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1
1.1

INTRODUCTION
Problem and initial situation

When people act, they often act on the basis of their personal value system. These values are
characterized by personal experiences, by socialization in childhood and school, by the opinions
and beliefs of family and friends, by religious leaders or later by superiors. Also the specific
geographical and political region where a person live, makes a difference to the personal value
world. Schools and universities communicate certain value schemes, as well as commercials in
the TV or hero’s and protagonists in books or movies. All these experiences influence the personality and also the own value system. With this base of vast amount of impressions and values, every human being develops its own personal value profile. These values become part of
the personality and change little or very slowly. However, a person can show different value
patterns in different situations. Thus, not every single personal value that is relevant in private
life will be important or expedient in the professional field. Only few universal values are valid
for a whole society or an organization. Most values are individually noticed by people and their
importance is varying. In extreme cases complementary values compete within a society or are
contradictory (Volkmann, 2012, p. 154ff) like the value “freedom” and “safety”, although they
actually have equal importance. However, a complete aversion from personal values in different
contexts is also unlikely, as this would contradict the nature of the person and could be, longterm, counterproductive or even unhealthy.
Behaviour and value attitudes of the executive influence subordinates and therefore the whole
organizational culture. Important tasks of managers are to make decisions and to communicate
with their subordinates for different reasons, e.g. giving work instructions, giving an overview
about company targets or implementing new structures and strategies. Therefore, personal values of leaders will influence the organization as a whole, not only employees but also products
and services. Organizational impressions and clear values can be positive factors for subordinates, if they identify themselves with those values but also negative, if not. In particular, is this
valid for organizations which are influenced by religious creeds. Therefore, communication of
specific and highly relevant company values is already important at the beginning of the employment process, to prevent severe conflicts because of major differences between organizational and personal values (Hemel, 2007, p. 120). That also can mean, that not the most efficient
person may be the best fitting employee but that one, where personal values are very similar to
the organizational values. Same goes for managers, although they usually have more scope,
depending on hierarchy level, and they can influence the organization by themselves. For organizations, efficiency and profitability is in the focus, especially in the case of entrepreneurial
activities. leaders also underlie social as well as economic forces. Diverging conceptions between superior, manager, subordinates or managing colleagues can sometimes inhibit the realization of personal value concepts. Therefore, conflicts between organizational targets and personal values can occur. Value suppression on personal level or severe conflicts on team level
or organizational level are the consequence. Leaders are role models for their subordinates and
Fiedler (1967) argued that managers would not accept a leadership style which is against their
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personal values and indeed a positive correlation could be found between leadership effectiveness and the personal value balance of managers (Bruno & Lay, 2008, p. 8). This can be taken
as an indication of the importance of value-based leadership. Value-based leadership does not
only influence people but is also inspiring, motivating and focussing on the most important
topics by word, action and example (Kraemer, 2011, p. 2). Leaders are able to change the organization’s course seriously because of their personal value system which embosses the organization deeply. In Neuro Science there were findings that each rational decision also has
emotional and moral components (Priddat, 2010, p. 35ff). In other words, decisions in leadership are made on the basis of personal values. It therefore raises the question as to what extent
leadership behaviour is influenced by personal values and how congruent are these with their
business values and where are the origins of this values. To this end, the roots of the leadership
shall be illuminated at the beginning of this work in order to point out the development of
leadership theory and to discover any connections to value theories. The purpose of the research
work is to take a look at the value world of executives and to demonstrate the correspondence
between personal values and those values that are relevant to them in operational management.
In the context of this work, an understanding should be developed, what role do values play in
leadership and their influence on leadership style and behaviour should be developed.
1.2

Research questions, hypotheses and objectives

The aim of this dissertation is to shed light on the importance of leadership values both at the
personal level and at the executive level, and to make visible any value conflicts or particularities. With current scientific findings and theories and an empirical survey among executives the
general principles and the importance of personal values and their influence on leadership behaviour shall be reviewed and possible options for a more conscious approach in favour of a
more effective and humanely leadership shall be developed. The following research questions
should be answered in this thesis:
1. Are there peculiar value models for the company context that can be applied to executives,
regardless of their industry affiliation and are they comparable with the personal value models?
2. How has leadership culture evolved over the last century, which leadership styles do exist
and to what extent does personal value orientation play a role in it and what are key factors
and tasks in leadership?
3. What personal values do executives have, which values are important to them in corporate
governance, and how do these match with their personal value system and are there any
value conflicts recognizable within the survey group?
4. What values do executives attribute to the products and services they create in their companies?
5. What values did executives admire in their early role models and to what extent are these
values still important to them in their personal and professional life?
6. What values does the scientific literature mention in the description of leadership styles and
are there differences between theory in comparison with the empirical survey?
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The first two questions can be answered in the analysis of the scientific literature. Parts of the
sixth question, namely the mentioning of values in the scientific theory on the subject of leadership, can be developed within the secondary research under consideration and the extraction
of the mentioned values in the literature used. For answering the other questions an empirical
analysis has to be conducted. On the basis of the findings, the value models which are developed
and documented in the leadership literature used, questions three to six are answered in an empirical study in the context of the primary analysis. The surveyed group is evaluated as a whole.
No individual data will be analysed and presented in this work.
The following hypotheses are to be reviewed in the framework of the empirical research.
H1: The personal value model scheme of executives corresponds to the value model scheme
they live in the leadership context.
H2: The personal and business value schemes of the executives are influenced by the value
schemes that their early role models have them imparted.
H3: The value structure of different leadership styles differs considerably from each other.
H4: The value structure of theoretical leadership styles is identical with the value structure of
the lived leadership style in reality, considering the leaders with the appropriate leadership style.
1.3

Methodology and structure of the work

The work is divided into three main chapters, which are again outlined in the table below.
Chapters one and two are in the theoretical part of the work. The first part deals with the leadership theories. Classic leadership styles as well as newer, more complex and value based styles
such as transformational leadership are presented. Further subchapters deal with the questions
of key factors and tasks of leadership as well as the importance of corporate culture. The second
main chapter deals with the scientific findings of the theory of values. At the beginning the term
"value" is defined and in the second subchapter the insights of the value research are described,
further chapters’ deal with the value models on a personal level and within the company context
and a brief presentation of international value studies.
The third chapter deals with the empirical survey of this work. The first step is to prepare the
basics for the study in the secondary analysis. These include the textual analysis of the values
in the leadership literature. Afterwards, common features are sought out of the different leadership models and clustered into five main models. Finally, a theoretical value orientation of
the leadership cluster is created on the basis of the collected models. The chapter primary research deals with participants' demographic data, starting with age, sex, region, company size
based on number of employees, level of education and management grade, and industry affiliation. Building on this, the personal values of the executives and the values in the corporate
context are analysed. The early role models of the managers as well as the values associated
with these fictional or real persons are also presented.
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Methodology and structure of work
Research questions and Hypotheses
Theoretical part: Scientific Literature
Leadership theory

Values theory

 Definition of Leadership
 Definition of Values
 Leadership Theory
 Value Theory
 Leadership Styles
 Value Models
 Tasks of Leadership
 Value Studies
 Key factors in Leadership
 Summary
 Corporate Culture
 Summary
Empirical Study
Secondary Research
Primary Research
 Text analysis of Values in Leadership lit Demographic data
erature
 Value analysis
 Leadership cluster
 Comparison of value patterns
 Value orientation of Leadership clusters
 Leadership style analysis
 Comparison Values and Leadership
style
Review of Hypotheses
Derivation of Knowledge
Source: own representation

Following the evaluation, the results are summarized again and the key questions of the research
questions and hypotheses provided in the introductory chapter are answered and the findings
derived from them. Furthermore, the limits of the investigation are shown and concrete recommendations for action are given. In the last chapter a summary is made, the goal achievement
is controlled and perspectives are given for further research.
2
2.1

ANALYSIS OF LITERATURE
Leadership

The topic of leadership deals with the leadership of employees. There are many reasons for the
need for leadership in an organization. Steyrer (2009a, p. 26f) argues that leadership is guided
by the desire of people, by the need to lead people because of a limited overview of the individual, with the social principle of the hierarchy, with the desire of the elite for leadership as
well as with the functionality of the leadership as argument for efficiency. Personality traits and
leadership style of leaders, the rites of employees and supervisors, norms and values, and the
style of communication influence the corporate culture, thereby shaping the company's practiced leadership style (Thommen & Achleitner, 2012, p. 953). Leadership therefore has a tremendous impact on the development of the company and its products. The respective leadership
style directs the focus and the behaviour of the employees and influences motivation and communication within the company. All these factors lead to a unique corporate culture and is partly
responsible for success and failure.
6

In the development of leadership theories, the ability to guide individuals was initially derived
from each person's traits and led to the trait theory. Later theories, however, recognized that
leadership behaviour are not innate but can be learned (behavioural theory), and that the adequate leadership method is not only dependent on the manager, but also on the individual's
situation and task, as well as the level of maturity of the employee and the emotional relationship between the individuals. The most important operational tasks of the leadership in an organization are the planning of the tasks, the problem solving and to define targets, as well as
the steering of processes and the control. In addition, however, it is also the job of a successful
leader to build teams, motivate employees, develop and communicate visions, spread optimism,
build trust in the company, make important decisions, assess risks, and consciously engage with
all employees to celebrate successes to the proper extent and to let them participate in them.
The graphics below show the summary of the most common theories and leadership styles:
Summary of Leadership Theories and Leadership styles

Source: own presentation

The key factors for effective leadership are the power given to a leader and the way her or she
use them. The second key factor is the ability to motivate people and to use the right motivators
depending on the level of personal development of the employee, and the third key factor is the
organization's internal communication. Through these, trust can be built up and the important
messages of the organization can be communicated. By creating communicative meeting rooms
through organized meetings or informal meetings, misunderstandings can be cleared away and
new ideas generated in a short time. The totality of values, attitudes and leadership style, the
behaviour and characteristics of the leaders and the employees, as well as the structure, processes and products or services of the company, its history and corporate strategy, create the
corporate culture which is very individual and unique for the organization.
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2.2

Personal and Organizational Values

Values define people’s life, both in the private and the professional field. Values that are often
based on the personal history, such as parenting, socialization and cultural adaptation. On the
other hand, studies (Shalom H. Schwartz, 1992) indicate, that there are universal values which
seem to apply to all people, with different expressions. For companies, corporate value development is more complex and is dependent on a couple of influence factors. To name examples,
this can be the need for profit orientation or the securing of the continued existence of the enterprise as a significant factor. In this chapter will be defined what the term value does mean
and include, what theories are available on scientific literature basis and which value systems
and value models already have been developed and applied in literature and practice.
In literature, morality, ethics, virtue and values are used partly synonymously and the term
“value” is complex and differently described. Therefore, a definition of terms should first be
made for this work, in order to make a clear distinction for the term value. First of all, the
definitions of the term value or the synonymously used terms should be shown in the scientific
literature. In the second step, a definition suitable for this work is worked out. A value can be
the real – economic - value of an object itself, a rule for a cultural accepted path of life or a final
target like achieving an object or an immaterial situation like e.g. peace or friendship (Klein,
1991, p. 20ff). Sometimes the term overlaps with morality or ethics. It is based on mythical,
religious, moral or legal beliefs of a society passed from one generation to another (Fournier,
2012, p. 12ff). Ethics, on the other hand, try to find the meaning of life or, as Wittgenstein
postulated, to explore "the right way of life". Virtues, according to Fournier are subordinates of
ethics and mean the ability of man to do good while values are again subgroups of virtue. Wieland (2010, p. 28ff) defines the sum of virtues and value concepts as motives for social actions.
Those interact with organizational structures and form a value system. Spranger (1928) according to Bruno and Lay (2008) saw them as a bundle of likes and dislikes, obligations, prejudices,
personal judgements and inclinations. Athos and Coffey (1968) considered that values are perceptions about what is desirable for the person. Gordon (1996) meant that values are principles
which provide beliefs, attitudes and behaviour. Schwartz (1992, p. 4) followed this definition
and amended as a concept or belief of behaviour or final aim people want to achieve which
differs on importance and the type of goals. Klein (1991, p. 48ff) said that the related contents
and personal conditions, like the grade of conviction, stableness, estimation of relevance and
awareness, also play an important role. Beyond that the specific meaning of a value for a person,
the meaning for organizations and within the society is relevant for this work. On this literature
basis, for this present work the term “value” is defined as beliefs, attitudes and behaviour which
are either a path of life or a final target and are influenced by personal conditions, social systems
and estimation of relevance and awareness.
The scientifically documented development of personal value models dates back to the twenties
of the last century. At the beginning was the observation of great leaders from history, from
whom it was derived a certain superordinate behavioural pattern. This base has been further
developed and individual values have been extracted. Rockeach developed the first value categories which served as a basis for the Schwartz Universal Value System, which is valid for all
people, with varying degrees of weight. The Universal Value Model also serves as the basis for
8

the European and Global Value Studies, which aim to map significant changes in the value
structure of societies on a political, social and personal level. However, there are indications of
a very high level of heterogeneity in the values of people between nations, which is mostly
associated with the level of development, income and political situation.
Summary of personal value models and value studies
Types of men
Single value
Index of value
Inglehart’ Post
(Spranger)
concept
type (Schwartz)
materialism con(Rokeach)
cept

Sinus Milieus

(European and
World wide value
Study)
-

theoretical
man
economical
man
aesthetic
man
social man
political
man
religious
man

-

-

18 Terminal
Values
(as final targets of life)
18 Instrumental Values
(helpful
traits)

-

Self-direction
Stimulation
Hedonism
Achievement
Power
Security
Conformity
Tradition
Benevolence
Universalism

-

Survival values
Self-expression values
Traditional
values
Secular / Rational values

-

Traditionals
Consumer materialists:
Modern mainstreamers
Established
Adaptive navigators
Sensation orientated
Intellectuals
Performers
Cosmopolitan
avant-garde

Source: Research results

In the business context, concrete indications could be found that certain personal values of entrepreneurs and managers are used as decision-making aids. At the same time, enterprise consumer values are used to develop new customized products for audience advertising. Although
the boundaries between the milieus are blurred, different values can be identified and addressed
in a way that suits the target group. In general, personal values are very stable and change only
slowly over a relatively long period of time.
3

EMPIRICAL STUDY

The empirical part of this work is divided into the chapters "Research Design", "Survey and
Analysis" with the subchapters "Secondary Research" and "Primary Research" and "Answers
to Key Questions and Hypotheses".
3.1

Research Design

In this work, the values of executives are to be determined. For this purpose, a scientific literature research is carried out as a secondary analysis. Here, reference is made to the scientific
9

literature comprehensively presented in the first part of the thesis. On the one hand, this analysis
is intended to show the range of theoretical leadership models and to bundle them into five
clusters of the most important and most frequently occurring models. The literature is checked
for universal values on basis of the universal value model of Schwartz (1992), and the Business
value model of Koiranen (2002) mentioned within the model descriptions and these values are
assigned to the main leadership clusters. Primary research is conducted through an empirical
survey of executives. An online questionnaire containing questions on personal and business
values and the personal leadership behaviour as well as the youth idols is the core of the survey.
Similarly, the values that executives attribute to their own products and services are presented.
The collected personal values and company values are related to the leadership styles and the
values of the leadership styles are compared. A further comparison is made between the determined theoretical value pattern of the leadership styles and the value patterns ascertained in the
survey.
Research Design
Research Design
Secondary Research
Clustering Leadership Styles
Literature analysis of mentioned values in Leadership styles
Assignment Values – Leadership styles
Theoretical value pattern of Leadership styles
Primary Research
Empirical Study
Demographic data
Value analysis
Leadership style analysis
Comparison Values – Leadership Style
Comparison Theoretical and practical Value- Leadership pattern
Answers to Key Questions and Hypotheses
Target Achievement
Findings and Scientific results
Limits of Research and Recommendations
Summary
Source: own presentation

The analysis of the results of the questionnaire leads to a statement about the value structure of
executives and their meaning as well as a differentiation of these values. The Hypotheses and
Key Questions are answered and the limits of research and recommendations are presented and
the achievement of objectives is checked. On this basis, recommendations and perspectives for
further research are given.
3.2

Survey and Analysis

The empirical part of the dissertation is divided into secondary analysis and primary analysis.
The secondary analysis deals with the values mentioned in literature in the field of leadership
styles and the merging of them into main categories. The primary analysis shows the results of
the empirical survey carried out in the context of this dissertation. The analysis of the results of
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the research is mainly descriptive. The survey will try to identify the value models of the participating executives and thus provide a new contribution to value research. Not only demographic information, but a complex query of personal values and those values that are important
to business leaders and the values associated with their own previous role models are identified.
The results will be linked to the results of the survey on the personal leadership style and should
lead to a statement about the value models of the individual leadership styles, which are checked
by the secondary research and the associated literature analysis and the value patterns created
on this basis.
3.2.1 Secondary Research
As preparation for the primary research, the individual personal values of Schwartz (1992) with
the ten defined categories were adopted, as well as the scheme of Koiranen (2002). In the first
step, both schemes were compared by assigning a value of the business value scheme to the
respective personal value.
In many cases, there could be found pairs of terms, which have same or similar meanings. The
other values were assigned to the adequate value category in a separate line. The personal values
of Schwartz, if formulated as property words, were converted into nouns to ensure consistency
and an easier translation into German. The changed words are marked with an asterisk. An
exception are only the more complex value terms, which were adopted without change. In terms
of business values, the terms "loyalty to continue as family business" have been shortened to
"loyalty" and "harmony between owning family members" to "harmony". This is because the
survey in this study also addresses managers of small, medium and large companies. On this
basis it could be generated a value scheme, which indicates both, personal and business values
with using the universal value categories.
This table represents the basis for the survey. In the next step literature about the main leadership styles was examined in order to find either mentioned values or an accurate description of
values. The styles differentiate in four main points, namely in the way, how leaders make decisions, how they implement processes and activities, how they appraise their team members and
how they see their own role in their team. As a result of these four points this leads to specific
impacts for the team and the work result and can also be a part of success or fail.

11

Figure 1: Value orientation of leadership clusters
Source: research results

The figure show clearly that every leadership style has its own value scheme which differs
significantly from the other leadership styles, as already could be shown on the table above.
While autocratic style is located on the area tradition, conformity, security, power and achievement with a strong focus on power, participative style has an emphasis on benevolence and
security. Compared to this styles servant leadership and transformational leadership overlay
wider value areas. Servant leadership stresses benevolence, tradition, security and universalism
while transformational leadership has the major value area between self-direction, stimulation,
hedonism, achievement, power, security, conformity and benevolence. On this basis it can be
assumed that those leadership styles which have a very wide field of value categories, are the
most challenging for the leaders. On this secondary analysis of leadership styles and value orientation, the primary research questionnaire for an empirical survey has been developed, formulated and carried out.
3.2.2 Primary Research
This chapter is about the presentation of the questionnaire and the results of the survey. The
quantitative survey was carried out in March and April 2017 in Austria and neighbouring countries among managers. An online questionnaire was developed and was sent directly to selected
companies and to different disseminators. The questionnaire was available in German and English. Disseminators were the Danube University Krems, the University of Applied Sciences
Burgenland, the chamber of commerce Austria and their nine branches in the federal states of
Austria, different regional organisations, like the Wirtschaftsforum Waldviertel and the Danube-Moldau region. The survey was also published on online platforms like XING, LinkedIn
and Survey Circle. The survey target group were managers of different management levels. 189
persons took part, 118 participants completed the survey fully. 71 male and 43 female people
12

participated, four people did not specify their sex. Only the results of these 118 persons were
included in the evaluation. About one third of the participants were female and two thirds were
male. Two-thirds work for a company that has less than 250 employees, that means for small
and medium-sized enterprises. Almost two-thirds of the participants graduated at a university.
The analysis of the participant’s data shows a credible picture of business reality, where the
majority of managers in the survey group is middle-aged, male, well-educated and working in
higher management. Thus, the target group targeted in the study could be achieved.
Value analysis
In the survey people were asked on basis of a Likert scale how important the personal values
are in their personal life and how important business values are in their business life. They had
to rank the importance of the values for their personal and their business life. The values based
on the Schwartz’s universal personal value scheme and the Koiranen scheme for business values. As a third important part of this value survey, the role models of childhood were asked.
The participants should name three important values that they connect with this model. Those
three components – personal, business and role model values - result in a comprehensive picture
of the personal value structure, which also considers also the influence of the past and the current values in personal life and leadership. The last point in the value category were questions
about products and services provided by their companies. People should answer value oriented
questions and they should also specify three values or properties of their products. the question
was open without support.
Personal Values
Participants were asked how important personal values are to them in their private life. They
could choose between "very important", "quite important", "less important" or "not important".
It was also possible to give no answer, but all valid datasets were answered. There was also the
possibility to mention more values, of which three participants made use. They named family,
participation and moral courage. In the evaluation, the rating "very important" was assigned the
value 4, "quite important" the value 3, "less important" the value 2 and "not important" the
value 1. The values were added and divided by the number of ratings. Subsequently, the results
of the individual value categories are presented and a summary of the entire value scheme is
given. Afterwards all 56 values of the universal value scheme of Schwartz with the respective
values of the given points are presented in the four value categories "very important", "quite
important", "less important" and "not important".
Business Values
In the survey, participants were asked how important business values are to them in their role
as leaders. Basis were the 39 business values of Koiranen. They could again choose between
"very important", "quite important", "less important" or "not important". It was also possible to
give no answer; all valid datasets were answered. There was also the possibility to mention
more values, of which three participants made use. There was named experience, sustainability
and humour as also important values. The evaluation was done in the same way as for the
personal values. In business context, the values credibility, honesty, responsibility and quality
13

are named as the most important values in absolute figures. The least important values are social
status with recognition, cautiousness, thriftiness and risk taking. Something unexpected is that
the strive for growth is also one of the least important values in business.
Values of Role models
The third question in the questionnaire in the value category referred to the personal role models
of childhood of the managers. It was an open question and the answers were assigned to eight
role model categories, which are family, literature, sports, social environment, politics, religion,
medicine and music. Nineteen persons did not answer the question.
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Figure 2: Role Model Categories
Source: Research results

Most role models of the respondents are from family. 21 males and 16 females had their role
model in this category, which means about 18% of men and more than 13% of women. Mentioned were fathers, mothers, parents, grandfathers, grandmothers, grandparents and occasional
sisters, brothers, uncles. The second largest group was literature. Here also movie heroes on TV
or cinema are included. The third important category was sports although obviously only for
men, because there were fifteen male counts but only one female. Other categories like social
environment (e.g. teacher, youth group leader), politics (e.g. Nelson Mandela), religion (e.g.
Dalai Lama), medicine (e.g. Albert Schweitzer) or music (e.g. Freddy Mercury) had only few
counts. On this basis, respondents were asked, which three most important traits and values
they would connect with their personal role model. The most important mentioned values were
honesty, risk taking, ambition, choosing own goals, capacity, social justice. Also humour, pleasure, intelligence, success, helpfulness, wisdom and broadmindedness are admired on the role
models. Further named values were love, power (8x), loyalty, creativity (7x), caring, independence, individuality and self-confidence (6x). In total, 311 values were mentioned by the participants of the survey. All three mentioned values per person were treated as equivalent and
counted. All these values have been assigned to one of the ten universal value categories.
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Figure 3: Role model value categories
Source: Research results

The most important value category among the role models is benevolence, followed by achievement and universalism. As the least important value categories arise conformity and security.
Product values
In the survey, the executives were asked what qualities the products or services produced in
their company have. The twenty-five descriptions of product properties are also adapted to the
universal value categories. The result shows that quality, service and customer orientation as
well as the protection of the environment are important and valued product features. Creativity
and social responsibility are also very important. Since the companies and organizations of the
participants were very heterogeneous, these values should be given a very special priority, regardless of the product or service.
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Figure 4: Appreciated values on products and services
Source: Research results

Comparison of personal, business and role model values
Following the evaluation of the individual values, the categories of personal values, the values
that are important in the corporate context and the values that are linked to the role models are
to be compared. It should be checked whether there are strong deviations or matches between
the value categories here. The personal, business and role model values have been concentrated
and summed up on the ten universal value categories. For the comparison of personal values,
business values and the values of role models, the total sums were calculated from the assigned
points and the percentage share of the respective value category was calculated. These percentages were compared in the figure below.

15

25,00%
20,00%
15,00%
10,00%
5,00%
0,00%

Role Model

Business

Personal

Figure 5: Comparison of personal, business and role model value categories
Source: research results

The value schemes show, that there are similarities of personal, business and role model values
in self-direction, benevolence and tradition, whereby the latter is on a low level. Differences
consist in achievement, power, security and conformity. A possible explanation could be that
achievement is distinctive at a role model and also in business categories but not in personal
life. Security is important for personal life as already been stated by Maslow (1987) and, with
some limitations also in business life. On the other hand, it seems not to be an important value
for a role model. Conformity and tradition work the same way. Both have generally minor
importance but especially with the role model, because humans would usually not adore those
traits on an idol. Stimulation and Hedonism play a role especially with the role model but on a
low level and it seem not to be important values in personal and business life.
Leadership style analysis
A hypothesis of the work was that leaders with different leadership styles also have different
value patterns. In addition, questions about management style were asked in the survey and
compared with the personal value system. People were asked twenty questions about their leadership styles. Answer possibilities were “I fully apply” (4 points), “I largely apply” (3 points),
“I do rather not apply” (2 points) and “I do not apply” (1 point). Those questions were assigned
to one of the five different leadership styles. Answer points were subsumed under the respective
LS Style and the average of each Leadership style was calculated. The abbreviation for the five
main leadership styles are:
LS1 – autocratic leadership, LS2 – participative leadership, LS3 – servant leadership, LS4 –
transformational leadership and LS5 – Laissez-faire leadership style.
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Comparison Personal and business Values and Leadership Styles
On the basis datasets, different leadership styles were compared analysed with regard of value
categories in personal and in business areas and compared to each other.
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Figure 6: Comparison of Personal Values and Leadership Style
Source: research results

Although the small sample does not allow final statements, a certain pattern can be seen. The
figure above shows different value pattern of each leadership style in the field of personal values. LS1 has low results in stimulation, hedonism and power and peaks in self-direction,
achievement, security, conformity, benevolence and universalism. LS2 has its lowest points in
power and tradition, but is generally quite consistent. LS3 is high in self-direction, achievement,
security, benevolence and universalism. LS4 is quite high in all categories but lowest in power
and tradition. LS5 has its peaks in self-direction, hedonism, benevolence and universalism, is
very low in power and the other value categories are also generally low. The range between
lowest value and highest are from about 55% up to 88%. Considering business value categories
and leadership style it shows a different picture.
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Figure 7: Comparison of Business Values and Leadership Style
Source: research results
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Considering the different leadership styles and their value category schemes, the first thing to
notice is that lines are approaching each other, more than in the comparison of personal values.
The range of value importance also increased to a range between 70% up to 94%. Autocratic
leadership style again has its lowest point on hedonism, but now stimulation, achievement,
power, security, and benevolence are high. Universalism has decreased. Which could mean,
that business needs are steering these values. Laissez-faire style again is the bottom line except
in hedonism. Participative and servant leadership style now have quite similar value schemes
whereby servant leadership style in every category is slightly higher than participative style.
Transformational leadership style has a unique peak in stimulation, apart from that, it follows
more or less the value schemes of participative style.
Comparison theoretical Leadership Values and survey results
As a basis for the comparison between the values of leadership styles communicated in theory
and the results of the survey, the table of values, developed in the secondary analysis is used.
Results of the survey were ranked between 1 to 10, whereat 10 is the most frequently mentioned
value and 1 is the least mentioned value. In a second step the results of the business values of
the different leadership styles were also ranked in this way and on this basis business values in
leadership theory and leadership practice were compared. As can be seen in the graphs below,
literature mentions and practical results differ in many points. These discrepancies may come
from concentrating on typical and prominent characteristic of this leadership style in literature
whereas in reality a leader mostly cannot be attributed into a single leadership style. Because
of being too focused on leading, some value categories were not yet regarded in some leadership
literature at least for certain leadership styles, like laissez-faire style.
Autocratic Leadership style
The peculiarity on autocratic style is, that stimulation, security and benevolence seem to play a
much bigger role in reality than in theory, whereas conformity, tradition and power do not.
autocratic theory

Universalism

Benevolence

autocratic business reality

Self-direction
10
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6
4
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0

Stimulation

Hedonism

Tradition

Achievement

Conformity

Power
Security

Figure 8: Autocratic theory and reality pattern
Source: Research results
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The ratings of the values of the survey of those participants who have an autocratic style of
leadership were weighted. From this, a ranking for theory and practice was generated from 1
(lowest) to 10 (most frequent). The two rankings were compared as shown in the figure above.
The same system was applied to the other four leadership styles considered.
3.3

Answers to Key Questions and Hypotheses

Based on the results of the work, the question of which personal value models were theoretically
developed in the past could be answered in the theoretical part of the paper. Also, the question
of whether there are value models that are equally applicable to all people. This could be positively answered with the Universal Personal Values Model by Shalom Schwartz. This however
with the restriction that the importance of the values are weighted differently depending on
personal experience and cultural character. The question of value models in the corporate context could also be answered positively. The business values schema used in this work is based
on the universal personal value scheme. The question of whether the values in the company
context apply to all sectors cannot be answered conclusively due to the small sample in the
survey, but what has been shown is that the values mentioned for each of the participants in the
survey had a certain meaning. Within the framework of the theoretical part, the development of
leadership culture and leadership theories as well as the various leadership styles could be comprehensively presented. In the secondary analysis, an attempt was made to examine existing
and used literature on leadership styles for values communicated there. Some important values
could be found and a certain value structure per management style derived from it. However,
the comparison made in the primary study between the values obtained in theory and those that
emerged from the survey showed certain deviations that may arise from the restricted choice of
literature in the theoretical area, but also from a methodological blurring in the context the
question within the survey. In the theoretical part, the key factors and the tasks of leadership
were discussed. The personal values of executives could be surveyed as part of the survey, as
well as their significance in the context of the company. A comparison was made between personal values, values that are important in the company's management and the values that they
associate with their previous role models, and that both consistency and differences were identified. Similarly, the survey identified the values associated with executives using their products
or services. As the evaluation of the figures could show, the requested target group – managers
of different industries and on different management levels - was reached by the survey.
Hypothesis H1 of this work was that personal value models correspond to the business values
of leaders and Hypothesis H2 was, that manager’s personal values are influenced by role models of their childhood and that personal values and business values are shaped by this values.
The results showed interesting and sometimes surprising results. Benevolence and universalism
categories were quite high ranked, in both, personal and in business life, what was not expected
to this extent. Values were generally high ranked in this study group, although there were differences between personal and business values. In some value categories, like tradition, selfdirection and to some extent in benevolence and universalism there are similarities. But there
are also some remarkable differences. Security show a high peak in the personal value category,
which is in accordance with the Maslow’s hierarchy of needs (1987), where security is defined
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as one of the basic needs in human life. In business security is also important, however, not
with the same emphasis. Though, security has no importance or is at least not admired or consciously observed on the role model, what makes sense, because heroes are usually not admired
for being the nice guy. The same goes with conformity, which has obviously no relevance on
role models but is somewhat more important for business and private live, although on a low
level. This seem also not a big surprise, because conformity fosters social interaction among
people in private and business life. Achievement and Power has been rated high on the role
model and in business, but – especially power - has obviously little importance in personal life.
In business life, however, it can be a crucial factor for success. Benevolence, followed by universalism and self-direction have the highest joint amplitude, therefore, these values should be
a dominant influence in the manager’s life. On this point it would be an interesting question, if
this is only a theoretical strive or if this values are actually lived by the person. Interestingly,
stimulation and hedonism do play a certain role on the role model but only little in personal and
business life, although it must be taken into account here that due to the small number of individual values, a certain distortion arises in the evaluation. In general, it can be said, that, considering the results, that a pattern is noticeable. Except of security and conformity, which are
categories to ensure the survival within the environment and the society and therefore show a
deviation upwards, role models do play a fundamental role in shaping the personal value model.
Role models of the examined target groups came mainly from family or literature. Honesty is
one of the most cited single value in all three categories. Hypothesis H3 deals with the value
structure of the different leadership styles and Hypothesis H4 supposes that the theoretical value
structure of leadership styles is supported by the results of the survey. Different leadership
styles did show different value schemes; though different leadership styles were getting closer
in business matter. Self-direction, benevolence and universalism were those value categories,
which were highest ranked whereas tradition were low ranked in every leadership style. Hedonism seemed to be an important value category for all except for autocratic leaders. Laissezfaire style had the lowest level of value schemes, except in hedonism. Gender allocation of
participants was about one third women and two third men. Female leaders seemed to tend more
to an autocratic style than men and men tended more to a laissez-faire style in this study. Although because of the small sample no general statement can be given at this time. Proportional
distribution between male and female in participative, servant and transformational style is
fairly even without significant deviation. Hypothesis H3, that different leadership styles would
develop different value schemes could be proven only to a certain extent, because value
schemes actually do differ, but show similar pattern. A survey with a bigger sample could lead
to more accurate results. Reality check of the text analysis of values of leadership style descriptions in literature and the survey came to the result that there are some differences (H4). These
deviations probably result, among others, from the concentration on main points in leadership
literature to make clear, where the focus of the leadership style is, but this does not mean by
implication that a leader do not have certain other values as well, what could be shown in this
survey. What became visible is, that transformational leadership style work has the most overlaps between theory and reality and laissez-faire style obviously is rarely described by values.
Thus, hypotheses one, two and four could only be proved in parts of the study. However, hypothesis three could be confirmed. A closer look at the different manifestations of these hypotheses requires further research on this topic and a more comprehensive and detailed study.
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Due to the increasing importance of value-based leadership, further research in this area seems
promising.
4
4.1

CONCLUSION
Target Achievement

The topic and the questions at the beginning of the work about the values of executives could
be worked out clearly and comprehensive in the context of this thesis. When asked whether
there are special value models in the corporate context, one business value model based on
Schwartz's value model could be found. On this basis, a good comparison between the personal
value level and the values at the organizational level could be created. Central themes of the
research were the presentation of leadership theory with the different leadership styles, the tasks
of leadership and the key factors for successful leadership. Connected and accompanied with
this, the issues of power, motivation and communication in leadership as well as the corporate
culture were addressed. A comprehensive literature review has shown a detailed picture of the
current state of the art in leadership research. In the theoretic part of the work the development
of different value theories was presented. The universal models found for the presentation of
personal values and values in the corporate context in the literature, did serve as a suitable basis
for the empirical survey. In addition, an overview was given of large, partly global value studies
used in politics and the economy. Thus, the comprehensive meaning of the topics of personal
values could be emphasized and presented. In the empirical survey, the personal value structure
of executives could be investigated as well as their values in the area of leadership. The gathered
data to the value structure suggests that values play an important role in both, personal life and
professional life for leaders and managers. There seem to be a need for an adaption of certain
personal values to the professional context sometimes, but a complete reversal of values could
not be observed in any category. One might therefore assume that executives work long term
in those companies that support their values. Executives also attribute special values to their
products, highlighting the quality of products and services., which, on the one hand, indicates
a certain pride in the product or service and one's own work and that quality is seen as one of
the most important outputs in management. The role models of childhood seem to have a significant influence on the later value structure. However, it could be shown that in those value
categories where personal safety is in the foreground, there are deviations between those values
admired on the role model and the personal values. Idols are admired for their courage, commitment and performance, but not for caution or restraint. It was assumed at the beginning of
the work, that different leadership styles also result in different value patterns. For this purpose,
the management literature was examined for the explicit naming of values. Different value
schemes per leadership style could be identified, which differed significantly from each other.
In the survey, the leadership style of the participants was surveyed and this value pattern was
presented for each management style. A comparison of the actual values of the individual leadership styles with the values found in the literature revealed some similarities, but also significant deviations, which can be justified in the size of the sample, the way of assignment of leadership styles in the survey, but also in the limited mentioning of values in the literature. The
results of the survey paint a clear picture of the importance of values in leadership. Thus, the
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importance of this topic for both further research and practice could be demonstrated and
strengthened. Thus, the importance of this topic for both further research as well as for the
practice could be demonstrated and strengthened.
4.2

Findings and Scientific results

The comparison of the value definition of the different leadership styles shows a clear result
that different leadership styles in the literature are also attributed to different value patterns.
Each style of leadership has a clear value pattern. For example, for autocratic executives, the
Hedonism value category is low, while this category has been rated highly by all other leadership styles. All executives have in common that they value the Self-direction and Benevolence
value categories as very high. Power seems to be of little importance to executives in personal
life, with the exception of those with transformational leadership style. In the professional context, however, all except the laissez-faire leaders confirm the importance of power. In general
terms, the patterns of values on a personal level are more fragmented than at the management
level. Nevertheless, the differences between the leadership styles continue to be visible. These
individual value schemes for the different leadership styles are one of the most important results
of this work and should be repeated and refined in further research with larger samples. However, the analysis of the leadership literature showed a very limited value awareness in the scientific literature of the classical leadership theories compared to the survey. In the autocratic
leadership style literature speaks of the highest value categories achievement, power, conformity and tradition, while the survey found achievement, security and benevolence as the most
important value categories. In participative leadership, on the other hand, theory neglects the
value categories hedonism and achievement, while overvaluing security and tradition. Even
with the servant leadership style, the theory assumes an ideal image with peaks in the area of
benevolence, universalism, tradition and security, but neglects hedonism and achievement values. The most congruent pattern between theory and practice can be found at the transformational leadership style. Here only in benevolence category could be found a strong upward deviation in practice. Apart from freedom, the laissez-faire leadership style theory does not attribute any values to this style. However, the survey showed that executives with this leadership
style also pursue a particular value model that strongly emphasizes the value categories selfdirection, hedonism, universalism and benevolence. However, the analysis of the leadership
literature showed, in comparison with the survey, a very limited awareness of values in the
scientific literature of classical leadership theories. The present work has shown that executives
have certain, individual and often different value schemes that influence their leadership behaviour to a certain extent. Here, it seems expedient to continue to research and give more
importance to the area of personal values in leadership in future publications. The comparison
with the practice in the survey conducted showed that values in general, both on a personal and
professional level, are important for managers. The results and the relationship between personal values and professional values could show that these values seem to influence leadership
style and leadership behaviour, which is an important result of this work. As values change very
slowly, as the comparison of values between executives and their role models has shown, and
this can also be observed in corporate cultures, the value worlds of corporate culture, leaders,
and employees should be as close as possible to each other to avoid conflicts in the corporate
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context and enhance the efficiency of cooperation. Executives act as role models for their employees and consciously and unconsciously transmit their values to employees through their
actions. For example, an organization that works in the social field will develop very different
values than a start-up company in IT or a construction company that carries out large-scale
construction projects. This means that an organization should have a clear idea of its own desired and actually lived values and on this basis should develop a corporate value scheme. This
value guide should to be integrated into the corporate mission statement and should be become
a central part of the admission procedure for managers.
Ultimately, this can also be a parameter for hiring employees. With the study, the value schemes
of executives could be determined on the personal and professional level. These basic data
provide the basis for further studies that could derive a link between the individual value systems and personal leadership behaviour and could provide an approach to personality development and leadership improvement. An important finding of the work was also the information
which role models leaders have and from which environment they come. Thus role models in
the family play an important role, but even imaginary idols from the media or literature shape
the value image of executives. In this area, a peer group could further investigate whether there
is a difference in the admired characteristics of heroes and family members between leaders
and non-leaders, and a comparison of priorities. This would give an indication of whether executives are already "made" by the early influence or whether later influences give rise to the
desire for leadership. The advantage of a value-oriented organizational strategy and employee
recruitment can result in lower turnover of both management personnel and employees, since
friction losses can be avoided through similar value schemes. Leadership that steers the company on the basis of existing and desired values and where executive values align with those of
the company can more easily lead to clear, shared goals and a coordinated approach without
gross differences.
Employees who can also identify with the organizational values will be more motivated to
achieve their goals. Ultimately, value-based leadership can make a significant contribution to
the physical and mental health of executives and employees, because the broader alignment of
value systems means better identification with the workplace, products and services and
strengthens one's own role understanding. The realization that values are an integral part of
their personal worldview for all people, and that these values are integrated into the personality
from childhood to adolescence, and that they continue to have a great impact on professional
activity supports the theory that it is efficient and effective for successful leadership to act in
accordance with one's own values. Mental health is an important factor for long-term job satisfaction. One of the reasons for this satisfaction is the fact that personal values match those in
the company. This congruence is also transferred to the employees in terms of management
behaviour and thus an increase in employee motivation is possible. A consideration of values
in one's own workspace but also at company level can strengthen the quality of cooperation as
well as increase efficiency. It is therefore worthwhile to focus on and take into account the
values of the people involved for corporate leaders and executives. The survey carried feedback
from some of the interviewed leaders who expressed a strong interest in the issue of leadership
values and the results of this work. This reinforces the author's belief that this subject should be
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the subject of further intensive study. In summary, it can be concluded, that on the basis of
scientific literature analysis, on the survey with leadership interviews, and on the hypothesis
analysis, the present work was successful:








4.3

To elevate the values of executives and to compare them with the values listed in the
management literature and thus for the first time depict particular value patterns for
leadership styles.
To discover that different leadership styles are based on different value patterns.
To demonstrate that there is an influence of personal values on leadership behaviour,
which can be a critical factor in achieving corporate goals, in recruiting processes, and
in employee motivation.
To show that the existing leadership literature has largely overlooked the factor of
personal values so far.
To outline the relationship between childhood idol’s values, personal values, and those
values that are important to a leader in a professional context, and identify both accordance’s and potential areas of conflict.
Limits of Research and Recommendations

There are some limitations of this study. First of all, with 118 full datasets it is a too small
sample for a general statement. The sample does also not allow valid statements for subsets like
gender, educational background, industries or countries. Also considered must be the influence
of personal and business restrictions and the possibility of socially accepted answers and an
exaggerated opinion of participants as well as different possible perspectives, like the perspective of the leader for himself or for his employees. For the comparison of value patterns in
different leadership styles in theory and reality the ranking method stresses the importance of
single value schemes, so that only little differences in percentages lead to high or low results.
Another survey with a larger sample may lead to more clarification in this case. For further
research it is recommended to increase the sample and to extend it to other countries.
As a result, statements about country-specific value structures of executives could be made as
well as statements about different industries or educational backgrounds of leaders and managers. This work deliberately consciously refrained from looking at the individual person on the
personal level between personal values and leadership style. Instead it was attempted to map
this within the ten value categories for the entire group of participants. As a result, in a comprehensive study, correlations could be derived between the personal values and the individual
personality structure, as well as the leadership and leadership styles of each leader. However,
this requires the query of a precise personality profile, which would require cooperation between economists, social scientists and psychologists.
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