assist modern organisations in Thailand and other
developing countries in selecting leadership and management practices for enhancing
organisational sustainability and competitiveness in the world market.

Seventh, this study broadens existing knowledge by identifying any perceptual
discrepancies between organisational members, specifically senior executives
(organisational leaders) and their employees. Results may help closing any perceptual
gaps by creating awareness of perceptual differences or similarities as well as enabling
them to jointly work for a common goal for enhancing firm performance and creating
organisational sustainability.

Findings and implications from the thesis are of empirical and practical
importance to both academics and practitioners. Researchers can benefit from updating

their knowledge of the essential leadership and management factors derived from SL
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and performance outcomes for corporate sustainability based on SPO relationships,
while practitioners can hopefully profit from the managerial implications of the
findings on essential leadership practices for improving corporate performance and
organisational sustainability.

Ultimately, this thesis should greatly contribute to the existing literature by
helping prioritise the leadership and management factors that affect corporate
performance and organisational sustainability, as well as explaining the SL

phenomenon in the Thai context.

1.6 Outline of the Thesis

The thesis is structured into six chapters. Chapter 1 identifies the research
background, objectives and questions, and provides a research framework for this
research. Table 1.1 summarises the research objectives and questions underlying this
thesis. Chapter 2 reviews, and identifies current gaps and problems in the current
literature, as well as describing the SL theoretical framework and developing
hypotheses for the thesis. Chapter 3 discusses the research methodology employed for
this study. Chapter 4 covers data analysis methods, hypothesis-testing and data
interpretation. Research findings, final discussion and managerial implications are
summarised in Chapter 5. Finally, contributions to knowledge, limitations and future

research are included in Chapter 6.
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Table 1.1 Summary of Research Objectives and Questions

Research Objective
(RO)

Research Question

RQ)

RO1:

To identify which leadership and management
factors derived from Avery and Bergsteiner’s
(2010, 2011a) Sustainable Leadership (SL)
frame work underlie organisational
sustainability in the context of Thai small and
medium enterprises (SMEs).

RQ1:

What are the essential leadership and management
factors derived from SL that underlie organisational
sustainability in the context of Thai SMEs?

RO2:

To empirically investigate whether certain
underlying leadership and manage ment factors
derived from SL contribute to performance
outcomes and organisational sustainability
based on Sustainability Performance

Outcomes (SPO) measurement across Thai
SMEs.

RQ2:

Which underlying leadership and management
factors derived from SL predict enhanced
performance outcomes for organisational
sustainability based on Sustainability Performance
Outcomes (SPO) in Thai SMEs?

RQ3:

To what extent do underlying leadership and
management factors derived from SL contribute to
performance outcomes for organisational

sustainability based on Sustainability Performance
Outcomes (SPO) in Thai SMEs?

RO3:

To identify any differences in perceptions
between senior executives (organisational
leaders) and emp loyees about which
underlying leadership and management factors
derived from SL predict enhanced
organisational performance outcomes for
organisational sustainability based on
Sustainability Performance Outcomes (SPO)
measurement in Thai SMEs, as well as
comparing their perceptual differences.

RQ4:

Are there any differences in perceptions between
senior executives (organisational leaders) and

emp loyees about which underlying leadership and
management factors derived from SL predict
enhanced performance outcomes for organisational
sustainability based on Sustainability Performance
Outcomes (SPO) in Thai SMEs?

If any, what are the differences?
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CHAPTER 2
LITERATURE REVIEW

The relevant literature is reviewed in this chapter. The first part of the chapter
focuses on leadership concepts, definitions, classifications and theories. The second
part investigates organisational sustainability in the leadership context, and various
leadership approaches for fostering organisational sustainability. The second part
elaborates on the importance of the Sustainable Leadership (SL) approach for
organisational sustainability, the need for Sustainability Performance Outcomes (SPO)
and their links, which underline the significance of this thesis. The last part discussed
perceptual differences between organisational members for leadership and

management in firms.

2.1 Leadership Concepts

In this section, leadership concepts are briefly introduced, starting with an

examination of different classifications to trace the roots of the field.

2.1.1 Definitions of Leadership

Over the past 75 years, leadership has been noted as both the most studied and
the least understood topic in the social sciences, since more than 850 definitions of
leadership and thousands of empirical investigations have been produced (Bennis &
Nanus, 2003). Although many theories have been developed over the years to explain
what leadership is and how it should be exercised in diverse contexts, no single
definition of leadership has been clearly accepted. Rost (1993, p.13) signals the lack of
an agreed leadership definition: “Many scholars have studied leaders and leadership
over the years, but there still is no clear idea of what ‘leadership’ is or who leaders
are.” This has not changed much over the past two decades. Despite changes in ideas

and the underlying concepts over the course of history, an agreed definition of
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leadership or what the concept should embrace is still lacking (Avery & Bergsteiner,
2011a). Various researchers (e.g. Avery, 2004; Avery & Bergsteiner, 2011d; Bass,
1985; Hollander, 1985; Rost, 1993; Yukl, 2009) stress that no single definition is
likely to emerge because leadership definitions vary with context. The literature
indicates that the lack of consensus on a precise, unified leadership definition may
explain why it is so difficult to develop a strong overarching leadership theory in the
social and behavioural science (Staats, 1999; Sutton & Staw, 1995).

In fact, leadership may not have a ‘one-size-fits-all’ definition (Avery &
Bergsteiner, 2011d, p. 3). Since leadership varies with context, forms and level, a
single definition is unlikely to emerge. It is therefore crucial to create a framework for
leadership definitions so as to make sense of this confusion, and to advance the field
by categorising leadership concepts with the aim of identifying leadership in a more
systematic way, and allowing definition of the aspects of leadership underpinning the
current study. Various classifications of leadership have been suggested by the

literature, as described in the following.

2.1.2 Classifications of Leadership
Some scholars have tried to unravel this complex field by classifying

leadership into various forms and levels.

2.1.2.1 Forms of Leadership

Scholars (Avery, 2004; Avery & Bergsteiner, 2011d; Bass, 1985; Goleman,
1995) have suggested various forms and categories of leadership. Early on, Bass has
(1985) proposed three categories of leadership (ie. transformational leadership,
transactional leadership, and a non-leadership dimension of laissez-faire leadership).
Goleman (1995) classifies leadership into six styles based on his Emotional Quotient
(EQ) framework (i.e. Coercive, Authoritative, Affiliative, Democratic, Pacesetting and
Coaching). However, the literature criticises these leadership categories for being
limited and not conveying the broad spectrum of leadership (e.g. Yukl, 1999). For
example, Bass’s model over-emphasises two forms of leadership (i.e. transformational
and transactional), omitting other leadership paradigms, specifically classical and

organic leadership. Building on Bass’s (1985) leadership categories, Avery (2004)
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suggests a more comprehensive approach by expanding the previous two paradigms to
cover four leadership paradigms (i.e. classical, transactional, visionary and organic).
Her leadership paradigms allow for different forms of leadership to emerge, since
leadership has evolved at different times and in different contexts, while considering
other interdependent factors (e.g. role of leaders and followers, sources of leadership
power, extent of follower power, follower commitment, vision orientation, decision-
making and trust). In addition, Avery’s (2004) four leadership paradigms reflect
variations in conceptual and theoretical development in the literature over time.
Avery’s (2004) four leadership paradigms provide a comprehensive foundation for the
field, as reviewed next.

First, the classical paradigm is the oldest, covering ancient history until the
1970s. Historically, leaders were considered to be born, and not made, coming from a
pre-eminent family or an “elite” group within society (Avery, 2004), such as kings,
divine appointees (e.g. the Roman Catholic Pope, Egyptian Pharaohs) or people
holding important industrial, political or military positions (Bass, 1990a). The
foundation of the classical leadership paradigm emphasises leader dominance through
respect and the power to command and control. Fear or respect of a leader, and
avoiding punishment, are the basic sources of follower commitment. One of the most
prominent early classical leadership concepts comes from Thomas Carlyle’s (1888)
“Great Man Theory” with its emphasis on the universal characteristics of successful
leaders, including self-driving force, motivation, honesty, self-confidence, knowledge
of business, flexibility and cognitive ability. This study provides the groundwork for
trait theories (e.g. Gibb, 1947; Jenkins, 1947; Mischel, 1973; Stogdill, 1948) and
further leadership behavioural studies (e.g. Bales, 1954; Kahn & Katz, 1953; Stogdill
& Coons, 1957) until the 1970s. However, among the limitations of classical
leadership theories are that these they were largely inductive and lack theoretical
orientation (House & Aditya, 1997), and are supported only by weak empirical
evidence (Alimo-Metcalfe & Alban-Metcalfe, 2001; Bass, 1990b; Yukl, 2009). Avery
(2004) points out that heavy reliance on the idea of a “great person” may not be
suitable in complex dynamic situations where leaders may not have the capacity to
command and control. Due to the limitations of the classical leadership paradigm,

mainstream research has shifted toward the transactional leadership paradigm.
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Second, the transactional leadership paradigm was pre-eminent from the 1970s
to mid-1980s. Unlike classical leadership, transactional leadership concepts and
theories focus on individual members, interpersonal relationships between leaders and
followers, and on transaction bases through negotiated rewards, agreements and
expectations (Avery 2004; Bass & Avolio, 1993, 1994). Transactional leaders lead
through social exchange (Bass & Riggio, 2006). Principal theories underlying
transactional leadership include dyadic leadership between leaders and followers, such
as Leader Member Exchange (LMX) (e.g. Graen, 1976; Graen, Dansereau, & Minami,
1972) and several contingency theories (e.g. Fiedler’s Contingency Theory of
Leadership, 1967, 1971; Hersey & Blanchard’s Situational Theory, 1982; House’s
Path-Goal Theory of Leader Effectiveness, 1971; Vroom & Yetton’s Decision Process
Theory, 1973). However, these approaches have also been criticised. For example,
LMX theory is limited by fundamental problems related to the validity of construct,
measurement and data analytical procedures (Schriesheim, Cogliser, & Neider, 1999).
Its passive management-by-exception and negligence of the emotional factors in
leadership relationships have lessened its popularity (Yukl, 2009). According to Avery
and Bergsteiner (2011d), transactional leadership is beneficial primarily for keeping
the organisation running and getting the day-to-day job done. However, in times of
rapid change and uncertainty, transactional leadership becomes limiting, particularly
when greater commitment is needed from followers, or if followers need to be willing
to make major changes to their mindsets and behaviours (Drath, 2001). To cope with
today’s dynamic environments, the next wave of theoretical development began to
centre on leaders who can envision the future and effectively engage organisational
members in attaining corporate goals beyond self-interest, as discussed next.

Avery’s third paradigm, the visionary paradigm, introduced by Bernard Bass in
the mid-1980s, remains popular. Emotional-based relationship between leaders and
followers through a shared purpose is fundamental under visionary leadership (Avery,
2004). Visionary leadership, alternatively referred to, or known as, “charismatic,”
“transformational,” or “inspirational” leadership, incorporates an emotional dimension
into organisational leadership (Bass, 1985, 1998; Burns, 1978; Bennis & Nanus, 1985;
Conger & Kanungo, 1987; House, 1977). Visionary leadership centres on the

emotional engagement between leaders and followers through vision-sharing,
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collaborative decision-making and empowerment (Avery, 2004). Prominent vision-
based leadership theories include Greenleaf's (1977) Servant Leadership; House’s
(1977) Theory of Charismatic Leadership; the Theory of Transformational Leadership
proposed by Burns (1978) and Bass (1985); the Attributional Theory of Charismatic
Leadership created by Conger and Kanungo (1987); the Visionary Leadership of
Kouzes and Posner (1987) and Bennis and Nanus (1985); finally Collins’ (2001) Level
5 Leadership. Critics argue that limitations of visionary leadership lie in the over-
reliance on a single top leader, because it may limit an organisation’s effectiveness in
dealing with complexities (Conger & Kanungo, 1988; Day, Gronn, & Salas, 2006) and
because it overlooks important factors of context and group process and influence on
leadership (Yukl, 1989, 1999). To meet future challenges of dispersed leadership in
particular, a new form of leadership has emerged: the organic paradigm.

The fourth leadership paradigm, which emerged in about 2000, advocates the
transformation of leadership from the leader-focused concept that has long dominated
the field, toward Avery’s (2004) organic or distributed leadership concept. In the last
decade, numerous researchers (Avolio et al., 2009; Carson, Tesluk, & Marrone, 2007;
Crevani, Lindgren, & Packendorff, 2009; Friedrich, Vessey, Schuelke, Ruark, &
Mumford 2009; Howell & Boies, 2004; Raelin, 2005, 2006; Zaccaro, Rittman, &
Marks, 2001) have conceptualised leadership as a collective phenomenon in
organisations. Trends for globalisation, workforce diversity, complexity and the need
for speedy innovation have led to the emergence of an organic leadership paradigm
that focuses mainly on participative, shared and distributed leadership. Advocated
increasingly by many scholars (e.g. Crosby & Bryson, 2005; Day et al., 2006; Ensley,
Hmieleski, & Pearce, 2006; Gronn, 2002; Hiller et al, 2006; Morgeson, DeRue, &
Karam, 2010; Pearce & Conger, 2003; Pearce & Sims, 2002; Raelin, 2005, 2006;
Zaccaro et al., 2001), organic leadership is considered to be a shared endeavour
broadly distributed among members of organisations, networks or communities (Y ukl,
2009). In essence, organic organisations may be “leaderful” or “leaderless”, where
leaders may emerge rather than be appointed to positions of power, and are
empowered and relied on for leading both self and innovative organisational members
(Avery, 2004; Kerr & Jermier, 1987; Raelin, 2005, 2006; Vecchio, Justin, & Pearce,

2010). Since there is no formal leader, organisational member interactions and
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networks become a form of leadership, which are held together by a shared vision,

values and enabling cultures (Jing & Avery, 2008). Under an organic leadership

paradigm, conventional assumptions of control, order and hierarchy are replaced by

trust and mutual decisions among diverse organisational members (Avery &

Bergsteiner, 2011d). Organic leadership is arguably appropriate for many professional

and knowledgeable workers in complex working environments and chaotic situations

(Avery, 2005).

A categorisation of diverse leadership theories underlying Avery’s (2004) four

leadership paradigms is depicted in Table 2.1.

Table 2.1 Summary of Diverse Leadership Theories

Paradigm

Period

Prominent
Leadership
Theory

Major Principle

Influential Researchers

Classical

Antiquity
to 1930s

Great Man

Leader dominance
through respect and
power to command and
control, focusing on a
pre-eminent person or
an “elite” group of
society.

Thomas Carlyle (1888)

1930s

Trait

Individual traits or
characteristics of
leaders are different to
those of nonleaders.

Gibb (1947); Jenkins (1947);
Stogdill (1948); Mischel (1973);
Schneider (1983); House et al.
(1996)

1940s
to 1970s

Behavioural

The behaviours of
effective leaders differ
fromthose of
ineffective leaders.
Two major divisions of
leader behaviour are
task-oriented behaviour
and relationship-
oriented behaviour.

Bales (1954); Stogdill & Coons
(1957); Kahn & Katz (1953);
Likert (1961); Mann (1965)
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Table 2.1 Summary of Diverse Leadership Theories (Cont.)

Relationships
between leaders and
followers are based

Dansereau et al. (1975); Graen &

Leader- on transaction bases Cashman (1975); Graen (1976);
Member through negotiated Graen & Scandura (1987); Graen &
Exchange £ Uhl-Bien (1995); Schriesheimet al.
rewards, (1999)
1970s agreements and
Trans- . .
actional to mid- expectations.
1980s Effective leadershi Fiedler’s Contingency Theory of
vl domends a0 P | Leadership (1967, 1971); House’s
d'y P Path-Goal Theory of Leader
Contingency oinfiZational Effectiveness (1971); Vroom & Yet
faftors and different ton’s Decision Process Theory
uational context (1973); Hersey & Blanchard’s
sttuational contexts. | gityational Theory (1982)
Emotion-based Greenleaf’s Servant Leadership
leaders inspire (1977); House’s Theory of
bordi tp ) Charismatic Leadership (1977); the
zgmorzlitu'l;leersns(élves Theory of Transformational
. . . Leadership developed by Burns
Mid-1980s | Charismatic/ | to goals by (1978) and Bass (1985); Conger &
Visionary | to Visionary communicating a Kananga’s Attn'butiona’l Theory of
2000 Leadership visiqn, dis.playing Charismatic Leadership (1987); the
;hinsmat ¢ d Visionary Leadership originated by
s:tti:]w;r sgve cful Kouzes & Posner (1987) and
ersoﬁal £xa e Bennis & Nanus (1985); Collin’s
P mpe. Level 5 leadership (2001)
E t noti Substitutes for Leadership Theory
O;nnegﬁiré aggr_lons (Kerr & Jermier, 1987); Team
centric leadership Leadership (Day et al., 2006;
ith substitutes f Morgeson et al., 2010; Zaccaro et
o q Sop T al, 2001); Distributed Leadership
cacersup, (Gronn, 2002; Chambers et al.,
distributed, shared
Leaderful/ llecti ’ > | 2010), Leaderful Practice (Raelin,
ace coticctve 2005, 2006); Shared Leadership
Leaderless leadership that A &S £ 2010: Ensl
and revolutionise (Amone & Stumpf, ; Ensley et
. Beyond . . . al., 2006; Hiller et al., 2006; Pearce
Organic Distributed/ | relationships . .
2000 & Sims, 2002; Pearce & Conger,
Shared/ between leader- ] |
Collective follower: 2003; Pearce & Manz, 2005);
. L Collective Leadership (Avolio et
Leadership behaviours for self- al. 2009: Carson et al.. 2007:
leading ” ’ ? :

organisations; self-
managed work
teams;
collaboration and
empowerment.

Crevani et al., 2009; Friedrich et al.,
2009; Howell & Boies, 2004);
Empowering Leadership (Amold et
al., 2000; Ensley et al., 2006;
Pearce et al., 2003; Vecchio et al.,
2010)

Source: Suparak Suriyankietkaew (Author) - adapted from Avery (2005) and House & Aditya (1997)
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In short, the literature suggests that various leadership concepts and theories
can be categorised into four leadership paradigms varying with time, theoretical
emergence and context. The traditional paradigms (ie. classical and transactional
leadership) have been criticised for lack of theoretical support and weak empirical
evidence (Alimo-Metcalfe & Alban-Metcalfe, 2001; Bass, 1990b; House & Aditya,
1997; Yukl, 2009), while others have argued that these paradigms do not suit today’s
complex business environment. Shifting to contemporary paradigms (i.e. visionary and
organic leadership), more recent organisational theories, with their follower-centric
orientation, emphasise shared purpose, self-leadership and consensual agreement
among the entire group or community (e.g. Crevani et al., 2009; Jing 2012; Zander &
Butler, 2010). Moreover, the literature supports the contention that both visionary and
organic leadership lead to organisational success and effectiveness, and also sustain
business performance (e.g. Avery & Bergsteiner, 2011d; Ensley et al., 2006). Overall,
Avery’s (2004) leadership paradigms lay a comprehensive foundation for
understanding the field-expanded concepts of leadership, and therefore a more
comprehensive way of categorising leadership constructs.

Although leadership concepts and theories can be more easily understood using
the paradigms, these concepts and theories can be further classified by reference to
different levels—from the micro-level, through the group and organisational level, to
strategic and social context (Avery, 2004; Avery & Bergsteiner, 2011d). Since the
literature suggests that leadership concepts vary at different levels of an organisation,

it is useful to understand leadership as occurring on different organisational levels.

2.1.2.2 Levels of Leadership

To better explain leadership, some scholars examine the different levels of
leadership. While some writers (e.g. DeMeuse, Dai, & Wu, 2011; Edwards & Gill,
2012; Yammarino & Dansereau, 2011) classify levels of leadership based on different
roles, hierarchies or sizes of organisational units (e.g. individuals, teams or divisions),
Bergsteiner spans the levels to account for different leadership behaviours and diverse
roles and scope of responsibility that people may share in organisations (Avery &
Bergsteiner, 2011d). It is therefore worthwhile to discuss Bergsteiner’s four-level

model of leadership since it provides an extended picture of leadership at different
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levels. The four levels of leadership range from the micro-organisational level, through
the meso-organisational and macro-organisational levels, to the broadest perspective at
the societal level (Avery & Bergsteiner, 2011d). Each level is discussed in turn.

At the micro-organisational level, leadership focuses primarily on
characteristics of leaders, or on interactions between leaders and their followers, such
as the leadership concepts of “great person”, traits and behaviours. This connotation of
leadership underpins the narrowest, but possibly most studied, view of leadership. The
micro-level view of leadership relates to the behaviours of individuals, dyads, leader-
follower relationships and small teams in an organisation (Avery & Bergsteiner,
2011d). An extensive literature review by House and Aditya (1997) revealed that
much of'the past literature centred on this level of leadership, with an emphasis on trait
theories and behavioural approaches.

However, micro-level leadership concepts and theories are limited in scope
(Bligh, Kohles, & Pillai, 2011; Hiller et al., 2006). Others (e.g. Avery & Bergsteiner,
2011d; Avolio et al., 2009; Lim & Ployhart, 2004; Yukl, 2009) view the field of
leadership beyond the leader or dyadic relationship to include a much broader array of
individuals in organisations, with leadership distributed throughout the organisation in
some instances. This argument highlights the importance of the next level of
leadership, namely the meso-level. Bergsteiner’s meso-level covers entire categories
of people who share similar leadership or followership functions, such as the executive
team, middle managers and followers. Some prominent theories applied at the meso-
level include top or upper echelon theory (Hambrick & Mason, 1984), the socio-
cognitive approach (Lord & Maher, 1991) and followership theories (Kellerman,
2008).

Many studies over recent decades have been limited by a narrow focus on the
micro- and meso-level views of leadership (DeChurch et al., 2010; Hiller et al., 2006).
Numerous researchers (e.g. Avery, 2004, 2005; Avolio et al, 2009; Dyllick &
Hockerts, 2002; House & Aditya, 1997; Székely & Knirsch, 2009) urge future
leadership research to expand its scope by including a strategic, macro-view of
leadership that spans the entire organisation. According to Avery and Bergsteiner
(2011d), strategic, macro-level leadership concerns leadership concepts and theories,

with an emphasis on broad strategy, resource allocation, vision, culture and
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organisational philosophy and purpose. Leadership at the strategic, macro-level
acknowledges the importance of external influences (e.g. natural and human resources,
competitors, globalisation, regulations and society) and practices that can influence
everyone in an organisation (Avery, 2005; Avery & Bergsteiner, 2011d). Increasingly,
scholars (e.g. Albert, 1992, 1993; Avery, 2005; Avery & Bergsteiner, 2010, 2011a, b,
¢, d; Dyllick & Hockerts, 2002) are calling for modern organisations to focus on
sustaining organisational success by maintaining and increasing their economic, social
and environmental capital while meeting the needs of a firm’s direct and indirect
stakeholders—without compromising their ability to meet the needs of future
stakeholders. Sustainable Leadership (Avery & Bergsteiner, 2010, 2011a) is an
example of the strategic, macro-level view of organisational leadership, and this thesis
focuses on investigating Sustainable Leadership at the strategic, macro-level of
organisational leadership.

The fourth level in Bergsteiner’s matrix is the societal (Avery & Bergsteiner,
2011d). Theories at this level focus broadly on leadership common to diverse national,
regional cultures, or on cross-cultural research (e.g Hofstede, Hofstede, & Minkov,
2010; Menon, Sim, Fu, Chiu, & Hong, 2010). Leadership research operating at the
national level is examined, showing for example, that American and British CEOs
tend to favour a short-term shareholder model and focus on maximising the wealth of
owners, whereas CEOs in continental Europe have traditionally preferred leadership
that engages with a range of stakeholders and cares for their stakeholders (Avery &
Bergsteiner, 2010, 2011a; Pitelis, 2004). In Japan, leaders focus strongly on human
capital, which demonstrates a strong employee focus (Ozaki, 1991), whereas
Singapore’s government leans toward social responsibility and employee welfare
(Stiglitz, 2002). Most leadership studies have been conducted in the developed world,
particularly in the USA. Studies by Hofstede (2011) and Hofstede et al. (2010),
however, show that national culture influences leadership behaviour, requiring
research in diverse countries. Whether leadership in Asia, particularly in Thailand, is
similar to that of Western countries is worth questioning. Asian leadership, for
example, tends to be based on position, authority and seniority, since typical Asian
firms tend to be more bureaucratic and hierarchical, have central decision- making, and

are policy driven (Lok & Crawford, 2004). There are very few empirical studies on
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leadership practices and organisational sustainability in developing economies, such as
that of Thailand. This thesis therefore advances the current field by investigating
leadership at the societal level, and by examining leadership in Thai SME

organisations (described in Chapter 3).

2.1.2.3 Leadership Matrix

The preceding discussion suggests that the concept of leadership is complex,
and varies with different paradigms and levels. Most previous writers fail to define
what they mean by leadership, and do not describe a clear concept. Bergsteiner’s
leadership matrix therefore offers a device to clarify this confusion. To understand
leadership, it is important to differentiate appropriate theories and frameworks for a
given leadership situation, using both the form and level to which they refer (Avery &
Bergsteiner, 2011d). Building on Avery’s four leadership paradigms, Bergsteiner
developed a matrix combining the four paradigms with the four levels of leadership
described earlier. The matrix offers an integrative framework for assessing leadership,
operating in different paradigms and levels, aimed at answering appropriate leadership
questions in a given context, and assisting in analysing practical leadership situations
(Avery & Bergsteiner, 2011d).

Since the current research focuses on investigating sustainable leadership (SL)
and organisational sustainability in Thai SMEs, leadership at Bergsteiner’s macro-
organisational level and societal-level bounds the scope of leadership as it applies in

this thesis, as illustrated in Table 2.2.
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Table 2.2 Bergsteiner’s Leadership Matrix for Investigating SL in Thai SMEs

Levels of Leadership

Leadership Paradig ms

Societal Level

Classical

Transactional

Visionary

Organic

X

X

Macr o-organisational Level

Executive
Mes o- Team
organisational Other Leaders
Level
Followers

Micro-organisational Level

Legend:

ﬁ indicates scope of this study and traditional leadership paradigm found in Thailand

Light grey indicates scope of this study and modern leadership paradigm found in Thailand

Source: Suparak Suriyankietkaew (Author) - adapted from Avery & Bergsteiner (2011d) and Avery (2005)

At the societal-level, organisations operating in Thailand need to take account
of the societal differences in leadership expectations traditionally found in Thailand.
Recent studies based on Hofstede’s (1991) culture dimensions show that Thai culture
values hierarchy, status, and respect for superiors; Thai people focus strongly on
valuing harmonious social relationships, working in collaboration and fostering a
strong spirit in the community; Thais tend to avoid conflict and changes that may
create discomfort in others (Burn & Thongprasert, 2005; Hallinger, 2003 ; Hofsteade,
2011; Holmes & Tangtongtavy, 1995). These findings suggest distinctive cultural and
leadership differences in Thai organisations from the US or Australia, for example.
Traditionally, Thai leadership tends to be classical, with an emphasis on command-
and-control and autocratic leadership (Komin, 1990), although more recent studies
suggest visionary leadership is emerging as a preferred leadership style, with more
Thai employees involved in decision-making and participating in the organisational
work process (e.g. Limsila & Ogunlana, 2008; Yukongdi, 2005).

Since classical leadership still prevails in Thailand, despite the existence of
other leadership paradigms, it is likely that leaders in Thai organisations, particularly
in SMEs, will have higher authoritative power over theirr subordinates, with people

working collaboratively in a relationship-based environment with a strong sense of
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community. Hence, classical leadership is highlighted in a bolder colour when
compared with visionary leadership in Table 2.2.

Since there may not be a “one-size-fits-all answer” when defining leadership,
Bergsteiner’s matrix provides an integrative framework for defining what leadership

is, and allows for investigating practical leadership situations in a given context.

2.1.3 Summary

Leadership is complex, with no universally-agreed definition. The above
review of the literature suggests that numerous definitions, concepts and theories of
leadership have emerged over time. However, they are often confusing, since they are
each based on different assumptions, foundations and emphasis. To disentangle the
complexity of leadership, and explain what leadership is, diverse scholars (Avery,
2004; Bass, 1985; Goleman, 1995) have tried to categorise leadership into different
forms. In addition to categorising different forms of leadership, other researchers (e.g
DeMeuse et al., 2011; Edwards & Gill, 2012; Yammarino & Dansereau, 2011) have
classified leadership into different levels based on different roles, hierarchies or sizes
of organisational units. To better understand and clearly define leadership, Bergsteiner
combines four levels (ie. micro-level, meso-level, macro-level and societal-level) and
integrates Avery’s (2004) four leadership paradigms into these levels to describe
leadership and classify concepts and theories related to it in a practical and meaningful
way. Ultimately, the definition of leadership depends on which paradigm, level and
context is involved. Bergsteiner’s matrix provides a framework to define leadership to
fit the current study of Sustainable Leadership in Thailand, at the macro-organisational
and societal-levels of leadership, and in order to advance existing leadership
knowledge and uncover the appropriate leadership practices describing organisational

leadership phenomena in the Thai context.
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2.2 Importance of Organisational Sustainability in Leadership

Context

Relevant literature regarding organisational sustainability and its leadership

context is reviewed in this section.

2.2.1 What is Organisational Sustainability?

Traditionally, the development debate is grounded sustainably in a global
framework based on the World Commission on Economic Development (WCED)
report, within which continuous satisfaction of human needs constitutes the ultimate
goal (Brundtland, 1987).

The current literature includes many definitions and notions of sustainability,
such as sustainable development, corporate citizenship (CC), social enterprise (SE),
triple bottom line (TBL), corporate social responsibility (CSR), corporate
responsibility (CR) and corporate sustainability (CS). However, these notions are
linked to sustainability in varying degrees and are often confusing. For example, the
triple bottom line (TBL) focuses on balancing ‘the 3Ps’ (profit, people and planet),
while CSR offers tools for companies to demonstrate their social and environmental
concerns in business operations (Marrewijk & Werre, 2003). Although some
researchers (e.g. Cheung, 2011; Lo & Sheu, 2007; Lopez, Garcia, & Rodriquez, 2007;
Marrewijk, 2003; Montiel, 2008) propose distinctions between these various concepts,
the underlying conceptualisations of the sustainability debate relate mainly to the
conventional classification into ecological, environmental and social responsibility
issues.

Moving beyond the popular green and social notions of sustainability in
organisations (i.e. TBL, CSR and CR), scholars (e.g. Avery, 2005; Avery &
Bergsteiner, 2010, 2011a, b, ¢; D’Amto & Roome, 2009; Dunphy et al.,, 2003;
Kantabutra, 2014; Székely & Knirsch, 2009) highlight future leadership challenges in
an organisation’s ability to deliver business performance, resilience and longevity; to
increase societal value; and to elevate the firm’s accountability to stakeholders, while
taking account of multidimensional internal and external leadership practices to

enhance performance and sustainability. In addition, ethical issues become important
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for modern organisations, as they are expected to be ethical and socially responsible to
various stakeholders (Dhir, 2013). The literature also stresses the importance of
incorporating multidimensional aspects of leadership and multiple measures of
organisational sustainability into future research (Kantabutra, 2014; Orlitzky et al.,
2011).

The concept of organisational sustainability applied in this thesis refers to
leadership and management processes aimed at creating long-term wellbeing and
enduring value for all stakeholders beyond social and environmental responsibility as
defined by Avery and Bergsteiner’s, (2010, 2011a) 23 Sustainable Leadership, or

Honeybee, practices.

2.2.2 Why is Organisational Sustainability Important?

Interest in the topic of organisational sustainability has grown significantly
among leadership and management scholars in recent decades. Organisational
sustainability now is “on the management agenda” and creates the most value when it
is embedded throughout an organisation (Winston, 2012). In the literature,
organisational sustainability is increasingly analysed as a source of competitive
advantage (Porter & Kramer, 2006).

Doing business-as-usual cannot create organisational sustainability. The
literature criticises businesses that merely comply with environmental, social, health
and safety regulations and suggests that they will soon be left behind by their
competitors, whereas businesses that meet these challenges head on with superior
management can gain favourable business results and competitive advantages in the
long term (Avery & Bergsteiner, 2010, 2011a). Enterprises need to look critically
beyond the conventional view of organisational sustainability, altruism, charity work,
or just being “green” or maintaining their business-as-usual approach to meet
minimum regulatory standards or requirements (Avery & Bergsteiner, 2010, 2011a;
Dunphy et al., 2003; Robert, 2007). Incorporating CSR activities or CR programmes
into normal business operations does not necessarily lead organisations to become
sustainable. Survey data from the World Economic Forum 2001 suggests that the
overwhelming majority of people around the world want business to do more than

simply make a profit and obey the law (Environics International, 2001). Modern
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businesses need to look beyond profit maximisation (Handy, 2002 ; Kramar, 2014) and
should meet the needs of a firm’s direct and indirect stakeholders, such as
shareholders, employees, clients, pressure groups and communities, without
compromising their ability to meet the needs of their stakeholders (Dyllick &
Hockerts, 2002; Mariappanadar, 2003, 2013). Gibson (2012) stresses that stakeholder
management promotes sustainability. Therefore, the role of an enterprise needs to
extend beyond self-interest by playing a beneficial role in the world, so as to generate
a proper balance between economic, social and ecological objectives, and in return
gain business competitiveness, resilience and sustainability (Avery, 2005; Avery &
Bergsteiner, 2010, 2011a, b, c; D’Amto & Roome, 2009; Dunphy et al, 2003; Harris
& Twomey, 2008 ; Kantabutra, 2014; Kramar, 2014; SzEkely & Knirsch, 2009).

Transforming a “business-as-usual” organisation into a more sustainable
enterprise is a major challenge. Enterprises as a whole need to significantly change the
way they do business in order to create organisational sustainability (Avery, 2005;
Avery & Bergsteiner, 2010, 2011a; Dunphy et al, 2003; Wong & Avery, 2008).
According to Dunphy and associates (2003), organisations progress toward
organisational sustainability through six different phases, from (1) rejection, (2) non-
responsiveness, (3) compliance, (4) efficiency, (5) proactivity, to (6) the sustaining
corporation. Organisations that reject, act non-responsively or simply comply with
environmental, social, health and safety regulations have not achieved organisational
sustainability. To realise efficiency and competitive advantages, organisations need to
invest in and embrace sustainability in all aspects of the business. This may be the
tipping point where management needs to decide to change the way business is
conducted in the organisation. Dunphy and associates (2003) suggest that
organisations need to be proactive by making sustainability an important part of a
firm’s business strategy, and ultimately create sustainable enterprises by strongly
internalising the ideology of working for a sustainable world and voluntarily going
beyond basic standards.

Underpinning organisational sustainability is the ability to deliver business
performance, increase societal value, enhance environmental responsibility and elevate
a firm’s accountability to stakeholders (Avery, 2005; Avery & Bergsteiner, 2010,
2011a, b, ¢; D’Amto & Roome, 2009; Dunphy et al., 2003; Kantabutra, 2014). These
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are indeed acts of leadership. The literature notes that transforming an enterprise
toward organisational sustainability requires leadership ability (Wong & Avery, 2009).
Many writers consider leadership the most critical success factor for organisational
sustainability (Bennis & Nanus, 2003; Covey, 1999; Drucker, 1999; Handy, 2002;
SzEkely & Knirsch, 2009).

Organisational leaders need to take account of the effects of organisational
behaviours on external stakeholders (Kramar, 2014); they should examine the impact
of Human Resource Management (HRM) on social and human externalities, noting the
frequent failure to take account of the social cost of business (e.g Mariappanadar,
2013). Business leaders need to act with integrity and ethics, care for stakeholders,
take a long-term perspective and manage responsibly outside the organisation (Hind et
al, 2009). Importantly, sustainable leaders need to align their strategies and operating
models with the drivers of internal performance, competitive advantage and value
creation in order to benefit all stakeholders (Avery & Bergsteiner, 2010, 2011a;
Berthon et al., 2008; Funk, 2003; Wheeler, McKague, Thomson, Davies, Medalye, &
Prada, 2005). Ultimately, leaders need to fully integrate sustainability practices and
embed them into every aspect of the business to create enduring value for all
stakeholders (Avery & Bergsteiner, 2010, 2011a; Kramar, 2014; Mariappanadar, 2013;
Marrewijk & Werre, 2003). Dunphy et al.’s (2003) final two phases (i.e. proactivity
and the sustaining corporation) support Avery and Bergsteiner’s (2010, 2011a)
Sustainable Leadership (SL) or Honeybee principle, which offers a comprehensive
leadership approach for organisational sustainability.

Research demonstrates that organisational sustainability results in superior
business performance (Lo & Sheu, 2007). Studies (e.g. Cheung, 2011; Eccles et al.,,
2012; Lourengo, Branco, Curto, & Eugénio, 2012) demonstrate that organisations that
embrace organisational sustainability strategies perform better than traditional firms in
terms of financial and stock market performance. In addition to superior financial
gains, research (e.g Kantabutra & Suriyankietkaew, 2013; Wheeler et al, 2005)
reports that sustainable enterprises enhance local economic development and trade,
and improve quality of life, including human development and ecological
enhancement, and individual and community economic self-reliance. Empirical

research (Derwall, Guenster, Bauer, & Koedik, 2005; Knoepfel, 2001) also shows that
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companies with high ratings in social responsiility significantly outperform those
companies with low ratings, and that these companies gain competitive advantages
and are linked to positive financial performance and reputation outcomes. Overall,
organisational sustainability helps increase consumer loyalty and confidence, market
trust, brand and reputation, employer-of-choice status, and superior financial
performance (Dunphy et al., 2003 ; Epstein & Roy, 2001; Henry, DeYoung, & Gordon,
2009).

2.2.3 Summary

Organisational sustainability is created when leadership, organisational
strategies and culture reinforce each other for the long-term benefit of multiple
stakeholders (Wong & Avery, 2008). Evidently, the literature supports the fact that the
concept of organisational sustainability has become a core consideration for
organisational leadership to enhance superior sustainable businesses around the world.
It rapidly becomes a priority for businesses who wish to increase long-term benefits,
competitive advantage, and superior bottom-line results. Simply adding “green” and
“social” to business-as-usual in order to meet minimum regulatory standards is
insufficient for organisational sustainability. Business needs to embrace and embed
organisational sustainability in every aspect of their operations to gain competitive
advantage and achieve organisational sustainability. As advocated by the literature,
organisations need to embed multi-faceted dimensions of sustainable business
practices, such as Avery and Bergsteiner’s (2010, 2011a) Honeybee approach,
discussed below, in order to create and enhance organisational sustainability.

Due to the growing significance of this topic in the leadership context, various
leadership approaches to organisational sustainability are discussed in the following

section.
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2.3 Leadership Approaches and Organisational Sustainability

Various leadership approaches have been proposed to promote organisational
sustainability, extending far beyond a leader-centric orientation, dyadic leader-
follower relationship or a micro-view of leadership, and embracing a macro-level view
of organisational leadership. Stakeholder leadership, responsible leadership, ethical
leadership, “Sufficiency Economy” philosophy business practices and Sustainable
Leadership are macro-level leadership concepts often used in conjunction with
organisational sustainability in the literature. These approaches are summarised in

Table 2.3, and then discussed more fully.

Table 2.3 Summary of Leadership Approaches and Organisational Sustainability

Leadership Prominent Researchers Major Principles

Approach
Stakeholder theory (Freeman, 1984) provides
theoretical bases for leadership concepts for

Ford, 2005: Freeman, 1984; corporatfe sustainability, particularly stakeholder
leadership (Ford, 2005; Freeman, 1984; Freeman

Stakehol der- Freeman et al., 2004, 2005, .
et al., 2004, 2005, 2010) and responsible
based 2010; Karp, 2003; Maak & . )
. leadership (Karp, 2003; Maak & Pless, 2006).
Leadership Pless, 2006; Porter & Kramer, . .
’ . These concepts incorporate the importance of

2011; Schneider, 2002 . .
leadership, stakeholder management and triple
bottom line approaches to enhance
organisational sustainability.

Ethical leadership emphasises moral
management and ethical treatment to all

Brown & Trevino, 2006; stakeholders. It fundamentally involves leading

Ethical Ciulla, 2004; Resick, Hanges, | in a manner that respects the rights and dignity
Leadership Dickson, & Mitchelson, 2006; | of others (Ciulla, 2004). Research supports

Trevino et al., 2003 ethical leadership as a leadership approach for
organisational sustainability (Brown & Trevino,
2006; Trevino et al., 2003).

Introduced by His Majesty King Bhumibol
Adulyadej, “Sufficiency Economy” philosophy
Kantabutra. 2006. 2012¢ aims to create sustainability in Thailand.
’ ’ ’ Numerous studies (e.g. Kantabutra, 2010;
" . 2014; Kantabutra et al., 2010; . ;
Sufficiency . M Khunthongjan, 2009; Puntasen et al., 2003) have
Kantabutra & Siebenhiiner, . .
Economy" . . ’ been conducted to explore its application to
. 2011; Khunthongjan, 2009; L
Leadership . ensure balance and sustainability in many
. Piboolsravut, 2004; Puntasen, N . . L
Practices Do domains, including in business organisations.

Premchuen, & Keitdejpunya, ..

2003 Empirical research (Kantabutra et al., 2010,
2012c) supports the “Sufficiency Economy”
leadership practices as an approach for
sustainability in organisations.
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Table 2.3 Summary of Leadership Approaches and Organisational Sustainability
(Cont.)

SL offers a holistic approach to building
sustainable enterprises. It aims to balance
people, profits and the planet over the life of the
firm while enhancing humanistic management
Sustainable Avery, 2005; Avery & and striving for longevity of the organisation.
Leadership Bergsteiner, 2010, 2011a, b,c. | Researchers (Avery, 2005; Avery & Bergsteiner,
2010, 201 1a, b; Kantabutra, 2011, 2012a, b)
provide evidence that organisations adopting SL
principles enhance their organisational
performance and sustainability.

Source: Suparak Suriyankietkaew (Author)

2.3.1 Stakeholder-Based Leadership

Stakeholder-based leadership concepts promoting organisational sustainability
have been developed in the last decade, based on Freeman’s (1984), Freeman, Wicks,
& Parmar (2004) and Freeman et al’s (2010) stakeholder theory. Stakeholder
leadership (e.g Ford, 2005; Schneider, 2002) and responsible leadership (Freeman et
al, 2005; Hyatt, Schmieder-Ramirez, & Madjidi, 2010; Maak & Pless, 2006; Székely
& Knirsch, 2009) are emerging concepts that integrate stakeholder management and
the triple bottom line approaches to organisational sustainability. Stakeholder-based
leadership aims to create business values beyond economic gains by including social
and environmental responsibility in business practices. Porter and Kramer (2011)
support the stakeholder-based leadership approach by advocating that the purpose of
the corporation must be redefined to create shared value for stakeholders and society,
and not just for profit.

According to Freeman (1984, p.46), a stakeholder is “any group or individual
who can affect or is affected by the achievement of the organisation’s objective”.
Thus, stakeholders can include shareholders, investors, employees, customers,
business partners and suppliers, governments and regulators, communities, social
pressure groups (e.g. NGOs), the media and competitors (Preble, 2005; Wheeler &
Sillanpdd, 1997), as well as future generations. To achieve organisational

sustainability, stakeholder leadership suggests that organisations should develop
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positive relationships with their stakeholders (Graves & Waddock, 2000), while
balancing the organisation’s interests against those of relevant stakeholders (Kotter &
Heskett, 1992; Preble, 2005). Stakeholder leadership focuses on trust, communication,
collaboration, and stakeholder engagement (Ford, 2005), and helps predict leader
effectiveness in organisations (Schneider, 2002).

Linked to the stakeholder approach is the notion ofresponsible leadership. Due
to global vulnerability in social and economic conditions, numerous scholars (Freeman
et al,, 2005; Hyatt et al., 2010; Maak & Pless, 2006; SzEkely & Knirsch, 2009) have
called for responsible leadership. This concept proposes that companies are also
responsible to their workers, their local communities and the environment (Hyatt et al.,
2010). Responsible leadership extends beyond the TBL goal (Maak & Pless, 2006)
because responsible leaders take care of all relevant stakeholders based on ethical
values and trust, while mobilising and aligning people to achieve common objectives
through a meaningful shared vision (Maak & Pless, 2006). Managerial development
for responsible leadership needs to be at both the organisational and the individual
levels (Henry et al., 2009). Taking a long-term perspective, being flexible in change,
stakeholder focus, vision, values, ethics, caring for the environment and societal
responsibility are core practices of responsible leadership.

While stakeholder-based leadership approaches are growing in popularity, they
focus solely on stakeholder management and omit other leadership and management

dimensions in order to create organisational sustainability.

2.3.2 Ethical Leadership

Ethical leadership is often promoted as a key to demonstrating good
organisational governance, including non-business dimensions of ethicality. Ethics
provide the basis for leaders “doing the right thing”, and ethical behaviour protects a
firm’s brand and reputation, reduces risk to the organisation and therefore should be a
top priority on any leader’s agenda (e.g. Avery, 2005; Brown & Trevino, 2006; Ciulla,
2004; Resick et al, 2006; Hind et al., 2009). This kind of leadership emphasises the
moral management and ethical treatment of others (Brown & Trevino, 2006). Ethical

leadership fundamentally involves leading in a manner that respects the rights and

dignity of others (Ciulla, 2004).
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Resick and associates (2006) identify six key attributes of ethical leadership
that include integrity, ethical awareness, a community/people-orientation, motivation,
encouragement, and an empowering and ethical accountability. Ethical leaders strive
to be seen as honest, trustworthy, fair and principled decision-makers who care about
people and the broader society, and who behave properly in their personal and
professional lives (Brown & Trevino, 2006; Trevino et al., 2003). Empirical research
(e.g. Brown, Trevino, & Harrison, 2005) finds that ethical leadership is positively
related to trust in the leader, and predicts subordinate satisfaction with the leader and

perceived leader effectiveness. Ultimately, it aims for sustainability in organisations.

2.3.3 “Sufficiency Economy” Leadership Practices

In Thailand, the “Sufficiency Economy” philosophy (SEP), introduced by His
Majesty, King Bhumibol Adulyadej, is a growing approach to organisational
sustainability (Kantabutra, 2012c, 2014; Kantabutra et al, 2010). SEP underlines the
Buddhist “middle” path as the overriding principle for Thai people’s conduct and way
of life at the individual, family, business and community levels. Its framework
comprises three components (ie. moderation, reasonableness, and resilience, or a
requirement for a self-immunity system and two underlying conditions necessary to
achieve sufficiency, namely knowledge and morality (Piboolsravut, 2004).

Several studies (Kantabutra, 2012c, 2014; Kantabutra & Siebenhiiner, 2011;
Khunthongjan, 2009; Puntasen et al, 2003) have explored SEP’s application to
ensuring balance and sustainability in many domains, including in business
organisations. Adopting the philosophy as a research framework, Kantabutra and his
associates (2010) examined 302 business enterprises, and found 10 common practices
to be consistent with the SEP, as follows: (1) adopting a long-term perspective in
running an enterprise; (2) valuing and continuously developing employees; (3) a
concern for a wide range of stakeholders, including future society and generations; (4)
nurturing innovation throughout the entire organisation; (5) utilising resources
effectively and efficiently; (6) adopting and/or developing effective, inexpensive
technologies; (7) carefully and gradually expanding the business; (8) minimising risks
by diversifying products, markets and investment portfolios based on the core

competencies of the business; (9) sharing knowledge with others; and (10) developing
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an organisational culture with ethics, perseverance and diligence as core values. Based
on Avery’s (2005) three criteria for a sustainable enterprise (i.e. the ability to deliver
strong financial performance, the capacity to endure economic and social difficulties,
and the capacity to maintain a leadership position in relevant markets),
Kantabutra etal. (2010, 2012¢) concluded that organisations employing SEP
leadership practices are resilient and sustainable in the long run. Built on the previous
research, Kantabutra and Siebenhiiner (2011) further study relationships between
business practices and corporate sustainability performance outcomes among 112 Thai
business organizations, including 43 percent of SMEs, and identify five groups of
corporate sustainability predictors for sustainable enterprise, consisting of geosocial
development, broad stakeholder focus, perseverance, moderation and resilience. To
develop further, recent research by Kantabutra (2014) empirically examines
relationships between six corporate sustainability predictors (i.e. geosocial
development, perseverance, resilience, moderation, sharing and ethics) and three
sustainability performance outcomes (ie. strong performance, crisis endurance and
public benefits). His findings support SEP as an approach to corporate sustainability
since all predictors, except ethics, directly predict the outcomes in various degrees.

Overall, the literature endorses the importance of SEP for corporate sustainability.

2.3.4 Sustainable Leadership (SL)

SL. emphasises a holistic leadership approach to sustainability in an
organisation, and incorporates key aspects of the three preceding approaches. It has
extended beyond the popular notion of organisational sustainability that implies
altruism, charity work, or just being “green” (Avery & Bergsteiner, 2010, p.8). The
objective of SL is to balance people, profits and the planet, to promote longevity of the
firm through evidence-based management practices, thereby embracing a holistic
approach toward organisational sustainability (Avery & Bergsteiner, 2010, 201 1a).
Avery and Bergsteiner (2010) highlight the idea that “Sustainable Leadership helps an
organisation to endure over time and weather the inevitable storms that beset an
enterprise” (p. 7).

Originally, SL was grounded in the Rhineland model of capitalism (Albert,
1992, 1993; Avery, 2005) but has since expanded and been renamed the ‘Honeybee’
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business model (Avery & Bergsteiner, 2010, 201la) to remove geographic
connotations implied by the former name. Avery’s (2005) study of 28 case studies
from diverse regions of the world has led to an initial proposal of 19 SL practices:
CEO and top-team leadership, consensus decision-making, ethics, challenging
financial markets, strong systemic innovation, knowledge-sharing, long-term
perspective, promotion from within, strong organisational culture, strong people
priority, high quality, strong staff retention, highly-skilled workforce, strong social
responsibility, strong environmental responsibility, broad stakeholder focus, self-
governing teams, uncertainty and change considered as a process, plus cooperative
union-management relations. Building on that research, Avery and Bergsteiner (2010,
2011a) have expanded the model to 23 SL practices that underpin organisational
sustainability to create sustainable enterprises. Four additional SL practices (i.e. trust,
innovation, staff engagement and self-management) have been added in Avery and
Bergsteiner’s (2010, 2011a) latest SL model.

Numerous scholars from diverse countries (e.g Albert, 1992, 1993; Avery,
2005; Avery & Bergsteiner, 2010, 2011a, b; Handy, 2002; Harris & Twomey, 2008;
Kantabutra, 2006, 2011, 2012a, b, c; Ghoshal, 2005; Kemavuthanon & Duberley,
2009; Mintzberg, Simons, & Basu, 2002; Pioolsravut, 2004; Wong & Avery, 2008,
2009) are calling for an alternative approach to the prevailing short-term, shareholder-
value focused leadership model, known as the Anglo/US model of capitalism (Avery,
2005), or renamed the “Locust leadership” approach (Avery & Bergsteiner, 2010,
2011a). The evidence shows that Locust leadership principles do not lead to sustained
business success. Diametrically opposed to the Anglo/US model of capitalism,
Honeybee principles illustrate an alternative approach to promoting a long-term
stakeholder focus, and are what organisations worldwide increasingly now practise.

According to Avery and Bergsteiner (2010, 2011a), the Honeybee and Locust
approaches represent two diametrically-opposed philosophies for operating businesses,
going beyond the triple bottom line elements of financial, social and environmental
considerations. They differ considerably in terms of leadership and management
philosophy, and effect different outcomes for a firm. Each approach is discussed in

more detailbelow.
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2.3.4.1 Locust Leadership

The Locust approach stems from business practices originally promoted by the
Chicago School, which are now widely entrenched as “business-as-usual” in many
firms; it reflects a self-interested, tough, ruthless, asocial and profit-at-any-cost
business philosophy (Avery & Bergsteiner, 2010, 2011a). Dhir (2009) criticises the
fact that the ruthless self-interest of corporate leaders has been evident at
unprecedented levels in recent decades—scandals of several multinational
corporations (e.g. Enron, ABB, Arthur Andersen, Merrill Lynch)—due to a lack of top
management commitment to ethical practices. These are examples of Locust-based
companies. Locust leadership emphasises and encourages short-term gains and growth
to ensure that the enterprise and its shareholders are satisfied with quarterly results
(Ghoshal, 2005). Its philosophy is based on the idea that one’s own advantage can be
achieved only by making others suffer—a zero sum game (Bergsteiner &Avery,
2011). Organisations operating under the Locust philosophy do whatever is necessary
to obtain short-term results, irrespective of the interests of other stakeholders. The
Locust approach has been fostered by financial analysts, academics, journalists,
management consultants and many investors; however, many scholars (e.g. Albert,
1992, 1993; Avery, 2005; Avery & Bergsteiner, 2010, 2011a, b, ¢ d; Mintzberg et al.,
2002) have demonstrated that Locust leadership adversely affects organisations in the

long run.

2.3.4.2 Honeybee Leadership

In contrast to the Locust philosophy, Honeybee leadership creates long-term
profitability and enhances sustainability in organisations (Avery, 2005; Avery &
Bergsteiner, 2010, 2011a, b, c, d). It focuses on balancing benefits for all stakeholders,
not just shareholders, and includes a long-term orientation, continuous people
development, social and environmental responsibility and other sustainable practices,
as discussed further in subsequent sections of this thesis. Many scholars (e.g. Albert,
1992; Avery, 2005; Avery & Bergsteiner, 2010, 2011 a, b, c, d; Bennis & Nanus,
2003; Covey, 1999; Drucker, 1999; Handy, 2002 ; Kantabutra, 2006, 2011 a, b, 2012 a,
b; Wheatley, 2001) are strong advocates of individual Honeybee practices as the

strategic foundation of sustainable enterprises. Avery and Bergsteiner (2010, 2011a)
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have integrated these individual practices into the Honeybee model. According to the
World Business Council for Sustainable Development (WBCSD), Honeybee

leadership makes firms more competitive, more resilient, faster to respond and more
appealing to customers.

The literature emphasises that organisations can embrace Honeybee principles
by extending beyond self-interest to generate a proper balance between economic,
social and ecological objectives; developing leadership ability to ensure long-term
survival; fostering a strong social core to weather crises; and generating high
performance, competitive advantage and organisational sustainability (Avery, 2005;
Avery & Bergsteiner, 2010, 2011a, b, c). Research further shows that the long-term
Honeybee approach is generally more sustainable and high-performing than Locust
short-termism (Avery & Bergsteiner, 2010, 2011a, b, ¢, d; Kantabutra, 2011, 2012a, b;
Kantabutra & Avery, 2013; Kantabutra & Suriyankietkaew, 2013).

2.3.4.3 Conclusion

Overall, the SL or Honeybee approach helps organisations create enduring
value while enhancing their competitiveness. SL was adopted as the theoretical
framework for this thesis because it is holistic, and focuses on the strategic
multidimensional nature of sustainable principles, processes and values needed to
create long-term organisational performance and resilience/endurance for an
enterprise. It is thus a good grounding for creating organisational sustainability. In the
next section, different leadership approaches to creating organisational sustainability

are discussed critically, and their differences and similarities are examined.

2.3.5 Linking Leadership Approaches for Organisational
Sustainability to SL

As discussed previously, the above emerging leadership approaches are geared
for organisational sustainability. Although they emphasise different aspects, they also
have many similarities. Table 2.4 illustrates the links among the different leadership
approaches to SL, demonstrating that these leadership approaches encompass SL

characteristics to various extents.
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The stakeholder-based approach encompasses two major leadership concepts
(ie. Stakeholder Leadership and Responsible Leadership). Although both these
concepts are based on a stakeholder orientation and the TBL concept, each is linked to
SL slightly differently. As Table 2.4 shows, stakeholder-based leadership (SBL)
covers the following SL practices: Honeybee people management (i.e. continuous
people development, staff retention and amicable labour relations), CEO and top team
leadership, long-term orientation, social and environmental responsibility, consensual
decision-making, team orientation, knowledge sharing and retention, trust and staff
engagement. Responsible Leadership (RL) stresses the importance of SL practices
similar to those of SBL. However, RL broadens its scope to include care for all
relevant stakeholders through an ethical focus, understanding organisational change,
being independent of financial markets, and developing a shared vision and an
enabling culture.

Ethical Leadership (EL) highlights ethical conduct within organisations by
embracing the following SL practices: valuing employees, exhibiting ethical
behaviour, serving all stakeholders, and promoting consensual and devolved decision-
making and trust.

Last, “Sufficiency Economy” Leadership Practice (SELP) is an approach
highly consistent with SL principles, since its practices explicitly and implicitly match
all SL practices except self-management.

In conclusion, SL is a comprehensive leadership approach for fostering
organisational sustainability, which combines the core principles of the key leadership

practices proposed by other theorists into a single framework.
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Table 2.4 Linking Other Leadership Approaches to Organisational Sustainability

to Sustainable Leaders hip

Sustainable Leadership

Descriptions - SL (Honeybee) Philosophy
for Organisational Sustainability (Avery

Other Leadership
Approaches to

(SL) Practices . Organisational
& Bergsteiner, 2010) Sustainability
1. Developing people Develops everyone continuously STL, RL, SELP
2. Labour relations Seeks cooperation STL, RL, SELP
3. Retaining staff Values long tenure at all levels STL, SELP
4. Succession planning Promotes from within wherever possible SELP
5. Valuing staff Is concerned about employees’ welfare STL, RL, EL, SELP
6. CEO and top team CEO works as top team member or speaker | STL, RL, SELP
7. Ethical behaviour V];ﬁ’ll:g the right thing™ as an explicit core | oy 5y gy p
8. Long-term perspective Prefers the long-term over short-term profits STL, RL, SELP
and growth
9. Organisational change Change is an evolving and considered RL, SELP
process
10.' Flni{n cial market Seeks maximum independence from others RL, SELP
orientation
11. R esponsible for Protects the environment STL, RL, SELP
environment
12. Social responsibility Values people and the community STL, RL, SELP
13. Stakehol der Everyone matters RL, EL, SELP
consider ation
14. Y1510n s role in the Shared view of future is essential strategic RL, SELP
business tool

15. Decision-making

Is consensual and devolved

STL, RL, EL, SELP

16. Self-manage ment

Staff are mostly self-managing

17. Team orientation Teams are extensive and empowered STL, RL, SELP

18. Culture Fosters an enabling, widely shared culture RL, SELP

19. Kl}owledge sharing and Spreads throughout the organisation STL, RL, SELP
retention

20. Trust High trust through relationships and STL, RL, EL, SELP

goodwill

Strong, systematic, strategic innovation

21. Innovation evident at all levels SELP

22. Staff engagement Value§ emotlonglly committed staffand the STL, RL, SELP
resulting commitment

23. Quality Is embedded in the culture SELP

Legend: STL = Stakeholder Leadership, RL = Responsible Leadership, EL = Ethical Leadership, SELP =

"Sufficiency Economy" Leadership Practices
Source: Suparak Suriyankietkaew (Author) - adapted from Avery & Bergsteiner (2010, p. 36-37)
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2.3.6 Summary

The foregoing discussion highlights the fact that the predominant macro-level
leadership theories in the organisational sustainability area share many similar
characteristics. Stakeholder-based leadership theories call for leadership acts of
stakeholder relationship management and the TBL approach for social responsibility.
Ethical leadership underlines ethical business standards in leadership, whereas
“Sufficiency Economy” leadership practices encompass the Buddhist middle path in
promoting sustainable development. While these different leadership concepts focus
on various aspects of leadership and sustainability, SL encompasses much of what the
other approaches argue for within a coherent framework. SL is thus an integrative
approach that extends beyond these alternative leadership concepts and various
sustainability concepts or tools (e.g. TBL, CSR and CR). For these reasons, the
holistic SL (Honeybee) model is selected as an appropriate underlying framework for
this thesis. Details of the SL model and each ofthe Honeybee practices are discussed

next.

2.4 Sustainable Leadership (SL) Practices

Using the literature, this section describes the importance of each of the SL
(Honeybee) practices that drive sustainable enterprises.

Avery and Bergsteiner (2010, 2011a) identify 23 Honeybee practices
underlying the SL framework that underpin organisational sustainability as described
in Chapter 1. Note that the practices are derived from academic research as well as
practice. Most existing leadership research is currently limited by piecemeal variables,
rather than developing constellations of leadership behaviours that reflect the
complexity of organisational leadership (Boal & Hooijberg, 2001). There is therefore a
need to examine multiple sustainable practices in a holistic approach, as offered by the
SL model.

Supported by the writings of numerous leadership scholars and derived from
many studies (e.g Albert, 1992, 1993; Bennis & Nanus, 2003 ; Drucker, 1999; Hamel
& Vallikangas, 2003 ; Hamel & Breen, 2007; Kantabutra, 2011, 2012a, b), SL provides
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an integrative leadership framework for creating organisational sustainability. In
addition, research demonstrates relationships between diverse SL practices and various
business performances in the Thai context. For example, Pongpearchan and
Ussahawanitchakit (2011) indicate partially significant relationships between Thai
SME visions for sustainable growth and competitive learning ability, market culture
implementations, strategic entrepreneurship, management competency, business
practice effectiveness, value creation excellence, operational innovation efficiency,
strategic advantage, corporate profitability and firm success. Yasamorn and
Ussahawanitchakit (2011) indicate the importance of strategic co llaborative ability and
valuable knowledge competency, outstanding innovation creativity, visions for inter-
firm operations, business growth and organisational sustainability in Thai tourism
business. An empirical study also highlights the fact that CSR has a significant effect
on brand image, organisational reputation, stakeholder acceptance, firm
competitiveness, business success and corporate sustainability (Prasertsang,
Ussahawanitchakit, & Jhundra-Indra, 2012). Individual Honeybee practices are

discussed next.

2.4.1 Continuous People Development

Various researchers (e.g Bassi, Frauenheim, McMurrer & Costello, 2011;
Draper, 2006; Ford, 2005; Higgs, 2003; Kantabutra & Avery, 2013; Maak & Pless,
2006) have found continuous employee development central to sustainable enterprises.
Modern leadership needs to continuously increase employee capabilities and enable its
talent (Higgs, 2003), thereby helping to ensure organisational sustainability (Ford,
2005; Maak & Pless, 2006). Sustainable organisations value their skilled workforce
and human resources, and invest heavily in training and developing their workforce at
all levels, from technical skills to interpersonal and management skills (Adamson &
Andrew, 2007). Empirical study indicates that continuous employee development is
associated with employee satisfaction (Suriyankietkaew & Avery, 2014a). Continuous
people development also benefits organisations in several ways, including through
increased productivity, profits, share price and shareholder value (Aguinis & Kraiger,
2009; Becker, Huselid, Pickus, & Spratt, 1997; Jacobs & Washington, 2003). It also
links with stakeholder satisfaction (Suriyankietkaew & Avery, 2014b). Moreover,



Suparak Suriyankietkae w Literature Review / 43

research shows that companies that heavily invest in training and developing their

employees outperform those on the Standard & Poor’s stock index (Bassietal, 2011).

2.4.2 Amicable Labour Relations

Close collaboration between management and the representatives of labour,
such as unions, is highly valued by sustainable organisations. To promote sustainable
organisations, leaders need to have good cooperation and relations with the unions
since labour forms part of the stakeholder spectrum (Albert, 1992, 1993; Avery 2005;
Avery & Bergsteiner, 2010, 2011a, b). This is based on the principle of joint
management while promoting participative management among employees (Danford,
Richardson, Stewart, Tailby, & Upchurch, 2005). Having a cooperative union-
management relationship that collaborates on necessary change and other initiatives
can benefit organisations and their long-term organisational sustainability (Avery &
Bergsteiner, 2010, 2011a, b). Research indicates that amicable labour relations are
linked to various SL elements, such as job satisfaction and productivity (Danford et
al, 2005; Gittel, Von Nordenflycht, & Kochan, 2004), innovation (Michie &
Sheehan-Quinn, 2001), and overall reputation and enhanced company performance
(Carmeli & Tishler, 2004; Martinez & Norman, 2004). More recent empirical studies
reveal that amicable labour relations positively predict enhanced stakeholder

satisfaction (Suriyankietkaew & Avery, 2014b).

2.4.3 Long-term Staff Retention

Long-term staff retention influences organisational effectiveness, because more
experienced employees can draw on a greater knowledge of organisational and
customer goals (Schneider & Bowen, 1985). Sustainable organisations try to retain
their people even in difficult times; layoffs for short-term profit are strongly avoided
(Avery & Bergsteiner, 2010, 2011a, b, ¢). To sustain competitive advantage, long-term
staff retention is crucial since it helps organisations retain essential skills, knowledge
and expertise (Bender & Fish, 2000; Kantabutra & Suriyankietkaew, 2013).
Sustainable enterprises usually experience low staft turnover and fluctuation, which in
turn reflects positively on their profitability by saving recruitment and other costs

when employees leave, and also contributes to enhanced employee satisfaction
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(Kantabutra & Avery, 2013; Kantabutra, 2011; Suriyankietkaew & Avery, 2014a).
Another benefit is that long-term staff retention is associated with higher productivity
(Ichniowski, Shaw, & Prennushi, 1997; Pfau & Cohen, 2003) and cost savings
(Cascio, 2002; D’Souza et al, 2005). Empirical research shows that long-term staff
retention is a positive predictor of stakeholder satisfaction (Suriyankietkaew & Avery,
2014b). Overall, retaining well-trained and loyal staff benefits organisational
performance (Avery & Bergsteiner, 2010, 2011a; Jing, Avery, & Bergsteiner, 2011,
2014b). Consequently, organisations with long-term staff retention tend to outperform

their competitors and gain competitive advantage.

2.4.4 Internal Succession Planning

Sustainable enterprises prefer to develop their managers from within the
organisation (Avery, 2005; Avery & Bergsteiner, 2010, 2011a). By developing,
promoting and carefully selecting managerial talent from inside the firm, companies
can enjoy continuity of quality leadership (Collins & Porras, 1994). Succession
planning may reduce the organisational turbulence associated with leadership change
(Cannella & Lubatkin, 1993). Through internal succession planning, sustainable
organisations can preserve their core organisational values, retain a strong and
consistent culture and focus on long-term planning and achievement of targets (Avery
& Bergsteiner, 2010, 2011a). Effective internal succession planning and talent
management can enhance employee engagement, and leverage competitive advantage
(Bhatnagar, 2004, 2007; Glen, 2006). An empirical study found that internal
succession planning is positively linked to employee satisfaction (Suriyankictkaew &
Avery, 2014a). Additionally, succession planning is associated with the increased
motivation, productivity and loyalty of employees, which in turn leads to
organisational performance (Bolton & Roy, 2004). Research indicates that internal
succession planning is linked to firm performance and profitability (El-chaarani, 2013;
Kim, 2012; Zajac, 1990), and that organisations with high-quality leadership
development and succession management programmes are in turn associated with

higher performance (Bernthal & Wellins, 2006).
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2.4.5 Valuing staff

Sustainable enterprises care for their people; they value employees particularly
for the advantage they provide (Avery & Bergsteiner, 2010, 2011a, b, ¢). In Honeybee
enterprises, people are valued as assets, not regarded as costs. These enterprises
provide their employees with employment security, share information, and engage in
employee participation and empowerment, self-managing teamwork, and multi-
skilling and training of staff across different activities (Sosik, 2005). Valuing staff
through employee empowerment is necessary to enhance organisational effectiveness
and success, especially during reengineering or process improvement programmes
(Lok, Hung, Walsh, Wang, & Crawford, 2005). Focusing on employee needs and
benefits, as well as on work-life balance, is integral to SL (Avery, 2005), and
sustainable companies provide their employees with benefits and recognition. Paying
high wages, incentives, and employee profit-sharing and ownership can also enhance a
firm’s performance (Allen & Hecht, 2004; DeVaro, 2006; Power & Waddell, 2004).
Studies consistently demonstrate that people investment improves the bottom line
(Sorensen, 2002). An organisation that values employees outperforms its counterparts
(Kantabutra & Suriyankietkaew, 2013). A recent study found that valuing employees
has a positive association with employee satisfaction (Suriyankietkaew & Avery,
2014a). Thus, caring for people benefits organisations, increases employee satisfaction
and productivity, enhances financial performance, and thus leads to organisational

sustainability.

2.4.6 CEO and Top-Team Leaders hip

The CEO as a member of the top team rather than as a heroic leader often
characterises leadership in sustainable enterprises. Team leadership has become
essential as organisations deal with increased complexity (Manz, Pearce, & Sims,
2009), in particularly top-team leadership (Escriba-Esteve, Sanchez-Peinada &
Sanchez-Peinada, 2009; Lubatkin, Ling, & Veiga, 2006). Sustainable enterprises tend
to de-emphasise the role ofa single top person, focusing more on the top team leading
the management group (Albert, 1992, 1993; Avery, 2005). Here the CEO acts as the
speaker for senior management rather than as “the boss”. Team leadership at the top

ensures continuity of organisational strategy, decision-making and culture when
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executives leave (Avery & Bergsteiner, 2011a). Research (Ensley et al., 2006;
Peterson, Martorana, Smith, & Owens, 2003) demonstrates that shared leadership of
the top management team is important for organisational performance, and that top

team management is in turn positively related to organisational performance.

2.4.7 Ethics

Business ethics is essential for modern organisations (Dhir, 2013). Business
ethics deal with ethical issues and the morality of business decisions; corporate ethical
behaviours begin with top management (Razaee, 2009). Ethical and transparent
organisational governance provides an essential foundation for organisational
sustainability, demanding that leadership principles be based on ethics and moral
principles (Kemavuthanon & Duberley, 2009). Ethics is the key to demonstrating good
leadership, and forms a core value of sustainable enterprises (Avery, 2005; Avery &
Bergsteiner, 2010, 201 1a). Ethical standards are the basis for leaders to “do the right
thing” (Allio, 2009). Ethical behaviour is essential in leadership and for effectiveness
(Hassan, Mahsud, Yukl, & Prussia, 2013). Ethical leaders oversee and ensure that
technical skills are used properly, and generally provide a form of risk management
that can protect and enhance a firm’s reputation (Avery, 2005). Balancing long-term
strategy against short-term growth in earnings and maintaining a clear path to moving
for the firm’s vision require ethical business practices (Henry, et al., 2009; Maak &
Pless, 2006), which then enhance business performance and competitive advantage
(Buckley et al., 2001; Dose & Klimoski, 1995). Studies show that ethical behaviour
enhances employee satisfaction (Koh & Boo, 2001; Koonmee, Singhapakdi, Virakul,
& Lee, 2010; Valentine & Fleischman, 2008). Ethics is also linked to a firm’s financial
performance (Chun, Choi, & Kim, 2013). Ethical firms perform better financially than
their less ethical competitors (Lamsa & Pucetaite, 2006), and better ethics and
organisational governance are highly correlated with better operating performance and

market valuation (Klapper & Love, 2004; Renneboog, Horst, & Zhang, 2008).

2.4.8 Long-Term Perspective
Scholars are urging organisations to look to the long term for sustainable

growth and calling for an essential shift from a short-term to a long-term perspective
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(Bennis & Nanus, 2003). A long-term perspective anchors all aspects of sustainable
organisations, from long-term CEO tenure, investment in innovation and R&D,
knowledge management, employee recruitment, development and retention, as well as
strategic thinking (Avery, 2005). Sustainable and prosperous organisations focus on
long-term strategies such as stakeholder-oriented relationships, and on long-term
investments in their employees and in technologies (Avery & Bergsteiner, 2010,
2011a, b). The literature shows that highly successful organisations adopt long-term
perspectives for identifying, developing and managing high-potential employees or
talent through succession planning, vision and staff engagement (Kur & Bunning,
2002). Empirical studies (e.g. Suriyankietkaew & Avery, 2014a, b) found long-term
orientation to be positively linked to the satisfaction of employees and stakeholders in
firms. Companies that emphasise the long-term outstrip those that are bound to the
short term (e.g. Kantabutra, 2012a; Kantabutra & Avery, 2013; Kantabutra &
Suriyankietkaew, 2013; Sethi, 2002).

2.4.9 Considered Organisational Change

Today’s business is faced with globalisation, complexity and rapid change.
Change is generally a considered process in sustainable organisations, rather than an
ad hoc event (Avery, 2005). Change management is crucial to any organisation in
order to survive and succeed in today’s highly competitive and dynamic business
environment (Todnem, 2005); it is a part of organisational strategy (Burnes, 2004).
Pearse (2010) emphasises that resistance to change, or organisational inertia, occurs at
different levels of organisations. Hence, social capital dimensions relating to leaders
and organisational members need to be considered when managing changes. In
sustainable enterprises, major change is carefully planned to ensure new processes and
behaviours are compatible with the existing system (Avery & Bergsteiner, 2010,
2011a). Organisations need to promote change and continuous innovation, recognising
them as opportunities and not as threats (Drucker, 1999). According to Overholt,
Dennis, Lee, Morrison, and Vickers (2007), change is an opportunity, and everyone in
an organisation needs to have adaptive capacities for agility and organisational
resilience. Previous empirical research has found that change management affects

corporate performance—firms with above average business change effectiveness
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perform significantly better than those that are below average on business change
effectiveness (Guimaraes & Armstrong, 1998). Companies with high adaptive
capacities can drive other organisations to perform better in the future (Overholt et al.,
2007). The literature also suggests that systematic and considered changes can have
positive effects on organisations (Collin, 2001b; Haveman, 1992; Wezel & Saka-
Helmhout, 2006). In addition, a more recent study shows that organisational change
management is a strong predictor of employee satisfaction (Suriyankietkaew & Avery,

2014a).

2.4.10 Financial Market Independence

The independence from financial markets or other outside influences, such as
ministerial interference in government departments, or demands from banks and other
lenders to SMEs, is a core value for sustainable companies. Listed sustainable
organisations prefer to remain independent of outside interference or influence in order
to make their own decisions and retain their own control over how to grow, not
depending on analysts, investors or market speculation to guide decisions (Avery,
2005). Sustainable companies balance the demands of the share markets and other
relevant outsiders with their own sustainability scenarios (Avery & Bergsteiner, 2010,
2011a). One of the most important tasks ahead of top management will be to balance
the conflicting demands being made on business with the need for both short-term and
long-term results and with various stakeholders (Drucker, 1999). The decisions of
leaders significantly impact the value of organisations (Rehman & Shah, 2013).
Performance pressures from the market to protect the interests of shareholders for
wealth maximisation could impair decisions made by management (Abels & Martelli,
2012). Some scholars (e.g. Avery & Bergsteiner, 2010, 2011a; Nelson, 2005) suggest
that financial markets damage organisational performance through short-term practices
that aim to increase shareholder value in the shortest time without care for long-term
considerations or for addressing the needs of multiple stakeholders. Sustainable
enterprises resist such external pressures that may harm the business. In addition,
research reports that board independence has a significantly positive impact on
market-based performance (Rehman & Shah, 2013). Various studies also suggest that

independence from the market of organisational leaders, directors or board of directors
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positively affects firm performance (Bonn, 2004; Bonn, Yoshikawa & Phan, 2004;
Choi, Park, & Yoo, 2007; Mura, 2007; Schmid & Zimmermann, 2008) and that an

independent board produces superior results (Singhchawla, Evans, & Evans, 2011).

2.4.11 Environmental Responsibility

Environmental responsibility is central to sustainable organisations. Since
every creature is a part of the environment and is entitled to a share of clean air, water,
other natural resources and a healthy environment, a call for greater responsibility for
the environment comes from many stakeholders (Avery & Bergsteiner, 2010, 2011a).
Environmental care is a form of risk management, damage control, public relations
and brand protection (Avery & Bergsteiner, 2010, 201la). Environmental
responsibility becomes a worldwide concern and vital for businesses (Ambec &
Lanoie, 2008; Uecker-Mercado & Walker, 2012). Environmental responsibility plays a
pivotal role in financial performance and helps save costs in the long run (Avery &
Bergsteiner, 2010, 2011a; Von Paumgarten, 2003;). Research shows that strong
environmental management can improve perceived future financial performance
(Hubbard, 2009; Klassen & McLaughlin, 1996; Siegel, 2009), and other researchers
(e.g. Darnall, Henriques, & Sadorsky, 2008; Rodriguez & Cruz, 2007) report a
positive relationship between proactively caring for the environment and business
performance more generally. The literature also stresses that leadership is an important
factor in environmental responsibility (Gibson, 2012). Generally, aspects of
environmental responsibility and sustainability need to be integrated with business
management, and in turn affect economic and environmental performance (Wagner,

2007, 2011).

2.4.12 Social Responsibility (Corporate Social Responsibility or CSR)

Social responsibility is important to sustainable organisations. Many scholars
(Karp, 2003; Mintzberg et al., 2002; Morsing & Perrini, 2009; Peattie & Morley,
2008; Porter & Kramer, 2006; Spence, 2007) have strongly advocated social
responsibility principles as part of organisational sustainability. Henry and associates

(2009) emphasise that every corporation should have a mission and vision that are
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socially oriented in order to anchor the organisation on something larger than mere
economic profits. This is part of the process of building and sustaining consumer
loyalty and confidence, market trust, brand and reputation and employer-of-choice
status. Firms can undertake CSR activities as part of their social responsibility
(Jenkins, 2006; Morsing & Perrini, 2009; Spence, 2007). CSR enhances competitive
advantage and business sustainability through stakeholder support, and maintaining a
favourable reputation (Porter & Kramer, 2006). Cumulative effects of CSR on a firm’s
financial performance are positive and strengthen over time, and the results provide
support for long-term CSR as positive for a firm's stockholders as well as other
stakeholders (Peters & Mullen, 2009). Investors are increasingly ready to pay a
premium for companies that manage relations with shareholders, clients and suppliers
well (Van de Velde, Vermeir & Corten, 2005). Research suggests that corporations
focusing on CSR tend to perform well (e.g. Campbell, 2007; Jenkins, 2006). CSR also
has a significant effect on brand image, organisational reputation, stakeholder
acceptance, firm competitiveness, business success and corporate sustainability
(Prasertsang et al, 2012). Firms engaging in social responsibility activities benefit
from cost reduction, competitive advantage, enhanced reputation and legitimacy and
win-win outcomes (Kurucz, Colbert, & Wheeler, 2008). Various studies have also
found that social responsibility enhances performance in firms (Ameer & Othman,
2012; Madsen & Bingham, 2014; Lu, Wang, & Lee, 2013) and tends to increase a
firm’s value (Bénabou & Tirole 2010; Moser & Martin, 2012).

2.4.13 Stakeholder Approach

Developing long-term relationships with stakeholders enhances organisational
sustainability in various ways. Sustainable organisations commit to long-term
relationships with multiple stakeholders—including individuals, employees, the local
community, society and even future generations. The literature highlights the
importance of stakeholders under increased globalisation, changes in market and
government regulations; social movement from unions, NGOs, the widespread power
of social media; and the influence of other practices (Campbell, 2007). Enterprises
need to take care of groups beyond those inside the organisations themselves by caring

for neighbours, community and society, and leadership needs to be visible in caring for
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both internal and external stakeholders (Kemavuthanon & Duberley, 2009).
Leadership and top management executives influence stakeholder orientation in firms
(Crilly & Sloan, 2012). Importantly, engaging stakeholders together with alignment of
key internal factors (e.g. human capital/talent, technology, culture, leadership and
processes) enhances sustainability in firms (Rhodes, Bergstrom, Lok, & Cheng, 2010).
In addition, this SL practice links with the emerging field of Sustainable Human
Resource Management (SHRM), linking HRM with sustainability, due to its focus on
stakeholders (Mariappanadar, 2003). Research indicates that considering multiple
stakeholders enhances organisational performance (Berman et al., 1999; Chung-Leung
et al, 2005), financial performance (Harrison & Wicks, 2013) and competitiveness
(Harrison, Bosse, & Phillips, 2010) as well as increasing a firm’s reputation and
profitability (Martinez & Norman, 2004). Focusing on stakeholders provides value
that extends beyond economic benefits (Harrison & Wicks, 2013). Research highlights
the fact that stakeholder orientation enhances competitive advantages and
organisational sustainability (Harrison et al, 2010; Ninlaphay, Ussahawanitchakit, &
Boonlua, 2012).

2.4.14 Strong and Shared Vision

Strong and shared vision is an important practice for organisational
sustainability. Many scholars (e.g. Bergsteiner & Avery, 2007; Chambers, Drysdale, &
Hughes, 2010; Jing, 2012; Kantabutra, 2006, 2010; Kantabutra & Avery, 2006, 2010)
emphasise that a powerful and shared vision provides a sense of an organisation’s
direction. Kantabutra’s (2011, 2012a, b) studies indicate that a strong and shared
vision is essential in driving corporate performance and sustainability in Thai firms.
Research findings (e.g. Bass, 1985; Baum, Locke, & Kirkpatrick, 1998; Jing et al.,
2014a; Kantabutra & Avery, 2006, 2010; Senge, 1990) demonstrate that a strong,
shared vision between leaders and followers is a key to high performance, including
improving team processes and performance (Day et al., 2006; Pearce & Ensley, 2004);
and can lead to exceeding customer expectations and increasing customer satisfaction
(Kantabutra, 2006, 2009). Empirical research also reports that a strong, shared vision
is a key predictor of enhanced stakeholder satisfaction (Suriyankietkaew & Avery,

2014b). An effective, impactful vision shared among emotionally committed followers
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enhances both customer and staff satisfaction and can have a positive impact on
organisational performance (Jing et al., 2014a; Kantabutra, 2006, 2009; Kantabutra &
Avery, 2006, 2010; Kantabutra & Rungruang, 2013).

2.4.15 Devolved and Consensual Decision-M aking

Devolving decision-making to the lowest feasible level in an organisation, and
promoting consensual decision-making are characteristics of sustainable enterprises. In
the literature, consensual decision-making is a highly preferable approach in which
decision-making authority is devolved and shared across members (Avery, 2005;
Carson et al., 2007; Pearce, Conger, & Lock, 2008). This promotes voluntary and
deeper commitment and greater understanding of organisational challenges or goals
(Locke & Latham, 1990). Research notes that devolved and consensual decision-
making has an implication for leadership development (Chocqueel-Mangan, 2010).
Devolved and consensual decision-making enhances the quality and collaborative
acceptance of a decision and is strongly associated with good financial and operational
outcomes, such as profit and rapid implementation (Avery & Bergsteiner, 2010,
2011a). Empirical research reports that employee participation in decision-making
contributes to performance effectiveness and productivity improvement (Kirkman &
Rosen, 1999), increases employee satisfaction (Suriyankietkaew & Avery, 2014a),
organisational commitment (Scott-Ladd, Travaglione, & Marshall, 2004), and
performance in firms (Kantabutra & Avery, 2011).

2.4.16 Self-M anagement

Self-managing employees also contribute to organisational sustainability.
Modern organisations increasingly depend on individual employee self-management
(Houghton & Yoho, 2005; Manz & Neck, 2004; Manz et al., 2009; Pearce & Conger,
2003). Sustainable enterprises prefer self-managing employees who are empowered to
assess problems, set goals, pursue those goals and reward or sanction themselves for
their successes or shortcomings (Avery 2005; Avery & Bergsteiner, 2010, 201 1a).
Self-management can reduce absenteeism, improve job performance, self-efficacy and

self-directed team success (Frayne & Geringer, 2000; Stewart, Carson, & Cardy,
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1996). Empirical research shows that self-management is positively related to team
performance outcomes and in turn enhanced organisational effectiveness (e.g. Manz &
Neck, 2004; Manz et al., 2009; Politis, 2006). Avery and Bergsteiner’s (2010, 2011a)
research shows that self-management in organisations decreases the need for
supervisors, directly enhances financial performance and long-term shareholder value,

and indirectly increases brand reputation and customer satisfaction.

2.4.17 Team Orientation

Complexities in the business environment and rapid changes in global markets
and the knowledge era have increasingly led organisations to adopt a team orientation.
Sustainable enterprises rely on teamwork with competent staff members who
collaborate and share leadership and other responsibilities (Avery, 2005; Avery &
Bergsteiner, 2010, 2011a). Teamwork in organisations is crucial for business success
and competitive advantage (Power & Waddell, 2004; Yukl & Becker, 2006; Zander &
Butler, 2010). Teams yield greater flexibility and faster responses to complex changes
than many individuals can undertake (Avery & Bergsteiner, 2010, 201 1a).
Collaboration enables individuals to work together and integrate their diverse
knowledge and skills to deal with the strategic and operational challenges confronting
their organisations (Gupta, Huang, & Niranjan, 2010). Additionally, Sohmen (2013)
indicates that leadership can lead to optimal team performance. Teamwork has been
found to be positively associated with decreased employee turnover (Cohen, Chang, &
Ledford, 1997; Corderey, Mueller, & Smith, 1991). The literature reports that
teamwork leads to positive performance outcomes, including increased job
satisfaction, organisational commitment and profitability (Carmeli & Schaubroeck,
2006; Stander & Rothmann, 2009). Teamwork in organisations has a significant
relationship with both performance outcomes and staff attitudes, and is related to
overall organisational effectiveness (Richter, Dawson, & West, 2011). Teamwork also

drives high performance in organisations (Australian Industry Group, 2012).
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2.4.18 Enabling Culture

Sustainable enterprises foster strong, enabling organisational cultures. For a
business to be sustainable, leaders must nurture a culture that ensures sustainable
strategies are well executed (Wong & Avery, 2009). Leadership behaviours have a
profound impact on enabling, collaborative organisational cultures (Swearingen, 2009;
Tsui et al., 2006; Yang, 2007). Leaders also need to establish effective abilities and
create a culture that embraces open-learning and innovation in organisations (Pearse,
2009). Such strong, enabling cultures within an organisation can lead some employees
to refer to it as a “special place to work™ (Avery, 2005; Collins & Porras, 1994). An
enabling culture and set of shared values affect work attitudes and performance by
enhancing personal effectiveness, company loyalty, ethical behaviours, working hard,
caring and fostering teamwork (Sarros, Butchatsky, & Santora, 1996). Boonpattarakan
(2012) highlights that organisational success is strongly enhanced by an organisational
culture that enables employees to take initiatives and make decisions, as well as
fostering constant learning and knowledge acquisition and management. Tsai (2011)
confirms that an enabling culture within organisations is very important, playing a
strong role in enabling a happy and healthy environment for employees to work.
According to literature reports, organisational performance is dependent on a strong
enabling culture (Collins & Porras, 1994; Denison, 1990; Kotter & Heskett, 1992).
Building a strong enabling culture can affect brand performance and enhance
competitive advantage in firms (Huang & Tsai, 2013). Importantly, an enabling
culture promotes a good workplace environment and relationships between the
leadership and employees, as well as contributing to positive team communication and
collaboration, thereby enhancing job satisfaction (Jacobs & Roodt, 2008; Tsai, 2011;
Tsui et al, 2006). Research indicates that an enabling service culture affects
performance in Thai hotels (Ooncharoen & Ussahawanitchakit, 2008). Fostering an
enabling culture and shared values is also associated with enhanced high performance
(Balthazard, Cooke, & Potter, 2006; Eccles et al., 2012; Joyce & Slocum, 2012;
Nohria & Ghoshal, 1994; Wong & Avery, 2009) and positively affects customer
perceptions of a brand (Yaniv & Farkas, 2005), thereby contributing to organisational

sustainability.
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2.4.19 Knowledge Retention and Sharing

Sustainable enterprises strongly encourage knowledge retention and sharing, as
well as striving to become learning organisations (Avery & Bergsteiner, 2010, 2011a,
b, ¢). Sharing and managing knowledge enhances cooperation and learning capability.
Research underlines that organisational learning capability is necessary to sustain
competitive advantage and enhance competitiveness in firms (Ussahawanitchakit,
2008). The literature highlights that good leadership supports knowledge sharing
(Carmeli, Gelbard, & Reiter-Palmon, 2013). Enterprises gain many advantages from
sharing and retaining the knowledge, skills and expertise of their employees,
customers and suppliers (Carmeli et al, 2013). The literature highlights that
knowledge sharing and transferring improves employee performance (Carmeli et al.,
2013) and performance outcomes (Mciver, Lengnick-Hall, Lengnick-Hall, &
Ramachandran, 2013; Rhodes, Hung, Lok, Lien, & Wu, 2008). Research shows that
knowledge sharing 1is positively associated with employee satisfaction and
performance (Kohansal, Alimoradi, & Bohloul, 2013). Knowledge management leads
to better organisational performance (Choi & Lee, 2003; Hsu, 2008; Kalling, 2003)
and enhances competitive advantage (Clarke & Turner, 2004; Gjurovij, 2013;
Salazar, Hackney, & Howells, 2003). A study indicates that team knowledge
management enhances team creativity and financial performance (Sung & Choi,
2012). Emprirical research (Berawi, 2004; Tanriverdi, 2005; Zack, McKeen, & Singh,
2009) links knowledge management directly to financial performance, as well as to

non- financial measures such as quality, innovation and productivity.

2.4.20 Trust

Sustainable organisations embrace trust in multiple forms. Trust is one’s
confidence in another that “the other behaves or responds in a predictable and mutually
acceptable manner” (Sako, 1992, p.37). Behaviour based on goodwill and
“obligational contractual relationships” (Sako, 1992) is more flexible, agile and
adaptive than compliance enforced by formal policies and procedures (McLain &
Hackman, 1999). Trust creates positive reciprocal relationships between leaders and
therr staff (Kemavuthanon & Duberley, 2009) and provides less friction in

organisational relations (Clegg, 1997). Research indicates that a trust culture among
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employees benefits firms in several ways, by enhancing tacit knowledge transfer and
improving organisational innovation (Rhodes et al, 2008). Organisations that work on
trust and respect do not need as many rules and procedures to control their people
(Bergsteiner, 2012). Importantly, trust in leadership is vital for employee performance
(Sharkie, 2009). Sharing information with employees about how companies are
performing financially also indicates trust (Avery & Bergsteiner, 2014). Management
and employees can effectively improve organisational performance when trusting each
other (Avery & Bergsteiner, 2014; Dirks & Ferrin, 2002). Research indicates that a
high level of trust results in higher organisational financial performance and job
satisfaction (Casimir, Waldman, Bartram, & Yang, 2006; Dirks & Ferrin, 2002; Jing et
al, 2014b).

2.4.21 Strategic, Systemic Innovation

Innovation is a tool that drives organisational sustainability. Systemic
innovation in product, service, process and management is core to sustainable
organisations (SzEekely & Knirsch, 2009). Importantly, innovation is a key to revival
and success in organisations (Slater, Mohr, & Sengupta, 2014). Ramus (2001)
highlights the importance of innovation as the heart of transformation into a
sustainable enterprise. Sustainable firms foster both incremental innovation from
process and management improvement, and radical innovation through R&D while
encouraging new ideas at all levels of the organisation (Hamel, 2006). Research
suggests that incremental innovation through continuous improvement is one of the
key factors for organisations (Boonpattarakan, 2012). High-performance firms (e.g
IBM, Apple, Atlas Copco, Bendigo Bank) systematically innovate to add value to
their businesses while continually providing new solutions for their customers and
markets (Avery & Bergsteiner, 2010, 2011a). A meta-analysis provides evidence that
innovativeness enhances firm value (Rubera & Kirca, 2012). Innovation encourages
employee empowerment, and increases trust and commitment to the organisation
(Latting et al., 2004). Various studies provide evidence that innovation leads to better
organisational performance (e.g. Nunta, Ooncharoen, & Jadesadalug, 2012; Tellis,
Prabhu, & Chandy, 2009; Tsai, 2001; Verhees & Meulenberg, 2004) and that it is a

strong predictor of financial performance (Tellis et al., 2009). Moreover, innovation is
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linked to customer satisfaction, competitive advantage and brand and reputation
(Bhaskaran, 2006; Muller & Penin, 2006; Tontini, 2007). Moreover, service
innovations satisfy customers and improve firm values (Dotzel, Shankar, & Berry,
2013); they also enhance customer engagement and retention (Nanda, Kuruvilla, &
Murty, 2013). In addition, radical product innovations offer customer benefits, cost-
savings, or an ability to create new businesses, thereby leading to superior
organisational performance (Slater et al., 2014). Importantly, leadership is found to
affect creativity and innovation in firms (Shanker, Bhanugopan, & Fish, 2012).

2.4.22 Staff Engagement

Sustainable enterprises strive to engage their staff emotionally with the
workplace (Avery & Bergsteiner, 2010, 2011a, b). Zhang, Avery, Bergsteiner, and
More (2014) indicate that leadership is important for driving engagement. Staff
engagement is essential for organisational success (Macey & Schneider, 2008). It
affects staff motivation and satisfaction, staft loyalty, commitment to employers and
employee retention (Aon Hewitt, 2010; Hausfeld et al, 1994; Medley & Larochelle,
1995). Research indicates that staff engagement is linked to better job performance by
employees (Bakker & Bal, 2010). It is thus a strong predictor of employee satisfaction
(Suriyankietkaew & Avery, 2014a). Motivated and engaged staffs are found to have a
positive impact on financial returns (Xanthopoulou, Bakker, Demerouti, & Schaufeli,
2009). Empirical research demonstrates that staff engagement enhances organisational
performance, such as better team performance, customer satisfaction and financial
performance (Bakker et al., 2008; Neck & Houghton, 2006; Politis, 2006; Thomas,
Dose, & Scott, 2002). Staff engagement is also found to be associated with employee
and job satisfaction (Schaufeli, Bakker, & Van Rhenen, 2009; Susan, 2012). Aon
Hewitt’s (2010) research suggests that engagement can drive bottom-line results and
profitability; it further highlights that organisations with high levels of engagement
outperform those with low levels of engagement in terms of improved organisational
performance through greater shareholder value, lower staff turnover and higher
customer satisfaction. A recent study concludes that it is a key predictor of stakeholder

satisfaction (Suriyankietkaew & Avery, 2014b).
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2.4.23 Quality

High quality can drive sustainability in organisations. Results from a survey of
the world’s 1000 leading global companies by the World Economic Forum in 2004
showed that 27% of CEOs considered quality in products and services to be their most
important measure of organisational success. Organisations that pursue organisational
sustainability embed pursuit of the highest quality and excellence in their culture
(Albert, 1992). In general, high quality is a key element of organisational success
(Boonpattarakan, 2012). Quality can be defined to include product, customers,
manufacturing, and service orientation, as well as value for money (Van Kemenade,
Pupius, & Hardjono, 2008). Total quality management (TQM) and ISO 9000/9001 are
recognised formal systems and controls that measure production and service quality.
Superior levels of quality enhance continuous competitive advantage and employee
job satisfaction (Pearse, 2003). In service firms, organisational learning capability is
essential in order to provide high service quality and promote best performance,
(Ussahawanitchakit, 2008). Research demonstrates that improving and maintaining
high quality is related to enhanced operating and business performance (Corbett,
Montes-Sancho, & Kirsch, 2005; Naveh & Marcus, 2005; Tari & Sabater, 2006),
enhanced employee satisfaction and operational performance (Yee, Yeung, & Cheng,
2008), and pays off in terms of customer satisfaction and superior economic returns
(Anderson, Fornell, & Lehman, 1994; Lawler, Mohrman, & Ledford, 1995). Empirical
evidence reveals significant positive relationships between service quality and
employee job satisfaction (Pearse, 2003; Suriyankietkaew & Avery, 2014a). High
quality is also linked to strong performance in firms (Australian Industry Group, 2012;
Leggatt & Dwyer, 2003; Joyce & Slocum, 2012). A more recent empirical study
reveals that quality is an important driver of enhanced stakeholder satisfaction in firms

(Suriyankietkaew & Avery, 2014b).
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2.4.24 Summary
Supported by the literature, all SL (Honeybee) practices contribute to different

performance outcomes and organisational sustainability in different extents. According
to the literature, SL principles drive organisations to excellent business operations and

superior performance, as summarised in Table 2.5.
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Table 2.5 Summary of Empirical Support for SL (Honeybee) Practices

Sustainable
Leadership
(SL) Practices

Research Support

Finding and Implications

1. Devel oping
people

Adamson & Andrew, 2007; Aguinis &
Kraiger, 2009; Bassiet al., 2011;
Becker et al., 1997; Draper, 2006;
Ford, 2005; Higgs, 2003; Jacobs &
Washington, 2003; Kantabutra &
Avery, 2013

Continuous people development benefits
organisations in several ways, including
increased productivity, profits, share
price and shareholder value. Companies
that heavily invest in training and
developing their employees outperform
those of the Standard & Poor’s stock
index.

2. Labour
relations

Carmeli & Tishler, 2004; Danford et
al,, 2005; Gittelet al., 2004; Martinez
& Norman, 2004; Michie & Sheehan-
Quinn, 2001; Suriyankietkaew &
Avery, 2014b

Amicable labour relations are linked to
emp loyee satisfaction, overall reputation
and enhanced company performance. It
is a strong predictor of stakeholder
satisfaction.

3. Retaining
staff

Cascio, 2002; Dess & Shaw, 2001;
D’Souza et al., 2005; Ichniowskiet al.,
1997; Jing et al., 2014a, b; Kantabutra,
2011; Kantabutra & Avery, 2013; Pfau
& Cohen, 2003; Suriyankietkaew &
Avery,2014a,b

Long-term staff retention is associated
with higher productivity and cost
savings. Retaining well-trained and loyal
staff benefits organisational
performance. Consequently,
organisations with long-term staff
retention outperform their competitors
and gain competitive advantage.

4. Succession
planning

Bernthal & Wellins, 2006; Bhatnagar,
2004, 2007; El-chaarani, 2013; Glen,
2006; Kim, 2012; Suriyankietkaew &
Avery, 2014a, b; Zajac, 1990; Zhang &
Rajagopalan, 2004

Internal succession planning is linked to
firm performance and profitability.
Organisations with high-quality
leadership development and succession
management programs are associated
with higher performance.

5. Valuing staff

Allen & Hecht, 2004; De Varo, 2006;
Kantabutra & Suriyankietkaew, 2013;
Lok et al., 2005; Power & Waddell,
2004; Sorensen, 2002;
Suriyankietkaew & Avery, 2014a

Caring for people and positive work
environments increase emp loyee
satisfaction, productivity and financial
performance. An organisation that values
their employees outperforms their
counterparts.

6. CEO and top
team

Manzet al., 2009; Ensley et al., 2006;
Escriba-Esteve et al., 2009; Lubatkin et
al., 2006; Peterson et al., 2003

Shared leadership in the top management
team is important to organisational
performance, and is positively related to
organisational performance.
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Table 2.5 Summary of Empirical Support for SL (Honeybee) Practices (Cont.)

8. Long-term

Kantabutra, 2012a; Kantabutra & Avery,

Empirical studies found long-term

pers pective 2011, 2013; Kantabutra & orientation to be positively linked to
Suriyankietkaew, 2013; Khur & Buning, satisfactions of employees and
2002; Sethi, 2002; Suriyankietkaew & stakeholders in firms. Companies
Avery,2014a,b adopting a long-term orientation
outperform their short-term
counterparts.
9. Collins & Porras, 1994; Gimaraes & Systematic and considered changes
Organisational | Armstrong, 1998; Haveman, 1992; can have positive effects on
change Overholt et al., 2007; Pearse, 2010; organisations. Also, change

Suriyankietkaew & Avery, 2014a; Wezel
& Saka-Helmhout, 2006

management improves corporate
performance.

10. Financial

Abels & Martelli, 2012; Avery &

Sustainable enterprises resist external

market Bergsteiner, 2010, 2011a; Bonn, 2004; pressures that may harmthe business.
independence Bonn et al., 2004; Choiet al., 2007 Various studies suggest that
Drucker, 1999; Mura, 2007; Nelson, 2005; | independence fromthe market
Rehman & Shah, 2013; Schmid & positively affects firm performance.
Zimmermann, 2008; Singhchawla et al.,
2011
11. Ambec & Lanoie, 2008; Darall et al., Strong environmental management
Environmental | 2008; Gibson, 2012; Hubbard, 2009; can improve perceived future
responsibility Klassen & McLaughlin, 1996; Rodriguez financial performance. There is a
& Cruz, 2007; Uecker-Mercado & Walker, | positive relationship between
2012; Wagner, 2007, 2011 proactively caring for the
environment and business
performance. Environmental
responsibility positively enhances
stakeholder satisfaction.
12. Social Ameer & Othman, 2012; Bénabou & CSR enhances competitive advantage
responsibility Tirole, 2010; Cambell, 2007; Karp, 2003; and business sustainability through
Kuruez et al., 2008; Jenkins, 2006; Lu et stakeholder support and maintaining
al.,, 2013; Madsen & Bingham, 2014; a favourable reputation. Cumulative
Moser & Martin, 2012; Peters & Mullen, effects of CSR on a firm’s financial
2009; Porter & Kramer, 2006; Prasertsang | performance are positive and
et al.,, 2012; Van de Velde et al., 2005 strengthen over time. Investors are
increasingly ready to pay a premium
for companies that maintain positive
relations with shareholders, clients
and suppliers.
13. Berman et al., 1999; Chung-Leung et al, Considering multiple stakeholders
Consideration 2005; Crilly & Sloan, 2012; Harrison et can enhance organisational
for al., 2010; Harrison & Wicks, 2013; performance and competitiveness as
Stakehol ders Martinez & Norman, 2004; Ninlaphay et well as increase a firm’s reputation

al, 2012; Rhodes et al., 2010

and profitability.
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Table 2.5 Summary of Empirical Support for SL (Honeybee) Practices (Cont.)

14. Vision’s

Bass, 1985; Baum et al., 1998; Bergsteiner

A strong and shared vision among

role in the & Avery, 2007; Chamber et al., 2010; Day | emotionally committed followers
business et al., 2006; Jing et al., 2014a; Kantabutra, | enhances both customer and staff

2006, 2009, 2011, 2012a, b; Kantabutra & | satisfaction. It creates a positive

Avery, 2006, 2010; Kantabutra & impact on team, overall stakeholder

Rungruang, 2013; Pearce & Ensley, 2004; | satisfaction and organisational

Senge, 1990; Suriyankietkaew & Avery, performance.

2014b

15. Devol ved Chamber et al., 2010; Chocqueel-Mangan, | Employees’ participation in decision-
and consensual | 2010; Friedrich et al., 2009; Kantabutra & | making contributes to performance
decision- Avery, 2011; Kirkman & Rosen, 1999; effectiveness and productivity
making Scott-Ladd et al., 2004; Suriyankietkaew improvement, and increases

& Avery, 2014a emp loyee job satisfaction and
organisational commit ment.

16. Self- Avery & Bergsteiner, 2010, 201 1a; Frayne | Self-management can improve job
manage ment & Geringer, 2000; Houghton & Yoho, performance, reduce absenteeism,

2005; Manzet al., 2009; Manz & Neck, improve self-efficacy and self-

2004; Politis, 2006; Prussia, et al., 1998; directed team success. Self-

Stewart et al., 1996 management is positively related to
performance outcomes, team and
organisational effectiveness.

17. Team Australian Industry Group, 2012; Carmeli | Teamwork has been found to be
orientation & Schaubroeck, 2006; Cohen et al., 1997, positively associated with increased

Corderey et al., 1991; Gupta et al., 2010; job satisfaction, productivity; and

Power & Waddell, 2004; Richter et al., with decreased employee turnover.

2011; Sohmen, 2013; Stander & Teams lead to positive organisational

Rothmann, 2009; Yukl & Becker, 2006; effectiveness and performance

Zander & Butler, 2010 outcomes, including increased job
satisfaction, organisational
commitment and profitability.

18. Enabling Balthazard et al, 2006; Boonpattarakan, Fostering an enabling culture and
Culture 2012; Collins & Porras, 1994; Eccles et al., | shared values is associated with

2012; Huang & Tsai, 2013; Jacobs &
Roodt, 2008; Joyce & Slocum, 2012;
Ooncharoen & Ussahawanitchakit, 2008;
Pearse, 2009; Swearingen, 2009; Tsai,
2011; Tsuiet al., 2006; Wong & Avery,
2009; Yaniv & Farkas, 2005; Yang, 2007

improved performance. And,
enabling culture positively affects
brand perceptions in organisations.

19. Knowledge-
sharing and
retention

Berawi, 2004; Carmeliet al, 2013; Choi &
Lee, 2003; Clarke & Turner, 2004;
Francisco & Guadamillas, 2002;
Gjurovikj, 2013; Hsu, 2008; Gloet &
Terziovki, 2004; Kalling, 2003; Kohansal
etal., 2013; Mciveret al., 2013; Rhodes et
al., 2008; Salazaret al., 2003; Sung &
Choi, 2012; Ussahawanitchakit, 2008;
Zacket al., 2009

Knowledge management leads to
better organisational performance and
enhances competitive advantage. It is
positively associated with employee
satisfaction, as well as directly
linking to financial performance and
non-financial measures such as
quality, innovation and productivity.




Suparak Suriyankietkaew

Literature Review / 63

Table 2.5 Summary of Empirical Support for SL (Honeybee) Practices (Cont.)

20. Trust Avery & Bergsteiner, 2014;
Bergsteiner, 2012; Casimir et al., 2006;
Clegg, 1997, Dirks & Ferrin, 2002;
Jing et al., 2014b; Mayer et al., 1995;
McLain & Hackman, 1999; Rhodes et
al., 2008; Sako, 1992; Sharkie, 2009

Management and employees can
effectively improve organisational
performance when trusting each other. A
high level of trust results in higher
organisational financial performance and
customer satisfaction.

21.Innovation Bhaskaran, 2006; Dotzel et al., 2013;
2004; Hamel, 2006; Muller & Penin,
2006; Nanda et al., 2013; Nunta et al,,
2012; Rubera & Kirca, 2012; Shanker
et al., 2012; Slater et al., 2014; Tellis et
al., 2009; Tontini, 2007; Tsai, 2001;
Verhees & Meulenberg, 2004

Innovation encourages employee
empowerment, and increases trust and
commitment to the organisation. It leads
to better organisational performance, and
is linked to customer satisfaction,
stakeholder satisfaction, competitive
advantage, brand and reputation and
overall enhanced firms’ values.

22, Staff Aon Hewitt, 2010; Bakker & Bal,
engageme nt 2010; Bakker et al., 2008; Hausfeld et
al., 1994; Macey & Schneider, 2008;
Medley & Larochelle, 1995; Neck &
Houghton, 2006; Politis, 2006;
Schaufeli et al., 2009; Suriyankietkaew
& Avery, 2014a, b; Susan, 2012;
Thomas et al., 2002; Xanthopoulou et
al., 2009; Zhang et al., 2014

Staff engagement enhances
organisational performance through
practices such as better team
performance, trust, self-managing

emp loyee behaviour, customer
satisfaction, employee satisfaction and
stakeholder satisfaction and financial
performance.

23. Quality Anderson et al., 1994; Australian
Industry Group, 2012; Boonpattarakan,
2012; Corbett et al., 2005; Joyce &
Slocum, 2012; Lawleret al., 1995;
Leggatt & Dwyer, 2003; Naveh &
Marcus, 2005; Neely et al., 2002;
Pearse, 2003; Suriyankietkaew &
Avery,2014a, b; Tari & Sabater, 2006;
Ussahawanitchakit, 2008; Van
Kemenade et al., 2008; Yee et al., 2008

Improving and maintaining high quality
is related to enhanced employee
satisfaction, business performance and
high performance. It enhances customer
satisfaction and stakeholder satisfaction.
It provides superior economic returns
and enables high performance in firms.

Source: Suparak Suriyankietkaew (Author)
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2.5 Sustainability Performance Outcomes (SPO)

Researchers (e.g. Avery & Bergsteiner, 2010, 2011a; Epstein & Roy, 2001;
Jing, 2012; Jing & Avery, 2008; Kantabutra, 2006, 2014) have searched for key
performance measures for organisational sustainability. In the last decade, diverse
sustainability measures (e.g. Dow Jones Sustainability Index (DJSI), FTSE4Good,
accreditation processes and standards for sustainability such as AA1000 Assurance
standard, SA8000, ISO 14001, and the triple bottom line (TBL) reporting) have been
promoted in order to assess sustainability in organisations. These sustainability
measures are limited, however, by being narrowly focused on economic measures
while only considering certain aspects of sustainability and only to a limited extent
(e.g. environmental and social factors) (Székely & Knirsch, 2009; Sridhar, 2011;
Sridhar & Jones, 2013). Sridhar (2011), for example, identifies two critical limitations
of TBL reporting, namely its limited measurement and the lack of systemic thinking.
Although scholars stress the importance of these measures as a good starting point for
sustainability in organisations (Sridhar & Jones, 2013), lack of a more balanced focus
beyond the economic, environmental and social aspects of organisational sustainability
is a shortcoming in the current literature.

Building on previous research (e.g Kantabutra, 2006), Avery and Bergsteiner
(2010, 2011a) found four performance outcomes that enhance sustainability in
organisations: (1) brand and reputation, (2) customer satisfaction, (3) financial
(operational) performance, and (4) long-term shareholder value. They highlight that
“To be sustainable also requires enhancing customer satisfaction, brand and reputation
and long-term stakeholder value” (p. 181). These authors propose that a fifth outcome,
long-term stakeholder value, is the ultimate goal of a sustainable enterprise although
researchers have not yet measured this variable.

In addition, extending Avery’s (2005) proposition in assessing sustainable
enterprises, Kantabutra’s (2014) research proposes three sustainability performance
outcomes based on the Thai philosophy of “Sufficiency Economy” approach, namely
strong performance, crisis endurance and public benefits.

Scholars (e.g. Jing & Avery, 2008; Sridhar, 2011; Sridhar & Jones, 2013) call
for future research to examine multiple performance measures using both financial

components and non-financial measurements, and in particular to measure



Suparak Suriyankietkaew Literature Review / 65

multidimensional leadership and management factors for organisational sustainability.
Recognising this gap in the literature, this thesis adopts Avery and Bergsteiner’s
(2011a) performance outcomes for organisational sustainability, collectively renamed
Sustainability Performance Outcomes (SPO): namely brand and reputation, customer
satisfaction, financial performance and long-term shareholder value. Due to the
limitation of shareholder value measures in unlisted SMEs, shareholder value was not
examined in this study. Instead, investor satisfaction is used as a more appropriate
measure in the SME context. As suggested by Avery and Bergsteiner (2010, 201 1a),
long-term stakeholder value is another important performance outcome.
Corresponding with the literature, this thesis proposes to measure satisfactions of
various stakeholders (i.e. customer, investor, supplier and employee) instead of long-
term generic stakeholder value, due to measurement limitations and the need to tailor
the constructs to SMEs. To bridge the gap in the literature and advance knowledge in
measuring organisational sustainability, this thesis proposes that SPO measurement
consists ofbrand and reputation, customer satisfaction, financial performance, investor
satisfaction, and supplier satisfaction, employee satisfaction, as further explained in
Chapter 3.

The SPO measurement fundamentally differs from popular sustainability
measurements (e.g. DJSI, FTSE4Good, TBL reporting, AA1000 Assurance standard,
SA8000, ISO 14001) since it extends beyond the indices and reporting that solely
focus on economic, social and ecological dimensions in varying degrees (Sridhar,
2011). Building on Avery (2005) and Avery and Bergsteiner’s (2010, 2011a) SL
framework, SPO measurement is an integrative measurement of organisational
performance outcomes for organisational sustainability.

To what extent SL framework and its SPO measurement contribute to
organisational sustainability in the context of Thai SMEs needs to be explored and is

described in the next section.
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2.6 SL in the Thai SME Context

Research notably highlights the importance of SL for organisational
sustainability. However, the SL theoretical concept is based on the Western context,
specifically in the context of large corporations. What and how applicable it is in the
Eastern world and Asian context, particularly in small and medium enterprises (SMEs)
is worth-questioning. This section addresses this literature gap.

Although SL research has been conducted in the form of cases studies mainly
in developed countries such as Europe and Australia (e.g. Avery 2005; Avery &
Bergsteiner, 2010, 2011a, b, c) only a few case studies (e.g. Kantabutra, 2011; 2012a,
b; Kantabutra & Suriyankietkaew, 2013) have been done in developing countries such
as Thailand. However, more empirical research is needed to expand current know ledge
in the emerging economy of Thailand. Furthermore, the literature mentions the
importance of the SME sector and calls for further leadership studies in the SME
context (Eccles et al, 2012; Swiercz & Lydon, 2002; White et al, 2007). A study of
“high sustainability” organisations (Eccles et al., 2012), plus findings from other
researchers, have concluded that future research needs to examine sustainable
organisations in small firms. This is a serious gap in knowledge given the major
contribution that SMEs make in most economies. Therefore, the thesis seeks to expand
the existing knowledge to empirically examine SL in the Thai context as well as
understanding which and how the SL practices enhance organisational performance
and sustainability in Thai SMEs. The significance of Thai SMEs is elaborated
subsequently.

Various publications suggest Thailand’s significance. According to the
International Monetary Fund (2012), Thailand, an emerging South-East Asian
economy, has the second largest GDP growth in the region with an approximate value
of US$320 billion, and ranks as the 16" largest economy contributing to global
nominal GDP growth (2007-2012) (International Monetary Fund, 2012). By 2015,
Thailand will be fully integrated within the regional economic integration of the
Association of Southeast Asian Nations (ASEAN) Economic Cooperation (AEC), and
is ranked the 10" largest economy in the world (International Monetary Fund, 2012).
Consequently, regional integration can make Thailand a strategic economy in the

region and an important emerging player in the world market. Rapid changes in



Suparak Suriyankietkaew Literature Review / 67

business environments, regionalisation and other external influences have inevitably
challenged Thai organisations to stay competitive and grow sustainably. According to
the Bangkok Bank (2012), this regional economy has grown significantly and ranks
the 3" largest population after China and India, the 10'" in terms of GDP value, and
had the fastest GDP growth (4.4%) in the world in 2011. Given Thailand’s
significance, it is crucial for the world economy that Thai businesses adopt leadership
practices that drive them toward high performance and organisational sustainability.

Besides its economic significance, researchers (e.g. Kantabutra, 2011, 2012a,
b, 2014; Kantabutra & Suriyankietkaew, 2013) suggest a shift for organisational
leadership with a long-term orientation and care for all stakeholders in creating
sustainable businesses in Thailand. In addition to previous SL studies in Thailand,
research (Kantabutra, 2012c, 2014; Kantabutra et al, 2010c; Khunthongjan, 2009;
Puntasen et al., 2003) also found that some Thai organisations have adopted a similar
approach, termed the “Sufficiency Economy” philosophy that was first promulgated
by His Majesty King Bhumibol Adulyadej of Thailand in 1997.

Moreover, the literature signifies that SMEs are important in most economies
and calls for further studies of the sector. The characteristics and determinants of
growth in SMEs have been the focus of much debate among researchers and
practitioners (e.g. Chittithaworn, Islam, Kaewchana, & Yusuf, 2011; Cope, Kempster,
& Parry, 2011). Researchers have also shown interest in examining leadership
(Swiercz & Lydon, 2002; White et al., 2007) in the area of organisational
sustainability in the SME context (Eccles et al., 2012), partly because SMEs are
regarded as “little big companies” (Tilley, 2000). Moreover, the SME sector has
greatly contributed to the economic and social growth of many countries around the
world, including Thailand (Jenkins, 2006; Spence, Schmidpeter, & Habisch, 2003).
The Office of Small and Medium Enterprises Promotion (OSMEP) reports that there
were over two million SMEs in 2012, amounting to 90% ofall business establishments
in Thailand, and employing 11 million workers, or 78-79% of the country’s overall
workforce. Therefore, more research in the SME context is needed to advance the
limited knowledge of SME leadership and management.

In conclusion, further research in this area of organisational performance and

sustainability in firms into the Thai context is essential in terms of which underlying
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leadership and management factors based on SL are in use and how widespread they
are among Thai SME:s.

Based on the literature review and in light of the foregoing discussion in this
chapter, the following research hypothesis (H) has been developed to address the first
RQ regarding which essential leadership and management factors are based on SL that

underlie organisational sustainability in the context of Thai SMEs.

HI: A unidimensionality of each underlying leadership and management

factor derived from SL for organisational sustainability exists in the context of Thai

SMEs.

To predict organisational sustainability, relationships between underlying
leadership and management factors derived from SL and SPO measurement are

investigated and discussed next.

2.7 Relationships between Diverse Leadership and Management

Factors and Sustainability Performance Outcomes (SPO)

According to the literature, various leadership and management factors derived
from the SL framework can enhance organisational performance to varying degrees.
They are predicted to be positively associated with SPO (Avery & Bergsteiner, 2010,
2011a). However, empirical research is limited on the relationships between diverse
leadership and management factors and the SPO measurement for organisational
sustainability. Therefore, this thesis aims to address this gap and extend current
understanding by examining their relationships that the existing literature lacks.

Derived from the literature review and in light of the preceding discussion in
this chapter, the following research hypotheses (H) have been mainly formed to
address the second and third RQ. It is thus postulated that underlying leadership and
management factors derived from SL contribute to the SPO measurement as follows:

First, it is expected that there is a positive predictive relationship between

underlying leadership and management factors derived from SL, and perceived
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performance outcomes for organisational sustainability based on Sustainability

Performance Outcomes (SPO). Therefore, the second hypothesis (H2) is:

H2: There is a positive predictive relationship between underlying leadership
and management factors derived from SL, and perceived performance outcomes for

organisational sustainability based on Sustainability Performance Outcomes (SPO).

Second, it is predicted that the more of these underlying factors an organisation

adopts, the higher the SPO will be. Thus, the third hypothesis (H3) is:

H3: The more underlying leadership and management factors derived from SL
an organisation adopts, the higher the perceived performance outcomes for
organisational sustainability based on Sustainability Performance Outcomes (SPO)

will be.

2.8 Perceptual Differences between Organisational Members for

Leadership and management in Organisations

In the literature, relatively few studies strive to understand differences between
leader and employee perceptions on leadership and management. Comparison studies
between their perceptions are currently scarce. Much of past and current research has
narrowly focused on understanding organisational leadership, management, and
performance in firms by selectively considering either perceptions of leaders or
employees. Researchers (e.g. Choi, 2014; Hasson et al, 2013; Ree & O’Karma, 1980)
suggest that discrepancies between perceptions of various groups of respondents exist.
Research indicates that supervisors and subordinates do not perceive leadership style
in the same fashion. Choi (2014) reveals differences in responses of employees and
managers when comparing their relative predictive powers of effectiveness of high-
performance work systems (HPWS) and corporate performance. Similarly, Hasson and
associates (2013) suggest disagreement between subordinates’ and their managers’

perceptions of organisational climate and support, work performance and
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organisational outcomes. In contrast, Ismail (2005) found no differences in perceptions
of organisational learning between leaders, subordinates and performance. O verall, the
literature supports that perceptions of the two groups of respondents differ. To fill in
the literature gap, this thesis empirically investigates what differences and similarities
present between diverse groups of organisational members on the SPO measurement.
Supported by the literature, it is hypothesised that differences in perceptions
between organisational members exist. Thus, it is expected that there is a difference in
perceptions between senior executives and employees about which underlying
leadership and management factors derived from SL predict enhanced performance
outcomes for organisational sustainability based on Sustainability Performance

Outcomes (SPO) in Thai SMEs. As such, the fourth hypothesis (H4) is developed:

H4: There is a difference in perceptions between senior executives and
employees about which underlying leadership and management factors derived from
SL predict enhanced performance outcomes for organisational sustainability based on

Sustainability Performance Outcomes (SPO) in Thai SMEs.

In addition, this investigation seeks to understand what the differences and
similarities in responses between the two groups are. Thus, it is expected that each
group has different perceptions/opinions about which certain underlying leadership
and management factors derived from SL significantly predict enhanced performance
outcomes for organisational sustainability based on Sustainability Performance

Outcomes (SPO) in Thai SMEs. Thus, the following hypotheses (H5-6) are postulated.

H5: Senior executives perceive that certain underlying leadership and
management factors derived from SL significantly predict enhanced performance
outcomes for organisational sustainability based on Sustainability Performance

Outcomes (SPO) in Thai SMEs.



Suparak Suriyankietkaew Literature Review / 71

H6: Employees perceive that certain underlying leadership and management
factors derived from SL significantly predict enhanced performance outcomes for

organisational sustainability based on Sustainability Performance Outcomes (SPO) in

Thai SMEs.

2.9 Conclusion

Based on the earlier discussion in this chapter, there are several research
problems and gaps in the existing literature that this thesis attempts to address and
contribute further insights into. First, much of the previous research heavily focuses on
the micro-level of leadership; however, the literature calls for more empirical research
at the strategic, macro-level view of organisational research. Second, the literature
criticises the current leadership research for being narrowly focused on certain
piecemeal variables that do not reflect the multidimensional complexity of
organisational leadership; thus, there is a need to examine multiple sustainable
practices in a more holistic approach, as the SL model offers. Third, critics identify a
lack of proper measurement frameworks to examine multiple performance measures
(ie. financial and non-financial measurements); therefore, the SPO measurement is
proposed as a multidimensional proxy for measuring organisational sustainability.
Fourth, the literature calls for future research to consider multiple leadership practices,
as SL offers, that drive high performance in organisations. Fifth, the literature
addresses a need for empirical investigation of the relationships between SL and
organisational sustainability. To rectify these shortcomings, SL, an integrative
strategic, macro-organisational level model of leadership, and SPO measurements,
constitute the underlying framework for this study. Additionally, to answer the
research inquires and expand the current knowledge in the field of organisational
leadership, performance and sustainability, the thesis aims to examine the relationships
between various leadership and management factors derived from SL and the SPO
measurement as well as uncovering any perceptual differences between diverse

organisational members regarding leadership and management in firms.
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Overall, this chapter has critically reviewed the theoretical and empirical
literature associated with leadership, management and organisational sustainability in
organisations. Problems and gaps in the existing literature have been identified.
Consequently, the hypotheses have been developed. Table 2.6 summarises the research
objectives, research questions and hypotheses that underlie the current study in this

thesis. The methodology for testing the hypotheses is discussed in the next chapter.
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Table 2.6 Summary of Main Research Objectives, Research Questions and

Hypotheses
Research Objective Research Sets of Research Hypotheses
(RO) Question (RQ) (H)
ROL1: RQ1: Hi1:

To identify which
leadership and
management factors
derived from Avery and
Bergsteiner’s (2010,
2011a) Sustainable
Leadership (SL)
framework underlie
organisational
sustainability in the
context of Thai small and

What are the essential
leadership and
management factors
derived from SL that
underlie organisational
sustainability in the
context of Thai SMEs?

A unidimensionality of each underlying
leadership and management factor derived
from SL for organisational sustainability
exist in the context of Thai SMEs.

med ium enterprises

(SMEs).

RO2: RQ2: H2:

To empirically Which underlying There is a positive predictive relationship

investigate whether
certain underlying
leadership and
management factors
derived from SL
contribute to
performance outcomes
and organisational
sustainability based on
Sustainability
Performance Outcomes
(SPO) measurement
across Thai SMEs.

leadership and
management factors
derived from SL predict
enhanced performance
outcomes for
organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai
SMEs?

between underlying leadership and
management factors derived from SL and
perceived performance outcomes for
organisational sustainability based on
Sustainability Performance Outcomes
(SPO).

RQ3:

To what extent do
underlying leadership and
management factors
derived from SL contribute
to performance outcomes
for organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai
SMEs?

H3:

The more underlying leadership and
management factors derived from SL an
organisation adopts, the higher the
perceived performance outcomes for
organisational sustainability based on
Sustainability Performance Outcomes
(SPO) will be.
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Table 2.6 Summary of Main Research Objectives, Research Questions and

Hypotheses (Cont.)

RO3:

To identify any
differences in
perceptions between
senior executives
(organisational leaders)
and employees about
which underlying
leadership and
management factors
derived from SL predict
enhanced organisational
performance outcomes
for organisational
sustainability based on
Sustainability
Performance Outcomes
(SPO) measurement in
Thai SMEs as well as
comparing their
perceptual differences.

RQ4:

Are there any differences
in perceptions between
senior executives
(organisational leaders)
and employees about
which underlying
leadership and
management factors
derived from SL predict
enhanced performance
outcomes for
organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai
SMEs?

If any, what are the
differences?

H4:

There is a difference in perceptions
between senior executives and emp loyees
about which underlying leadership and
management factors derived from SL
predict enhanced performance outcomes
for organisational sustainability based on

Sustainability Performance Outcomes
(SPO) in Thai SMEs

HS:

Senior executives perceive that certain
underlying leadership and management
factors derived from SL significantly
predict enhanced performance outcomes
for organisational sustainability based on
Sustainability Performance Outcomes
(SPO) in Thai SMEs.

Heé:

Employees perceive that certain
underlying leadership and management
factors derived from SL significantly
predict enhanced performance outcomes
for organisational sustainability based on

Sustainability Performance Outcomes
(SPO) in Thai SMEs.
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CHAPTER 3
RESEARCH METHODOLOGY

Chapter 3 addresses the research method and design employed to answer the
research questions and test the hypotheses developed in Chapter 2. The first section
explains the research method and design strategy. Justification of the selection of the
population, unit of analysis, sample size, sample selection and approach are discussed.
The second part of the chapter describes details of the methodology used for data
collection, and justifies the selection of questionnaire survey method and design.
Finally, measures of variables and their operational definitions are expounded.

Overall, this chapter forms a foundation for the data analysis detailed in Chapter 4.

3.1 Research Design

Selecting an appropriate research design is crucial for obtaining data,
determining appropriate techniques for analysis, and interpreting the results
(Brewerton & Millward, 2004). To address the research objectives and research
questions, quantitative research was mainly employed in the empirical examination of
this thesis, as briefly explained in the last part of this chapter (see Section 3.9) and
specified in Chapter 4. Such research emphasises quantification in the collection,
measurement and analysis of data (Bryman & Bell, 2007). It is an organised method of
combining deductive logic with quantified empirical evidence to discover and confirm
a set of probabilistic aspects explaining a phenomenon (Cavana, Delahaye, & Sekaran,
2001).

Specifically, a cross-sectional survey design, one of the most frequently used
methods, widely adopted by numerous leadership and management scholars (e.g.
Ahearne, Mathieu, & Rapp, 2005; Baum et al, 1998; Carsonet al, 2007,
Chittithaworn et al., 2011; Ensley et al, 2006; Jing et al, 2014a, b; Vecchio et al.,
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2010; Stander & Rothmann, 2009), was employed for this empirical research to
explain the SL phenomenon, particularly in the Thai SME context.

In undertaking the empirical research for this thesis, the research design and
methodology described below was adopted. A more detailed justification of the
selection of the population, unit of analysis, sample size, sample selection and
approach is discussed in subsequent sections. Additionally, questionnaire design and
development is described in the later part. Finally, various statistical methods for data
analysis used in this study (i.e. factor analysis, multiple regression analyses and t-test
statistic) are detailed in the last section of this chapter. Figure 3.1 provides a summary

of the research design and process flow chart for this study.

Research Design & Process Flow Chart

SMEs in Thailand excluding microenterprises

P lati
Opulation in Bangkok metropolitan area
Sampling frame Sample (n) >= 300
Sampling source Registered SMEs listing in the directory of Office of Small and Medium Enterprise

Promotion (OSMEP) / National Statistics Office (NSO) / Personal Management
Association of Thailand (PMAT)

Data collection

Adopted Avery & Bergsteiner’s (2011) Sustainable Leadership Questionnaire

instrument

(SLQ)
Data collection
method A mixed-mode survey method (e.g. online, mail or telephone)
Q‘uesfiom.laire 1 survey for Leader >= 3 surveys for
Distribution (SME owner/MD/CEO) full-time employees

(sub-population) * ¢

Total >= 4 surveys per SME
A total of >= 1,200 observations

v v

Main data analyses [ hxploratory. factor ] [ Multiple regression ] [ Totest statistical analysis ]
analysis analysis .

Total sampling

Data interpretation Research findings & implications

Source: Suparak Suriyankietkaew (Author)

Figure 3.1 Summary of Research Design and Process Flow Chart
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Data gathering was conducted over a period of eight months, from April to
November, 2013. A total of 1,559 questionnaires were collected from both senior
executives and their employees in 366 Thai SME firms, with a 65% response rate. All
procedures regarding data collection in this study were reviewed and approved by the
MGSM Ethics Sub-Committee.

Ultimately, the research design of this thesis was contrived to answer the RQs
and test the hypotheses in the most effective way within the available resources. The

choice of population and sample is explained next.

3.2 Population and Sample
In this section, the population, sampling frame, sample size, and unit of

analysis are discussed in turn.

3.2.1 Population
Thai SME firms were the targeted population, chosen for the reasons explained

below.

3.2.1.1 Significance of Thailand

Thailand was selected as the study context for two main reasons. First, it has
played a significant role in South-East Asia in terms of economic growth, and as a
leading nation in the regionalisation of AEC (ASEAN Economic Cooperation), as
previously discussed in Chapter 1. By 2015, Thailand, one of the leading and founding
members of the Association of Southeast Asian Nations (ASEAN) community, will be
fully integrated within the ASEAN Economic Community (AEC)—making Thailand a
strategic economy in the region and an important emerging player in the world market.
Rapid changes in business environments, regionalisation and other external influences
have inevitably challenged Thai organisations to stay competitive and grow
sustainably. Second, researchers (e.g. Kantabutra, 2011, 2012a, b; Kantabutra &
Suriyankietkaew, 2013) suggest a shift for organisational leadership with a long-term
orientation and care for all stakeholders in creating sustainable businesses in Thailand.

This is consistent with the Thai King’s “Sufficiency Economy Philosophy” business
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practices. According to Rungfapaisarn (2012), the sustainability revolution creates one
of the biggest business opportunities for Thailand. These research findings may help
advance current leadership knowledge in Thailand and possibly apply to other
emerging Asian countries.

The literature notes the importance of the SME sector and calls for further
leadership studies in the SME context (Eccles et al., 2012; Swiercz & Lydon, 2002;
White et al., 2007), and therefore, investigating the neglected SME context advances

management knowled ge.

3.2.1.2 Significance of SME Sector

The official definition of SME in Thailand is based on the value of fixed assets
or number of full-time employees (Norlaphoompipat, 2008). A summary of the Thai
SME definition is shown in Table 3.1. According to the Institute of Small and Medium
Enterprises Development (ISMED) in Thailand, SMEs are classified into three board
sections: (1) Production sector (i.e. agricultural processing, manufacturing and
mining); (2) Service sector (ie. hotels and restaurants, transportation and storage,
financial intermediation, real estate activities, education, health/social work and other

services); and (3) Trading sector (i.e. wholesale and retail).

Table 3.1 Definition of SM Es

Small Medium
Sector No. of Numb(eerxglf. ili:lf((ll)assets No. of Numb(eerxtc)li: ii:s(til)assets
employees | rpoi Baht million) | ™PIOY€€S | (Thai Baht million)
Manufac turing 50 or less 50 or less 51-200 more than 50 - 200
Services 50 or less 50 or less 51 -200 more than 50 - 200
Trading
Wholesale 25 or less 50 or less 26 - 50 more than 50 - 100
Retail 15 or less 30 or less 16 - 30 more than 30 - 60

Source: Institute for Small and M edium Enterprises Development (Norlaphoompipat, 2008)
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The SME sector was selected for this thesis for two key reasons. The literature
signifies the importance of SME in most economies and calls for further studies of the
sector. The characteristics and determinants of growth in SMEs have been the focus of
much debate among researchers and practitioners (e.g. Chittithaworn et al, 2011;
Cope et al, 2011). Researchers have also shown interest in examining leadership
(Swiercz & Lydon, 2002; White et al., 2007) in the area of organisational
sustainability in the SME context (Eccles et al., 2012), partly because SMEs are
regarded as “little big companies” (Tilley, 2000). The SME sector has also greatly
contributed to the economic and social growth of many countries around the world,
including Thailand (Jenkins, 2006; Spence et al., 2003). The Office of Small and
Medium Enterprises Promotion (OSMEP) reports that there were over two million
SMEs in 2012, amounting to 90% of all business establishments in Thailand, and
employing 11 million workers, or 78-79% of the country’s overall workforce. Further
research in the SME context is therefore needed to advance current knowled ge of SME

leadership.

3.2.1.3 Sub-population

There are two sub-populations in this study, termed (1) senior executives, and
(2) employees. Each group is defined as follows.

Senior executives refer to those who lead, oversee and are in charge of their
overall organisations. They may be called or titled: business owner, president, chief
executive officer (CEO), top executive, top director, or managing director (MD). The
researcher was interested in collecting data from these organisational leaders so as to
understand their leadership behaviours and gain insight into their perceptions about the
organisation, its systems and its outcomes.

Employees are defined as those who work under the senior executives. The
researcher was interested in full-time staff, male and female. In this study, employees
include all levels of managers, except top leaders or executives, and all other staff. The
objective is to obtain employee perceptions of their leaders’ behaviours and also

employee perceptions of the organisation, its systems and its outcomes.
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3.2.2 Sampling Frame

The population in this study theoretically covers all SME businesses in
Thailand. However, in practice it was not possible to include every Thai SME in the
research study. Researchers (e.g. Swierczek & Ha, 2003) indicate that a common
problem in conducting empirical studies in Thailand is the lack of available
systematic, named list records of the population. Therefore, a sampling frame from the
population needed to be developed to ensure representativeness, effectiveness and
efficiency of this research (Burns & Bush, 2006).

The chosen sampling frame comprised mainly organisational members (i.e.
organisational leaders and employees) from Thai SMEs in the non-agricultural sector
with fixed assets of less than 200 million Baht and fewer than 200 workers, and
located in the Bangkok metropolitan area. The reason for this sampling frame is as
follows.

According to the OSMEP (2012), the non-agricultural sector plays a vital role
in Thailand’s GDP growth, since it accounts for 87.6%, while the agricultural sector
contributes only 12.4%. The manufacturing, trade (retail/wholesale) and service
sectors were therefore selected as the focus of this study. Microenterprises (MIE)
(Allal, 1999)—those very small businesses with invested capital less than 500,000
million Baht and fewer than five employees, such as small retailers, hairdressers and
other single owner-operator family businesses—were excluded from the sample,
which focused on SMEs. Since the Bangkok metropolitan region (Bangkok and the
five adjacent provinces of Nakorn, Pathom, Nontaburi, Pathmum Thani, Samut Prakan
and Samut Sakon) accounts for almost 50% of all SMEs in Thailand (OSMEP, 2012),
SMEs located in this region were the targeted sample.

For this study, SME refers to a small and medium-sized enterprise that falls
into the definition given by ISMED, including the production or manufacturing sector,
but excluding agricultural business; the service sector (ie. hotels and restaurants,
transportation and storage, financial intermediation, real estate activities, education,
health/social works and other services); and the trading sector (the non-agricultural
sector with fixed asset less than 200 million Baht and fewer than 200 workers), located

in the Bangkok metropolitan area.
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Importantly, this study aims to ensure the representativeness of the SME
sample. In so doing, the sampling frame in this study was established to align with the
SME population, as referenced by OSMEP (2012). Appendix C indicates details of the

sample frame and justifications in more detail.

3.2.3 Sample Size

In this study, determining an appropriate sample size was crucial to ensure
representativeness of the population, statistical robustness and reliability of the
research results. Sample size plays a role in assessing and anticipating the statistical
power of the proposed analysis and can be set to meet the requirements of an
acceptable analysis (Hair, Black, Babin, Anderson, & Tatham, 2010). To answer the
research questions and test the hypotheses, the researcher needed to employ various
multivariable analysis techniques, particularly factor analysis and multiple regression
analysis, as discussed in Chapter 4.

For factor analysis, a minimum of 5 or at least 10 observations per variable is
recommended by the literature (Hair et al, 2010; Meyer, Gamst, & Guarino, 2006).
Since there are 23 SL elements and a SPO measurement, a sample of at least 120, and
preferably more than 240, is required to perform the factor analysis.

For multiple regression analysis, the rules of thumb specify that a minimum
ratio of observations to independent variables of 5:1, and preferred ratios of 15:1 or
20:1 are needed to ensure appropriateness and adequate statistical power (Hair et al.,
2010). According to Hair et al. (2010), a sample size of at least 100, and preferably
around 350, is necessary for the current study because it has 23 independent variables.

To meet the statistical requirements and ensure robustness and adequate
statistical power for both analyses, the researcher obtained a sample size of 1,559
observations from both senior executive (organisational leaders) and their employees

in 366 Thai SME organisations.

3.2.4 Unit of Analysis
The unit of analysis in this study consisted of the individual members of
organisations, namely senior executives (organisational leaders) and employees. In the

literature, little attention had been paid to the influence of a leader on organisational
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processes and outcomes (Judge & Piccolo, 2004; Yammarino, Dionne, Chun, &
Dansereau, 2005). Consequently, it 1is essential to collect data from these
organisational members to understand the holistic influence of a leader on
organisational processes and outcomes and to gain better knowledge of employees’
perceptions of how organisations are operated, and their links with diverse outcomes

in this study.

3.3 Sample Selection
Approaches and procedures used to obtain the sample and recruit the potential

participants/respondents for the survey study are explained in this section. Research

assistants were recruited and trained via the process described next.

3.3.1 Sampling Approach

Due to high costs, and the unavailability of systematic named list records of the
population to researchers in Thailand (Swierczek & Ha, 2003); it was not possible for
this study to include all cases from the population in the sampling frame. To maximise
the response rate within the limited time and resources of this study, the researcher
approached and collected data from prospective participant SME organisations using
two parallel sampling approaches: (1) a probability systematic sampling method, and

(2) convenience sampling method.

3.3.1.1 Probability Systematic Sampling Approach
To ensure representativeness and efficiency in approaching the sample
organisations and collecting data, the sampling frame was drawn from the most
representative and up-to-date reliable government sources and directories, that is, the
Office of Small and Medium Enterprises Promotion (OSMEP), National Statistics
Office (NSO) and Personnel Management Association of Thailand (PMAT). These
governmental and professional bodies usually maintain their own databases of active

SME organisations in Thailand.
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To gain access to each SME database, the researcher approached each
supporting organisation using a cover letter, containing information to introduce the
research study, gain approval and consent from potential participants (see Appendix D
and E). The letter contained all necessary information regarding the research purpose,
procedures, and the researcher’s contacts for further enquiries. After approaching these
potential supporting organisations, the researcher gained approval for the use of active
SME databases from two governmental organisations, namely OSMEP and NSO. In
addition, the researcher was able to obtain a 2012 membership directory from PMAT
through its annual membership subscription, and the directory was used as an
instrument to gain organisational access.

Potential participant SME organisations that were listed in the databases were
approached using systematic probability sampling. Systematic probability sampling is
a method to select random samples from a directory or list using a systematic skip
interval from the population list (Burns & Bush, 2006). In this study, the systematic
probability sampling method was employed to define appropriate SME samples using
a skip interval of 10. According to Black (2012), the sampling method starts by
selecting an element from the list at random and then every ' practice in the frame is
selected, where k, the sampling interval (sometimes known as the skip), can be

calculated as:

(where n is the sample size, and N is the population size).

Since there were approximately 3,000 SME organisations listed in the
databases (N) and the researcher aimed to collect data from 300 SME organisations
(n), every 10" organisation (k) in the listing was selected in the sampling frame.
However, if SME contacts were invalid, the researcher continued to select every 10th
organisation in the sample list to replace losses.

According to the literature, probability systematic sampling is advantageous
because a sample can be randomly chosen to ensure approximate known and equal
chance of selection from the list(s), and it was much more efficient than using simple

random sampling, although this sampling method might suffer a small loss in
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sampling precision (Churchill & Brown, 2007). Since it was impossible to include the
entire population in the sample, a small loss in precision was unavoidable. It was
mitigated by the careful selection of the sampling method. Moreover, probability
systematic sampling is commonly associated with survey-based research and enables
budgetary economy in terms of time and money spent (Bryman & Bell, 2007). Thus, it

was considered an appropriate sampling method for this study.

3.3.1.2 Convenience Sampling Approach

In addition to the probability systematic sampling method, a convenience
sampling approach, one of the most common sampling techniques in the social and
behavioural sciences (Teddlie & Yu, 2007), was simultaneously employed for data
collection in order to gain efficiency and a maximum response rate within limited time
and resources. Its key advantages include drawing respondents who are easily
accessible and willing to participate in a study (Teddlie & Yu, 2007). Although
convenience sampling is a non-probability sampling method resulting in a less
representative population, it was a fast, inexpensive and easy method that allowed
respondents samples to be included at the convenience of the researcher (Churchill &
Brown, 2007). Using convenience sampling, potential respondents, based on the pre-
defined criteria as previously described for the sampling frame, were efficiently
approached at the convenience of the researcher, and asked for their voluntary
participation. With support from College of Management, Mahidol University
(CMMU) and an approval from Dean, the CMMU alumni database was obtained for
the research purpose. The researcher then contacted these alumni via an introduction e-
mail with a link to an online survey, as discussed later. Moreover, the researcher
attended corporate functions and business associations in Bangkok to invite potential
SME respondents to participate in the research study on a voluntary basis. If they were
interested, the researcher asked for their telephone number or e-mail contact for further
survey distribution. To ensure consistency, the approach discussed in Section 3.3.3
was followed. Although this method has been criticised for its less rigorous technique,
it enabled the researcher to expedite the data collection process, and allowed for
greater efficiency within the limited resources of this study. However, its

generalisability should be approached with caution.
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In conclusion, a data collection team, comprising the researcher and the
recruited RAs, approached the targeted respondents using both probability systematic
sampling and non-probability convenience sampling. To ensure efficiency and
effectiveness, the RAs first approached potential respondents derived from the
probability systematic sampling, since they could systematically work on the pre-
selected, listed SMEs, while the researcher principally approached potential SME
organisations based on convenience sampling in order to mitigate sample selection
errors or biases.

The next step includes recruiting, training and managing research assistants

(RAs) prior to identifying and approaching respondents for further data collection.

3.3.2 Recruiting, Training and Managing Research Assistants (RAs)

As part of selecting the SME sample, the researcher recruited and trained three
research assistants (RAs) to assist in data collection. This section describes how the
RAs were recruited and trained, and the procedures for approaching respondents.

RAs were recruited from among mature university students in Thailand, using
a poster announcement. In general, RAs were required to have at least some
experience in survey research data collection, good communication skills, maturity
and responsibility. The researcher interviewed applicants and recruited three RAs who
held the required qualifications.

RAs were trained and briefed about research objectives and procedures, but
were not informed about specific hypotheses to ensure that they could not influence
respondents’ answers. Prior to actual data collection, RAs were trained in a three-hour
session about questionnaire contents, data collection instructions, appropriate
procedure by which to approach the respondents, ethics and any difficult issues that
might arise while conducting the survey. The seriousness of the project and the
importance of the accuracy of their respondents’ responses were emphasised. In the
training session, RAs were asked to role play to ensure that the research survey could
be conducted appropriately; the researcher also provided the RAs with feedback about

how to improve approach procedures.
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RAs were given a nine-step systematic survey procedure for approaching
respondents (i.e. senior executives and employees), as illustrated in Section 3.3.3, and
a detailed procedural flow chart of the mixed-mode survey employed in the study, as
depicted in Section 3.4. This was done to demonstrate the step-by-step approach to
systematic standardisation and consistency of data collection.

Each RA received a list of potential SME contacts that had been put together
using the probability sampling method, as described in Section 3.3.2. A list of pre-
selected names based on supporting government and professional databases was
provided for each RA. To keep track of the research progress, each RA was asked to
send a report to the researcher via e-mail at the end of each operating day.

To validate the procedure, the researcher also checked respondents randomly
by phoning to monitor RAs and observing RAs in action. Some respondents were
asked if the RAs had actually called. Had the researcher detected a dishonest RA, then
their questionnaires would have been checked and excluded from the study if
necessary, and the RA would have been replaced by another assistant. No dishonest
RAs were detected, and no replacements were necessary.

The RAs received immediate support and guidance from the researcher by
phone. Bi-weekly coordination meetings were held to discuss any issues that arose. In
addition, guidance and motivation were provided to ensure RAs followed the

appropriate procedure and that data collection was successful.

3.3.3 Approaching Respondents (Senior Executives and Employees)

To approach senior executives and employees, the following nine-step
approach to systematic, standardised survey procedure (see Figure 3.2) was used:

(1) Before approaching senior executives and employees, the RA attempted to
gain organisational access by contacting each potential respondent by phone. Prior to
approaching respondents, the RA needed to acquire each respondent’s name/position
via an online search or a phone call for ease of access.

(2) The RA asked to talk to the respondent by using his/her name (if possible)
or by position. If he/she was available, then the procedure was continued. If he/she
was not available, then the RA called back. After three unsuccessful follow-up

attempts, the RA excluded the name, and the researcher provided a replacement.
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(3) The research project was introduced to the potential respondent, and then
he/she was asked for voluntary participation.

(4) The RA needed to acquire consent for participation—if he/she agreed to
voluntarily participate, and then the procedure was continued. But if no consent was
given, the RA thanked the person and ended the survey.

(5) If the respondent’s consent was given, the RA asked for a preferred survey
mode, either online or mail (see Section 3.4). If the respondent instead chose to
voluntarily conduct the survey over the phone as more convenient, the RA recorded
each response using the online questionnaire survey.

(6) After his/her preferred mode had been selected, the RA asked for his/her
personal contact, an email or mailing address, and noted this detail in the daily report
for further questionnaire distribution.

(7) To identify employees, each senior executive or HR officer was asked to
suggest 3-5 people who might be willing to voluntarily participate in the survey.

(8) Finally, the RA thanked each respondent and dispatched the questionnaire
according to the respondent’s preferred mode.

(9) At the end of each working day, the RAs summarised the number of
dispatched questionnaires, reported the research situation using the daily report, and
emailed it to the researcher.

In sum, both senior executives and the employees of participating organisations
were approached to complete a mixed-mode survey, offering them the opportunity to
respond online, by mail or over the telephone.

Next, the mixed-mode survey method is discussed, along with the justification

of the employment of each mode in approaching potential participants.
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Nine-Step Systematic Survey Procedure for Approaching Respondents

Step for Negative Response:

Nine-step Approach:

1. Prior to actual contact, acquire
respondent’s name/position. Then,
contact each one by phone.

(" Preferred ONLINE survey.

L survey. )

(If he/she is_not available, then do as ) r 7 ~
follows: 2. Ask to talk to each respondent
(1) Ask for a secretary to make an é-L )
appointment; (2) if no secretary, talk v N
to HR; (3) if none of the above, call 3. Introduce the project and ask for
\_back at a later time/day. ) L voluntary participation.
\2
s \ ( )
If no consent, thank you and end. <— 4. Get the consent for participation.
\ ) - J
\72

Then, follow the procedure for online <

5. Ask for a preferred survey mode
(either online or mail) unless insist to
L conduct the survey over the phone.

v
[ 6. Acquire contact (e.g. email or mail )
address) for questionnaire

(1f no further names/contacts are
given, thank you. Then, ask who can
help to suggest further. If none, thank
\_you and follow up.

(1f no further names/contacts are
given, thank you. Then, ask who can
help to suggest further. If none, thank

\_you and follow up. )

dispatching the questionnaire

8. Thank the participant. And, start
through the preferred mode.
\2

9. At the end of each day, email a
daily report to the researcher.

Source: Suparak Suriyankietkaew (Author)

J-

Step for Positive Response:

Figure 3.2 Summary of Systematic Survey Procedure for Approaching

Respondents
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3.4 Mixed-mode Survey Method

In this study, a mixed-mode survey method, consisting of online, mail and
telephone, was used to approach potential participants. The justification and
appropriateness of the choice of the mixed-mode survey is discussed and the
systematic, standardised procedural plan is explained below.

The mixed-mode survey method is one of the major survey trends of the early
21 century, and allows respondents to select their preferred mode for the completion
of surveys (Dillman et al, 2009). The employment of different modes and the use of
one mode as a means of improving responses over another mode significantly increase
the response rate; therefore, switching modes can be effective in maximising response
rates compared with reliance on a single mode (Dillman, 2007; Dillman et al., 2009).
The literature indicates that when individuals are given a choice of survey mode, they
are more likely to respond (Greenlaw & Brown-Welty, 2009). Research indicates
using a mixed-mode survey method results in a higher response rate, improved
coverage and survey validity (Converse, Wolfe, Huang, & Oswald, 2008; DeLeeuw,
2005; Dillman et al., 2009; Greenlaw & Brown-Welty, 2009; Kiernan, Kiernan, Oyler,
& Gilles, 2005). For these reasons, the mixed-mode survey method was employed in
this study to ensure maximum response rate and coverage of the samples while
complexity in the data collection and measurement differences were mitigated, as
described next.

As supported by the literature, the mixed-mode survey allowed the current
researcher to use multiple data collection methods and take advantage of their
strengths in achieving the study goals (Burns & Bush, 2006), although it added
complexity to data collection and could impact measurement differences between
different modes in this study (Dillman, 2007).

To benefit from the strengths of the mixed-mode survey and mitigate its
weaknesses, the researcher outlined a systematic standardised procedure for each
mode, as illustrated in the process flow chart summary (see Figure 3.3). The
systematic, standardised procedure was used to ensure accuracy and standardisation in

data collection.
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Mixed-mode Survey Process Flow Chart

Introductory Telephone Approach
- * Procedure for Telephone

oge . . . . survey:
Initial targeted respondents: Senior executives/HR officers Ifa respondent would like to

Aim: conduct the survey over the
1. Introduce the project and ask for voluntary participation phone, the researcher will
2. After getting the consent for participation, ask for a preferred AR Lo L
X X X the assigned online website.

survey mode * (either online or mail)

r 3 r N

Procedure for Online survey Procedure for Mail survey
Step 1 (week 1) — Introduction: v v Step 1 (week 1) — Introduction:
" Acquire the respondent’s direct e-mail address to send | [ Acquirethe respondent’s mailing address to send a
L an embedded e-mail link ) L mail survey )

" Ifpossible, ask the respondent for his/her e-mail and

suggest 3-5 employees who are likely to voluntarily L0 SR 0 6 DICE LGRS e

employees who may likely to participate

L participate ) L )
( ) ( Then, contact each potential participant (i.e. )
Send an embedded e-mail link to online survey with a employees) for their voluntary participation and send

covering letter to each participant (i.e. employees) each one a questionnaire with a stamped self-
\ y, \ addressed envelope y,
Step 2 (week 2) — Follow-up: ‘l: i: Step 2 (week 3) — Follow-up:
P N y — : : “\
Send an e-mail to remind and promotevoluntary Telepl}one to 1nqu1re' if the questionnaire has been
ey received, then remind and promote voluntary
participation A
\ J \ participation J
Step 3 (week 3) — Closing: & J, Step 3 (week 5) — Closing:
( Send an e-mail to thank participants for their ) (" Telephone to thank participants for their voluntary )
voluntary participation and encourage those who participation and encourage those who have not
L havenot participated to participate ) L participated to participate J

Source: Suparak Suriyankietkaew (Author)

Figure 3.3 Summary of Systematic, Standardised Mixed-Mode Survey Procedure

The initial contact was aimed at each organisational leader or HR manager who
might act as an organisational gatekeeper, asking for his/her voluntary participation in
the survey and to encourage employees to volunteer. The researcher approached
potential respondents, initially using only a telephone invitation for the purpose of
obtaining their participation consent. After consent, each respondent was given the
choice to respond through either online-mode or mail-mode survey, depending on
his/her preference and convenience, to ensure maximum participation. If the
respondents asked to conduct the survey over the telephone, a telephone survey was

prepared for them, and their responses were recorded using the online questionnaire as
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the main instrument for ease of data collection and organisation (e.g. fewer coding and
data entry errors). They were then asked to suggest 3-5 employees who were likely to
participate in the survey. These suggested employees were approached independently
and asked to voluntarily participate in the survey. They were informed that their
response and identity would be protected, as their responses would be anonymous and
kept strictly private; the questionnaires were sent to all volunteering employees
separately, and they could return their completed questionnaires directly to the
researcher.

To ensure consistency and avoid measurement errors from using the different
modes, the same questions were used throughout all modes, as suggested by the
literature (Dillman et al, 2009). Consistent with Cobanoglu, Warde, and Moreo’s
(2000) view, the researcher prepared a common cover letter (see Appendix D and E)
for all survey modes to be given to all potential participants to ensure consistency in
the communication of necessary information to all potential participants across the
different modes. Necessary information about the research, for example, the purpose
of the study, procedure, voluntary participation, anonymity and privacy of the
responses, was specified in the letter. Table 3.2 summarises response rates of each
survey mode. Justification and procedural plans for each mode are discussed in

sequence.

Table 3.2 Summary of Mixed-Mode Survey Response Rates for Each Selecting
Mode

Response rates No. of res pondents
Survey modes
(Total=100% ) (N=1559)
Online survey 50% 779
Mail survey 25% 312
Telephone sur vey 35% 468

Source: Suparak Suriyankietkaew (Author)
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3.4.1 Online Survey

Various studies support the growing popularity of the online survey method,
since it increases response rates compared with the paper-based response rate
(Dillman, 2007; Kiernan et al., 2005). It is an effective mode when collecting data
from large sample groups (Kaplowitz, Harlock, & Levine, 2004; Kiernan et al., 2005).
The design, dissemination, data storage and data analysis of web-based surveys is
efficient and is becoming more user-friendly for respondents (Greenlaw & Brown-
Welty, 2009). Other advantages of the online survey are speedy real-time data capture
and reduction of interviewer bias; however, the disadvantages lie in its requirement for
technical and computer skills and may involve high set-up costs (Burns & Bush, 2006;
Dillman, 2007; Greenlaw & Brown-Welty, 2009). Corresponding to the growth in
online access in Thailand and its efficiency in data collection, an online survey was
thus employed as a key option for data collection in this study. The online survey was
the most preferred mode of response, and accounted for 50% of all collected
responses.

The systematic, standardised procedure for the online survey is shown in
Figure 3.2. To ensure the maximum response rate, potential participants were
approached three times through a series of e-mails: (1) an introductory e-mail to call
for their voluntary participation, with an embedded link to an online survey website
(www.surveymonkey.com/s/SL _thaismes), (2) a follow-up or reminder e-mail to
promote survey completion and to remind those who had not participated to participate
in the surveys, and (3) a thank-you email to show appreciation for their participation
and to encourage those who had not yet responded to participate in the survey.

Once participants had decided to take part in the online survey, they could
complete it by clicking on an embedded link to the online survey website. A web page
was then opened for access to the survey. Once the participants started the survey, they
could return to complete the survey if needed by clicking on the link provided in the
email, or reject, or complete the survey at their leisure. Once they had completed and
submitted the survey, they were not able to modify or change answers. Completed

surveys were automatically coded for data analysis.
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3.4.2 Mail Survey

Traditionally, the mail survey approach has been a widely used and common
survey method. A self-administered mail survey or a traditional “paper and pencil”
survey is designed so that respondents can easily administer and complete the
questionnaire at their own pace (Burns & Bush, 2006). It helps reduce cost, enables
respondents to control ther answering pace and reduces interview-evaluation;
however, its lack of monitoring to ensure that respondents understand each question
correctly and answer all required questions might allow response errors (Burns &
Bush, 2006). To maximise the response rate, the mail survey was provided as an
option. About 25% of all collected responses for this study came from the mail survey.

To ensure consistency in survey procedure across all modes and to maximise
response rates, a systematic, standardised mail survey procedure comparable with that
of the online survey was designed (see Figure 3.2). Prospective participants were
approached three times through a series of contacts: (1) an introductory mail package
with the enclosed cover letters and questionnaires to call for their voluntary
participation; (2) a follow-up telephone call to promote survey completion and to
remind those who had not yet participated to voluntarily participate in the surveys, and
allow those who might have not received or lost the mail-survey package to request a
new package; and (3) a telephone thank-you to show appreciation for their voluntary
participation and to encourage those who had not yet participated to complete and
return the mail survey. Once all completed surveys had been returned to the
researcher, they were systematically coded for data analysis.

To ensure a standardised procedure, all potential respondents received a mail
survey package that included the following items: (1) a university Introduction and
Consent letter, (2) one pre-coded questionnaire (i.e. a coloured questionnaire for a
senior executive and a black-and-white questionnaire for an employee), and (3) an
enclosed stamped self-addressed envelope to be returned to the researcher. (The
different coloured questionnaires were used to help the researcher easily differentiate

the two responding groups and for ease of data entry.)
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3.4.3 Telephone Survey

The key purpose of the telephone contacts was to obtain participation
agreement from prospective respondents and for follow-ups to maximise response
rates. However, at the respondent’s request, the survey itself could be done over the
telephone. To gain access to employees, the same procedure as for the online and mail
survey was followed to ensure consistency and standardisation. In addition, a
telephone script was prepared to ensure effective communication and standardised
procedure (see Appendix F). In this study, the data collected from the telephone survey
accounted for 35% of the total responses, making telephone survey the second most

preferred survey method in this study.

3.5. Coding of Questionnaires

Each completed questionnaire was recorded through a systematic coding
system, providing each questionnaire with a unique identification: the systematic
coding procedure for each survey mode is described in turn for each mode.

Online questionnaire: FEach questionnaire from the online survey was
automatically assigned a unique computerised code by the online survey website.

Mail questionnaire: Each mail questionnaire was systematically pre-coded with
assigned alphabetical and numerical codes before being distributed to respondents for
ease of questionnaire identification and organisation for further data analysis. For
example, a completed questionnaire was systematically coded as “lAl1L” and
“2B2E1”. The unique coding identification was decoded and interpreted as follows.
The first numeric code identified the RA who was responsible for the mail
questionnaires. For example, RA No. 1 was coded as “1”, RA No. 2 was coded as “2”
and RA No. 3 was coded as “3”. The second alphabetical code referred to the targeted
provinces (Bangkok metropolitan area) from which data were collected. “A” stands for
“Bangkok™, “B” for “Nontaburi”, “C” for “‘Nakorn Pathom”, “D” for “Samut Prakan”
and “E” for “Samut Sakon”. The third number represented each organisation in each
province in the sequence approach, e.g. Al, A2, A3, ... etc. The fourth alphabetical
code referred to the two responding groups, “L” for senior executives of an

organisation and “E” for employees from the same organisations. Finally, the last
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numerical code represented the employee number from the organisation, since at least
three employees from the same organisation were expected to complete the
questionnaire. Overall, the aim of the unique coding identification was to ensure that
each questionnaire was systematically and uniquely recorded, organised and prepared
for further data analysis.

Telephone questionnaire: There was no coding for telephone questionnaires
since the researcher recorded all respondent answers on the online questionnaire to
allow for efficiency in data collection and organisation, particularly with regard to

time saving and error- free data entry and coding processes, as previously discussed.

3.6 Methodology of Data Collection

The detailed data collection methodology is discussed in this section and its
appropriateness is justified.

Prior to a pilot study and actual data collection, a pre-test was conducted to
assess the validity and reliability of the entire questionnaire process. According to
Burns and Bush (2006), this is a dry run of the questionnaire on a small, representative
set of respondents in order to reveal any questionnaire errors and procedural problems
before a survey is launched. The pre-test was conducted in Thailand to ensure that the
Thai questionnaire had been properly designed and formatted so that any errors (e.g.
any difficult, ambiguous and/or biased wordings/questions and/or confusing question-
response formats) could be detected. During the pre-test, the questionnaire was tested
twice with the two different targeted responding groups, both senior executives and
employees, who were employed by SMEs in Thailand. On the first occasion, the
questionnaire was tested with three senior executives and three employees. Initial
feedback was that some Thai translation was unclear and the questionnaire was
retranslated using the back-translation approach, as described in Section 3.8.4. A few
ambiguous words or phrases were corrected in the Thai questionnaire, and some
definitions (i.e. ethics and organisational culture) were added for clarity, but no
changes to the question-response format were required. The revised questionnaire was
then pre-tested again with another two senior executives and two employees from

different organisations. The respondents agreed that 15-20 minutes was the
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approximate time spent on the questionnaire. A total of 10 pre-tested questionnaires
were completed prior to actual data collection, as discussed next. Respondents to the
pre-test were excluded from the pilot and main study.

Data collection was conducted into two stages: (1) a pilot study to test both the
instrument’s validity and reliability and the data collection process, and (2) the main

study.

3.6.1 Pilot Study

A pilot study was used to test the entire approach, questionnaire and all survey
procedures. The pilot test included 10 completed questionnaires from the two groups
of respondents (3 from senior executives and 7 from employees). Respondents with
the specified characteristics were approached according to the planned procedure
using the mixed-mode survey method. Pilot respondents were excluded from the main
study so there could be no double approaches made to the same respondents.

The pilot test gave the researcher feedback on necessary procedures,
respondent cooperation rate, and any modifications that should be made to the
questionnaire or procedure before the main study. It allowed the researcher to ascertain
that the questions were understandable and unambiguous and that the length of the
questionnaire was acceptable. If there was any error in the procedural plan, it was
corrected and improved. The questionnaire items were expected to remain identical to

those for the main study, subject to minor modification following the pilot study.

3.6.2 Main Study

The data collection method employed in the main study involved rephrase of
responses to the questionnaire. Mainly, the data was collected using convenient
sampling due to very low responses from using the systematic probability sampling.
Procedures for approaching respondents have been described in the foregoing sections.
It is noted that all procedures regarding data collection in this study were reviewed and

approved by the MGSM Ethics Sub-Committee.
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3.7 Justification of Choice of the Questionnaire Survey Method

This thesis relies mainly on collecting primary empirical data through use of
the questionnaire survey method. Reasons for the selection of the survey approach are
discussed in this section.

The questionnaire survey method is a widely used research technique for
quantitative methodologies (Aaker, Kumar, & Day, 2007; Collis & Hussey, 2003). It
involves interviews conducted using a pre-designed questionnaire (Burns & Bush,
2006). Using a questionnaire as a survey instrument for data collection enables
researchers to uncover what respondents do, think or feel (Collis & Hussey, 2003), and
achieves statistical generalisation when very large samples are required (Punch, 2005).
The questionnaire survey method is considered a suitable way to present questions,
appropriate for long or complex responses and is more anonymous than personal
interviews (Aaker et al., 2007). Although disadvantages include lack of obtaining the
rich data and direct in-depth responses from participants that qualitative research
methods offer, questionnaires allow standardisation, ease of administration and
suitability for tabulation and statistical analysis (Burns & Bush, 2006). It is the most
practical and least expensive approach for this type of study as opposed to an
experimental design with random assignment, which is also not feasible for an in-
depth descriptive examination of case studies (Babbie, 2010). For these reasons, the
questionnaire survey was chosen as an appropriate and effective research design for
the study.

Since the researcher collected data from a comparatively large sample size
(over 1,500 data points), the questionnaire survey method, a quantitative approach,
was more suitable than qualitative approaches such as in-depth interviews and case
studies. Ultimately, the survey method was appropriate for the empirical examination

and robustness of further data analysis in this study.
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3.8 Questionnaire Design and Development

In this section, details of the questionnaire design and development are

described and justified.

3.8.1 Questionnaire Format

Questionnaires were used as the instrument to pose the research-specific
objective questions that the researcher wanted respondents to answer. To ensure a
systematic process, the researcher contemplated various question formats, considered a
number ofpractices characterising the survey, and organised the questionnaire’s layout
since the questionnaire helped translate the research objectives into specific questions,
standardise those questions and the response categories, foster cooperation and
motivation and serve as permanent records of the research (Burns & Bush, 2006;
Roszkowksi & Bean, 1990). A good questionnaire design helped the researcher speed
up the process of data analysis and served as the basis for reliability and validity
measures (Aaker et al, 2007; Burns & Bush, 2006). In addition, the questions in the
questionnaire were worded objectively, clearly, and without bias in order to
communicate with respondents (Burns & Bush, 2006). As part of testing the
hypotheses relating to the 23 independent variables, Avery and Bergsteiner’s (2010,
2011a) Sustainable Leadership Questionnaire (SLQ) was adapted.

According to Collis and Hussey (2003), a questionnaire that is too long
negatively influences response rate. To ensure that respondents could answer questions
efficiently, the questionnaire was carefully designed to be as short in length as possible
and to ensure that respondents could answer within the allocated time (approximately
15-20 minutes).

The questionnaire format was developed using all closed-ended Likert scale
questions that could be answered quickly and easily (Burns & Bush, 2006). Scaled-
response questions were also used to measure the attributes of constructs under study,
allowing for a degree of intensity/feelings to be expressed (e.g. respondent attitudes
about organisational leadership and behaviours). Overall, the Likert scale proved
advantageous since it was simple to administer and code. The scaled-response

measurement in the questionnaire is described below.
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3.8.2 Rating Scales

For ease of completion, fixed-format self-report measures were employed.
Fixed- format self-report measures that contain more than one item are known as scales
(Stangor, 2010). One benefit of employing fixed-format scales is that there is a well-
developed set of response formats already available for use, such as the Likert scale
and the Guttman scale (Stangor, 2010). A big advantage is that it generates metric
rather than ordinal data, allowing the use of parametric statistics; the Likert Scale is
more frequently used in the literature (Burns & Bush, 2006). The Likert rating scale
allows a numerical value to be given to an opinion (Collis & Hussey, 2003). Overall it
enables the researcher to provide a concise list of statements, is simple for the
respondents to complete, and makes the responses easy for the researcher to code and
analyse for research.

A 5-point Likert scale was primarily employed in this study. It has been the
most widely used approach to scaling responses in survey research and leadership
studies (e.g. Hater & Bass, 1988; Howell & Avolio, 1993; Lim & Ployhart, 2004;
Mehra, Smith, Dixon, & Robertson, 2006). According to the literature (e.g. Collins &
Hussey, 2003; Stangor, 2010), such scales were suitable for adoption in this study
because there was a need to measure the respondents’ opinions and beliefs. In this
study, the scale took the form of numbers and related words. Each item was assessed
using a 5-point Likert Scale ranging from “l — 5” as numeric representation of
“strongly disagree — strongly agree” and “extremely dissatisfied — extremely satisfied”,
and each practice was scored such that higher numbers indicated greater quantities.

The 5-point Likert scale used in this study offerred an equivalent distance
presentation and each successive Likert item was treated as indicating a “better”
response than the preceding value. For example, the distance between each numeric
scale between the number “17, “2”, “3”, “4” and “5” was intended to be scaled equally
to avoid any bias in the analysis. The 5-point scale also provided a clear neutral point
(“3”) for respondents. In addition, the literature indicates that all potential response
choices should be available since it is vital to allow respondents to feel at ease and
have the freedom to choose, so that they are not forced into giving an answer they do
not know or want to give answers in order to avoid incomplete or unreturned

questionnaires (Neuman, 2001; Seal, 2012). Therefore, a “Don’t know” choice (“67)
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was provided for respondents who could not decide on the matter being asked in an
item.

The Likert scale is theoretically an ordinal scale, but the literature indicates that
its use in statistical procedures assumes that interval level data is common in research
(e.g. Jaccard & Wan, 1996). The interval scale assumes equal intervals or distance
between the different categories or multiple items; it is also at a higher level than an
ordinal scale, and the literature indicates that a higher level of measurement has all the
properties of the lower levels of measurement (Burns & Bush, 2006). Consistent with
the literature, the Likert 5-point scale (e.g. “strongly disagree” to “strongly agree”)
was assumed to be the interval scale in this study, which was suitable for the required
statistical procedures, particularly multiple regression analysis, as explained in Chapter
4. The Likert interval scale was thus chosen for all questionnaire items measuring the
variables in the research model because it assumed equal distance and thus continuous
data (Stangor, 2010). Furthermore, it could be used to summarise the central tendency
or responses by using either the median, the mode or using “spread” measured by
quartiles or percentiles (Jamieson, 2004).

In conclusion, the 5-point Likert interval scale was chosen as the appropriate
rating scale for this study since it allowed the researcher to effectively and efficiently
collect data and measure the variables of interest, as well as enabling the researcher to

make meaningful interpretations during data analysis.

3.8.3 Questionnaire Content

This section describes the content of the questionnaire and the rationale behind
each item. The questionnaire and its contents in English are shown in Appendix G.

In the questionnaire, all items follow the logic of the research purpose. Easy-
to-answer questions were listed at the beginning, followed by more complex or
difficult questions for all respondents so that they could start the questionnaire easily
by first answering questions that were more intuitive for them, and escalate to more
complex or difficult questions (Burns & Bush, 2006; Collis & Hussey, 2003) In this
study, the layout and content of the questions was designed in such a way that
respondents could easily follow the survey and answer immediately without having to

look up information.
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The questionnaire began by collecting data on senior executives and employee
respondents, organisational information, perceptions of organisational leadership and
management practices (based on SL practices) and perceptions of both financial and
non-financial measures of organisational performance for organisational sustainability
(based on SPO), as described in Section 3.9.

There were six parts to the questionnaire.

The first part aimed to collect demographic information, including gender, age,
education level, tenure and job level.

The second part focused on collecting data about the organisation from senior
executives only. There was a total of eight key questions, consisting of organisational
size, number of employees, organisational fixed assets value, ownership type, import-
export activities, years of establishment (longevity of organisation), organisation’s
financial health (estimated firm’s net worth from its past annual revenue) and industry
type.

The third part intended to gain understanding about perceptions of
organisational leadership and management adapted from Avery and Bergsteiner’s
(2010, 2011a) SLQ. All 53 items in this part were constructed to reflect SL practices.
The SLQ is an established measurement scale that has been tested for validity and
reliability in measuring the 23 SL practices, as explained in Section 3.10.

In Part Four, five questions measured perceived organisational performance
(based on SPO) relative to its competitors. The questions centred on asking about
perceived relative organisational performance measurement in brand and reputation,
financial performance, customer satisfaction, investor satisfaction and supplier
satisfaction to measure organisational sustainability and high performance.

Part Five investigated past performance of the organisation, including
organisational net profits, sales revenue and controllable costs in the past three years.
Following Ellis (2007) and Murray, Kotabe, and Zhou (2005), these measures are
considered efficient performance indicators for assessing an organisation’s financial
situation. Three questions formed this section.

Part Six measured overall employee satisfaction, using a single item.
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The questionnaire had a total of 75 questions that were developed to
correspond to the research objectives, and to examine the relationships between SL

practices and organisational performance outcomes (SPO).

3.8.4 Back-Translation of the Questionnaire

As this adapted SLQ questionnaire was originally developed in the English
language, a back-translation approach, as recommended by Brislin (1986), was
employed for this study. In the literature, the back-translation approach is the most
commonly used for checking the accuracy of translation in various multi-country
survey research and organisational studies (e.g. Jung, Chow, & Wu, 2003; Offermann
& Hellmann, 1997; Smith, Misumi, Tayeb, Peterson, & Bond, 1989).

Using the back-translation approach (Brislin, 1986; Douglas & Craig, 2007), a
bilingual native of Thailand translated the questionnaire into Thai, and another
bilingual English speaker then translated it back into the source language. Finally, the
original and back-translated versions were compared for differences and
comparability. In this study, the English and Thai versions were carefully compared
and analysed in a committee-based review, comprising a bilingual researcher and two
English-speaking researchers. A few minor changes were made to the Thai-language

version to ensure conceptual equivalence to the English origin (see Appendix H).
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3.9 Statistical Methods for Data Analysis

To uncover answers to the research questions (RQ) and test hypotheses for this
study, multivariate data analysis was employed (Hair et al., 2010; Meyers et al., 2005;
Tabachnick & Fidell, 2007). The method facilitates identification of key variable
effects in one set of data on all or several of the variables in other sets (Hair et al.,
2010). In addition, multivariate analysis has been frequently employed by many
leadership researchers (e.g. Carmeli & Tishler 2004; Jing, 2012; Jing et al,, 2014a, b;
Kantabutra, 2006; Mehra et al, 2006). In particular, factor analysis and multiple
regression analysis techniques, and the t-test statistic, were selected and justified
below.

To answer RQI, exploratory factor analysis (EFA) was first conducted to
uncover underlying leadership and management factor structures based on the SL
theoretical framework as well as exploring and verifying the validity of the SLQ
measured items/scales that are suitable for Thai SME businesses. In addition, EFA was
selected as the suitable technique since the new measure scales based on the SLQ still
needed to be developed.

To answer RQ2 and RQ3, multiple regression analysis was then employed to
evaluate relationships and effects of various underlying leadership and management
variables as well as assessing strengths of the relationships and examining the relative
contribution of each underlying factor.

To answer RQ4, the t-test analysis was used to assess statistically significant
differences in perceptions between senior executives and employees with regard to
which underlying leadership and management factors from the SL framework predict
enhanced performance for organisational sustainability based on SPO in Thai SMEs.
In addition, a follow-up analysis, using multiple regression analysis, was performed to
answer RQ5 and RQ6 as well as examining differences between the two sub-
populations (i.e. senior executives and employees) and to gain a better understanding
ofany perceptual discrepancies.

Table 3.3 summarises various statistical analyses used to answer the research
questions and test the hypotheses. A software package used for statistical analysis
(SPSS) was employed for the statistical analyses. Details of each statistical analysis

and results are explained in the next chapter.
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Table 3.3 Summary of Statistical Methods for Data Analysis

Research
Questions (RQ)

Research Hypotheses
(H)

Statistical Analysis

RQ1:

What are the essential
leadership and
management factors
derived from SL that
underlie organisational
sustainability in the
context of Thai SM Es?

H1:

A unidimensionality of each
underlying leadership and
management factor derived from
SL for organisational

sustainability exist in the context
of Thai SMEs.

Factor analysis for H1

Reason: to identify salient
dimensions or essential leadership
and management factor structures
underlying organisational
sustainability derived from SL’s
theoretical framework as well as
exploring and validating the SLQ
measured items/scales that are
suitable for Thai SMEs.

RQ2:

Which underlying
leadership and
management factors
derived from SL predict
enhanced performance
outcomes for
organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai
SMEs?

H2:

There is a positive predictive
relationship between underlying
leadership and management
factors derived from SL and
perceived performance outcomes
for organisational sustainability
based on Sustainability
Performance Outcomes (SPO).

RQ3:

To what extent do
underlying leadership and
management factors
derived from SL contribute
to performance outcomes
for organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai
SMEs?

H3:

The more underlying leadership
and management factors derived
from SL an organisation adopts,
the higher the perceived
performance outcomes for
organisational sustainability based
on Sustainability Performance
Outcomes (SPO) will be.

Multiple regression for H2-3
Reason: to analyse the
relationship between each
dependent variable and several
underlying leadership and
management factors as the
independent (predictor) variables
as well as examining the relative
contribution of each underlying
factor.
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Table 3.3 Summary of Statistical M ethods for Data Analysis (Cont.)

RQ4:

Are there any differences
in perceptions between
senior executives
(organisational leaders)
and employees about
which underlying
leadership and
management factors
derived from SL predict
enhanced performance
outcomes for
organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai
SMEs? If any, what are the
differences?

H4:

There is a difference in
perceptions between senior
executives and employees about
which underlying leadership and
management factors derived from
SL predict enhanced performance
outcomes for organisational
sustainability based on
Sustainability Performance
Outcomes (SPO) in Thai SM Es

T-test statistic for H4
Reason: to assess statistical
significance between two sub-
populations/responding groups
(i.e. senior executives and

emp loyees) based on the SPO
measurement.

HS:

Senior executives perceive that
certain underlying leadership and
management factors derived from
SLsignificantly predict enhanced
performance outcomes for
organisational sustainability based
on Sustainability Performance
Outcomes (SPO) in Thai SMEs.

Hé:

Employees perceive that certain
underlying leadership and
management factors derived from
SL significantly predict enhanced
performance outcomes for
organisational sustainability based
on Sustainability Performance
Outcomes (SPO) in Thai SMEs.

Multiple regression for H5-6
Reason: to gain better insights
into understanding perceptual
differences between senior
executives and employees by
analysing the relationships
between each dependent variable
and several underlying leadership
and management factors as the
independent (predictor) variables
as well as examining the relative
contribution of each underlying
factor for the two responding
groups.
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3.10 Conclusion

This chapter has explained the essence and rationale of the research
methodology to empirically examine the research questions and test the hypotheses in
the thesis. The chapter opened with an overview of the research method and design.
The population, justification for the selection of Thai SMEs as the study context, unit
of analysis, sample size, sampling frame and method were outlined in this chapter.
Sample selection and approach were also detailed. Then, the data collection method
and process, including the data collection methodology (i.e. pilot test and main study),
questionnaire survey design and format, and rating scales were discussed. Finally, the
multivariate data analysis selected for this thesis was briefly described. Consequently,
Chapter 3 has laid the essential groundwork to facilitate data collection, analysis and
hypotheses testing to follow in the subsequent chapter.
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CHAPTER 4
DATA ANALYSIS AND RESULTS

This chapter reports the results of the hypotheses testing. The first part of the
chapter describes sample characteristics (i.e. demographics and organisational
information). Procedures for data preparation and examination are articulated in the
second part. To answer the research questions and test hypotheses for this study, the
third part provides details of multivariate data analyses (Hair et al., 2010; Meyers et
al, 2005; Tabachnick & Fidell, 2007), particularly exploratory factor analysis, in-
depth multiple regression analyses and t-test statistic. Finally, the last part of this

chapter summarises the results of the hypothesis testing.

4.1 Description of Sample

This section reports the descriptive analysis of the sample characteristics.
Demographic and organisational information describing the nature of the respondents
is summarised in the following subsections. The researcher initially collected a total of
1,559 questionnaires from both organisational leaders and the employees of 366 Thai
SMEs with a total of 65% response rate. Response rate with greater than 20% is
considered acceptable (Aaker et al., 2007). In this study, the response rate was much
higher than the level considered adequate for reporting and analysis in a survey
research (Babbie, 2010). A response rate needs to be as high as possible to reduce non-
response error and enhance generalisability (Buckingham & Saunder, 2004; Tharenou,

Danohue, & Cooper, 2007).
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4.1.1 Sample Demographics

As expected, the observations varied widely in terms of respondents’
demographics and organisational information.

Table 4.1 depicts and summarises the demographic information of the sample.
Of the 1,559 responses that were used as the body of data analysis for this study,
gender split was 47% male, 53% female. The majority ofage levels of the respondents
were 25-34 years old (40%) and 35-44 years old (28%). In this sample, 62% had
earned a bachelor’s degree and 18% had a master’s degree. The majority of
respondents worked for the organisation for less than 6 years (55%) and 6-10 years
(24%), although 20% of them had worked longer than 10 years. While 24% were
senior executives, the rest of the respondents were their employees at different job
levels: 13% middle-manager, 17% first-line manager and 46% staff. When looking at
the proportional difference between the sub-samples in this study, leaders (senior
executives) accounted for 24.2% whereas employees accounted for 75.8% of the total

résponses.

4.1.2 Organisational Characteristics

This section describes the characteristics of the organisations that resp