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Summary:

Most leadership research has made within regulgrocations or public sector organizations
in the business world. However, the research odeleship in the non-profit organizations
(NPOs) has been scarce even though these organzatiay an important part in society and
the economy as well. It is argued that leaderghidROs is different from that of a for-profit
organization due to the different preconditionst thgist in a non-profit organization. The
research question of this thesis is therefore; tweharacterizes leadership in NPOs and what
leadership styles can be found?”

Our purpose with this thesis is to provide an us@eding of the leadership in a successful
non-profit organization. More specifically, undenstl the leadership at IKSU. We identify
IKSU as a combination between a mutual benefit mimgdion and a voluntary association.
We have chosen to make a case study by interviemigugagers in different positions at the
successful non-profit organization IKSU locatedJmea. The interviewees also answered a
questionnaire about their leadership as a complementhe interviews. Further, a
questionnaire was sent out to the interviewed mensagmployees in order to receive better
contextual understanding about their self-perceileadiership. Literature about NPOs and
leadership in both NPOs and for-profit organizatitas been used. Two frameworks are
central throughout the thesis; the situational éeskip model constructed by Hersey &
Blanchard (1981) have been used to analyze andstadd the leadership styles and the four
cornerstones of leadership by Ekstam (2002) haea bsed to construct the interview guide
and to analyze the leaders’ roles in the orgarunati

The results have shown that he leadership stylswe can find at IKSU are supporting and
coaching and that the leaders most developed srkeghe roles as developers and team-
builders. We conclude that the use of high supp®itiehaviour might be due to both the fact
that they have such close relationships betweeatetsaand subordinates that the leaders feel
uncomfortable adopting a low task/low relationshigle, as that could instead damage the
close relationship and lead to lower motivation anthmitment from the employee. Another
reason to use high relationship leadership stytuisto that there exist no clear goals within
the organization. The leaders work close togethién tiheir employees and the employees
seem to work independently, thus with the suppomnfthe leaders. They let the employees
be part of the decision making processes and takg tare of the employees skills and
knowledge rather than doing everything themselFasther, they lead the employees through
the constantly changing organization and understhat the organization have to develop
since the profits have to be reinvested which Wekd to further development of the
organization.
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1. Introduction

In the first chapter we will introduce the topic lebdership and how it is assumed to vary
depending on the situation. From this assumptienywll further argue that leadership would
therefore be different depending on the type ofanization. This will lead us into the
organizations in the non-profit sector in whichdeeship research is scarce, and due to the
specific characteristics of NPOs, leadership shdwdddifferent from that of a for-profit
organization.

1.1 Background

Dwight D. Eisenhower said once: “Leadership is #ne of getting someone else to do

something you want done because he wants to dblutjhes et al, 2006, p. 405). With these

words, Eisenhower gave an early definition of lealie that has gained consensus among
leadership researchers in later decades. Namdiyeddership has to do with some form of

influence over its followers (Yukl, 2006, p. 3) atitht in order to manage a successful
organization the leader has to create commitmewingnthe employees and a willingness to

strive for improvement (Ekstam, 2002, p. 11).

In the last decades society has changed radica#yy technology has increased the
possibility of communication between people anainfation flow in organizations. Many
companies are facing competition abroad and tisea@ increased pressure in working life in
general. This increases the pressure on the indilsdn the managerial positions, a manager
cannot sit in his or her office and delegate tasksubordinates, a manager also haleaol

its employees. According to Ekstam (2002), manyanizations are moving towards a more
decentralized structure, and fewer middle managetsch are creating larger areas of
responsibility for the remaining managers. Due he thanges in society and in many
organizations, he argues that the managerial ra¢echanged from a “controlling boss” to
“involved leadership”. Ekstam (2002) is also makandistinction between a manager and a
leader. A manager is a person who has been gw#moty from a higher instance and a
leader is a person who has been given the auttooity below.

Today, many successful leaders can be found inbtgness world. Bill Gates, Meg
Whitman, Warren Buffet and Ingvar Kamprad are mdew examples of individuals who
have been highly successful in their respectivamizations and in the business world as a
whole. What leadership characteristics and stylesle&iders in successful organizations
possess and how did they become successful leadsrdor a long time been based on
speculation. Research about leadership did nonhegil the twentieth century and different
approaches to study leadership have had varyingll@oly over time. The focus of the
research was to determine the leadership effe@ssrand researchers have tried to discover
what traits, abilities, behaviors, sources of poama aspects of the situation that determines
how well a leader can influence his or her follosvand accomplish the set objectives for the
organization (Yukl, 2006 p. 2). This has lead tffedent research approaches used when
studying leadership. They are: trait approach, ehapproach, power-influence approach,
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situational approach and integrative approachhalle had varying popularity over time and
the methods used have varied greatly (Yukl, 2008) pThis shows that leadership has been
a difficult area to study since it tends to varyeéeding on the situation and the milieu in
which the leader acts (Hughes et al, 2006, p. 351as also been shown that successful
leadership is highly dependent on the context, mnegthat a leadership style would be more
appropriate to use in certain situations than mexst. The situational approach takes these
factors into account and suggests that leadershipghly influenced by contextual factors
(Hughes et al, 2006, p. 330;Yukl, 2006, p. 14).

Departing from a situational approach, there istaueason to believe that leadership would
look different depending on what type of organizatit is. Three broad distinctions between
organizational forms can be made, the for-profitee the public sector and the non-profit
sector. The for-profit organization is a compangttsirives for profit maximization and has
shareholders that have an interest in dividends. gublic sector consists of organizations
that are owned by the government and funded bystakenally, non-profit sector,
organizations are often associated with having eiabomission, such as saving the
environment, assisting elderly people or feedirghibmeless. Instead of distributing profits
to shareholders it is not uncommon that they reshesentual surplus into the organization
(Morris et al 2007, p. 102). These organizatioss @lay an important part in society and the
economy. For example, the non-profit sector cams#t approximately 2,5% of the total
labor force in Sweden, meaning that around 100@¥ple are working within this sector
(Idea, 2007). Most leadership research has takaece plithin regular corporations or public
sector organizations in the business world. Howevbe research in the non-profit
organizations has been scarce, meaning that the wnon-profits is rather uncharted. This
motivates for further research in many areas irfigié of NPOs.

1.2 Problem discussion

The discussion above indicates that the goal amgoge for the NPO, compared to a profit-
and public sector organization, could be regarddaetboth broader and vaguer than a profit-
organization. This makes it harder to measure pssgtowards the set goals. Further, this
would in turn affect the conditions of leadershighm the organization (Lindberg, 1999,
p.38). Lindberg (1999) argues that one fundametittdrence between a profit organization
and an NPO is the requirement for democracy amoagnembers. Many managers that have
moved from a profit organization into a leading ifos within an NPO have faced great
opposition from the members when trying to adogt dni her leadership style (Lindberg,
1999, p.40). This is supported by Jonsson (199%) ehphasize the democratic feature as a
fundamental characteristic of NPOs and argues ldsdership within this organizational
form is a two-way process. The organizational memdead by making decisions at
meetings, through debate and a critical eye obfierations. At the same time the members
are affected by the different measures and a@svithat are initiated by the managers
(Jonsson, 1995, p. 34). It is therefore cruciat tha management creates legitimacy for the
organizational standpoints and issues.



The arguments brought forward states that leadenshNPOs is different from that of a
profit organization due to the different precorahs that exist in a non-profit organization. A
question that one could ask is then how to be aesstul leader within this context? As
already mentioned, there is very little literatdinat discusses the differences in leadership
that occurs when acting in a non-profit organizationost research and literature about
leadership in organizations have taken place irpfofit and public sector organizations. In
literature, two terms are commonly used when dsogsleadership, namely the leadership
style and the leadership role. For example, a leaedeld have a coaching leadership style,
encouraging and motivating the employees to perfdkirthe same time, the leader could
have the role of a role model, understanding tishér behaviour and actions will influence
the subordinates (Hersey & Blanchard, 1981; Eks24i82). Both parts are important aspects
of leadership, and are needed in order to getad@rounderstanding of the subject.

The literature that we have found regarding leddprsn non-profit organization are
emphasizing that there is a need for more researthe subject (Lindberg, 1999, p. 24,
Jonsson, 1995, p. 34). However, we have found s@search that discusses leadership in
NPOs. For example Schmid (2006) presents a pergpebtat views a successful leader in a
human and community service organization as arvishdgal that could create a vision and
induce commitment for it. Schmid (2006) continugsabguing that it is important to create
an awareness of different leadership patterns ¢hat be adopted in order to lead and
influence the employees successfully. Another lartioy Hoffmann (2006) takes the
perspective of the regular employees in nonprofisjand that the aspect of loyalty towards
the ideological goals of the organization is nob&underestimated. This could indicate that
it is important for the organizational members thag¢ actions of the leader reflect and
support these ideological goals. Arising from théseories is the question of motivation.
Since it is established that a NPO do not distebptofits to shareholders, part of the
motivation through monetary terms is lost whenrarin an NPO. However, Kotter (1990)
who distinguish between being a manager and a deadpies that motivation through
monetary terms is most important for a manageeaaldr is motivated through the work
itself. Even though Kotter (1990) had profit-orgaations in mind when stating this, it is
interesting since it should be equally applicabl@tieader in an NPO. The leader enjoys the
work and that it is motivation enough to perfornthie best interest of the organization.

To summarize, it is argued in literature that leatdip is different in NPOs compared to a
profit organization, but not explicitly explained what way it differs. It is the specific
organizational environment in an NPO that creat#srdnt preconditions for leadership that
cannot be found within an ordinary profit-seekirggnpany. Further, one has to bear in mind
that the term “non-profit organization” does notanehat the organization is not making
money, i.e. being unprofitable. Just as a for-profiganization could be regarded as
successful if it can carry out its business agésiat a profit, the same applies for a non-profit
organization. As long as the NPO are able to futélpurpose and at the same time maintain
a healthy economy (i.e. not going bankrupt), itlddae regarded as successful.



Therefore, we have formulated our research queasdollows:
What characterizes leadership in successful NP@d,vehat leadership styles can be found?

In order to understand what characterizes leadershian NPO, we believe that it is
necessary to have access to the organization, ngetrat it is in the area. We also argue that
in order for our findings to be of value to otheaders, the organization should be successful.
This way, our findings will be of more useful valaaed thereby give an understanding for
how one “could” lead a successful NPO.

Since leadership in an organization often consi$ta group of individuals in different
managerial positions, we argue that it is highlpartant to have access to several leaders in
the organization, this in order to get a betterarsthnding of the leadership that exist in the
organization. Following from this discussion and #tated preconditions for our study, we
have chosen to interview leaders in the managegrenip at IKSU, a successful non-profit
organization located in Umea.

1.3 Purpose

Our purpose with this thesis is to provide an ust@eding of the leadership in a successful
non-profit organization. More specifically, undemsti the leadership at IKSU by
interviewing leaders in different managerial pasis.

1.4 IKSU

IKSU stands for “Idrottsklubben Studenterna | Umeat is a non-profit organization that
was created may"51959 (IKSU A, 2007). The purpose of the organimatis to enable its
members to practice sports, outdoor- and prophyleactivities as well as promote
camaraderie (IKSU A, 2007). In the beginning, IK$Onsisted only of an association,
created by the students, where they used an oldyend facility to exercise. In order to be
able to build its own sport facilities, they needeapital. Therefore, an institution that
consisted of IKSU, Umed University and the studamibn was created in 1983. The first
sport facility was built the same year and is ledatvhere IKSU Sport is today. Over the
years, the facility has continuously expanded ley dreation of more facilities with gyms,
indoor swimming bath, beach volleyball, locker rapmoffices, restaurants etc. (IKSU B,
2007). In 1997, a new facility called IKSU spa viaslt. This was located in the west part of
Umed and was the first time that IKSU establishselfi outside of campus. In 2000, a new
managing director was hired. The new director degtido privatize some parts of the
association (former board member, 2007). This bdsd that IKSU consists of three parts;
the association(férening), the institution(stiftelse) and the corporatid(bolag).

' An organization with a non-profit purpose which is built upon democratic values and is led by a board
(Férening.se, 2008).

A large amount of capital that is governed by one or more juridical persons (Skatteverket A, 2008).

® A for-profit organization.



Today, the facilities at IKSU sport and IKSU spare&oover 25 500 square meters and are
still growing (Managing Director, 2007). The comgtgrowth of IKSU has lead to that the
organization is in continuous change. Accordingh® Managing Director, everybody in the
organization is affected by it since the changessdoot only affect to the organizational
structure, but also to the people in their everydayk. The aspect of change has to be taken
into account since, as already been discusseerealchanging environment could affect the
conditions of leadership.

There exist several different types of NPOs, Maetisl (2007) present three general groups.
Philanthropic organizations which focuses on dawatesources to those in need, Advocacy
organizations which exist to support a certain ea@nvironmental issues for example) and
Mutual benefit organizations which provide servite¢he community, often at a fee. It could
be a health clinic, schools for deaf etc (Morrigle2007, p. 107). Jonsson (1995) defines the
Swedish concepts of voluntary association/voluntaganization, which are also part of the
NPO sector. A voluntary association consists ad¢helements; (1) it is built in order to serve
the common interest of its members, (2) the menhigeis voluntary, (3) the organization
exists independently from the government. Thisrdiédin used in Sweden is very broad and
could be said to include both Philanthropic and dzhcy organization.

We identify IKSU as a combination of a mutual bénefrganization and a voluntary
association. IKSU could be identified as a mutwaliddit organization since the members pay
a fee to have access to the sports facility antedine organization is created for the students
in Umea. It also fulfills the three elements regdifor a voluntary association. The profits
are reinvested in the organization and in the itgaithich are for the benefit of the members.
IKSU is built upon the common interest of the studeits” members, the membership is
voluntary and the organization is independent friha government which is the three
element of a voluntary association.



2. Theory

In this chapter we will present some backgroundddferent research approaches to
leadership. We will also discuss how we see ledwfend how it fits into the context of our
study, this will lead to a definition of leadershipat we find appropriate. Further, an
introduction of four cornerstones that makes uaessful leadership will be presented. Also,
different leadership styles will be discussed arésh to see what leadership style one has
will be presented. From here we will move to disctie different organizational forms that
exist, what type of organization that we will foausin this study and how it differs from the
profit-organizations that often are used when cetidg similar studies about leadership.

2.1Research approaches to leadership

When conducting leadership studies, researchersdmaed to focus on only one leader
characteristic, such as leadership traits, leagensbhavior or power. According to Yukl
(2006), this has been common practice for thedastides and it has lead to the following
five approaches: the trait approach, the behayipraach, the power-influence approach, the
situational approach, the integrative approach (Y2606, p. 12).

Trait approach: This was one of the earliest approaches used whetying leadership.
During the 1930s and 1940s there was an assumipiarsome people are natural leaders
and therefore possess personal attributes that ptegple do not have (Schmid, 2006, p.
180). Therefore, this approach focused on idemtfyattributes of the leader such as
personality, motives, values and skills in orderfitm the traits that would guarantee
leadership success. However, despite the masseeaneh effort, researchers failed to
identify leadership qualities that would lead te@sess (Yukl, 2006, p. 13; Schmid, 2006, p.
180). As a result, the popularity of doing reseavoHeadership traits declined and the focus
shifted towards studying other leadership phenomesizad, such as leadership behavior.
Today, this approach has regained some populaitgsearch about intelligence and various
personality traits have shown to have an influ¢mitect on people. (Hughes et al, 2006, p.
159).

Behavior approach:lt was during the 1950s that researchers begahitbfocus from what
traits a manager had to what a manager actuallgwlithe job. This approach consists of two
subcategories. The first examines how managersdspeeair time on the job, what
responsibilities they have and how they performdrtain situations that they are faced with
in their jobs. From this, two main concepts emergkdeader was leaning towards being
either employee oriented or product oriented. Thegeconcepts have also been known as
autocratic (task) and democratic (relationship)emtations or “initiating structure” and
“consideration” (Schmid, 2006, p. 180). Researas warried out by descriptive methods
such as observation, questionnaires and intervieM® other subcategory focuses on
identifying effective leadership behavior. The neethof collecting data for this task is
mainly to make a survey field study where the datien between leadership behavior and
indicators of leadership effectiveness are exam(ivexdl, 2006, p. 13-14). This approach has
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never had the same kind of decline in popularityhastrait approach. Instead, this approach
has served an important purpose in that it hagiideattention to leadership behavior that is
important for success (Hughes et al, 2006, p. ZBBg. continuous research within this area
has lead to the development of competency modeals3&0-degree feedback instruments
(Hughes et al, 2006, p. 235).

Power-Influence approach:This research focuses on the influence processeseée
leaders and other people. The purpose of this reisesto explain leadership effectiveness
by looking at the amount and type of power tha@ader possesses and how it is exercised.
This approach states that it exist five sourceseafler power: Expert, referent, coercive,
reward and legitimate. By reflecting upon thesefedént sources, leaders may better
understand how they can influence their followefsighes et al, 2006, p. 128). The most
common methodology has been to use survey quesiiesnto relate power to various
measures of leadership effectiveness. Other rdseaethods have used questionnaires and
descriptive incidents to see how leaders infludriseor her followers’ behavior and attitudes
(Yukl, 2006, p. 14).

Situational approach:this approach suggests that leadership processésghly influenced

by contextual factors. Some researchers notedgtieat leaders emerged during economic
crises or revolutions, and therefore they arguet I#aders are made out of the situation, not
born (Hughes et al, 2006, p. 330). Some situatigaahbles that are taken into account when
studying the situation are for example characiessbf the employees, the type of
organization and nature of the external environmdiiis approach is divided into two
subcategories. The first category deals with lestdprprocesses and to what extent they are
the same or unique in different organizations. Tisismostly studied by conducting
comparative studies of different situations whéeedependent variables could be managerial
attitudes and behavior patterns. The other catelgoiys to the relationship between leader
attributes and leadership effectiveness. The apprizabased on the idea that different leader
attributes will be more effective in certain sitoas and less effective in others (Yukl, 2006,
p. 14).

Integrative approach:In recent years it has been common that researcheludes two or
more leadership variables in the same study thgromeh involves several leadership
variables in the same study, such as leadershigs,traehavior, situational variables,
outcomes etc. However, there are few studies teat Included all of them. An example of
the integrative approach is the self-concept the@drgharismatic leadership, which tries to
explain why the followers of some leaders are wglito make personal sacrifices to
accomplish group objectives. (Yukl, 2006, p. 15)

Our approach

Since we want to understand the leadership at [l&88) assumes that the leadership in an
NPO will differ somehow from that of a for-profitompany, a combination of both
behavioral aspects of leadership as well as at&iha approach would be preferable. This

will enable us to understand both how the leadetheé organization behave as well as how
7



their behavior varies in different situations. Téfere, the theories that we will combine
when conducting our study would mean that we arifg towards an integrative approach.

2.2 Definitions of leadership

In order to discuss leadership we have to definatwithmeans to be a leader and what
distinctions is made from being “just” a manageukl(2006) presents several definitions
and argues that researchers often define leadetspipnding on their individual perspectives
and what is of most interest at the time when mgkirstudy, meaning that leadership could
vary depending on what context you put it in. T$fi®ws how wide the concept of leadership
really is. Yukl (2006, p. 3) discusses some de@ni that have been presented over the past
50 years:

e Leadership is “the process of influencing the abéis of an organized group toward
goal achievement.”

e Leadership is “the ability of an individual to in#nce, motivate, and enable others to
contribute toward the effectiveness and succefiseodrganization”.

e Leadership is a process of giving purpose to ceceffort, and causing willing
effort to be expended to achieve purpose.

e Leadership is “the behavior of an individual, direg the activities of a group toward
a shared goal.”

e Leadership is “the process of making sense of whaple are doing together so that
people will understand and be committed.”

According to Yukl (2006), these definitions agreetlarge extent with each other in that it is
often a process where the leader is influencingrofieople to achieve the goals of the
organization. This view is also supported by Eks{a602), who says that leadership is about
living as one teaches, creating an attractive pactif the future which everyone want to be
part of, make the co-workers work with her and m#kem perform and make people

cooperate (Ekstam, 2002, p.14). This statementkstaln is a bit broader than the definitions
presented, but the underlying meaning is that sbatessful leadership is about influencing
and motivating the employees to cooperate and aehie goals of the organization. This is

the view of leadership that we choose to adopotorstudy.

2.3 Leader or a manager?

The term manager is to many people closely related leader. A manager is often in a
position within an organization where he or she thes authority to command others and
decide the course of action. Even though a mane@elid be seen as a leader, it does not
necessarily mean that he or she has deadershipskills. Kotter (1990) makes a distinction
between a manager and a leader by stating that rmadanagement deals mainly with
planning and budgeting, organizing and staffingytaaling and monitoring. A leader, on the
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other hand, deals with establishing a sense oftitwre by developing a vision of the future. A
leader also has to communicate with the employsepport cooperation, motivate and
inspire the employees in order to create commitriernhe goals (Kotter, 1990, p. 4). This
means that an individual could be a manager witheirtg a leader, or a leader without being
a manager.

Bennis & Nanus and Zaleznik take it to the extremé argue in Yukl (2006) that leadership

and management are mutually exclusive, meaningrttzatagement and leadership cannot
exist in the same person. Some are managers are @@meaders. The distinction between
the two is shown in the definition that they makRemanager values stability, order and

efficiency whilst a leader value flexibility, innation and adaptation (Yukl, 2006, p 5).

When taking it to the extreme it is clear that the terms could not co-exist in the same
person. Most scholars agree though that even ththugh view leading and managing as

different processes, a leader and a mane Figure 2.1 1. dehip management overlap

could be the same person (Yukl, 2006, p.

Hughes et al (2006), makes a clear example

of this in figure 2.1. They show leadership al

management as two over-lapping functions.

We agree with Hughes et al (2006) in their vie Leadership Management

that leadership and management are two Ove.-

lapping functions. Our standpoint is that manageneionnected with a person’s official

tasks and responsibilities that come with havirgpecific position within an organization.

Leadership is therefore connected to the managehdtyhe or she has to influence and
motivate the employees in order to achieve thesgoithe organization.

2.4 Leadership styles

A person’s leadership style could be seen as thasistent patterns of behavior which you
exhibit, as perceived by others, when you are giteg to influence the activities of people”
(Hersey & Blanchard, 1974, p. 34). As mentionedvabanaking research about leadership
behavior and styles began in the late 1940s ang €860s (Yukl, 2006; Schmid, 2006;
Hughes et al, 2006). A lot of studies had been madehe leaders personal attributes,
supposing that leaders are born rather than maoeeter, identifying these attributes was
hard and the traits approach was soon rejectedn(iicR006, p. 180). Another method arose,
that was not to study how leaders “were” as indiaid, but how they “behaved” and what
they did on the job (Hughes et al, 2006, p. 201}202

Central to the concept of leadership styles is thskavior or relationship behavior.
Throughout the literature, leadership styles as® &nown as authoritarian or democratic
behavior, initiating structure or considerationagemphasis & work facilitation or Leader
support & interaction facilitation (Hersey & Blararial, 1981; Hughes et al, 2006; Yukl,
2006; Schmid, 2006). Hughes et al (2006) givesfmitien of task behavior as “...the extent
to which the leader spells out the responsibilibésin individual or group. Task behaviors

include telling people what to do, how to do it,emtto do it, and who is to do it” (Hughes et
9



al, 2006, p. 368). Relationship behavior are defias “...how much the leader engages in
two-way communication; Relationship behaviors id@udistening, encouraging, facilitating,
clarifying, explaining why the task is importanhdagiving support” (Hughes et al, 2006, p.
368).

In the beginning the opinion was that these twoabin patterns was either/or. Either you
were authoritarian or democratic. This view wagrnabandoned when researchers observed
leadership behavior in different situations andnibthat many leaders had styles from both
task and relationship behavior, results varied icemably and they were unable to find a
dominant style (Hersey & Blanchard, 1981, p. 36)the following section we will present a
model that takes these issues into account whéndemes leadership style.

2.4.1 The situational leadership model

When researchers studied leadership behavior theydfthat neither of the two behavioral
patterns (task behavior and relationship behaweay consistently related to leadership
success, the effectiveness of the two behaviorshigddy dependent on the situation. This
view comes from the contingency theory where tletionship between leadership style and
context is seen as highly important (Dulewicz & 892004, p.107). Hersey & Blanchard
(1981) created a test called Leader AdaptabiliggeSinventory (LASI) where 12 situations
are presented where the leader has to decide histhese of action. It plots the two
behaviors on two axes, with four sub columns. Hmables each column to be both high or
low task and high or low relationship (Hersey & Bdhard, 1981, p. 36).

According to Butler & Reese (1991), the situatioteddership model has been the most
widely accepted model in large parts of the modeonld. Some researchers criticize the
model and believe that more research is neededder do find empirical support for the
predictions that the model makes in the workplddaghes et al, 2006, p.371; Butler &
Reese, 1991, p. 38). According to Bolman & Deal0@0 this critique is not solely directed
towards the situational leadership model, but tolwacontingency theories as a whole
(Bolman & Deal, 2003, p. 342). In the early dayshe model, there seemed to be a myth
that the single best leadership style would beateeta high directive behavior as well as high
supportive behavior, this would always lead to ltlest performance. The “worst” style was
considered to be the opposite, low directive bedraand low supportive behavior. This has
been called the “high-high myth” (Butler & Rees891, p. 42; Hersey & Blanchard, 1981,
p.38). This view was with time questioned by reskand an understanding that there was
no single all-purpose leadership style. In ordebéosuccessful, leaders had to adapt their
behavior to meet the demands of the environments@ye& Blanchard, 1981, p. 38). In
response to this, the effectiveness dimension ntagduced. The dimension would diagnose
the appropriateness of certain leadership styledifierent situations by measuring the
probability of success a specific style had (Hergelanchard, 1981, p. 38). Another
criticism of the model was the issue of validityjeoexample was that the recommended
leadership style for unwilling and unable subortBsawas to give them high direction and
low support and thereby just telling them what to t behaving like this, nothing would
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improve their motivation (Bolman & Deal, 2003, pt33. This problem has been solved by
implementing developmental interventions where ldeder first assesses the employees’
readiness level and thereby choosing the next higlaglership behavior. This intervention

was designed to help the employees in their dewedop and issues (Hughes et al, 2006, p.
370-371).

The model has continued to evolve through the yghesmajor flaws in the model has been
fixed. New labels have appeared but the contestillgpretty much the same. In its present
form, the model is believed to be a useful wayéb lgaders to think about their leadership
style and that their leadership effectiveness sualilexibility and being able to adapt the
behavior towards different employees (Hughes e2@06, p. 371). This is why we have
chosen the model as a tool to use to understanéatership.

As can be seen in figure 2.2, the latest editiothefsituational leadership model is shown.
When taking the LASI-test, the sub column that nresponses fall will be the “dominant”
leadership style. The other quadrants will repressapporting” styles depending on the
frequency of responses in those
guadrants (Hersey & Blanchard, 198
p. 36).

Figure 1.2 Situational leadership II: The model

When the dominant and supportiv
leadership styles of a leader have be
decided, one could ask when it is best
use each style. What leadership sty
that is most effective in differen
situations has to be connected to t
subordinates ability and willingness t
accomplish a particular task (Hughes
al, 2006, p. 370). In the literature, thi
has been called the subordinat
maturity level (Hersey & Blanchard
1981, p. 40), employee competence a
commitment (Hersey & Blanchard
2007) or followers’ readiness leve
(Hughes et al, 2006, p. 370; Bolman ,
Deal, 2003, p. 342). The different leve B ommitment
of employee maturity can be found i, —————
D1 — D4 in figure 2.2 above.

SUPFPORTIVE BEHAVIOR ———» %

na

In order to assess the employees’ maturity/readitegl, Hersey & Blanchard (1981) has
created a system of deciding leadership effectiseihg giving each course of action a score
ranging from +2 to -2 depending on which is mogprapriate in that particular situation
(Hersey & Blanchard, 1981, p. 40). Additional infaation on how to score the questionnaire
can be found in 8.5 in the appendices. The employaerity level is incorporated in the 12
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questions in the LASI test. This means that theiq@dar situation will be dependent on the
relationships within a group and the commitmenttiod employees to complete a task.
Therefore, employee maturity will have an impact what leadership style is most
appropriate to use. The different leadership stgis be explained best in relation to the
level of maturity of the employees.

D1 (S1 = Directing): When employees are unableduexe the task (low competence but
have a high commitment, such individuals need dordrom the boss. This style is focusing
on the task and not on the relationship with theleyee.

D2 (S2 = Coaching): When employees have some cempe of the task but low
commitment to achieve it, the most effective leatigr style is to act as a coach. Explain the
decision and give the employee an opportunity kofasdirection and clarification.

D3 (S3 = Supporting): When employees have fairlghhcompetence and a variable
commitment to achieve, the best leadership stylaldvbe to support the employee in order
to increase motivation. Share ideas and discuss whdo and let the employee be the one
that decide how to complete the task.

D4 (S4 = Delegating): When employees have a highpsgence and a high commitment to
achieve the task, the best way is simply to detetia task and let the employee themselves
complete the task. No leader input is needed.

The test results will give the leader valuableghss to his/her own behavior as a leader and
whether or not the leader are able to adapt hi$#laelership style to different situations.

2.5Leadership roles

When talking about the leadership role, it is oftea leadershigposition that people are
referring to. Your leadership style refle¢ctew you lead whilst leadership role reflects the
nature of your leadership position. For examplayryleadership style could be “coaching”
and your leadership role and position could be d¢lha communicator. Ekstam (2002) has for
two decades researched about what matters in a@ssfat leadership in the 2Xentury.
After discussions with colleagues, scientists angaoizational leaders he has made the
conclusion that successful leadership is built upar cornerstones; role model,
communicator, team-builder and developer. In orgdebe successful, a leader has to be
aware of, as well as continuously develop, eaclthe$e four leadership roles. The book
combines scientific facts and practical examples @nwritten for leaders as a tool which
they could use to improve their leadership roldsictvwe believe suit our purpose since we
want to create an understanding the leadershipdoessful NPOs. A presentation of the four
cornerstones, supported by other authors, is piegdrelow and will work as a lens through
which we will be able to use when we analyze tlaglégship roles.
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2.5.1 The four cornerstones of leadership
The Role model

Ekstam start with explaining that a leader direhts employees and set the norms for how
they should act within the organization and itrigportant for the leader to behave in a way
that he or she believes is suitable and appropioatthe employees to behave. He states that
a leader is always a role model for the employ&he. employees have to see the leader as a
positive person and the leader has to be a goommgaand therefore it is important for a
leader to develop his or her personality in suciway (Ekstam, 2002, p.17). In order to
succeed as a leader it is important to understaadetverything the leader send out to the
employees about their performances and abilitiésaffect the employees” way of working
and how they view their working tasks. If the lealelieves that people work because they
are forced to, that people in general are not aoustor able to take responsibility, the leader
will soon end up with this kind of employees. Or thther hand, if the leader views the
employees as people who work to make their liveammgful, prefer to take responsibility
and are creative with problem solving skills, thapdoyees will be of that kind (Ekstam,
2002, p.23-24).

The leader is often more important to the employbes the leader thinks. Therefore it is

significantly important for the leader to be awafevhat signals that are sent out to the co-
workers. Bolman & Deal (2003) state that leadershipot simply a matter of what a leader

does, but what is in a relationship. They staté tlemders are not independent actors; they
both shape and are shaped by their constituentdir@ & Deal, 2003, p.338). There are a

numbers of abilities a good leader needs; a goadelehas the ability to see possibilities

rather than problems and understands that the izajam has to change and develop in

order to survive. A successful leader has to beaujpe. A good leader also has to make the
employees know that he/she believes in them, digeestmployees encouraging attention and
make them know that he/she respect them as empl@yet as human beings. Further, the
leader has to make sure that goals are clear &r ¢ednake the employees understand them.
A good leader also creates goals that give the ®mapk positive energy and challenges
which make the employees grow as individuals anetlde. When facing a problem a good

leader take care of them immediately rather thaitingathe problems to solve themselves.

He/she acts as a mediator rather than a judger whking problems between co-workers

(Ekstam, 2002, p. 58-59).

The Communicator

Clutterbuck & Hirst (2002) argue that communicatierone of the central competencies in
leadership; that leaders who do not communicaté avel not good leaders. Ekstam agrees
and says that it is significantly important thatlemder is a good communicator. The
communicator works for an open dialogue and createslvement for the employees.
He/she is a team-builder and makes the organizatiaeessful by fighting for high goals.
He/she knows that the results will be reached tjinahe employees and is therefore always
there to listen (Ekstam, 2002, p. 75).
13



The imperfect communication

Communication means much more than to only prothgeemployees with information. A
leader’s first task is to create the conditions alihénable the employees to achieve good
results. It is therefore important to create g@add guidelines within the organization with
the needs of the customers in the centre and niekerhployees understand these goals in
order to be able to reach them together. A leatker Bas to be the driving force in the
organization by continuously informing the co-wakeabout the level of success of the
organization and explain the reasons for this ss&CcEhird, a leader has to create a working
spirit among the employees through team-building by being good at handling conflicts.
At the same time the leader has to co-work withdtheer managers and make sure that they
are working in the same direction. Last, it is impat to control the results and decide
whether or not there is a need for changes in daleeach the set goals (Ekstam, 2002, p.
61). Other authors that support the importanceoairaunication between the leader and the
employees are Mindszenthy and Roberts (2001) wénigbes that the leader of a team need
training and support to develop strategies forisganformation with the employees and that
effective communication occurs when there is uridating and when personal impact is
respected (Mindszenthy & Roberts, 2001, p.29).

Ekstam further states that a good leader has @blgeto communicate with the co-workers
and others in the environment. Communication mehat the message has to reach the
audience. The leader has to make sure that whatsadsalso was understood by the
employees. The human being does by nature ongnlist what she believes is important and
interpret the information positively if she has aspive attitude towards the one she is
listening to and vice versa. The same words meéerelntly to different people due to
gender, background and previous experiences (Eks280P, p.64-65). To start with it is
important for the leader to realise and understhiedcomplexity in communication and to
have an open attitude towards information. Withapgn communication it is difficult for the
employees to take responsibility and be a parhefdrganisation. When leaders withhold
information about new changes within an organizatib is often due to the fear that
employees will make resistance, that all decisloass not been made about the change or that
they do not know how to inform the employees (Eksta002, p.67-68).

The Team-builder

For not long time ago most organizations were lg&Bboss”. Today, most of the big and
middle sized organizations are run by leading- anagement teams. The shift of power and
authority from the individual to the team says & dbout the situation of today. Further,
Belbin (1993) states that a lot of research sugphe argument that; the fastest and easiest
way to change the possibilities for an organizai®to replace the top manager. Therefore,
the decisive role of leadership is vital in devehgporganizations. Leadership is though
always important and team leadership is no exceg@elbin, 1993, p.11). Ekstam (2002)
states that the leader is dependent on the emasiaee it are their performances which
make the organization going. It is therefore sigaifitly important to make it work in an
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optimal way. In order to build a team there is @&cdéor more than just mix a group of

individuals which will automatically start coopegatt will take time and requires practice in

order to create a well-functioning team where thepleyees work for the same goals

(Ekstam, 2002, p.109). The importance of team-nglds supported by several authors; one
of them is Kaliprasad which states that teamworkrie of the key concepts when talking
about how an organization could reach sustainalieess (Kaliprasad, 2006, p.27).

The winning team

Ekstam writes that in order to create a successéuh the leader has to establish meaningful
and challenging goals, make everyone’s resporsgihiisible, take care of everyone’s ideas
and experiences, support each and everyone emidoglegelopment and notice every
employee’s efforts and results. The leader who wavkh these criteria when coaching a
team will have the ability to create a winning teaimch is distinguished by the positive goal
settings, a willingness to cooperate and an app@tepdivision of work (Ekstam, 2002,
p.113-114). Further, the genuine situation for @yapon is when the individuals are equally
dependent on each other in order to generate gesdts. Which means that the individuals
cannot be finished with their assignment beforewthele group is, and the group will not be
finished until all individuals are. If this is thease it is important that each individual,
understands how the whole problem will be solvewlasstands how he or she can contribute
to the problem solution , notice other group mersbeontributions, understands the other
group members’ problems in order to support therméximize their contribution (Ekstam,
2002, p.117).

The Developer

Organizations today have to develop in order tdinare being competitive. Only a healthy
organization is able to develop, change and foltber changes in the environment. It is
important that the organization itself is healtimgas functioning well in order for the teams
in the organization to function. The managers al a® the employees are part of the
creation of the healthy working place, and positrasults will be created due to the
employees” wellbeing. What characterizes a healibgking place is to what extent the
employees are given,; inspiring challenges, freedsupport for ideas, trust, a working place
which feels alive, debate and risk taking. The thgadbrganization creates possibilities for the
organization and the individuals in the organizatio develop (Ekstam, 2002, p.159-164).

The creative human being

In order for the organization to survive it contusly has to develop and therefore it is
important to develop the employees. Morris et @&008) writes that there are three
components of successful creativity in organizatiand those are; expertise, motivation and
creative thinking (Morris et al., 2008, p.139). Tleader as the developer has to create the
possibilities needed by the employees in order @eetbp, they will therefore be able to
develop the organization which they run togethekst&m, 2002, p.166). All research on
creativity has shown that people will perform wehd create good results if necessary
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information is given about the subject before.sltthe environment that makes a person
creative in a given situation (Ekstam, 2002, p.168)

Enemies of creativity

It is important that the leader let the employeed the environment be creative and that the
leader is creative him-/herself. Three importanttdes which destroy creativity in an
organization are; fear, bureaucracy, and knowledgérightened person is an uncreative
person since the fear makes her blocked. Thisnfegrappear due to low self-esteem or from
specific factors in the environment. Further, inarganization where the rules and regulation
are of most importance, creativity will be restesin Bureaucracy makes it difficult for the
employees to try new things and be creative sineg want to avoid failure. Last, knowledge
could be seen as something important for the eiggtibut it could also be seen as
something that restrain creativity. An organizatitvat look back to see how to solve
problems becomes an inflexible organization withengativity (Ekstam, 2002, p.170). This
is supported by Roger Von Oech in Morris et al.0@0which argues that all people can be
creative and that they tend to be creative whew thak illogically, are impractical and
break existing rules. He argues that people’s iisagets blocked when they believe that
they are not creative, are forced to follow theesudnd get questioned about their new ideas
(Morris et al., 2008, p.142).

4M-modet

The employees have to actively participate in thenging processes and therefore they need
to have the willingness to make the changes. Thiengness has to be created by the leader
through the factors which give the employees thssibdity to understand the changes and
become involved. 4M is a model for implementatidnchanges in an organization and
describes how the leader prepares the employeehémges; through continues discussions
and information flows the leader has to make sheg &ll employees are aware of the
organization’s situation and how it is affecteditsy environment. If they have information
about the organization the employees will not bipigsed when suggestions for change are
presented. The employees also have to understaneaison for a change and its timing in
order to be willing to contribute to the changess Itherefore important that the leader give
the employees all the necessary information adj@ithange and its consequences. In order
to create motivation often a good justificatiomecessary. Further, motivation creates when
people understands why the changes have to be amadehen they realize that it will have a
positive impact on them and the organization. Lpatticipation makes the employees feel
participated in the changing process and theyfedl more responsibility and therefore the
final results will be improved. The employees skidoé involved in the changing-process at
an early stage and be able to be part of the digmus (Ekstam, 2002, p.179-181).

* The 4M-model stands for awareness (medvetenhet), motivation (motivation), justification (motivering)
participation (medverkan).
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2.6 Non-profit organizations

Here we will identify the concept of non-profit @mjzations. Since the concept is rather
broad and include a number of different kinds ajamizations and associations we will
explain what organization we identify IKSU to bewther, we will present the cultural aspect
which could be found in NPOs and explain the redsorthe importance of taking it into
consideration.

2.6.1 Identification of the concept

Non-profit organization (NPO) is a broad conceptaiicould be understood differently by

different people and therefore could be hard totiffe There are several types, both in the
public and private sector which are discussed @ literature about NPOs. Though, the
general definition of a non-profit organizationtimt NPOs operates without a commercial
purpose, meaning that the possible profit will bevested in the organization which will

benefit the members of the organization (SkattesteBk 2007).

Morris et al. (2008) defines a NPO as a type ofaization which could be of all sizes and
typically serve a social purpose or public benefitd does not distribute profits to
shareholders. The non-profit sector consists oide wange of organizations serving different
purposes. The different types of NPOs could begcaiized into three general groups (Morris
et al., 2008, p.106-107);

- Philanthropic Organization: These types of NPOsanize donations of resources to
people in need and are motivated by the humanitgmeiposes (e.g. foundations)

- Advocacy Organization: Supporters of causes orialive (e.g. protect the
environment or animals)

- Mutual Benefit Organization: These NPOs providevises to constituencies,
sometimes for a fee but often below actual cost (eealth clinic, schools for deaf).

The research uses the concept of non-profit org#oizs in order to separate non-
commercial organizations from for-profit organipais. Jonsson (1995) defines the Swedish
concepts of voluntary association/voluntary orgatian, which are part of the NPO sector. A
voluntary association consists of three elemenisjt(is built in order to serve the common
interest of its members, (2) the membership is malty, (3) the organization exists
independently from the government. Jonsson (198f)eathat with this kind of definition all
types of non-governmental organizations would leatified as a voluntary organization and
the concept of NPO will include the public sectoganizations as well as organizations in
the private sector. Voluntary organization is buippon the voluntary membership, the
ideology and the democracy (Jonsson, 1995, p.261313 definition used in Sweden is very
broad and could be said to include both Philanticrapd Advocacy organization since they
fulfill the three elements required in order todbeoluntary organization.
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2.6.2 Differences between NPOs and for-profit orgamations

Non profitable organizations do not have sharehsldige for-profit organizations do. The

NPOs’ stakeholders are not interested in profit énev their interest could be highly

divergent and be of intangible value. The missi6mNBOs is to create social value rather
than generate profit and their goals are often a®tclear and distinct as in for-profit

organizations. Further, their management might etas experienced and skilled as in
organizations with a commercial purpose (Morrialgt2008, p.108).

2.7 Leadership in non-profit organizations

As we have argued earlier there is a need for relsea leadership in the non-profit area.
Authors such as Lindberg (1999) and Jonsson (198&)e that the literature about
management is well developed, but the literatureualmanagement in NPOs need more
research. Lindberg (1999) emphasises the importaheeseparate research for NPOs since
there are differences between non-profit orgaronatiand for-profit organizations. Jonsson
(1995) states that since the leadership concepbéeas developed through research in the
for-profit sector it has been significantly influeed by that. For-profit organizations serve a
commercial purpose and strive towards financial tathnical efficiency which NPOs does
not (Lindberg, 1999, p.34). This is also suppotigddrucker (1990) which states that in no
area are the differences greater between businesgksnon-profits institutions than in
managing people and relationships.

Lindberg (1999) argue in favour of the differengethe leading positions in the two separate
organizations. He states that it is more diffictdt manage a NPO since the leaders are
expected to be effective in their work and at e time stand up for their ideals and values
which the organization is built upon. It could ake difficult to manage or lead an NPO
since part of the working force is employed whitbays work voluntarily which could create
conflict that are difficult to handle (Lindberg 19%.11-12).

Taliento et al. (2005) have interviewed leaders vhawe run both NPOs and for profit
organizations and writes in their article thatsitharder to succeed in the non profit sector
since; (1) the goals are more difficult to achisiuece they tend to be behavioural and (2) the
goals are harder to measure. The board member®®sNstart with different set of goals
unlike the for-profit organization where the boam@&mbers arrive with the same goals of
maximizing the shareholder value. The performannean NPO are difficult to measure,
since those are dealing with intangible issues sagtsocial change, public attitudes and
behaviour which cannot be measures with simplentirz tools. The communication within
the organization is important independently of whkatd of organization it is. In NPOs
influencing and motivating is though significantijmportant. Since rewards and formal
control is rare in NPOs, status is a large motivaipposed to money and power. The
authority in the NPOs is more decentralized andwoekers do not see the head of the
organization in a traditional way and do not exciat the person who would normally be
the chief executive officer to be in charge of tbmyanization. Further, one of the
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interviewees states that NPOs are harder to ruce sihe quality and amount of staff is
thinner. He also believes that leaders in NPOsnawee entrepreneurial since the resources
and employees are fewer and since they run witbesa tertainty (Taliento & Silverman,
2005).

2.8 The Cultural aspect

Since we have identified IKSU as a voluntary assgm or social movement organization

and since those often are built upon an interedt @rated to serve a purpose or social
benefit, we have reason to believe that the orgdipizal culture is of great importance and a
central aspect to take into consideration whenyaia the leadership at IKSU.

Culture could be identified as an organization'sibdeliefs and assumptions about what the
company is about, how the members should behavéandt is identified in relation to the
external environment (Morris, 2008, p.250). Busiesilture or organizational culture is
important according to several authors; Morris let(2008) argue that it is important for
organizations to have a clear identified cultureiider to create a sustainable entrepreneurial
spirit within the organization. This is supportegKaliprasad (2006, p. 27) which identifies
organizational culture as “a pattern of sharedicbhassumptions that the group learned as it
solved problems of external adaptation and inteimalgration that has worked well enough
to be considered valid and, therefore, to be tatghtew members as the correct way to
perceive, think, and feel in relation to those peais” or “the way we do things around
here”. Further, Kaliprasad (2006) states that greoffor an organization to create sustainable
success they have to create a high performancedsssculture.

2.9 Summing up

In this chapter we have presented some tools ierdm define and assess what leadership
styles and leadership roles exist within an orgaton. The framework provided by Ekstam
(2002) will be used as a base from which we caiveemportant questions that will be
raised during our data collection and then disalisseéhe analysis. Further, the Situational
Leadership Model by Hersey & Blanchard (1981) Ww# used to measure how the leaders
behave in different situations and thereby undedstahat leadership style they use.
Effective leadership and their behavior is saideémffected by the environment, this makes it
important to take the environmental factors in ad@&stion when analyzing our data. The
organizational form of interest to us in this stuslya non-profit organization, also known as
an NPO. This makes it important to introduce litera and concepts about NPOs and how
they differ from ordinary organizations and howdeeship in this context could look like.
We believe that we have covered the area of oulysiith the theory, literature and ideas
presented and therefore, we are equipped withothle should be able to fulfil the purpose of
our study, to understand leadership in a successfuprofit organization.
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3. Method

In this chapter we will explain our line of thoughhen looking for and selecting relevant
literature, what approaches we adopt as well asear why they are appropriate to use. We
will discuss our methods of collecting data andwvik argue for the choices that have been
made during the development of this thesis.

3.1 Research approach

Since the purpose of our study is to understandlghdership in a successful non-profit
organization, we wanted to acquire an understandirigpth the organization and the leaders
that work within it. When looking to go in depthdannderstand a phenomena, a qualitative
method is often more appropriate to use insteaal gqpfantitative method (Patel & Davidson,
2003, p. 118). Since our aim is to understand lkeshife in the context of a non profitable
organization, we are not only concerned with desiom of reality but also with a contextual
understanding of leadership behavior. We want #aelérs to give us their perspective of
leadership as well as their thoughts and opinieganding their role as a leader. We therefore
believe that a qualitative approach to collecting material. The nature of data collection in
qualitative methods can explain to a larger extexaw the people that are being studied see
their own world. In order to understand that woitds important that we are able to grasp
the opinions and thoughts of the chosen individu@lsly when people are able to explain
their thinking and perspectives, we will be ablénterpret the meanings and gain insight into
their social world. In literature, this approachthim qualitative research is called
interpretivism/hermeneutics and is a contrastingtemology to the positivistic view in
quantitative methods. This approach emphasizesirfgepretation and understanding of
human behavior and would fit our cause very wetly(Ban & Bell, 2003, p. 15-16; Patel &
Davidson, 2003, p. 28).

As already mentioned, there exist little literatuhat discusses leadership in non-profit
organizations, there is thus hard to find generiacgples and theories that draw conclusions
of leadership in NPOs. A strongly deductive appho@lohansson Lindfors, 1993, p. 55) is
therefore not preferable to use in our thesis simeéack relevant theories about leadership in
NPOs. However, we still use a deductive elementrmdenducting our study. Since the aim
of our research is to understand the leadershgnon-profit organization, we have created
our theoretical framework out of established litera both in the field of NPOs as well as
leadership in profit organizations. This means thatare not completely inductive since we
partly have made a foundation of established th@oigur thesis. Instead, we combine the
two approaches by creating a theoretical framewanmtl letting our empirical findings
influence our continued search of literature. Thefgrred approach in our case is therefore
iterative (Patel & Davidson, 2003, p. 24-25), simeedid not want to ignore existing theories
and models that could be relevant for us to useéhd&tsame time, we wanted to be open for
new empirical observations that could influence dleoretical perspective (Johansson
Lindfors, 1993, p. 60). During the beginning of wasearch, we looked for literature that we
believed was of relevance for our purpose. Thigbérd us to let theory guide our data
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collection and at the same time as the empiricdakrizd was collected, we discovered new
concepts and themes that we had not covered inheary chapter. Instead of ignoring our
new findings, we adopted an iterative approachsmadched for relevant literature in order to
gain additional perspectives.

3.2 Literature search and selection

In order to get an overview of the existing knovgedn the field we used the databases
Emerald full text and Business Source Premier. dditon to the articles found in the
databases, all other literature has come from tineetsity library. Our main key terms have
been: leadership, non-profit organizations, leddprstyles, NPOs. We have also searched
for authors whose names have been referred tderesting articles and other literature. As
our collection of data progressed, we found newwvait themes that demanded that we
searched for literature continuously during thecpss. When searching for literature about
leadership in non-profit organizations, we focusest on finding Swedish literature. This
was due to that we believed the concept of an N&@dcslightly differ between countries
due to various regulations for organizations, &@xd etc. However, we became aware that
the amount of relevant literature in Swedish wdabamlimited, so we were forced to widen
our horizons and look for research abroad as Welart from the fact that there was so little
Swedish literature about the subject, choosingalitee from authors outside of Sweden will
improve the theoretical foundation when includingrenperspectives to the area of research.
However, we have made sure that the authors pergpeof leadership is coherent with the
view that we have adopted. As the literature seguigressed we started to form a
theoretical map, listing what theories we were piag on using and what literature those
theories would be based on. This enabled us to &dweap” of the theory chapter where we
continuously could add literature if we found thembe relevant to the theoretical area.

3.3 Choice of perspective

This thesis is written from a leadership perspectiVhis is due to the fact that we are
primarily interested in contributing with knowledgbkat is valuable to other leaders. By
understanding leadership in a successful NPO, b i provide other leaders with relevant
information on how and why some leadership stytesmore effective to use than others in
certain situations as well as provide an understandor how and why to act in the
appropriate leadership role.

3.4 Research method

In our thesis we have chosen to focus on underisigiide leadership at IKSU, a successful
non-profit organization. Therefore we believe thatase study design would be preferable.
This means that we will make a detailed and intensinalysis of the leadership within the
organization. The purpose with a case study istterstandather than t@xplainsomething
(Ejvegard, 1996, p. 32), which is exactly what we @ming to accomplish with our thesis. A
limitation of making this kind of study is that thesults of one single is not representative for
all cases, this means that since the results ig@¢ralizable, you have to be careful of the
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conclusion that you make (Ejvegard, 1996, p. 3bweler, the results can be transferable to
other contexts depending on the similarity of titeation in that particular environment. The
degree of transferability of the results is therefdecided by the ones who wish to apply the
study in their milieu (Merriam, 1994, p. 187).

Since we wanted to understand leadership at IKSH, decided that interviews with

individuals in leading positions would be necessaMe wanted them to express their
opinions and thoughts relatively freely during theerviews and therefore, we felt that a
semi-structured interview guide would fit our needsis type of guide would allow the

interviewee to answer the questions with his/hen ewords and thus give the interviewee a
lot of flexibility on how to reply (Bryman & Bell2003, p. 343: Patel & Davidson, 2003,
p.78). The rich information gathered from the seinircctured interviews would allow us to
interpret and understand their perspectives ofelesmp.

We also used a questionnaire as a complement tintéeviews. The questionnaire is an
established test used to see what leadership #tgerespondent has. Interviews and
observations are primary sources of informationméieing a case study (Merriam, 1994, p.
101). Since we are to understand and interpret I¢élaelership in the organization, a
combination of both interviews and observations Mdue preferable. However, we would
not have enough time to follow the intervieweesuambat work and observe their behavior,
so we figured that giving the interviewees this sjismnaire where they would answer how
they believed they would act in different situaowould be the best alternative to
conducting actual observations.

3.5Respondent selection

Since we want to understand the leadership in aesstul NPO, it is necessary that we are
able to interview leaders that hold a manageriaitjpm in the organization and that have an
influence over a group of people. Therefore, thputation of interest at IKSU is the leaders
that hold a managerial position in the organizatibme IKSU homepage had email addresses
to the operation managers. The managers that weated had the following positions:
Managing Director, Sales Manager, Staff Managernader of Prophylaxis, Manager of
Prophylaxis and individual training, Manager forogp-workout activities, Purchasing
Manager, Manager for competition and open-air &, Manager for IT-development and
property, Accounting Manager.

We contacted every leader in the management grauiiK@U since having too many
respondents is often better than having too fewiaigalways good to have some form of
backup. We were not sure that everyone would bdade to be interviewed during the
period when we were conducting them. Apart frons¢hieaders that could be found through
the IKSU homepage, we also contacted a former Adtnative Director who had been
involved in IKSU since the beginning. The former Midistrative Directorof IKSU was
interviewed in order to get an understanding of hibg organization has developed through
the years and leadership with it. We came in cantdit the board member through one of

our guest lecturers during the fall term of 200fe Quest lecturers name was Hans Jansson
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and he is the dean of Minervaskolan in Umed. He avheard member of IKSU but he told
us that a former Administrative Director who ha@&beround since the start would better fit
our needs. The ones that responded to our emailg/aich we later interviewed were:

e Managing Director

e Sales manager

e Staff manager

e Manager of Prophylaxis

e Manager for group-workout activities
e Former Administrative Director

Since we did not receive anything at all from thbeo managers, not even a decline to
participate in the study, we can only speculatetfer reasons for them not to answer our
email. For all we know, the other leaders couldballinsecure in their leadership and if we
were to interview them as well, our understandirigtte overall leadership would be

different. Therefore, the implication of interviews half of the managers at IKSU could
provide a biased picture of the overall understagdif the leadership in the organization.
However, even though we were unable to intervielvledders that we contacted, the
managers had varying positions that covered adlveglt parts of the organization. They
would therefore still give us a good understandioig the overall leadership in the

organization.

The questionnaire was handed out to each interea@werder for us to see what leadership
style they perceive themselves to have. In ordereieive information from different
perspectives about the leader behavior, we didniyt ask the leader how he/she would act
in specific situations, we also asked their subwatis how they believed the leader would act
in the same situations. By doing this we will bdeato get an indicator of how the leader
perceives his/her leadership behavior and at tineestime how it is perceived by the
subordinates. To get a second opinion on theirelesddp style would be interesting and
would work as a counterweight to the leaders owhpsrception. Therefore, we asked the
leaders to get email addresses of the three clegbstdinates that they had frequent contact
with in their everyday work. This was done for elcept for the Managing Director for
whom the closest subordinates were the five leaithatsve had interviewed and which were
asked to fill out the questionnaire about the MDI. dgyreed to give us email addresses to
their subordinates without hesitation, they seetoeithink that it would be interesting to see
how they was perceived by others. We explained ithetas of importance that the ones
filling out the questionnaire about another pers@s actually a subordinate. This would
mean that the leader was exercising some formflfeince over the subordinate and could
therefore be perceived to have another leadersiylp than the leader believed he/she
exercised.
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3.6 Design of interview guide and questionnaire

The interview guide consisted of 18 questions hiaat been created out of the relevant theory
that we had found. In order to create an intervigude that would give a natural “flow” to
the interview, three main themes had been creaitfd avhumber of questions for each
theme. The first nine questions dealt with the ésadew on his/her own leadership. The
following six questions dealt with the leader view his/her relations and cooperation with
the fellow employees and subordinates. The lastetiquestions dealt with the leaders’
opinions and support for the organizational develept as a whole. In order to fully capture
the interviewees’ perspective, we had formulatezl ghestions so that they would not be
“leading” or influencing in any way. We also trismluse a language in the questions that was
comprehensible and easy to understand. The intergiede can be found in section 8.1 in
the appendices.

A questionnaire was also used. This questionnairani established test used to see what
leadership style a person tends to use in certéirat®ons. Hersey & Blanchard (1981)
created a test called Leader Adaptability Styleemory (LASI) where 12 situations are
presented where the leader has to decide his/lerse of action. This test was used as a
complement to the interviews in order to see hoavidladers would act in different situations
and thus see their leadership style. This testtveaslated into Swedish and given to each
leader after the interview. In the process of tia@imgy the test from Swedish to English, we
tried to capture the nuances in the language ashnascpossible. In addition to this
questionnaire, the same type of test for the leadmibordinate was translated. This test
exists in order to see how the leaders’ leaderstyie is perceived by his/her subordinates.
The LASI test is designed in a way that there iSright” or “wrong” answers, only different
ways of acting in certain situations. Therefore, deenot believe that the results from the
questionnaire could be biased to any larger exdepending on the relationships between
leader and subordinate. The translated LASI leaddrsubordinate test can be found in the
appendices, 8.2 and 8.3 respectively. The origestlin English can be found in section 8.4
in the appendices.

3.7 Execution

In order to initiate contact, we emailed the leadgen of them + one former Administrative
Director) where we introduced ourselves and the@se of our study and asked them if we
was able to conduct an interview with them. The iemlaich we sent can be found in section
8.6 in the appendices. Within a couple of days we teceived answers from half of them
which agreed to be interviewed during the following weeks.

The interviews were held between 19/11 — 28/11 20béy were held in a room where we
were able to record the interview with a tape rdeorWe felt that both authors should be
present at the interviews in case if a problem whh tape recorder or such would occur. It
would then be good if both authors were preseninduthe interview so that both get an
understanding of what has been said and such.
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All individuals were informed that their names wauot be mentioned in the study; only
their position in the organization would be menéidnn the thesis. Brief notes were also
taken parallel to the interviews with relevant imf@tion regarding the interviewee. Each
interview lasted about 60-70 minutes and was flowivell. The interview guide worked
mostly as a guide, we made sure that each topicaddsessed and that all the relevant
questions were asked, but the order of the questionld vary. If the interviewee started to
slide into another subject we asked questions déggthe new subject and thus using the
interview guide in a flexible way. We had no prableiith getting the interviewees to answer
our questions; they were all relaxed and cooperafithis could be due to that IKSU is
probably an organization that many students cheosg#udy and therefore the leaders are
used to receiving questionnaires and be interviewedegative aspect of the leaders being
used to participate in interviews is that they dduve created “standardized answers” which
they use when given the opportunity. This coulddl¢a that when asked a question, the
leader would start the “autopilot” and give us dlwehearsed answer that is not really what
we were looking for. In order to handle this, wed®masure to ask follow-up questions if
something was still unclear or had not been ansiveaésfactorily.

In the end of the interview they filled out our gtiennaire, we also asked if they could fill
out the same type of questionnaire at a later stagarding how they believed that their
“boss” would react in the same type of situatiofisey all agreed to do this and asked no
questions about it. We have also asked the leaddrsrdinates to fill out the same type of
test of how they believe that their boss would réathe same type of situations, this have
been handled over email. We figured that doingvércemail would be time efficient since
we did not need to arrange a meeting with thenordier to care for their anonymity, we will
not present individual results for how they peresdiveir leader. We argue that it would better
from an ethical perspective to calculate the mdaher joint results. We understand that the
mean could easily be affected if the results for additional subordinate would be included
or if two subordinates have opposing views of @ées style, as was actually the case for the
Manager of group-workout activities for example. Afe aware that the subordinate results
will make more sense if they were presented indizily, but from an ethical perspective we
have come to the conclusion that calculating a nveaud be the most appropriate solution
for all individuals involved. Therefore, we willgat the mean only as an indicator and not as
a fact.

The recorded interviews have been transcribed amedepted as a discussion for each
interviewee. The results of the questionnaire al¢b be presented in the discussion for each
interviewee; this can be found in our results ceapt/e were aware of the risk of nuances in
the interviews could be lost if trying to improveettext in the transcription process too much
and hence alter the interpretation and understgndirthe material. In order to enable the
reader to get as good a contextual understandimppssible and for the leaders within the
organization, we have made thick descriptions aotdremoved descriptive detail that at a
first glance could be regarded as unimportant r@tdévant (Bryman & Bell, 2003, p. 295).
The transcribed material has been presented ascasdion for each interviewee under
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themes that we consider relevant for our thesisd@&wg this, we will be able to understand
the reasoning and coherent

3.8 Quality issues

Concepts of reliability and validity are commonlsed in assessing the quality in quantitative
research, but many say that they are inappropwatise in qualitative studies since they will
have a slightly different meaning when used to sssequalitative study (Bryman & Bell,
2003, p. 35; Patel & Davidsson, 2003, p.103). Bnyn& Bell (2003, p. 35) presents
trustworthiness as a criterion of how good a gatie study is. Trustworthiness has four
aspects that have to be taken into account, nathelaspects of credibility, transferability,
dependability and confirmability (Bryman & Bell, @8, p. 288). These are the criteria that
we will use when assessing our study.

Credibility

Credibility can easily be affected by carelessrkging the data collection as well as in the
processing of information. For example it couldabenisunderstanding during an interview
that would make us misinterpret something. In casecwe have used a tape recorder in all
our interviews, which would decrease the risk o$uniderstandings and lack of material to
interpret in the analysis. We have also been chvefan transcribing the interview material
to our empirical chapter and been aware of the anjpaould have if trying to improve the
text too much (Patel & Davidson, 2003, p. 104-10%ke questionnaire about leadership style
was an established test so it had rules and gneefor how to interpret the results. In order
to ensure the credibility of our findings we hawésitted our empirical chapter to the
leaders that we interviewed in order to allow thengive us feedback on the material and
correct eventual misunderstandings. Two of the riwggvees, namely the former
Administrative Director and the Sales Manager, $amhe comments regarding the translation
of their education and title. However, this wasygaschange and did not affect our analysis.

Transferability

Transferability deals with whether the findingsamualitative study would hold in another
context (Bryman & Bell, 2003, p. 289). Since we dmng a case study of one case, the
meaning of transferability is different than fromhet quantitative equivalent of
generalizability. When conducting research thatsaom creating an understanding and
focuses on interpretation, generalizability in tvay we know it becomes uninteresting.
Merriam (1994) presents a view of assessing tmsfesability in a case study. In this view, it
is the perspective of the reader that is importdht.is the reader that has to ask
himself/herself what in this research that couldapelicable in his/her situation and what
does not apply” (Merriam, 1994, p. 187). The reswliould give a hint and a sense of
direction on how things could be in reality. Ittieen up to the reader to see if the findings
could be applicable in that particular situation.
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Dependability

Dependability deals with how well complete recosads kept of all phases of the research
process, such as how information has been collestdection of interviewees, data analysis
etc. These should be kept in order for the onesatteinterested in our results to see how far
proper procedures have been followed (Bryman & ,B203, p. 289; Patel & Davidson,
2003, p. 106). In our case we have explained etghis our research process, attached all
interview questions and questionnaire as well asespondence with interviewees. We have
taken appropriate measures to enable others to @udihesis.

Confirmability

Confirmability deals with that a researcher shomdd allow personal values or theoretical
inclinations to affect the conduct of the reseanctihe findings (Bryman & Bell, 2003, p.
289). What made the purpose of our thesis intergsio us was that we believed that
leadership should not be the same in a non-prajfiirization as in a for-profit organization.
We assumed that it should be a difference and ftherenteresting to study it. Our opinion is
that it is the curiosity and comprehension of wbae might find that makes a topic
interesting to study more in depth, and therefammete objectivity is not possible. We
have previous knowledge in the field of managenagwt organizational management where
we got an insight into organizational differencesl aifferences approaches to management.
Further, both of us like physical exercise andtVisSU several times a week during our
spare time. We do not believe that our preconcaptltave influenced us negatively in the
research process, but instead strengthened owf bedit leadership in an NPO could differ
from that of a profit organization. We have chosiggrature and theories in a methodical
manner, always reflecting back on our purpose efstindy to see if the theory could help us
in understanding leadership in an NPO. As can bd above where this thesis dependability
is discussed, we have presented our thoughts dimh&an the research process. We believe
that this will also aid others in getting an undi@ngling of our confirmability.
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4. Results

In this section we will present our collected datée will start presenting the answers from
the interviews by presenting one interviewees” @nswat the time. We will then present the
guestionnaire results for each interviewee.

4.1 Interview results

In the following section the transcribed materis¢ @resented as a discussion for each
interviewee under themes that we consider relef@nbur thesis. The managers’ different
working tasks and responsibilities will be presdnbelow in separate parts; however, here
we will make a description of the managers’ posgioin relation to each other. As
mentioned, the five managers are part of the manage group; however, the Managing
Director is the other managers’ closest managechvthey work close together with. The
staff manager has the overall responsibility fostdff at IKSU and helps the other managers
in their work with their employees, at the sameetias she works as the closest manager for
the employees in reception. The sales managemé#émager for the group workout activities
and the manager for the prophylaxis work as thesedb manager for the employees in
respectively department.

4.1.1 Former Administrative Director (Kanslichef)
Background

The former administrative director started workatgKSU in 1966 and has followed IKSU
through different positions and retired in the legig of the 21 century. He studied to
become a gymnastics teacher at GIH in Stockholm gaaduated 1964. He continued his
studies at Umed University in 1966 and was empldygdhe student union and started
working as a voluntary leader for the sports atéisiat IKSU. 1970 to 1984 he worked as a
gymnastics teacher and had the position as thergstnative director during the years 1987-
1999. In 2000 he left that position and becamentiamaging director for the institution
“Universitetshallen” where he stayed until 2004inc® the interviewee was involved in
IKSU for four decades he has seen the leadershipla® over time. Today, he can see that
the organization has developed to be more busorgssted which he believes is necessary in
order to survive. Even though IKSU still is an NR® considers the leadership to be more
business oriented and the managing director coellselen as a manager of a company rather
than a manager of an association. The managethesegembers more as customers and they
focus more on sales and marketing; e.g. in TV comials. Today, there is also focus on
other customers than students even though thestdiréhe larger part of the members.
Further, IKSU is of great importance or the Univtgrsvhen it comes to the recruitment of
new students. In addition, when students go abtoaiudy they talk about IKSU and may
entice exchange students to choose Umed. The gevelt of the organization and the
leadership during its existence will be presenteld.
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History of IKSU

1960°s 1970°s 1980°s 1990°s 2000’s
Leadership:  Authority Democracy Goal Orientedrategy and Vision Business oriented
Focus: Elite sports Width Prophylaxis  For everyaneill levels  Ego-sport
Employees 31 63 129 225 250
Members: 500 2500 3700 8500 5 0a0
Turnover (SEK): 500 000 1, 5 Million 6 Mith 25 Million 80 Million

When IKSU was found in 1959 by students in medicamel dental care it was a small
organization of 15-20 people, which wanted to hseething else to do during their spare
time than studying and partying. In the beginningwas the good students who ran
voluntarily the organization and the activities wasnarily for the sports elites and those
who played in a sports team. In 1965 the first sp@ader was hired by the university and
there existed a sense of authority in that persbiclwwas reflected in the leadership of
organization. People respected and admired thabpewxho started all the sports activities
with the help of the students. During the 60°s majghe activities was positioned outdoors
and competitions were arranged. The universityitseadwn football team which represented
the university by playing against other univergidams in Sweden. During the 1960°s the
university and the amount of students grew.

The 70°s was the “Red Period” when the authoritthefuniversity teachers was rejected by
the students and this could also be seen in theetship at IKSU which became more
democratic. The interviewee was employed at theod@® as the second gymnastics teacher
or sports leader in 1970. Due to his young ageokddchave a more relaxed relationship with
the members and be part of the organization’s itieSBv He participated in the competitions
and he started the group workout activities byiogcto the different student residential areas
in Umed. He had a closer relationship with the etiisl than what was possible during the
60’s. The leadership was changed from authoriale@mocratic during the 70°s and the
interviewee and the two other employees which abregh him about the change in
leadership use to call it “management by cyclinouad”.

During the 1980°s IKSU developed a lot and many aetivities started which increased the
turnover significantly. The facility was built in984 and more competent employees were
required and employed. The facility consisted oé darge sports hall divided into three
where the group workout activities, basket ball ambor bandy were held. The gym was
located in a basement at Alidhem. The 80’s demaadsitionger leadership and it became
goal- oriented than in the 70°s. They created l@ngy goals and their vision was to “meet
the entire Human”. The focus was on more than wairkaow they focusing on food and on
the social part as well. The facility included theorts hall and showers, but also a place
where the students could sit and eat after the owdrkFurther, the formation of the
leadership was questioned and since they did naoitedato have a chief of sports they

5 . . . .
Employees include all full-time workers, managers and part-time instructors.
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introduced a prefect system were six employeesedhidue leadership position and had it for
three months before they switched. Though, thelizezhthe problematic with the system
and ended it after a short period. In 1987 theyid#ecto have an Administrative Director
(AD) due to the fast development of the organizatibhe interviewee was elected for that
position and this was the first step towards a npoodessional leadership.

During the 1990°s the leadership was professiondl the AD had to be entrepreneurial,
administrative, be able to coordinate work and @&ad. The focus was now visionary and
strategic. Since the turnover had increased to BlomSEK the interviewee, which had
been elected to AD, now had to take courses inrggsi economics, Law and Leadership.
The facility continued to grow and the gym and itidoor swimming bath were built to fulfil
the members’ needs. The gym- and workout culture developed and due to the increasing
interest IKSU could raise the membership fee. Thamius was to offer sports activities to
everyone at all levels, which is still their baficus, not only the elite.

4.1.2 Managing Director
Position and working tasks

The Managing Director (MD) explains that since tiiganization is divided into three parts;
non-profit association, corporation and institutlenis the director for the entire organization
excluding the institution. His title in the corptican is Managing Director, but Chief of
Sports in the association. Further, he explainsttieae is an additional organization with the
staff, which includes all the temporary staff memsbéndependently of where in the
organization they work. Some of them are employsgdthe institution, others in the
corporation and some in the association, and tieeigeader of all the staffs’ work.

He believes that leadership as a profession is teaidentify since “one is doing nothing and
everything”. Though, he is trying to stimulate thiaer managers to both take responsibility
and to develop it. He is also trying to move thepmnsibility of the different parts of the
organization down in the organization to the mamageg each part and make them work
effective both as a team and individually. If themagers for the different parts of the
organization cooperate well together the orgaroraill become more efficient and provide
better results. He says that it sounds easy, lattittlis a difficult and comprehensive work
since he is dealing with human beings. He desclilieposition as a team leader, expressed
in sports terms.

Since the MD has a position which is above therothenagers but below the board, he has
the responsibility to report to and inform the lwbhow the organization is doing. He is also
responsibly to follow up the work which the boasgects and make sure that it is done. He
has to inform the board about the organizationeinegal e.g. how many members they have,
if they start with a new sport activity or stop oRerther, what he is required to do, to remain
legal, is to systematically report to the board whihe organizations financial position; if
they follow the budget, how much sales they hawkiithey keep the cost level.
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Previous experiences

The MD has, before he started working at IKSU, owm businesses since he was 22 years
old. His companies have been of different sized, diierent amount of employees and been
located all over Sweden and in other countrieshsag Poland, Portugal and Estonia. The
companies have produced different kinds of proddetslarge markets such as US and

France.

Characteristics

The MD considers it to be difficult to describe Isielf, but has heard others describing him
as an entrepreneur, and he agrees. He believelehatgood at combining knowledge with
known facts and transforming it into a businessarti a happy fellow, and | believe that is a
good characteristic in order to be an entreprer®oe needs a positive spirit since it is not
easy to start and run a business”. He says thatpraneurs cannot view the life from the
dark side and they have to see challenges instigablolems. Nothing stands in the way for
an entrepreneur and no one can stop the though&s @ntrepreneur. With that kind of
mindset one is a good entrepreneur. A negativeopesdl! only give up the thought and will
not become entrepreneurial. He also says that @epeaneur, as he identifies himself as, has
to be a bit naive as well, since the entrepreneutdcnever realize how much problem that
could come out of it. Further, an entrepreneurtbase optimistic and be able to take risks,
and the MD believes he has those qualifications.sbigs that it is important to find the
balance between the people working in an orgaoizaince it needs an economist which has
to remind people like him of all the financial issuwhich they have not thought of.

During his years as an entrepreneur he faced upsiawns with his businesses. After 25
years of running his own firms he wanted to cordimeveloping. He wanted to challenge
himself and decided to try to work for someone elsé got employed by IKSU. He says that
it was a challenge for him to see if he could fitoi this type of organization and make it
work. He has though felt inspired and has had funind his years at IKSU and he thinks it is
fun to have a board above him which has power twer He also enjoys working with
colleagues and to have the ability to inspire athBuring the years he has realized that what
is important in life is to have a work that one oy and feels comfortable with; a place
where one could receive a social context and devefes skills. “If it was about money, |
would have worked somewhere else”.

View on own leadership

The MD believes that one has to adapt the leageister the situation and that one has to
understand that it has to do with leadership andanmanager position and that such an
understanding is important in an organization sashlKSU. He does not prefer to give
people orders. He says that IKSU is an organizatibh highly qualified people who work
with their interest and are enthusiastic about tjudi. These kinds of employees have to be
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challenged and constantly developed. They havedbithat they are received a large amount
of responsibility and can make their own decisiand therefore it is the MD’s job to keep
them in the same direction when they make decisittes says that it is significantly
important to understand which kind of organizatibis one running and that IKSU would
fail if someone told everyone exactly what to ddjai, though, could be important to do in
an emergency. In a large organization there ishamece to be able to know everything and
therefore one has to understand that others knfiereiit things better than oneself.

He says that everything could be made better cenagl the question of what he could
improve with his leadership. More specifically heys that he has never experienced an
organization where all employees feel pleased alendrything and where enough
information is handed out to all levels in the argation. He says that the information issues
has been a problem for him during all his yearsvarking life and the information flow is
something IKSU are trying to improve. He says ttisre is no ceiling for one’s own
development, only additional steps to take.

When we ask the MD if he was acting at work orafdould be himself, he says that it is a
difficult question to answer, but that he believeesd say to his employees (the other
managers) that if they are honest, direct andre@®selves they will be good leaders. He is
trying to be such a leader, but that it could Hé&atilt sometimes. He has to be a negotiator
and sometimes enthusiastic or spiritual, whichesyifferent kind of roles. But he believes

that is the case even in the private life and heyisg to be himself in different situations.

The MD laughs and says that what he cannot achwébehis leadership is miracles. He says
that the difficulty is enthusiast the people in thganization to take it to the next level,

should we become a larger organization, start meva activity or should we conquer the

world? He does not feel any limits for what he cbdb and believes he has the possibilities
to do anything. The problem would though be to nhkeboard and the co-workers to agree
with him and to make them work in the same directiOne thing that he feels limited by is

the time; but that the solution is to organize prbp Money could also be a problem, but
that he only wants to run economically healthy aiz@tions.

The MD believes that people have different skiltsl &nowledge and the trick is to make

those people into a well functioning team; a leateruld be able to lead, not do others work
for them. He says that he could try to influence éimployees, but not shape their work. In an
organization like IKSU one need to trust the empés/in order to grow and develop. He
ends the answer by laughing and saying; “I would like to affect them more, under the

circumstances that they do things right”.

The Work and Relationship with the employees

The MD says that they have financial goals which set up for the entire organization.
Though, the organization is systematically dividetb different result sections which have
their own financial budgets and each month a mgesiset for those who are responsible for
each result section. He says that he does notatsret the details e.g. how many aerobic
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classes they provide each month or what the budgeteney are spent on, he only control
the financial budget. This is a new way to run thganization and the MD’s work is to

support the managers of the different sectionsteio them work together which is mostly
done through meetings rather than through writteports; he has approximately 6-7
meetings per day with his staff to follow up theiork.

He describes the relationship as structured bwrimél. He does not spend time with all
employees in the organization even though he wesltduld, but those he referrers to as
employees are the other managers which have theirgooup of employees below them. He
gladly talks to the other employees as well, bettime will not be enough and one has to
prioritize.

He believes that the employees see him as a stfaigbard and objective leader and person.
He does not ask his employees what they think ahiousince he knows when he is doing a
good job. Once each year the managers have individaetings with the employees. They
talk about the working tasks, their opportunities develop and how they view the
organization.

The MD tries to be engaged in the employees wodklalieves his task is to be their support
and safety. Sometimes there is a need to tellni@ayees that they are moving in the wrong
direction and therefore support them to start wagkn the right direction again. He does not
tell the employees how they should do their workt that he sets the goals or gives them
tasks which they fulfil.

He believes it is important to be objective andigtit and to have a clear reason when he is
arguing for an opinion. He point out the importanééaving a nice atmosphere at IKSU and
that the employees have to feel happy with théurasion. One has to be able to be objective
and say ones opinions without screaming. His pbpbg is to praise people in front of others
but only rebuke face to face. The MD is not afrmdaise his voice and put down his foot,
but that he does not look forward to it. Howevencs he is the Managing Director of the
company and has to do what is best for the orgaoizhe needs to be harsh sometimes.

The meetings the MD has include meetings with thard when he reports back to them
about the organization. Before each board meetingrhpare the meeting together with the
chairman and vice chairman. Further, he has me=tivith the management group which
includes all the other managers every other weaekhOse meetings the ongoing projects are
discussed and everyone can have an opinion. He f@lsomeetings with the different
financial sections.

In order to keep the relationships and improveciheperation between the employees IKSU
arrange one event per year. Last year the full @mployees were at Aland and watched
Beach Volleyball games. Sometimes they go to cenfees to have a nice time, and the MD
says that the employees seem to enjoy those fipsher, smaller activities are arranged
during the year such as dinner parties. The diftevaits also arrange smaller events for their
separate employees to create own identities.
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IKSU do not use reward systems to motivate the ews@s, but the employees have
individual salaries. They have wage negotiationth whe employees and those are held by
the managers for each unit. He believes it is ingndrto have discussions about the salaries
to be able to give the employees fair compensdtiotheir individual working efforts. Only

a small part of the working force, the treatmeanffsihas a salary on commission. The MD
explains that they do not believe in monetary naiton, but in motivation and engagement,
and that those who work there love their job sithegy are working with their interest.

Organizational Development and Goals

The MD believes IKSU is working with the settinggdals. Thoughhe has worked at IKSU
for 8 years, and during this time IKSU has growrgraat deal in all levels, and the
development has emerged without any stated gd&&Ulis a non profitable organization
and they should have sound finances which meantllegt should not make any profits or
losses. When they have a surplus they are reqtdaresinvest the money in the organization
and improve their facility which the MD says arelrving force itself. He explains that the
engine of their organization is that since the ks reinvested in the organization it will
lead to development and have a positive effectrasdlt in a new surplus. He says that it lays
in their nature to have goals to develop, but mgiterm goals have been announced. Since
the business vision of IKSU is to offer physicaliting for everyone at all levels, the MD set
the goal to build the Spa facility which they haweay. The MD says that short term goals
exist; but there are no 10 year plans.

Considering the question about how they handleethployees’ ideas the MD explains that
IKSU has not formalized it, however, depending loa level of the idea the manager for each
unit takes care of it. They have a certain amodmhoney which they can use, if a project

requires more money it has to be discussed andlet:dy the management group. The
management group has a maximum amount of moneyhwhéy decide upon as well. If they

want to exceed that amount the board has to makeehision about that. An example of a
big idea which came from an employee and had tthignugh the whole organization was to

start sports activities for young children. Thi®jpct would cost a lot of money and should
therefore be a decision taken by the board members.

Changes in the organization

The MD says that the changes are made since thebemerhave a need for the facility to
change. Some employees consider the changes touidesome and others do not. People
often complain during the changes, but change theids when it is done and understand
why something was changed. Further, the MD wishas e could give all employees the
same amount of information, but it is difficult. & information flow has to be improved at
IKSU and they are working on it. The managers gyig, but the employees always feel
that they receive too little information. The MDpdxins that someone in the management
group usually have an idea which they hand ovéhéamanagers of each unit. The idea will
then constantly be changed during before the pragetinished. One example is that the

instructors decide the colours of the walls inithespective area.
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Summary Managing Director

Position and working tasks Director for the organization, excluding the ington part. He describes his
position as being a team leader. Has responsiliitgport to and inform the board. Supports theagars of
the different sections and help them cooperate.

Former experience Entrepreneur; ran his own businesses. Work aulkiace 2000.

Characteristics. Entrepreneur; happy, positive, see challengesadsof problems, a bit naive, optimistic and
able to take risks.

View on own leadership Leadership instead of Management, adapt the fglaigeafter the situation, do npt
prefer to give people orders. Tries to influenoe émployees, not shape their work. Give supportsarfiety to
employees.

The work and relationships with employeesFinancial goals are set up for the entire orgaimuaastructured
but informal relationship. No reward system is ydma individual salaries. Events and travels ararged in
order to improve relationships and cooperation agremployees.

Organizational developments and goalsSound economy, lays in their nature to have gaatietelop, but ng
long-term goals have been announced. No formaltwagndle ideas from employees.

Changes in the organization:Employees have both positive and negative opinabaut change. IKSU arg
trying to improve the information flow in all lexel

4.1.3 Manager for Group Workout activities (MGW)
Position and working tasks

Apart from the managing position her working tagk$o be in charge of the webpage and
courses that people can take at IKSU. Further sbhees the responsibility of the marketing
of IKSU; they cooperate with a marketing firm whitlandles their marketing. She also
works as an instructor for group workout activiti@ough, her main task is to manage the
group workout activities as a whole. Her employeessist of six people who have the
operational and practical responsibility for thetinctors at the group workout activities at
IKSU sport and at the Spa.

Previous experiences

Before the MGW started working at IKSU ten years ape studied to become a teacher in
gymnastics and worked as one for ten years. To gt her education she recently
studied management for one year.

Characteristics

The MGW says that her employees describe her assapwho is interested in the personnel
and a person who takes the time to listen. The lsdso told her that she is very straight
forward, which she says not always has a positieaning, and that she could be rather

35



insensitive. She needs to improve her skills invking when she is needed by the employees.
At the moment she expects her employees to telwhen they need her and does not spend
energy or time on checking her environment for aignShe agrees with her employees about
those things and believes that it could be botheakwess and strength. “It is an advantage
since | focus on the most important things, andmée employee informs me about another

important thing | focus on that instead”. She hald her employees to assist her with her

weakness and let her know when she has to opesyhsrfor something that she has missed.
She also says that her employees think that spead at making decisions; that she thinks

them through and stand by her. She believes tleaissh strategist and has the ability to sort
out what is a problem and important to focus on.

View on own leadership

She believes she is a supporting person; if theleyaps need her advice she is there for
them, otherwise they will waste a lot of energywaindering how to do things. The best way
to solve things is to do it fast and not lose tiamel energy on nothing. She though believes
that the ultimate situation would be if the empleyd&new how to make a decision from the
beginning, or at least try even if it could go wgosometimes. She says that she does not
create a nice atmosphere, but that she is tryindotd@. That is one of her large flaws and
what she needs to work on. She is not very socidl ia not good at making people feel
comfortable. However, she is very clear and pouttto her employees when they come to
her with a problem how important she thinks ithattthey do and thanks those for telling her
about it, which she believe might compensate far weaknesses. She makes a parallel
between her employees and her own children andimgpthat she is really good at knowing
what is going on with her children and understagdads. The problem is that she does not
prioritize to work on that relationship with her plmyees as the situation is today, probably
because she does not understand the importancerlbtis, she prioritize to do as much work
as possible every day instead and focus on the takich require quick results. Considering
the question about how she would approach cordhet says that she cannot remember a
conflict and how she acted in that situation, the would prefer and believes it would be for
the best if the employees solved the problem thexmseHowever, she is not afraid of
conflicts and would solve the problem in order taker everyone “play in the same team”
again.

The MGW does not see a big difference between éesopality at work and outside of work.
She works with her interest and believes her jobitlk her almost everywhere. Many of her
friends work at IKSU and they talk about work ewenen they spend time together at their
leisure time. Though, she is not trying to be deoctive at home as she is when she is
working. Thus, what drives her is to always havesthing to strive for; improve things and
make them more efficient and effective. Also thallenge to affect the changes in the
organization; questions she asks could be; whatobas done, what could be done better,
and what do the members want next year? She fegishe is in the centre of all events and
is well informed about what is going on in at IKSind if she want to know anything
particular she just ask someone about it, even i$ ioutside of her area. However, she
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explains that the organization is open and theneoigprestige between the different units,
therefore, she has the ability to affect what i;xgmn in the organization even outside her
area of expertise. She thinks it is wonderful teenthe ability to decide what she want to be
informed about and what she can ignore.

The Work and Relationship with the employees

The MGW believes she is good at pointing out whemesthing is not done properly, since
she knows that she makes a lot of mistakes het§éfie group, including her, is not doing
something very well she can bring up the problemméixe a change. Though, what she thinks
is worse is when she has to tell a person who bae domething wrong; sometimes she does
not even do it. However, she says that she dohawe to raise her voice a lot. If she
expresses her opinion or stops a suggested pibjsdiecause the employees do not have all
the information needed or that something else dedliwith the project.

One meeting per week is held for all the full tier@ployees where ongoing projects in the
organization are discussed, e.g. about financidterg important visitors or new lectures.
Every other Tuesday, she holds a meeting with thel@yees in her unit. However, she does
not follow up the employees work since the emplsyeave worked at IKSU for a long time
and she worked with many of them as operative thighgroup workout and as an instructor
before she became the manager for the group worlshet says that she is there for them
when they need her, but that they know their waykesks. She and her closest employees
have a common office in which they can talk to eaitter informally. They refused to have it
in another way since the communication becomes reaster.

She answers the question about what they do toowepthe relationships and cooperation
between the employees with “We have so much fuvoak!” She says that they used to have
one activity each month when they together trieea group work activity at IKSU and then
had lunch together afterwards. However, peoplep&dparticipating and they have not had
anything like that during the fall. She says thairobably depends on the fact that they have
a good relationship already and that they pri@idtisther things. She believes the events that
are arranged for all full time employees each yamr good since they strengthen the
relationships between the employees.

Considering bonuses and employee motivation she shgt they have discussed the
possibility of having bonuses and have concluded there is no single reward system that
would reward the whole group, all employees, aretethwould be a risk that not everyone
gets rewarded.

Organizational Developmerdand Goals

The MGW thinks it is good to have concrete goald, ds mentioned earlier, IKSU does not
have any concrete goals. However, even if no gbal® been announced it exist clear
guidelines or a clear vision for where they arengpthe instructors should have the optimal
education; the organization should have the besjeraf activities, well suiting premises,
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and they should always strive for further developtrend improvement. They continuously
follow up how the members think about the facilityd the activities and make changes when
needed in order to fulfil the members’ wishes aeeds. Even though the guidelines are
consistent from one situation to another, therestexa measurability which is part of the
overall assessment of the activities and the orgdion in general. Further, the question of
goals was brought up during the individual meetiwgh the employees earlier this year. The
employees demand clearer goals and directions fat ¥hey work for. She says that these
wishes were supposed to be followed up during #fieaind her ambition was to work on
these demands. However, she blames herself foratichtsays that she has not found any
clear and specific goals yet which she want to 8&e. wants to find goals that are large and
could cover the whole organization and would fuligé demands of the members. If they had
such goals they could together create a strateggveryone’s work and exchange ideas
between units. She believes the reason for why hiaeye not come up with any large and
common goals is because they have not taken tletonask the members what they want.
She believes that goals should be made in teains &ffective and they should be able to be
measured to see how well the team has succeedeleFwanother thing that was brought up
during the individual meetings was that the hortabnommunication between the different
units was considered poor. Each unit work efficiantl hard, but the poor communication
between the units makes them lose effectiveneiginwork. They work for the same thing
and need to find a way to make it better.

Considering the employees’ creativity and ideas shs that the employees are often the
ones who come up with the ideas and carry thenofteh without her knowledge about it.
She does not tell them what they cannot do. Onlgnithere is a matter of an investment for
a new activity she has to be involved.

Changes in the organization

She believes that the employees would answer €iftsr to the question if they receive all
the information about a change. Some of them fdehined and ask when they want to know
more, while others feel that they never get infam@&enerally, the information flow is a
huge problem at IKSU which they could improve a. Idthough, those who are
communicating, those in her working group which shares an office with, are very open
and keep few secrets from each other. Howeverethogployees who do not sit next to their
managers feel that they get less information. feuyttome employees are more affected by a
change than others and have more understandinghtipra change is needed and therefore
better prepared. Further, those who benefit frocthaange may understand it better than those
who do not. It is difficult to reach everyone, lii¢y could work on it and try to be better at
explaining the reasons for a change and why itlvatefit the organization.

Before the rebuilding of the facility they thorougimvestigated what the employees thought
about it. The first meeting was held two years befand then the full time employees was
invited to a trip to Pited to discuss and braimst@bout the future changes, first in small
groups and later all together. Everyone could esgtbeir opinions and the results from the
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meetings became a good tool to use during the Icebgi Today, when the gym department
is rebuilt they have not arranged the same kintedtings.

Summary Manager for group workout activities (MGW)

Position and working tasks Manage the group workout activities as a wholsponsible for; webpage
courses, marketing of IKSU.

Former experience Teacher in gymnastics, 1 year Management-studiesk at IKSU since 1997.

Characteristics. Interested in personnel, listener, straight fodyatrategist, difficulties knowing when she
needed by employees, does not create a nice ateresplot very social.

S

View on own leadership Supporting. Does not prioritize working on rebaiships.

The work and relationships with employeesGood at pointing out mistakes for the whole gradifficulties
pointing out mistakes of individuals. Have weeklgetings with the employees. Employees are skilfetsa|f-
going and she shares office with closest employees.

Organizational developments and goalsBelieves concrete goals are good and wants torgehiaational
usable goals. Employees demand clearer goals. His §ave been announced yet, but clear guidelixist &
Employees are creative and have ideas.

Changes in the organization: Poor horizontal communication. Huge problems witfiormation flow.
However, informal information and communicationsimared office. Employees that understanding reafeon
change are better prepared and positive towards it.

n

4.1.4 Manager of Prophylaxis
Position and working tasks

Her main tasks as a manager of Prophylaxis areganize the personnel who work with the
prophylaxis questions at both IKSU Spa and IKSUrEgder position in the management
group is to have an overall picture of the propkiglaactivities in the organization. Her
subordinates that she often meets and talks toirareharge of different parts of the
prophylaxis and have their staff to handle. An pady day she comes to work, read her emalil
and fixes with some administrative work. After tisdte has meetings most of the day with
various peoples such as the management group, yaoghpersonnel, with sales personnel
or the staff manager. She also tries to be ableatt two group aerobic workouts a week, at
IKSU Sport and at IKSU Spa.

Previous experiences

Before she finished her education at universityelem Sports pedagogic, she attended an
“office administration education”. After her uniwgy studies she has been working at IKSU
since 1990. She started out as a substitute lead@rattended courses in prophylaxis,
massage, instructor for aerobics before she stavtedrk full-time.
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Characteristics

She says that she likes to work together with opieaple and make decisions together. She
feels that team-work is important in order to fswlutions and make people enjoy their work.
She believes that she is an easy-going individodltaes to create a nice atmosphere. It is
important to her that employees dare to speak ugnwihere is a problem. To have a sense of
camaraderie is important to her but at the same sihe tries to keep some distance, since she
is a leader she has to make some tough decisiamgyduage negotiations and such. It is a
fine balance between being friendly and being ddeand she says that the first couple of
years were very hard when it came to wage negotisitibut with time it has become a
routine. She says that one has to stand by onegopnd that is something that may come
with time as individuals mature.

What motivates her to go to work is her strong temnsee them develop and to be part of the
development and growth of IKSU. Because she hasagand well functioning team she
think it is easier to work and she has the abilityvork more with the strategic issues. She
also enjoys working with the product, the workoatiaties, and makes people take care of
themselves and feel good.

View on own leadership

She thinks that it is important to motivate her éwgees in order for them to find joy in their
work, this will make them develop and she says tiatinspire her. To be able to take a step
back in certain issues it is important to her that closest co-workers understand the
financial thinking. She feels that it is importdhat people are able to give their opinion and
understand the context and reasoning behind a ehdw example, when involving the
closest co-workers in the financial thinking itg@asier to understand certain decisions that
have to be made. Since IKSU is such a large orgaoiz many employees have to be
informed by meetings, despite the meetings, manpleyees feel that they are never
informed about what is going on. She says that theye tried using different ways of
communications but that they still have a long wago, it is not easy to inform employees
in an organization that continues to grow.

To take on more difficult tasks and is taking meesponsibility for the financials are
something that she does willingly. She thinks tiw@t more one involves oneself, the more
decisions one dare to make. One goal that shesh&s ¢hallenge herself and work with
people that are knowledgeable of what is goingSire thinks that the co-workers dare to
speak up to her if they think that something isng,oshe believes that it is better to have an
open communication than to talk behind each otheack. In case of a conflict she tries to
talk to the employee individually.

One thing that she wants to improve is to be ungutuis, to work towards setting goals so
that the employees understand how to work in otalenake it as efficient as possible. Since
IKSU has grown so much lately, she thinks thas itmportant to stop and ask themselves
where they are going. People are getting more am@ mvork to do and it may be necessary
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to create goals to guide the employees. She fezl® der role as a leader she has an
obligation to straight things out during a meetihthere is different opinions. However, she

emphasizes that she do not want to “boss” aroumd,td be a colleague with more

responsibility.

Sometimes she feels that they are “in the handshefboard and she would like to have a
closer relationship with them. Since she is managd?rophylaxis, which is an area that is
made for-profit and part of the association of IKSUe is not actually hired by IKSU. IKSU
owns the corporation where all for-profit activitiare held such as massage, physiotherapy,
naprapathy and prophylaxis and therefore they ltavgacts with other companies as well.
The core of the association is physical exercisese feels that the board should have a bit
more of a corporate for-profit thinking sometimesitafeels as the corporation is being left
out.

The Work and Relationship with the employees

She describes the relationship to be close anddifeand that everyone can talk to each
other which she thinks is very important. She thittkat it is also important to be able to put
down her foot when something is wrong. She has leaesful with that in the past but that
part of her has developed during her time as taddeof a department and she has become
better at it. She has the responsibility to redehfinancial goals and has to be able to raise
her voice and make the decisions since she knaatshie cannot blame someone else if they
fail. During the last two years she has learnedh#ike tougher decisions, but she explains
why decisions are made carefully and that is whg ishirying to involve the employees in
the financial backgrounds.

She says that they often follow up on their empdsye/ork. They have meetings where they
discuss what everyone is doing and how well itagg, they also have individual meetings
every year in order to discuss where they are g&ihg says that they have a psycho social
guide that the employees have to fill out. It ikelian anonymous questionnaire and the
questions could be about what one thinks abouingegoals, balance between work and
leisure and other questions that deals with theclmsysocial aspect. From those
questionnaires they made individual meetings anddit up some issues. According to this
questionnaire, many employees felt that the goa&isevambiguous, this is one of the tasks
that she is currently working on, how to deal witle ambiguous goals. Another problem is
that people are working too much; she says that shenetimes have to send people home.
This is a problem that are discussed individuatigt ahe believes that one contributing factor
to this is that IKSU is growing so fast, and itss many things to do. She feels that the
psycho social guide is necessary to find theseskmidissues. Her opinion is that many
people that are working with sports and physicéivaes tend to be very involved with their
work and sometimes it can be too much. This godslyntor the employees who “have the
freedom to think for themselves” on how to solvéask. According to the psycho social
guide they feel that they are allowed to use tkieawledge to a large extent and that they are
given a lot of responsibility. Employees that degih massage or other treatments have less
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control in their job, since they have clients wravé paid for a specific service it does not
allow for much freedom in how to accomplish thektas

She is used to hear from the people around herstatseems to really believe in the
organization and works hard for it. She says thatis also easy to talk to and the employees
often come to her with their problems. However, éngployees have told her to defend their
part of the organization towards the other managadsthink that she is too shy. She says
that the reason is because she is not born todmssaas others can be and believe that she
could be better at it and get a tougher attitude.

During the fall they have a kick-off event with ale masseurs, skin therapists, gym
instructor and dieticians where goals and visiomsdiscussed. During the next meeting in
January they will found a solution for how to bermeelling. They should also work on
being more informative about other services andlities in other departments at IKSU and
recommend it to the customers. The goal is to nla&eustomers or members to never leave
IKSU.

The skin therapists are the only ones at IKSU wlwkwon commission since they sell
products. They were doubtful about that in the beigig and the employees at her
department could chose if they want to work on casgsion if they think that is encourage
them or if they want to have a fixed wage.

The organizations” development and goals

Strategic goals are set and are aimed to be reachéd future. They have meetings every
other week with the closest employees, they als@ meetings with the sales department
where they look more strategically and set thediagpals. An example of goal setting is to
decide what kind of products that they are goindotus on, they have a lot of individual
health programmes and weight programmes that ischtowards the public and corporations
and it has to be decided what these programmesonbist of. She says that IKSU can offer
so much that they have to limit themselves and tawards quality instead of quantity. It
could be to choose what lectures will be held, vifedtments are demanded by the members,
classical massage or naprapathy €treach the set goals they have a lot of meetamgs
her part in the management group is significantipartant since she brings the discussions
and goals from those meetings to her employeesratiépartment. The psycho-social guide
brings up questions about goals and motivationsinredand her employees follow up and talk
about it during the individual meetings and will lm@ught up in the future meetings as well.
What is new is that the problems that were foundhépsycho-social guide will be discussed
with the staff manager and with the person wheesponsible for the work environment at
IKSU.

She has a meeting with the managing director aadatitounting manager every month to
follow up the work she and her employees have pexviand present the financial results.
She receives tasks and goals which she must reaicshe strive to involve her employees so
they can understand the reasons behind the se$ godl work with her. She wants the
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employees to be involved in the financial part sifiovould encourage them to strive for the
same goals as her. The employees seem to likedw kbout the financial part since they
will learn more and develop.

She believes she and the other managers listéwe teiployees ideas carefully since they are
often the ones who give the employees problemslt@ se.g. what products they should go
for. Her closest employees are part of the devetynof their department, but the lower
levels of employees such as the masseurs andhekipists are more difficult to involve and
it is important to listen to them as well. At theoment they try to improve the
communication between the different levels on eryggs hence everyone can feel involved.
Some of the part time workers do not care abowli®ment, but the more they are working,
the more do they want to be part of the discus$wany of the employees at the lower levels
think that IKSU has grown a lot lately and that thanagers spend less time with them. She
tries to be on the floor with these employees eiédre gap between her and them has grown
and there is one middle manager in between andbelieves it is really important to keep a
relationship with them as well.

Information letters to her employees at her depamtnare sent with the latest news every
week. Then the staff manager sends a newslettemlltathe full time employees.
Unfortunately, the work force is very large and mdit employees, such as the part time
instructors and voluntary workers, will receive i information that is send out to the full
time employees and she says that it is really atiffito make that function well. The
dilemmas about who should be counted as an emplayeeabsent in an ordinary
organization since people who are there work th&rdKSU most of the part time workers
are employed somewhere else and have their ordmaniy related activities there. However,
those who work more than 50 percent at IKSU shoedeive all the information given to the
personnel.

Changes in the organization

When asked the question of how the employees aeaped for an organizational change,

she told us that a lot is managed through meetiigse the employees are informed about
the changes. She wants to be a lot better to nmetaad explain why the change is positive

for the organization. However, the employees alweyge to be prepared for quick changes
in the schedule e.g. if a masseur is ill someose lehs to make the phone calls to all booked
customers and cancel the sessions.

The employees are always part of the discussiomgla change process, e.g. when the
treatment department was built she planned it kegetith the woman who is responsible for
the masseurs and the woman who is responsiblenétréatments at the Spa facility. She
thinks that the participation in the developmemgasss will create a larger interested and will
make them take care of the department in the futtmieh is really important. She usually
announces the question or problem and then let therk without her involvement. She says
that they are working as a team and by doing thatemployees are automatically becomes

part of the change process, therefore it is easydtivate them. However, the masseurs think
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they are less involved and get less information stmel knows that it is difficult to reach all
employees and that the managers have to work omfinenation flow. However, both she
and her employees feel that would be nice if tlgaoization could stop develop for a while,
but she realizes that changes are positive foortp@nization and makes it grow.

Summary Manager of Prophylaxis

Position and working tasks Organize the personnel at the prophylaxis demartrgwhich is a for-profit part of
IKSU) at both IKSU Spa and IKSU Sport.

Former experience Education in Sports pedagogic and an “office awstiiation education”. Work at IKSU
since 1990, in various positions.

Characteristics. Team-work is important, believe in the organiaatand works hard for it, easy to talk to.

View on own leadership Fine balance between being a friend and a ledad®sortant to motivate her
employees.

The work and relationships with employeesClose and friendly relationship with employees amgortant
with open communication. The closest co-workersdrteeunderstand the financial thinking. Do not wemf
“boss” around, but be a colleague with more resipditg. Follow up on their employees work. Skinettapists
are the only ones at IKSU with a commission salary.

Organizational developments and goalsStrategic goals are set in her department andirmedao be reached
in the future.

Changes in the organization:Closest employees are part of the developmenrteaif tlepartment. Trying tp
improve the communication between employees atdifferent levels hence everyone can feel involved.
Weekly information letters are sent out to her eppés.

4.1.5 Sales Manager
Position and working tasks

At the moment he is working as the sales managb{Sit. He works as a substitute for a
person until February 2008 and then he will propatlange position. He is responsible for
all sales primarily for the contracts between thana other companies which have their
employees working out at IKSU. He is the managet ader for the sales staff both at
IKSU sport and IKSU Spa. Approximately five emplegeare included in the sale staff and
sell the services IKSU offers, e.g. membership €aa employees in other companies.
Further, one of them takes care of the relax departs and the bookings of conferences.
Hence, the sales manager controls the daily worlaslgs, signs agreements with customers,
controls the overall budget and is responsibletifier strategic work. He is in contact with
both new and existing customers, a lot of workrimidly to make the different units in the
organization to work smoothly. Further, he hastaofointernal meetings with the managers
of the different units and the sales staff at HE®U sport and IKSU Spa and make plans and
follow ups. Even though he has most contact withdther managers and his sales staff, he
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has to be in contact with all parts of the orgatiirg especially the people in the reception
since they meet all the visitors, customers and bezmwhen they come to IKSU.

Previous experiences

He studied Sports science four years, as manyothéhe organization, and started working
at IKSU after he graduated. He worked in the reaoepthe first six month and then he

became the manager for the marketing departmerst year he transferred to the sales
department and became the manager there. IKSUt isisidirst job; he worked as a teacher
in gymnastics some years before he started studyiggt a degree.

Characteristics

The sales manager describes himself as happy,aqmesocial. Others have described him to
be an easy person to be around and cooperateamiththat he at the same time is a man of
principles. He prefers to keep things in order aexgdress his feelings out load. He says that
most people seem to know where they have him aadishprobably why they think he is
easy to cooperate with. He points out again thas e very social person and that the best
thing about his job is that he meets a lot of pedpl the facility and during lunch and
meetings. He likes to walk around and talk to peapid is not a person who cut off of the
world around him and only focusing on the workiagks.

He says that what motivates him and makes him lghat his way to work at Monday
morning is the environment at IKSU and he belienethe product he is selling. He says that
he works with a product and in an organization whee does not have to force people to
work because they enjoy working there too. And aisce he knows that the product makes
people feel good about themselves and they aredpdwn while they are there. He says that
it is definitely not the wage that motivates hindare believes that all employees agree with
him on that. He likes that the work is flexible; ban make his own decisions and take
responsibility. He can also affect his own develeptrsince he has in the position where he
has the ability to influence the organization andkenthe other employees and members
happy which he believes is very motivating to know.

View of own leadership

The most important view on leadership is that estto be a leader and coach rather than a
manager or boss. A leader may give orders andutldwyork at the moment, but that way of
leading could create problems in the long run. Eiebes that he has to create confidence in
the employees and give them long-term delegateshamiould make them take work more
independently; take own initiative and make ownislens. He wants to be friends with the
employees and make them do what they have to gaap way. At the same time he wants
the employees to take it seriously when theresigexific problem which has to be solved. He
says that he wants the serious situations to beguént, and saves the seriousness until there
is a large problem. He understands that he workis grown up people now who know that
they have a responsibility. He gives them a “bagesponsibility” and do not care how they
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solve their tasks, they just have to do it. He shgé his manager (the managing director)
treats him and the other managers in such a wayhanelieves the leadership should be
more like that; easy, friendly, but serious wheoassary.

Two things that he wishes to improve are: first,kenghe distinction between friend and
manager more obvious. He says that it is diffitolfind a balance between those two since
when he is too much of a friend with his employé®sy do not take him seriously when they
have to. But he believes that a coaching styleagiwhaving and he would like to develop it
further. Another thing that he has thought abotlésquestion of encouragement; to give the
employees feedback which is something he forgeisitalble believes it is really important to
take that into consideration and that the peoptbeatower levels in the organization need to
be seen and generally get the most attention. Irelaigeis therefore significantly important at
the lower level and the managers have to be pedadand soft act as a coach rather than
boss.

When he has to solve a problem he gathers infoomatbout the conflict; what is the root of
the problem, is it a mail, a rumour or is it compéafrom a customer? When he knows more
about it he acts fast and contacts the personvadohnd independently what the reaction is
he tell him/her how to act properly in the givetuation and how to act next time. He does
not enjoy conflicts, but is not afraid of them eithHe says that one need to have timing and
would not schedule a meeting with an employee idialfrafternoon to discuss a conflict or a
problem.

When we ask the sales manager if he is acting & t® is silent for a few seconds then he
says that a very small part of him is acting atknemd only towards the clients when he has
to be understanding and show his competency. He fieat he could be himself around the

employees and that it would be impossible for hina¢t someone he is not internally since
they would see him through. He says that he is dikather to his employees rather than a
boss since IKSU is not the type of organization mehige could be a boss. He believes that
since IKSU is an association the employees do ae¢ o see the managers from below. The
people in the managing group are regular people,tla® managing director does not dress
fancy because he is the top manager. It does nti¢mteow one look; what matters is what

one says and what attitude one has, and that beulihced through the whole organization.

He feels that he cannot affect if the employees\ettjeir job or not. They have to make sure
that they enjoy their situation or else they shdiid another job. He cannot use magic to
make them feel comfortable; what he can do is fipstt and encourage them and to give
them challenging and meaningful tasks. He knowstti@private life affects the working life
and vice versa and the limitation is that he caraftéct what happens in the employees’
private life. Further, there is the limitation aht; he would like to spend more time with the
employees, and says that it is a question of pyio@ne solution could be to make the
strategic work at home and spend the days comntingcaith the employees. However, he
tries so have a private life as well and do notvkmow he could balance those two parts in a
suitable way.
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The Work and Relationship with the employees

The sales manager considers the relationship wstierhployees to be easy and relaxed. The
group can easily cooperate since they all are ouggpeople and skilled, and they work
towards the same goals. However, when the emplogedshe have different opinions the
problem of finding the balance between coach arss lamise again since he has to make the
final decisions. In general, he believes that thaye a good working climate and that a
culture has been shaped thus they are working ttsrthe same goals. He believes a relaxed
atmosphere where the employees can have an odegutias much more comfortable to be
working in and the staff will enjoy working evenimore demanding situations. He says that
it is probably not the most efficient way of worgirbut the results will be better if everyone
feel good. That is probably why people at IKSU war@re hours for a lower salary then they
would have received in another organization. Heelsek that people have their lives at IKSU
and possibly a private life on side of that. Heogsjhis working environment and whistles on
his way to work.

When he worked as the marketing manager he wasange of the employees of the

reception and during the individual meetings witkerh he told the employees to give him
feedback, both negative and positive. They gave dritique and even if it hurt sometimes,

he believes it was good and that he used it toanehis leadership and way of working. He
believes that feed back help him to develop andsvére current staff to give him feed back
as well, even if they have not done that yet. Heetees that their relationship is good enough
and that the employees talk to him if they needet@n though they seem to avoid negative
critique.

The employees work is rather independent. Thepok business model and have certain
rules about how to sell a product or service, butesthey have to listen to the needs and
wants of the customers they have to make their decisions. The sales staff has to be
flexible and they have to follow up the sales arantain a relationship with the customers.
He explains that the sales staff have to be abtak® own initiatives in different situations
and that he cannot decide how they should actenyesituation. He is there for them if they
have specific questions otherwise the employee$regeto make their own decisions. What
he controls is the financial issues; e.g., is twatitract signed, has that invoice been sent, did
we receive the money for that project? They alse hmeetings to see that they are all at the
same track, have the same vision and work towdrelsame goal. Thus, he does not look
into details, only when there is a problem whichshys, seldom occurs.

The sales manager has meetings all the time withyeme, more or less. Every other week
he and the sales staff have a sales meeting wheyediscuss ongoing projects. They also
have a meeting where he informs the employees what said at the meeting with the
management group and any additional informatiorctviihey do not know about. They also
discuss and share ideas, thoughts and problemtheFuhe and one of the sellers need to
have a meeting with the managers of the prophyldegartment every third week to discuss
what is going on in that area and receive moreriétion about the prophylaxis services
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they are selling. Further, he has meeting with steff manager, wage negotiations and
individual meetings with the employees. He belietresr open office environment facilitate
the daily work where they have the ability to ham®rmal meetings and ask each other
questions. He also point out the importance ofifigca balance between the meetings and
the informal meetings, hence the decisions becorealdy and not just notes on a paper.

Except from the larger activity which is arranged the whole work force, the small group
of sales staff usually arranges two gatherings gaein to have a good time. The informal
atmosphere at work also helps them to come closgrsaengthen their relationship. The
sales manager believes that a mix of the inforratike breaks at work and full day activities
are good in order to improve the employees’ retetiips and their cooperation.

He believes that the employees are motivated bgwragement; they delegate challenging
tasks to them and give them feedback when theyigeayood results. However, he knows
that he has to improve his ability to give positigedback and to prioritize doing it.

Organizational Development and Goals

The sales department are working towards is tohr¢lae budget which they continuously

work for and follow up every month. They have mateduced individual goals yet, but he is

working on it and would like to have individual sajoals; they do not yet know how to

create them and how it would be received by theleyeps. He says that there exist no clear
goals which the employees could strive for, howgetlgey cooperate and help each other to
make the organization run. He and his employees Haxded the customers and even if no
specific targets are set, everyone knows that tiae to sell more to each company in order
to keep them as customers.

However, since they recently came up with a vismmIKSU he says that it is difficult to
find a specific goal to work for. Further, they kman what direction they should work in, but
since the organization is constantly growing andnging and the directions are being
changed every second year and they never know wheseend up. However, the board
gives the managers guidelines and missions whiey ltlave to fulfil; e.g. what the members
wants, quality of activities and instructors or wtine target group is. The managers then
discuss it with their employees and they will tdget work in order to complete the
guidelines and directives of the board.

Considering the information flowe says that he knows that they have a problem tivéh
information flow at IKSU and he says that it is ydifficult. It does not matter how much
information the employees are given, they will meget enough. They have to prioritize and
try harder through emailing the employees or airangneetings. The staff manager sends
the other managers a news letter about the steffyeveek and informs about what is going
on and will happen and the sales manager knows ¢beyd improve that part of the
organization. The problem has been brought up asclsised and at the moment they are
working on creating an intranet to be able to comicate between the different levels in the
organization and facilitate the information flow.
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Changes in the organization

The sales manager says that the decisions aboutgehathat are made during the
management group meetings are naturally broughthdowhe organization to the employees
of the different departments by their respectiveBnager. He believes that it works well and
that the employees receive a sense of involvement.

He says that he and his employees have been infoaimeut the changes that are going on at
IKSU. The sales staff is not directly affected bg reconstructions that are going on at the
moment and do not have to work differently. What Hales staff might face is the critique
from the employees at their customer companiesiwéie working out at IKSU. However,
the sales manager and the others receive informabout the changes every Tuesday which
they then use to inform their customers about upegrprojects and changes. He says that
the changes and reconstructions affect their wargitpely since they can use the new
facility as a sales argument.

Since IKSU is a rather flat organization the emplkey could easily express their opinions and
new ideas to the managing director. This will stotthe process since they do not have to go
through the manager of their department to reaehMD. He says that the managers are
good at listening to the employees at the loweel\e.g. instructors, receptionists and
masseurs, and also to the members since theyranecing the organization. They have to,
otherwise they will be unsuccessful. The ideas seceeened and brought up in the
organization. He explains that he views the orgatiun from a helicopter perspective and
sees the organization from above and can moreyess# what the members and the
organization needs. It could be more difficult Employees at the lower levels to see the
overall needs of the organization since they offe& and hear need or wants of individuals.
However, the sales manager says that his empl@areewelcome to come up with creative
ideas and they do since they have better knowl@ag®me areas and he do not always
knows what is best for the organization. Especi@bas concerning the area of relax and
conference where they have to form individual sEwifor the different customers in order to
create customer value. Even the sales staff wracklles the sales of membership cars has to
be creative in their working tasks and questioniirggbusiness model they usually use.

Summary Sales Manager

Position and working tasks Responsible for all sales, manager and leadehéosales staff both at IKSU sport
and IKSU Spa.

Former experience Education in Sports science. Worked as a gynosastacher. Worked in the reception and
as a manager at the marketing department at IKSU.

Characteristics: Happy, open, social, easy person to be aroundcengderate with, a man of principles, he
prefers to keep things in order and express hismfgeout load.
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View on own leadership Tries to be a leader and coach rather than a geara boss, wants to be friends with
the employees. Leadership should be; easy, friemdityserious when necessary. However, wants tae riak|
distinction between friend and manager more obvident to improve his ability to give positive fdatk.

The work and relationships with employeesRelationship with his employees is easy and relakixdoes
not have to force people to work because they enjmking at IKSU. He gives them a “bag of respoiiiify
and do not care how they solve their tasks, thslyhjave to do it. He wants feed-back from employeesder
to improve his leadership.

Organizational developments and goalsThey have not introduced individual goals yet, teacgoals which
the employees could strive for exist, however; ttegperate and help each other to make the ordeomizan.

Changes in the organization:The organization is constantly growing and changing the directions are being
changed every second year and they never know wteyeend up. Information flow could be improveihce
IKSU is a rather flat organization the employeesidoeasily express their opinions and new ideash&
managing director.

4.1.6 Staff Manager
Position and working tasks

The Staff Manager has worked in the organizatiorcesil992 and has a mixed leadership
position at IKSU. After the marketing departmeratrsgd working with a marketing bureau,
someone had to take over the leadership over tteptien, which turned out to be the staff
manager. At the present situation, she feels that is not making a good job being
responsible of both the staff and the receptiorwéi@r, she has team leaders that handle the
daily routines for both departments. There are émployees at the staff department, the
staff manager and a subordinate that handles theiesa The reception is handled by 20
people, excluding some part time workers. The Stadihager is not working much with
operative tasks with the reception, which is indteandled reception coordinators. Their role
is more similar to a team leader and not a manager.

The staff manager’s purpose is to support the atrenagers in the work with their staff. It
could be to support the managers when they neeettait new personnel and such. She has
also been in charge of the reception since thenbégj, but when the new MD came he did
not want to be in charge of the staff as he fedt ihwould be too much, she got to be the
staff manager as well. The organization is changamdly and new people are needed in
different departments and sections of the orgaoizathis leads to that there are many
positions that are combined with other positiongnlyimeetings are needed in order to make
everything work since people are coming and goiihgha time. According to her, this is
hard sometimes as it feels like new things aréestanew compromises are made but nothing
is really finished.
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Previous experience

In upper secondary school she played volleyball simel ended up at IKSU by coincidence

and has worked her way up from there. She hasdattesome internal courses about law,

salaries, leadership training and for one and & yesdrs ago she attended a staff manager
education. She also emphasized that it is impottastudy on your own and be curious.

Characteristics

She describes herself as open and positive andaiier see an opportunity than a problem.

Working at this place she has learned not to feange. When others have been asked of
how they perceive their Staff manager they have g&it she is easy to talk to and that they
have faith in her. According to her, many employease to her when they have a problem

even though she is not their closest manager. Ag &s issues are brought to the surface it
does not matter to whom it is brought up.

What motivate her are the values and the purpos&K®U. The Staff manager drives
approximately 200 kilometers to and from work evday and many co-workers think that
she is crazy for doing that. She says that the akevs and the atmosphere are incomparable
and that the employees enjoy their work. Peoplddcget paid a lot better if working in
another company so she believes that people ammomtated by the salary, instead they are
motivated by the rewarding work and the joyful @amiment. She also says that she enjoys
working with other people and that it is a motivatoitself.

View on own leadership

She feels that it is of high importance to havéhfan others and others feels faith in her; this
leads to mutual trust and that people can risklaréin order to grow. It is important to give
others the opportunity to prove themselves andhgethance of succeeding with a task. She
feels uneasy to call herself a “manager”. Most ngans, including her, have been recruited
internally and know each other very well, and thiakes it hard to act as boss rather than a
friend. She feels that some tasks demands thae tieersome power distance; wage
negotiations for example. It is hard to be a frievith someone and then discuss how much
that person’s work is worth. She says that thenisssue that comes with the position as Staff
Manager, one has to be able to see the individsat-workers and not as personal friends,
especially during wage negotiations. She also fdels the line between the work and the
personal level is very thin. A group that is havprgblems due to issues between individuals
will affect the work as well. She feels that thésane of the problems of being a leader, to
know where to act and where to step back and ésh tholve their own problems.

One personal goal for the Staff manager is to beeras a coach towards the other managers
and not direct too much. This is something thattslee to improve on an everyday basis and
the problem often occurs when she want things ppéa faster. Instead of letting the other
managers think for themselves, she tends to giem tHirections. The Staff manager feels
that she has learned much from the Managing Direateen it comes to coaching the
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employees instead of directing them. She feelsttiepositive thing is that it allows people
to grow since it is they who have made the decisnsitead of getting the directions from
someone else. She also feels that she tend tcéakeof things herself instead of delegating
them to others, especially to the administratahefstaff department. She does not feel that it
is anything she would like to do with her leadegpstiiat she cannot do. As a Staff manager
she has an overall leadership position, she dissusdot with the Managing Director about
how to organize certain things so she feels abeflsas lots of freedom in her leadership.
However, this is something that she and the MD d#issussed, what her role in the
organization is. She is supposed to be responeflilee wage negotiations but that is under
discussions. In order to give an employee an iddiai based salary she has to know what
they have done and performed, which she at présennot been involved with and cannot
therefore make that kind of decision.

What she is looking for when hiring new staff degeion the position. The Staff manager is
mostly present when a full-time position is to lieed. Though, the most important thing
when looking for new personnel is that they fitaimd that they support the values that IKSU
represents. Many employees know each other sintiereend many are about the same age.
According to her, this creates a relaxed atmospharengst the employees. It is hard to
know whether or not a person will fit in when talgito the individual during an interview.
The staff manager also thinks that it is importansee what competence the individual has.
This also varies with the position. It is more imjot that an aerobics instructor has
charisma and can be enthusiastic on stage tham&a kxpert on all the moves.

The Work and Relationship with the employees

The staff manager is always making records of wshdbne and what is under progress, but
she would not say that she is controlling the elygds work since she trusts them to do their
job. However, if she notices a problem she hatdrol why and where the problem is. She
says that it shows quickly if something is not wngk However, during time constrains she
says that she often controls much herself and déehthe employees take their own decision
and initiatives. It is hard to teach someone soimgtiwhen there is a time constraint since
she could do it herself much faster. Since the rmizgéion has undergone rapid changes
lately, new tasks and problems have arisen whiehfeséls that it is unnecessary to hire new
staff to solve. This leads to that one tends tcehamore and more work to do when small
tasks demands time to be fixed all the time.

The Staff manager thinks that she has to work orahéity to give the employees critique
and appreciation. Today, she does not give spooisnappreciation to other people. She
believes that this is due to that she does not naeth appreciation herself since she knows
when she does a good job. There has been a discumsiong the employees to give better
feedback. She says that she is not afraid to pwhdeer foot. She says that she has become
comfortable in her role as a leader and therefoirgks that it is okay to give critique and
speak up when something is wrong. Although, she #aat it is harder to speak up to people
that are good friends, but it is necessary if tiigqae is justified.
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She hopes that the employees feel that they clatatdler. A lot of changes have taken place
during the fall and some decisions have been nmadehurry and therefore she feels that it is
impossible to take everyone’s opinion into accotie has tried to have some form advance
planning in order to avoid for changes to come &sugorise” for the employees. When the
new entrance was build, it became really cold & éhkisting entrance and she says that the
management received criticism from the receptiaifif $or not foreseeing the problem. She
thinks that when these kinds of problems occuis important that the employees dare to
speak up and talk to her and other managers.

The Staff manager says that they have employeeitegi to improve the cooperation
between them. They also have two hours a week Wiggnare allowed to exercise during the
workday, called prophylaxis. She says that at IK8lany employees have already a lot of
physical activity in their daily work, and thereédodo not need additional training, so they
noticed that some people did not use their two frauveek to exercise. She says that instead
they suggested that they would do something togedkea group, so they started to do
different group activities. It the beginning it viked, but after a while some employees started
to come up with excuses to not participate in ttiviies. Nowadays they usually arrange
some activity around Christmas and something arosumshmer, but she says that the
activities are not crucial to improve the teamispir

Organizational Development and Goals

She says that the managers and the board starteelati® long term goals about a year ago to
decide where IKSU was going, but it was interruptette the board felt that they needed to
work with their internal issues before they couilddown and discuss. The Staff manager
says that she has talked to the MD many times ahittirig the brakes; the organization is
changing too fast and it is hard to keep up. Mames, emergency solutions have been
created which is not sustainable in the long rure Says that this in turn has created anxiety
among the employees because things are changirfggband information flows are having
a hard time to keep up. She continues by saying dne way of slowing down the
organization could be to put a limit on the numilemembers allowed. But when they see an
increasing demand of exercise activities from tstlients and other people they want to be
able to supply it. They have been asked to expE&iIto other places and she thinks that
the present MD is a true visionary and do not see @oblems, whilst she can be a bit
reluctant to change. An expansion to other plasexcording to the Staff manager too soon,
she believes that there is still much to do inghesent organization.

The Staff manager has always discussed the orgmmahgoals, the department’s goals and
personal goals with the employees during the engglayeetings. Again, IKSU does not
have any clear goals as in “this is where we aregjr “this is what we want to do”. They
know what they want; they want people to exercise f2el good. What they are starting to
feel is an urge from the employees to know wher@UKs going. They want to know what is
going on and find a purpose with their job. The Eypes want to have clear goals to strive
for in their everyday tasks that would also makeasier to assess one’s own performance,
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which is important to discuss during wage negatiai The Staff manager feels that this is a
positive thing, especially for the employees wogkin the reception that sometimes feels as
if they are being left out. They are working towsnghaking big organizational goals into
small goals that each department can work with. pheblem which they are actively
working on is that some goals can be measured wgulme cannot be measured in the same
way.

Considering the employees ideas she says that #resbandled for each department; the
reception get ideas of what they could improve gym® get other ideas etc. It is hard to make
everyone happy, but if there are several ideasiggestions of improvements it will get the

attention of the managers and will be solved ifsiads. She continues by saying that the
managers have been much better in their work wath ieas in that they do not only come
up with suggestions for “their own” area, but atsmgs forward ideas about other things as
well.

Changes in the organization

She thinks that the employees have an influencithefchange process. However, she has
heard that some have thought that decisions hage imade above their heads. She thinks
that it is important that the team leaders havetimge with their employees and debrief them
about their opinions and suggestions that theyurn tan pass on to the managers. She
believes that it is important that everyone carresptheir opinion.

She thinks that the information flow is somethihgttlIKSU has to work with. She says that
within the different sections it works okay, bufarmation flow between the sections is
where the problem is. They are currently develogingntranet for the entire organization.
The reception has had an intranet for two yearsesihey have to know what is going on if
members want to ask questions and such. When maksugvey, the results that came back
were that many employees at IKSU Spa felt worriadesthey did not know what was going
on at IKSU Sport. She says that this could be yasilved with improved communication
between sections. Further, it exist Tuesday megtivitere the employees are briefed of what
iS going on, but not everyone are able to be ptedecording to the Staff manager, the more
information that one is able to give, the bettdre Says that the Managing Director informs
as much as possible. The negative aspect of thisisthe employees must understand that
some of the information they receive is not nead@lyseorrect and might include projects that
will not be fulfilled.

Summary Staff Manager

Position and working tasks Responsible of both the staff and the recep@upport the other managers in the
work with their staff.

Former experience Work at IKSU since 1992, in various positioneeSas attended courses in; law, salaries,
leadership, and education to be staff manager.
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Characteristics. Open and positive and see opportunities rathan iroblems, she has learned not to fear
change, she is easy to talk to and employees hitheri her.

View on own leadership Important of mutual trust and that people cak tismake failure, “one has to be ahle
to see the individuals as co-workers and not asopat friends, especially during wage negotiatiokgant to
be more coaching; tend to take care of things Harstead of delegating them to others. She da#sgive
spontaneous appreciation to other people.

The work and relationships with employeesNot controllingthe employees, trust them. It is important that
the employees dare to speak up and talk to heotlred managers.

Organizational developments and goalsShe has talked to the MD many times about hittivegylirakes; the
organization is changing too fast and it is hari¢ep up. No clear goals exist, but the employesm# w0 have
clear goals to strive for.

Changes in the organization: Employees have an influence of the change prodessblems with the
information flow between the sections.

4.2 Questionnaire results

Here will we present the results from the questiamen Each course of action for every
situation corresponds to a specific leadershipesitylthe four quadrants in the Situational
Leadership Model. The quadrant where most ansvedrsill be the dominant leadership
style for that person. The other quadrants wilkespnt “supporting” styles depending on the
frequency of responses in those quadrants. Domstgla plus supporting styles will be the
style range. In each question, the situation aéseals something about the subordinate
maturity, meaning their competence and commitmemtchieve the task. Depending on their
maturity, different leadership styles will have feient probability of success in that
particular situation. The leadership style with kinghest probability of success will be scored
with +2, whilst the style with the lowest probabyliwill be scored -2. The second best
alternative is scored +1 and the third -1. The Itesill be a measure of the individual
leadership style effectiveness and is measuredsmala from -24 to +24. The results of the
questionnaire have been plotted in figure 4.1 aidbklow. Tables on how to score the
answers in the questionnaire can be found in 8tbarappendices.
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Figure 4.1: SLM plotted results
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Due to that no leader received negative leaderataptability; figure 4.2 is a measure of
their effective leadership ranging from O to 24isTik done in order to be able to give a more
detailed picture figure.

Figure 4.2: Leadership adaptability/effectiveness 0-24
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As can be seen in figure 4.1 above, most answers the questionnaire fell within the
supporting leadership style quadrant. The majooityeaders thought that their dominant
leadership style was Supporting. Actually, only ¥anager for Prophylaxis believed that
she used Coaching as a dominant style. The ploggalts show that the self perception of
the leaders and the perception of the leaders’wh@h&tom the employees are very similar.
The largest difference can be found between tHgpseteption and the employee perception
of the Manager for group-workout activities.

Figure 4.2 shows that all leaders are on the pesitend of the leadership
adaptability/effectiveness line where both the &¥adself perception as well as the employees
perception of the leaders have been plotted wlpoints (+4 - +12).

Below are the actual calculated results from thestjannaire.
Managing Director

Self perceived style

Dominant style: Supporting (6).

Supportive style: Coaching (5), Directing (1).
Style adaptability/effectiveness: +7

Subordinate mean

Dominant style: Supporting (5).

Supportive style: Coaching (4), Directing (1), Dygléng (2).
Leadership adaptability/effectiveness: +12

Sales Manager

Self perceived style

Dominant style: Supporting (6).

Supportive style: Coaching (4), Directing (2).
Style adaptability/effectiveness: +4.

Subordinate mean

Dominant style: Supporting (6,5).

Supportive style: Coaching (3,5), Directing (1) |&mating (1).
Leadership adaptability/effectiveness: +11,5

Manager for group-workout activities

Self perceived style

Dominant style: Supporting (9).

Supportive style: Directing (1), Coaching (1), Dyléng (1).
Style adaptability/effectiveness: +8.
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Subordinate mean

Dominant style: Coaching (6)

Supportive style: Supporting (3), Directing (3).
Leadership adaptability/effectiveness: +5,5

Manager of Prophylaxis

Self perceived style

Dominant style: Coaching (7).

Supportive style: Supporting (3), Directing (2)
Style adaptability/effectiveness: +4

Subordinate mean

Dominant style: Supporting (5).

Supportive style: Coaching (3,7), Directing (1 DBglegating (1,3)
Leadership adaptability/effectiveness: +5,7

Staff Manager

Self perceived style

Dominant style: Supporting (7).

Supportive style: Coaching (3), Delegating (2),doting (1).
Style adaptability/effectiveness: +10.

Subordinate mean

Dominant style: Coaching (5,7).

Supportive style: Supporting (3), Directing (2,Bglegating (1).
Leadership adaptability/effectiveness: +11,7
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5. Analysis

In the following chapter we will analyze our resuthrough recurring themes that could be
found when reading the empirical material. The themwill be discussed through our
interpretation of the empirical findings at IKSUdaanalyzed with our theoretical framework
as a base as well as incorporating our own refiastiWe will start analyzing the leaders’
background and their leadership styles. We willtowe the analysis by discussing about the
leaders relationships and work with their employ&asally we will analyze the results from
an organizational level where we look at the gaald changes at IKSU. This will enable us
to create an understanding of the leadership at/IKS

5.1 Leader’s background

Most of the present leaders have come into comahbtIKSU through their interest in sport
or that their education has been in the field abrigp pedagogic or such. Their present
position within the organization is not in line witheir education since they are currently
working as staff manager, sales manager etc. Ttated out working at IKSU and have
worked their way up in the organization. The fdwtttheir interest and education lies within
sports and physical exercise, and that their pwsi8 totally different from that, shows how
attractive IKSU is as a workplace for these indindts. If the managers felt that they would
like to continue working within their field of edation, they could have done that elsewhere.
However, IKSU seems to offer great joy in the edagy work tasks even though it many
times has nothing to do with sports. Therefore, mnéd to believe that it is the strong
organizational culture and atmosphere that is@tt@to the employees.

This has always been the case in the history ofJK&ccording to the interviewed former
board member, when IKSU was still a young assamiaiti the 1960’s, the organization was
small and all leaders were at the time teachegymmnastics or had other types of education
within sports. One might believe that the generahagerial competence would be higher in
corporations that have a commercial purpose ahdstbeen discussed in literature that the
level of managerial skill might differ between then-profit and profit sector (Morris et al.,
2008, p.108; Taliento & Silverman, 2005). One reasor this might be that a profit-
organization often has shareholders that have tedegreat amounts of capital in the
business and are expecting to get return and tirerputs pressure on the board members to
focus on maximizing the profits. This leads to ttie organization must have highly skilled
management. This is not the case in most non-psoganizations such as IKSU since they
do not distribute their profits to the sharehold@ise board members of IKSU focus mainly
on the core activity of the association, which g/gical exercise. This means that the top-
down pressure from the board mainly deals with dpeable to provide quality personnel
within the area of physical fitness, and it hasréf@e been common to internally recruit
management staff instead of hiring externally. Triiernal recruitment has therefore lead to
that experienced and ambitious employees has gaamd and eventually had a leading
position within an area of the organization.
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However, as of the year 2000, IKSU wanted to becamee business oriented and hired a
new Managing director who is the only individual @amgst the manager staff that does not
have a degree within the area of sports and hedéhhas run own businesses since he was
young and he sees himself as an entrepreneur. g&aserm to fill the position as a Managing
director with an individual that was highly expewed within business was that IKSU
wanted to become more business oriented and évaiarts of the organization. In our
opinion, this strengthens the theory that the l@fahanagerial skill tends to differ between
the non-profit and profit sector. The level of mgeaal competence tends to increase (by the
recruitment of new qualitative staff) the strongee business-orientation of the organization
becomes. When IKSU decided to privatize parts @& #ssociation, they hired a new
Managing Director with lots of experience from rurmbusinesses for profit.

5.2 Perspective on Leadership
5.2.1 Leadership definitions

Most managers interviewed seem to view good le&gees giving employees responsibility
and make them develop their skills as well as nagg¢ithem in order for them to find joy in
their work. For example the Managing Director bedie that it is important that the
employees are empowered and are able to makea¥wairdecisions and that his job is to
influence and motivate them to work in the samedion. Another example is the sales
manager, who believes that in his position it isrenonportant to be a leader and a coach
rather than a manager and a boss. He argues ihatoit sustainable leadership to give orders
to subordinates. Instead, he believes that he dvasetite confidence in the employees and
give them long-term guidelines in order for themwork independently and take own
initiatives and decisions. This shows that theagwvbf leadership is similar to the definitions
in literature that agrees that leadership is a gs®ovhere the leader is influencing other
people to achieve the goals of the organizatiornk(,Y2006, p. 3). This is also shown in the
questionnaire results where most of the leadersepad themselves to be supportive in their
leadership style. Further, this was in turn streeged by the subordinate perceptions of their
leadership behaviour.

5.2.2 Leader or a Manager?

Kotter (1990) makes a distinction between a leaded a manager and states that
management deals mainly with planning and budgetinganizing and staffing, controlling
and monitoring. The task of a leader is differehiey have to communicate with the
employees, support cooperation, motivate and iesgie employees in order to create
commitment to the goals (Kotter, 1990, p. 4). Téwders interviewed are aware of that they
are responsible for some management tasks suchdaeting, staffing and organizing, but
that these tasks are only secondary. The interésvgee their tasks mainly as motivating,
inspire, communicate direction and support theiplaryees. This indicates that they truly see
themselves as a leader and not merely an indivithual managerial position. The extreme
view of the leadership — management process byiBé&iNanus and Zaleznik is that they

are mutually exclusive, meaning that the two camxidt in the same person. The results of
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our interviews takes a step away from this vieve, ititerviewees sees themselves in both
roles at the same time, they are aware that theg bath leadership and management tasks,
and the main priority lies with the leadership @sqbilities. Therefore, Hughes et al (2006)
support our findings that leadership and managelrentwo overlapping functions.

It could be discussed if this view of leadershifs lieeen shaped by working at IKSU, an
NPO, or that their background within the field @iosts have given them another view of
leadership than the “managerial mindset” wherecigfficy, controlling financial goals,
organizing etc are of high priority. We argue tttas mindset is more common when dealing
with individuals that have a degree within businadsinistration and economics or have
long experience working in big for-profit corpoxais. One idea could be that it is a
combination of both factors. Due to the fact th&®®¢ tend to attract individuals with the
same values and beliefs as the organization, IK&$Jdttracted people with a background
from the area of sports and physical exercise awltherefore imbued their view into the
whole organization.

5.2.3 Leadership styles

As can be seen in the empirical chapter, the esflithe questionnaire shows that most
managers are leading with a supportive leaderdlylp, only the manager for prophylaxis
believed that her dominant leadership style wasltog. However, her employees disagreed
and also thought the she mainly used a supportye. $A\s also can be seen, the employees
of the staff manager as well as the employees filtanmanager of group-work activities
perceives their style to be coaching while the rgara perceive themselves to use
supporting. The perception of what leadership style uses could vary depending on the
relationship with the employees. If the leader igomd friend of a subordinate, one can
assume that the leader would use less harsh me#motitetting the subordinate decide for
him- or herself instead of just telling them whatdo and how to do it. However, what is
important to notice is that the majority fall withhigh supportive behavior and medium
directive behavior, with a tendency towards a suiym® leadership style. The supportive
leadership style is most appropriate to use whepl@mes have fairly high competence and
a variable commitment to achieve ((Hersey & Blamdhd981, p. 40). However, what has
been understood from the interviews is that theleyges are highly motivated in their work.
Thereby, the most appropriate leadership style vindtead be Delegating, being both low
in relationship behavior and low in task behavim. explanation to why the leaders are not
using Delegation as a dominant style is that, &f lgader is not caring for the relationship
with the employees, the close relationship betweader and subordinate, as well as the
employee motivation and commitment might declineistwould thus lead to that the reason
for the employees’ high commitment, is that thedera are actually caring for them and
support them in their work. The leader supportsetimployee in order to increase motivation
and they share ideas and discuss what to do atigeleimployee be the one that decide how
to complete the task. The results from the intavsishow that the leaders in the organization
strive to support their employees, and are tryinmaike the employees decide for themselves
instead of being told what to do. This supports ¢lplanation given to why the leaders
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would rather use high relationship leadership stystead of adopting a low-low leadership
style. The underlying meaning that can be founchast interviews is that they would rather
be supportive and inspire the employees to chatletmgmselves in order to grow and
develop instead of being a “boss” who directs irdiials and impose his or her own will.

It should be emphasized that the supportive leagestyle is their dominant leadership style
and does not mean that they use that style intafit®ons. The results also show that they are
able to use other styles as well depending on éhéegt. The leader’s adaptability to change
their leadership style to different situations walso calculated. As can be seen in the
empirical chapter, no leader had an ineffectiveléeghip, everyone perceived themselves
and was perceived by their employees to use efeediadership ranging from +4 to +12.
The result can be interpreted that they are ale @bl adapt their leadership relatively
effectively to the situation to a certain extertte$e results find support in the interviews. For
example, the Managing Director emphasizes the itapoe to “adapt the leadership to the
situation”, and he is actually the one that is pemd to have the most effective leadership of
all interviewees, he scored +12 on the scale.

Drucker (1981) has argued that the biggest difiezemetween for-profit corporations and
non-profit organizations is when it comes to manggeople and relationships. We believe
that the situation at IKSU shows this to be trus.mentioned earlier, the employees of IKSU
consist mainly of individuals with a backgroundwithin sports pedagogic or such and the
interviewed leaders say that the relationship betwleader and employee are very informal
and a lot of close friendships have been creatbid. dould be one explanation to why we see
such a strong pattern of using a supportive lehifestyle when dealing with the employees.
When having close relationships among the suborelnat could be inappropriate to use a
Directing leadership style that focuses mainlylmntask and telling the employee what to do
and how to do it. Probably this would not motiviiie employee and could damage the close
relationship. This issue is actually addressedheyihterviewees who say that it sometimes
hard to be both a friend and a leader. For exathelstaff manager said that at same time as
he wants to be their friend, he wants the employedake him and his decisions seriously
when there is a specific problem which has to bdeeslo One would believe that a regular
corporation would not develop as many strong persarationships as an NPO who attracts
people who share the same basic beliefs and vadmesthis would then reflect itself in the
adopted leadership styles that would be highly $eduon relationship behaviour.

5.3 Relationship with employees
5.3.1 Friendly relationships

Bolman & Deal (2003) states that leadership issmoply a matter of what a leader does, but
what is in a relationship. Further he says, andju@e; “Leaders are not independent actors;
they both shape and are shaped by their constguédblman & Deal, 2003, p.338). The
overall picture that we have received of the relahips between the managers and their
employees are positive; rather informal and frigndlhe Manager Director describes their

relationship as structured but informal. The mamgeant to have close relationships with
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the employees and they want the employees to gpeakhen there is a problem. Further,
they all seem to believe it is really importanttttiee employees feel that they can talk to the
managers. The manager for the group workout aetviays that she are not trying to create
a nice environment, however, she knows that sheldlin that and even though she is not a
very social person she are working on it to makeirtiprove the relationship.

The Manager Director seems to have a close reldtiprwith the others in the management
group, and the managers seem to have a good nslajpowith their employees (the middle
managers). However, the top managers do not havntle or prioritize the relationship with
the employees at the grass root level. They aregryo have a relationship with the
employees at all levels, but as the organizatieepkgrowing that contact will be even more
difficult to keep. Further, many of the managergenaorked their way up in the organization
and have friends in the working force. We can &eé $uch a situation has both positive and
negative effects. Their relationships facilitate ttooperation and communication between
them at a daily basis. However, we can see a pdttat when the managers have a too close
relationship with the employees they have problemtis finding a balance between being a
friend and a manager towards their employees. phoblem could be connected to the
theory of Hughes et al (2006) which view leadersind management to be two over-lapping
functions. The managers at IKSU find it difficulb tbalance the two close connected
functions of being the “bossy manager” and theetidly leader”. Further, the friendly
relationship between the employees and their masagrild be one of the reasons for why
the managers seem to think it is difficult to spe@akand be critical towards the employees.
Our overall understanding is that the managers ldiffeculties with this part of the
leadership. The managers know that they have amegplity to reach the financial goals
and to make the employees work for those goals,tlmit friendly relationships make it
difficult to be critical.

5.3.2 The informal working environment

Ekstam (2002) argues that successful leader hasderstand that everything the leader say
or send out to the employees about their perforemaad abilities will affect the employees’
way of working and how they view their working tagfekstam, 2002, p.23-24). We can see
that the managers feel that they belong to IKSUséme extent and that they can be
themselves around their employees. In situatiorsrevthey have to negotiate with customers
and act professional they might use a part of theisonality that is less informal, however,
in their regular position they feel relaxed and @mmable. This behaviour could be traced
through the whole organization: the managers hdgsemwed their leader, the MD, and are
influences by his informal but professional wayapproaching them and the managers are
acting similar towards their employees (the middianagers). We argue that since the
managers are showing that they can be themselwvasdthe employees and are comfortable
in their situation; they send out positive signalsd become good role models for the
employees. The managers seem to live as they leagn make the employees feel
comfortable around them which might motivate thesmwork. This conclusion about the
informal environment leads us to the discussioruatize cultural importance at IKSU.

63



5.3.3 The cultural importance

The relationships between the employees and thamagers seem to be relaxing and could
be a result of the strong organizational cultuet tdould be found at IKSU. We can see that it
is a rather flat organization meaning that the eryg#s at the grass root level can easily
reach the Managing Director if they want. Theiric##fis open and built in order to facilitate

the communication and cooperation so the managetstte middle managers sit close to
each other. Further, the managers can easily haffeecbreaks together with the middle

managers which have helped them come closer to@hehn. Kaliprasad states that in order
for an organization to create sustainable sucdesg have to create a high performance
business culture (Kaliprasad, 2006, p.27). Anotherg that supports the importance of a
strong culture is that the staff manager looksdeople that fit in and support the values
which IKSU represent when hiring new employees. Wiamployees are in the same age and
the managers have worked together before they lmcaamagers which creates a relaxed
atmosphere amongst the employees and createsamzatipnal culture.

At least one activity is arranged for all full tinreenployees each year. Then, each department
arranges gatherings, usually two times per yeampoove the cooperation and relationships
between the employees. However, the already stooggnizational culture seems to have
strengthened the relationships though informal mgetand daily contact and the arranged
activities seem to be less effective. The managdersiot think that the outside of work
activities are significantly important and that théormal meetings at work are the ones that
matters for their good atmosphere. The overall @spion is that IKSU seems to have
succeeded in creation of an organizational culi#ingossible reason for that could be that the
managers and instructors get influenced by thetipestnergy which they are surrounded by
since the members are there during their spare tinveork out and feel good. They might
also be affected by the fact that they are workmdulfil the needs of the customers which
are the members and owners and such a large p&$of

Further, the managers at IKSU do not have the prolith uninterested people who do not
come to work or work too little, rather the oppesiPeople often work too much and the
managers have to tell them to go home. The ovegiion of the managers is that they
could receive a much higher wage if they workedddor-profitable organization, but they
have chosen to stay working at IKSU since they erifo This is probably because the
employees at IKSU work with their interest and hessamany of them have been working at
IKSU for a long time and been part of its growthl @evelopment.

5.3.4 Team work

Today, most of the big and middle sized companiesun by leading- or management teams
rather than one single manager. Belbin (1993) stitat a lot of research supports the
argument that; the fastest and easiest way to ehdnggpossibilities for an organization is to
replace the top manager, which indicate that ledderis vital in organizations development.
However, leadership is though always important teadn leadership is no exception (Belbin,

1993, p.11). The situation at IKSU is though mamplicated since the top management has
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the board above them which makes the final degsimd has the overall control of the
organization. The Managing Director has a respdlitgidio report to the board and is
responsible to fulfil the goals he receives frora board. The managers work as leaders for
their employees and encourage them to work togétihehe organizations development and
growth.

The management team is built of skilled people Wwhwee worked at IKSU for a long time.
The Managing Director let the managers make thein decisions and he wants them to
work independently without his opinions, at the satime as they know that they can ask
him if they need advice. We can see that the MDay wf working has influenced the other
managers’ work towards their employees. They lelrtamployees be part of the decision
making processes and take care of the employe#s akd knowledge rather than doing
everything themselves. Ekstam (2002) states tlealethder is dependent on the employees
since their performances are what make the orgémizeunning. It is therefore significantly
important to make it work in an optimal way. Anatloernerstone besides the role model that
Ekstam (2002) argue has to be part of a succekesfdership is the team-builder. It seems
like the managers at IKSU allow the employees athigher levels to be creative and take
own initiatives which makes each individual the gibgity to contribute to the organizations’
development. The managers seem to trust their ggdoand know that the employees are
skilled and have the right competencies and thay ttogether can reach success. The
managers for the different departments work clogether with their employees and have a
lot of meetings and discussions about what is goimgr should be done in their department.
They also seem to adjust their leadership to tluason and employees are given space and
freedom to make decisions and take own resporgibilihe managers together with their
employees seem to be well functioning teams whezentanager works as a support for the
employees.

5.4 Communication and information flow
5.4.1 Information through meetings

Ekstam (2002) argues that it is important for thecgssful leader to be a communicator. A
conclusion we could make from the interviews wasd the weakness at IKSU can be found
in the information flow and the communication. Tiheard, the Managing Director and the
management group have several meetings of diffd&ieds each week and one could think
that the meetings would help the information flowlleSU. The Managing Director has
meetings everyday with the managers for the diffiedepartments to follow up their work,
discuss ongoing projects and see what they haverguished. Further, the managers have
meetings with their employees. The information fle@em to work in the top of the
organization; the MD and the Management group arssiply their closest employees feel
that they receive all the needed information of e@oing on in the organization. However,
the employees at the grass root level seem toddse of information since they do not get
the overall perspective which the others get frdm tneetings.One reason for the
communication problem is that many of the employatshe lower levels are part-time
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workers and seem to be missing a lot of informatibaut changes and further developments.
This problem is supported by Lindberg (1999) whsalys that it could also be difficult to
lead a NPO since part of the working force is erygdbwhile others work voluntarily which
could create conflict that are difficult to handlEhe managers seem to be aware of the
problem and want to improve the information floweWill discuss the problem further
below.

5.4.2 Creativity and handling of ideas

Since the members are the owners of IKSU and 3k8e& exists to fulfil the needs of the
members the managers believes it is importantsterito their ideas and wants when they
invest in the facility. In a for-profitable orgaaizon the managers would have listen to the
shareholders wants which could to some extent mgpaced with the members of IKSU.
However, the members in a non-profit organization & the same time the customers and
the management has to listen to their opinionsfalydo keep the organization going. Due
to their interest in the members opinions the marsebave to listen to the employees at the
grass root level e.g. the instructors since thegtrttee members during the workout activities
on a daily basis. There is no formal way of hargllihe ideas from the members and the
grass root level staff, but the managers of eagladment have the right to fulfii some
interesting ideas, otherwise they will transfertat the management group. If the ideas
involves a project that will cost a large amountradney the idea is transferred further to the
board. Even though the organization is flat andppea@t the lower levels can reach the
management the system might only function to sortené IKSU has grown a lot and is a
large organization and the question is how manyaddéhat actually reach the top
management and the board and they might need affeystem to handle the ideas.

Morris et al. (2008) writes that in order for theganization to survive it continuously has to
develop and therefore it is important to develop ¢émployees. There are three components
of successful creativity in organizations and thase; expertise, motivation and creative
thinking (Morris et al., 2008, p.139). The managseem to take really good care of their
employees ideas. The employees which are the middiegers have to be creative in their
daily working activities and the managers expeetrthio be that which will develop them as
individuals. Another part of a successful leadgrshinich Ekstam argue for is the Developer;
the leader has to make sure that the organizagealdp and grow by listening to ideas and
by letting the employees be creative. We believat tifhe managers at IKSU seem to
understand the importance of this part of the lestde and that everyone let their employees
be creative. They trust the employees and knowttiey are needed in order to make the
organization change and develop. This leads udurto the discussion about how the
changing processes are handled at IKSU and howwmeddhe employees are in the changes.

5.4.3 How the employees and managers view changes

Ekstam (2002) argues that a successful leaderchag ta developer. Organizations today
have to develop in order to continue being comipetiand only a healthy organization are

able to follow the changing environment. It is innfamt that the organization itself is healthy
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and is functioning well in order for the teams le torganization to function. The managers
as well as the employees are part of the creafitimeohealthy working place, and the results
will be positive when the employees feel comforabi their working place. A healthy
working place are created when the employees arengiinspiring challenges, freedom,
support for ideas, trust, a working place whichidedive, debate and risk taking (Ekstam,
2002, p.159-164). IKSU has constantly grown duiisgyears in existence, therefore it is
important to understand how the managers view tiamges and how the employees handle
it.

The changes and the rebuilding of IKSU are madeesthe members demand activities
which require the facility to change. The managerderstand that changes are necessary in
order to keep the members. However, the informafliow before a change is considered
poor at IKSU. We can see a pattern that those wheive the right information and those
who understand why the changes are made, oftem@émagers and their closest employees,
the middle managers are positive to the changeenWhe information is limited people
often complain during the changes, but when it irsfied and they understand the
background reason for it they change become masitiyem

Research on creativity has shown that people vetfggm well and create good results if
necessary information is given about the subjedbree It is the situation and the
environment that make a person creative in a gsieration (Ekstam, 2002, p.168). Ekstam
also explain that employees have to be aware obtbanizations situation to be able to
understand the change and contribute to it (Ekse202, p.179-181). The managers at IKSU
believe that they give the employees enough inftiona but the employees still feel
surprised when the there is a change. Morris (2088} that creativity starts with a
preparation phase where the employees define titdgon and gather information (Morris et
al. 2008). Ekstam (2002) states that the emplogkesld actively participate in the changing
processes and therefore need to have the willisgttesnake the changes. The willingness
has to be created by the leader through the faatoich give the employees the possibility to
understand the changes and become involved (EK&@0R, p.179-181). IKSU has problems
with the information flow, especially to the empémg before a change and those who are
mostly affected are the employees at the grass lewal. They do not receive enough
information, at the same time as they are direatfgcted by the changes; e.g. during the
rebuilding of the facility. The managers agree tihat information flow has to be improved
and they are working on an intranet where the médion will be available to all employees.
To make the employees understand why a changecessary it is not enough to inform
them about, but they have to feel that they are ghit through discussions. The middle
managers at the prophylaxis department seem tovioésed automatically in the discussions;
however, the employees at the lower levels, areimatlved. The managers at IKSU
explained that the full time employees were gatthéoediscuss IKSU’s future development,
two years ago. We believe that their participaiimecreases their motivation and that IKSU
should keep having those kinds of discussion grdop&uture projects. We understand that
not all employees can be part of the discussiomlimew projects, but if the full time
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employees can be involved and not the managemeunpgmly, the overall motivation in the
organization will probably be positively affected.

IKSU is a successful non-profit organization andcsi the profits are reinvested in the
organization which will lead to further growth, thdesire for development and growth come
naturally, as we also mentioned earlier. What dritleem to work hard for development is
not because they have competitors which they haveeit compete, but since they know that
success will lead to further success. For-profigaoizations distribute their profits to
shareholders which may slow down the developmeR®O$| and therefore IKSU, have to
reinvest the profits in the organization which vditectly lead to further development and an
improvement of the facility. Therefore, we considlee leaders at IKSU to be developers.
What motivates the managers and the employeee dtigher level to develop IKSU is their
ability to directly affect the development and tatpof its success, not because they receive
higher salaries or bonuses when the organizatide rpeofits.

5.5 Organizational goals
No clear goals, but a strong vision

From the interview we can understand that IKSU dusishave any clear goals which either
the managers or employees follow. The managerswédtave interviewed agree that clear
goals are important and have to be formed andrtiogees at the lower levels have asked
for goals which they could work for. The differesh¢partments have budgets and financial
goals which they have to follow each month and thaye a general vision about the

direction of the organization; the instructors ddounave the optimal education; the

organization should have the best range of aatsjitiell suiting premises, and they should
always strive for further development and improvem&kstam (2002) states that one of the
important things a good leader has to do is to n@&ar goals and make the employees
understand them (Ekstam, 2002, p. 58-59).

Since the mission of NPOs is to create social vedtiger than generate profit their goals are
often not as clear and distinct as in for-profigamizations (Morris et al., 2008, p.108).
However, according to the Managing Director, siliK8U is a non profitable organization
and the profits they make are reinvested in thamizgtion and make them grow, it lays in
their nature to have the goal to develop and theayesto reach the financial goals. This
might be good for the organization in general. Heavesince no clear goals have been set by
the Managing Director or the board, the middle ngens.will have difficulties to create goals
for the employees in their departments. E.g. whes émployees in the group activity
department demanded clearer goals and directiaeis rtianager was suppose to follow up
those wishes, but she has not since she couldnabafy specific goals that could be used by
all departments. She wants to create goals thatrglloyees could work for in order to create
a common strategy. She believes the reason forthdy have not come up with any large
and common goals because they have not takemtleetdi ask the members what they want.
She believes that goals should be made in tearns &ffective and they should be able to be

measured to see how well the team has succeed&gevdn the horizontal communication
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does not seem to work very well which could be mr@son why they should crate common
goals. On the other hand, they might improve theroanication before they create goals
which they have to achieve together, otherwise thight fail to reach them.

The results from the psychosocial guide which timpleyees at the prophylaxis department
fill in showed that the employees thought that temls were vague. The manager of
prophylaxis wants to improve the way of working astdrt working towards set goals so that
the employees understand how to work in order tkeniaas efficient as possible. IKSU is
constantly growing and she thinks that it is impaottto stop and ask where they are going.
People receive more working tasks and it may beesssry to create goals to guide the
employees.

Considering the goals at IKSU we can conclude thate are no clear goals which the
employees can work for. Though, it seems like tinelgines and vision becomes more clear
and precise higher up in the organization. The MamaDirector seems to have the opinion
that long-term goals not are very necessary sintys in their nature to focus on a sound
financial situation and to make a surplus whicH wiake them develop since they have to
reinvest the profit in the organization. Howeveoals are good to have even though the
organization develop without clear goals; it givee employees positive energy and the
challenges make them developing as human beingstaiiek 2002, p. 58-59). Further, the
managers that we have interviewed, which also r$ pathe managing group, have the
financial goals which they have to fulfil. To belalo reach those goals they try to motivate
their employees to work for those goals by expfanwhy they are important to reach.
However, the managers have received wishes fromn #meployees and they can see a
demand of clear goals from the employees at thesgraot level in all departments in the
organization. The fact that the MD seems to haveemgeneral goals for the whole
organization might affect the managers for eactadepent way of thinking about goals. We
have seen that they all agree about the uncleds god they say that they are working on it
but that they have not found any goals that mighpire employees at different departments
at the same time. However, what they probably haw is to gather the managers for each
department and discuss about common goals which ¢ha all strive for, and then the
managers have to make smaller and more concrele \gb&h their employees can relate to
and in an easier way strive for. Even though thelgjoften are less concrete in NPOs, IKSU
are a growing organization with many employees Whuee requested clear goals to work for.
In order to improve the leaders’ roles as role ntoddich would efficient the work with the
employees, clear goals is therefore somethinglil$it) has to work for and create.

5.6 End Discussion

The themes that have been analyzed above aretaitdiated to each other and should
therefore not only be analyzed as individual therhas what implication they have for
conducting leadership at IKSU. The concept of at©oN$very broad and when analyzing the
themes together, as well as how and why the orgaoizcould be regarded as successful, it
is important to know what specific organizationgle that we have identified IKSU to be. It
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has been mentioned before, but as a remaindesutidive said that we have identified IKSU
as a mix of a mutual benefit organization (Morris a&., 2008, p.106-107) and a
“folkrorelseorganisation” or social movement orgaation/voluntary association (Jonsson,
1995, p.26-31). Therefore, the analysis has teekba #om within this context.

When talking about organizational success at IK®#® bas to understand what it means to
be successful in an NPO such as IKSU. Some NPOdegendent on donations from the
public in order to support their cause. Examplestto$ are the Red Cross, who has
humanitarian purposes, and Greenpeace, who triggai@ct the environment. When the
organization are able to fulfil its purpose and m&in a healthy economy (i.e. not going
bankrupt) it could be regarded as successful. Bpeda of organizational success is different
for these kinds of NPOs than from IKSU. A mutuah&®t organization do not donate their
resources for a specific cause, they reinvestat tine organization instead. This leads to that
when IKSU is able to maintain a healthy economyg profits are reinvested into the
organization which is then used to fulfil its pugepto enable its members to practice sports,
outdoor- and prophylaxis activities as well as potencamaraderie (IKSU A, 2007). This in
turn attracts more members which increases theit@rathich then leads to even more
activities and better equipment etc which helpsrte fulfill its purpose even better. Thus,
the aspect of change cannot be ignored when taldomyt organizational success at IKSU
since they are so closely intertwined. Is it pdssib say whether IKSU is successful because
it changes or that it changes because it is suitd@skhe aspect of change and its impact on
the leadership will be taken into account whenulsing later on.

Since all themes are connected in some way to @then it does not really matter where our
starting point is, but it would be most appropriate begin with the leaders similar
background. As have been discussed earlier, mosgtheopresent leaders at IKSU have a
background within physical exercise and sports ged&s which could be seen as a factor
that unifies them. A shared background could supmord strengthen the personal
relationships between the leaders themselves dsawgbrovide an understanding for the
work tasks of the subordinates, who also have #ssilmackground. This shows itself in the
close relationships that exist between both thddesathemselves and between leaders and
subordinates. The flat organizational structureetbgr with the close relationships creates an
informal atmosphere throughout the whole orgarorathat is uncommon to find in profit
organizations. The friendly relationships are sorgj at IKSU that some leaders feel uneasy
to have wage negotiations with a “friend”.

There seems to be a clear distinction between ganaational vision and an organizational
goal. The answer could lie in the lack of measuitgtof tangible goals, whilst a vision is

expressed in general terms. Taliento et al. (2808jirms our findings that it is harder to set
goals within NPOs since they are often harder taguee and tend to be behavioural. At an
organizational level, this could create some uladely between departments since it is hard
for the leaders to know if and where more efforineeded, this could lead to that the
organization is working in different directions, @smpared to most profitable organizations
that have tangible goals to work towards. LeaderlK8U are aware of this fact and are
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working towards establishing set goals in ordemiprove performance at all levels in the
organization. Our understanding is that the difficof goal settings depends partly on the
lack of information flow, which in turn is affectedy the continuous change caused by
reinvestment of capital. There seems to be a censehat the lack of information is greatest
between departments, and less within departmehis.r&ason for this could also be found
within the close informal relationships that ex#tween leader and employee. A lot of
information is spread through meetings and “word nodbuth” and due to the close
relationships; all employees within each departnteli to each other and thereby tend to
know the same things. However, the communicatidwéen departments is not as good as it
is mainly handled by meetings with the leaders ftbendepartments which then have to pass
it on to the employees at their department. Everugh they have an informal way of
communicating within the different departmentsomfation of what is going on at other
parts of the organization tend to be ambiguousthadefore also lagging behind. From an
organizational perspective, informal communicati®rseen to be used to a larger extent in
non profitable organizations than in profitable ne

Even though IKSU is a flat organization and the @agphere is relaxed and informal, the
information flow works better within the differedepartments and at the higher levels in the
organization than between the different departmelitgshe leaders at IKSU could be
considered to be good communicators the employetd®agrass root level have to receive
better and more information and be involved in dexvelopments and changes to a larger
extent. One reason for the problem with the compati@n occur is because many of the
employees at this level are part-time workers, evbihers are fulltime workers, and seem to
be missing a lot of information about changes amdhér developments at IKSU. The
employees’ involvement during changes would giventha better understanding for why the
changes are being made and make them feel moreir@ged in their work. We therefore
argue that the communication between different depnts could be improved at IKSU in
order to facilitate the leadership.

A discussion that follows from ambiguous goal settand informal relationships within the
NPO is that of the leaders’ style of leadershigli®ect consequence of not having clear goals
would be that the leadership would be focused rtmseards the relationships rather than the
specific task. This is seen to be true from thestjoenaire results. All answers received
showed that the leaders used, as well as was pedcéd use by the employees, a high
relationship leadership style IKSU. This could fiitsl explanation in that there are no clear
goals to work against. The leader has no clearctbgs to aim towards and therefore, it is
difficult to know whether the completion of a sgfectask will contribute to the achievement
of a particular goaDrucker (1990), states that in no area are thermiffces greater between
businesses and non-profits institutions than whamaging people and relationships. This
statement supports our findings of the relationsbqused leadership style and indicates that
focusing more on the relationship rather than #sk itself would be more effective when
operating within a non-profit organization. Alsetfact that the leaders are friends with each
other as well as with the employees could playn@poirtant factor when it comes to the used
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leadership style. As was said during the interviesesne leaders felt uncomfortable when
having wage negotiations with employees that tHey segarded as personal friends. This
“problem” could be more common in NPOs as many memsiim these types of organizations
have similar backgrounds and values that could wawkan incentive to develop closer
relationship than “just” co-workers. As already besstablished, the appropriate leadership
style depends on the situation in which the leadés.

Even though IKSU has unclear goals, the organimationembers are working towards
visions and guidelines which seem to be compar@bleng-term goals. The managers and
employees informal relationships and the relaxedoaphere at IKSU makes the employees
willing to work and the managers could be seen@slgole models since they show the
employees that they trust them and give them freedad responsibility in their working
tasks. However, the employees have requested gteds and it seem to be important for
them in order to feel motivated in their work whichturn makes it more difficult for the
managers to lead. In order to improve the leadeiss as role models which would efficient
the work with the employees, clear goals is theeefomething that IKSU has to work for
and create.

The leaders have good relationships with theiredb&mployees and they seem to be good
leaders for their well functioning teams. Ekstari(2) states that the leader is dependent on
the employees since their performances run then@agon. The leaders seem to be aware of
that fact and let the employees be part of thestetimaking processes and take care of the
employees skills and knowledge rather than doiregygliing themselves. Further, they seem
to allow the employees, at least at the higherl¢geve be creative and take own initiatives
which enable each individual to contribute to thhgamizations’ development. The leaders
know that the employees are skilled and that evexymntributes to the team. Morris et al.
(2008) argue that the management in NPOs mightoroas experienced and skilled as in
organizations with a commercial purpose. However,umderstanding is that the managers at
the higher levels and their closest employees wde heading positions are well educated
for the purpose. This might be the case becauserganization has grown a lot during the
years and because part of the organization hasdmeemercialized. As mentioned earlier the
leadership has changed through the years to beswre strategic and visionary. Most of the
managers that lead IKSU today have worked their wain the organization and have taken
courses to complement their education in order ¢égolme suitable managers for the
organization. We conclude that the leaders at IK@\ke the role as team-builders since they
seem to trust their employees and seem to conthdeemployees to be skilled individuals
who are educated and work for a common purpose. ehigloyees are given space and
freedom to take responsibility and make their ovetisions and the leaders adjust their
leadership to the given situation to be of mosiasle support.

As mentioned earlier, IKSU has gone through a Iotlmanges during its existence. The
leaders at IKSU seem to have a sound and undensganigw of the changes and consider
the developments as part of their nature. The reémothis is that the profit is reinvested in

the organization and the facility continues to gr&wen though the clear goals are absent the
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leaders seem to work for development and growththEu the leaders at IKSU have shown
that the information flow, which is part of the @éaping process, could be more efficient
and the leaders agree that it has to be improveseMer, IKSU has gone through several
changes during the years and our impression is ttieatleaders generally have positive
opinions about development and they all seem tkwawards growth, therefore they could
be viewed as developers.

The previous discussions have provided an undelistgnfor how the leadership in a
successful non-profit organization looks like amdexplanation to why this is as well as the
implications on the organization as a whole.
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6. Conclusion

We have provided an understanding for how the lesdj® in a successful non-profit
organization looks like, which was the purposehi tthesis. The research question that we
wanted to answer was; how does the leadership dnessful NPOs look like, and what
different leadership styles can be found? The we®grs we have made with the managers at
IKSU in different managerial positions have helpedto understand the way the leaders are
working towards their employees and that the marsagerk as leaders for the employees at
IKSU. The conclusion has been divided into two mgants, the first concludes what we
found and our understanding about the leadershigSit, and the other part discusses what
implications our findings could have for NPOs imgeal. In the end of the chapter we will
present our contribution as well as give a suggegor further research.

6.1 Leadership at IKSU

The leadership styles used at IKSU was determiryeal test created by Hersey & Blanchard
(1981). The results that we received were thatealtlers in the organization had a high
relationship behaviour and middle to low task bétaw Their dominant leadership styles
were Supporting and Coaching. This was also in Vina the leaders own opinion and
perspective of their own leadership, where the demdhought that it was important to
empower the employees as well as influence and vaietithe subordinates to top
performance. However, with a high commitment to iewhd from the employees, the
situational leadership model would suggest theaid@elegating as the dominant leadership
style. We conclude that the use of high suppoiigbaviour might be due to both the fact
that they have such close relationships betweatetsaand subordinates that the leaders feel
uncomfortable adopting a low task/low relationskigle, as that could instead damage the
close relationship and lead to lower motivation aathmitment from the employee. Another
reason to use high relationship leadership stythiesto that there exist no clear goals within
the organization. We argue that the lack of clezalg leads to that the leader has no clear
objectives to aim towards and therefore, it isidifit to know whether the completion of a
specific task will contribute to the achievementagbarticular goal. Therefore, we argue that
adopting a low relationship/high task leadershypesivould not be appropriate.

From the themes analysed earlier in this chaptehawe concluded that the roles that the
leaders at IKSU could develop and the skills theyld improve are generally the roles as
role models and communicators. On one hand we bega that they show the employees
that they trust them and give them freedom in theirking tasks and they could be seen as
good role models due to that. However, no cleatsgaee set which is part of being a good
role model and Ekstam (2002) argues in his framkvtloat one of the leader’'s important
tasks is to be a good role model for the employsesing clear and challenging goals is part
of that, therefore we conclude that their rolesads models could be improved. Further, the
leaders at IKSU have to improve the communicatietwien the different departments
which would consequently improve the informatioowl in all levels in order to be
considered to be good communicators. One reasotinéoproblem with the communication
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occur is because many of the employees at thi$ &eepart-time workers, while others are
fulltime workers, and seem to be missing a lot dbimation about changes and further
developments at IKSU.

The well developed leadership roles that we cash §inlIKSU are the roles of a team-builder
and a developer. Ekstam (2002) states that thestedaddependent on the employees since
their performances run the organization. The leadeork close together with their
employees and the employees seem to work indeptyndemus with the support from the
leaders. They let the employees be part of thesmecmaking processes and they take care
of the employees skills and knowledge rather thaingleverything themselves. The leaders
know that the employees are skilled people and mapd in order to develop the
organization. Further, the leaders at IKSU seernate the role as developers which are the
fourth cornerstone which Ekstam (2002) discussémyTlead the employees through the
constantly changing organization and understanttifgorganization has to develop since
the profits have to be reinvested which will leadurther development of the organization.

6.2 Leadership in NPOs

We conclude that the high relationship behaviowr middle to low task behaviour might be
due to that the nature of many NPOs is that iaettr the same type of people, which will
create close relationships with each other. Thikenahe leaders feel uneasy to use highly
directive leadership styles where the leader “@'téne subordinate to do a specific task.
This also shows itself in that leaders feel uncaotafde to have wage negotiations with
employees which they also consider to be theimdtielt increases the power distance
between the two individuals as one is the leaddrhas to assess the work of the employee in
monetary terms and thereby adopting a task basegpextive where it is discussed “what”
the employee actually has achieved. This issuaddberefore be said to be more common in
an NPO since it has a tendency to attract peoplle similar backgrounds and interests,
which in turn could contribute to the creation olose relationships between the
organizational members. Therefore, one could drde tonclusion that the close
relationships that occur partly depends on thensgtrorganizational culture that might be
found within NPOs, meaning that the organizatiaonambers share the values and beliefs of
the organization and are therefore unified by @.rfiaintain this feeling of “belongingness”,
it is highly important for the leader in an NPOdwmnstantly project these values in his or her
behaviour and actions and thereby influencing tlieilow workers to uphold a strong
organizational culture.

Further, goals in NPOs are often less clear andindisze than goals in for-profit
organizations (Morris et al., 2008, p.108). Thdideaders in NPOs created clear goals, the
employees would feel more encouraged to work ardotiganization would achieve better
results. Even though the leaders have created iaegemal goals, each department needs to
have their specific goals which they could strive Ve interpret the lack of clear goals to be
a contributing factor for the use of supportive debur over directive behaviour. When there
is uncertainty of what the goals really are, theplryees lack incentives to be highly task
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focused since the goals cannot be assessed andirestas a good way, this will make
directive behaviour rather ineffective to use. Rert literature has stated that performances
within NPOs are often harder to measure sinceténofleals with intangible issues which
cannot be measured with financial tools. This ledthat the appropriate leadership style
would instead be to focus on the relationship with employees and use coaching and
supporting to make them achieve at their top peréorce in their everyday work. Given
these circumstances within an NPO, we could argaehighly supportive leadership styles
are more effective and appropriate to use wheadsdot exist clear organizational goals and
there is close relationships between membersfateliit levels in the organization.

As mentioned before, Morris et al. (2008) argue tha management in NPOs might not be
as experienced and skilled as in organizations aitbmmercial purpose. However, we have
seen that the leaders at IKSU fulfil their purp@asegood team-builders since they let their
employees be part of the decision making procemsgsake care of the employees skills and
knowledge rather than doing everything themselves. managers in successful NPOs have
to be good team-builders and give the employeesphee and freedom to take responsibility
and make their own decisions and the leaders shadjlast their leadership to the given
situation to be of most suitable support.

Further, all organizations have to develop in ordesurvive and this is also the case for
NPOs. We have seen that it is an important facta successful leadership. The leaders in
NPOs have to be positive towards change and they te take care of the employees’
creativity and ideas. The leaders also have to make that the information flow works and
that the employees are involved in the changingcgsses in order to make them feel
motivated by the change. This leads us to conctbdethe ability for the leader to act as a
developer would be highly important when operatiiiin an NPO.

6.3 Contribution

As mentioned earlier there is little literaturettdéscusses the differences in leadership that
occurs in non-profit organizations; most researctd diterature about leadership in
organizations have taken place in for-profit orgations. It is argued in theory that
leadership in NPOs differs from leadership in foofft organizations since its specific
organizational environment creates different predmns for leadership. Given the
circumstances that seems to be common in NPOsidtarature and our findings, the most
effective and appropriate leadership style in arONRat lacks clear goals, and where close
relationships between employees in different le#ldshe organization exist, would be to
focus more on the relationship with the employe®s @ach them, as well as support them
in their everyday work.

6.4 Further research

Since IKSU is an NPO and a mix of a mutual benaf@fanization and a social movement
organization they seem to reach success becaugeh#ive to reinvest their profits in the
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organization. Other NPOs reach success by fillegrtpurpose of donating large amount of
money to support a certain cause and their viewsrganizational success is different from
the view of NPOs such as IKSU. When IKSU is ablen&intain a profit it is reinvested into
the organization and is used to rebuild and devéhepfacility and attract new members.
Hence, we have reasons to believe that the suedaish leads to development and change
leads to further success. Thus, the aspect of ehaagnot be ignored when talking about
organizational success in NPOs such as IKSU. Taerefve suggest for further research in
the area which would answer the question; is itsfids to say whether an NPO, similar to
IKSU, is successful because it changes or thdiaihges because it is successful?
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http://www.iksu.se/sv/Om-IKSU/Organisation/ldrotiséning/Historia’2007-12-12

Skatteverket A: sok — “hur man berdknar arvsskatten
http://www.skatteverket.se/download/18.18e1b10388bb8000113781/kapl13.p@0D08-01-
22

Skatteverket B: ideella féreningar — skatterateshiggler
(http://www.skatteverket.se/skatter/infotext/artikBD03/foreningscivil.4.18e1b10334ebe8bc
80002091.html#31.18e1b10334ebe8bc80007 2M¥-11-28
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8. Appendices
8.1 Interview guide

1. Vilken rollftitel har du i organisationen?
- Oversiktlig presentation av arbetet

2. Vilka ar dina huvudsakliga arbetsuppgifter?
- Hur ser en vanlig dag ut for dig?

3. Vilken bakgrund har du? (Studier, tidigare arbeten)
- Har du nagon utbildning?
- Vad har du jobbat med innan IKSU?

4. Hur skulle du beskriva dig sjalv? (Kortfattat)
- Vad har du for grundinstallning?
- Ardu en stottare?
- Hur forsoker du skapa en god stamning kring dig?
- Talar du garna om for andra hur du kanner, elldeihdu det for dig sjalv?

5. Hur ser du pa ditt ledarskap? Vad ar viktigt for dig i ditt ledarskap?
- Relationen med medarbetarna? Na utsatta mal?

6. Har du nagra personliga mal med ditt ledarskap?

- Uppmuntrar du manniskor? Hur ser dina medarbetgraar du?

- Uppmuntrar du dig sjalv? (Personliga mal, krav fnéigre instanser?)

- Hur narmar du dig problem? (Anser du att det &rjolitb att agera i konflikter mellan
medarbetare?) (Domare eller medlare?)

7. Vad vill du forbattra med ditt ledarskap? Vad skulle du (vilja) kunna gora
battre, enligt dig sjalv?
- Kommunicera béttre med medarbetarna? Relationemmeeldrbetarna?

8. (Gar duin i en "roll” nar du kommer till jobbet, e ller kanns det som att du
AR ditt arbete?)

9. Hur langt stracker sig din roll som ledare? Vad kan du inte géra med ditt
ledarskap?
- Kanner du att du skulle vilja kunna paverka medtpa eller arbetet pa nagot satt
som du inte kan?

Arbetet med dina medarbetare

10. Beskriv hur du och dina medarbetare arbetar;

- Vad for slags mal satts upp?

- Satter du upp mal for vad var och en ska astadkdirelter later du dem forma sitt
arbete sjalva?)

- Hur fungerar samarbetet mellan medarbetarna, och ila@ dem och dig?

- Folier du upp medarbetarnas arbete for att se dngdte pa ratt satt? (eller later du
dem sjalva kontrollera sitt arbete?)
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- Hjalper/talar du om for medarbetarna hur de skéligaaga for att nd basta mojliga
resultat? (eller litar du pa att dem gor sitt b@sta

- Ger du dem det stdd och den hjalp de behover?

- Hur sjalvstandiga ar dina medarbetare? Vad far bdestammal/inte bestamma sjalva?

- Vad har ni for moten, vad ar syftet med métena dulr ofta halls dem?

11. Beskriv hur medarbetarna forbereds for en férandring?
- Far medarbetarna information om vad som pagararisgtionen?nfedvetenhet)
- Far medarbetarna veta varfor forandringar skextigering)
- Hur skapasnotivationhos medarbetarna infér en férandring?
- Far medarbetarna vara med och diskutera underdiings processen®edverkan)

12.Hur skulle du Dbeskriva din relaton med dina medarketare?

Formel/informell/personlig kontakt, Vad betyder r@lionen med medarbetarna
for dig?

- Talar du om for din omgivning vad du tycker ar b daligt (berommer, kritiserar)?

- Hur far du dina medarbetare att lyssna pa dina jdelskap?

- Kanner du att du nar fram till dina medarbetare?

- Sporrar det dig att lyssna pa andras argumentaflone

- Vad ar viktigt for dig nar du argumenterar och kgfyam asikter? (Klar, tydlig?)

- Ardu radd for att saga ifran?

- Etablerar ni meningsfulla och utmanade mal?

13. Hur tror du att dina medarbetare uppfattar dig som ledare?
- Brukar du fradga din personal om vad dem tycker diretiarskap?

14.Tror du att medarbetarna kanner att de kan prata med/na dig?
- Har medarbetarna mycket fragor? Kanner du att dubkssvara dem?

15.Vad gor du/ni for att halla samman medarbetarna ochfor att 6ka/forbattra
samarbetet?
Vad gor du/ni for att motivera medarbetarngBeltningssystem?)

Verksamhetens utveckling

16.Har IKSU nagra langsiktiga utvecklingsmal och i safall vad gor du for att
uppfylla dem?
- Vad som gors for att utveckla verksamheten?
- Later du medarbetarna vara kreativa?
- Finns det en radsla hos medarbetarna att uttrygRa s
- Hur mottas idéer fran medarbetare?

17.Hur ser du pd/behandlar du nya idéer fran medarbetana?
- Har de manga idéer, hur ofta kommer dem med nyaeid&
- Vagar de framfoéra dem?
- Till vilken utstrackning tillvaratar du allas idéech erfarenheter?
- Stottar du var och en av medarbetarnas utveckling?
- Uppmaéarksammar du vars och ens insatser och re&ultat

18.Vad motiverar dig?
- Har Iksu nagot slags beloningssystem for cheferredoch for medarbetarna?
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8.2 LASI - leader questionnaire

Hur du uppfattar dig sjalv som chef

Tank dig in i var och en av de 12 situationerna smskrivs nedan. Varje situation har fyra
olika handlingssatt. Inget alternativ ar mer ratdé andra.

L&s igenom varje uppgift noga!

Tank igenom vad Du skulle vilja gora i situation&kriv bokstaven for det alternativ som Du
tycker ligger narmast som beskrivning av hur Dullskuppfora Dig i samma situation pa
svarslinjen under alternativen.

Du far bara vélja ETT alternativ!

Situation 1

Dina underordnade har inte jobbat ordentligt ptosis, trots att Du &ar vanlig mot dem och
pratar med dem om deras privata bekymmer och glédjen. Prestationen blir bara samre
och samre.

Alternativa handlingssatt
A. Poangtera att alla maste stalla upp och att debdwandigt att utféra arbetet.
B. Se till att finnas till hands for diskussioner, mitt trycka pa om samtal med dem.
C. Tala med de underordnade och sedan sétta presta@bfor deras arbete.

D. Avsiktligt undvika att blanda Dig i vad som handegruppen.

Ditt svar:
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Situation 2

Den observerbara prestationen hos Din grupp Okarh& sett till att alla medlemmarna i
gruppen ar klart medvetna om sina roller och ptiestsnormer.

Alternativa handlingssatt

A. Agna Dig at vanliga samtal, men fortsatta att ket alla medlemmarna i gruppen ar
medvetna om sina roller och prestationsnormer.

B. Inte g6ra nagonting alls.
C. Gora vad Du kan for att gruppen ska kanna sig le¢sgdull och engagerad

D. Betona betydelsen av att halla deadlines och arpptsfter.

Ditt svar:

Situation 3

Nagra av gruppmedlemmarna i Din grupp Klarar intatalosa ett problem pa egen hand. Du
har i normala fall Iatit dem vara ifred. Gruppreistaen och kamratskapen har varit bra.

Alternativa handlingssatt
A. Satta Dig tillsammans med gruppen for att tillsams@rsoka |6sa problemet.
B. Lata gruppen klara av det sjalva.

C. Handla snabbt och bestamt for att korrigera octarik deras arbete at det hall som
Du tycker &r riktigt.

D. Uppmuntra gruppen att arbeta med problemet pa kaed, men se till att Du finns
till hands for eventuella diskussioner.

Ditt svar:
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Situation 4

Du 6vervager en viktig forandring i arbetet. Dinaderordnade brukar klara sadant bra. De
respekterar och haller med om férandringsbehovet.

Alternativa handlingssatt
A. Lat gruppen vara med och utveckla det som ska ftiedsn utan att tvinga dem till det.

B. Beratta om forandringen for dem och sedan implearantden under noggrann
Overvakning.

C. Lata gruppen pa egen hand bestamma hur de vill géra

D. Ta hansyn till gruppens synpunkter, men sjélv lecklagenomféra arbetet.

Ditt svar:

Situation 5

Arbetsprestationen hos Din grupp har sjunkit uritiesenaste manaderna. Medlemmarna har
inte brytt sig om att forsoka nd malen. Forr hat Hgilpt om Du har klargjort deras
arbetsuppgifter for dem. De har ofta behtévt paniserefor att klara av sina arbetsuppgifter i
tid.

Alternativa handlingssatt
A. Lata gruppen sjalv bestamma hur de skall gora.
B. Lyssna pa deras synpunkter, men se till att madesn n
C. Klargora arbetsuppgifter och mal och sedan sattilDu leder dem ordentligt.
D

. Lata gruppen vara med i malsattningsarbetet, utgressa dem.

Ditt svar:
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Situation 6

Du kom in som en ny ledare pa en effektivt skobetsplats. Din foregangare var fast i
nyporna. Du vill sjalv uppratthalla en produktivusition, men vill garna borja arbeta pa ett
manskligare satt.

Alternativa handlingssatt
A. Goravad du kan for att fa gruppen att kéanna sigdedsefull och engagerad
B. Betona betydelsen av tidhallning och arbetsuppuifte
C. Avsiktligt undvika att Iagga Dig i arbetet.

D. Fa gruppen med i beslutsfattandet, men se tithaten uppnas.

Ditt svar:

Situation 7

Du Overvagar stora forandringar pa Din avdelningugpmedlemmarna har forslag pa vad
som behdver goras. Gruppen har tidigare visataig flexibel i sina dagliga arbetsuppgifter.

Alternativa handlingssatt
A. Forklara forandringen for dem och sedan dvervakengegdrandet noga.

B. Skaffa gruppens godkannande av forandringen oclnsé@ta dem sjalva skota
genomférandet.

C. Vara villig att gora de foérandringar som grupperefdar, men sjalv halla i kontrollen
av genomforandet.

D. Undvika konfrontation och lata det vara som det &r.

Ditt svar:
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Situation 8

Gruppens prestation och kamratskap ar bra. Du k&Ditelite oséker kring Ditt inflytande
over gruppen.

Alternativa handlingssatt

A. Lamna gruppen ifred.

B. Diskutera situationen med gruppen och sedan iainédvandiga forandringar.
C. Vidta atgarder for att fa de underordnade att arpétett valdefinierat satt
D

. Vara radd for att skada chef/lunderordnad relatimmegenom att vara alltfor
bestammande sjalv.

Ditt svar:

Situation 9

Din 6verordnade har utsett Dig till att leda enjpktgrupp som ar alldeles for sent ute for att
kunna klara av de avsedda forandringarna. Gruppehklar betraffande sina mal. Narvaron
vid sammantradena har varit dalig. Motena har nl@it ksociala traffar. Om gruppen
verkligen vill s& har de kompetens nog att klatzbjet.

Alternativa handlingssatt

A. Lat gruppen arbeta fram sin egen I6sning.

B. Lyssna pa gruppens synpunkter och ta hansyn fitl, deen se till att malen nas.
C. Omdefiniera malen och arbetsled noggrant.
D

. Lat gruppen vara med om att satta upp malen, mamatt trycka pa dem.

Ditt svar:

86



Situation 10

Dina underordnade, som vanligen klarar av att tavam tycks inte stalla upp pa de nya
malsattningarna som Du stallt upp.

Alternativa handlingssatt
A. Lata gruppen vara med och sétta nya mal, utanyaka pa dem.
B. Satta upp de nya malen och évervaka dem noga.
C. Undvika konfrontationer genom att inte utova pdnjog.
D

. Lyssna pa deras synpunkter, men se till att madesn n

Ditt svar:

Situation 11

Du har blivit befordrar till en ny stélining. Derdrie arbetsledaren blandade sig inte i
gruppens angelagenheter. Gruppen har tidigare st arbetsuppgifter och sina
anvisningar pa ett tillfredsstéllande satt. Grugpeationer ar goda.

Alternativa handlingssatt
A. Vidta atgarder for att fA gruppen att arbeta paneit valdefinierat séatt.

B. Engagera de underordnade i beslutsfattandet ochmuwmpa dem som goér en bra
medverkan.

C. Diskutera gruppens tidigare prestationer och seddersoka behov av nya arbetssétt.

D. Fortsatta att lamna gruppen ifred.

Ditt svar:
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Situation 12

Du har fatt reda pa att nagra av Dina underordiedesvart att hantera varandra. Gruppen
har tidigare en anmérkningsvért god historia vategéeras prestationer. Medlemmarna har
effektivt hallit Iangsiktiga mal. De har ocksa awdteharmoniskt tillsammans under hela forra
aret. Alla kan sina jobb Vval.

Alternativa handlingssatt

A. Prova din egen losning med de underordnade ochrsiskie behovet av forandrade
arbetssatt.

B. Tilldta gruppmedlemmarna att sjalva losa sina @bl
C. Handla snabbt och fast for att korrigera och imrikerksamheten pa nytt.

D. Visa att Du ar tillganglig for samtal, men vara aaged att inte skada relationerna
mellan chef/understalld.

Ditt svar:
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8.3 LASI - subordinate questionnaire

Hur jag uppfattar min chef

Tank dig in i var och en av de 12 situationerna smskrivs nedan. Varje situation har fyra
olika handlingssatt for hur Du tror att Din chetile agera. Inget alternativ ar mer ratt an de
andra. Dina svar ar helt anonyma och kan inte kasptill ditt namn i var uppsats.

L&s igenom varje uppgift noga!

Tank igenom vad Din chef skulle vilja gora i sitoaen. Skriv bokstaven for det alternativ
som Du tycker ligger narmast som beskrivning av Dimr chef skulle uppféra sig i samma
situation pa svarslinjen under alternativen.

Du far bara vélja ETT alternativ!

Situation 1

Din chefs underordnade har inte jobbat ordentl@sistone, trots att han/hon ar vanlig mot
dem och pratar med dem om deras privata bekymniegladjedmnen. Prestationen blir bara
samre och samre.

Alternativa handlingssatt
E. Chefen poangterar att alla maste stélla upp odhetitir nodvandigt att utfora arbetet.

F. Chefen ser till att finnas till hands for diskus®o, utan att trycka pA om samtal med
dem.

G. Chefen talar med de underordnade och sedan sagtfionsmal for deras arbete.

H. Chefen undviker avsiktligt att blanda sig i vad se@émder i gruppen.

Ditt svar:
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Situation 2

Den observerbara prestationen hos Din chefs gru@p. CChefen har sett till att alla
medlemmarna i gruppen ar klart medvetna om siarroth prestationsnormer.

Alternativa handlingssatt

E. Chefen agnar sig at vanliga samtal, men fortsattaeatill att alla medlemmarna i
gruppen ar medvetna om sina roller och prestatmmnser.

F. Chefen gor inte nagonting alls.

G. Chefen gor vad han/hon kan for att gruppen ska &asig betydelsefull och
engagerad.

H. Chefen betonar betydelsen av att halla deadlinesudeetsuppgifter.

Ditt svar:

Situation 3

Nagra av gruppmedlemmarna i Din chefs grupp klantr av att [6sa ett problem pa egen
hand. Din chef har i normala fall latit dem vanadf. Grupprestationen och kamratskapen har
varit bra.

Alternativa handlingssatt

E. Chefen satter sig tillsammans med gruppen for #lgammans forsoka l6sa
problemet.

F. Chefen later gruppen klara av det sjalva.

G. Chefen handlar snabbt och bestamt for att korrigetarikta in deras arbete at det
hall som han/hon tycker &r riktigt.

H. Chefen uppmuntrar gruppen att arbeta med probl@detgen hand, men ser till att
han/hon finns till hands fér eventuella diskussione

Ditt svar:
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Situation 4

Din chef 6vervager en viktig forandring i arbet@in chefs underordnade brukar klara sadant
bra. De respekterar och haller med om forandringsbet.

Alternativa handlingssatt

E.

Chefen later gruppen vara med och utveckla det skanférandras, utan att tvinga
dem till det.

Chefen berattar om forandringen for dem och sedaplementera den under
noggrann 6vervakning.

. Chefen later gruppen pa egen hand bestamma hiiit dére.

. Chefen tar hansyn till gruppens synpunkter, meln gder och genomfor arbetet.

Ditt svar:

Situation 5

Arbetsprestationen hos Din chefs grupp har sjunkitder de senaste manaderna.
Medlemmarna har inte brytt sig om att forsoka ndema-orr har det hjalpt om han/hon har
klargjort deras arbetsuppgifter for dem. De haa @fehévt paminnelser for att klara av sina
arbetsuppgifter i tid.

Alternativa handlingssatt

E.

F.

Chefen later gruppen sjalv bestamma hur de skadl.go
Chefen lyssnar pa deras synpunkter, men serttithaken nas.

Chefen klargor arbetsuppgifter och mal och ser seilaatt han/hon leder dem
ordentligt.

Chefen later gruppen vara med i malsattningsarbetat att pressa dem.

Ditt svar:
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Situation 6

Din chef kom in som en ny ledare pa en effektivitskrbetsplats. Hans/hennes foregangare
var fast i nyporna. Chefen vill sjalv uppratthéla produktiv situation, men vill garna bérja
arbeta pa ett manskligare satt.

Alternativa handlingssatt

E. Chefen gor vad han/hon kan for att fa gruppen atink sig betydelsefull och
engagerad.

F. Chefen betonar betydelsen av tidhallning och adpgigifter.
G. Chefen undviker avsiktligt att lAgga sig i arbetet.

H. Chefen far med gruppen i beslutsfattandet, meiil settmalen uppnas.

Ditt svar:

Situation 7

Din chef 6vervagar stora forandringar pa sin avidglnGruppmedlemmarna har forslag pa
vad som behdver goéras. Gruppen har tidigare vigatvara flexibel i sina dagliga
arbetsuppgifter.

Alternativa handlingssatt
E. Chefen forklarar férandringen for dem och 6vervadedan genomforandet noga.

F. Chefen skaffar gruppens godkannande av férandrimgbnlater dem sedan sjalva
skota genomforandet.

G. Chefen ar villig att gora de forandringar som grapdoreslar, men sjéalv halla i
kontrollen av genomférandet.

H. Chefen undviker konfrontation och later det vana stet ar.

Ditt svar:
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Situation 8

Gruppens prestation och kamratskap ar bra. Din &éaeiner sig lite oséker kring sitt
inflytande Over gruppen.

Alternativa handlingssatt

E.

F.

Chefen lamnar gruppen ifred.

Chefen diskuterar situationen med gruppen och enaiti sedan nodvéandiga
forandringar.

. Chefen vidtar atgarder for att fa de underordnatiarbeta pa ett valdefinierat satt.

Chefen ar radd for att skada chef/underordnadioeltna genom att vara alltfor
bestammande sjalv.

Ditt svar:

Situation 9

Din chefs dverordnade har utsett honom/hennettileda en projektgrupp som ar alldeles for
sent ute for att kunna klara av de avsedda fordgdrna. Gruppen ar oklar betraffande sina
mal. Narvaron vid sammantradena har varit daligteMéa har mer blivit sociala traffar. Om
gruppen verkligen vill sa har de kompetens noglata jobbet.

Alternativa handlingssatt

E.

F.

Chefen later gruppen arbeta fram sin egen I6sning.

Chefen lyssnar pa gruppens synpunkter och tar hailkgem, men ser till att malen
nas.

. Chefen omdefinierar malen och leder arbetet noggran

Chefen later gruppen vara med att satta upp malen,utan att trycka pa dem.

Ditt svar:
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Situation 10

Din chefs underordnade, som vanligen klarar avaatnsvar, tycks inte stélla upp pa de nya
malsattningarna som han/hon stallt upp.

Alternativa handlingssatt
E. Chefen later gruppen vara med och satta nya nsl, att trycka pa dem.
F. Chefen satter upp de nya malen och 6vervakar dga. no
G. Chefen undviker konfrontationer genom att inte atpatryckningar.

H. Chefen lyssnar pa deras synpunkter, men serttithalen nas.

Ditt svar:

Situation 11

Din chef har blivit befordrad till en ny stallnin@en forre arbetsledaren blandade sig inte i
gruppens angelagenheter. Gruppen har tidigare st arbetsuppgifter och sina
anvisningar pa ett tillfredsstéllande satt. Grugpeationer ar goda.

Alternativa handlingssatt
E. Chefen vidtar atgarder for att fa gruppen att aipét ett mer valdefinierat satt.

F. Chefen engagera de underordnade i beslutsfattactietppmuntrar dem som gér en
bra medverkan.

G. Chefen diskuterar gruppens tidigare prestationtrsatian undersoker behov av nya
arbetssatt.

H. Chefen fortsétter att lamna gruppen ifred.

Ditt svar:
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Situation 12

Din chef har fatt reda pa att ndgra av hans/henmeierordnade har svart att hantera
varandra. Gruppen har tidigare en anmarknings\édthystoria vad galler deras prestationer.
Medlemmarna har effektivt hallit langsiktiga mal.e Dhar ocksa arbetat harmoniskt
tillsammans under hela forra aret. Alla kan sirzbjoal.

Alternativa handlingssatt

E. Chefen provar sin egen loésning med de underordoatieundersdker behovet av
forandrade arbetssatt.

F. Chefen tillater gruppmedlemmarna att sjéalva lésa giroblem.
G. Chefen handlar snabbt och fast for att korrigetaindkta verksamheten pa nytt.

H. Chefen visar att han/hon ar tillganglig for samtakn &r noga med att inte skada
relationen mellan chef/understalld.

Ditt svar:
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8.4 Original LASI questionnaire

Lasi questionnaire

A Emphasize the use of unHorm procedures and
- hy

1 1w your conversation and obivious ty o
for their wellare, Their perf 8. Make yoursell available lor discussion but
i in @ Lakispin don't puth,
. Talk with subordinates and then se! goais.
D. @o not
"The observabie periormance ol your gioup s A ~Engage in frendly inte but o
1 M‘Ywmhnm“w make sure that all members are aware of their
all members were sware of thair roles and roles snd stancards.

B. Take no definite action.
C. Do what you can 1o make the group leel impar-

tant and involved.
0. Emphasite tha importance of deadlines and

. Involve 1he (Foup and together ergage in prob-
o soiving.

b Them alone. Group p 8. Lat the group work i oul.
ponal relations have been good. C. Act quickly &nd femly 10 cormect and redirect.
D. Encourage group to work on preblem and be
available bof DIBCUSSION
You are major Your AAliow group involvement in developing the

that objectives are met.

C. Redeline goals and supervise caretully. |

£ 0. Allow group isvolvemant in setting goals, bul |
a@on’t push.

on time.
You steppad into an

6 The previous sdministrator ran a ight ship.
You want 10 maintain & situation,
but would like to begin humanizing the en
WHONITenT.

A. Do what you can 10 make group fesl important
and involved.

B Emphatize the imporiance of desdines and
tasks.

A Duline the change and supervi ¥

B Acquire gioud's approval on the change and |
.::mwmnm
]

C. Be willing lo make Changes as recommanded,
out p contrel of mp

0. Avoid conlraatation: leave things alone.

A Loave the Qroup alone. |
. Discuss the situation with the group and then

initiate necessary changes.
C. Tahe steps tc direct subordinates toward work.

=C, iky.
D. Allow group involvement in setting goais, bul
dom't push.

~a. Allow group involrement |n redefining stand
ards, but don't push.
B Redefine standards and supervise carelully.
C. Aveoid confrontation by not applying pressure.

" Inal new stendards are met.

Katiur: e

You have been promeoted to & new position.
L wan n

1m-?hnnlih:mmmmm-
quately handled its tasks and +i

A. Take slefs 10 QIFECT SUDOTOINAIEY toward work:
Ing In & welk-dutined manner.
. involve dinales in and

Group Inter-felations are good.

good
G Discuss past performance with group and then
YOuU sxamine [he Need for new practices.
0. Continue to leave groug alone. |

range goals. They have worked in harmony
tor the past year. All are well qualifiad for the
lank

“ A Try out your solution with subordinates and ex- |
B Allow group members o work it out |

thamiaives.
C. Act quickly and firmly to correct and redirect
D. Make L for dis but be
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8.5 Determining leadership style and style adaptaliy/effectiveness

Here are the tables used to determine what leagesslie
and style adaptability/effectiveness the leadeds As can
be seen in table 1, each answer in the questiann
corresponds to a specific leadership style. Thedigum
where most answers fall will be the dominant leakigr
style for that person. The other quadrants willrespnt
“supporting”
responses in those quadrants. Dominant style plt
supporting styles will be the style range. An exéamgan |
be seen in figure 2A, where quadrant 3 is the dantin
leadership style, meaning that the leader tendsto high
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8.6 Mail to the managers at IKSU

Hej!

Vi heter Linnéa Larsson och Peter Storhannus osdr lEnternationella ekonom programmet
med Management som inriktning pa handelshogskathymea universitet.

Vi har precis paborjat var C-uppsats som ska haodidedarskapet pa IKSU. Eftersom vi

bada spenderar mycket tid pa IKSU och eftersonéden ideell organisation sa tyckte vi att
det var ett intressant amne som vi skulle viljaemsdka. Vi tankte identifiera ledarskapet pa
olika nivaer och jamfora det med teorier om ledapsk

Eftersom du har en chefsposition sa tankte vi frdigaom det finns en mojlighet att fa
komma och intervjua dig om IKSU och om ditt ledaskoch i sa fall nagon gang under
november manad?

Tack pa forhand!

Med vanliga halsningar Linnéa Larsson och Peterh@tmus
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