The Investigation of The Missing Link
Between Transformational Leadership and Motivation

HaNnNA O. SHVINDINAYL, INNA O. BALAHUROVSKA®,
ANastasiA V. Kursenko'i, Icor I. REKUNENKO™, YONATAN ELGABSY?

Recently, new types of leadership have emerged, a new generation of leaders designed and
developed new types of organizations. The best practices became the evidence of poor knowledge about
the leadership phenomenon. In the paper, the authors made an attempt to synthesize the interpretations of
the man key terms in motivation theory and to find the missing link between motivation and leadership.
The motivation as system of components is in the centre of current research, namely needs, drive,
aspirations. The traditional division in extrinsic and intrinsic motivation is complicated by tangible and
intangible motivation. Some studies highlighted the importance of intangible motivation, and therefore
new findings in this sphere are in focus of current research. The authors presented an overview of the key
terms and their interpretations by the main contributors in motivation theory. The study of Nanus and
Bennis is the main seminal work that introduced the Wallenda factor as a term to the world of leaders
and strategists. Four strategies for leadership were analysed in this paper with specific emphasis on the
Wallenda factor as the link between motivation and leadership. The strategies include managing through
vision, creating of meaning via communication, positioning, and deployment of self through positive
self-regard and the Wallenda factor. The observations prove that optimistic expectations may become a
powerful driver of changes and increment innovations in the organization. The Wallenda factor of a
leader might be a significant factor in setting challenging goals and motivating employees to achieve
them. In contrast, the fear of failure may stop the innovation and ruin the organization that depends on
the business environment. It is recommended to include positive thinking (or Wallenda factor) into the
list of intangible factors of motivation at an organization.
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Introduction. To manage an organization, plenty of tools should be implemented and
operated, and the performance of a team is highly linked to the performance of a leader. While
Pink [15] proves that the puzzle of motivation is still unsolved, and the main motivational drivers
are Autonomy, Mastery, and Purpose (Motivation 3.0 Framework according to Pink), current
leaders try to combine the traditional, outdated ploys and new trends in motivating employees.
The discussion about what types of motivation exist, which one dominates, and should be
addressed to — extrinsic or intrinsic, still goes on, the attempts to boost collaboration within the
teams fail, and new research questions about how to develop the motivation process arise. The
leader's figure in the process of motivation is tremendously significant even if the employee is
driven by intrinsic motivation. Therefore, this study concentrated on the investigation of the
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missing link between motivation and transformational leadership.

Problem statement. Many studies have been devoted to the issue of motivation, but the
topic is inexhaustible, as each business entity has an individual and particular system of
motivation based on the accepted internal communication system.

The study aims to research in more detail the structure of the formation of effective
motivational systems in organizations and investigate the link between motivation and
transformational leadership.

Results of the research. In generalized form, motivation is a system of human motives,
i.e., a system of components that shape the behavior of the individual. Researchers distinguish
intrinsic and extrinsic motivation [16]. "To sum up, evidence indicates that external factors of
motivation have to be considered conjointly with internal ones when understanding
motivation-driven performance."[16] In his seminal work, Maslow considered that "...the
study of motivation must be in part the study of the ultimate human goals or desires or needs."
[12] Accordingly, the basis of a person's inner motivation is his/her needs (drivers).

Extrinsic motivation can include the motivational system of the organization, where a
person conducts its activities. "...if an organization wants to direct employee behavior, it
should offer rewards that promise need-fulfillment.” [17]

The motivational system in the organization consists of tangible and intangible categories.
The harmonious and reasonable combination of these components ensures the performance of
employees. The intangible motivation is particular because individuals differ in their needs,
and each manager has his/her own set of intangible resources in hand. Nevertheless, the
rewards must be meaningful and given for an action that the manager wants the employees to
repeat [2].

The basis of intangible motivation is the communication between the leader and personnel.
The quality of a manager's relationship with an employee is the most powerful element of
employee motivation. [14]. And in this organizational context, motivation is "a leader's ability
to persuade and influence others to work in a common direction reflects his or her talent to
motivate."” [7]

The leader must know him/herself and others well enough, influence the subordinates to
gain more knowledge, and move to the goals as a team. [18] A high level of self-motivation is
a feature of effective leaders. The leader's need to succeed is a key point in his personal
development and organizational performance.

As can be seen from Table 1, the basis of motivation of a person, and the leader, in
particular, are needs. It is the needs (drivers) that determine the individual's behavior
(including professional). Reward (tangible or intangible) is a tool for the fulfillment of human
needs. Therefore, the perfect condition of an organization is the synchronization of the internal
needs of an employee with the goals set of an organization that ensures the goals congruence
(individual — organizational) and reduces the conflicts in the process of performing the
activities.

A certain dimension of motivational theories is devoted to expectations and attitudes, and
classic interpretation of expectancies is presented as an "active ingredient” of motivation
process and fear of failure or possible positive outcomes (reward). The scholars consider two
underlying motives - the need for achievement and for avoiding failure [4]. "...achievement-
oriented leadership will cause subordinates to strive for higher standards of performance and
to have more confidence in the ability to meet challenging goals." [9]. There is evidence of
strong positive relationships for hope for success with task-related goal-setting, positive self-
evaluation, and task-related intrinsic motivation, and negative relationships for fear of failure
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with self-evaluation and task-related goal-setting [6]. The study showed that hope for success
drives most self-leadership related to self-goal setting and achieving self-goals.

Table 1
The overview of the interpretations for key terms and concepts.
Definition Author Meaning
Motivation A.H. Maslow "... motivation is constant, never-ending, fluctuating, and

complex, and that it is an almost universal characteristic of
practically every organismic state of affairs..." [12]

Motivation A. Kolot The concept of "motivation for work" has a broader meaning
than "motivation for work"”. The human activity includes
purpose, means, result, and process. And work is a purposeful
activity with the adaptation of natural objects to meet their own
needs. [10]

Motive J. Fahrenberg "Motives are firmly amalgamated contents of representations
and feelings in the volitional process” "Connections between
thoughts and feelings that immediately prepare an action" [5]
Need H. A. Murray A drive is manifested when it is embodied ( objectified ) in
overt behavior (physical or verbal ) that seriously engages itself
with real objects. [13]

A need or drive is just one of these hypothetical processes.
Since, by definition, it is a process that follows a stimulus and
precedes the actual response, it must be located in the brain.

[13]
Need A. H. Maslow The typical desire is much more obviously a need of the whole
person.[12]
Reward F. Hansen, Reward... represents a "deficiency motivation™ involving
M. Smith, "external determinates” whereby the individual strives for
R.B. Hansen "external satisfiers." [8]
Reward R. Eisenberger, Evidently, reward increases creativity whenever an individual
L. Shanock expects that creativity will produce a reward.[3]

The same evidence about fear of mistakes or hope for success was accomplished in another
study. Researchers Nanus and Bennis [1] revealed the correlation between outcome judgment,
self-regard, and extrinsic intangible reward. As researchers state, "The Wallenda factor has
less to do with one's judgment about self-efficacy than it does about the judgment of the
outcome of the event... In short, self-regard has to do with a judgment about one's
competence, whereas the Wallenda factor has to do with extrinsic outcomes" [1, p.92]. And to
drill down to the background of the question, we should start with leadership strategies.

According to the book of Burton Nanus and Warren G. Bennis, there are four key
strategies of leadership [1]. The first strategy is a set of actions focused on managing attention
through vision. Vision energizes, motivates, transforms purpose into action, and inspirits its
followers. A leader may use this strategy to increase the productivity of the team and picture
them the positive outcomes that can be achieved with the help of a well-built vision and
attention. Moreover, vision brings confidence to the majority of the employees, a certain type
of self-esteem that makes them believe that they are capable of performing any acts. With the
implementation of this strategy, a leader and his team start to work cohesively and build
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strong communications. In the end, mutual understanding, which is driven by the common
goal or vision, occurs.

The creation of meaning through communication forms the second strategy. The
fundamental principle is that a leader forms and supports a system of healthy communications
in the process of interactions. The result of such communication is newborn, creative ideas,
and plans. There is no guarantee that the audience reacts positively to the suggestion of a
leader. They may choose not to contribute their attention to his ideas, and it is where
communication starts creating meaning for people. Through the correct transformation of data,
creative thoughts, and clarity, shared ideas and acceptance may be found and transferred into
action.

The main aspects of the third strategy are integrity and trust, and the latter may be built
through positioning. These aspects come along when the company and leaders have a clear,
well-structured plan, and what is more important, the leaders stick to it. With the help of a
structure, leaders can better understand its culture and benefits, so they will clearly understand
the mission and simultaneously bring integrity and trust together. Positioning is the
arrangement of actions to implement the vision of the leader. Positioning is what a leader
should establish, and when a leader goes with the planned strategy and finishing what has
been started, he achieves the desired trust.

The fourth strategy is the deployment of self through (1) positive self-regard and (2) the
Wallenda factor. The deployment of self through positive self-regard comes with one crucial
step, which is recognizing perceiving qualities and compensation or complete withdraw of
weaknesses. Weaknesses are something hard to deal with; this strategy suggests keeping
working on with discipline and development of the new skills to succeed the goal. It is a
method of personal growth.

The Wallenda factor describes how significant focus and attention might be when the goal
is set up. The right way for a leader to get what he wants is to focus on that and keep in mind
the picture of the result he would like to achieve. A leader should remove the picture of the
negative outcome and stop telling himself that he may lose. Moreover, this factor contains
tension and great difficulty in acceptance of failure. The factor shows that mistake, failure,
inaccuracy can be an opportunity to learn and understand the reason for such an outcome. It
helps to replace anger with rationalism and striving for the best.

Coming back to the point of the link between leadership and motivation, the Wallenda
factor may be that link. For successful leadership, there should be a fusion of positive self-
regard and optimism about upcoming events and outcomes of the activities. To lead the
learning organization or to be on top of the innovation is quite challenging without optimism
and faith in positive outcomes in the end. However, this may seem unrealistic for the followers
who do not have the same clear and optimistic vision of the future. Transformational
leadership, unlike transactional, focuses on self-esteem and intangible reward more than
tangible ones (wage, promotion, etc.), which might be difficult if the leader has his/her own
problems with self-regard. The Wallenda factor of a leader might be a significant factor in
setting challenging goals and motivating employees to achieve them. More about reducing
fear in the process of innovation implementation is presented in Kuyatt's paper [11], where
fear (as we can consider it as part of the Wallenda factor) may ruin the innovation process.
The fear keeps people from bringing new ideas and analyzing the problems of the
organization's current state [11]. This fear may exist at many levels of the organization, and
the fear of failure may hamper the innovation implementation. The fear frees the ability to
focus on goal setting and can slow down or stop any management process. Fear is a powerful
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driver of human behavior, but it could lead only to risk-avoiding behavior, to resistance to
change, innovations, transformational leadership, and so on. The fear can be a motivational
factor only in avoiding punishment when the situation is predictable, and there is causality in
one's mind "action — result — reward/punishment.” In the time of innovation, there is no
causality like mentioned earlier, because the system is unstable, there is more likely the"
action — the possibility of result — a fog of the innovation”. Therefore, in time when
incremental innovation is the normal mode for the daily business routine, the fear of failure
should be reduced or eliminated, and the Wallenda factor must become the link between
leadership and motivation.

Conclusion.

The interpretations of types of motivation, reward, and needs in terms of designing the
motivation system in the modern organization have led to revealing the study devoted to an
interesting phenomenon in leader behavior, namely the Wallenda factor. This factor allows
thinking about motivation and leadership in a different way, not mechanical, more stochastic.
If the motivation of a leader depends on how positive the thinking of the leader is, then the
motivation of followers and employees is dependent on that too. The intangible resources of
motivation became wider by including positive thinking about the possible outcomes of the
actions. And so, the link between motivation and leadership became obvious and yet fuzzier.
The challenging task is now established for future researchers, for instance, how to measure
the degree of positiveness, nevertheless, the motivation itself is a low-measured substance.

Another discussion may take place about a balance between the needs of followers and
possible outcomes of actions of a leader or of a team. Transformational leaders are not
welcomed in traditional systems, where innovations are perceived as a threat, not an
opportunity to grow. Therefore, detailed research is needed to investigate the proportions of
the Wallenda factor of a leader and employees in a fragile system of their interactions.

However, the research in needs, motivation, and leadership is very promising and well-
timed, as the new generation of leaders and new types of organizations have emerged in recent
decades, and new evidences will enrich the knowledge.
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OcTaHHIM 9acoM 3'SBIUIUCS. HOB1 TEOPIi JTiAepCTBA, TOI SIK HOBE MOKOJIIHHSA JIiEPiB CIIPOSKTYBAJIO Ta
pO3BHBaJIO HOBI opranizamii. Halikpanii NpakTHKWA CTadd OJKPOBCHHSAM JJIi BYCHHX 1 CBITYCHHIM
HEIOCTaTHIX 3HaHb Npo (EHOMEeH JigepcTBa. Y Wil cTarTi aBTOpHM CHPOOYBAIM CHHTE3yBaTH
iHTepHpeTanii KII0YOBUX TEPMiHIB Teopil MOTHBAIIi 1 3HAWTH HEIOCTATHIO JIAHKY MK MOTHBAII€IO Ta
JigepcTBOM. Y HEHTpPi AaHOTO JOCHTIIKEHHS MOTHBALSl PO3TISAAETHCS K CHCTEMa KOMIIOHEHTIB, SIKi
BKJIFOYAIOTh MOTPEOH, OUiKyBaHHs, crionykaHHs (drive). TpaauiiiHuil Ho/i Ha 30BHILIHIO i BHYTPIIIHIO
MOTHBAIIIIO YCKIIAIHIOETHCS MOAITIOM Ha MaTepialibHy 1 HeMaTepiaabHy MOTHBAMLIO. J{esKi JOCIiKEeHHS
M AKPECTIOBAIN BaIMBICTh HEMaTepialbHOT MOTHBALlil, TOMY HOBI 3HaxXi/IK{ B Wil cepi 3HAXOIATHCS B
LEHTpl yBarm NOTOYHHX JAOCTIKEHb. ABTOpH MPEACTABIIM Ta OIIAJ KIOYOBHX TEPMIiHIB Ta iX
iHTepHpeTanii OCHOBHMMH Y4YacHHKaMH Teopii MotuBauii. BuBueHns mnpanps Hawmyca i Bennica €
OCHOBHOIO ISl JaHOTO MOCITIDKEHHS pPoOOTOro, 3aBIsKH sKii QakTop Bamnenma BuHumk i HaOyB
MOMIMPEHHS B Cy4acHOMY CBITi. Y Iiif craTti OyJa0 MpoaHami30BaHO YOTHPHM CTpaTerii jizepcTBa 3
0co0nMBUM aKLeHTOM Ha (aktopi Bammenmum sk 3B’S3Ky MiX MOTHBAIi€l0 Ta migepctBoM. Ctparerii
BKJIFOUAIOTh YNPABJIiHHS 4epe3 OaueHHs, CTBOPEHHS CEHCY 4Yepe3 CIUIKYBaHHS, MO3HILIOHYBAaHHS Ta
posropTaHHs cebe uepe3 MO3UTUBHY camonoBary Ta (aktop Bamenau. CroctepesxeHHs IOKa3yloTh, 10
ONTHMICTHYHI OYiKyBaHHS JIiiepa MOKYTh CTaTH ITOTYXXHUM JBUT'YHOM 3MiH Ta CTUMYJIIOBATH iHHOBALil
B opranizamii. ®akTop Bamennu mimepa mMoke OyTH BaXIHBHM (PAKTOPOM Yy BCTAaHOBJICHHI CKIIQJHUX
mited 1 MOTHBaLii CHIBpOOITHUKIB Ui iX MOcsrHeHHA. HaBmaku, cTpax HeBIayl MOXKe 3YIMHHUTH
iHHOBaIlil Ta 3pyHHYBAaTH OpraHi3amilo, sKa 3aleXHTh BiX Oi3Hec-cepenoBuIIa. PexoMeHAyeThCs
BKJIIOYHTH MO3UTHBHE MHCIIeHHS (a00 dakTop Bamnenn) y crimcok HemaTepialbHUX (aKTOpiB MOTHBALT
B OpraHizarii.

Kniouoei  cnosa: migepcTBo, MOTHBAIls, TpaHcdopMarliiiHe mimepcTBo, (aktop Banenan,
CHOHYKaHHSI, TOTPeOH.
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