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Abstract 

Leadership training has become increasingly popular since the latter part of the 

twentieth century, to the point where it is currently the highest form of non-industry 

specific workplace training.  The number of programs on the internet offered to people 

in cross-sectional enterprises ranging from blue-collar manual labourers to white-collar 

executive exposed this popularity.  It would seem from my research that employers and 

employees have developed an uncritical acceptance of the benefits of leadership training 

and that both parties hold high expectations for the outcome post-training.  This 

research project highlights that these ideas are problematic because employees and 

employers have different expectations post leadership training.  The initial focus of the 

research was to identify what led to the popularity of leadership training by focusing on 

why employers offer this form of training to their employees and what motivates 

employees to participate.  Later, the emphasis moved to the expectations of both parties 

for the outcome following leadership training.   

The purpose of this study was to gain an understanding of the implications when this 

form of training does not fulfil employees’ expectations.  Therefore, it was important 

that the participants were dissatisfied with the outcome of post leadership training.  The 

research used a series of case studies, within a symbolic interactionist framework to 

elaborate on each person’s experience pre and post-leadership training.  With-in case 

and cross-case analysis of data from interviews provided propositional knowledge 

regarding participants’ satisfaction with the outcome of the training and the subsequent 

implications for employers.  The research results confirmed the idea that leadership 

training can have counter-productive implications for both parties if the post-training 

outcomes do not fulfil employees’ expectations.  The findings conclude that there is an 

implied promise or contract of promotion post-training between employers and 

employees intrinsic to leadership training.  This contract is especially evident when 

employers use the performance achievement planning (PAP) and review system and 

when employers support and encourage the employees’ participation in leadership 

training.  Subsequently, employees believe that leadership training is the pathway to 

career advancement and success.  This research shows that failure to fulfil these 

expectations could result in a range of psychological problems that may have 

counterproductive implications for employers.   
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Chapter 1. The Introduction 

People who feel good about themselves produce good results.  Productivity 

is both quantity and quality…and frankly, the best way to achieve both of 

these results is through people.  Successful people expect the best, and they 

generally get it, because expectations have a way of attracting to us their 

material equivalent.  Since our lives correspond pretty much to the 

expectations we have of it, the achiever will argue; why not think big 

instead of small? 

Blanchard and Hersey (1996) 

The popularity of leadership training is evidenced by the proliferation of research on 

this topic.  However, most of this research has focused on attempting to identify a secret 

formula for effective leadership that can be utilised in leadership training courses and 

programs (Dempster, 2008).  The level and intensity of research into this topic, over the 

past fifty plus years, has been referred to as a search for the Holy Grail (Higgs, 2003).  

An examination of leadership research revealed that employees and employers seem to 

have developed an uncritical acceptance of the benefits and value of leadership training 

that has been perpetuated in the promotion and marketing of leadership courses and 

programs.  Both parties appear to developed and uncritical acceptance that the outcome 

of leadership training will fulfil their expectations (Crook, Todd, Combs, Woehr, & 

Ketchen, 2011; Harter, 2006; Robbins & Judge, 2011).  This project will question this 

acceptance to establish the implications for practice of leadership training.  The specific 

focus of this study will not be on leadership or leadership training but on what occurs 

when employees’ expectations following the training are not fulfilled.  Findings from 

case studies will be utilised to make tentative assertions relating to what occurs 

following leadership training.  These assertions are based on the perceptions of the 

participants in the case studies. The impetus for the project lies with a number of 

assertions and beliefs about leadership and leadership training that will be examined to 

ascertain what influences employers and employee’s motivation for, expectation of, and 

satisfaction with, the outcome of leadership training.  The project begins with an 

examination into the origins of the beliefs and assumptions that have influenced both 

parties’ expectations following the training.   

A number of factors have led to employers and employees’ high expectations following 

leadership training.  The most relevant factor for this project was changes to the 

workplace and workplace training that happened in the latter part of the twentieth 
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century as a result of globalisation and technological advancements.  These two 

influences subsequently changed the face of the workplaces in Australia and in other 

Organisation for Economic Co-operation and Development (OECD) member countries 

at this time.  Globalisation increased competition from international organisations and 

led to the centralisation of, and a decrease to, the upper-echelons of management 

(Peters, 1988).  Technological advancement created a situation where machines 

replaced people, which resulted in a need for fewer employees, and the retained 

employees being multi-skilled.  The focus of the day in all OECD member countries 

including Australia was on organisations downsizing, and an escalation in part-time and 

casual employment (Henry, Lingard, Rizvi, & Taylor, 2001).  The combination of these 

factors meant that job insecurity increased to such an extent that all key players 

acknowledged the link between the workplace and stress.  The Hawke-Keating Labor 

government (1983–1996) believed that increased spending on workplace training and 

education would not only enable Australian citizens to be competitive in the global 

marketplace, it would have the added bonus of offsetting the effect of modifications to 

workplace environments (Gonczi, 1992; Henry et al., 2001; Smith & Hayton, 1999).   

Among other things, the new legislation obligated employers to assign a proportion of 

each employee’s salary to workplace training.  The two training areas identified for 

increased spending were the development of resilience skills that would assist 

employees cope with changes to the workplace environments, and the acquisition of 

skills to enhance their career development prospects (Gonczi & Hager, 1993; Hayton, 

1993; Smith, 1992).  The rationale for increased spending in both of these areas has 

continued into the twenty-first century and has been a major influence on the current 

popularity of leadership training.  Chapter 2 Literature Review contains a detailed 

account of the relevant legislation that precipitated changes to workplace environments 

and workplace training. 

The subsequent increased demand for workplace training led to two noteworthy changes 

to its structure and delivery.  First, training in the workplace became training for the 

workplace and second, training providers with industry experience replaced trained 

teachers and educators, (Smith, 1992).  Training for the workplace meant that 

employers were responsible for identifying the competencies/skill they required to 

improve productivity and the success of their organisation.  This form of training was 
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referred to as competency-based training (CBT) and competency-based vocational 

education (CBVE) (Candy & Matthews, 1998; Gonczi & Hager, 1993; Hayton, 1993; 

Smith, 1992).  The government of the day commissioned a report entitled: Enterprising 

nation: Renewing Australia's managers to meet the challenges ofthe Asia-Pacific 

century (Karpin Report).  This report highlighted a need for increased competence and 

performance in the workplace, especially at a managerial level.  Karpin (1995) 

recommended that Australians needed to adapt to change in order to face the demands 

of the future global marketplace.  Consequently, competencies/capabilities and skills 

were identified for a wide range of occupations.  More importantly for this research 

project, a range of generic or key competencies deemed essential for all employees were 

identified (Berryman, 1993; Ruby, Cashman, & Byrnes, 1992).  Chapter 2 Literature 

Review provides a comprehensive description of these generic/key competencies.  

Training that focused on the development of these generic/ key competencies was 

referred to as professional/personnel development (PD).  PD will be the primary focus 

of this research because it has been shown to be the precursor to leadership training, 

which was thought to have multiple benefits for employers and employees.  

The first function of PD was to build employees’ resilience and the second was for their 

career development (Butler, 1998; Hayton, 1993).  Employers assumed that building 

employees’ resilience was important because of an escalation in stress related 

workplace compensation claims.  The increased in claims between 1980 and 1986 in the 

United States of America (USA) was 531 per cent (Harvey & Brown, 1992).  The 

second perceived benefit of PD ensued from a belief that providing employees with 

career development would not only empower them, it would have the added advantage 

of increasing company loyalty and commitment to the organisation (Keeley, 2007).  

There was an assumption that the two perceived benefits were interrelated because 

increasing employees’ commitment to the organisation would alleviate stress caused by 

job insecurity (Vecchio, Hearn, & Southey, 1994).  These concepts contrasted with the 

original professed value of career development, initially referred to as vocational 

guidance.  The practice of assisting employees to establish a career initially resulted 

from social justice reforms and focused on accommodating the needs of individuals.   

Increased political awareness of the potential benefits of PD led to Australia’s political 

and societal needs being considered of greater importance than the needs of employees 
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(McMahon, Arthur, & Collins, 2008).  Political awareness of the value and benefits of 

PD also led to the introduction of training providers, which changed the structure and 

delivery of workplace training in Australia and other OECD countries (Henry et al., 

2001).  The increased competition for lucrative training budgets from newly introduced 

training providers led to aggressive marketing campaigns that outlined the purported 

benefits of all forms of training, especially leadership training.  Chapter 2 Literature 

Review provides an account of current marketing for leadership training courses and 

programs and describes how promotional materials and marketing campaigns have 

influenced the popularity of leadership training.  Training providers traded on the values 

and assumed benefits of leadership training by capitalising on changes to the leadership 

paradigm and the emergence of team focused approach to leadership (Dempster, 2008; 

Swaffield & MacBeath, 2008).  For the purpose of this research, this team-focused 

approach will be referred to as small L leadership.   

Small L leaders replaced middle management, which had virtually disappeared with 

workplace restructuring (Smith, 1992; Smith & Hayton, 1999; Smith, Oczkowski, 

Noble, & Macklin, 2004).  Intrinsic to small L leadership was the belief that everyone 

has the capacity to be a leader with the right training (Bass & Avolio, 1994; Blanchard 

& Hersey, 1996).  The introduction of goal setting through the implementation of 

performance achievement plans (PAPs) and review system reinforced these ideas.  

Employers encouraged employees to use the PAP system to set career goals that 

focused on the concepts of continuous improvement and achieving one’s full potential 

with employers reviewing and upgrading their goals annually.  Increasingly, employers 

encouraged their employees to identify leadership training as a self-improvement goal 

(Harter, 2006).  The increased focus on leadership training was based on the assumption 

that strong leadership at all levels of the organisation was and continues to be essential 

for organisational effectiveness (Halm, 2011).   

There was and continues to be an assumption that developing employees’ skills and 

abilities that are considered essential for effective leadership is an investment in human 

capital that facilitates increased profitability (Becker, 1994; Crook et al., 2011).  These 

ideas were given additional credibility by a belief that organisational failure can result 

from poor or toxic leadership (Kellerman, 2004; Lipman-Blumen, 2004; Whicker, 

1996).  The increasingly large remuneration packages of chief executive officers (CEO) 



5 

have been justified by the assertion that organisational success is reliant on strong 

leadership (Dempster, Lovett, & Flückiger, 2011).  The conviction that investing in 

human capital would increase profitability has resulted in progressive organisations 

providing career development opportunities for employees at all levels of the 

organisation (Dempster, 2008; Sims & Lorenzi, 1992).  The combined beliefs that 

investment in human capital can improve productivity and strong leadership is crucial 

for organisational effectiveness, provides a justification for employers encouraging and 

supporting their employees to participate in career development training entitled 

Leadership Training (Robbins & Judge, 2011).   

This project investigated a number of supplementary factors that have the potential to 

influence employers and employees’ belief that leadership training would fulfil their 

expectations.  Some of the most influential factors are deep-seated aspects of Western 

ideology.  One such factor is the symbolic significance and nuances associated with the 

words Leader and Leadership and their continued association with power, prestige and 

the image of successful people doing great things (Bolden & Gosling, 2006; Brungardt, 

1998; Carroll, Levy, & Richmond, 2008; Harter, 2006).  Another significant factor is 

the notion that success is measured by a person’s wealth (Merton, 1968).  The current 

elevation of CEOs who are recruited based on their leadership abilities, considered the 

most powerful and successful people in organisations, and receive the largest 

remuneration packages elevates these ideas to accepted wisdom (Jackson & Parry, 

2008).   

Another contributing factor is the belief that employers reward hard work and value 

employees who demonstrate a commitment to the organisation.  This belief, which is 

frequently articulated in Western Culture, found early roots in Max Weber’s Protestant 

Work Ethic (Gardner, Csikszentmihalyi, & Damon, 2001).  Employers are also thought 

to value employees who are ambitious and take responsibility for their own career 

advancement (Halm, 2011).  To this end, identifying leadership training as a 

professional development goal would be viewed as a commitment to continuous 

improvement and evidence that the employee was working towards achieving his or her 

full potential.  This commitment to improvement would be valued by employers 

(Cohen, 1993; Robbins & Judge, 2011).  Intrinsic to this belief is the assumption that 

employees who adopt these views are on an upward trajectory to success and those who 
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have little or no ambition or desire to improve themselves are destined to be failures 

(Atkinson, 2010; Carnegie, 1981).  Even though these assertions are contentious and 

there is a tenuous link between leadership training and promotion, since the 

implementation of small L leadership, marketing for leadership courses and programs 

continue to promote leadership training as a career pathway and as an opportunity for 

people to take responsibility for their own self-development (Harter, 2006; Stockley, 

2014).  Each of these assertions is open to question, a situation that provides a 

foundation for this research project.   

This project undertakes a series of case studies to report on the experiences of six 

employees who participated in a range of PD opportunities, entitled Leadership 

Training.  Symbolic interactionism, which is defined as a study of human groups’ life 

and conduct, contextualises the participants’ accounts of their experience, while shining 

a personal light on the meanings they attached to those experiences, through their 

language (Blumer, Lyman, & Vidich, 2000).  Chapter 3 Methodology, Research Design 

and Methods has a detailed description of symbolic interactionism.  The key data 

gathering tool for this research was the use of interviews.  The data gained from 

interviews was analysed using thematic analysis, defined for the purpose of this 

research as the coding and comparison of the participants’ experiences to extract 

thematic data (Mruck & Gunter, 2010).  Analysis of the data from the case studies 

opened up possible implications for employees and employers, if employees’ 

expectations were not fulfilled following leadership training.   

The interviewed respondents were from cross-sectional enterprises, including blue and 

white-collar workplaces.  The overriding criterion for the inclusion of participants in 

this research project was that the outcome of leadership training did not fulfil their 

expectations.  Adherence to this criterion was critical because the purpose of this study 

was to gain a greater understanding of what happens when leadership training does not 

fulfil employees’ expectations and the possible implications for employers.  First, the 

case studies elucidated what motivated each respondent to participate in leadership 

training and compared the finding with literature on this subject.  Second, the case 

studies provided a representation of how employees reacted when the training failed to 

fulfil their expectations.  Relevant literature supported some of these findings; however, 

the literature was largely silent on the implications if leadership training did not fulfil 
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the employees’ expectations.  The following section, which addresses my personal 

motivation for undertaking this study, provides details relating to this overriding 

criterion.   

1.1. Motivation for the Study 

My motivation for this project was two-fold.  I initially became interested in this topic 

during my work as a vocational rehabilitation counsellor.  This position required me to 

conduct vocational counselling and recommend appropriate rehabilitation strategies that 

would enable people to return to the workforce, following a workplace injury.  During 

this time, I became aware that an increasing number of clients were presenting with 

mental health problems, as opposed to physical injuries.  Interestingly, some clients 

identified attending a career development course or program entitled, leadership 

training as a precursor to the decline in their mental health.  In some cases, clients 

identified that leadership was not something that they had considered for themselves, 

prior to their employer encouraging them to participate in this form of training.  Most of 

these clients reported that they were encouraged to participate because the training was 

an opportunity for personal growth that would increase their chances of gaining 

promotion.  They reported experiencing feelings of failure, frustration, and annoyance 

when the outcome post-training failed to meet their expectations.  The most commonly 

reported effects were; a difficulty or unwillingness to go to work, resulting in 

absenteeism, and an inability or unwillingness to work effectively while at work, 

referred to as presenteeism (Medibank Private, 2008).  Some clients advised that they 

felt compelled to resign from their position because staying continually reminded them 

of their failure.  Subsequently, I was interested to investigate whether the reactions I 

encountered in the clinical setting, resulting from the unfulfilled expectations post-

leadership training, were applicable in the wider workforce.   

The second motivating factor resulted from a training needs analysis and skills audit I 

conducted for a federal government department.  This department had employed me as a 

human resource (HR) consultant to prepare its annual employee training program.  The 

analysis revealed that almost half (48 percent) of the employees identified leadership 

training as their career development goal.  My report emphasised that providing 

leadership training for the identified number of employees may be problematic, because 

of limited opportunities for career advancement within the department.  Employees who 
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were employed as part of the leadership cohort (Australian Public Service (APS) 

Executive Level 1 (EL1) or above), within this department only represented two per 

cent of total number of employees.  Regardless of my concerns, departmental officers 

indicated that they would make an effort to fulfil the identified career development 

goals of all employees.  Thus, this project evolved out of my concern that their reaction 

was part of a growing trend for employers to offer leadership training to employees, 

irrespective of whether or not there were opportunities for career advancement.  I was 

concerned that they were unaware of the possible implications of leadership training 

failing to meet their own and their employees’ high expectations.   

1.2. Purpose of the Study 

The purpose of this study was to gain a greater understanding of what may happen when 

and if leadership training does not fulfil the expectations of employees.  Interviews with 

employees who have participated in career development courses or programs entitled, 

leadership training were used to corroborate whether the themes outlined in the 

literature were a true reflection of what motivates employees to participate in this kind 

of training and their expectations of it post-training.  Data from the interviews were 

used to establish whether the outcome found during my professional experience were a 

true reflection of what happens when or if employees’ expectations for the outcome 

following leadership training were not realised and the implications for employers.   

The research design is consistent with the tenets of symbolic interactionism as the 

overall theoretical framework for the study.  Symbolic Interaction allowed for the 

perception of how the participants explained and interpreted their world through the 

symbols inherent in the used language (Lygo-Baker & Hatzipanagos, 2012).  Multiple 

case studies using semi-structured interviews provide data (Creswell, 2008) on each 

participant’s account of his or her experience pre and post-leadership training.  

Interview data were analysed using thematic analysis (Mruck & Gunter, 2010) leading 

to propositional knowledge relating to the implications for employers and employees’ of 

unfulfilled expectations post-leadership training.  This project is important because the 

examined leadership-training and organisational psychology literature is largely silent 

on the topic of what happens when career development entitled, leadership training 

failed to fulfil the high expectations of employers and employees.  The silence in the 

literature provided a further motivation for this study. 
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1.3. Chapter Conclusion 

This chapter has provided an overview of the study’s intentions to gain a greater 

understanding of the implications if the outcome post-leadership training fails to fulfil 

employees’ expectations.  The chapter focused on identifying a number of factors that 

have the potential to motivate employers and employees to participate in PD entitled 

Leadership Training, and their expectations for the outcome of that training.  Influential 

factors that were identified were changes to Australian workplaces and workplace 

training that occurred in the latter part or the twentieth century.  These changes had a 

dramatic impact on the environment of workplaces with the subsequent job insecurity 

leading to increased workplace stress.  There was a belief that PD that focused on career 

development, and by default leadership training, had the capacity to alleviate workplace 

stress because of its capacity to of build employees’ resilience and facilitate career 

advancement opportunities.  Subsequently, employers encouraged employees to set 

goals that focused on continuous improvement that would enable them to achieve to 

their full potential using the PAP system.  Increasingly leadership training has become 

the default option for PD and an integral aspect of employees’ career development 

goals.   

Another potential influence was the assumption that organisational effectiveness and 

success, which are measured by its level of productivity, are synonymous with effective 

leadership at all levels of the organisation.  This assumption by default links toxic or 

bad leadership with organisational failure.  The implementation of small L leadership 

and autonomous and semi-autonomous teams necessitated an increased focus on the 

development of leadership skills.  The final and potentially most influential factor was 

how training providers’ use the symbolic significance and nuances associated with the 

words leader and leadership in the marketing and promotion of leadership training 

courses and programs.  Inherent in this promotional material is the implied promise of 

career advancement post-leadership training.  The chapter also outlined my motivation 

for conducting this research, which developed from my professional work and the fact 

that the literature was largely silent on what may happen if leadership training failed to 

fulfil the expectations of employees.   
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1.4. Structure of the Research Project 

Chapter 1 The introduction has provided an overview of the key themes for this project 

and the study’s intentions to gain a greater understanding of what can occur if the 

outcome of leadership training failed to fulfil the expectations of employees.  The 

chapter outlined how the popularity of leadership training can be traced to changes in 

Australian workplaces and in leadership training that occurred in the latter part or the 

twentieth century.  The chapter also focused on identifying factors that may motivate 

employers and employees to participate in leadership training, and both parties high-

expectations post-training.  The chapter included my personal motivation for conducting 

the research and purpose of the project.   

Chapter 2 The Literature Review establishes the historical context and theoretical 

framework for the research project.  To achieve this outcome I review socio-political, 

organisational psychology, leadership and adult education and workplace-training 

literature.  The initial focus is to identify what motivates employers to offer leadership 

training to their employees and their employees’ motivation to participate in this kind of 

training.  The review illuminates the influences that have heightened both party’s high 

expectations post-training.  Research areas include are; changes to Australian 

workplaces and workplace training, a focus on adult learning strategies, increased 

awareness of workplace stress, and the history of leadership and leadership training, 

with a primary focus being on changes to the leadership paradigm and the 

implementation of small L leadership.  This review of relevant literature highlights how 

research is largely silent on the topic of this project, namely; what occurs when the 

expectations of employees’ are not fulfilled post-leadership training.  The chapter 

includes the research questions that will guide the research project. 

Chapter 3 The Methodology and Research Design provides the theoretical and 

methodological framework for conducting the research.  This chapter commences by 

providing a description of symbolic interactionism and qualitative case studies as the 

appropriate theoretical framework for this research project.  The chapter outlines the 

methods used for data gathering and data analysis.  Participants’ information is included 

and the chapter closes with a brief explanation of procedures adopted to address 

trustworthiness, authenticity, ethical issues and the strengths and limitations of the 

chosen research methods.   
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Chapter 4 The Participants’ Stories deliver the personal information and background of 

the participants and their personal stories relating to their experience pre leadership 

training.  Each participant’s account is subject to a within-case analysis and thematic 

coding as the initial phase of data analysis.  The focus is to extract information related 

to two major categories of influence; namely, the participants’ perception of why they 

participated in leadership training and what they expected would happen post-training.   

Chapter 5 The Cross-case Analysis of the Interview uses cross-case analysis to code the 

participants’ stories to extract themes.  An extensive coding process ascertains 

commonalities and differences between cases.  The primary focus is to illuminate what 

influences the participants’ motivation, expectations, pre-leadership training and 

satisfaction of the outcome post-leadership trainings.  Relevant literature supports some 

of the findings and provides a framework for propositional knowledge that sheds light 

on the implications when the outcome following leadership training failed to fulfil the 

employees’ expectations. 

Chapter 6 The Discussion and Conclusion focuses of the findings from data and 

relevant literature to gain an understanding of what influenced participants’ motivations 

for, and expectations of leadership trainings.  elevant literature supports some of the 

finding from the data.  he discussion then moves to the primary focus of the research; 

namely, extracting propositional knowledge from that data that outlines the possible 

implications for employers when the outcome of leadership training fail to fulfil the 

expectations of employees.  The chapter concludes with a summary of the findings, a 

caveat outlining the identified limitation of the research, and final thoughts and ideas for 

further research. 
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Chapter 2. The Literature Review 

Almost everything we do during our waking hours is subject to the 

influences of the culture and society in which we live.  Their impact on us 

causes us to think, act, and feel in unique ways.  They also govern what and 

how we learn and, as such, are important foundations for education and 

learning. 

(Ashman, 2012) 

Chapter 1 provided the starting point of the thesis by gaining an understanding of 

whether leadership training facilitates organisational effectiveness or whether it can 

have counter-productive implications.  The chapter also outlined my personal 

motivation and the purpose for the study.  This chapter reviews socio-political, 

organisational psychology, leadership, and adult education and workplace-training 

literature.  The chapter provides a framework for understanding what I argue is the 

seemingly uncritical acceptance of the value and benefits of leadership training.  The 

review will commence with evidence of the popularity of leadership training followed 

by an investigation of socio-political and organisational psychology literature that will 

shed some light on what motivates employees to participate, and employers to offer 

leadership training to their employees.  This literature coupled with adult education and 

workplace-training literature will provide a brief history of relevant changes to the 

workplace, workplace training, and adult and vocational learning/education that I argue 

precipitated the high expectations of leadership training for employees and employers.   

Organisational psychology literature provided further evidence on how 

professional/personnel development (PD) that was entitled Leadership Training, or PD 

that has a strong leadership component, proved to be an effective method of assisting 

employers deal with unprecedented increases in workplace stress.  Leadership training 

was and continues to be considered beneficial for employers and employees because it 

not only provides employees with career-development; it is thought to increase 

company loyalty and employees’ productivity.  The review will then focus on 

leadership literature that relates to the evolution of leadership and leadership training to 

gain an understanding of why this kind of training/education has become the fastest 

growing academic fields in higher education, as well as at a workplace training level.  A 

consistent theme to emerge from leadership literature was benefits of 

professional/personnel development (PD) entitled Leadership Training that stems from 
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the assumption that strong leadership is essential at all levels of the organisation.  There 

was and continues to be a perception that employers needed to invest in human capital 

to avoid the impact of poor or toxic leadership that could lead to organisational failure.   

A compilation of literature from these tenuously related areas will illuminate what has 

led employers and employees to have high expectations post-leadership training.  

Literature that provided a framework for understanding what can occur if the training 

fails to fulfil these high expectations has been included with some research supporting 

the findings from a series of interviews conducted for this research.  However, the 

reviewed literature was largely silent on the topic of this research namely; whether the 

unfulfilled expectation of employees can have counter-productive implications for their 

employers.  The review will commence by examining influences that have led to the 

popularity of leadership training. 

2.1. Evidence of the Popularity of Leadership Training  

The popularity of leadership training is evident from the number of courses and 

programs offered at a range of different venues.  These current leadership-training 

opportunities range from one-day courses to doctoral levels programs.  An Internet 

search revealed the extensive number of courses being offered at Australian universities 

and those in other Organisation for Economic Co-operation and Development (OECD) 

member countries.  The Columbia University, Business School in the United States of 

America (USA) for example provides an excellent example of the popularity of 

leadership as a topic.  An examination of the website www.columbia.edu/ revealed that 

all thirty courses listed on the opening page of the program finder for 2014–15 itemized 

leadership as the course topic.  A further internet search revealed that international, 

national and local public and private colleges offer an extensive number of programs 

and courses, ranging from one-day courses to extended certificate or diploma programs 

and executive retreats.  The website http://www.dalecarnegie.com/ provided an 

excellent example of Dale Carnegie leadership training courses that are delivered at 477 

locations worldwide.  An excerpt from promotional material for the course entitled 

Leadership Training for Managers reads: 

You do not direct; you win the team over to your point of view.  You do not 

dictate; you inspire!  You can learn how to convey this inspiration by 

focusing on your leadership team development.  Leadership development is 

http://www.columbia.edu/
http://www.dalecarnegie.com/
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needed to successfully take charge of your team in today's business world.  

This management training program will teach you how to stop managing 

and start leading; and, as a result, make you a vital part to your 

organization's future.  Investing in leadership development training will help 

build your team's leadership fundamentals, which will ensure you are more 

than likely to have a bright career path ahead of you. 

http://www.dalecarnegie.com/ 

This promotional material highlighted the perceived benefits of leadership training 

courses, which included, how managers can “influence their [employees] choices and 

assist them in reaching their goals” and that the training, “will ensure you [the 

employee/employer] are more likely to have a bright career path ahead of you”.  The 

notion that this training would benefit employees as well as employers was evident in 

the following statement under the heading “Who should attend”: 

Leadership Training for Managers benefits anyone who interacts with 

internal or external customers, project team leaders, employees who serve 

on teams or managers who want to enhance their leadership skills 

development in order to achieve outstanding results. 

http://www.dalecarnegie.com/ 

The values and benefits of this leadership training were identified for cross-sectional 

employees that included; project team leaders, managers, anyone who interacts with 

internal or external customers and employees who serve on teams.  This list of potential 

participants would be inclusive of majority of employees and employers in a large 

percentage of workplaces.   

The consensus that leadership can be developed and that employers and employees can 

benefit from this form of training has led organisations to spend tens of millions of 

dollars on leadership training programs annually (Drew, Ehrich, & Handford, 2008; 

Farber, 2009; Harter, 2006; Robbins & Judge, 2011).  This figure represents almost a 

quarter of all budgeted training dollars being spent globally on leadership development, 

management or supervisory training, which accounts for the largest area of spending 

outside of the development of specific industry skills (Crook et al., 2011).  There was 

evidence in the leadership literature that all employees would benefit from career 

development that is progressively defaulting to leadership training because of changes 

to the leadership paradigm and the implementation of small L leadership (Halm, 2011; 

Harter, 2006).  Leadership literature that describes the impacts of changes to the 

http://www.dalecarnegie.com/
http://www.dalecarnegie.com/
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leadership paradigm is discussed later in this chapter.  Socio-political and socio-cultural 

literature that examines the evolution and historical background of a changing 

workplace environment provided a starting point for understanding what precipitated 

the identified growth in leadership training and programs.   

2.2. Changes to the Workplace and Workplace 

Training 

The review of socio-cultural and socio-political literature revealed two overriding 

philosophies that have had an impact on the popularity of leadership training.  First, 

there was the impact of technological advancements and globalisation in the 1980s and 

1990s that led to a belief that increased spending on education and workplace training, 

especially career development would contribute to Australia’s economic growth and the 

country’s global competitiveness (Berryman, 1993; Blustein, 2006; Brown, 1992; 

Henry et al., 2001; Smith, 1992; Smith & Hayton, 1999; Stevenson, 1993).  Second, 

there was a perceived need to decrease the upper-echelons of organisations through a 

reduction in layers of management and an increase in the ratio of non-supervisors to 

supervisors (Peters, 1988).  The review will commence with literature that outlines the 

impact of Australian government initiatives and relevant legislation that precipitated the 

increased need for workplace training and more specifically career development training 

that has increasingly defaulted to leadership training.   

2.2.1. Government Initiatives that Influenced Popularity of 

Leadership Training 

Increased concern relating to Australia’s ability to be competitive in the global 

marketplace led the Hawke/Keating Labor Government (1983–1996), to commission 

the Prices and Incomes Accord (1983), referred to as The Accord, between the 

Australian Council of Trade Unions (ACTU) and the Australian Labor Party (ALP).  

This report charted changes to education and workplace training considered essential for 

the Australia’s economic recovery and increased ability to be globally competitive 

(Smith, 1992).  The ACTU stressed a “need for reform of the existing award structure 

and need for a greater training effort from industry” (Gonczi & Hager, 1993, p. 29).  As 

a result, the then Prime Minister Bob Hawke introduced legislation that led to 

significant changes to the structure and delivery of workplace training (Brown, 1992)  
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The change that has relevance for this research project was the government’s pledge to 

increase spending on education and workplace training.  This government intervention 

introduced a new phase in industrial relations and economic management with the 

integration of education and training with industry being implemented in 1992 

(Morrow, 1992; Porter, Rizvi, Knight, & Lingard, 1992).   

Additional government involvement resulted in part of the findings of Enterprising 

nation: renewing Australia's managers to meet the challenges of the Asia-Pacific 

century (Karpin Report) (1995).  This report added support to the government 

initiatives with regard to increase spending on training and development.  The 

report criticised the performance of Business Management Training courses in 

Australia (Karpin, 1995).  Foley and Morris (1995) detailed how political 

acknowledgement of the importance of education and workplace training resulted in 

“globalisation of production [that] transformed the welfare state into the ‘competitive 

state’” (p.114).  These economic reforms, which were endorsed by the Australian 

Education Council (AED) (Morrow, 1992), provided a framework for curriculum 

development in Australia (Smith et al., 2004).  The subsequent changes to the role of 

state and educational policies in Australia were a reflection of initiatives recommended 

by the OECD (Henry et al., 2001).   

One of the most influential aspects of these changes in Australia was the 

implementation of the Training Guarantee Legislation (TGL), which obligated 

employers with payrolls in excess of $200.000 to pay “at least 1% of pay-roll in 1990–

1991 and 1.5% from July 1992” (Gonczi & Hager, 1993, p.31) toward training 

initiatives for their employees.  The ensuing increase in workplace training budgets, 

were an attempt to improve Australia’s economic performance in global terms, which 

bought Australia in line with other OECD member countries.  Another noteworthy 

initiative resulted from a joint venture by federal and state governments and the 

Australian National Training Board (NTB) that resulted in the introduction of a 

competency-based skills framework for trades and professionals.  By the 1990’s a list of 

key generic competencies considered necessary for all employees was included (Porter 

et al., 1992).  One theme that emerged from the socio-political literature review from 

this period was the perceived benefits of competency based training (CBT) and 

competency based vocational education (CBVE) that addressed the needs of industry.   
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2.2.2. Competency Based Training and Competency Based 

Vocational Education 

Workplace training that was designed and delivered based on competencies that were 

identified by industries were introduced because of the Hawke/Keating government’s 

concerns about the viability of Australia’s economic growth.  Candy and Matthews 

(1998) explained how “award restructuring, micro-economic reforms, TGL, and multi-

skilling” (p15), all highlighted the benefits of CBT and CBVE.  These strategies were 

closely linked to the ACTU’s training agenda (Porter et al., 1992; Ruby et al., 1992).  

Policy makers and employers viewed training and education based on competencies as 

an intelligent and rational choice because the training accommodated the specificities of 

the industry, corporations or organisations (Kurz & Bartram, 2002).  An Australian 

National Evaluation Study (ANE) endorsed CBT and CBVE as an effective structure 

for workplace training in 1998.  The ANE study highlighted links between changes to 

the labour market, workplace training, and Australia’s improved economic performance 

(Mulcahy & James, 2000).  The business community considered CBT and CBVE an 

efficient method of improving the value of training for their workers (Chappell, Gonczi, 

& Hager, 1995; Kinsman, 1992; Stevenson, 1993).  Subsequently seven generic or key 

competencies that were considered crucial for all employees were identified (Morrow, 

1992).  Table 2.1 outlines these competencies. 

Table 2.1 Key Competencies identified in the 1990s 

Key Competency How competency manifests in the workplace 

Collecting, Analysing and 
Organising information 

The capacity to locate information, sift and sort information in order to select what is required and 
present it in a useful way, and evaluate both the information itself and the sources and methods used 

to obtain it 

Communicating Ideas and 

Information 

The capacity to communicate effectively with others using the range of spoken, written, graphic and 

other non-verbal means of expression 

Planning and Organising 

Activities 

The capacity to plan and organise one’s own work activities, including making good use of time 

and resources, sorting out priorities and monitoring one’s own performance. 

Working with Others in a 
Teams 

The capacity to interact effectively with other people both on a one-to-one basis and in groups, 
including understanding and responding to the needs of a client and working effectively as a 

member of a team to achieve a shared goal. 

Using Mathematical Ideas 

and Techniques 

The capacity to use mathematical ideas, such as numbers and space, and techniques, such as 

estimation and approximation, for practical purposes 

Solving Problems The capacity to apply problem-solving strategies in purposeful ways, both in situations where the 

problem and the desired solution are clearly evident and in situations requiring critical thinking and 

creative approach to achieve an outcome 

Using Technology The capacity to apply technology, combining the physical and sensory skills needed to operate 
equipment with the understanding of scientific and technological principles needed to explore and 

adapt systems. 

Note: Adapted from Key Competencies (Ruby et al., 1992). 
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The AED subsequently endorsed the identified competencies (Morrow, 1992; Ruby et 

al., 1992; Stevenson, 1993).  Employers in the 1990s believed that these competencies 

were essential for all employees’ effective participation in the emerging patterns of 

work and work organisation (Stevenson, 1994).  Karpin (1995) drew attention to the 

need for organisations to introduce management that would hasten the post-industrial 

renewal of Australia through increased focus on competency and performance.  

Berryman (1993) pointed out that progressive employers especially valued good 

communication skills, the ability to work autonomously and team-building skills, 

because managers needed to continually monitor changes and adapt their systems to 

stay competitive and maximise profits.  Consequenly the identified key/generic 

competencies became the basis of all PD training.  One theme that emerged from the 

leadership training literature was the similarity of these competencies to those prevalent 

in many leadership-training courses and programs (Australian Public Service 

Commission, 2007; Goldstein & Ford, 2002; Kraiger, 2002; Smith & Kemmis, 2010).  

The focus of the following section will be on the perceived benefits of CBT and CTVE, 

even though there is evidence of a negative reaction to this form of training.   

2.2.3. Perceived Benefits of Competency Framework 

Most of the adult education and workplace training literature reviewed emphasised the 

benefits of CBT and CBVE (Andersen, Boud, & Cohen, 1995; Chappell et al., 1995; 

Elias & Merriam, 1995).  Kurz and Bartram (2002) for example defined industry 

specific competencies as a set of behaviours that delivered the desired results, outcome 

and capabilities for a particular vocation.  The implication was that the innovative 

nature of CBT benefited employees by providing them with a set of skills and abilities 

specific to their chosen vocation.  CBT was also considered beneficial because this form 

of training recognised prior learning (RPL) (Cameron, 2004).  From this perspective, 

CBT and CBVE enable employees to transfer acquired skills and abilities or 

competencies to another workplace (Cameron, 2004; Knight, 1995).  The competency 

framework for training was considered an orderly mechanism for skills recognition, 

career development and pay progression (Elias & Merriam, 1995).  Chappell et al.,  

(1995) extolled the benefits of CBT and CBVE and stressed that this form of training 

prepared people to enter a job, occupation, or profession with the required training in 

business and industry.  These competencies/skills/abilities were considered necessary 
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for the achievement of the company’s goals.  This attitude implied that employers were 

able to tailor training programs to suit their specific organisational needs. 

2.2.4. Negative Reactions to Competency Framework 

Even though there was evidence of CBT and CBVE being accepted as the preferred 

options for workplace training some researchers viewed this form of training as 

problematic (Brown, 1992; Chappell et al., 1995; Elias & Merriam, 1995; Foley & 

Morris, 1995; Hager, 1998; Harvey & Brown, 1992; Jackson, 1993; Jewitt, Clark, & 

Hadjithoma-Garstka, 2011; Landy & Conte, 2007; Monette, 1995; Morrow, 1992).  The 

issues that have relevance for this research are based on the assertion that this form of 

training was equally beneficial for employers and employees.  This claim is problematic 

because employers and employees have different needs in relation to the outcome of 

workplace training (Hager, 1998; Harvey & Brown, 1992).  Employers’ expectations 

relate to making profits, surviving and growing, however, employees’ expectations tend 

to be motivated by, “desires to achieve, unsatisfied needs to fulfil, and career goals to 

accomplish” (Harvey & Brown, 1992, p.9).  Therefore training that was designed to 

accommodate the needs of industry would not necessarily comply with the needs of 

employees.  Landy and Conte (2007) believe that competencies and capabilities are 

merely an incorporation of knowledge, skills, abilities and other personality 

characteristics that only have context within the specific organisation’s goals.  

Subsequently, they believed that CBT and CBVE tend to benefit the employer rather 

than the employee, because the developed skills would have less value in alternative 

workplaces.  Monette (1995) also viewed the fact that CBT was based on the needs of 

industry as one of its biggest problems because organisational success tends to be 

viewed in terms of values of the organisation and within a set of norms that are virtually 

impossible to achieve collectively.   

Morrow (1992) expressed the view that CBT was formulated by government and based 

on economic rationalist ideas that allowed them to appear to be serving the needs of 

industry, while their primary focus was ensuring Australian workers met international 

standards.  Jackson (1993) maintained that CBT should have been viewed primarily as 

an administrative tool designed to provide efficient, effective educational objectives to 

the needs of industry, rather than an instructional reform.  According to Jackson’s 

(1993) research courses that were formulated using the competencies framework 
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focused on specific, measurable objectives that were based on short term performance 

requirements, rather than the training needs of employees.  It was thought that this form 

of training could lead to subtle and perhaps unconscious manipulations, based on cost-

benefits or system-maintenance (Monette, 1995).  Jewitt et al., (2011) referred to the 

ongoing practice of prioritising perceived needs of industry as a culture of management 

and accountability or as an audit culture, which was and continues to be, especially 

evident in educational workplaces.   

There were also concerns that designing training on the apparent needs of employers 

and employees was difficult because training organisations were faced with their 

conflicting and contradictory needs (Jackson, 1993).  The fact that this approach to 

training was full of ambiguities and inconsistencies that failed to improve learning in 

most educational contexts led Brown (1992) to question the benefits of CBT and 

CBVE.  This research argued that the introduction of CBT not only placed market 

efficiency ahead of educational policy, it eroded the professional autonomy and dignity 

of teachers and trainers on a daily basis.  Foley and Morris (1995) concurred and 

asserted that CBT transformed education from “a citizen’s right into an instrument of 

economic policy” (p.114).  The review will now focus on the connection between adult 

learning styles and CBT and CBVE and its impact on the increased demand for 

leadership training. 

2.2.5. The Impact of CBT and CBVE for Adult Learners 

Notwithstanding the identified problems with CBT and CBVE the subsequent changes 

to workplace training were considered a preferable option for adult learners (Elias & 

Merriam, 1995) and competency statements became commonplace for a range of 

different positions, including leadership (Australian Public Service Commission, 2007; 

Gonczi, 1992; Scott, 1992; Stevenson, 1993).  The generic skills identified as key 

competencies (see Table 2.1) continued to have currency into the new millennium and 

despite some subtle changes, they correlated with those identified as essential for 

effective leadership (Robbins & Judge, 2011).  One of the key arguments supporting 

CBT and CBVE was its perceived ability to adhere to adults learning style.  Adult 

education and workplace training literature stressed the importance of considering the 

specific learning styles of adults, referred to as andragogy, when designing and 

delivering any workplace training or education, including career development training 
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(Cohen, 1993; Gonczi & Hager, 1993), although there were some questions as to 

whether CBT and CBVE did adhere to the specific needs of adult learners.   

Despite the assertion that CBT and CBVE complied with the adult learning style, Elias 

and Merriam (1995) questioned the viability of this form of training.  They asserted that 

the primary focus of training should be on meeting the student’s needs and interests and 

educating them for social change, rather than focusing on the needs of industry.  Hager 

(1998) expressed concern that because CBT and CBVE was learning for the workplace 

rather than learning in the workplace the primary focus was on meeting the needs of the 

employer rather than the training needs of adult learners.  In spite of these objections 

there was a belief that this approach to adult teaching and learning did have some 

advantages.  Elias and Merriam (1995) stressed that CBT and CBVE were more 

conducive to adult learning because this approach to training allowed for the “individual 

differences in terms of the starting point for the instruction” (p.95).  CBT and CBVE 

also acknowledged the contribution adults bring to the classroom, in the form of 

recognition of prior learning (RPL) (Cohen, 1993).  This style of training was thought to 

empower learners by allowing them to be responsible for their own career development 

(Scott, 1992).   

The idea of empowering adults through education and training, derived from John 

Dewey’s (1859–1952) writing and teachings, is important for this project because of the 

perception that empowered/motivated employees are prepared to work harder to achieve 

their goals (Goleman, Boyatzis & McKee, 2003).  This assertion is responsible for 

focusing the attention back to the learner as a person with feelings, interests and needs 

(Candy & Matthews, 1998; Dewey, 1995).  Dewey’s writings emphasised that 

instruction and learning should also start with the learner’s prior experience in 

accordance with a constructivist approach (Tennant, 1991).  This approach to adult 

learning and teaching is premised on the need for a connection between the capacity to 

do things and a practical application for the processes to be effective (Dewey, 1966).   

Irrespective of CBT and CBVE accommodating some of these objectives Dewey 

warned that focusing on the needs of industry can be problematic.  He stated that “the 

ability to think is smothered…by the accumulation of miscellaneous ill-digested 

information, and by the attempt to acquire forms of skill which would be immediately 

useful in the business and commercial world” (Dewey, 1995, p.  28).  Career 
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development training that was based on generic competencies would be a case in point 

because most people would to a greater or lesser extent identify as having these skills 

(Billett, 1998).  The fact that adults are active recipients of learning meant that 

determining the outcome of any training, including leadership training was challenging.  

Monette (1995) claimed that it was difficult to teach adults, “because learning was 

essentially an internal process, only learners themselves can, in the end, decide to learn 

and to act upon their learning” (p.  302).   

The suggestion that students are not passive recipients and internalisers of knowledge 

was founded on Lev Vygotsky’s (1896–1934) Social Development Theory (SDT).  

These ideas were important for this research because the social constructivist 

perspective is premised on a view that society and culture play an important part in the 

construction of knowledge for adult learners (Billett, 1998, 2001).  The premise of SDT 

is that it is necessary for teachers/trainers to establish a relationship between the social 

and cultural context of past events and the acquisition of knowledge (Stevenson, 2003).  

For adult training to be effective trainers also needed to acknowledge the principles of 

andragogy.  These principals rely on empowering adults whilst acknowledging and 

accommodating what they bring to the training (Patton, 2005; Stevenson, 1993).  The 

problem with CBT and CBVE lies in its attempt to accommodate the needs of industry 

rather than the needs of employees (Cameron, 2004).  Notwithstanding these identified 

concerns, employers continue to value the professed benefits of CBT and CBVE for 

their employees.  The focus of the review will now move to examine literature that deals 

with the alleged benefits of career development training for adults.   

2.2.6. Perceived Benefits of Career Development 

A consistent theme to emerge from the socio-political and organisational psychology 

literature reviewed was the professed benefits of career development training that 

focused on developing the generic or key competencies identified in Table 2.1.  This 

increased focus on career development has been one of the most significant factors to 

influence the current popularity of leadership training.  Initially this form of training had 

two objectives.  First, it was designed to build resilience to enable employees’ to cope 

with stressors caused by the identified changes to workplace environments (Caulfield, 

Chang, Dollard, & Elshaug, 2004).  The unprecedented increases in workplace stress 

claims led to an acceptance of the connection between changes to the workplace and 
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employees’ stress (Ford, 2004).  This connection will be the focus of discussion later in 

this chapter.  The second objective was to facilitate career advancement opportunities 

(Cameron, 2009).  McMahon et al., (2008) explained how the perceived value and 

benefit of career development escalated in the 1980s and 1990s due to increased 

political awareness.  This attitude differed from the original focus of career 

development. 

Historically, career development focused on providing remedial interventions to 

individuals based on social justice reforms.  However, this attitude changed with the 

acknowledgment of the political and societal values of career development.  As a result 

the perceived benefits to the Australian economy were considered greater than the needs 

of individuals (McMahon et al., 2008).  Subsequently, the focus was on providing 

workplace training that concentrated on developing skills that would facilitate career 

pathways.  Evidence that this approach was endorsed by government lay in a central 

element of Australia’s newly restructured awards in the late 1980s that included the 

Structural Efficiency Principle (SEP) based on a National Wage Case decision.  SEP 

was designed to provide a framework that would improve efficiency and productivity in 

the workplace and ensured employers provided training to employees that would 

facilitate the development of career pathways (Gonczi & Hager, 1993; Molloy, 2007).  

Career pathways were linked to increases in remuneration that based on the 

development of the identified generic competencies (see Table 2.1) (Smith & Hayton, 

1999).  Cameron (2009) explained how Australia has built a framework of career 

development programs that are structured on competencies.  These programs tend to 

utilise a constructivist approach that aligns the self with the competencies related to 

certain occupations.  The development of competencies that aligns people with relevant 

occupations was throught to enhance their career opportunities (Patton, 2005).  

Therefore, developmental training (PD) that focused on career pathways became an 

accepted method of motivating employees as well as assisting them to cope with the 

changes that were occurring to the workplace (Molloy, 2007).   

These ideas facilitated a belief that investing in human capital would have positive 

implications for organisational effectiveness (Becker, 1994).  Progressive companies 

were encouraged to increase the amount of PD they offered employees because of the 

alleged benefits (Blustein, 2006).  PD was delivered to employees annually as part of 
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performance planning and review systems (PAPs), which were purported to facilitate 

personal growth while accommodating the ongoing workplace changes (Ford, 2004).  

This form of training, which involved an intensive and collaborative process with the 

organisation who commissioned the training, was turned into a vehicle for strategic 

direction (Goldstein & Ford, 2002).  In many cases the success of training was 

measured by the trainer’s ability to develop a training package that was based on skills 

that were deemed essential for the organisation’s success.  These skills generally 

included a capacity for clear thinking and problem solving; flexibility; self-evaluation; 

teamwork and communication (Gonczi, 1992).  The casualisation of the workplace and 

part-time employees increased the alleged benefits of PD training because it provided 

employers with the opportunity to enlighten new employees to changes to the 

workplace environment.  The focus of the following section thus will be on how the 

hypothetical increased need for leadership training has led to PD training defaulting to 

leadership training (Robbins & Judge, 2011). 

2.2.7. PD Defaulting to Leadership Training 

The acquisition of leadership skills was and continues to be an integral component of 

PD training globally.  In many cases the training is entitled Leadership Training, 

because this form of training is considered to facilitate greater company loyalty (Smith 

& Dalton, 2005).  Leadership training is believed to deliver dual benefits; it advances 

the acquisition of skills, concepts or attitudes employers value and it improves the 

performance of employees (Golding & Gray, 2006; Jasper, 2006).  Consequently, 

leadership training has become the preferred option for non-industry specific training 

(Nadler & Nadler, 1995).  Smith and Hayton (1999) also detailed how leadership 

training initiatives have been used by employers to promote concepts such as 

continuous improvement and achieving to one’s full potential with employees who 

focused on career development continuing to be considered a valued commodity in the 

market place (Arthur, Bennett, Edens, & Bell, 2003; Keeley, 2007; Robbins & Judge, 

2011).  Some organisations incorporated leadership training as part of a succession plan 

for leadership cohorts (Bass, 1990; Day, 2000; Gill, Levine, & Pitt, 1994).  This form of 

training has become the most utilised avenue for providing employees with the skills 

and knowledge for their career advancement (Blustein, 2006).   
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There was also a widely held belief globally that the success of the organisation was 

reliant on the quality of training provided to employees (Blustein, 2006).  Therefore, the 

amount of leadership training offered to employees was an indication of the 

progressivism of organisations.  Enlightened employers embraced leadership training, 

viewing its implementation as the secret to success.  People are headhunted by 

organisations and offered the latest most progressive training initiatives to enhance 

leadership cohorts (Crook et al., 2011).  Hart et al., (1996) claims that employers recruit 

people with leadership potential because the skills identified as beneficial for dealing 

with changes in the workplace are also considered essential for effective leadership.  

The opportunity to participate in the latest leadership training opportunities that include 

effectiveness skills, team functioning skills, and systems thinking skills has become a 

selling point for recruitment of successful people (Speck & Knipe, 2005).  However, 

Wilson (2010) claims that the true value of leadership training is its perceived ability to 

maintain and improve the standing of the organisation through the retention of quality 

employees.   

The professed benefits of leadership training have led to more women being encouraged 

to attend training (Sinclair, 1998).  Even though women were provided with more 

opportunities (Vecchio et al., 1994), the increased attendance failed to impact on their 

advancement to upper echelons of management.  Over half of all Masters Degrees in the 

latter part of the twentieth century were awarded to women, however, “95 per of senior 

level managers of the top Fortune 1000 and 500 service companies are men” (Sinclair, 

1998, p.15).  The slight increase in women with leadership qualifications led to 

confusion and a growing resentment in the workplace.   

Women were thought to be challenging the boundaries of stereotypical corporate 

executives globally in the late 1990s (Wilson, 2010).  Initially many women who 

successfully gained a leadership position felt that they needed to adopt a masculine 

approach to “fit in and justify their selection” (Vecchio et al., 1994, p. 158).  This 

attitude, which has had counterproductive implications for the contribution women 

could make to traditional male dominated roles (Sinclair, 1998), has continued into the 

new millennium.  Even though there is a general endorsement that women would make 

good leaders or managers females are twenty times more likely to identify their gender 

as a barrier to gaining a leadership position (Aitken & Higgs, 2010).  The situation has 
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improved for women, however, there continues to be misrepresentation of women in 

many sectors, including the executive level (CEO) as is evidenced by the following 

information. 

 A decade of negligible change for females in executive ranks 

 Women comprise 9.2% of executives in the ASX 500 

 Only 12 ASX 500 companies have female CEOs 

 Women hold 12.3% of directorships in the ASX 200 but only 9.2% 

in the ASX 500 

(Olesen, 2010) 

Some workplace cultures continue to be non-inclusive of women.  Workplaces that are 

inclusive of women tend to offer more leadership training and offer better 

developmental training opportunities for all workers (Aitken & Higgs, 2010).   

2.2.8. Possible Negative Implications of Career Development 

Training  

Although the increased focus on leadership training was seemingly beneficial on a 

number of different levels there were concerns regarding career development moving 

from the social justice framework to its current socio-political positioning (McMahon et 

al., 2008).  Some early research highlighted the need for caution with regard to offering 

career development training when there were limited career advancement opportunities.  

Harvey and Brown (1992) claimed that the perceived benefits of career development 

were reinforced to the point that employers offered career development training, 

regardless of whether there were career advancement opportunities.   

The apparent benefits of this form of training were overridden by the possibility of 

alienating employees if employers did not follow through with career advancement 

opportunities (Ford, 2004).  There was evidence that some large companies used the 

training to control their employees and maintain their loyalty by generating the 

possibilities of a promotion and creating a “subculture of commitment” (Collins, 1988, 

p. 451) without considering the possibility of the negative implications.  Ford (2004) 

stressed the importance of employers understanding that there may be a price to pay for 

alienating employees.  For example, if employees perceived there were barriers to their 

career goals they may become disgruntled and alienated before leaving the organisation.   
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2.2.9. Casualisation and Part-time Employment 

Two changes to the workplace environment that have relevance to this research were 

the centralisation of management, which will be discussed later in this chapter, and the 

tendency toward a part-time or casual workforce.  When recruiting part-time or casual 

staff, employers were more interested in an applicant’s attitude than his or her skills and 

abilities (Smith et al., 2004; Wood et al., 1998).  Employees who were multi-skilled 

were highly valued with their flexibility being considered as one of the most valuable 

commodities in the marketplace (Foley & Morris, 1995; Smith et al., 2004).  The 

acquisition of skills in the technology-focused workplace was difficult for all 

employees, especially part-time or casual employees who were encouraged to make the 

most of any training opportunities.  The initial training offered to new recruits usually 

consisted of a generic induction program that was generally self-paced (Foley & Morris, 

1995).  Induction processes also included ensuring new employees were familiar with 

the specific nuances of the workplace including the language or discourse, and the 

culture and climate of the organisation.   

2.2.10. Organisation Climate, Culture and Discourse 

Changes to the workplace environment the 1980s and 1990s utilised a completely 

different language and terminology.  Bennis and Nanus (1986) explain how terms such 

as climate and culture of organisation emerged, which allowed them to establish an 

identity in the marketplace.  Mission statements charted an organisation’s integrity, 

which in turn defined its culture and the way they achieved success.  The climate of the 

organisation was defined as recurring patterns of behaviour, attitudes and feelings of 

employees within the organisation (Isaksen & Ekvall, 2007).  Ross, Smith, Roberts, and 

Kleiner (1995) described the climate of the organisation as “the shared perception of the 

way we do things around here” (p22).   

Changing the way we interact means redesigning not just the formal 

structures of the organization, but the hard-to-see patterns of interaction 

between people and processes.  The disciplines of shared vision, systems 

thinking, and team learning are specifically aimed at changing interactions.   

(Ross et al., 1995, p. 48) 

An understanding of these ideas is important for this research project because of the 

perceived links between the climate and culture of organisations and employees’ levels 

of stress, morale, wellbeing, and quality of work-life and performance levels (Hart et al., 
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1996).  These ongoing changes to organisational structure necessitated additional 

training and development for all employees (Wilson, 2010).  Enterprise bargaining 

agreements (EBA) that set out the terms and conditions of employment between an 

employees and employers gained popularity in the 1990s (Fair Work Australia, 2014).  

These agreements often included an increased allocation of funds for PD.  EBAs 

continue to influence organisational culture into the twenty-first century (Cooper, 2006; 

Molloy, 2007; Smith & Dalton, 2005).  PD training was viewed as an integral 

component of that culture and climate of the organisation in terms of ensuring 

employees understood and complied with organisational objectives (Anderson & West, 

1996).  Gaining an understanding of the culture and climate of the workplace assisted 

part-time or casual employees to secure ongoing contracts, which increased their 

chances of gaining permanent employment (Verspaandonk, 2000).   

This form of training also ensured employees maintained currency with changes to 

organisational discourse.  Terms such as quality assurance and strategic thinking 

became part of the language of successful businesses (Goldstein & Ford, 2002; Landy 

& Conte, 2007; Salter & Murphy, 2005).  Machines taking the place of skilled and 

unskilled workers was defined as process simplification, just-in-time production, 

downsizing, and major restructuring (Salter & Murphy, 2005).  The increased number 

and variety of tasks each employee was expected to perform was defined by terms such 

as job enlargement, multiskilling, and job combination (Harvey & Brown, 1992; Laing, 

2009; Robbins & Judge, 2011).  Terms such as working autonomously and continuous 

improvement represented attributes that were valued in the workplace (Cooper, 2006; 

Hart et al., 1996; Wood et al., 1998).  Most of these terms also precipitate decreased full 

time employment, and increased casualisation and part-time employment, which 

resulted in increased levels of stress for employees (Ford, 2004; Li & Crump, 2011).   

2.2.11. Centralisation of Management  

One of the most significant factors to increase the popularity of leadership training was 

the centralisation of management.  A consequence of centralising management was the 

abolition of middle management within large organisations and by the 1990s large 

companies were increasing the responsibilities of rank-and-file employees (Harvey & 

Brown, 1992).  One United States of America (USA) example of this practice was the 

“Monday morning massacre at McDonnell Douglas” (p.270).  On this occasion 5200 
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managers were fired and 4000 were re-hired, which meant a reduction of 1200 jobs at 

the management level (Harvey & Brown, 1992).  This tendency to downsize the upper 

echelons of management had a flow on effect in all OECD countries, including 

Australia (OECD, 1994).  Goldman (2009) describes how the practice of downsizing 

has become a common practice in most large organisations, especially at the upper 

levels of management.  He asserts that many employers fail to acknowledge that there is 

a right and wrong way to downsize with the wrong approach demoralising employees 

and leading to grievances and dissention in the workplace.  Li and Crump (2011) 

described how downsizing that appears to be governed by rational thought is actually 

driven more by unconscious motives that ignored the implications of social change.  

The implications can result in feeling of loss and grief for employees.   

Billett (1998) also explains how the technological advances that allowed for the 

centralisation of management tended to isolate workers from the expertise that could 

facilitate their on-the-job learning.  The flow-on effect was especially evident in the 

normal practice of succession planning for employees into the leadership cohort (Day, 

2000).  Autonomous or semi-autonomous teams that were able to, “set goals, make work 

schedules, [and] discipline and reward team members” (Harvey & Brown, 1992, p.  

448) compensated for the decrease in the upper echelons of the organisation in the 

1980s-1990s.  The effect of the introduction of autonomous and semi-autonomous 

teams will be the focus of the following section. 

2.2.12. Autonomous and Semi-autonomous Teams 

The model of teams or groups working autonomously that was implemented in the 

1980–1990s was not a new concept.  The concept originated in England in the 1950s as 

“part of a socio-technical approach to job design and organizational development” 

(Dipboye, Smith, & Howell, 1994, p.  229).  The 1950s model was based on shift 

workers being organised into autonomous work groups, trained, and given 

responsibility for the entire job.  Each team member was paid an incentive based on the 

performance of the entire team.  The concept resurfaced in the 1980s to mixed reviews 

with the primary benefit appearing to be the reduction in the cost associated with 

elimination of management or supervisors positions (Dipboye et al., 1994).  The 

concept of autonomous or semi-autonomous team has continued to be widely adopted in 

most large organisations (Laing, 2009).  This team-focused approace is considered to be 
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an integral component of successful organisations in the twenty-first century (Robbins 

& Judge, 2011).  Even though the team-focused approach played down the notion of 

leadership it was acknowledged that it was necessary for at least one team member to 

have leadership capabilities for teams to function effectively, (Sims & Lorenzi, 1992) 

which precipitated an increased need for leadership training.   

2.2.13. Summary of Changes to Workplace and Workplace 

Training 

There were a number of significant workplace changes in the 1980s and 1990s with the 

most noteworthy resulting from globalisation and technological advancements.  

Globalisation led to competition with other advanced economies and a belief that 

increased spending on education and training would ensure Australia continued to be 

competitive with other OECD member countries.  Technological advancements led to 

increased dependence on machinery and computers and a decrease in the number of 

employees required.  As a result there was an increased focus on part-time and casual 

employment.  The language and discourse of organisations reflected these changes.  

Two terms that became an integral component of large organisations were centralisation 

of management and the introduction of autonomous and semi-autonomous teams.  Both 

initiatives had counterproductive implications for the appointment of people into the 

leadership cohort.   

Most of the changes to organisational structure had serious implications for job security, 

especially to the upper echelons of management, which increased the levels of stress in 

the workplace.  Government legislation forced employers to provide workplace training 

designed to assist employees to cope with these changes.  This training then led to the 

implementation of developmental training.  The areas identified as important for 

developmental training were the alleviation of workplace stress and development of 

skills to facilitate career advancement.  Training that focused on career development 

was considered beneficial for employers and employees because of its apparent capacity 

to increasing employees’ job satisfaction and productivity.   

The biggest change to workplace training since the 1980s was the introduction of CBT 

and CBVE, with the design and delivery of workplace training based on the needs of 

industry.  The centralisation of management had a flow-on effect when it came to 

succession planning for the leadership cohort and an increased need for leadership 
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training for identified employees.  Employers believed that training that focused on the 

development of skills and abilities identified for effective leadership provided all 

employees with an understanding of the strategic direction of the organisation.  

 A number of additional factors contributed to the value placed on leadership training.  

First, employers believed that the success of the organisation was reliant on strong 

leadership, which by default meant that poor leadership would result in organisational 

failure.  Second, the emergence of small L leadership and a greater focus on 

autonomous or semi-autonomous teams contributed to an increase need for leadership 

training.  Third, there was a tendency for developmental training to default to leadership 

training with training providers continuing to utilise the nuance associated with the 

words leader and leadership to promote and market their product.  Fourth, an increase in 

the reported incidents of workplace stress over the past thirty years also emerged as an 

important element in the apparent benefits of leadership training.  This form of training 

was thought to increase employee satisfaction because it provided career advancement 

opportunities and developed resilience skills that would enable employees cope with 

changes to the workplace.  The following section will examine the literature that focuses 

on the relationship between leadership training and workplace stress. 

2.3. Workplace Stress 

2.3.1. Increase in Workplace Stress 

In recent times, most organisations have acknowledged the link between stress, loss of 

productivity and low staff morale.  Dissatisfaction with the quality of working life, 

‘taking a sickie’ or ‘throwing in the job’ are all part of organisational culture that 

Australian managers have increasingly regarded as stress-related (Caulfield et al., 2004; 

Cooper, 2006).  Prior to the 1980s stress was considered to be a medical condition that 

was not related to factors in the workplace (Ford, 2004; Vecchio et al., 1994).  In the 

1980s stress related claims became a significant issue for employers who “expressed 

alarm at the spiralling costs to their organisation of stress-related absenteeism, 

decreased productivity, and medical expenses” (Dipboye et al., 1994).  For example, the 

increase in stress claims for worker compensation in California, USA rose Five hundred 

and thirty-five per cent between 1980 and 1986.  Thirty-six per cent of respondents 

cited work situations as the largest cause of personal stress (Harvey & Brown, 1992).   
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The prevalence of occupational or workplace stress was gaining recognition in 

Australian workplaces during this period.  Some identified professions that were 

considered stressful were teaching, nursing, and the public service (Vecchio et al., 

1994).  Due to the spiralling costs of workplace stress claims employers acknowledged 

that stress was more than a medical or clinical psychology problem (Dipboye et al., 

1994).  The implementation of government initiatives that increased the frequency and 

amount of training offered to employees meant that developmental training (PD) was 

design to assist employees deal with their lack of motivation and job-dissatisfaction.  

These conditions were acknowledged as bi-products of workplace stress (Smith, 1992; 

Smith & Hayton, 1999; Smith et al., 2004).  In 2000–2001 the cost of stress-related 

compensation claims in Australia was estimated to be $150.5 million (Ford, 2004).  

According to a Medibank Private Report, compensation claims for stress related 

workplace injuries in Australia almost doubled from 1996 to 2004, with the prevalence 

continuing to grow steadily over recent years (Medibank Private, August 2008).  Mental 

health problems, which manifested as workplace or occupational stress continued be a 

major concern for employers and employees in Australia (Australian Safety and 

Compensation Council, 2007).   

The Australian Work-related Injuries Survey 2009–10 identified the impact on 

individual employees and the costs associated with the long periods away from work.  

This survey identified mental health issues as a greater problem than physical injuries, 

in relation to absenteeism, with fifty-five per cent of people who suffered from mental 

health problems taking in excess of five days per month sick leave (Australian Bureau 

of Statistics, 2011).  A similar pattern was identified more recently in British 

workplaces, with over two million people identified as having workplace stress.  

Workplace stress resulted in a cost of £12 billion per year to the United Kingdom’s 

(UK’s) economy (Wilson, 2010).  A recent online United States of America (USA) 

Work Stress Survey showed that seventy-seven per cent of workers claimed their job 

was stressful in some way (Harris Interactive & American Psychological Association, 

March 2011).  The following section focuses on literature that details causes of 

workplace stress.   
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2.3.2. Causes of Workplace Stress 

Over the past thirty to forty years, different models have attempted to define and explain 

stress in the workplace, including McGrath’s (1976) Process Model of Task 

Performance and Schuler’s (1982) Integrative Transactional Process Model of Stress.  

Both models focus on how employees react to certain situations in the workplace 

(Denzin, 2010; Dipboye et al., 1994).  The link between stress and specific job 

characteristics was first acknowledgement in the late 1980s.  Stressors identified at this 

time were workload, interpersonal conflict, and lack of control (Ford, 2004).  

Employers were forced to acknowledge that stress was a condition that could occur as a 

result of workplace conditions and actions (Dipboye et al., 1994; Ford, 2004).  The 

acknowledgement that stress could be related to workplace issues led to an investigation 

of potential stressors (Dipboye et al., 1994).   

Some factors that were considered to affect the relationship between occupational stress 

and job performance at the time included gender differences, age, personality, and job 

experience (Denzin, 2010).  There was also an acknowledgement that part-time or 

casual work intensified feelings of insecurity and increased workplace stress (Turner, 

2001; Verspaandonk, 2000).  Specific aspects of occupations were identified as more 

stressful than others with one determining factor being high or low self-determination 

with low self-determining positions being considered the most stressful (Vecchio et al., 

1994).  Denzin (2010) asserts that there continues to be a causal link between a person’s 

sense of self-determination and their ability to cope with stressors in the workplace.  

There was also evidence of a connection between the employees’ perception of success 

or failure with levels of stress (Caulfield et al., 2004).  The following section will focus 

on how job dissatisfaction and the desire to improve working conditions through career 

advancement opportunities, can increase employees’ expectations of a positive outcome 

following leadership training. 

2.3.3. Connection between Career Advancement and 

Workplace Stress 

A number of theoretical perspectives provided a background for understanding the link 

between career development goals and workplace stress.  Employers who were 

confronted with increasing workplace stress claims were keen to understand what could 

be done to alleviate the impact on their employees (Caulfield et al., 2004; Zalaquett & 
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Wood, 1997).  Wood et al., (1998) identified that workplace stress can result from 

people feeling that their careers had plateaued or were blocked with failure to achieve 

career goals being identified as a stressor as early as the 1990s.  Harvey and Brown 

(1992) explained how some employees felt they were “caught in an ‘organizational trap’ 

because their personal goals and sense of meaning become lost” (p.303).  Judge, et al., 

(2001) maintained that perceived options for career advancement were linked to 

satisfaction, mental health and well-being and the length of time people are prepared to 

stay in the environment.  Some employees were prepared to leave the workplace when 

they perceived opportunities for advancement did not exist.  However, the 

psychological problems associated with workplace stress increased when they did not 

have the option of relocating (Cameron, 2004). 

The idea that success can elevate a person’s mood have continued to gain momentum 

along with the belief that anything is possible if you try hard enough and hard work will 

be rewarded (Cohen, 1993; Covey, 2004a, 2004b).  These ideas, which are frequently 

articulated in Western culture emanated from Max Weber's (1905) thesis on the 

Protestant Work Ethic (PWE) and Rise of Capitalism.  Weber believed that all 

employees, from the CEO to entry-level workers, needed to have a set of moral 

principles or a strong work ethic to keep the company functioning at its peak (Gardner 

et al., 2001).  These standards were and continue to be considered vital for achievement 

of the company’s goals along with a belief that workplace success can elevate an 

employee’s mood (Wilson, 2010).  Conversely, failure to succeed, either personally or 

at the organisational level, can have negative implications for the mood of the 

workplace (Stoner & Perrewe, 2006).   

The concepts that being successful can lift a person’s mood and failure to succeed can 

have negative implications originated from the research by Alderfer (1969).  The 

ensuing frustration and disappointment that occur from failure to obtain a coveted job 

promotion can lead to regression that can impact on the individual’s ability to focus on 

their work.  The research of Atkinson and Birch (1978) outlines how fear of failure and 

the probability of failure influence a person’s pursuit of success.  They asserted that 

while the prospect of being successful motivated people, the fear of failure had counter-

productive implications.  McClelland (1987) affirmed that even though the desire to 

succeed encouraged hard work, the shame associated with failure could be counter-
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productive.  Female employees tend to be more susceptible to these influences because 

of the perception that they need to work harder to gain recognition for their work 

(Rossi, 2006; Salter & Murphy, 2005).  The link between career advancement 

opportunities and workplace stress can be seen in Table 2.2. 

Table 2.2 Probable alignment of psychosocial hazards to stress 

Psychosocial hazards Definition 

Job content Lack of variety or short work cycles, fragmented or meaningless work, under use of skills, high 

uncertainty  

Control Low participation in decision making,  

Organisational culture  Poor communication, low levels of support for personal development,  

Role in organization Role ambiguity, role conflict, and responsibility for people 

Career development Career stagnation and uncertainty, under promotion or over promotion, poor pay, job insecurity, 

low social value to work 

Note: This table has been adapted to emphasise the relationship between the career stagnation and workplace stress Australian 

Safety and Compensation Council (2008) 

There are similar findings to this Australian study evident in other OECD countries.  

For example, a survey conducted by the American Psychological Association in 2011 

revealed that forty-three percent of employees cited lack of opportunities for growth and 

advancement as significant sources of stress.  This survey also revealed that more than 

thirty-six percent of workers reported feeling stressed during their workday and forty-

nine percent reported low salary as a significant stressor (Harris Interactive & American 

Psychological Association, March 2011).  Uncertainty in the workplace was identified 

as one the main causes of stress for both males and females.  A New Zealand report 

entitled Guidelines for Workplace Stress and Fatigue Management (2007) listed 

uncertainty and or stagnation; low status and/or pay; and the low social value of work, 

as leading causes of stress and subsequent burnout in the workplace.   

2.3.4. Psychological and Physiological Implications of 

Workplace Stress 

Even though there was no evidence of a formal acknowledgement of the connection 

between stress and workplace conditions until the 1980s, a consistent theme to emerge 

from the literature dating from as early as the 1930s was the connection between job 

performance and an employees’ level of satisfaction in the workplace.  Many of these 

ideas emanated from the socio-cultural research conducted by Merton (1938).  Merton 

(1968) described how satisfaction comes from the achievement of desired goals and 

failure to achieve these goals can lead to emotional anomie.  Rosenfeld and Messner 
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(1995) maintained that the desires and aspiration that a commonly articulated in 

Western culture originated from what Merton refers to as the American Dream.  They 

explained how these emotions are reliant on a cultural ethos that encourages high levels 

of ambition and “a commitment to material success” (p.164).  French sociologist Emile 

Durkheim (1851–1917) popularized the term anomie to describe the personal feelings of 

loss due to a breakdown of social norms and values.  Even though some of this research 

is dated, the identified link between workplace stress and failure to achieve career goals 

continues to be relevant in the twenty-first century (Cooper, 2006; Ford, 2004; Rosch, 

2006; Stoner & Perrewe, 2006). 

There was evidence in organisational psychology literature of the way a person felt 

about their job contributing to workplace stress (Cooper, 2006; Ford, 2004; Judge et al., 

2001).  Ford (2004) pointed out how the roles people play in the workforce have the 

potential to shape a person’s personality as well as contribute to his or her happiness 

and sense of well-being.  Judge et al.. (2001) examined the relationship between job 

satisfaction and job performance.  Despite acknowledging the complex nature of these 

issues, their research outlined how job performance can be an indicator of job 

satisfaction.  Their research also showed a relationship between mood and job 

satisfaction with most people aspiring to do something well rather than poorly, “the 

most logical explanation of the effect of performance on satisfaction is that of success – 

performance is satisfying because it brings success in the form of valued rewards” 

(Judge et al., 2001, p.392).  Cooper (2006) described the changes that have occurred due 

to the increased pressure in the workplace.  This research described how the outcome of 

many of these changes resulted in physiological conditions as well as psychological 

problems.   

Ford (2004) identified how the escalation of occupational stress in Australia the 1980s 

and 1990s was the result of workers facing more demands from various sources.  

“Changing government policies, such as outsourcing, downsizing, casualising, and de-

institutionalisation without appropriate resources, have boosted the workload on the 

human services industry and government agencies” (Ford, 2004, p.1).  An increase in 

workplace stress was also linked to employees’ emotional reactions to what they 

perceive as employers’ unrealistic demands.  These demands included situations where 

employees did not have the ability or were they were asked to do too much in the 
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available time (Wood et al., 1998).  One example of this situation was when workers are 

required to work harder and faster to meet objectives and performance criteria of a new 

management (Caulfield et al., 2004).  Stoner and Perrewe’s (2006) research linked 

workplace stress and depression with issues such as role ambiguity, lack of job 

satisfaction and control.   

A Medibank Private report in Australia emphasised the relationship between demand 

and control as one of the primary workplace stressors.  “Control over one’s work 

(deadlines, outputs etc.) has a strong impact on perceived stress, affecting both an 

individual’s self-esteem, as well as their ability to achieve work goals.  Employees with 

low control can become frustrated and feel underappreciated” (Medibank Private, 

August 2008, p. 5).  There was evidence that higher-level occupations resulted in better 

mental health of the workers (Wood et al., 1998).  Wilson (2010) described how boring 

repetitive or low-level jobs, where people had little control over their workplace and 

where the work was not challenging, were identified as the most stressful.  Workplace 

stress was shown to have an impact on healthy employers, because they were required 

to be three times more productive to make up for the deficit caused by unhealthy 

workers who were absent for long periods (Cooper, 2006).  Absenteeism was not the 

only outcome of workplace stress.  The cost of employee frustration and disappointment 

can manifest in a number of different ways (Rossi, 2006).  One of the recently identified 

issues is presenteeism, which has subsequently been identified as having a bigger 

impact on employees’ productivity than absenteeism (Medibank Private, August 2008).   

Presenteeism, which is the opposite of absenteeism, occurs when employees go to work 

in spite of illness (Australian Safety and Compensation Council, 2007).  This condition 

can have a similar negative impact on workplace performance to absenteeism.  Figure 1 

shows that the cost of presenteeism was double that of absenteeismin Australia in 2008. 

 

Figure 2.1 Financial impact of absenteeismand presenteeism in Australia in 2008 

Source: (Medibank Private, August 2008) 
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The costs of stress related injuries related to absenteeismand presenteeism were shown 

in this Medibank Private report; “Stress-related presenteeism and absenteeismare 

costing the Australian economy $14.81 billion a year [and] directly costing employers 

$10.11 billion a year” (Medibank Private, August 2008, p.5).  Stoner and Perrewe 

(2006) refer to the condition that leads to presenteeism as a depressed mood at work 

(DMW), “a general disheartened, disenchanted down and blue feeling” (p.88).  They 

maintained that DMW, resulting from organisational stressors, has serious implications 

for organisations resulting in a decline in job performance and burnout.  Table 2.3 

outlines the psychological conditions associated with workplace stress. 

Table  2.3 Psychological Conditions linked to Workplace Stress 

Psychological Conditions 

Anxiety Nervousness 

Tension Strain 

Depression Burnout 

Source: (Medibank Private, August 2008) 

Medibank identified burnout as the most costly of the identified conditions.  Maslach et 

al., (1996) identified burnout as an overwhelming feeling of exhaustion, cynicism and 

detachment from the job, which resulted in employees’ failure to work to their full 

capacity in terms of performance standards and production quality.  As well as the 

psychological implication of workplace stress, there is a range of ongoing physiological 

health problems associated with stress.   

There is evidence in the literature of a causal links between workplace stress and a wide 

range of health issues (Blustein, 2006; Cooper, 2006; Ford, 2004; Persaud, 1993; Rosch, 

2006; Salter & Murphy, 2005; Stoner & Perrewe, 2006).  Table 2.4 provides a list of the 

identified physiological conditions. 

Table 2.4 Physiological Conditions linked to Workplace Stress 

Physiological Conditions 

Musculoskeletal disorders Digestive problems 

Gastrointestinal disorders Sleep problems 

Cardiovascular disease Obesity 

Autoimmune diseases Skin conditions, such as eczema 

Pain of any kind  

Source: (Medibank Private, August 2008) 
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The link between physiological illness and a person’s mental ability to deal with day to 

day issues was first identified by physician Bernardo Ramazzini in the early eighteen 

hundreds.  He recognized the possibility of a connection between a person’s occupation 

and their illness and alerted other physicians of the day to be mindful of their patient’s 

occupation when treating their illness (Rosch, 2006).  Blustein (2006) concurred and 

stated that the idea that the type of work people do can impact on how they feel was a 

consistent theme in prehistoric art and medieval writing, with men and women being 

depicted as lazy or disinterested when the work was tedious or undesirable.   

The prevalence of the link between a person’s occupation and their wellbeing continues 

to have relevance in the twenty-first century.  There is evidence that some people are 

reliant on the role they play in the workplace and define their level of success, self-

determination, and power by their occupation (Blustein, 2006; Cooper, 2006; Ford, 

2004).  Maslach et al., (1996) pointed out how some workers develop a sense of 

ineffectiveness and lack of accomplishment when they suffer from work related stress 

that has the potential to extend to their life outside of their employment.  This 

phenomenon is one of the hidden costs of workplace stress which is now the focus of 

this review. 

2.3.5. Hidden Costs of Workplace Stress 

One theme that emerged from organisational psychology literature was the hidden costs 

associated with workplace stress (Blustein, 2006; Halbesleben, Zellars, Carlson, 

Perrewé, & Rotondo, 2010; Maslach et al., 1996; Stoner & Perrewe, 2006).  

Halbesleben, et al., (2010) reported on what they refer to as the work-family interface, 

which described the impact on the families of stressed employees.  They described how 

the affect can be positive when the void lacking in their work was filled by the family.  

However, the opposite can occur, with devastating consequences for all parties, when 

employees take their workplace problems home.  The negative implications can result in 

marital problems and long-term psychological issues.  Blustein (2006) detailed what he 

referred to as the crossover effects of workplace stress, which had negative implications, 

“the tensions we bring home from a day in ‘purgatory’ spill over into family life, 

friendship, and community, affecting those central contexts of our lives …” (p.36).  

These negative implications have the potential to lead to familial or marital problems 

and long-term psychological issues.  Stoner and Perrewe (2006) described how being 
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depressed at work and the desire to prevent ongoing psychological problems may result 

in staff choosing to seek alternative employment when the situation becomes 

impossible.   

There was evidence as early as the late 1980s of employees choosing to leave their 

workplace when their stress levels reach the point that they can no longer cope.  This 

self-preservation strategy continues to be widely utilised by employees (Caulfield et al., 

2004) and has become one of the most expensive aspects of workplace stress for 

employers (Cooper, 2006; Salter & Murphy, 2005).  Some of the additional costs 

identified were and continue to be:  

 Recruitment, which came with the risk of not being able to recruit 

appropriate people 

 Loss of productivity, not only with the new staff, but also existing 

staff that may be required to retrain the new staff member 

 Lower morale among other staff – resulted from the loss of a 

colleague or related to the introduction of a new staff member 

 Reduced customer service resulting in loss of customer loyalty 

(Caulfield et al., 2004; Cooper, 2006; Persaud, 1993) 

Staff retention continues to be an ongoing concern for large organisations with the cost 

associated with staff turnover globally ranging from fifty percent to one hundred and 

fifty percent of the annual salary, depending on the role and level of seniority of the 

employee.  Loss of staff has serious implications for career development and succession 

planning with newly appointed staff needing time to fit in and to be trained in the 

nuances of the culture and climate of the organisation (Wilson, 2010).   

2.3.6. Strategies for Dealing with Stress in the Workplace  

Organisational psychology literature confirmed that due to the complex nature of 

workplace stress there can be multiple causes.  Subsequently the methods of dealing 

with workplace stress are equally complex.  Table 2.5 shows that a Medibank Private 

Report recommends a three-stage process as the preferred method of dealing with stress.  

This process involves the identification and reduction or elimination where possible of 

work related stressors and of employers and employees needing to develop skills and 

knowledge to recognise the signs and symptoms of stress. 
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Table 2.5 Strategies for Dealing with Workplace Stress 

Strategy Behaviour 

Prevention Aims to identify work-related sources of stress and eliminate, reduce or control the sources of stress 
where practicable. 

Management Aims to develop the skills and knowledge employees and their managers need to recognise the signs 

and symptoms of stress in themselves and others. 

Treatment Through the provision of appropriate professional medical and psychological support 

Note: These three strategies were both identified in reports from Medibank Private (August 2008); (University of Canterbury, 2007). 

The management phase of this table emphasises the importance of workplace training 

that develops a range of generic skills.  Organisational psychology literature stressed the 

benefits of training that increases employees’ career opportunities (Halm, 2011; 

Robbins & Judge, 2011).  This perceived need for career advancement opportunities had 

a direct impact on the increased popularity of leadership training.  Table 2.6 shows the 

range of skills and coping strategies considered necessary for employees to deal with 

the demands of the workplace. 

Table 2.6 Strategies for the prevention of Workplace Stress 

Strategy Behaviour 

Empowerment and Participation Allowing workers to have more say in decisions affecting them and their work. 

Job Design Creating ‘enriched ‘ jobs that make work more interesting and responsible for individuals 

and groups 

Goal Setting Making sure that every worker understands job expectation and has challenging, but 

achievable, performance goals 

Communication Providing everyone with continuous information about performance accomplishments 

Selection, placement and training Emphasising a proper ‘person-job’ match with filling jobs; moving people as appropriate to 

new jobs; and giving everyone the chance to continually update and expand their skills 

through training and development 

(Medibank Private, August 2008; University of Canterbury, 2007) 

Both the Australian and New Zealand reports stressed the importance of allowing 

employers to have a say in decisions that affect them in the workplace.  Making sure the 

work was interesting and challenging with a focus on ensuring a proper match between 

the person and their position were identified as important along with the employers 

being responsible for employees continually updating and expanding their skills through 

training and development.   

2.3.7. Summary of key points 

A number of relevant themes emerged from the organisation psychology literature 

including the importance employers placed on workplace training that assisted 

employees deal with workplace stress.  The growth in workplace stress in the 1980s 
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resulted in spiralling costs to employers associated workers’ compensation claims and 

absenteeism.  A number of theoretical perspectives explained how a lack of career 

development opportunities and job insecurity had the potential to lead to workplace 

stress.  There was evidence of a long history of connecting the type of employment the 

person undertakes with illness.  The role each person plays in the workplace surfaced as 

a potential stressor that contributes to his or her happiness and wellbeing.  The greatest 

impact on job satisfaction appeared to come from low-level positions, where people 

have little control over their workplace.  As well as a concern for the health and 

wellbeing of employees, employers were concerned with the increased loss of 

productivity caused by workplace stress. 

A consistent theme in the literature was that stressed employees were less productive, 

less motivated, more inclined to lose their ability to problem-solve and more prone to 

making more errors.  This condition, referred to as presenteeism, was identified as 

having greater financial implications than absenteeism.  Presenteeism was also referred 

to as a depressed mood at work with employees being more susceptible to a range of 

psychological problems, such as burnout, anxiety and depression and physiological 

conditions such as heart disease.  There was evidence that the substantial costs 

associated with workplace stress were not limited to absenteeismand presenteeism.  

There were a range of hidden costs identified with one of the most significant issues 

being staff retention and recruitment costs.   

Expenses associated with locating a new staff member included the accompanying costs 

of loss of productivity, lower morale among existing staff and reduced customer 

service.  The crossover effect that occurred when employees allowed their work to 

impact on their families was also identified as a factor for many employees.  The 

consequences of this condition were identified as positive if the family filled the void 

created by the lack of fulfilment in the workplace, however, negative implications could 

result in a range of familial and marital problems.  Even though many people choose to 

relocate when there are no apparent career opportunities, an inability to re-locate 

exacerbates their situation. 

As a result, employers acknowledged the apparent benefits of offering employees 

workplace training that would build resilience and skills that would facilitate career 

advancement.  Employees also embraced this form of training and the concepts of 
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continuous improvement and achieving to their full potential.  One explanation for the 

trend of employees embracing the desire for continuous improvement was the increased 

importance some people placed on their job with their occupation becoming the most 

significant factor in their lives.  There was evidence that employees tend to define their 

level of success by their position in the organisation and of a connection between job 

satisfaction and performance with needing to perform well being a significant factor in 

elevating a person’s mood.   

Even though stress in the workplace is an extremely complex issue, there was a 

consensus that developmental training could provide employees with the strategies to 

help them overcome the impact of the stressors.  Changes to the leadership paradigm 

and the emergence of small L leadership meant that there was a perception of increased 

opportunities for career advancement to a team leader or supervisory positions.  The 

following section will examine the evolution of leadership and leadership training to 

contextualise its rise in popularity and provide further evidence of how it has become 

the default option for PD.   

2.4. Leadership 

2.4.1. Historical Background of Leadership 

A review of leadership research showed that an awareness of the potential of strong or 

effective leadership originated in the latter part of the nineteenth century (Burns, 1978) 

with the word leadership initially being used to describe the functions of the leader.  

The premise of early research was of the leader being the individual in the group given 

the task of directing and coordinating tasks.  The socio-cultural values and mythological 

significance of the words leader and leadership were relevant aspects of this research.  

Swaffield and MacBeath (2008) provided a useful summary of what they referred to as 

the old frame of reference for leadership by using expressions such as; “the few leading 

the many; larger than life, high status individuals; those who are appointed or elected to 

the role” (p.  38).   

Leadership literature emphasised a number of adjectives used to describe different 

leadership styles, including laissez-faire, authoritarian, participative, democratic, 

transactional, transformational, moral, strategic (Bass, 1990; Bennis & Nanus, 1986; 

Burns, 1978; Dempster, 2008; Farber, 2009; Gill et al., 1994; Heifetz, 1994; Wren, 
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1995).  These classifications resulted from different theories, including contingency 

theory, life-cycle theory, path-goal theory, implicit leadership theory, leader-member 

exchange, change theory, just to name a few (Aitken & Higgs, 2010; Blanchard & 

Hersey, 1996; Dipboye et al., 1994; Schultz & Schultz, 2006).  Nevertheless, Jackson & 

Parry, (2008) stressed these labels and definitions merely captured the different stylistic 

or methodological approaches to accomplishing the same two essential objectives 

deemed necessary for organisational effectiveness.  The first objective was to help an 

organisation define its direction, and the second was to influence employees to move in 

that direction.  Regardless of the differences in the theoretical perspectives of 

leadership, the implicit link to power and success continued to remain a consistent 

theme in the promotion of leadership development (Harter, 2006).  The focus of the 

review will now move to the ongoing link between leadership and power and success. 

2.4.2. Links with Power and Success 

Numerous studies dating back to the early part of the twentieth century linked the 

concepts of power and success with leadership.  The premise of McClelland’s (1975) 

leadership motive pattern (LMP) was that leaders have an inherent need for power.  

Leadership was something that was delivered by leaders who were traditionally viewed 

as the holders of the highest status role in most groups and someone or something to 

look up to and aspire to emulate (Bryman, 1986; Burns, 1978; Dipboye et al., 1994).  

Vaughan and Hogg, (1995) agreed with this description and elaborated by describing 

how leaders, and by default leadership, have historically and traditionally been viewed 

as the epitome of success.   

Turner (1991) pointed out that the words leader and leadership were not only 

synonymous with power, prestige and success, the words implied that the leader had 

authority to control and influence others.  This attitude to leadership was viewed as 

oppressive, with Bennis and Nanus (1986) claiming that “historically leaders have 

controlled rather than organised, administered repression rather than expression, and 

held their followers in arrestment rather than in evolution” (p.12).  Even though there 

have been attempts to dispense with these traditional ideas of leadership they have 

continued to maintain currency on a subconscious level, in the face of the significant 

changes to leadership paradigm (Harter, 2006).   
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2.4.3. Changes to Leadership Paradigm 

Leadership research in the past 20–30 years has concentrated on the impact of changes 

to the concept of leadership that co-incidentally appeared to align with the identified 

changes to the workplace and workplace training.  The alignment of these seeming 

unrelated factors had significant implications for leadership training’s rise in popularity.  

The biggest impact came from the emergence of a team focused approach to leadership, 

(Day, 2000; Dempster, 2008; Gill et al., 1994; Kelly, 1999; Rost, 1991, 1993), which I 

refer to as small L leadership.  These changes translated into what Rost (1991) speaks 

of as “the post-industrialist leadership paradigm” (p.1), which was characterised by 

concepts of collaboration, power sharing, facilitation and empowerment (Dempster, 

2008; Gill et al., 1994; Harter, 2006; Quinn, 1996; Sinclair, 1998).  Bennis and Nanus 

(1986) claimed that good or effective leadership, which was both simple and complex, 

was having the ability to encourage employees to seek new, more effective ways of 

doing things.  They asserted that, “leadership is something that can be learned by 

anyone, taught to everyone, denied to no one” (p.27).  Table 2.7 outlines the skills and 

capabilities considered necessary for small L leadership. 

Table 2.7 Description of Framework for Small L Leadership 

Skills and Capabilities 

Influencing others Modelling and learning behaviour 

Taking the initiative Making moral choices for the wider good 

Offering a service Adapting to circumstance 

Making decisions on behalf of others Sensitive to and influencing others 

(Swaffield & MacBeath, 2008) 

A number of popular assertions were intrinsic to changes to the leadership paradigm and 

the emergence of small L leadership.  First, anyone and everyone has the potential to 

become a leader (Farber, 2009; Harter, 2006; Yaverbaum & Sherman, 2008), and 

second, leadership was evident at all levels of the organisation, not merely in the upper 

echelons (Gill et al., 1994; Sinclair, 1998).  Consensus at the time was that leadership 

skills could be learned and that very few people were inherently leaders (Covey, 2004a, 

2004b; Farber, 2009; Hall, 2004).  The next section will focus on the influence of small 

L leadership on the growing support for leadership training. 
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The implementation of small L leadership meant that everyone and anyone could be 

given the responsibility of a leadership position (Day, 2000; Dempster, 2008; Gill et al., 

1994; Kelly, 1999; Rost, 1991, 1993).  Small L leadership was not considered a title, 

but a role that was available to employees for varying periods, including the length of a 

project (Sims & Lorenzi, 1992).  Harvey and Brown (1992) explained that it was 

common practice for the responsibilities of the leader to be shared with groups and that 

an informal leader would be appointed for the duration of the project.  Kelly (1999) 

described how small L leadership had more to do with the power of expertise and a 

credible reputation than the power of a job title.  Employees appointed to a small L 

leadership position could work with the assistance of co-leaders and followers for a 

one-hour meeting or a six-month project.  There is evidence that to be an effective 

leader it would be necessary to have at least two followers with the expectation being 

that in large organisations the ratio of leaders and followers could be at least ten to one 

(Aitken & Higgs, 2010; Bolden & Gosling, 2006; Sims & Lorenzi, 1992).   

Covey (2004a) asserted that leadership utilising this framework was a choice not a title.  

Farber (2009) endorsed the concept that individuals could develop the specific 

leadership skills and maintained that real leadership was “about taking up the cause to 

change some part of the world” (p. 3).  The model of small L leader continued to grow 

in the latter part of the twentieth century and has become an integral part of 

organisational culture in the twenty-first century.  This change has necessitated 

increased focus on leadership training for all employees (Robbins & Judge, 2011).  The 

focus will now move to the impact of strong leadership and the differentiation between 

leaders and managers, and their potential to influence the approval rating of leadership 

training. 

2.4.4. The Link between Strong Leadership and 

Organisational Effectiveness 

The reviewed leadership literature drew on concepts of effective leadership that 

emerged in the 1990s to emphasise the evolution of the popular assumption that 

effective leadership is essential for organisational effectiveness.  Rost (1993) explained 

how the words leader and leadership took on a mythological significance that helped 

people explain effectiveness.  His research explained how these ideas allowed for the 

celebration of effectiveness, with ineffectiveness identified as a lack of leadership.  
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Increasingly, effective or strong leadership became synonymous with organisational 

effectiveness, which was epitomised by high-level competencies or capabilities (Farber, 

2009; Halm, 2011).  Drew, Ehrich, and Handford (2008) emphasized how these ideas 

still have currency in the new millennium and point out that effective leadership has 

become synonymous with the success of the organisation.  Farber (2009) referred to the 

link between strong leadership and increased profitability that would be motivation for 

employers to offer leadership training to their employees.   

Conversely, bad or what was referred to as toxic leadership was believed to contribute 

to an organisation’s failure (Kellerman, 2004; Lipman-Blumen, 2004; Whicker, 1996).  

Increasingly, failure to increase the company’s profit margin was thought to be the 

result of toxic or poor leadership, “costly business failures can be traced to one source: 

poor leadership” (Schultz & Schultz, 2006, p. 192).  Kellerman (2004) claimed that 

leaders who found themselves in this situation could feel enormous pressure to accept 

responsibility for the failure of the organisation.  There was also a belief that bad or 

toxic leaders tended to manage rather that lead their employers (Harter, 2006).  Most of 

the leadership literature examined for this project outlined the repositioning of leaders 

and managers.  Landy and Conte (2007) explained that there was an assumption that 

effective leadership was “the icing on the managerial or supervisory cake” (p.  498). 

Managers where thought to have poor leadership skills with terms such as micro-

management, being viewed as a negative strategy for organisation.  These ideas led to a 

trend to replace managers with employees who demonstrated good leadership skills 

(Robbins & Judge, 2011), which added to the perceived benefits of leadership training.   

Regardless of the assertion that leaders and managers adopted different styles, the word 

leadership, when applied to small L leadership, was interchanged with titles such as, 

manager, team-leader or supervisor with the difference being a clear understanding that 

the role was temporary (Bass & Avolio, 1994; Day, 2000; Gill et al., 1994; Goleman et 

al., 2003; Higgs, 2003).  Robbins and Judge (2011) emphasised how employers came to 

appreciate how the skills and abilities of a team’s leader could influence the 

performance of that team.  There was a belief that intellectual or effective team leaders 

could help team members who struggled with a task.  Concurrently, less intelligent team 

leaders had the potential to neutralise the effects of a high functioning team.  Employers 

used leadership training and workshops that focused on developing a range of generic 
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skills considered essential for effective leadership in an attempt to create effective team 

players and leaders (Sims & Lorenzi, 1992).  These skills and abilities, including 

problem solving, communication, negotiation, conflict management and coaching skills, 

continue to be key elements of leadership training courses and programs (Aitken & 

Higgs, 2010) are synonomous with those identified in Table 2.1 as generic 

competencies that employers tend to value in all employees.  Assumptions of good or 

effective leadership being essential for the success of the organisation continue to 

dominate current concepts of leadership (Robbins & Judge, 2011). 

2.4.5. Continued Emphasis on Power and Success 

Despite the changes to the leadership paradigm and the emergence of a collaborative 

team-focused approach to leadership, team leaders continued to be have power over 

their colleagues.  Successful teams were dependant on the ability of a team leader to 

make judgements and set an example for others, which gave them power.  Landy and 

Conte (2007) explained that the words leader and leadership continued to be aligned 

with images of success with the words continuing to evoke “a much more visceral 

reaction that conjures up images of great men doing great things” (p.47) than the images 

created by small L leadership of collaboration and cooperation.  Harter (2006) agreed 

and explained that the problem lay in the nuances of word leadership. 

Leadership itself – not the study of leadership, but leadership as an 

experience – has a…tendency to calcify or congeal; solidifying into a more 

permanent relationship than the parties had originally intended…Leadership 

reinforces itself, perpetuating itself, long after the motives for it have gone.   

(Harter, 2006, p. 22) 

These nuances identified by Harter (2006) continue to have the potential to impact on 

the motivation and expectations employers and employees have of leadership training.  

Leadership aspirations were and continue to be considered desirable and the concepts 

and advantages of strong leadership continue to be perpetuated through the introduction 

of leadership aspiration from an early age.  For example, children as young as twelve 

who are in junior secondary school are encouraged to develop their leadership potential 

to facilitate their success in the workplace (Department of Education Training and 

Employment, 2012).  The following section will concentrate on impact of the 

implementation of small L leadership and it alignment with success within the APS.   
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2.4.6. Leadership in the Australian Public Service (APS) 

An investigation of literature revealed that the APS was one of the first employers to 

adopt the concept of small L leadership and semi-autonomous teams in the latter part of 

the twentieth century (Verspaandonk, 2000).  Regardless of this focus, the alignment of 

management and leadership continue to be a theme in the upper echelons of the APS.  

The Australian Public Service Commission State of the Service Report, 2008–09 (SSR) 

provides an historical account of how the formation of the Senior Executives Services 

(SES) in 1984, improved the management and leadership capabilities of the APS.  

According to Lough (2006) the introduction of SES resulted from a decrease in the 

number of public service employees at the managerial level in the latter part of the 

twentieth century.  “In the area of frontline management development, the progressive 

transformation to the ‘lead organisation’ structure from the early 1980s spelled the 

demise of ‘middle management’ as we know it and initiated the focus on the ‘frontline 

manager’ as team leader or coordinator and coach” (Lough, 2006, p.  153). 

There was evidence that the number of public servants actually appeared to increase at 

the end of the twentieth century (Turner, 2001), however, this situation was merely a 

reflection of the tendency to employ casual and part-time staff (Molloy, 2007).  The 

Howard Coalition Government (1996–2001) continued to decrease the size of the public 

service, as well as its reliance on ongoing staff (Turner, 2001).  Downsizing at all levels 

of government was contagious and was influenced by its perceived economic benefits, 

while evidence of the harmful effects continued to be ignored (Lee & Strang, 2003).  A 

significant reduction in the number of career opportunities and leadership positions was 

one of the outcomes of these government initiatives (Verspaandonk, 2000).  The APS 

has continued to develop a flat structure with a greater focus on the development of 

semi-autonomous teams that are reliant on small L leadership, supervisors and team 

leaders (Australian Public Service Commission, 2007). 

2.4.7. Summary of key points 

The emergent themes from leadership research identified the essential elements of 

effective leadership, which are consistent for a number of different theoretical 

perspectives.  Initially, the focus of leadership was on the leader who was a larger than 

life individual with high status and prestige.  The latter part of the twentieth century 

witnessed a change in attitude to the concept of small L leadership, defined as a 
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collaborative team process.  The concept of small L leadership has subsequently become 

the preferred model in many organisations, especially the APS.  However, the different 

stylistic or methodological approaches did not challenge the two basic assumptions that 

define leadership that were described earlier; namely, defining the direction and goals of 

the organisation and getting people to follow direction to achieve these goals. 

A number of popular assumptions that surround leadership continue to be influential.  

One idea was that good leadership is synonymous with organisational success and bad 

or toxic leadership leads to organisational failure.  The changes to the leadership 

paradigm led to a distinction between leaders and managers and the idea that effective 

leaders were progressive people who embraced change and adopted a collaborative 

approach to leadership.  The subsequent impact of this attitude was a belief that leaders 

were superior to managers.  Despite these changes to the leadership paradigm, the 

words leader and leadership, continue to be associated with concepts of power, 

prestige, and success.  The ideas that strong leadership is synonymous with 

organisational success and organisational failure is the result of poor leadership are 

themes that have led to higher expectations of the benefits of leadership training.  The 

continued association of leadership with success, that continues to dominate the 

promotion and marketing of leadership training courses and programs, will be the focus 

of the following section.   

2.5. Leadership Development & Training 

An examination of relevant literature emphasised that the development of leadership is 

not a new concept with leadership training and development being referred to any 

activity that enhanced the quality of leadership within an organisation.  Farber (2009) 

describes how the development of effective leadership training has been reliant on 

gaining an understanding of the nature of leadership.  The important criteria when 

defining leadership was that there were people willing to follow, which Chaleff (2009) 

refers to as followership.  Therefore leaders achieve their results through influencing the 

actions and attitudes of others.  To contextualise the popularity of leadership training it 

was necessary to gain an understanding of its evolution as a workplace training option.  

This evolution will be addressed in the following section. 
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2.5.1. Evolution of Leadership Training 

The belief that leaders could be trained or that leadership could be learned or taught can 

be traced to the literature of the 1930s (Bass, 1990).  Even though a number of 

leadership authorities endorsed the concept that individuals could develop specific 

leadership skills, leadership has only become the focus of academic studies in the last 

fifty to sixty years, (Blanchard & Hersey, 1996).  These early programs focused on 

examining and explaining different leadership styles (Bass, 1990; Blanchard & Hersey, 

1996; Burns, 1978; Gill et al., 1994; Heifetz, 1994; Stockland, 1977) in an attempt to 

understand why some leaders were more effective than others.  Research showed that 

leadership-training programs in the 1960s were starting to reflect the recent theoretical 

changes (Bryman, 1986).  The focus of leadership training subsequently moved to 

identifying and developing the skills and abilities/competencies identified as essential 

for effective leadership in line with the implementation of CBT and CBVE (Bolden & 

Gosling, 2006; Day, 2000; Dempster, 2008; Gill et al., 1994).  Rost (1991) viewed this 

move to focusing on leadership capabilities as problematic.  He asserted that the 

ambiguity surrounding the concept of leadership made leadership training and 

development difficult. 

The…problem with leadership studies…and with the people who do 

leadership is that neither the scholars nor the practitioners have been able to 

define leadership with precision, accuracy, and conciseness so that people 

are able to label it correctly when they see it happening or when they engage 

in it.   

(Rost, 1991, p.3) 

Rost (1993) claimed that unless there was an identifiable definition of leadership, 

scholars and practitioners would label all kinds of activities, processes, and persons as 

leadership.  He asserted that conferences, speeches, books and training programs and 

courses use “the positive image of the word leadership to sell or dignify their products” 

(p3).   

Billet (2001) also viewed attempts to identify specific capabilities for effective 

leadership as problematic.  He asserted that the generic nature of the skills made them 

difficult to define or identify and the subjective nature of the skill meant that most 

people would, to a greater or lesser extent, identify as having these skills.  Bolden and 

Gosling (2006) also claimed that the identified skills were not specific to effective 
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leadership and claimed that many employers viewed them as essential for all of their 

employees, not just the leadership cohort.  The dominance of the competency paradigm 

was also viewed as problematic because the objective nature of the theory only allowed 

for a description of what Cohen, Manion, and Morrison (2000) referred as “measurable, 

technical and tangible” (p.365) aspects of leadership.  Competency thinking also 

promoted the notion of individuals acting in isolation, which was not reflective of the 

practice of leadership in most workplaces.  Wren (1995) explained how an 

understanding of leadership as a field of study was jeopardised because scholars from 

different disciplines explored various aspects of the phenomena from differing 

perspectives.  These different perspectives led to confusion in the design and delivery of 

programs and courses that affected teachers, trainers and their students (Heifetz, 1994). 

In spite of these objections the move to identifying a set of competencies or capabilities 

that defined effective leadership was in keeping with other changes to workplace 

training that occurred in the late twentieth century (Gill et al., 1994; Goleman at al., 

2003; Higgs, 2003; Sims & Lorenzi, 1992). Many of the changes resulted from the 

Karpin Report that was commissioned by the Hawke/Keating Labor Government in 

1995.  The report outlined that there was room for improvement with management 

education and that generally educators were considered to do a poor job on leadership 

development. Leadership was identified as a critical factor in organisational 

performance and the report recommended a number of changes to the structure and 

delivery of leadership training  (Karpin, 1995).   

There is evidence in the literature that leadership training has become an effective 

method of developing employees’ skills and abilities, with the most valued attributes 

being self-awareness, self-regulation and self-motivation (Biswas, Roscoe, Jeong, & 

Sulcer, 2009).  Some courses tried to differentiate between leader training and 

leadership training, however, irrespective of whether the training focused on the 

development of leader or leadership, most courses and programs continued to use a 

competency or capabilities framework considered necessary for effective leadership 

(Carroll et al., 2008; Dempster, 2008). 

Dempster (2008) explained that little has changed in the twenty-first century because 

the capabilities of a leader—as a single person leading—are still consistently used for 

leadership training programs, rather than the concept of leadership as a collaborative 
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process.  Bolden and Gosling (2006) viewed the competency/capabilities paradigm as 

problematic because it, “neglects the…subtle, moral, emotional and relational aspects of 

leadership” (p.364).  Harter (2006) explained how academics were continually looking 

for a clear definition of leadership to provide a framework that could be applied to 

leadership studies, because despite years of study there was still no “encompassing 

vision of leadership” (p.78) that can be used for leadership studies.   

Despite these attempts to change the focus of leadership training, it is debatable whether 

the change of focus from competencies/capabilities-based training would have the 

ability to override the identified socio-cultural nuances of power, prestige and success 

that continue to be synonomous with the words leader and leadership (Harter, 2006).  

An examination of promotion material identified that the APS has embraced the 

competency/capabilities framework for the training of their leadership cohort.  The 

Integrated Leadership System (ILS), which is delivered by the Australian Public Service 

Commission’s (APSC), introduced descriptions and behaviours for all APS levels, that 

are based on the capabilities framework.  Table 2.8 outlines the essential capabilities for 

effective leadership as identified by the APSC. 

Table 2.8 Leadership Capabilities (APS) 

Capabilities Behaviours 

Shapes strategic thinking   Supports shared purpose and direction  

 Thinks strategically  

 Harnesses information and opportunities 

 Shows judgement, intelligence and common-sense 

Achieves results  Identifies and uses resources wisely 

 Applies and builds professional expertise 

 Responds positively to change 

 Takes responsibility for managing work projects to achieve results 

Supports productive working relationships  Nurtures internal and external relationships 

 Listens to, understands and recognises the needs of others 

 Values individual differences and diversity 

 Shares learning and supports others 

Displays personal drive and integrity  Demonstrates public service professionalism and probity 

 Engages with risk and shows personal courage 

 Commits to action 

 Promotes and adopts a positive and balanced approach to work 

 Demonstrates self-awareness and a commitment to personal 

development 

Communicates with influence  Communicates clearly 

 Listens, understands and adapts to audience 

 Negotiates confidently 

Source: Australian Public Service Commission, 2007 
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An examination of this table emphasized the similarities between these capabilities, 

skills, traits and the competencies identified in Table 2.1 Key Competencies Identified 

in the 1990s.  The generic nature of these skills supports Billett’s (2001) assertion that 

most people would to a greater or lesser degree identify as having these skills and 

capabilities.   

The APSC’s promotional material for the ILS also emphasised the importance of 

recruiting and training the right people for leadership positions with the training being 

offered to employees at all APS levels (Australian Public Service Commission, 2007).  

The foreword for the ILS outlined that the training, “is designed to link all aspects of 

leadership” (Australian Public Service Commission, 2004, p.  4).  It was thought that 

the design of the ILS ensured APS employees have the leadership capabilities and 

behaviours to meet future challenges.  An importance was placed on career 

advancement and the concept that anyone can become a leader.  The pamphlet entitled; 

Learn, Lead, Succeed, outlined the rationale for offering leadership training to all 

employees.  The preamble to the State of Service Report, 2008-09 reads, “Encouraging 

employees to develop and put leadership skills into practice allows them to take the 

initiative and drive outcome, as well as improving their overall motivation and 

engagement” (Australian Government, 2008–09).  Even though all APS employees had 

access to the program, this promotional material highlighted an alignment with 

leadership, management and the upper echelons of the organisation and increased 

motivation post-training.  This initiative was identified as training the right people into 

leadership positions to offset the greying of the leadership cohort (Australian Public 

Service Commission, 2004).   

A similar alignment of the leadership with the upper echelons of the organisation was 

evident for most of the reviewed leadership training programs and courses.  A review of 

promotional material on the internet course identified earlier in this chapter revealed 

similar themes from private sector training providers.  The following quote taken from 

the promotional material for Derek Stockley’s one-day leadership training course is one 

example “This one day leadership course provides an introduction to the key concepts.  

It covers both the essential theory and practical skills for successful leadership of teams.  

Participants are immediately prepared for management and supervisory roles” 

(Stockley, 2014). 
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Even though this training focuses on the development of team-leaders, as was the case 

with many of these programs, there continues to be an implied promise of gaining a 

successful leadership position following the training.  There was also an implied link 

between leadership and management and an assertion that participants will acquire the 

practical skills associated with effective leadership.  As was the case with APSCcourses 

many, of the reviewed courses tended not to differentiate between leaders, leadership 

and management, despite the assertion in the literature that there was a difference 

(Carroll et al., 2008; Farber, 2009; Robbins & Judge, 2011).  Figure 2 outlines the key 

element of the changes to the workplace, workplace training and leadership that have 

led to developmental training defaulting to leadership training. 

 

Figure 2.2 Changes to workplace and workplace training since the 1980s 

Note: This figure highlights the influences that led to the introduction of PD and why there is tendency for it to default to leadership 

training.  It also outlines how employers viewed the training as a strategy that would not only alleviate stress and enhance 

employees’ career opportunities; it would also allow employees to develop leadership skills and ability.  These perceived benefits, 
coupled with the belief that strong leadership at all levels of the organisation was necessary for organisational effectiveness, also 

provided a rationale for PD defaulting to leadership. 

2.6. Chapter Conclusion 

This literature review has focused on examining literature that can contribute to gaining 

an understanding of the potential implications when the outcome of leadership training 

does not fulfil the expectations of employees.  To address this question it was necessary 

to gain an understanding of what has led both parties to expect that leadership training 
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would fulfil their expectations.  An examination of the themes that emerged from the 

literature highlighted that social, political and technological changes and subsequent 

changes to workplace training that occurred in the latter part of the twentieth century 

have led to a mutual acceptance of the values and benefits of leadership training.  This 

phenomenon occurred because changes to the workplace resulting from technological 

advancement and globalisation resulted in a number of modifications to the workplace, 

with the most noteworthy for this research being a decrease in the number of 

employees, especially to the upper echelons of management.  Downsizing the number 

of employees precipitated an increase in part-time and casual employment, 

decentralisation of management and implementation of small L leadership and 

autonomous and semi-autonomous teams, all of which tended to have counterproductive 

implications when it came to the appointment of people into the leadership cohort.   

All of these initiatives had serious implication for job security, which increased the 

levels of stress in the workplace.  Prior to the increase in workplace stress in the 1980s, 

the link between stress and the workplace was tenuous.  The exponential increase in 

stress related workplace claims in the 1990s changed people’s attitude about workplace 

stress.  Subsequently, employers were criticised for not providing their employees with 

sufficient support to deal with the changes that were occurring at the time.  A number of 

government initiatives were implemented that led to increase spending on workplace 

training that assisted employees to cope with workplace changes and provided them 

with career opportunities.  The need for additional training was enhanced by the 

increased global focus and technological advancements that allowed for the 

centralisation of management.  As a result workers tended to be isolate from the 

expertise that could facilitate their on-the-job learning.  The flow-on effect meant that 

the normal practice of succession planning was no longer a viable option in many large 

organisations. 

In the latter part of the twentieth century the Hawke/Keating government believed that 

Australia’s economic growth was reliant on increased spending on education and 

training, which led to changes to workplace training and the introduction of CBT and 

CBVE.  As a result the design and delivery of training focused on the needs of industry.  

The emergence of CBT and CBVE was thought to prepare people to enter a job, 

occupation, or profession with the required training in business and industry that 
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company executives considered was necessary for the achievement of the company’s 

goals.  Despite the wide acceptance of the competency framework for workplace 

training, some researchers viewed CBT and CBVE as problematic because it placed the 

market and efficiency ahead of educational policy.  It was thought that training that was 

designed and delivered based on competencies/capabilities identified by employers 

ignored several tenets of andragogy, namely; that learning is a lifelong process, 

education or training should empower people, adult learners should be active 

participants in the learning process.  Designing training on the perceived needs of 

industry was also considered problematic because employers and employees were 

motivated by different sets of objectives.   

When viewed at face value the motivation of both parties appeared to be similar, 

namely, the desire to succeed, however, the employers’ expectations focused 

organisational success while the employees’ expectations focused on their career 

advancement.  Personnel/professional development (PD) training that was based on a 

number of genetic skills or competencies was thought to address both parties’ 

expectations.  PD that defaulted to leadership training became the preferred option 

because it not only provided employers with the opportunity to improve the 

effectiveness of the organisation; it gave employees the opportunity to advance their 

career.  Career became an important element of the workplace at this time.  Flexibility 

and the ability to learn became the most valued commodities in the market place.  The 

literature emphasised how the shift from viewing education institutions as the principal 

places of learning and the introduction of training providers was another factor that 

influenced the popularity of leadership training.  The emphasis was on employing 

trainers with industry expertise rather than teaching qualifications.   

Even though the initial function of PD was to alleviate stress and to provide employees 

with the skills to advance their careers it also fulfilled the obligations of workplace 

agreements.  Some employers understood that the training provided an opportunity to 

instruct their employees on the expectations and the culture of the organisation.  The 

consensus was that successful organisations had a culture and climate that defined them 

and allowed them to establish an identity in the marketplace.  There was a widely held 

belief that the success of the organisation relied on training that provided employees 

with an understanding of the strategic direction of the organisation.  Identifying the 
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values and culture of an organisation provided training companies with a framework for 

the design and implementation of training programs and courses that focused on the 

organisation’s cultural viewpoint.  Some employers continued to offer career 

development or leadership training because of what they perceived as added benefits, 

irrespective of whether there were opportunities for advancement.  Some large 

companies used the training to control their employees and maintain their loyalty by 

generating the possibilities of a promotion.  Employers encouraged and supported 

employees who demonstrated a commitment to the culture of the organisation.   

The increasing popularity of leadership training resulted from the fact that it was 

promoted as an investment in human capital and the secret to success for progressive 

organisations.  The links between strong leadership and organisational success still have 

currency in the new millennium.  Enlightened employers embrace the concept of 

investment in human capital by offering increased opportunities for career development 

and advancement structured on competencies.  The large sums of money employers 

were willing to spend to enhance their organisations effectiveness increased the 

competition for the lucrative external training contracts.  The marketing of training 

programs and courses target large organisations or government departments that had 

substantial training budgets and training obligations to their employees.  The identified 

competencies and capabilities of specific positions and key generic competencies 

employers identified as essential for all employees provided the content for courses and 

programs.  In the main the unprecedented growth in leadership training programs and 

courses can be accounted for because the generic skills identified in the 1990s are 

similar to those identified for effective leadership into the twenty-first century.   

Regardless of the implementation of government initiatives and increased spending on 

workplace training, compensation claims for stress related injuries doubled between 

1996 and 2004 and have continued to rise steadily in recent years.  Costs associated 

with workplace stress are not only associated with the absenteeismof employees but 

with presenteeism, which relates to those who continued to work even though they are 

unwell.  Presenteeism leads to employees being less productive, less motivated, and 

more prone to making more errors.  Employees tend to lose their ability to problem-

solve when they suffer from stress.  As well as the identified psychological problems 
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such as anxiety and depression, there was evidence of psychological conditions 

associated with long-term stress, such as cardiovascular and gastrointestinal disorders.   

Despite the complexity of stress related issues, one consistent factor in majority of the 

research into this topic is an identified connection between stress and the different types 

of employment.  There is also evidence that the roles people play in the workplace can 

have an impact on their personality and contribute to their happiness and wellbeing.  

The evidence details how low-level positions, where people have little control over their 

workplace are the most problematic.  One explanation for this trend is the increased 

importance some people place on their role in the workplace with some people viewing 

their job as the most significant factor in their lives.  There was also evidence that 

individuals tended to define their level of success by their position in the organisation.   

Another theme that emerged from relevant literature is the identified connection 

between job satisfaction and performance with the need to perform well being viewed 

as a significant mood elevator.  There is evidence that employees who unable to 

perform well because of stress or a depressed mood at work are susceptible to a range of 

psychological and physiological problems with some people choosing to relocate when 

there are no perceived career opportunities.  Staff choosing to relocate results in the 

increase costs associated with recruitment.  These costs include loss of productivity, 

lower morale among existing staff and reduced customer service.  There were also a 

number of identified hidden costs associated with the crossover effect, which occurs 

when employees allow their workplace stress to impact on their families.  The 

consequences of the crossover effect can be positive if the family fills the void created 

by the lack of fulfilment in the workplace however, the negative implications have the 

potential to result in a range of familial and marital problems.   

Even though the literature highlights the complexity of stress in the workplace there is a 

consensus that PD that focuses on developing a range of generic skills and abilities is an 

effective method of alleviating some workplace stressors.  The spiralling costs of 

workplace stress, not only in financial term, but also in terms of the health and 

wellbeing of employees led to a greater appreciation of the value of PD.  The generic 

skills identified for PD include many of those identified for effective leadership, which 

coupled with the perceived benefits to the employer in terms of increased productivity 
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and commitment to the organisation can explain why leadership training has eclipsed 

other forms of training. 

Initially training providers attempted to identify the essential elements of effective 

leadership from a number of different theoretical perspectives.  These perspectives 

initially, focused on the leader as a larger than life individual with high status and 

prestige.  The latter part of the twentieth century witnessed a change to the leadership 

paradigm, which led to the concept of small L leadership, which viewed leadership as a 

collaborative team process.  Even though this approach to leadership has become the 

preferred model in many organisations training continues to focus on the development 

of the skills and abilities identified for effective leadership The changes to the 

leadership paradigm also led to a differentiation between leaders and managers with 

leaders who encompass the collaborative approach to leadership considered superior to 

managers.  However, leadership training continues to promote leadership as being 

synonymous with the upper echelons of management. 

The popularity of leadership training has been influenced by the a number of popular 

beliefs and assumptions including the assumption that good leadership is synonymous 

with the success of organisations and bad or toxic leadership with organisational failure.  

Research shows that there are two basic tenets that define effective leadership namely; 

first, it is about defining a direction and second, it is about influencing people to move 

in that direction.  Consequently, despite the changes to the leadership paradigm, the 

word leadership continues to be associated with concepts of power, prestige, and 

success that have led to employers and employees having high expectation for the 

outcome of this form of training.  Employers have an expectation that leadership 

training that focuses on developing a range of generic skills identified as essential for 

effective leaders will increase the effectiveness of their organisation.  Employees 

believe that participation in leadership training will enhance their career prospects by 

providing them with the necessary generic skills identified as essential for effective 

leadership.  The literature fails to address what may happen if leadership training does 

not fulfil the expectation of employers and employees.  This perceived gap in the related 

research literature gave rise to the following research questions. 
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2.7. Research Questions  

The thrust of this study is an examination whether leadership training is the panacea of 

organisational effectiveness or whether it can have counter-productive implications. 

This overarching purpose was addressed by asking the following questions: 

1. What motivated these employees to participate in leadership training 

programs and courses?   

Why did they participate when they knew there were limited opportunities 

for promotion? 

2. What influenced these employees’ expectations of a positive outcome? 

Why did employees expect that the outcome of the training would be 

promotion? 

3. What happened when the training failed to meet their expectations?  

Why did the failure to meet the employees’ needs and expectation have the 

impact that it did? 

The next chapter will discuss the research questions and methodology further. 
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Chapter 3. The Methodology, Research Design and 

Method 

Logical, analytical thinking is hard thinking.  Soft thinking, on the other 

hand, is divergent, fantastical, visual and often poetic.  There is a place for 

both, but true creativity usually begins with soft thinking, where similarities 

and connections between objects or situations are explored.   

(von Oech, 1990) 

Chapters 1 and 2 have set the scene for this research by providing an overview of the 

project and a review of the literature that informed my investigation into whether 

leadership training is the panacea for organisational effectiveness or whether it can have 

counter-productive implications.  This chapter focuses on how the research and analysis 

will be conducted in order to gain an understanding from the employees’ perspective.  

The chapter commences by describing the theoretical framework chosen for the project 

(Covan, 2010; James, 2011; Neuman, 2006).  Qualitative research methods and 

symbolic interactionism were appropriate for my research because they provided a 

theoretical framework for understanding the experience from each participant’s point of 

view.  Thematic analysis of data from the interviews elucidated the participants’ 

experience.  Using these research methods allowed me to gain an understanding of how 

each participant interpreted the cues given by others and society and how these cues 

may have influenced their decision to participate in the training.  The findings helped 

me identify their expectations for the outcome of the training.  The chapter describes 

participants’ details, how they were identified as suitable candidates for this project and 

the strengths and limitation of the research methods.  The chapter closes with a brief 

explanation of procedures adopted to address trustworthiness, authenticity and ethical 

issues.   

3.1. Theoretical & Methodological Framework 

3.1.1. The Qualitative Paradigm 

Since the latter part of the twentieth century qualitative research has gained recognition 

as a credible paradigm for research.  This form of research has its own set of principles, 

methods and strategies, as well as its own protocols for ethics and rigour (Bogdan & 

Biklen, 1992; Bryant & Charmaz, 2010; Clandinnin & Connelly, 1998; Denzin & 
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Lincoln, 1998; Dey, 2010; Eisner, 1991; Fraenkel & Wallen, 2006; Guba & Lincoln, 

1998; Lofland & Lofland, 1995; Maykutt & Morehouse, 1994; Morse, 2010; 

Sarantakos, 1993; Strauss & Corbin, 1998; Tuckman, 1988).  Researchers have used 

this inquiry-based approach of investigation to gain an understanding of how people 

experience a process or phenomenon (Silverman, 2004).  Research questions within an 

interview format allowed participants to provide a detailed view of their experience that 

enabled me to gain an understanding of the issue under investigation.   

The use of qualitative methodology was appropriate for this project because it allowed 

me to accommodate and acknowledge my subjectivity and potential biases related to 

this topic.  Bauer and Gaskell’s (2000) research highlighted how the interaction between 

the interviewer and the interviewee has the potential to reflect the biases and thoughts of 

the interviewer, although they asserted that this bias may add rather than detract from 

the research.  I have discussed issues relating the impact of my subjectivity in more 

depth later in this chapter.  The use of qualitative research methods provided an 

effective way for me to gain an understanding of the participants’ perceptions of the 

leadership training courses and programs and the meanings they attached to those 

experiences.  The use of this framework allowed me to analyse the data for descriptions 

and themes using a systematic process.  I have discussed the methods of data analysis 

later in the chapter.  A qualitatively oriented study was consistent with the framework of 

symbolic interactionism and case study for data gathering.  The following section will 

provide a brief overview of theoretical approach chosen for this research project.   

3.1.2. Interpretative Approach 

There are broadly three theoretical approaches social science researchers use to gain an 

understanding of human behaviour; positivist, interpretativist and critical, (Denzin, 

2010; Neuman, 2006).  The interpretativist’s approach was the most beneficial for this 

research project because of its reliance on each person’s perception or interpretation of 

reality and definition of the situation (Neuman, 2006).  This approach elucidated how 

people assigned meaning to a range of constantly shifting conditions and relationships.  

I was committed to using this approach for my project for a number of reasons.  First, 

researchers who utilised the interpretative approach gain an understanding of “how 

people feel inside, how they create meaning, and how their personal reasons or 

motivations can be used to understand them” (Neuman, 1994, p.  61).  I was aware that 
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a person’s perception of the situation can change quite dramatically over time due to the 

instability of the social reality of conditions and relationships (Denzin, 2010).  Second, 

interpretive research relies on the premise that people have their own reasons for their 

actions.  The interpretativist researcher tend to spend time in direct personal contact 

with those being studied, which allows them to focuses on identifying what motivated 

people to engage in certain activities by examining their personal views and comparing 

their experiences with past studies (Creswell, 2008).  Third, the interpretive approach is 

conducive with the symbolic interactionism, which allowed data to reveal processes, 

relationships, motivation and adaptations for everyday life (Neuman, 2006).  A brief 

history and the benefits of symbolic interactionism will be the focus of the following 

section.   

3.1.3. Symbolic Interactionism 

Symbolic interactionism, which is the study of a human group’s life and conduct, is also 

known as the old Chicago school theoretical framework in sociology (Covan, 2010; 

James, 2011; Neuman, 2006).  Herbert Blumer (1900–1987) initially coined the term 

symbolic interaction in 1937.  He was influenced by the writings of John Dewey (1859–

1952) who asserted that human beings were best understood in relation to their 

environment and George Mead (1863–1931), who believed that naming and assigning 

meaning was the basis for human society and the extent of knowledge.  Blumer initially 

came up with three core principles to his theory; meaning, language, and thought.  He 

explained how these core principles influenced the creation of the self Griffin, 1997).  

Blumer developed the symbolic interactionist framework further and established three 

basic tenets that provided a framework for understanding how people interpret their 

experiences.  These tenets are:  

Tenet 1: Human beings act towards things based on the meanings they 

ascribe to them. 

Tenet 2: The meaning of things is derived from or arises out of, the social 

interaction that one has with others and society. 

Tenet 3: The person handles and modifies the meaning of the things he or 

she may encounter through an interpretative process.   

(Blumer, 1969) 
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The first tenet relates to why humans act the way they do.  Blumer believed that a 

central aspect of human behaviour was that people act or react based upon the ascribed 

meanings given to things.  This principle implies that gaining an understanding of 

peoples’ behaviour involved exploring how they define and interpret their world.  The 

second tenet relates to language, which gave humans a way of negotiating the meaning 

of their actions through symbols.  Blumer asserted that the act of speaking with others 

allows humans to identify meaning and to develop discourse.  This tenet emphasises 

that peoples’ actions are a result of their social interactions with others.  The third tenet 

relates to a person’s thoughts, which modify how each individual interprets the assigns 

symbols.  Blumer believed that thoughts, which are based on language, are an integral 

component of the interpretive process because they are the mental conversation that 

requires role taking, or imagining different points of view (Blumer, 1969).  This tenet 

emphasises that individuals continue to define and redefine their position contextually.  

These three tenets or principles provide an appropriate framework for my research 

because they cater for the meanings participants assign to social interactions, how they 

construct their own methods of dealing with problematic issues and their interpretation 

of how they see themselves in relation to the issue under investigation (James, 2011).   

The participants’ interpretation of the self was essential to this research, given that 

elements, such as personality, needs, unconscious motives, socio-economic status, 

culture or physical environment, all have the potential to impact on and influence a 

person’s behaviour (Hargreaves, 1987).  I understood that this construct of self may 

have occurred after the person reflected on the knowledge gained through their 

interaction with others.  The participants’ understanding of themselves then became “the 

lens through which the social world was [sic] refracted” (Woods, 1992, p.  341). The 

elements of symbolic interactionism that related to this research project; 

 enabled the researcher to explore social actions, from the point of 

view of the participants of the training. 

Why did they choose to participate in the training? 

 enabled the participant to articulate taken-for-granted knowledge.   

What were their expectations for the outcome of the training?  
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 provided the participants with the means to reflect on their actions.   

What influenced their expectations of the outcome of the training? 

 illuminated the meanings that individuals made of their situation 

using the richness of detail.   

What happened when the training failed to meet their expectations? 

These elements allowed me to investigate how the participants of leadership training 

gave meaning to their realities.  It was therefore an appropriate theoretical framework to 

gain an understanding of their perceptions of the outcome of the training.  The 

following section outlines the implications of these assumptions in relation to the 

collection and analysis of data, selection of participants and reporting procedures. 

3.2. Research Design 

3.2.1. Case Study 

Case study, which is a variation of ethnography that allows the researcher to provide an 

in-depth exploration of an activity, event, a process or an individual based on extensive 

data gathering (Creswell, 2008) was appropriate for this research project.  I conducted 

the case studies in an environment that was familiar to the research participants.  The 

concept of using case studies to gain knowledge of people in their own environment 

was premised on the idea that inquiry must be situated in the empirical world being 

studied.  This description of the empirical world involved the daily life of individuals, 

as well as the way they interacted and engaged with others to develop an understanding 

and give meaning to their lives (Mruck & Gunter, 2010).  The interaction and 

engagement with others allowed people to respond to the meanings and understandings 

they ascribed to any given situation and to resolve any problems that arose throughout 

their life.   

The research involved six cases, referred to by Creswell (2008) as collective case study.  

This form of qualitative investigation focused on the particular, through the examination 

of a specific phenomenon, such as a program, person, a process, an institution or a 

social group (Yin, 2009).  The use of case studies looked for shared beliefs and 

language that culture-sharing groups develop over time.  The shared pattern or language 

was a common social interaction that influenced the expectations and actions of the 
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group (Creswell, 2008).  A case study framework therefore offered a means to fulfil the 

aims of this study.  My use of a number of case studies allowed me to gain an 

understanding of the shared aspects of the experience of leadership training.  This 

approach increased the potential for tentative generalisations beyond the particular case 

that allowed the data to address the research questions and arrive at propositional 

knowledge to address the focus of this research project;  namely, the potential 

implications when the outcome of leadership training fails to fulfil the employees’ 

expectations.   

3.2.2. Limitations of Case-study Technique  

One common concern about case studies is that they take too long and they produce site 

specific information resulting in large, overly detailed documents (Sarantakos, 1993).  

Yin (2009) asserted that these problems can be addressed if the study is guided by 

broadly based interview questions that gain specific information, within a designated 

period.  These questions are discussed in the following section: Practical Application of 

Technique.  Another common concern was that the sensitivity and integrity of the 

researcher, who is the primary instrument of data gathering and analysis, could limit the 

effectiveness of the qualitative case studies (Bryant & Charmaz, 2010).   

Despite the identified potential of interviewer bias to be problematic Olesen (2010) 

pointed out that the subjective input of the researcher can be advantageous.  Holton 

(2010) agreed and explained how the professional experience and training of the 

researcher can stimulate their interest and motivate them to undertake a research project.  

In these circumstances, the researcher can take their espoused view and accumulated 

experience into the research.  For example, my knowledge of the outcome of some 

leadership training programs evolved from my professional interaction with a number of 

clients, who reported being disappointed with the subsequent outcome of leadership 

training.  Working with clients who had reported negative outcome following leadership 

training, allowed me to gain an understanding of the impact of unfulfilled expectations, 

which motivated me to conduct this research.  My research focuses on gaining an 

understanding of whether the clients’ experiences post-leadership training, as outlined 

in Chapter 1 Purpose of the Study, is representative of the experiences of employees in 

the broader workplace setting.   
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3.2.3. Practical Application of Technique 

I was aware that the methodology of the research must be consistent with the aims of 

the study; namely to extract interpretations of the experience of leadership training from 

the participants.  The use of symbolic interactionism allowed this study to focus on the 

participant’s interpretation of their experience.  The answers to three questions 

identified by Yin (2009) determined the appropriate research design.   

1. What type of research question would the researcher ask the participants? 

The design of the interview questions provided the interviewees with maximum 

opportunity to elaborate on their personal experience.   

2. What extent of control did the researcher wish to have over the actual 

behavioural events?  

The control I had over interviewees’ perception of the events as they unfolded 

was minimal.   

3. What was the degree of focus on contemporary events as opposed to historical 

events?  

Historical events would only be relevant if they had an impact on the 

participants’ expectations for the outcome of the training. 

The sensitivity of each individual’s interpretation of their experience within their 

context, over time was a high priority.  Gaining an understanding of meaning and 

interpretation of the experiences, from the participant’s perspective, was the primary 

focus of the interview.  The use of the interpretive methodology allowed me to step 

back and find meaning, based on the respondents’ personal views, as well as comparing 

these views with literature on the topic.  Using the inquiry-based technique of case 

studies facilitated responses that accurately reflected the participants’ experiences.   

3.3. Data Gathering 

As already noted the data gathering was via qualitative interviews, which focused on the 

participants’ experiences of the leadership training.  The interviews consisted of open 

and semi-structured questions that elucidated the participants’ experience pre and post-

leadership training.  This approach ensured that the participants’ descriptions provided 

the information required for this research project (Guba & Lincoln, 1998).  Personalised 
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accounts allowed me to gain a comprehensive picture of each participant’s experience.  

To create an ideal interview environment, my first contact with each participant was via 

telephone to confirm his or her commitment to the project and to arrange a convenient 

time for the interview.  The interviewee received all of the necessary documentation 

relating to the study [Appendices A, B & C] prior to the interviews that were conducted 

face-to-face and took approximately one hour.  Potter and Hepburn (2007) referred to 

this interviewing technique as naturalistic data gathering with the answer to each 

question determining the direction of the interview.   

With the permission of the participant an unobtrusive recording device, livescribe Pulse 

Smartpen was used to record the interview.  Field notes provided additional information 

primarily related to the non-verbal aspects of the interview.  The use of field notes for 

the interview created a more relaxed and natural environment (Holton, 2010) as well as 

the context for “who said what at any particular time” (Covan, 2010, p.  68).  I have 

extensive experience with the use of field notes in my capacity as a vocational 

rehabilitation counsellor and have found that they not only enable me to capture the 

interviewees’ non-verbal cues they also provides the interviewee with time to assimilate 

the information and deal with any emotional response (Guindon, 2011).  The recorded 

information allowed me to transcribe significant parts of the interview to enhance the 

narrative.  Tentative second interview and third interview times were arranged to cater 

for any additional information.  These meetings provided interviewees with the 

opportunity to attest to the accuracy of the transcription of the interview.   

3.3.1. Interviews 

Interviews were an effective method of gaining the necessary information for this 

research.  Anderson (1990) defined an interview as, “a specialised form of 

communication between people for a specific purpose associated with some agreed 

subject matter” (p.222).  Mruck and Gunter (2010) stressed the importance of 

understanding how some information may appear to be irrelevant, however, it was 

important to provide sufficient time to allow the interviewee to work through a process 

to obtain the relevant information.  My previous experience at interviewing, in my 

professional capacity as a counsellor, enabled me to avoid falling into the trap of a 

novice interviewer.   
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I chose semi-structured interviews for the project because this process allowed me 

explore the topic using a set of guiding and supplementary questions (Guindon, 2011; 

Neuman, 2006), thereby gaining access to each individual’s ideas and understandings 

directly.  Adamson (2004) maintained that semi-structured, one-to-one in depth 

interviewing provided a more “direct route to the data” (p.115), than a structured 

interview, with a clearly defined set of questions.  Fraenkel and Wallen (2006) 

explained that semi-structured interviews were a recognised method of contrasting and 

comparing qualitative research information.  The semi-structured interview process also 

allowed the literature to guide the development of questions (Guindon, 2011) and gave 

me the flexibility to probe for interpretations of the participants’ experience, within their 

own context (Adamson, 2004).  Table 3.1 provides the framework for data gathering 

using symbolic interactionism.   

Table 3.1 The use of three tenets of symbolic interactionism for data gathering 

Theoretical Framework  Technical Requirements Research Technique 

Tenet 1 

Humans act toward things 

based on the meanings they 

ascribe to those things. 

Requires method(s) that will reveal 
the meaning that participants ascribe 

to leadership training and their 

expectations of the training 

Semi-structured interviews that focus on the 
participant’s experiences leading up to and following the 

leadership training 

Tenet 2 

The meaning of things is 

derived from, or arises out of, 

the social interaction that one 
has with others and the 

society. 

Requires method(s) that allow the 
participants to express and interpret 

their experience and expectations 

within their own social contexts.   

The use of guiding and probing questions that focus on 
the participant’s interpretation of the experience and 

what they deem to be important.  The use of narrative to 

capture the unique character of the participant’s 
understanding of the experience 

Tenet 3 

These meanings are handled 

in, and modified through, an 

interpretative process used by 

the person in dealing with the 

things she/he encounters 

Requires method(s) that: 

a. are sensitive to changes to 

leadership over time. 

b. allow for the participant’s 

understanding to be 

refined during the data 

gathering process. 

Questions that will allow the participants to express any 
changes to their initial perception and actions                                  

Use of multiple interviews, which, amongst other things 

will allow the participants to refine their understandings 
(facilitated by provision of transcripts and feedback 

between researcher and subject) 

Collaborative narrative construction that will allow the 
participants to refine their story to ensure it faithfully 

reflects their specific understanding of the outcome of 

the training. 

3.3.2. Interview Questions 

In order to obtain a comprehensive account of each participant’s experience, four types 

of questions were included in the interview schedule; throwaway, essential, extra and 

probing questions (Kvale, 1996).  The first interview commenced with throwaway or 

background questions that would help me to establish rapport with the participants 

(Guindon, 2011).   
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 The first type of questions provided the contextual information, including the 

background information, the employment status of the participants and the type 

and length of their training program or courses.   

 The second type of question, named the essential question, focused on gaining 

an understanding of the context of leadership training because there were 

multiple issues that had the potential to impact on how the participants viewed 

this form of training.   

 The third type of question was intermingled with the essential questions, 

however, the wording was slightly different.  These questions were an important 

method of checking the consistency and credibility of the responses (Kvale, 

1996).   

 The fourth type of question, named probing question, enabled the respondent to 

elaborate upon a particular response.  An example of this type of question was; 

“You just mentioned...could you explain that in more detail?”  This form of 

questioning was vitally important to the research because it encouraged 

participants to talk in depth about their perceptions and the impact of the 

experience (Adamson, 2004).   

Prompts and supplementary questions needed to accompany each type of question to 

obtain further details and invite the participants to elaborate or to clarify specific points 

(Guindon, 2011).  Within this study, participants were encouraged to reflect upon the 

influences that may have affected their expectations of the outcome following the 

leadership training.  According to Silverman (2004) interviewees should be viewed as 

experienced subjects who actively construct their social worlds.   

The main problem associated with this form of interviewing was the possibility of it 

being viewed as overly subjective, despite it being the default interview technique for 

psychology and sociology (Potter & Hepburn, 2007).  I needed to mindful of the impact 

of my interaction with the interviewees.  Mruck and Gunter (2010) explained how the 

bias of the interviewer has the potential to impact on data, even if the underlying 

experiences of each interviewee were similar.  Even though minimising bias was 

important, the subjective nature of the collected data could be positive, with the bias of 

both parties being integral to the research.  Adamson (2004) explained how the 
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subjectivity of the interviewees was important because the collected data reflected their 

specific view of the world.  The subjectivity and empathetic approach of the interviewer 

were equally important because it enabled the interview to capture the true essence of 

the experience.   

3.3.3. The Participants  

The interviewees were six participants from cross sectional enterprises, including the 

public and private sector, and blue and white-collar employees who have experienced 

the subject under investigation, namely, leadership training.  When deciding on the 

number of participants I was influenced by research that claimed that even though the 

number of participants needed to be a representative sample it may be 

counterproductive to collect huge amounts of data (Stern, 2010).  Since there was no 

way of knowing beforehand how many participants would constitute a representative 

sample, I decided to commence with six participants and interview more people if I 

required more information.   

Suitable research participants needed to meet the criteria for this project, namely, that 

they had participated in a training course or program entitled Leadership Training and 

the subsequent outcome of post-training did not meet their expectation.  Morse (2010) 

identified those who have been through the experience under investigation as excellent 

candidates because of their expertise.  Another criterion related to the length of time 

since they had participated in the training.  All of the participants had been involved in 

the leadership training courses or programs, within the past five years.  I considered this 

timeframe to be an important factor because I wanted to alleviate the possibility of the 

participant’s experiences being attributed to changes to the leadership paradigm and 

leadership training methods, as outlined in Chapter 2 Literature Review   

Initially I was keen to interview public service employees however; I decided to 

broaden the research to include respondents from private sector employers to reflect the 

personalised experience of leadership training from a cross-section of the community.  

Broadening the research to include private sector employees allowed the findings to 

have more relevance (Morse, 2010).  The respondents include a blue-collar employee 

from a private sector, manufacturing company.  The other participants are white-collar 

employees, two from the private sector and three public service employees.  I also 

identified people with whom I had no personal contact, prior to the research project, 
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which according to Mruck and Gunter (2010) increased the credibility of the research 

by reducing interviewer bias that had the potential to jeopardise the integrity of the 

research (Dey, 2010).   

My initial attempt to locate suitable candidates was unsuccessful.  It involved contacting 

a representative from the Australian Public Service (APS) Human Resource (HR) 

Department in Canberra where I requested assistance to speak with people who had 

participated in the Australian Public Service Commission (APSC) Integrated Leadership 

Training (ILS).  The HR manager advised she was unable to assist with the project 

because the current ILS was undergoing changes.  Subsequently, a person contacted me 

requesting more information about the project.  She indicated that she was keen to tell 

her story, but expressed concerns regarding her anonymity.   

First, I established that she met the primary criterion for the research, namely that she 

had been involved in a leadership-training program and that the outcome of the training 

did not meet her expectations.  I then advised her that my research would adhere to the 

stringent privacy procedures outlined by the Griffith Ethics Department, which would 

include using pseudonyms to preserve her anonymity.  When she agreed to participate 

in the project, I provided her with the Request for Assistance and Relevant Information 

about the research project, (Appendix A); the Consent Form (Appendix B); Griffith 

University Ethical Clearance (Appendix C).  We discussed a suitable place for the 

interview and a time was scheduled.   

The five additional participants were located through an ongoing referral process.  I 

acknowledge that the process of interviewees identifying potential candidates meant that 

they were engaged in private discussions, regarding their personal experience and lack 

of satisfaction with the outcome of the leadership-training course or program.  I was 

also mindful that these conversations had the potential to impact on the credibility of the 

findings and that I would need to factor in these conversations when the data were being 

analysed, because of their potential to bias the research (Creswell, 2008).  I provided 

each person with the relevant paperwork, following the same procedure outlined for the 

first respondent.   

Three of the participants worked in the private sector and three participants worked as 

public servants, at the time of their participation in the leadership-training program or 
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course.  Four respondents were females and two were males, which had the potential to 

raise the issue of gender specificity.  Gender specificity was not initially a concern 

given that this factor had not been identified as an area of concern in the clinical setting.  

However, relevant literature on workplace training did identify differences in the 

treatment of males and females, which indicated that gender specific issues may surface 

during data analysis.  It was important that all interviewees experienced the issue, which 

according to Morse (2010) made them experts in the field.  All participants for this 

project met the criteria of having been involved in a leadership-training course or 

program with the outcome of the training not meeting their expectation.  The following 

section will elaborate on how data were analysed to allow the emergent themes to 

answer the research question of what occurs when the outcome of leadership training 

does not meet the employees’ expectation. 

3.4. Data Analysis 

3.4.1. Thematic Analysis 

Thematic analysis using a systematic set of procedures to understand phenomena 

(Covan, 2010; Creswell, 2008), was appropriate for the project.  Allowing the data to 

produce authentic descriptions of each person’s experiences, led to propositional 

knowledge to explain what happened following the leadership training.  This form of 

analysis gave primacy to the meaning each person attached to his or her experience, 

through the interpretive process (Denzin, 2010).  There are two approaches to 

categorising data collected for thematic analysis.  The first involves coding transcripts 

of the interviews to extract to themes and the second utilise themes extracted from an 

external source such as a prior research to support those extracted from the interview 

data (Silverman, 2004).  Holton (2010) identifies these two types of coding as 

substantive coding, which allows for the data to be broken down and analysed directly, 

and theoretical coding, which allows for a comparison of the data with existing research 

on the topic.  Some researchers choose to use a computer based tool to assist with the 

coding, however, Morse (2010) argues that it is preferable to examine and code the 

interviews manually to allow the data to be analysed as it is being coded.  Manual 

coding using a two stage process namely; within case analysis and cross-case analysis 

was used to code the interview data.   
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The within-case analysis allowed the themes to unfold that covered the individual 

experiences leading up to and following the training.  The focus was on what motivated 

them to participate in the training and their expectations for the outcome following the 

training.  Different social situations contextualised the participants’ answers to 

accommodate the age and gender of the participants.  Contextualisation was vital to this 

research, because taking the answer to a question, or conversation out of the social 

context in which it appeared had the potential to jeopardise the project.  Care was taken 

to place the respondents’ answers in context, which also added credibility to the 

research (Strauss & Corbin, 1998). 

Once the categories are identified through the within-case analysis the second level of 

coding, namely; cross-case analysis allows the data to be put back together by making 

connections between the categories (Creswell, 2008).  This process allows for the 

identification of categories, the relationship between each category (Cohen et al., 2000), 

as well as the conditions and context of the issue.  The themes that emerge from data 

included each person’s assumptions and beliefs, as they related to their experience.  

Identifying key points instead of individual words enabled the themes to emerge and the 

narrative to reflect and gradually build on each participant’s individual experience 

(Mertens, 2006).  Denzin and Lincoln (1998) explain how comparing themes at the 

micro-level to substantiate events at the macro-level allow similarities and differences 

to emerge.   

The privileging of context was essential for framing thematic analysis because it 

accommodated and allowed for the pre-conceptions of the interviewee and the 

interviewer (Clarke, 2005; Covan, 2010).  However, as the data were being analysed 

these pre-conceptions became less relevant in the face of continued identification of the 

main themes.  The theoretical framework of symbolic interactionism alleviated some of 

the issues and concerns associated with pre-conceptions (Holton, 2010).  The pre-

conceptions only became relevant if they emerged through the analysis of the context.  

Prior research into the topic would confirm some of the pre-conceptions that were an 

important part of the research project.  The research was also in danger of being viewed 

as conjecture or speculation if it was not anchored to some empirical reality (Denzin & 

Lincoln, 1998).  The following section elaborates on factors that contributed to ensuring 

consistency and credibility of the research project.   
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3.4.2. Consistency and Credibility  

Steps were taken to ensure that this research would withstand being judged in terms of 

its consistency and credibility, which increases the sophisticated rigor of data gathering 

and analysis.  Creswell (2008) explained how coding phases to establish consistency of 

emerging categories is an active part of data analysis.  In the selective coding phase, the 

emerging themes were triangulated using information found in relevant theoretical 

literature.  Cross-referencing the different participants’ account of their experiences 

reinforced the credibility of data extracted from the interviews (Cohen et al., 2000) even 

if there were some differences in the reported information.  Using thematic analysis 

allowed these differences to emerge.  These differences produced additional valuable 

information about the participants that was also analysed. 

3.4.3. Strengths and Limitations of the Research Design 

Qualitative studies have played a valuable role in the field of leadership research.  This 

approach to research projects has been responsible for elucidating the paradigm shifts of 

leadership.  Research using qualitative methods provides critical insight into poorly 

understood dimensions that other methods fails to capture (Bennis & Nanus, 1986; 

Blanchard & Hersey, 1996; Drew et al., 2008; Harter, 2006).  The strengths and 

limitations of using qualitative methods in the design of this study were briefly 

summarised earlier in this chapter.  One major limitation of data generated by case 

studies was the inability to generalise the findings to a whole population.  Despite this 

fact, the case studies were able to generate important primary data (Glaser, 2010) that 

allowed me to postulate on the impact of each person’s experience of leadership 

training.  Qualitative case studies also have the capacity to provide a deeper level of 

insight into leadership issues than more traditional quantitative studies because of the 

subjective nature of data.  Even though statistical generalisations cannot be made from 

case studies, a lot can be learned from them and generalisations can be developed based 

on the theoretical principles that arise during the research process (Glaser, 2010; Yin, 

2009).  The transcribed interview data and subsequent follow up with participants 

provided them with the opportunity to authenticate the transcripts and narratives.  

Allowing participants to review the transcripts and authenticated their stories helped to 

minimise inconsistencies derived from my personal perception and biases.   
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3.5. Chapter Conclusion 

This chapter commenced by providing a description of the theoretical and 

methodological approach used for this research project.  Qualitative research methods 

within a symbolic interactionist framework were chosen because they allowed the 

participants’ accounts of their experiences to emerge, while accommodating the 

subjectivity of the researcher.  The chapter highlighted how case studies and interviews 

were used for data gathering because they allowed the participants to explain what 

motivated them to participate in the training as well as their expectations and 

satisfaction of the outcome following the training.   

The chapter also outlined the methodological approach for analysis of the data.  

Adopting thematic analysis enabled me to analyse and interpret interview data to allow 

a comprehensive picture of the participants’ experiences to be articulated.  This method 

of data analysis also allowed for an investigation of the participants’ thoughts, actions 

and needs that were part of their daily lives.  The chapter closed with a brief explanation 

of procedures adopted to address trustworthiness, authenticity, consistency and 

credibility as well as ethical issues and the strengths and limitations of the research.  

Finally, this chapter acted as a precursor to Chapter 4, which focuses on the personal 

story of the participants identified as suitable for this study.  Each case study outlines a 

sequence of events leading up to and following leadership training.   

  



78 

Chapter 4. The Participants Tell Their Stories 

Communication is recognized as a two-way interactive process, where both 

sender and receiver continually influence each other and messages are cycled 

back and forth on non-verbal, barely perceptible levels.  Most people do not 

process all these signals on a conscious, rational level; but they do process 

and respond to them on a semi-conscious, emotional level and this subliminal 

processing leaves an indelible mark on the whole communications exchange. 

(Hamlin, 1988) 

Chapter 3 provided the framework for the research and the methodology and research 

design used to gather and analyse data.  This chapter will focus on the personal story of 

each of the participants, as a starting point to gaining an understanding of what occurred 

when the outcome of leadership training did not fulfil their expectations.  The 

participants were suitable candidates for this study because the aftermath of the 

leadership-training program or course did not meet their expectations.  Each case study 

outlines a sequence of events leading up to and following their participation in the 

leadership-training course or program.  The focus of this chapter will be to examine 

these personalised stories utilising two major categories; what motivated them to 

participate in the training and what they expected would happen following the training.   

A case studies framework provides the data that will initially be analysed using a 

within-case framework to expose what motivated participants to participate in 

leadership training and their expectations for the outcome post-training.  Chapter 5 will 

then focus on a cross-case analysis using these findings to gain an understanding of 

what influenced the participants’ motivation for, expectations of leadership training, and 

the their satisfaction with the outcome of leadership training.  This two stage process, 

namely; within and cross-case analysis contextualises the participants’ experience and is 

consistent with symbolic interactionism.  As outlined in Chapter 3 Methodology, 

Research Design and Method, this methodology will allow me to gain a comprehensive 

understanding of how each participant interpreted the assumptions and beliefs held by 

themselves, others and society that may have influenced their decision to participate in 

leadership training, as well as their expectations for the outcome following the training. 
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4.1. Structure of the Chapter 

The chapter commences with some relevant information about the participants.  It then 

moves to address the generation of data including the interview format, the interview 

questions, including the style and rationale for using this approach.  The focus then 

moves to the methods used for recording and transcribing interviews, ethical 

considerations and the analytical framework used.  The chapter will then present a 

narrative account of each of the participants’ experience pre-leadership training.  These 

accounts include their motivation for participating in the training, their expectations for 

the outcome of the training.  The third part of the interview, namely their satisfaction 

with the outcome of leadership training, will be covered in Chapter 5 Cross-Case 

Analysis.  Each participant’s personal story includes a brief account of his or her 

personal details, brief description of the leadership training, and their employment 

history.  The chapter will conclude with a summary of the key themes identified from 

the within-case analysis that will focus on what motivated the participants to be 

involved in leadership training and their expectations for the outcome of the training. 

4.2. The Participants 

Table 4.1 provides an overview of each participant’s age and gender.  It also shows 

whether they worked within the public or private sector at the time of the interview and 

whether they are blue or white-collar employees.   

Table 4.1 Participants’ information 

Pseudonym Age Gender Public/Private sector  Blue/white collar  

Mary 38 F Public White 

Geoff 37 M Private Blue 

Wendy 28 F Private White 

Susan 32 F Public White 

Diane 45 F Private White 

David 48 M Public White 

As can be seen in the table the participants include four female and two males with ages 

ranging from 28 years to 45 years.  Most of the participants come from white-collar 

sectors with only one participant being blue-collar worker.  Gaining access to male 

employees and those from blue-collar sector was difficult given the on-going referral 

process utilised to gain access to participants. 



80 

4.3. Generation of Data  

4.3.1. The sample 

The interviews of six people, who represented the participants of leadership-training 

courses or programs, provided the data for the research.  I decided to commence with a 

sample of six participants and if required I would increase the sample if more 

information were required.  As previously mentioned it was important that each person 

had personal experience of the issues under investigation, which in this instance was 

that the outcome of leadership training did not meet their expectations.  As has already 

been mentioned, having had the experience would classify each participant as an expert 

in the area being investigated and subsequently an excellent participant for this study 

Morse (2010).  This approach to generating a sample is known as concept sampling, 

which is a purposeful sampling strategy and an ideal method of gaining an 

understanding of a central phenomenon (Creswell, 2008).  Concept sampling also 

complies with the guidelines of a qualitative research project based on case studies and 

a semi-structured interview process (Neuman, 2006).   

4.3.2. Interview questions and considerations 

Each participant expressed a willingness to participate in series of interviews 

commencing with a one-hour interview.  The initial phase of the interview began with a 

number of knowledge based, closed questions that provided personal information 

including: 

 Their prior education and training, gender, occupation, age and 

employment status   

 A brief description of the leadership training they received, including 

the length of the program or course 

 Whether the training was internal or external  

 Length of service with employer at the time of the training 

 

The answers to these questions provided the contextual information that was integral to 

the analysis of the data.  Variability in the age and gender of the interviewees as well as 

their length of service, current position within the organization were factors that may 

influence the motivation, expectations and satisfaction of leadership training.   

The second phase of the interview consisted of semi-structured open questions designed 

to extract the participant’s personal account of the experience.  These questions were 
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opinions or values based questions, (Fraenkel & Wallen, 2006) designed to elicit 

specific information about the interviewees’ motivation for participation, expectations 

of, and satisfaction with leadership training.  A semi-structured interview format 

utilising self-directed open questions, enabled the interviewees to tell their story from 

their own perspective.  The questions were: 

Q.  1 What motivated you to participate in the training? 

Why did you participate in the training? 

The aim of these questions was to ascertain whether leadership training was part of the 

participant’s career development and whether or not the employer initiated or supported 

their participation.  For example, the participants may have pursued this form of training 

independently, or whether the programs was initiated by the human resource (HR) 

department and could have included on-the-job training to develop or enhance existing 

skills.  This form of training may have been part of a succession program that included 

having a mentor.  Whether they had participated in other forms of workplace training 

would also contextualize their career aspirations.   

This information coupled with whether or not they had a mentor, would also provide 

some information relating to the employer’s attitude or commitment to the training.  

These questions also allowed participants to reflect on what influenced their decision to 

participate in leadership training and their understanding of leadership.  The cross-case 

analysis in Chapter 5 Cross-case Analysis will address these aspects of the interview 

and examine clarification questions that were used to ascertain the basis of these 

expectations (Guindon, 2011).  The impact of any promotional material or prior 

knowledge will also be considered in Chapter 5.   

Q.  2 What did you expect would happen when you completed the leadership 

training? 

What were your expectations for the outcome of the training?   

These questions allowed interviewees to provide information about how they perceived 

themselves in the workplace.  The questions also enabled me to gain an understanding 

of the participants’ expectations of leadership training.  Whether or not they envisage 

gaining a promotion or increased remuneration post-training or whether they viewed the 

training as professional development, with no expectation of a promotion.  The question 
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also encouraged the interviewees to provide information about how they perceived 

themselves in the workplace and to reflect on their understanding of the role and 

responsibility of leadership, within the organisation and the leadership role in general. 

I interspersed the interview with reflecting questions in an attempt to ascertain the 

origin of any factors that may have influenced the participants’ expectations post-

training and encouraged participants to reflect and comment on any assumptions or 

beliefs they had about leadership.  Each participant was given time to reflect on some of 

their pre-conceived ideas; where the ideas came from, and whether they impacted upon 

their expectations for a positive outcome following leadership training.  As for the first 

question, Chapter 5: The Cross-case Analysis will address these aspects of the 

interview.   

Q.  3 How do you feel since you have completed the training? 

How did you feel when the training did not meet your expectations?  

These questions examined the interviewees’ attitudes and feelings following leadership 

training.  They also provided me with the information about what happened following 

this form of training.  I encouraged the participants to reflect on their satisfaction of the 

outcome of the training and the subsequent impact, from their personal perspective.  I 

also interspersed the interview with feelings questions to elucidate the interviewees’ 

emotional response to the situation (Guindon, 2011).  These clarification questions 

allowed the participant to reflect on any potential triggers for their beliefs and attitudes 

(Fraenkel & Wallen, 2006).  This set of questions had the potential to be the most 

problematic because of the potential for the participants to react emotionally (Guindon, 

2011).  The sensitive nature of this information needed special consideration.  At this 

point, I emphasised the importance given to confidentiality of the research finding.  As 

for question one and two, Chapter 5 The Cross-case Analysis will focus on data relating 

to the participants satisfaction with the outcome of leadership training. 

Q.  4 Do you have anything you would like to add?  

This question gave participants the opportunity to elaborate on issues that may have 

relevance for the research project and encouraged them to elaborate on short and long 

term feelings when the outcome of training did not meet their expectations.  The use of 

clarification questions established the origin of the beliefs and attitudes that may have 
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influenced these feelings (Guindon, 2011).  The information gained from this question 

will be discussed in Chapter 5 The Cross-case Analysis. 

As an experienced professional counsellor, I was able to assess the interviewee’s affect 

during the interview.  In this instance the interviewees’ affect refers to their emotional 

reactivity to their experience (Guindon, 2011).  Guindon stresses the importance of 

acknowledging the interviewees’ affect, which can manifest in their expression and 

awareness.  She also stresses the importance of interviewers acknowledging and 

managing their own emotional response or affect and not letting it influence the 

interviewee.  With the permission of the interviewee, I noted their affect as field notes, 

while recording the interview, which added substance to their account of the experience.  

The cross-case analysis in Chapter 5 Cross Case Analysis will address these aspects of 

the interview. 

4.4. The Interviews 

The interviews were face-to-face in a location nominated by the interviewee.  All of the 

interviewees chose their private home for the interview.  As was previously mentioned, 

a non-obtrusive taping device, livescribe, pulse, and field notes were used.  Taking field 

notes allowed me to capture the non-verbal aspects of the interview as well as providing 

the interviewee with reflective time.  The smart pen minimized the need for extensive 

note taking by allowing me to record the interview and take the field notes 

simultaneously.  This process was less obtrusive for the participants, than having a 

separate recording device.  Using the smart pen meant my notations could focus on 

recording the interviewees’ affect and summarise the key points.   The silence generated 

by the taking of field notes provided the interviewee with composure time if they 

became emotional.  These pauses had the added benefit of allowing the interviewee time 

to reflect and clarify points of interest (Guindon, 2011).   

Semi-structured interview process helped to create a conversational atmosphere that led 

to the narrative account of what occurred (Adamson, 2004; Morse, 2010).  My 

experience as a vocational rehabilitation counsellor, informed my preference for this 

style of interview.  The interview technique allowed the interviewee to relax as well as 

establishing a rapport between the interviewee and the interviewer.  The responses to 

the questions reflected the experiences each participant encountered before and after the 
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training.  I also interspersed the interview with clarification questions, to allow the 

interviewees to elaborate on points of interest, while taking care not to lead the 

discussion.  I was aware of the possible implications of asking leading questions, which 

are designed to make the interviewee think in a particular way and minimise the 

possible responses, because of their potential to jeopardise the project (Fraenkel & 

Wallen, 2006; Guindon, 2011). 

4.4.1. Interview Transcripts 

Each participant’s transcribed interview was interspersed with field notes to record the 

interviewee’s affect.  Sections of the interviews were transcribed verbatim to allow 

direct quotes to add weight to the participants’ story.  The participants verified that the 

interview transcripts were an accurate account of their experience at the second and any 

subsequent meetings.  These additional meetings also allowed them to elucidate specific 

information and add information, if required.  The verification of the transcripts gave 

the participants control over the data, which was important given the high level of self-

disclosure, the sensitive nature of the interviews and the need to ensure the 

trustworthiness and authenticity of the material (Fraenkel & Wallen, 2006).   

The data, presented as detailed transcripts of direct quotes, narrative constructions, and 

categorisation of the interviewees’ motivation, expectations, and satisfaction, provided 

personalised accounts of their experiences.  When the participants reviewed the 

transcripts of their interviews, they approved the labelling of their stories using the three 

categories of influence.  This chapter will utilise a within-case analysis to develop the 

patterns and themes that emerged from the first two categories, motivation and 

expectations.  The themes that represent the first stage of the analytical process were:   

Motivation 

 Employee initiated the training: career development, improve skills.   

 Employer initiated the training: succession planning, improve skills.   

Expectations 

 Employee’s expectation: promotion, increased productivity 

 Employer’s perspective: promotion, increased productivity 

The cross-case analysis in Chapter 5 will address the third category, namely the 

satisfaction of the outcome of the leadership training. 
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4.5. Case Study 1: Mary—Personal Assistant  

The first interview was with Mary, a 38-year-old Anglo-Australian female who has 

worked for the Queensland Public Service (QPS) for 15 years.  Prior to the training she 

completed a Bachelor of Arts Degree [Political Science], following completion of Year 

12.  Her position at the time of the training was personal assistant to a senior executive 

member of the QPS.   She held this position for three years and had aspirations of 

gaining a promotion to the executive level.  She participated in an employer funded 

three-day external leadership-training course.  Mary’s employer also arranged for her to 

have a mentor, within the organisation.   The mentor maintained regular contact and was 

supportive and encouraging of her participation in the leadership-training course 

(Appendix D Interview Transcript—Case Study 1). 

4.5.1. Motivation 

Mary was motivated to participate in the training as part of a career development plan.  

She believed this training and the formal mentoring was part of her succession plan.  

Her parents were both public servants and she had grown up wanting to emulate them 

by having a career in the public service.  She was aware that things had changed in the 

public service, but she had worked hard to gain her current position and was prepared to 

continue to apply herself, to gain a further promotion.  She believed there were 

opportunities for advancement for people who demonstrated a willingness to work hard 

for the benefit of the organisation.  She gained a lot of satisfaction from her work and 

believed career development was her responsibility.   

It was quite difficult working my way up because the opportunities were 

few and far between.  I was confident that I was in the running for a 

promotion if I continued to show them that I was willing to work hard and 

was fully committed to the job.Dad always said that if you are prepared to 

do the hard work early you will reap the rewards later in life.(CS1) 

Mary had identified leadership training as a developmental goal, in her annual 

performance review.  She viewed the formal appointment of a mentor as evidence that 

her employer supported her career aspirations.  Her employer also encouraged her to 

participate in a range of professional development (PD) opportunities, with leadership 

skills being a component of most of the courses.  Mary viewed these training 

opportunities as continuous improvement.  Working on improving herself and striving 

to achieve to her full potential, were the goals she considered integral for success.  She 
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considered the fact that the employer had funded the external leadership-training 

program and that this training is highly valued as an indication that she would gain a 

promotion when she completed the training.   

I was so excited at the prospect of doing the leadership-training course.  It 

was what I had been working towards for so long.  I’ve been involved in a 

lot of developmental training—the idea of continuous improvement, was 

one of the consistent themes—especially for people like me who had career 

aspirations.  (CS1) 

Mary reported that she understood success was a relative term, but reaffirmed her belief 

that she would achieve her goal.  She believed that the promotion would be the reward 

for effort.  She indicated that those who knew her understood her commitment and that 

she was prepared to do what was necessary to gain a promotion.   

The idea of working to try to achieve to my full potential sat well with me.  

At one of the training courses, I had to write a personal mantra.  I wrote, 

“To continue to improve myself and be the best I can be”I thought this 

training was my best chance.  When I read the material, it seemed to tick all 

the boxes.  (CS1) 

A desire to provide for her family also strengthened Mary’s career aspirations.  She was 

family oriented and excited by the prospect of increased remuneration. 

To be honest the prospect of increased salary also appealed to me.  Some 

more money in the pay packet really appealed to me.  There was a little 

voice inside my head saying, “this is your chance, just go for it”.  I was so 

excited.  These opportunities don’t come along very often.  This was my 

chance to make a difference in my family’s life.  (CS1)  

Mary’s account of what motivated her to participate in the training indicated a high 

level of commitment to personal achievement and career development.  An inherent 

belief in reward for hard work also influenced her decision to participate in the training.  

She believed the reward would take the form of a promotion.  She was also motivated 

by increased remuneration and improving conditions for her family.   

4.5.2. Expectations 

Several factors influenced Mary’s expectations for a positive outcome following the 

training.  First, she perceived that the focus of this course was different from other 

developmental courses.  The promotional material also emphasized that the participants 

would gain the necessary skills to be effective leaders.  She believed this course was 
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what she needed to achieve her career goals.  Her belief that people need to take 

responsibility for achieving their own success also reinforced her optimistic 

expectations. 

This course was the break I had been waiting for – I liked how the focus 

was on gaining leadership skills and expertise.  I couldn’t wait for it to start.  

I believed this course would give me the skills I needed to achieve my 

career goals.  I decided I was going to make the most of this opportunity.   

I was bought up to believe—if you want something, you need to go out and 

get it.  Sitting around waiting for something to happen is not my style.  

(CS1) 

Mary reported that the employer’s comments that completion of the course would be 

highly valued increased her high expectations of a positive outcome following the 

training.  These comments led to Mary valuing the specificity of leadership training and 

to her believing that a promotion would be the outcome post-training.  The mentor’s 

comments that most of the executives acknowledged the value of this training and that 

some members of the leadership cohort had completed this specific course prior to 

gaining their promotion, also enhanced her expectations.  The discussion of Mary’s 

interview will now turn to the with-in case analysis that was achieved by examining the 

interview text and extracting the themes that influenced her motivation to participate in 

the training and her expectation of the outcome of the training.  Table 4.2 outlines these 

factors as the initial stage of the thematic coding process.   

4.5.3. Within-case Analysis 

Table 4.2 Case Study 1 

Interview Text Themes 

Motivation 

Approached the employer about the training.  Identified career 
aspirations.   

Prepared to do what was necessary to gain a promotion. 

Employee  initiated— career aspirations  

My boss encouraged me to participate in several PD training 

opportunities. 

Assigned a mentor … mentor and the boss encouraged me to 

participate in the training. 

Employer—succession planning 

 

Expectations 

A number of courses … discuss leadership skills but this 
course… promoted as a leadership-training course… a career 

in the public service. 

…the break I had been waiting for … the focus was on gaining 
leadership skills and expertise.   

…this course would give me the skills to achieve my career 

goals.  Course valued by executives – members of the  
leadership cohort had taken the course 

Employee – Promotion— Career Aspirations 
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This table shows that Mary was motivated to participate in the training to enhance her 

chances of gaining a promotion.  The table shows that her employer supported her 

career aspirations.  Her high expectations for the outcome post-training were reinforced 

by the fact that her employer assigned her with a mentor.   

4.6. Case Study 2: Geoff—Clerical Assistant 

The second interviewee was a 37-year-old Anglo-Australian male, referred to as Geoff.  

He was working as a clerical assistant with a manufacturing company and has worked 

for his current employer for the past twelve years.  He reported leaving schooling at 

Year 10 level and that he worked in a variety of different positions until he gained his 

current position.  He stated the he commenced working for the company assembling 

orders and gained his current position five years ago.  He was involved in was a two-

day leadership training course, run by an external training provider.   

4.6.1. Motivation 

Geoff described how he was motivated to do the training because his position at the 

time involved shift work, which disrupted his family life.  He viewed gaining promotion 

as his best chance of improving his hours and working conditions.  On his wife’s 

insistence, Geoff informed his employer that he was interested in gaining promotion.  

He also reported identifying leadership training as a developmental goal, in his annual 

performance review.  He said his employer informed him that the company was going 

to be interviewing applicants for a supervisor’s position and suggested that he should 

apply for the position.  Geoff was grateful for his employer recommendation and 

viewed this opportunity as chance to fulfil his vocational goals.  He said that the 

employer indicated he would fund the leadership training to provide Geoff with the best 

chance of gaining promotion.   

I told them I was interested in moving up the ladder – I thought some 

leadership training would be a good idea.  I never thought of myself as a 

leader but my wife keeps telling me I should have a go.  She said she read 

that anyone can be a leader and that I just needed to believe in myself.I was 

pleased when the boss suggested I have a go—it was nice that he took 

notice when I said I was interested in a promotion.  (CS2) 

Geoff said he was also increasingly motivated to participate in the training when his 

employer mentioned there would be increased remuneration with the new position.  He 
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was pleased that he would be able to consider improving conditions for his family.  

Geoff reported that his wife was also working full-time and he was enthusiastic about 

the prospect of earning enough money to allow her to reduce her hours to part-time, 

which would allow her to spend more time with the family.   

I guess my motivation for wanting to do the training was the family.  Better 

hours and more money would certainly make life easier for us.  My three 

kids were at high school—the eldest was in Year 11—the twins were in 

Year 10.  They were all good at sports and the extras were killing me.  I 

figured I should have a go.  If I wanted the promotion, I needed to make it 

happen.  (CS2)  

Geoff’s account of what motivated him to participate in the training showed that he was 

keen to provide for his family.  He and his wife both connected the leadership-training 

course with gaining the promotion and increased remuneration.  The perceived support 

and encouragement shown by his employer also motivated Geoff to take part in the 

training.   

4.6.2. Expectations 

Geoff reported that he expected he would be in a good position to apply for the 

supervisor’s position when he finished the training.  Having his employer’s support and 

encouragement increased his expectations of a positive outcome.  He said that the 

company encouraged all of the employees to participate in a range of workplace training 

options but this opportunity had excited him more than any of the other workplace 

training.  He said that the promotional literature highlighted the development of 

leadership capabilities and increased opportunities for promotion, which reinforced his 

perception of a positive outcome following the training.   

The boss sent me to a few different courses.  Most of them talked about 

leadership, but it was like there was some kind of gap between what I had to 

offer and what was required. 

This course was different – when I read the write-up, I thought – I can do 

this.  The blurb said this course would provide the participants with the 

skills required to be an effective leader.  That sounded good to me.  All of 

the promotional material looked good.  I was pretty confident this course 

was going to be what I needed to get the promotion.  It was my chance to be 

successful (CS2). 

Geoff stated that his expectations of a positive outcome were also influenced by a belief 

that he would be rewarded for his a strong work ethic.  He said he believed that people 
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make their own success and that employers would reward people for their efforts.  He 

said he had always worked hard and was committed to doing a good job.  Geoff 

acknowledged that everyone has a different idea about what it means to be successful.  

He said he believed that his employer would appreciate people being industrious and 

that showing the employer how committed he was represented his best chance for 

success.   

I know that success comes out of hard work.  It doesn’t matter whether it 

was on the sports field or at school.  You see it all the time—look at all the 

good sportsmen—when they tell their stories there’s one thing they all have 

in common—they are prepared to put in the extra yards to be successful.   

I was a bit lazy growing up but I’ve come to realise that hard work is 

rewarded.I take a lot of pride in doing the job well.  I’ve always worked 

hard – this training was my chance to get something back.  (CS2) 

Geoff perceived that he was in a good position to gain the promotion and increased 

remuneration.  He reported that he and his wife commenced making plans to improve 

conditions for the family.  He described that he viewed the leadership cohort as the most 

successful people in the organisation.  He also viewed success as being commensurate 

with high remuneration. 

I guess I had pretty high expectation of the training.  This was my chance to 

make something of myself and be successful.  My wife and I were really 

excited.  We actually started to plan what we were going to do with the 

extra money.  One part of me considered it as a bit like winning the lotto – 

you have to be in it to win it.   

No one would question that it’s the big boys at the top of the ladder—who 

get the big bucks.  They are pretty successful.  I know elite athletes are also 

successful—but then most of them get the big bucks as well—especially the 

football players and golfers.  (CS2) 

Geoff’s account of his expectation of the outcome of the training highlighted that he 

thought he would gain the promotion to the supervisor’s position, which included an 

increase in his remuneration.   

The discussion of Geoff’s interview will now turn to the with-in case analysis that was 

achieved by examining the interview text and extracting the themes that influenced his 

motivation to participate in the training and his expectation of the outcome of the 

training.  Table 4.3 outlines the themes that emerged from the data as the initial stage of 

the thematic coding.   
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4.6.3. Within-case Analysis 

Table 4.3 Case Study 2 

Interview Text Themes 

Motivation 

He told me about the possibility of a the supervisor’s position 

He encouraged me to apply for position 

Employer initiated  

Identified leadership training as developmental goal in annual 
performance review 

Employee initiated—Career aspirations 

Expectations 

I had a good chance of getting a promotion.   

Training was what I needed for a promotion 

If I didn’t put in the effort how would he know I am serious 

about wanting a promotion.   

Employee—Training linked to promotion 

The guys who did the training … wanted to impress the boss.  I 
was prepared to work really hard to show the boss that I was 

the right person for the job.   

Employer—Increased productivity 

 

The table highlights that Geoff was motivated to participate in the training to gain the 

promotion to a supervisor’s position.  The table also shows that his employer’s 

willingness to fund the training increased Geoff’s expectation of a positive outcome 

post-training that would take the form of a promotion and increased remuneration.  The 

table shows that Geoff perceived that his productivity increased following the training.   

4.7. Case Study 3: Wendy—Administrative Assistant  

The third interviewee was a 28-year-old Anglo-Australian female, referred to as Wendy.  

She reported that she worked as an administrative assistant, in a large private 

organisation.  She said she had worked in this position for the past six years.  She 

reported leaving formal schooling at the completion of Year 12 and that she attended 

one semester of university.  She said she decided not to continue at university because 

she wanted to enter the workforce to earn some money.  She reported working in a 

number of different positions before gaining an entry-level position as a receptionist 

with her current employer.  After working in this position for twelve months, her 

employer offered to fund a one-year leadership-training program.  The course required 

her to attend TAFE College, one day a week.  She said that the employer told her she 

was impressed with her work and wanted her to take on a senior position at the 

completion of the course.   
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4.7.1. Motivation 

Wendy reported being excited when the employer indicated she was willing to fund the 

one-year leadership-training course.  She reported that initially, she was concerned 

about returning to study because of her university experience.  She said that eventually 

she considered the opportunities that may present because of the training and decided 

she would like to participate.   

I found it hard to believe they were prepared to make such a big 

commitment to my career.  I was so grateful for the opportunity (CS3). 

She acknowledged that she would need to be fully committed to the training to repay 

the employer for the opportunity given to her.  She reported that the prospect of gaining 

a promotion when the course was finished was a strong motivation.  She reported that 

her employer indicated that there was a chance that the promotion would happen during 

the training period.  Wendy indicated that she had some concerns at one point during 

the last two-months of the training.  The employer advised that there might be a delay 

with the promotion.  She chose to ignore her concerns and focus on the employer’s 

advice that there would be a promotion at the conclusion of the training.   

One day she said something like—my promotion was dependent on a 

number of external factors.  I chose to ignore what she said and focus on the 

fact that she was paying for the training.  She was so supportive and 

encouraging when she asked me if I was interested.  I thought surely she 

wouldn’t pay out all that money if she wasn’t going to follow through with 

the promotion (CS3). 

Wendy reported that the environment at work was similar to what she had experienced 

when she was growing up.  Her parents had encouraged her to make her own decisions, 

even when it meant not to go to university.  She viewed this training opportunity as her 

chance to regain her parents’ approval.   

The support and encouragement of my employer reminded me of how 

things were when I was growing up.  My family was so supportive of the 

decisions I made, even when they didn’t agree with me.  I know they were 

disappointed when I didn’t go to uni. 

My mum always said I should try to be the best person I can be.  Even 

though she tried not to make a big deal of it, I knew she was excited for me 

when this opportunity came up.  Both dad and mum said they were proud of 

me but I know they sometimes compared what I was doing with some of my 

friends from school (CS3).   
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They would never make a big fuss but I knew when they talked about one of 

my school friends being accepted to the bar or one of my other friends 

finishing their medical internship—they were comparing their achievements 

with what I had done (CS3). 

Wendy’s account demonstrated that she was highly motivated to participate in the 

leadership-training course.  The fact that her employers had sufficient confidence in her 

ability to fund the training motivated her to overcome her initial lack of confidence.  

The desire to impress her parents was also a strong motivator.   

4.7.2. Expectations 

Wendy emphasised how her employer’s willingness to fund the training, influenced her 

high expectation of a positive outcome of the training.  She said she had grown up in a 

supportive environment and had high expectations that the employer would do what she 

considered the right thing.  The promotional material also increased her expectations of 

a positive outcome following the training.  The material highlighted that the training 

would focus on upgrading the participant’s leadership capabilities, which would assist 

them to gain a promotion.  Wendy was also impressed with the focus on improving the 

participant’s communication skills and their ability to work as part of a team, which she 

reported was her preferred style.  She perceived she had good communication skills and 

the ability to get on with most people.  She also considered she had a good relationship 

with her co-workers.  She perceived she was in a good position to improve these skills.   

The training looked great.  It appeared to cover all of the skills I would need 

to supervise the team.  This was my chance and I was prepared to give it 

100 per cent (CS3). 

Wendy said she expected things to change substantially when she finished the training, 

if not before it finished.  She said that even though her employer had not indicated a 

commencement time for the new positions, she was confident that she was going to get 

the promotion.  She reported that she learnt so much from the course, mostly about 

herself and came to realise that she did have the leadership skills she would need to 

work in the senior position.  The training had reinforced her level of confidence in her 

ability to take on additional responsibility.   

I realised during the course that I had a lot of the skills they were talking 

about.  I became really excited at the prospect of gaining the promotion. 
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I grew up believing that you need to have a go and if you really want 

something, you can make it happen.  I thought this was my chance.  (CS3) 

Wendy believed her employer would compensate her for her efforts, which reinforced 

her expectation of gaining the promotion.  She showed me an Oprah Winfrey quote she 

drew on while she was studying that had helped her to stay focused.  The quote was 

“The big secret in life is that there is no big secret.  Whatever your goal, you can get 

there if you’re willing to work.”  She also reported that she believed her family deserved 

a reward for putting up with her, while she was studying.  She said that she was looking 

forward to being able to give her two small children some little luxuries to make up for 

the time she had been studying and working.   

I was thrilled that the promotion would include an increase in my wages.  

The extra money would certainly come in handy (CS3) .   

Wendy’s account highlights that she had high expectations of gaining a promotion and 

increased remuneration following the leadership-training course.  She said that the fact 

that her employer had funded the training and had advised that she would gain a 

promotion following the training reinforced her belief.   

The discussion of Wendy’s interview will now turn to the with-in case analysis that was 

achieved by examining the interview text and extracting the themes that influenced her 

motivation to participate in the training and her expectation of the outcome of the 

training.  Table 4.4 shows these factors.   

4.7.3. Within-case Analysis 

Table 4.4 Case Study 3 

Interview Text Themes 

Motivation 

Employer approached me about the training  

I found it hard to believe they were prepared to make such a big 

commitment to my career.   

Employer – succession plan 

…wanted her parents to be proud of her 

I was so grateful for the opportunity. 

Employee – promotion  

Expectations 

Confident I would get the promotion  

I was confident I would be rewarded for my effort and that it 

would all be worthwhile. 

…if you really want something, you can make it happen.   I 

thought this was my chance. 

Employee - promotion 

I was happy to apply myself to demonstrate my commitment to 
the job and to repay my employer for the investment they had 

made in me. 

Employer – increased productivity 
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The table shows that Wendy’s employer encouraged her to participate in the training.  

Wendy also believed that the training was part of a succession plan.  The employer’s 

support and encouragement increased Wendy’s expectation of a positive outcome, post-

training that would result in promotion.  The table also shows that Wendy believed that 

her productivity increased following the training.   

4.8. Case Study 4: Susan—Social Worker  

The fourth interviewee was a 32-year-old Anglo-Australian female referred to as Susan.  

At the time of the interview, she was working for the public service, as a social worker.  

She reported that she commenced working in the public service, as an intern, following 

the completion of a Social Work Degree.  She explained that she initially worked for the 

Queensland Public Service (QPS) for eight years, but that she had transferred to her 

current position with APS, where she has worked for the past four years.  She reported 

that she has aspirations of gaining a position as an assistant manager in a regional 

office.  She said that the leadership-training course she participated in was an internal 

public service training package called the Integrate Leadership Scheme (ILS), which 

was an internal, two-day intensive course.  Susan reported being married with two 

young children and that she needed to enrol them in before and after school care 

because of the hours she and her husband worked.  She explained that she has always 

been career focused and took the minimum amount of maternity leave when her 

children were born.  She indicated she was happy with her decision to put her career 

first because she perceived there would be long term benefits for the family. 

4.8.1. Motivation 

Susan reported being motivated to participate in the leadership-training course as part of 

her career development.  She said she was not sure where her career would take her but 

was committed to continuing to improve herself.  She explained that she considered 

returning to university but decided she would like to earn as much money as possible, in 

the most stimulating job.  She said that she was also motivated because she believed she 

needed to take a break from front line, social work.  She reported that she had conducted 

some research into how other people in the organisation had gained their promotion and 

one of the consistent factors was the internal ILS training.  She explained that 
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promotional material for the ILS course highlighted the development of leadership 

capabilities, which appealed to her.   

Susan said that her employer was supportive of her career aspirations and encouraged 

her to participate in a number of professional development (PD) opportunities.  She 

explained that most of the training was to maintain currency with social work, but 

occasionally the content focused on the development of skills, such as communication 

and teamwork.  She reported that usually the training had a leadership component.  She 

discussed her need to move away from the front-line social work, which had been her 

primary role for the past twelve years.   

Dealing with people’s problems on a daily basis takes its toll.  I needed to 

do something different (CS4) . 

She explained that she was aware that she would need to upgrade her skills to enable her 

to apply for an assistant manager’s role in one of the regional offices.  She said that 

when she heard the ILS course was available to interested parties, she approached her 

employer about the possibility of participating and reiterated her aspiration to gain a 

promotion, when one became available.  She reported that her employer advised her that 

the ILS course was an excellent option and that it would assist her to gain a 

management or leadership position in the APS. 

I love to challenge myself.  I thought a leadership or management role 

would be a natural progression for my career.   

I know there are limited opportunities in the Public Service but there are 

positions going all the time and someone has to fill them (CS4) . 

She said her employer also indicated that there were a number of positions available for 

people who demonstrated a commitment to their work.  She reported that her employer 

volunteered to mentor her to assist her to gain the promotion. 

She told me about an internal leadership-training program that was highly 

valued.  She said it would look good on my resume when I was applying for 

any positions.  I knew she was serious about helping me when she 

volunteered to be my mentor.  I thought that was really nice of her (CS4). 

Susan’s account of what motivated her to participate in the leadership training shows 

that she was committed to transition from a position she was no longer able to handle to 
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a management role.  She viewed the internal training recommended by her employer as 

the pathway to achieving her goal.   

4.8.2. Expectations 

Susan said that her employer’s advice that there were positions available reinforced her 

expectations of a positive outcome following the training.  She said that the employer’s 

willingness to act as mentor was also a contributing factor that reinforced her 

expectations of a positive outcome following the training.  She reported that the 

promotional material relating to the training, which highlighted a comprehensive 

approach to leadership, also impressed her.  She viewed the training as her opportunity 

to gain the promotion she needed to start a new phase of her working life.   

This course covered so many things I had read about—360o feedback and 

EQ—even though I knew about these concepts,  

I couldn’t wait for the training to start.  I had to survey my co-workers to get 

some feedback on how they viewed my leadership skills and abilities, 

before it started.  It was really full on.  Some of my colleagues were 

supportive and others seemed to have their noses out of joint (CS4). 

Susan reported being excited at the prospect of participating in the training.  She 

described how she had heard that the training was popular in the upper echelons of 

management with some executives taking the course to maintain currency with 

leadership practices.  She explained that she had heard that some of her co-workers had 

used the course to increase their chances of accessing a more senior position.   

I know I had high expectations of the training but I believed this was my 

chance.  All of the planets seemed to be aligning (CS4). 

Susan also reported hearing that the course was very expensive, which she considered as 

an indication of her employer’s willingness to provide her with all the support she 

needed to gain the promotion. 

I also received a report that outlined the things I needed to work on to 

improve my leadership skills and abilities.  I was stoked with the report – I 

got really good results in most areas (CS4). 

Susan admitted that the increased remuneration that would come with the promotion 

was an added bonus.  She reported growing up in a family that had to struggle for the 

extra things.  She explained how travelling overseas was something she had dreamt 
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about being able to afford.  She said she thought she might be able to consider these 

things for the family, if she got the promotion.   

Extra money would mean my husband and I could think about travelling 

overseas.  It would be fabulous for us to be able to experience these things 

with the children (CS4). 

Susan reported that the encouragement and support her employer and co-workers gave 

her reinforced her high expectations for a positive outcome following the training.  She 

considered the fact that the employer was prepared to fund the expensive course and act 

as her mentor to be evidence that he supported her.   

The discussion of Susan’s interview will now turn to the with-in case analysis that was 

achieved by examining the interview text and extracting the themes that influenced her 

motivation to participate in the training and her expectation of the outcome of the 

training.  Table 4.5 shows these factors as the initial phase of the thematic coding 

process.   

4.8.3. Within-case Analysis 

Table 4.5 Case Study 4 

Interview Text Themes 

Motivation 

… challenge myself – leadership … a natural progression for 

my career. 

… a break from front line position.   

Advised positions going all the time – someone has to fill them   

Employee—career development 

Employer volunteered as mentor—encouraged me to do the 

training—course very  expensive 

Employer—succession plan 

Expectations 

There are opportunities for people who are committed to their 

work 

…executives had either completed…training prior to gaining 
their promotion…upgrade their skills  

… this was my chance to gain a promotion 

Promotion will be there for people who show a level of 
commitment  

Employee—Training linked to promotion 

It was funny but believing I was in line for a promotion helped 

me to handle the some of the issues I found difficult, before I 

participated in the training.   

It was as if I had a new lease on life. 

Increased productivity 

 

The table highlights that Susan was motivated to participate in the training to enhance 

her career opportunities.  She expressed a need to transition from the front-line position, 

which she was finding increasingly difficult.  The table shows that her employer 
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supported and encouraged her to participate in the training and agreed to mentor her, 

which increased her expectation of a positive outcome post-training in the form of a 

promotion.  The table indicates that Susan believed that her productivity increased 

following of the training.  She reported that she was able to continue working in her 

front-line position for a short period following the training.   

4.9. Case Study 5: Diane—Administration Assistant 

The fifth interviewee was a 45-year-old Anglo-Australian female referred to as Diane.  

At the time of the interview she was working as a receptionist in a large private hospital.  

She reported leaving school at the completion of Year 12.  She explained that initially 

she worked as a receptionist in a small medical practice, for fifteen years.  She said she 

resigned from her position because she was pregnant with her first child.  She reported 

leaving the workforce for a ten-year period to care for her two children.  She explained 

how she began working for her current employer two years earlier and that her position 

at the time of the training required her to work rotating shifts.  The morning shift was 

7.00am – 2.00pm and the evening shift was 2.00pm – 9.00pm.  She reported that she 

had completed a two-month internal employer funded leadership-training course, with a 

view to gaining a promotion to a senior position.   

4.9.1. Motivation 

Diane explained how she was keen to participate in the training despite the fact that she 

did not initially think she had the skills to take on a senior position.  She said she had 

heard that the hospital was considering applicants for the senior role, at one of the 

monthly staff meetings.   

The regional manager told us there were two new positions coming up—

anyone who was interested should contact him.  He said the successful 

applicants would do a two-month leadership training program to prepare 

them for the senior position (CS5). 

She said she initially thought the training was beyond her, but eventually decided she 

would like to participate.  She reported that she did not have strong career ambitions, 

but the prospect of getting a promotion appealed to her.  She explained that she was not 

fully committed to the idea of participating in the training because she had a relatively 

good work-life balance and was content in her current position.  She reported that the 

only problem with her position was the shift work.  She explained that she enjoyed a 
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number of activities outside of the workplace that provided her with the mental and 

physical stimulation that she did not get from her work.  She reported that she 

occasionally harboured feelings of guilt because her two children needed to attend 

before and after school care.   

I didn’t mind the work I was doing but I was pleased to consider other 

options—so I thought I would put my name down.  I hadn’t really thought 

about going for a promotion, but sometimes it was hard—the kids really 

missed me.  I thought maybe I would be able to get more day shifts.  At 

least I would be able to pick them up from school.The evening shifts were 

really hard on the family.  If it wasn’t for them I wouldn’t really mind 

because I got to do some things with my stay at home friends, when I was 

working the late-shift (CS5). 

Diane reported that she was not sure whether participating in the training was 

worthwhile because of the potential impact it would have on the family.  She explained 

how she spoke with the employer to clarify what would happen if she were one of the 

successful applicants.  She said the employer’s assertion that the two successful 

applicants would complete the leadership-training course and be promoted to the senior 

positions, clarified that she was making the right decision.  The employer also said the 

new position would mean increased remuneration.  She said the employer encouraged 

her to apply because she had a good chance of being selected.   

I didn’t really think I would be chosen as one of the two applicants.  There 

were so many people who were better than me.  It was nice of the boss to 

encourage me – I guess that gave me the confidence to have a go.  When I 

was one of the successful applicants I was over the moon.  I couldn’t believe 

they thought I had what it took (CS5). 

Diane acknowledged the training would require extra work, but she was prepared to 

show the employer that she was taking the opportunity seriously.  Diane’s account 

showed she was primarily motivated to participate in the leadership-training course to 

improve conditions for the family.  Her account also highlights an initial lack of 

confidence in her ability to participate in the training and take on the senior position.   

4.9.2. Expectations 

Diane said that she expected to gain a promotion following the training course.  She 

reported having strong feelings about good and bad leadership styles.  She believed that 

effective leaders build good relationships and have the ability to get the best out of their 

staff.  She said she also viewed the increased remuneration that would come with the 
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promotion as advantageous.  When she talked about remuneration, she expressed a 

strong opinion about the unfairness of the packages paid to some senior executives.  She 

advocated a more even distribution in the range of the salary that was reflective of the 

contribution made by each employee.  Despite her attitude toward the remuneration 

packages, she said that she believed the only way employers could show their 

appreciation for the contribution people make to the organisation was by promoting 

them and increasing their wages. 

There is so much talk about good or bad leadership in the media—I think 

good leaders know how to get the best out of their employees.I was pleased 

there was going to be more money with the promotion—I know some 

people are expected to do more work without getting any more money—I 

don’t think that’s fair.  I think the amount of money paid to some of the 

CEOs is outrageous.   

It is nice when the boss acknowledges the contribution you make.  One of 

the best ways they can show you that they are happy with your work is to 

give you a raise.  To be totally honest the idea of getting more money was a 

big factor in my decision.  I was really looking forward to the training.  

(CS5) 

She said she had grown up with strong family values and her father had always 

encouraged her to follow her dreams.   

I realised I had forgotten what Dad told me told me—He had two favourite 

sayings—“aim for the stars” and “nothing is impossible if you really want it 

(CS5). 

Diane indicated that she understood that not everyone has the same view of what it 

means to be successful, but she believed in the ideas of continuously improving and 

striving to do your best.  She said that the training manual she read in the lead-up to the 

training reinforced these themes.   

You see it all the time – people having a go – if you want to be successful 

you have to make it happen.   

I was so pleased I had put my hand up.   The training look good – the focus 

seemed to be on the ideas of continuous improvement and achieving to your 

full potential.  Those ideas sound good to me (CS5). 

Diane’s account of what she expected to happen when she completed the training 

highlighted that she was confident she would gain a promotion, which would improve 

conditions for her family.  She referred to the employer’s obligation to honour their 
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commitment and to reward their employees for their efforts as social justice.  She 

referred to a book she had just finished reading called The Fair Society: The Science of 

Human Nature and the Pursuit of Social Justice by Peter Corning.   

The discussion of Diane’s interview will now turn to the with-in case analysis, which 

was achieved by examining the interview text and extracting the themes that influenced 

her motivation to participate in the training and her expectation of the outcome of the 

training.  Table 4.6 shows these factors.   

4.9.3. Within-case Analysis 

Table 4.6 Case Study 5 

Interview Text Themes 

Motivation 

Senior position   coming up…anyone who is interested 

should contact him.   

Employer encouraged her to apply – good chance of being 
selected 

Employer initiated  

Couldn’t believe they thought I had what it would take 

I was over the moon when I was chosen- I was pleased to 

consider other options 

Employee  

Expectations 

… employer advised upcoming senior position  Employer—training linked to promotion 

Best way for employer to show appreciation with a 

promotion or give you a raise. 

keen to demonstrate to the employer that their money was 

well spent.   

… noticed the extra work I was doing and were grateful.   

Employee – Promotion 

Increased  productivity  

 

The table highlights that Diane was motivated to participate in the training to improve 

her working conditions, mainly the times she was required to work.  The table illustrates 

that her employer encouraged and supported her, which increased her expectation of a 

positive outcome, in the form of a promotion, following the training.  The table also 

shows that Diane believed that her productivity initially increased when she returned to 

work and that the employer was grateful for the extra work she was doing.   

4.10. Case Study 6: David—Business Support Officer 

The sixth interviewee was with a 48-year-old Anglo-Australian male referred to as 

David.  He is currently working as an executive for a private sector employer.  At the 

time of the training, he was working for the Queensland Public Service (QPS) as a 

business support officer.  He reported that he initially left school at Year 12 and started 
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working in retail.  He reported that he decided to return to complete his studies as a 

mature student.  He completed a TAFE Return to Study Course and gained entry to 

university where he obtained his Bachelor of Arts Degree.  After completing his studies, 

he gained a position with the public service, where he has worked for eight years.  He 

reported that he participated in a partially subsidized three-month leadership-training 

course.  He explained that he was prepared to contribute financially to the training 

because he had heard this course was the best leadership training available.  The 

promotional material highlighted a high success rate for promotion and increased 

remuneration.  He said that the contact hours were one full day and two nights per week 

and that the employer was prepared to cover the cost of his absence from work during 

the training. 

4.10.1. Motivation 

David recalled that he had strong career aspirations that included gaining an executive 

level position, which he had identified in his annual developmental plan.  He 

acknowledged he was disadvantaged because of his late entry into the public service 

and wanted to make up for lost time by participating in all of the professional 

development (PD) training.   

I found it quite difficult competing with young people almost half my age.  

They all seem to have a sense of entitlement.  I knew I needed to work extra 

hard to demonstrate to the employer I was the right person for the job (CS6). 

He explained that his employer encouraged him to participate in a range of PD 

opportunities with improving leadership capabilities being the focus of many of the 

courses.  He said he had talked to his employer about his aspiration of gaining an 

executive position during his annual performance review and that his employer was 

supportive and encouraging of his career aspirations and continually praise his work.  

He reported that the employer also acknowledged the obvious pride David took in his 

work.  David expressed a strong belief that his employer would reward him for his 

efforts.   

I believed that all my hard work would pay off.  I was especially pleased 

that the boss acknowledged the pride I took in doing a good job.  I know 

that promotions are hard to come by—but employers reward people who are 

prepared to give that bit more (CS6). 
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David explained how he gained strength from a small cohort of colleagues who 

understood his commitment and supported him.  He said that a number of colleagues 

did not appreciate his competitiveness and tried to make things as difficult as possible 

for him.  He recalled that he accepted their attitude and viewed it as one of the things he 

would have to learn to deal with when he gained his promotion.   

One of the things you have to put up with when you are the boss is—not 

everyone is going to like you.  Being the boss is not a popularity contest—

you can’t please all of the people all of the time.  The most important thing 

is getting the job done (CS6). 

David reported being highly motivated to participate in the training to provide for his 

family.  His explained how his wife had carried the burden of providing for the family 

while he was at university and he was keen to repay her for her support and 

encouragement.   

It was difficult when I was doing the training – my wife was amazing.  I just 

wanted to earn enough money so she could follow her dreams—she put all 

of her dreams on hold to allow me to follow mine.  My research showed that 

this was the best course and I was going to work really hard and make the 

most of this opportunity (CS6). 

David’s account of what motivated him to participate in the training showed that he has 

strong career ambitions and a belief that the employer would reward him for his hard 

work and extra effort with a promotion.  He was also motivated to provide for his 

family and to repay his wife for her support and encouragement.   

4.10.2. Expectations 

David said that he believed it would only be a matter of time before he gained a 

promotion and viewed the training as a step in the right direction.  He reported that two 

of his friends, who worked for different companies, had completed this training and had 

gained promotions shortly after finishing.  He recalled that the employer had told him 

that the department proposed to open a new office in one of the growing suburbs, which 

would come with opportunities for applicants with leadership capabilities.   

I thought the extra effort I was prepared to put in would be considered when 

they were looking at people to promote.  This course was great – it covered 

all the things at are important about leadership.  I had a really good look 

around for the right course and this one was it (CS6). 
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He recounted how the promotional material for the course, which focused on the aspects 

of leadership he considered he needed to work on to gain the promotion, enhanced his 

expectations for a positive outcome.  He said he was excited at the prospect of being 

involved in the training and viewed this course as the opportunity to achieve his career 

goals.  David recalled that the employer’s enthusiasm and the fact that he was prepared 

to contribute to the cost of the course reinforced David’s expectations of a positive 

outcome following the training.   

There was a lot of focus on the skills and abilities needed for effective 

leadership.  I was able to clarify what I needed to do to hone the skills 

needed (CS6). 

He explained how the support and encouragement he received from his employer also 

reinforced his high expectations for the outcome of the training.  He said that the 

expectation of a positive outcome post-training was reinforced because his employer 

expressed appreciation for David’s financial contribution towards his career.   

The discussion of David’s interview will now turn to the with-in case analysis that was 

achieved by examining the interview text and extracting the themes that influenced his 

motivation to participate in the training and his expectation of the outcome of the 

training.  Table 4.7 shows these factors.   

4.10.3. Within-case Analysis 

Table 4.7 Case Study 6 

Interview Text Themes 

Motivation 

Strong career aspirations – identified in annual performance 

review 

Contributed financially to the training  

Employee initiated—career development 

Employer prepared to contribute to the training Employer 

Expectations 

… employer advised possible expansion plans – could lead to 

positions for people with leadership capabilities  

employer would consider the extra effort when looking for 

people to promote 

Employer—Training linked to promotion 

Employer—increased productivity 

two friend had completed the course and gained promotion 

shortly after training 

keen to demonstrate to the employer suitable candidate for 

promotion 

Employee—Promotion 

Increased  productivity  

 

The table shows that David was motivated to participate in the training to improve his 

chances of gaining a promotion.  The fact that his employer was prepared to contribute 
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to the cost of the training indicated a high level of support, which increased David’s 

expectation of a positive outcome, in the form of a promotion, following the training.  

The table also showed David perceived that his productivity increase and that he was 

more enthusiastic about his work following of the training.   

Figure 3.1 outlines the pathway for leadership training that provide a starting point for 

the research by showing what motivates employers and employees to participate in 

leadership training and both parties expectations for the outcome following the training.   

 

Figure 4.1 Motivation and Expectations of Leadership Training 

The second phase of the analysis that focuses on the satisfaction of the outcome of post 

leadership training will be covered in Chapter 5 The Cross-case Analysis and the model 

of the possible implications when the expectation of employee of are not fulfilled will 

be featured in Chapter 6 The Discussion and Conclusion. 

4.11. Chapter Conclusion 

This chapter has focused on the personal story of each of the participants of this study.  

Each case study has outlined a sequence of events leading up to and in the initial phase 

following leadership training.  The focus has been on examining the participants’ stories 

utilising two major categories; their perception of why they participated in leadership 

training, what they expected would happen following the training, and what happened 

when they returned to work following the training.  Each participant’s account was 

subjected to the within-case analysis and thematic coding as the initial phase of 
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analysis.  The within-case analysis emphasized that all of the participants were 

motivated to participate in the leadership-training program to advance their careers.  

This motivation was consistent with the themes that emerged from the relevant 

literature discussed in Chapter 2: The Literature Review.  These themes will be 

discussed more comprehensively in Chapter 5: The Cross-case Analysis.   

Two of the participants, who had not initially exhibited career aspirations, were 

encouraged to participate in the training by their employer on an understanding that the 

most likely outcome of the training would be a promotion and increased remuneration.  

Most of the participants had identified career advancement in their annual performance 

review and believed the training was the initial phase of this process.  All of the 

participants also reported an increased enthusiasm for their work and a perception that 

their productivity levels initially increased following the training.  The increased 

motivation was also a consistent theme to emerge from the relevant literature found in 

Chapter 2: The Literature Review.   

The purpose of this chapter was to determine themes and categories of influence in the 

cases that may inform propositional knowledge.  The participants’ stories not only 

describe their experiences, they also highlight the factors that influenced their 

expectation of positive outcome post-training.  The interviews focused on how the 

participants felt when the outcome of the training did not meet their expectations.  

Findings from case studies will be utilised to make tentative assertions relating to what 

occurs following leadership training.  Chapter 5: The Cross-Case Analysis will address 

the themes and categories of influence and examine what occurred when the 

expectations of the participants were not realised. These assertions are based on the 

perceptions of the participants in the case studies. 
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Chapter 5. The Cross-Case Analysis 

Getting beneath the surface features of thought or behaviour—to the thinking 

below the thinking—is tricky, but it is possible, and is evident when a person 

is asked to explain why he (sic) does something a certain way and the 

response is, “That’s just the way we do things around here”.  The person 

asking the question is questioning the assumptions behind a practice.   

(Brookfield, 1987) 

The previous chapter, Chapter 4 focused on participants’ personal stories pre-leadership 

training.  Chapter 4 used with-in case analysis to extract thematic codes to explain why 

participants undertook this form of training.  The focus of Chapter 5 then is on what 

happened following leadership training from the perspective of each participant.  Each 

story will be examined and analysed to establish commonalities and differences that 

will illuminate the assumptions and beliefs that not only contributed to the participant’s 

motivation for, expectations of leadership training, it will also elucidate those that 

influenced their satisfaction with the outcome following the training.  Denzin and 

Lincoln (2011) assert that comparing occurrences at a micro-level to substantiate events 

at a macro-level allows similarities and differences to emerge.  Glasne (1999) explains: 

The opportunity to learn about what you cannot see and to explore 

alternative explanations of what you do see is the special strength of 

interviewing in qualitative inquiry.  To this opportunity, add the 

serendipitous learnings that emerge from the unexpected turns in discourse 

that your questions evoke (p.69). 

Using thematic analysis will allow both employees and employers’ assumptions and 

beliefs, relating to leadership training to emerge.  Many of the emerging concepts will 

be supported by relevant literature and some will be challenged by the findings of this 

project.  Cross-case analyses of the findings will allow them to develop and mature into 

propositional knowledge (Bauer & Gaskell, 2000).  The development of propositional 

knowledge will be the focus of discussion in Chapter 6 Conclusion and Discussion.   

5.1. Structure of the Chapter 

The initial focus will be on to provide a brief explainion of how this project utilises 

three phase process for the cross case analysis to examine data.  The focus will then 

move to examine data found in Chapter 4 relating to the participants motivation for and 

expectations of leadership training and data found in this chapter relating to their 
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satisfaction with the outcome of the training.  The first stage is substantive coding that 

collates the information taken from the interviews to allow further examination of what 

motivated the respondents to participate in leadership training and their expectations for 

a positive outcome following the training from their own perspective.  The focus will be 

on establishing: 

1. What influenced the participants to take part in leadership training? 

2. What influenced the participants’ expections that the outcome of leadership 

training would be promotion? 

This information will be followed by a summary of similarities and differences of each 

participant’s experience pre leadership training.   

Substantive coding will then be used to gain an understanding of each participant’s 

satisfaction with the outcome post-leadership training.  The initial focus will be on 

examining the participants’ responses to interview questions.  These questions are: 

1. How you feel at the completion of leadership training? 

Were you satisfied with leadership training? 

2. What happened when the outcome of leadership training failed to meet your 

expectations?  

Why did leadership training’s failure to meet your needs and expectation have 

the impact that it did 

This information will be followed by a summary of similarities and differences of each 

participant’s experience post leadership training.   

The focus will then be on the second stage of coding; namely, theoretical coding that 

uses relevant literature to elucidate further on what could influence the participants’ 

beliefs and assumptions and provide an understanding of what motivates employers to 

offer leadership training and their expectations for the outcome post-training.  

Establishing a relationship between the data and relevant research provides credibility 

and consistency to the findings taken from the interview data.  The third stage is a 

summary of the assumptions and beliefs that provide a starting point for the 

development of propositional knowledge that exposes the implications when leadership 

training fails to fulfil the expectations of employees.   
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5.2. Cross-Case Analysis 

Cross-case analysis in this study examines similarities and differences (Creswell, 2008) 

between six participants’ accounts of their experiences.  For this research, coding data 

for cross-case analysis involved a two-phase process; namely, substantive coding and 

theoretical coding.  Substantive coding allowed data to be broken down and analysed 

directly, and theoretical coding relied on relevant research to contextualise and support 

findings (Holton, 2010).  Utilising these two forms of coding allowed for a comparison 

of data.  Taken together these processes provided a basis for generating propositional 

knowledge to explain, at a broad conceptual level, actions or interactions about a 

substantive topic (Holton, 2010), which in this case related to the implications of 

leadership training as practice.  The following section focuses on substantive coding of 

interview data in two sections; first, the motivation and expectation of participants and 

second, their satisfaction and subsequent outcome of leadership trainings. 

5.3. Substantive Coding 

5.3.1. Motivation and Expectations  

The initial questions focused on eliciting information relating to participants’ beliefs, 

prior knowledge and attitudes to leadership training.  Participants were also encouraged 

to reflect on their understanding of roles and responsibilities of leaders within 

organisations and leadership roles in general.  These questions allowed interviewees to 

provide information about how they perceived themselves in their workplaces.  These 

data contextualise participants’ experiences and highlight influences that motivated 

them to participate in this form of training and their expectations for the outcome 

following leadership training.  Data originates from interview transcripts and narratives 

of six participants experience pre-leadership training outlined in Chapter 4.  (See in 

Appendix D Interview Transcript—Case Study 1; and Appendix E Coding—Data 

Analysis: open coding of motivation and expectations for the six case studies).  The 

focus will now move to an analysis of these interview questions. 

Q.  1 What motivated you to participate in leadership training?  

Q.  2 What influenced your expectations? 
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5.3.1.1. Case Study 1: Mary 

Mary believed ongoing education and training were essential for her public service 

career.  Both parents were career public servants and she was keen to emulate them.  

She recalled identifying leadership training as her developmental goal at annual 

performance reviews.  She observed: 

I’ve been involved in a lot of developmental training—the idea of 

continuous improvement, was one of the consistent themes—especially for 

people like me who have career aspirations.  The idea of working to try to 

achieve to my full potential sat well with me (CS1).   

She understood that there were limited advancement opportunities however, she was 

confident that her employer would reward her hard work and commitment.  She noted:  

Dad always said that if you are prepared to work hard early you will reap 

the rewards later in life.  I was bought up to believe—if you want 

something, you need to go out and get it.  Sitting around waiting for 

something to happen is not my style (CS1).   

She believed that the reward would be promotion.  She explained that increased salary, 

which she assumed would come with promotion, was additional motivation.  She 

assumed that more money would improve conditions for her family.   

Mary explained how her employer assigned her a mentor and encouraged her to 

participate in leadership training.  These actions enhanced her expectations of a positive 

outcome following training.  She assumed that leadership training would allow her to 

build on skills and abilities needed to function as an effective leader.  She recounted that 

promotional material reinforced these ideas.  She believed the course would give her the 

skills she needed to achieve her career goals.  “I decided I was going to make the most 

of this opportunity” (CS1).   

5.3.1.2. Case Study 2: Geoff 

Geoff recalled how his wife initially encouraged him to participate in leadership 

training, to take advantage of an upcoming supervisor’s position.  He said: 

I never thought of myself as a leader, but my wife kept telling me I should 

have a go.  She said she read that anyone can be a leader and that I just 

needed to believe in myself (CS2).   
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He recalled speaking with his employer who suggested he participate in leadership 

training to improve his chance of gaining promotion.  He reflected that he believed he 

needed to take advantage of opportunities if he wanted to succeed.  He said that he 

identified people in leadership cohorts as the most successful people in companies, 

which enhanced his belief that being successful meant gaining promotion.  He 

considered that a large salary package was an indication of success.  He emphasised this 

point by stating “No one would question that it’s the big boys at the top of the ladder—

who get the big bucks.  They are pretty successful” (CS2).  He viewed participation in 

leadership training as his opportunity to improve conditions for his family.   

Geoff explained how his employer’s support and encouragement reinforced his 

expectation of a positive outcome following leadership training.  He reported that he 

was “pleased when the boss suggested I have a go.  It was nice that he took notice when 

I said I was interested in a promotion” (CS2).  He believed that promotion would be his 

reward for hard work and commitment.   

I know that success comes out of hard work.  It doesn’t matter whether it 

was on the sports field or at school.  You see it all the time—look at all the 

good sportsmen—… there’s one thing they all have in common—they are 

prepared to put in the extra yards to be successful.  I take a lot of pride in 

doing the job well.  I’ve always worked hard—this training was my chance 

to get something back (CS2).   

He recalled that promotional materials supported his belief that participation in 

leadership training would facilitate success.  He acknowledged the impact of the 

promotional material on his decision to participate in the training.  He believed that he 

had an excellent chance of gaining promotion once he completed leadership training. 

The blurb said this course would provide the participants with the skills 

required to be an effective leader.  That sounded good to me.  All of the 

promotional material looked good” (CS 2).   

5.3.1.3. Case Study 3: Wendy 

Wendy was initially apprehensive about participating in leadership training.  Despite 

her reservations, she believed that the best way to gain success was to work hard and 

demonstrate commitment.  She understood that education and training were important if 

she wanted to succeed, even though she did not complete her tertiary qualifications.  

She was excited by her employer’s level of confidence in her ability.  She reported “I 

found it hard to believe they were prepared to make such a big commitment to my 
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career.  I was so grateful for the opportunity” (CS3).  She assumed that her employer 

would reward her for her hard work and that the reward would be promotion.  “I grew 

up believing that you need to have a go and if you really want something, you can make 

it happen.  I thought this was my chance” (CS3).  She was also keen to impress her 

parents, who had encouraged her.  She believed they were disappointed that she did not 

complete her education.   

My mum always said I should try to be the best person I can be.  Even 

though she tried not to make a big deal of it, I knew she was excited for me 

when this opportunity came up.  Both dad and mum said they were proud of 

me, but I know they sometimes compared what I was doing with some of 

my friends from school (CS3). 

Wendy explained how her employer’s support and encouragement, which she believed 

was evident by their willingness to fund leadership training, increased her expectation 

of a positive outcome following training.  She recalled being increasingly motivated 

when she read the promotional material, which outlines how the course would provide 

her with the skills and abilities to be an effective team leader.  She recollected how the 

promotional material increased her expectation of a positive outcome following the 

training.  She assumed that participation in leadership training would secure her the 

senior position. 

The training looked great.  It appeared to cover all of the skills I would need 

to supervise the team.  This was my chance and I was prepared to give it 

100 per cent.  I realised during the course that I had a lot of the skills they 

were talking about.  I became really excited at the prospect of gaining 

promotion (CS3).   

5.3.1.4. Case Study 4: Susan 

Susan appreciated the benefits of training and education and viewed it as the best 

method of achieving career goals.  She understood the importance of continuously 

improving herself to be successful in the workplace.  She said “I love to challenge 

myself.  I thought a leadership or management role would be a natural progression for 

my career” (CS4).  She thought a leadership position would be less stressful, more 

stimulating and more challenging than her front line customer service position.  She 

observed that “Dealing with people’s problems on a daily basis takes its toll.  I needed 

to do something different” (CS4).  Her expectation that promotion would improve her 

family’s conditions was additional motivation. 
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Susan’s expectations of promotion generated from research she conducted into 

leadership-training programs.  Her employer’s support and encouragement, which 

included agreeing to mentor her, enhanced her expectations of a positive outcome 

following leadership training.  She recalled her employer telling her that the identified 

leadership-training program was the preferred option for public servants and that some 

people in the leadership cohort had participated in the chosen program.  She claimed 

“She told me about an internal leadership-training program that was highly valued.  She 

said it would look good on my resume when I was applying for any positions” (CS4).   

5.3.1.5. Case Study 5: Diane 

Diane explained that she was not initially career focused because she lacked confidence 

in her ability to gain promotion.  Despite her lack of confidence, she thought she should 

apply for the advertised position.  She believed that gaining promotion would benefit 

her family because it could improve her working hours as well as increase her salary.  

She recollected “I hadn’t really thought about going for a promotion, but sometimes it 

was hard—the kids really missed me” (CS5).  Her enthusiasm for leadership training 

stemmed from the assumption that people should take responsibility for their success.  

She recalled “I realised I had forgotten what Dad told me—he had two favourite 

sayings—‘aim for the stars’ and ‘nothing is impossible if you really want it’” (CS5).  

Her employer’s support and encouragement led her to believe that she was a suitable 

candidate for promotion.  She recalled: 

I didn’t really think I would be chosen as one of the two applicants.  There 

were so many people who were better than me.  When I was one of the 

successful applicants, I was over the moon.  I couldn’t believe they thought 

I had what it took (CS5).   

She recalled how reading the training manual provided additional motivation to 

participate because it reinforced the themes she valued.   

I was so pleased I had put my hand up.  The training looked good—the 

focus seemed to be on the ideas of continuous improvement and achieving 

to your full potential.  Those ideas sound good to me (CS5). 

Diane believed employers should show employees that they appreciated hard work and 

reward them for extra effort.  She assumed that good leadership resulted from strong 

relationships between employers and employees.   
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There is so much talk about good and bad leadership in the media – I think 

good leaders know how to get the best out of their employees.  It is nice 

when the boss acknowledges the contribution you make.  One of the best 

ways they can show you that they are happy with your work is to give you a 

raise (CS5).   

She cited an appreciation of social justice as a justification for her beliefs.  She also 

recalled her father’s ongoing encouragement when she was growing up.  These thought 

resurfaced as an additional motivator, once she had made the commitment to proceed 

with leadership training.  She was confident that completing the training would lead to 

promotion.   

5.3.1.6. Case Study 6: David 

David expressed an appreciation of the value of education and training and viewed it as 

the best method of achieving workplace success.  He believed that his willingness to 

self-fund leadership training would demonstrate his level of commitment to the 

organisation.  He thought his employer would reward him for his efforts and that the 

reward would be promotion.   

I believed that all my hard work would pay off.  I know that promotions are 

hard to come by—but employers reward people who are prepared to give 

that bit more (CS6).   

He expressed concern that his maturity could undermine his chances of gaining 

promotion and recalled thinking that he would need to work harder to offset any 

potential disadvantage related to age.  He noted “I found it quite difficult competing 

with young people almost half my age” (CS6).  He also believed that promotion would 

include increased salary that would allow him to repay his family for the support they 

gave him while he was studying.   

David’s research into different leadership training programs and courses led him to what 

he considered was the best course.  He reported being confident that the course would 

fulfil his expectations after he spoke with people who had gained promotion following 

its completion, “My research showed that this was the best course and I was going to 

work really hard and make the most of this opportunity” (CS6).  He believed that his 

employer appreciated his competitiveness and viewed him as a suitable candidate for 

promotion.   
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One of the things you have to put up with when you are the boss is—not 

everyone is going to like you.  Being the boss is not a popularity contest – 

you can’t please all of the people all of the time.  The most important thing 

is getting the job done (CS6).   

He indicated that his employer’s support and encouragement reinforced his expectation 

of a positive outcome following the training.  He explained that he was prepared to do 

what was necessary to fulfil his goal of gaining promotion.   

5.3.2. Summary of Emerging Themes—Motivation and 

Expectations 

Substantive coding highlighted similarities and differences between the six participants’ 

accounts of what motivated them to participate in leadership training and their expected 

outcome following training.  Table 5.1 outlines themes that emerged from each person’s 

perspective.   

Table 5.1 Emerging Themes – Motivation and Expectations 

Themes Mary Geoff Wendy Susan Diane David 

Expectation of positive outcome in the form of a promotion and increased 
remuneration 

      

Desire to improve conditions for the family       

Career Aspirations       

Identified leadership training as PD goal       

Assigned a mentor – perceived training was part of succession plan       

People need to take responsibility for their own success – continuous 
improvement 

      

Perceived value of education and training       

Workplace success equates to a promotion and increased remuneration       

Employer would value and reward hard work and commitment        

Acknowledged limited opportunities for advancement       

Employer advice - strong chance of gaining a promotion following the 

training 
      

Age may be a factor when applying for a promotion       

Needed to participate in training to alleviate workplace stress        

Employer was obligated to reward employees for increased productivity 
– social justice 

      

Promotional material increased motivation to participate in the training       

Family background had an impact on expectation of positive outcome       

5.3.3. Similarities and Differences 

My analysis of the data showed that the participants’ expectation for a positive 

outcome, in the form of a promotion, was a consistent motivator.  There was consensus 

that people should take responsibility for their own self-improvement.  There were some 
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differences in the initial thoughts about participation in leadership training.  Mary, 

Susan and David, reported having career aspirations with Mary and David identifying 

leadership training as a professional development (PD) goal at annual performance 

reviews, whereas Susan expressed a need to transition from a position that she 

considered untenable.  She believed participation in leadership training provided her 

with an opportunity to advance her career and alleviate stress caused by working in 

frontline customer service.  Geoff and Wendy also identified how they thought gaining 

promotion would alleviate the stress of working irregular hours.  Geoff‘s initial thoughts 

regarding participation in leadership training came from his wife’s suggestion that he 

speak to his employer about the possibility of gaining promotion.  As part of this 

conversation, his employer recommended he participate in leadership training to 

improve his chances.  Diane and Wendy’s decision to participate in leadership training 

was entirely different.  Neither of them had considered career advancement until their 

employers spoke to them about the possibility of gaining promotion.  Their employers’ 

support and encouragement led to them both embracing the opportunity and considering 

participation in this form of training as an opportunity to advance their careers.   

An analysis of data underscores how all participants appreciated the value of education 

and training and viewed it as the best method of gaining promotion, even though Geoff, 

Wendy and Diane had not initially placed a high value on education.  Diane left school 

at completion of her senior level of education, Wendy failed to complete tertiary 

education and Geoff left school at completion of Year 10.  Geoff mentioned wanting to 

‘climb up the corporate ladder’ to success and Wendy identified the prospect of 

increased opportunities following leadership training.   

The findings I derived from the data was that everyone expressed a desire to succeed 

and viewed leadership training as their best chance of achieving success.  They all 

believed that they needed to take advantage of available opportunities and work on 

continuously improving themselves.  Most participants understood that success is a 

relative term, however, there was an identified substantive link to achieving to their full 

potential.  Geoff equated success with the size of their salary package and viewed 

people in leadership cohorts as the most successful people in organisations.  Mary and 

David both acknowledged that even though there were limited opportunities for 

advancement employers would value those who exhibited enthusiasm for additional 
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training and that they would be the ones to gain promotion.  There was consensus that 

employers valued employees who demonstrated a commitment to their organisation.   

My analysis of the data illustrates how growing up with ideas of being rewarded for 

hard work, and making the most of opportunities influenced all participants’ motivation 

and expectations that leadership training would result in promotions.  They all believed 

that promotion would include increased remuneration, which would enable them to 

improve conditions for their families.  David viewed the prospect of earning extra 

money as a way to reward his family for their support.  Geoff and Wendy believed that 

promotion would enable them to improve their working hours, which in turn, would 

allow them to spend more time with their families.   

Another consistent factor in the data was how employers’ support and encouragement 

reinforced participants’ expectations of a positive outcome, following leadership 

training.  Most participants viewed their employers’ willingness to fund leadership 

training as evidence of their support.  All participants reported that their employers 

indicated that there was a possibility of them gaining promotions following leadership 

training.  Wendy’s situation was slightly different with her employer informing her that 

leadership training was preparation for an upcoming position.  She said that at one stage 

she became concerned that promotion would not eventuate, but that she had rationalised 

that her employer would not waste money on leadership training, if there were no 

positions available.   

The findings taken from the data showed that promotional material, which emphasised 

that leadership training would build the necessary skills and abilities for effective 

leadership, was an additional motivator for all participants.  Susan and David’s access to 

information was different with them both reporting that they researched available 

courses to identify the one that would provide them the best chance of gaining 

promotion.  Susan and Mary’s workplace experience was also different because they 

were assigned mentors, which led them to believe that leadership training was part of 

their succession plan.  Susan’s employer, who was also her mentor, advised her that 

most people in the leadership cohort had participated in the identified leadership-

training program, which reinforced her expectations of a positive outcome.  Both Susan 

and Mary indicated that they believed they were deserving of a promotion with Susan 

viewing promotion as a natural progression for her career.  David was the only 
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participant who considered age to be a factor that could influence his chances of gaining 

promotion.  He believed he would need to be more committed and work harder than his 

younger colleagues to gain promotion.  The cross-case analysis will now move to data 

that addressed questions of the participants’ satisfaction with the leadership training and 

the impact of unfulfilled expectations following leadership training.   

5.3.4. Satisfaction and Outcome  

The cross-case analysis now focuses on substantive coding of interview data to 

understand what happened following leadership training, from participants’ 

perspectives.  Questions in this section elucidated interviewees’ emotional response to 

their experiences.  These responses provided insight into interviewees’ attitudes and 

feelings when outcome of leadership training failed to fulfil their expectations.  

Clarification questions designed to allow interviewees to provide additional information 

that may be beneficial to this project, were included.  Interview transcripts and narrative 

accounts in Chapter 4, and Appendix E Coding—Data Analysis provides data for this 

section. 

Q.  3 How did you feel on the completion of leadership training?  

Q.  4 What happened when the outcome of leadership training failed to fulfil 

your expectations? 

5.3.4.1. Case Study 1: Mary 

Mary reported that she was excited to complete the training and put some of the things 

she had learnt into action.  She recalled that the course was well structured and had a 

number of practical activities she could utilise in the workplace.  Even though the 

course covered some things that she had learnt in other professional development (PD) 

training, she perceived that the strong self-awareness component was relevant to her 

career development.   

Even though there was a lot of stuff that I already knew—I really enjoyed 

some of the new things they covered.  I feel like I got to know myself better 

—there was a strong focus on knowing who you are and what you are good 

at (CS1). 

She reported being more conscientious when she returned to work and determined to 

show her employer that she appreciated the investment in her career.   
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Mary recalled that her feeling of wellbeing lasted for approximately six months, at 

which time she started to get annoyed when nothing happened.  Her perception was that 

nothing changed, despite receiving positive feedback from her employer.  The only 

change she perceived was an increase in her level of responsibility and employer’s 

expectation.  She said there was no mention of a promotion or increased remuneration, 

even though she had taken on additional responsibilities.  She said that she accepted 

some responsibility for the increased expectations because she had willingly increased 

her workload based on a desire to impress her employer.   

I was getting really frustrated and annoyed when nothing seemed to be 

happening—I was working so hard to impress them and took on a lot of 

extra work.   

You would think they would appreciate what I was doing – but no – it was 

as if they just expected me to do the extra work (CS1). 

At the time of the interview, eighteen months had passed since Mary had completed the 

training.  She reported that during this time her immediate superior was promoted which 

she said made the situation increasingly difficult.  Her perception was that the new 

employer showed no interest in her career aspiration and did not acknowledge or 

appreciate the extra work she was doing.   

The worst thing was my boss was promoted and my new boss didn’t seem 

to be paying any attention to me or my career goals.  He just expects me to 

do the extra work—even though it is not my job (CS1). 

She reported becoming increasingly resentful and not as committed to her work as she 

was prior to the training.  She said she struggled to continue working with the same 

enthusiasm despite being aware that her commitment to her work was integral to 

gaining a promotion 

Before I had all of the basics done before morning tea –then I would be able 

to move into the more interesting work.   

Now I feel like I am continually chasing my tail.  I never seem to catch up.  

It’s not a good look especially when I want to move up the ladder (CS1). 

Mary said she became more frustrated when her employer told her there was no 

possibility of a promotion in the immediate future when she raised the possibility of 

gaining a promotion at the annual performance review.   
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Mary also perceived a change in her mentor’s attitude, which intensified her frustration 

and she reported feeling like a failure.  Everything associated with her employment 

became difficult even the participation in other PD opportunities.   

It is really hard.  I just don’t feel valued anymore.  I find it difficult to get 

enthusiastic about new PD opportunities.  My mentor also seems to be 

losing interest – I think she is sick of me complaining about not getting a 

promotion.  She is always busy when I try to arrange a time for us to get 

together.  The thing is I feel like a failure – I was so keen and now I was just 

going through the paces.  I just don’t feel valued anymore.  I can’t be 

bothered attending any PD.  What’s the point – nothing will change.  It’s 

just a waste of time (CS1). 

Mary said that her husband wanted her to resign and find alternative employment, 

however, she was reluctant to walk away from a position that she had worked hard to 

obtain.  At this point in the interview, Mary became visibly upset.   

I get angry with myself and keep telling myself to snap out of it—but I can’t 

seem to move past the disappointment (CS1). 

At this point of the interview Mary was unable to continue with the interview, therefore 

I terminated the formal part of the interview.  My concern about Mary’s affect and 

demeanour led me to give her some information about a counselling service and I 

encouraged her to seek professional help.  I arranged a time for a second meeting to 

enable her to clarify the transcription of the interview and provide additional 

information.   

At the second meeting, Mary advised she had arranged to have some counselling and 

that she and her husband had decided she would resign from her job.  She said the 

interview had allowed her to reflect on how she felt about what had happened to her and 

that she now understood she was bringing her workplace problems home.  She realised 

her depressed mood was having an impact on her marriage and family life.   

I knew I was unhappy at work but I didn’t consider that the impact that 

could have on my home life (CS1). 

When Mary was asked if there was anything else she would like to contribute she 

acknowledged that her expectations of a positive outcome had contributed to her level 

of disappointment.   
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I think I represent a number of people out there who would like to move up 

the corporate ladder.  The problem is there is so much focus on succeeding 

and, achieving to your potential that everyone—or at least a lot of people 

see the training as a way of making that happen.  I guess we all should be a 

bit more realistic – when you think about it there are not that many jobs in 

the Senior Executive range.  (CS1) 

At the third meeting, Mary clarified that the transcription of the interview was an 

accurate account of her perception of the leadership training experience.  I thanked for 

her contribution and advised her that I would keep her informed of the progress of the 

research project.   

5.3.4.2. Case Study 2: Geoff 

Geoff believed the training prepared him for the supervisor’s position.  He was keen to 

demonstrate to the employer that he would be a good choice for the promotion by taking 

on additional work.  He reported that he was the person the employer would ask when 

he needed someone to do extra work.    

I was prepared to work really hard to show the boss that I was the right 

person for the job.  If I didn’t put in the effort how would he know I am 

serious about wanting a promotion (CS2). 

He said that he enjoyed the training although there were some parts that he did not fully 

understand.  He considered some of the aspects of the training a waste of time and did 

not see the value of their inclusion.  He viewed the self-disclosure aspects as the least 

beneficial part of the training, despite understanding the benefits of self-awareness.  He 

indicated that the training was longer that he thought necessary.   

There was some touchy feely stuff that I had a bit of a problem with.  It was 

supposed to help me to understand myself better.  I am not sure about that.  I 

think it was a bit of a waste of time but apart from that it was good.  We 

could’ve covered the important stuff in half the time (CS2). 

He also expressed annoyance that some of the participants of the training acted in an 

elitist manner.   

Some people there were up themselves.  They thought they were pretty 

important.  They sort of looked down their noses at me (CS2). 

At the time of the interview, almost two years had passed since Geoff had completed 

the training and he had not gained a promotion.  During this period, the company had 

changed hands and the new employers had decided not to appoint a supervisor.  Geoff 
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was annoyed that he had not gained the promotion and questioned the value of his 

participation in the training.   

Nothing happened when I finished the training.  I was stuck in the same old 

job – I don’t know why I bothered with the training.  The wife was so 

annoyed – she said we would’ve been better off if I had never done the 

training.  We were both disappointed – we were counting on that promotion.  

It is really hard to go back – when you plan a lot of things that don’t happen 

– things were a bit tense at home for a while (CS2). 

He reported becoming angry and disappointed, however, he said that he eventually 

came to accept that he was not going to gain the promotion.   

I was annoyed but I couldn’t do anything about it—so I just kept working.  

Sometime it gets a bit hard—I was really looking forward to getting that 

promotion.  It would have made such a difference to our lives (CS2). 

Even though he was frustrated, Geoff reported that he was not in a position to do 

anything about his disappointment.  He said his need to support his family meant that he 

would continue working, although he perceived that his enthusiasm for his position was 

not the same as before the training.   

Sometimes it is really hard to go to work – I just feel like I’d like to take the 

day off – sometimes I do take a sickie.  Sometimes it’s hard to get going 

when I am at work – I just wander around not really getting anything done.  

It’s not the same happy workplace it used to be.  Before I did the training, I 

didn’t like the shift work but I did like my job – not so much anymore.  I 

can’t let it get to me – I need the job to support my family so I can’t 

complain (CS2).  

Geoff commented on an interesting aspect of the experience.  Despite the new 

employers not proceeding with the appointment of a supervisor, they continued to offer 

the same leadership-training course to their staff at regular intervals.  He observed that 

there were always people who were interested in participating in the training.  He 

reported that he thought that his employer was not treating employees fairly and he 

questioned the employer’s motive for continuing with the program.   

I couldn’t believe they continued to send people off to do the training when 

there was not much chance of them getting a promotion.  I tried to tell the 

guys the training was a waste of time but they didn’t listen.  They just 

looked at me as if I didn’t know what I am talking about (CS2). 

Geoff reported on his observation of the reactions of his co-workers before and after the 

training, which were similar to his own experience.  He said that in the weeks leading 
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up to the training and for the first few months after the training, everyone was more 

conscientious.  When nothing changed, they continued to do their work although they 

appeared to less enthusiastic than they had been prior to the training.   

They would go through a period of being angry and a bit upset when 

nothing changed but eventually they would just get on with the job and 

things would return to normal.  I understand how they felt—there is that 

little glimmer of hope that something may come up and if you work really 

hard then you will stand out and get a promotion.  It’s interesting how most 

of the guys weren’t as enthusiastic as they were before they did the training 

(CS2).  

Geoff also commented that his co-workers initial keenness to impress the employers 

would sometimes lead to friction in the workplace. 

The guys who did the training would be all gung-ho when they came back 

to work.  I guess they wanted to impress the boss.  I guess some people do 

not appreciate being shown up.  There seems to be a bit or a flow-on effect 

of the training.  Why bother busting a gut trying to show the boss you are 

keen and committed—no one really notices anyway (CS2). 

Geoff reported that not all of the employees dealt with the disappointment of not 

gaining a promotion in the same way.  He recounted an instance when one of his co-

workers resigned because he was so upset when nothing changed after the training. 

There was this one bloke who got really upset—he told them to stuff their 

job when he did not get a promotion.  I guess he was in a better position 

than me—even though I would like to tell them to stuff their job I can’t 

afford to be unemployed (CS2). 

When Geoff advised that he did not have anything more to add I terminated the formal 

part of the interview.  During the debriefing phase, his demeanour led me to believe he 

did not require additional help to deal with the emotional impact of his experience.  I 

scheduled a second meeting to allow him to review the transcript, clarify the points and 

add information if required.  At the second meeting, he clarified some information and 

added comments that reinforced his account of the events.   

At the third meeting, Geoff reported that he had discussed the research project with 

some of his co-workers to see if they would like him to add anything.  He said they 

requested he let me know that they considered that the employer had treated them fairly.  

He said they all agree that the training was a waste of time and effort and that they 

would have been better off if they had not participated.   
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5.3.4.3. Case Study 3: Wendy 

Wendy reported that she enjoyed the course even though finding the extra time to work 

on the assignments was hard on the family.  She recalled liking the practical activities 

she could utilise on a day-to-day basis.  She said that the course reinforced a number of 

things she knew, especially the personal development component, although she had not 

considered these attributes in the context of the workplace.  She reported being excited 

and motivated to work hard and that she found her work more interesting and engaging.   

It was really nice to have some of my positive qualities reinforced.  I have 

learnt to appreciate how I can use these things in the workplace.  I was 

happy to apply myself to demonstrate my commitment to the job and to 

repay my employer for the investment they had made in me (CS3).  

She said that she was not initially concerned when nothing changed, but as time passed, 

she started to get frustrated.  She said her level of responsibility increased, which she 

initially embraced and viewed as a challenge.  She also viewed the added responsibility 

as evidence of the employer’s level of confidence.  She said that when time passed 

without her employer implementing the changes she envisaged, she expressed her 

concerns to her employer.  She said she became frustrated when she did not get the 

desired response from her employer.   

She continually fobbed me off and told me there were some issues they 

needed to sort out before I could take up the position (CS3).  

She also reported that she had difficulty dealing with her co-workers’ change of attitude.  

She recalled that she believed that her co-workers assumed that she had gained the 

promotion because she had taken on the extra work and responsibilities.  She recounted 

that her colleagues treated her as if she was part of management.   

I couldn’t believe how they treated me—no one would talk to me—I would 

have my lunch on my own.  I had worked with these people for years.  They 

didn’t believe I hadn’t got the promotion (CS3). 

At the time of the interview, it is over twelve months since she completed the course.  

She approached her employer on several occasions to try to find out what was 

happening.  She was very disappointed with her the response and the way she was 

treated at the time.   

I was so frustrated when nothing changed.  When I asked what was 

happening I was treated like a bit of a nuisance.  I kept telling myself to 
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snap out of it but I couldn’t seem to move past the disappointment.  I really 

tried to contain my disappointment – I knew I had no chance of gaining the 

promotion unless I could make an effort.I felt like I have been let down—I 

wish I had never done the training (CS3).  

Wendy said that her inability to overcome the feeling of disappointment led to her to 

seek medical help.  She reported that her doctor referred her to a psychologist for 

counselling.  She recounted that the employer agreed to her taking some sick leave and 

paid for some counselling through the Employee Assistance Program (EAP) and that on 

the advice of her counsellor, she also started taking anti-depressant medication.  She 

said she was still hopeful that things would improve and the promotion would happen.  

She reported speaking with her employer who indicated they were concerned that she 

would not be able to take on the additional responsibility and stress related to the senior 

position.   

When it became apparent that I wasn’t going to get the promotion, I was so 

disillusioned.  It was too hard—I lost interest in my job and didn’t 

particularly want to go to work.  Some days I would call in sick because I 

just couldn’t face it.  The counselling wasn’t helping (CS3). 

Wendy said that her attitude to her work deteriorated to the point that she eventually 

made the decision to resign to protect her mental health.  She recounted how the 

experience had been difficult for the family.  She said she was annoyed about the 

ultimate cost to herself and the family.  Wendy reported that she believed her employer 

had not treated her fairly, even though they had paid for some of the counselling.  She 

said she was also annoyed that she did not make a claim to workers’ compensation.  She 

expressed gratitude for her husband’s support and understanding.   

They stuffed me around so much I should have gone for workers’ comp.  It 

has been an expensive exercise.  They did pay for a few counselling 

sessions but it has cost us much more than that.  I didn’t count on losing my 

job (CS3).  

Wendy advised that she had nothing more to contribute so I terminated the official part 

of the interview.  During the debrief I checked that Wendy was accessing the help she 

needed to work though the issues that had presented, because of the experience.  I gave 

her a brochure for some government funded counselling and encouraged her to continue 

getting the help she needed.  I scheduled a second meeting to allow her to review the 

transcript of the interview and to elaborate on any points of interest.  At the second 
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interview, she clarified some points and expanded on her recollection of some of events.  

At this point, she reported that she had started taking anti-depressant medication.   

5.3.4.4. Case Study 4: Susan 

Susan said she was disappointed with the course because it failed to deliver on a number 

of areas outlined in the promotional material.  She admitted that her expectation were 

probably too high, which she acknowledged could have led to her disappointment.   

I was disappointed the course covered a lot of the things I already knew.  I 

was looking forward to learning some strategies I could implement into my 

practices.  The course mainly focused on personal development.  The 

leadership capabilities were brushed over (CS4). 

Susan said that when she returned to work following the training her expectation that 

she would gain a promotion increased, which enabled her to continue working in her 

front-line position.  She reported that being highly motivated at the completion of the 

training meant that working with clients became less onerous.  She explained that she 

remained positive and ensured she was in the right frame of mind to be ready for any 

opportunities that presented.   

It was funny but believing I was in line for a promotion helped me to deal 

with the issues I found difficult, before I participated in the training.  It was 

as if I had a new lease on life (CS4). 

She reported not having to wait long for an advertised position for an assistant manager.  

She said she applied for the position and was pleased to advance to the interview stage.   

I thought the interview went well, but unfortunately I did not get the 

position.  I got some good feedback that encouraged me to apply for the 

next position.  I was convinced something would happen and I would not 

have to wait too long.  My employer knew how important it was for me to 

move on—she was so supportive and encouraging.  I knew she was a good 

referee.  It was so nice to have her on board (CS4). 

Susan explained that she believed she had all the skills she would need for the assistant 

manager’s position.  She reported that she continued to apply for every advertised 

position, without success.  She said that she became disillusioned when nothing 

changed after twelve months.  She explained that the combination of finding it 

increasingly difficult to continue to apply for positions as well as the initial problems of 

dealing the client’s problems resurfacing started to undermine her confidence.   
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Initially my employer was great.  She gave me really good feedback and 

encouraged me to apply for anything that came up.  Each knock-back set me 

back further.  I have applied for six positions over the past twelve months, 

without success.  I even looked outside to other government departments.  I 

tried to stay positive and upbeat.  It was so frustrating – I knew I needed to 

present well at the interviews if I was going to be successful and get that 

promotion, but I found it hard to continuing pretending (CS4). 

Susan said she tried to stay positive but found it increasingly difficult.  She reported that 

the situation became untenable when a junior colleague gained a promotion.  She said 

when she spoke to her employer about being passed over she was told that her 

presentation at the interview lacked enthusiasm.  She explained how the employer was 

unavailable for the mentoring sessions she felt she needed, which exacerbated the 

situation.  She explained how her confidence level was low and she said she began to 

berate herself because she was unable to gain the promotion.   

I asked her why I didn’t get the job—she told me I lacked enthusiasm at the 

interview.  She was short with me—that made me feel like a bit of a 

nuisance.  The mentoring had virtually stopped.  I needed her to be positive 

– to build me up—I felt like I had failed on a number of levels.  The most 

depressing part was I knew I was out of the running for a promotion (CS4). 

Susan explained how she was increasingly frustrated because she was unable to do her 

job properly.  She reported that there were days when she was could not deal with her 

client’s problems effectively.  She indicated that she knew that she was overly obsessed 

with her own issues.  She reported that eventually her employer recommended she have 

some Employee Assistance Program (EAP) Counselling, which led to her taking time 

off.   

I found it increasingly difficult to work with clients—I wanted to tell them 

to go away—that I had problems of my own.  I felt like I was in a 

downward spiral.  I kept telling myself to snap out of it and put on a brave 

face, but I guess she saw through me.  She encouraged me to take some time 

off to recharge my battery,  

I thought about resigning, but the counsellor said it wasn’t a good idea.  She 

said being unemployed wouldn’t be good for me and could lead to more 

depression.  I’m not sure what I should do.  I am pretty sure things wouldn’t 

have been so bad if my expectations weren’t so high.  I was so convinced I 

was going to get that promotion—I didn’t consider what I would do if it 

didn’t happen (CS4). 

Susan explained that she has been working light duties for the past three months, which 

meant she was not required to have contact with any clients.  She said the work was 
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boring and made her feel worthless.  She said she considered leaving and finding 

alternative employment or returning to university, but her Counsellor had discouraged 

her from resigning.   

At this time during the interview, Susan was so upset that it was obvious she could not 

continue so I terminated the official part of the interview.  During the debriefing, I 

checked that she was getting the help she needed to deal with her depressive state.  I 

stayed with her until her husband came home from work because I was concerned that 

she was not coping.  Her husband reported that he was annoyed at the way the employer 

had treated Susan and wanted her to find alternative employment.  He explained that he 

believed that continuing in the same work environment was not helping Susan to move 

on with her life.  He also reported that Susan’s depressive state was having an impact on 

the family.  I scheduled a second meeting to allow Susan to review the transcript of the 

interview and to elaborate on any key points.  At the second meeting, Susan elaborated 

on some of issues.  She also said she had been talking with her husband and was 

seriously considering looking for alternate employment.  I scheduled a third meeting at 

which Susan reported that the transcription of the interview was an accurate account of 

her perception of the training.   

5.3.4.5. Case Study 5: Diane 

Diane said she knew she had done well at the training and was looking forward to 

commencing her new position.  She reported that she had performed well in every 

aspect of the training and received some good feedback regarding her leadership skills.  

She explained that even though her employer had not given any indication of how long 

the promotion would take to come through, she was confident it would not take long.  

She said she was grateful for the opportunity the employer had given her and she was 

keen to demonstrate that training her was a worthwhile exercise.  She said that she 

learnt so much from the course, especially from the components that focused on self-

awareness.  She recalled how her co-workers mentioned that she appeared to have 

increased self-awareness and a level of confidence when she returned to work.   

I realised I could do so many things I never thought I could—it was as if I 

had been walking around in the dark.  Suddenly my eyes were open.  I 

couldn’t wait to start my new job.  Everyone commented on how much I 

had grown—I know I felt a lot more confident when I returned to work 

(CS5). 
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She described how she had an increased level of commitment for her work following 

the training.  She said she was so keen to repay the employer that she started to do some 

of the work that would be part of the new position.   

I was told it wouldn’t be long before things were in place.  They said they 

had noticed the extra work I was doing and were grateful.  They said I 

would be the first to know—it would be within the next couple of months 

(CS5). 

She explained how the family started to make plans for what they could do with the 

extra money.  One plan was to hire a nanny/ home help instead of relying on before and 

after-school-care.  She recalled that they also considered being able to afford an 

overseas holiday.  Diane said that she was unable to confirm whether she would have to 

continue working the morning and evening shifts.  She recalled that she was not 

concerned because the increased in her salary would allow her to hire a nanny to take 

care of the children while she was working.  She said that she believed that being able 

to provide the extras and hire a nanny would more than compensate for her not being at 

home for the children.   

Diane reported that she was so confident she would eventually get the promotion she 

did not question the delay until six months had passed.  At this time, she reported 

speaking to the employer, who apologised and explained that the promotion was going 

to happen, but that things were taking longer than expected.  She recalled how the 

employer also reinforced how grateful she was that Diane had taken on the extra work.  

She reported that even though there was no increase in her wages, she continued to 

work the extra hours, which she reported was the most frustrating aspect of the delay.  

She recalled becoming angry and frustrated, when twelve months passed and she had 

not heard anything. 

My patience started to wear thin when nothing happened after twelve 

months.  The worst part was I had to get to work at least a half an hour 

earlier – to do the extra paperwork – then I had to do my own job.  I was 

leaving about a half an hour later because I was doing the reports at the end 

of the shift.  It was so frustrating—I did not get the promotion, but I was 

doing the extra work without getting paid.  (CS5). 

She said she felt as if she was in a difficult situation because she could not stop doing 

the extra work without making a scene.  She reported that she continued to do the extra 

work, but that she was unhappy with the unfair treatment.  She reported that the 
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employer became annoyed when she asked what was happening with the promotion.  

Diane explained how she eventually became so angry she decided to take her situation 

to the union.  She said that the union representative was supportive and a meeting was 

set up between Diane, the employer and the union representative. 

I didn’t want to go to the union but it was getting ridiculous – I was working 

extra hours and not getting paid for them.  The only noticeable change was I 

had more responsibility with no formal promotion or increase in my wages 

(CS5). 

She reported that she was even more frustrated and angry after the meeting.  She 

recalled how the employer told the union representative that there was no promise of a 

promotion and that Diane had taken on the extra work on her own volition.  She 

reported that the employer said they were disappointed that Diane did not seem to 

appreciate the training she was given.  She recalled that she realised that she was not 

going to get the promotion and that she was bitterly disappointed.   

The employer said they did not expect me to do the extra hours.  The union 

representative told me to stop doing the extra work that I was not being paid 

to do.  I was so upset because I realised I had destroyed any chance of 

gaining a promotion (CS5). 

Diane reported that she found the work increasingly difficult in the following months.  

She recalled that she considered resigning, but that she knew it would be difficult to 

find another job and the family needed her to be working.  She reported that her 

employer had organised counselling and provided her with the support and assistance 

they thought she needed to do her work.  After the meeting with the union 

representative, the employer reduced Diane’s hours to part-time.   

I found it increasingly difficult to go to work.  There were days when I just 

couldn’t face it.  I would call in sick.  They organized some counselling.  

They paid for six sessions and said they would do anything to help me 

through this difficult time (CS5). 

Diane reported that she was taking anti-depressant medication and was hopeful that 

things would start to improve.  She said she was trying to increase her hours to regain 

the position she had prior to participating in the training.  She explained that she has 

come to accept that the employer would not be considering her for any promotions in 

the future.  She said she was aware that her experience over the last twelve months had 

affected the family and was grateful for her husband’s understanding and support.   
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The one good thing to come out of the whole mess is I get to spend more 

time with my husband and my kids.  I will certainly think carefully before I 

put my hand up again (CS5). 

Diane advised she had nothing more to add at this time so I terminated the formal part 

of the interview and I spent some time with her to allow her to debrief.  A second 

meeting was scheduled to allow her to elaborate on any key points.  At the second 

meeting, she clarified some minor points.  At the third meeting, she reported that the 

transcription of the interview was an accurate account of her perception of the 

experience leading to and following the training.   

5.3.4.6. Case Study 6: David 

David reported that he enjoyed the course and that it was well structured and provided a 

number of practical activities that could be utilised in the workplace.  He recalled being 

keen to apply some of the leadership strategies he had learnt at the training to 

demonstrate to his employer that he had good leadership potential.  He said he was 

prepared to wait for the right opportunity and was committed to working on improving 

the areas identified in the training as needing work.  He believed this approach would 

give him the best opportunity for promotion.   

He described how he was fully committed to demonstrating to the employer that he had 

all the necessary skills to gain a promotion for the first three months after the training, 

He reported that he knew there were a number of positions opening up and he was 

confident of gaining one of them.  He and his wife had started to plan an overseas 

holiday as a reward for all of their hard work.  He also reflected on how he was looking 

forward to the increased remuneration and viewed it as an opportunity to give the 

children some of the things they had missed while he was studying.  He recalled how he 

was committed to making the most of what he perceived as his chance to make a 

difference in his family’s life.   

I know it not all about the money, but I was not going to knock back some 

more money in the pay packet.  Everyone deserves to be rewarded for the 

effort they put in.  I know I was following my dream but everyone in the 

family had to make sacrifices to make it happen.  It was pay-back time 

(CS6). 

He recalled how the promotion of a younger colleague tested his patience and optimism.  

He said when he spoke to his employer he was assured that there would be other more 
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suitable opportunities.  He said that he decided to remain positive knowing that his 

attitude would have an impact on how he dealt with future opportunities.  He said that 

he also realised that his employer’s opinion of him was one of his best assets and that he 

would need a good reference to gain the promotion he wanted.   

It came as a bit of a blow when I didn’t get the promotion, but I guess I was 

prepared to wait my turn.  I must admit I was a bit annoyed.  This bloke had 

not put in all the hard work I had and he got the promotion.  It didn’t seem 

fair (CS6). 

David reported becoming increasingly angry when another co-worker gained a 

promotion three months later.  He said that when he spoke with his employer he was 

told that the person who got the promotion was the best candidate.  He said that the 

employer told him he needed to work on his interview technique.  He explained how he 

was annoyed that the employer had not told him earlier that his interview skills needed 

work, but decided he would do as instructed and improve his interview skills.  At this 

point of the interview he became upset.   

I wished that he’d told me about the interview thing earlier—I felt like I had 

wasted the past six months.  I knew it was important not to show the boss 

how upset I was—I wanted to present as the best candidate when the next 

opportunity came up (CS6). 

David recalled how he continued to apply for positions without success.  He said he was 

starting to question his own abilities and spoke to the employer once again.  His 

employer told him he did have the right skills set and that he should be patient.  David 

reported that he was starting to consider that his age might be a factor.   

I was so annoyed because all of the people being promoted were younger 

than me—I was starting to question whether that was a factor.  I was finding 

it difficult to go to work some days.  Things weren’t real good at home 

either.  I would be so cranky when I got home from work I would take it out 

on the wife and the kids.  Then I would feel so guilty—it wasn’t their fault 

that I couldn’t get a promotion (CS6). 

He reported that after two years of nothing happening he eventually left the public 

service and gained employment in the private sector.  He reported that he currently 

holds a highly paid leadership position in a large organisation.  He advised that he had 

nothing more to add so I terminated the formal part of the interview and engaged in a 

small debriefing session during which he advised me he was confident he had made the 

right decision.  He explained that his is wife was able to spend more time with the 
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children, and they had been able to holiday overseas with the children.  A second 

meeting allowed him to elaborate on some points of interest.  At the third meeting he 

confirmed that the transcription of the interview accurately reflected his perception of 

what occurred leading to and following the training.   

5.4. Summary of Emerging Themes—Satisfaction  

This phase of the cross-case analysis examined the similarities and differences between 

the six participants’ accounts of their satisfaction with what occurred following 

leadership training.  Table 5.2 outlines the themes that emerged from the substantive 

coding phase. 

Table 5.2 Emerging Themes—Satisfaction and Outcome, 

Themes  Mary Geoff Wendy Susan Diane David 

Expectation of a positive outcome increased following the training       

Acknowledged increased self-awareness and confidence       

Acquired the necessary skills to be effective leaders       

Experienced elitism at the training       

Treated differently by co-workers when they returned from the training       

Perceived increase in productivity and enthusiasm for the work       

Desire to impress the employer and show appreciation for the training       

Frustrated, annoyed and disappointed when nothing happened after six– 
twelve months 

      

New employer advised promotion not happening        

Employer support and mentoring stopped       

Treated like a nuisance for asking about promotion       

Unsuccessful at interview        

Perceived need to continue to try to impress employer       

Anger and disappointment when nothing happened after eighteen months 

- two years 
      

Contact union based on unfair treatment       

Unable to work as productively as prior to the training       

Perceived impact on confidence – feeling like a failure - worthless       

Taking sick days        

Having an impact on family  life       

Employer reduced hours to part-time – light duties       

Employer funded counselling (EAP)       

Having ongoing counselling        

Taking anti-depressant medication       

Considered age a factor in not gaining a promotion       

Resigned  from employment       

Questioned employer’s motive for offering training – waste of time       
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5.4.1. Similarities and Differences 

The tabling of the data shows that all participants enjoyed leadership training although 

there were mixed reviews about some course content.  The female participants, Mary, 

Wendy, Susan and Diane, emphasised the benefits of self-awareness components.  The 

male participants, Geoff and David, viewed self-disclosure as the least beneficial 

aspects of leadership training, although they did express a belief that being more self-

aware was an essential component of effective leadership.  Geoff recalled having a 

different experience during the course and recounted a perceived elitist attitude from 

others who attended the course.  Susan was the only person who said that the course 

failed to focus on skills and abilities she considered were necessary for effective 

leadership.  Data indicated that expectations for a positive outcome increased for all 

participants following completion of the courses and programs.   

All participants reported returning to work with renewed energy and enthusiasm.  Data 

also indicated that productivity appeared to increase following leadership training.  All 

participants advised that they willingly took on extra work and increased levels of 

responsibility, which they all perceived was an opportunity to demonstrate appreciation 

for their employers’ investment in their careers.  There was also a collective desire to 

demonstrate their capability to work at a higher level and that they were more 

committed to the success of the organisation.  They all reported that they believed their 

employers would be keen to reward them for working hard and would view them as 

suitable candidates for promotion.  Wendy also believed that her employers’ willingness 

to increase her responsibility was evidence of their confidence in her ability to work at a 

higher level.   

Some participants reported that their co-workers’ attitude towards them changed 

following leadership training.  Geoff and Wendy both reported that they experienced a 

change in the attitude of their co-workers with them reacting negatively to what they 

considered was Geoff and Mary’s alignment with management.  This attitude upset 

Wendy, especially as time passed and she had not gained promotion.  David also 

recalled how some colleagues appeared not to appreciate his competiveness however, he 

viewed their attitudes as jealousy.  His approach was to ignore them and focus on 

impressing his employer.  He viewed his colleagues’ attitudes as something he would 

need to accept when he became part of the leadership cohort.   
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Everyone recounted that their positive attitude continued for six to twelve months, at 

which time they all reported that they started to feel annoyed, frustrated and 

disappointed that promotion had not occurred.  Mary, Geoff, Wendy, Susan and Diane 

reported that the only perceived changes were increased levels of responsibility and 

expectations from their employers, without the requisite increases in their salaries.  The 

reported levels of frustration and disappointment appeared to depend on their 

employers’ reaction to queries about promotions.  Wendy and Diane reported that their 

employers were initially supportive and continued to tell them that promotions would 

happen.  Mary and Geoff, reported that newly appointed superiors, who failed to show 

the same levels of support and encouragement as their predecessor, contributed to their 

disappointment.  They all reported that as time passed, employers treated them as a 

nuisance for asking for information relating to promotion.   

All participants reported that they became angry and frustrated when the timeframe 

extended to over a year following completion of leadership training.  A perceived loss 

of employers’ support exacerbated these feelings.  Wendy, Susan and David reported 

that they understood the need to stay positive to preserve their chance of gaining 

promotion.  All participants reported becoming increasingly despondent and resentful 

when it became obvious that they were not gaining promotion.  They all described how 

they struggled to work with the same levels of efficiency and enthusiasm and that there 

were days when they were not able to go to work.  David and Susan reported that their 

confidence levels were so low that they were unable to perform at interview, which 

jeopardised their chance of gaining promotion.  Wendy, Susan and Diane all reported 

taking anti-depressant medication.  Employers agreed to fund counselling for Diane and 

Susan.  Both women reported that their employers’ contribution towards counselling 

was not sufficient and that they were continuing to have counselling at their own 

expense.   

Everyone described how they had difficulty dealing with the implications of leadership 

training’s failure to fulfil their expectations.  Mary described how she felt despondent 

and was not interested in participating in further professional developmental training.  

Diane reported that she became disgruntled because she perceived her employer was not 

treating her fairly.  She consulted a union official about her grievance.  Her employer 

subsequently denied any wrongdoing and said that Diane had willingly taken on the 
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additional work, at which point she realised that her actions had jeopardised her chance 

of gaining promotion.  Wendy said that she wished she had claimed workers’ 

compensation because of what she perceived as her employer’s unfair treatment.  Geoff 

claimed that he felt leadership training was a waste of time and that he would have been 

better off if he had not participated.  Mary, Wendy and David, reported that they felt 

compelled to resign because of their intense disappointment at not gaining promotion.  

David obtained alternative employment as an executive in another firm.  Wendy was 

continuing with counselling and taking anti-depressant medication and both she and 

Mary were hopeful of gaining alternative employment.   

Most participants reported that their disappointment with the outcome of leadership 

training affected their family life.  Wendy said she was despondent because she had 

agreed to leadership training to improve conditions for her family and she felt that she 

had failed them.  She was annoyed that additional medical expenses had put a strain on 

the family’s budget.  Geoff said he felt he was stuck in the same old job and wished he 

had never participated in leadership training.  Wendy and David advised that they felt 

guilty that they were taking their frustration out on the family.  Cross-case analysis will 

now move to the second level coding process, namely theoretical coding, to examine the 

connections and relationships within identified themes. 

5.5. Theoretical-Coding  

The focus of this section is on second level coding; namely, theoretical-coding that 

allows data to make connections and establishing relationships between identified 

themes and relevant literature that will add a confirming capacity to the research 

findings.  Chapter 2 The Literature Review provides a comprehensive review of 

relevant literature utilised for theoretical coding.  Many of the emerging themes appear 

to be based on deep-seated assumption and beliefs in Western culture that have become 

accepted wisdom within the culture and climate of organisations.  It is therefore, 

necessary to investigate their origins to gain an understanding of how they could impact 

employees and employers’ motivation to participate in leadership training and their 

expectations of and satisfaction with the outcome of leadership training.  The literature 

review contextualises the historical origin of these assumptions and beliefs.  The focus 

will now be to identify and analyse these assumptions and beliefs. 
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5.5.1. Identified Assumptions and Beliefs 

The assumptions and beliefs that were identified from the interview data that have the 

potential to influence the motivation for, expectations of and satisfaction with the 

outcome post-leadership training are outlined in Table 5.3. 

Table 5.3 Assumptions and Beliefs relating to Leadership Training 

Assumption and Beliefs 

Leadership training fulfils the needs and expectations of employees 

Employees’ enthusiasm and commitment increases their productivity 

Promotion would be an outcome of leadership training 

People need to take responsibility for continuous improvement—achieving to full their potential 

Employers value employees’ desire for continuous improvement and commitment to achieve to their full  potential 

Employers will reward hard work and commitment  

Leadership training will facilitate success 

Leadership training will provide skills and abilities necessary for effective leadership 

Increased self-awareness is important for effective leadership 

Everyone has the potential to be a leader 

Leadership training will alleviate workplace stress 

 

Each of these assumptions/beliefs will now be analysed and contextualised using data 

from the interviews and relevant literature. 

5.5.1.1. Leadership training fulfils the needs and expectations of 

employees 

My analysis of the data shows that all participants were enthusiastic about their 

participation in leadership training.  They all believed that education and training 

provided the best opportunity for career advancement.  The idea that leadership training 

could assist employees to advance their careers emerged from a range of different 

sources that focused on the development of leadership training courses and programs 

(Goldstein & Ford, 2002; Guthrie & Clayton, 2007).  The first of these was the 

assumption that leadership training could fulfil the needs and expectations of employers 

and employees, which originated in the late 1980s.   

In Australia these ideas were accompanied by a newly restructured award system that 

led to the introduction of Structural Efficiency Principle (SEP).  SEP was designed to 

encourage greater productivity and efficiency in the workplace (Smith et al., 2004).  

This need for greater productivity and efficiency linked career pathways to leadership 

training that focused on development of a range of competencies considered essential 
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for effective leadership (Higgs, 2003).  At this time leadership training was promoted as 

being beneficial for employers and employees (Smith, 1992).  Employees believed that 

leadership training would provide them with an opportunity to advance their careers and 

employers believed that this form of training would improve the effectiveness of their 

organisation (Cameron, 2009; Keeley, 2007; Molloy, 2007). 

5.5.1.2. Employees’ enthusiasm and commitment increases their 

productivity. 

The examination of data underscores how all participants perceived an increase in their 

productivity in the lead up to leadership training and for a short period following their 

involvement in the course or program.  They all recalled how they willingly took on 

extra work and responsibility following leadership training.  The common themes were 

a desire to impress their employers, show their appreciation for investments in their 

careers, and repay their employers for the confidence shown in their ability.  There was 

a commonly held view that a willingness to participate in the training indicated a desire 

to contribute to the effectiveness of the organisation.   

There was evidence in the organisational psychology literature that emphasised the 

importance of the relationship between employees’ mood and their job satisfaction, with 

most people aspiring to do something well rather than poorly (Kanfer & Ackerman, 

2004; Schyns, van Veldhoven, & Wood, 2009; Wilson, 2010).  Crook et al.  (2011) 

explain how leadership training courses and programs were marketed to employers as 

an investment in human capital that increases employees’ commitment to the 

organisation and their productivity. 

My findings revealed a collective perception that productivity level actually declined 

when leadership training failed to fulfil the participants’ expectations of gaining 

promotions.  The analysis exposed that the unfilled expectations decreased confidence 

levels and led to the participants feeling like they had failed.  A number of theoretical 

perspectives provide a background for understanding the implications of people not 

wanting to be viewed as failures that date to Atkinson and Birch’s (1978) Theory of 

Motivation.  This theory is premised on how a perceived probability of failure can 

influence a person’s pursuit of success.  Cameron and Cameron (2004) described how a 

negative self-image can imprison the person and stifle his or her desire for development 

or change.  This theory supports the idea that even though the motive to succeed can 
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encourage hard work, as outlined in Atkinson and Birch’s (1978) research, the shame 

associated with failure can be lead to an unwillingness to try for fear of further failure. 

5.5.1.3. Promotion would be an outcome of leadership training  

According to the data, there was consensus amongst participants that promotion would 

be an outcome of leadership trainings.  Jasper (2006) refers to the link between 

leadership training and promotion with this form of training being cited as the most 

effective method of gaining promotion.  There is evidence that is form of training was 

though to assist employees achieve their career goals (Patton, 2005).  My findings from 

the data show that some participants were assigned a mentor, and for those participants 

leadership training was perceived as part of their succession plan.  My analysis of the 

data emphasised that the employers’ apparent confidence and support reinforced all of 

the participants’ expectations of gaining promotion.  The concept of succession 

planning and striving to emulate leaders through mentoring programs can be traced to 

changes to the climate and culture of workplaces in late 1980s and 1990s (Bass & 

Avolio, 1994; Bryman, 1986).  These ideas continue to maintain currency and have 

become an integral aspect of organisational culture (Harter, 2006) 

5.5.1.4. People need to take responsibility for continuous improvement and 

achieving to their full potential 

My analysis of the data concluded that all participants believed that they should take 

responsibility for their own success and take advantage of any career advancement 

opportunities.  The concept of continuous improvement and achieving to your full 

potential are themes that have their foundation in Vygotsky’s (1896–1934) assertion 

that education should be an extension of life learning (Billett, 1998).  There is a belief 

that leadership training complies with Dewey’s (1859–1952) basic tenet of adult 

education, namely, education should empower people (Elias & Merriam, 1995).  Kanfer 

and Ackerman (2004) link adult education with a desire for personal development, 

continuous improvement.   

Foley and Morris (1995) stated that leadership training was initially considered an 

effective method of increasing employees’ self-confidence.  This kind of training was 

considered integral to continuous improvement that would enable employees to achieve 

to their full potential (Golding & Gray, 2006).  The concepts of continuous 

improvement and achieving to your full potential are synonymous with the notion that 
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individuals have an idea about what they could become or achieve and what they would 

like to become or achieve (Cameron, 2004).  Aitken and Higgs (2010) concur and state 

that an internal desire to present a pro-social image of success can motivate people to 

engage in activities that enhance personal growth.   

5.5.1.5. Employers value employees’ desire for continuous improvement 

and commitment to achieve to their full potential  

Findings I derived from the data revealed that all of the participants express an opinion 

that their employers would value their desire for continuous improvement.  They all 

viewed leadership training as an opportunity to improve themselves and assist them to 

achieve to their full potential.  Crook et al.,  (2011) describe how employers tend to 

value employees’ desire to improve their performance and enhance their skill levels.  

The idea that people will continually strive to be the best they can be provides the 

framework for understanding the link between cognition and a person’s motivation 

(Markus & Nurius, 1986).  Providing employees with the opportunity to improve their 

performance and maximise their full potential are now entrenched human resource 

management strategies in progressive, successful organisations (Jasper, 2006).   

5.5.1.6. Employers will reward hard work and commitment. 

The examination of the data underscores a common belief that the participants would be 

rewarded for their hard work.  The idea that hard work will be rewarded has its 

foundation in Weber (1864–1920) The Protestant Ethic and the Rise of Capitalism.  

According to Weber all employees, from upper echelons of management to entry-level 

workers, need a set of moral principles or strong work ethic to keep the company 

functioning at its peak.  This philosophy is still considered vital for the achievement of 

the company’s goals (Wilson, 2010).  My analysis of the data reveals an expressed 

belief that employers are obligated to reward employees for their increased 

performance.  Robbins and Judge (2011) describe how most employees expect that they 

will be rewarded for a good performance.   

Robbins and Judge (2011) claim the perception that an employee’s productivity level 

will improve if there is a high probability of reward is an accepted organisational 

wisdom.  The findings I have derived from the data showed that the participants’ 

willingness to increase their productivity and work longer hours, post-leadership 

training, was the reliant on the probability of a tangible reward.  The idea that 
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productivity improves when there is an expectation of a reward has its foundation in 

Vroom’s (1964) Expectancy Theory, which was the foundation for performance 

planning (PAP) and review system (Armstrong, 2009).  Some participants reported 

identifying leadership training in their PAP.  Even though aspects of the Vroom’s 

Expectancy Theory have been challenged, the basic premise of his research continues to 

dominate organisational culture and workplace training practices (Crook et al., 2011; 

Wilson, 2010).   

My analysis of the data exposed that the participants aligned expected reward with 

promotions.  Halm (2011) research supports the idea that success in the form of 

promotion could be accompanied by tangible rewards that frequently meant increased 

remuneration.  Some participants expressed a belief that a person’s salary package is an 

indication of their level of success in the workplace.  Wilson (2010) describes how it is 

common practice from employees to expect that promotion and/or increased 

remuneration would be an appropriate reward for additional effort and organisational 

commitment.  The findings derived from the data tell me that the participants viewed 

their employers’ encouragement and support as evidence that they would be rewarded 

with promotion following the training.   

5.5.1.7. Leadership training will lead to success 

One common factor in the data was an identified link between leadership training and 

being successful.  These ideas emanate from Merton’s seminal assertion that ambition, 

competition and the need to be viewed as successful, either financially or in the sporting 

arena, are fundamental elements of the Western cultural ideology (Merton, 1968).  

Adler and Laufer (1995) claim that despite significant changes in generalised 

assumptions of success and ambition Merton’s views maintain currency in all 

industrialised societies.  Harter (2006) concurs and states that there continues to be a 

common assumption that those in possession of material wealth and social power are 

successful.  Kanfer and Ackerman (2004) link adult education and workplace training 

with a desire to be viewed as successful.   

Links between leadership training and images of success through career advancement 

are consistent theme in organisational psychology literature.  A number of theoretical 

perspectives provide a background for understanding the concepts of motivation and a 

desire to succeed in the workplace (Field, 1995; Higgs, 2003; Robbins & Judge, 2011; 
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Vecchio et al., 1994).  There is a commonly held belief or assumption that people are 

prepared to go to extraordinary lengths to present an image of being successful (Cooper, 

2006; Rosch, 2006; Stoner & Perrewe, 2006).  These ideas have links to McClelland’s 

(1985) theory of motivation that identified a number of situational determinants that 

influenced a person’s motivation to achieve success.  This theory emphasises how being 

motivated to achieve leads to high standards of excellence and competition in the 

workplace.  Cross and Markus (1991) describe how individuals need to revise ideas of 

what they can achieve in order to stay motivated, which they refer to as possible self.  A 

positive attitude and belief about what is possible enables people to feel good about 

themselves and their lives.   

5.5.1.8. Leadership training will provide skills and abilities necessary for 

effective leadership. 

A consistent theme to emerge from the data was the idea that leadership training would 

provide all of the participants with the necessary skills and abilities to become effective 

leaders.  The idea that workplace training could provide employees with a specific set of 

industry specific skills surfaced with the introduction of competency based training 

(CBT) and competency based vocational education (CBVE) in the 1980s and 90s.  At 

this time key generic competencies considered essential for all employees were 

identified (Billett, 1998; Chappell et al., 1995; Kinsman, 1992).  Since the introduction 

of CBT that was designed and delivered based on the needs of industry, there has been 

an increased tendency to identify the competencies for all occupations, including 

leadership (Halm, 2011).  Consensus at the time was that people can gain leadership 

skills and that very few people are inherently leaders (Bass & Avolio, 1994; Blanchard 

& Hersey, 1996; Dempster, 2008; Rost, 1991, 1993).   

The Karpin Report (1995) emphasised the need for education and training to develop 

the skills and competencies that would enable managers to perform in a changing world. 

It also concluded that one reason there was not a strong entrepreneurial business culture 

in Australia was a lack of entrepreneurial education and training in schools, and in 

vocational and higher education. Education was purported to be the main arena for the 

encouragement of entrepreneurship.  Higgs (2003) describes how leadership research 

continues to focus on identifying the essential elements or secret formula of leadership 

into the new millennium.  Those skills that have been identified and continue to be the 
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foundation for leadership training courses and programs are consistent with a set of core 

competencies that are considered essential for all employees; namely, collaboration and 

communication skills and the ability to work autonomously (Aitken & Higgs, 2010; 

Dempster, 2008; Robbins & Judge, 2011).   

5.5.1.9. Increased self-awareness is important for effective leadership 

The findings I have derived from the data tell me that increased self-awareness was 

considered an essential element of leadership training.  All of the female participants 

identified that leadership trainings increased their self-awareness and confidence levels.  

Even though the two male participants considered the self-disclosure aspects of 

leadership training a waste of time, they did concede that self-awareness was an 

important aspect of effective leadership.  Gill et al.  (1994) describes how these ideas, 

which originated in the early part of the twentieth century, were re-introduced and 

reinforced in the 1980s and 90s.   

Increased self-awareness was considered important because a positive self-image could 

be liberating and result in individuals determining what they can or cannot achieve 

(Cameron, 2009).  Hall (2004) describes how a positive self-image continues to be 

considered an essential component of effective leadership.  Most leadership training 

courses and programs, especially those focusing on transactional or transformational 

leadership have a strong focus on self-awareness (Aitken & Higgs, 2010).  The three 

intrapersonal competencies or capabilities considered essential for effective leader 

development are, self-awareness, self-regulation, and self-motivation (Crook et al., 

2011; Day, 2000; Halm, 2011; Keeley, 2007; Lough, 2006).   

5.5.1.10. Everyone has the potential to be a leader 

An examination of the data emphasizes how all participants expressed confidence in 

their ability to function in a leadership position when they had completed the course.  

The concept that anyone can become a leader with the correct training is a consistent 

theme in the marketing and promotion for leadership training courses and programs 

(Harter, 2006).  The notion that leadership is evident at all levels of the organisation, not 

merely in the upper echelons was a concept that originated through changes to 

workplaces and workplace trainings that occurred in the 1980s and 90s (Gill et al., 

1994; Sinclair, 1998).  The notion that very few people are inherently leaders is a 

consistent them in leadership literature and was an integral aspect of changes to the 
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leadership paradigm that led to the introduction of small L leadership.  (Bass & Avolio, 

1994; Blanchard & Hersey, 1996; Dempster, 2008)  

The concept of small L leadership relies on semi-autonomous or autonomous teams 

working collaboratively (Bryman, 1986; Dempster, 2008; Gill et al., 1994; Rost, 1991).  

This model of leadership is premised on the idea that leadership is a collaborative 

process that includes effectiveness skills, team functioning skills, and systems thinking 

skills (Speck & Knipe, 2005).  This definition of leadership has meant that a person 

could be a leader for a small team meeting or a large project.  The belief that leadership 

can be taught, and that everyone should have the opportunity to learn the required skills, 

(Bass, 1990; Rost, 1991) have become an integral components of organisational culture 

(Robbins & Judge, 2011).  These ideas are consistently used in the promotion and 

marketing of leadership training courses and programs.   

The finding I have derived from the data tells me that promotional materials influenced 

all participants.  They all stated that advertising materials reinforced their expectations 

of a positive outcome following leadership training.  Harter (2006) describes how 

advertising and marketing continues to trade on images of strong leaders with 

identifiable skills to sell or dignify speeches, books, leadership training programs and 

courses as opposed to the images of small L leadership, as autonomous or semi-

autonomous teams (Landy & Conte, 2007).   

Some participants believed that they increased their chance of gaining promotion by 

researching available courses to find the one that they considered would provide them 

with the best chance of success.  There is evidence of promotional materials capitalising 

on socio-cultural associations of the words leader and leadership.  These images that 

conjure positive images of great men doing great things and the notions of power, 

success and prestige (Bolden & Gosling, 2006; Carroll et al., 2008; Dempster, 2008; 

Farber, 2009; Harter, 2006). 

5.5.1.11. Leadership training alleviates workplace stress 

An examination of the data underscores how some participants believed leadership 

training would alleviate their workplace stress.  The idea that workplace training can 

alleviate stress can be traced to the latter part of the twentieth century.  McGrath’s 

(1976) Process Model of Task Performance and Schuler’s (1982) Integrative 
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Transactional Process Model of Stress were two models that outlined links between 

stress and specific job characteristics and influenced thinking at this time.  Both of these 

models focused on the wellbeing of employees and detailed how they would react to 

certain situations in the workplace (Denzin, 2010; Dipboye et al., 1994).   

Another relevant theory that has continued to have influence is Smith and Sainfort’s 

(2010) Model of Job Balance, which conceptualised a link between the design of the job 

and workplace stress.  There continues to be strong links between stress and workplace 

conditions with identified workplace stressors being workload, interpersonal conflict, 

and lack of control (Ford, 2004).  There also continues to be strong emphasis on the 

value of personnel/professional developmental training (PD) for alleviation of 

workplace stress.  Increasingly developmental training is defaulting to leadership 

training because of the perceived additional benefits (Cooper, 2006; Halm, 2011; Rossi, 

2006).   

5.5.2. Summary of Theoretical Coding  

Theoretical-coding exposed a number of assumptions and beliefs that have the potential 

to influence the participants’ satisfaction with the outcome of the leadership training.  

The assumption that career advancement would be an outcome of leadership training 

was a consistent theme that was supported by organisational psychology literature 

dating from the late twentieth century.  There was evidence that employer’s support and 

encouragement increased the participants’ expectations of a positive outcome.  The idea 

that employers need to support and encourage their employees’ career aspirations dates 

to workplace changes that occurred in the 1980s–1990s.  These ideas are supported by 

organisational psychology literature that provides a starting point for understanding the 

implications of what is referred to as an investment in human capital.   

Even though all participants expressed an appreciation of the value of education and 

training they all identified being dissatisfied with the outcome of the training.  

Participants articulated a belief that training would provide them with the skills and 

abilities necessary to work as effective leaders.  The promotional material for the 

training reinforced this belief.  However, this assumption was challenged when all of 

the participants reported being disappointed that their expectations of a promotion were 

not fulfilled.  The withdrawal of the employer’s support resulted in the employee 

feeling frustrated, disappointed, and annoyed.   
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5.5.3. Key findings 

The identified assumptions and beliefs generated from relevant literature and my 

analysis of data from the interviews point out that the motivation for, expectations of 

and satisfaction with the outcome of leadership training fall into two categories, namely, 

perceived benefits for the employer and perceived benefits for the employee.  Literature 

detailed that these benefits differ for employers and employees.  Employers tend to be 

motivated by a perception or assumption that leadership training is important for 

organisation effectiveness.  However, for employees the motivation tends to more 

focused on career advancement opportunities.  My analysis of data from the interviews 

showed that all of the participants were motivated by the possibility of career 

advancement.  Ironically, the opportunity for career advancement that was embraced by 

employees was shown to primarily benefit employers.  The benefit to employers relied 

on an assumption that employees will perform better by working harder and 

demonstrating an increased level of commitment to the organisation if they believe there 

is the possibility of gaining a promotion.  This belief was fuelled by a common 

assumption amongst the participants that it was important for employees to take 

advantage of the available opportunities and demonstrate to the employer your 

suitability for promotion, because there were limited opportunities for advancement.  

The identified lack of career advancement opportunities that should have discouraged 

employees from participating in leadership training was actually a significant factor for 

them wanting to be involved in the training.   

In terms of the participants’ satisfaction with the outcome of leadership training, the 

finding I derived from the interviews showed that there was a collective desire to do 

what was necessary to achieve the desired career goal of promotion and increased 

remuneration, following the training.  For all of the participants these feeling manifested 

in in a desire to impress their employers by working hard for longer hours.  The feeling 

of wellbeing and desire to impress their employers lasted for approximately six months 

at which time they all became angry and frustrated that their expectations had not been 

realised.   

There was an expressed belief that not gaining promotion meant that they had failed.  

Their employers’ apparent lack of compassion and understanding exacerbated these 

feelings.  They all reported feeling undervalued when they thought their employers had 
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withdrawn their support.  Theoretical coding drew on sociological, organisational 

psychology and leadership literature to gain an understanding of the origins of the 

beliefs and assumption that influenced the motivation for, expectations of and 

satisfaction with leadership training from the employers’ and employees’ perspective.  

Relevant research provided a starting point for gaining and appreciation of the 

participants’ disappointment and frustration when their expectations following the 

training were not realised.   

5.6. Chapter Conclusion 

This chapter focused on using cross-case analysis to code and rework the participants’ 

stories using a two-phase process; namely substantive coding and theoretical coding.  

The substantive coding phase analysed the data from interviews and field notes in 

Chapter 4 directly to identify themes pertaining to the participants’ motivation for and 

expectations of leadership training.  The focus of this chapter was on elucidating 

influences that contributed to participants’ motivation for, expectations of, and 

satisfaction with leadership trainings.  The theoretical coding phase linked these themes 

to relevant research to gain an understanding of what motivated employers to offer 

leadership training to their employees and their expectations following the training.  

Utilising two forms of coding allowed data to be compared until a set of assumption and 

beliefs emerged.  Chapter 6 Discussion and Conclusion, discusses how the data from 

this chapter and relevant literature will challenge these some of these assumptions and 

beliefs to develop propositional knowledge that will illuminate the primary focus of the 

research; namely, the counterproductive implications when the outcome of leadership 

training does not fulfil the expectations of employees.   
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Chapter 6. The Discussion and Conclusion 

Implied contracts can exist between employer and employee without any 

kind of written stipulation.  An oral promise or agreement, sometimes even a 

history of actions, can qualify as an implied contract.  The key elements are 

actions or words that establish employee expectations, which then become 

the basis for the employees’ actions. 

(Gibson, 1983) 

The first three chapters provided the introduction, literature review, and methodology 

for this study into the implications for practice of leadership training.  In Chapter 4 the 

six case studies outlined events experienced by individuals, pre-leadership training and 

a within-case analysis of this section of the interviews.  Chapter 5 examined the 

commonalities and differences in participants’ stories using a cross-case analysis that 

elucidated on the beliefs and assumption that influenced the motivation for, expectation 

of and satisfaction with, leadership training from employers and employees 

perspectives.  This chapter presents the findings from this analysis to put forward 

tentative conclusions as propositional knowledge to identify the potential implications 

when the outcome of leadership training does not fulfil the expectations of employees.   

6.1. Structure of the Chapter 

The starting point is a brief overview of the significance of the study.  The discussion 

will then focus on addressing the research findings using relevant literature to elaborate 

on the influences that motivate employees and employers to participate in leadership 

training and their expectations of the outcome of this training.  The discussion then 

moves to develop propositional knowledge that elaborates on employees’ satisfaction 

with the outcome of leadership training using interview findings and relevant literature.  

Finally, the discussion identifies propositional knowledge to describe the impact on 

employees when leadership training fails to fulfil their expectations and the subsequent 

implications for employers.  What follows is a caveat that outlines the limitation of the 

research project and some final thought for further research.  The chapter closes with 

summary of my findings in the form of a conclusion.   
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6.2. Significance of the Study 

My work as a vocational rehabilitation counsellor and human resource consultant 

inspired this study.  Through this work, it became evident to me that the unfulfilled 

expectations of employees who participated in leadership training courses and programs 

had the potential to be problematic.  These views prompted me to gain an understanding 

of what motivates people to participate in leadership training and why employers 

continue to offer this form of training, when both parties are aware of limited 

opportunities for career advancement.  Employing a symbolic interactionist perspective 

the study investigated how six employees from cross-sectional enterprises made 

meaning of their experiences, when the outcome of leadership training failed to fulfil 

their expectations.   

The research was designed to gain an appreciation of the influences that have led to 

employees and employers apparent uncritical acceptances of the values and benefits of 

leadership training.  The initial focus of this study was to examine the motivation for, 

and expectations of employees and employers, who choose to participate in leadership 

training.  The research progressively moved to the identification of propositional 

knowledge regarding what occurs when leadership training does not fulfil the 

expectations of employees and the subsequent counter-productive implications for 

employers.   

A summary of my findings corroborates some themes that were evident in the literature 

and challenges some existing assumptions and beliefs that have elevated the benefits of 

leadership training to an uncontested status.  In order to challenge some of these 

assumptions it was necessary to understand how they originated and became an 

accepted part of organisational culture and rhetoric.  The study is important because 

even though there is considerable research into a number of factors associated with 

leadership training, the premise of most of the research investigated for this study was 

that this type of training is beneficial for employers and employees.  The examined 

leadership and training literature is largely silent on the potential counter-productive 

implications when this kind of training fails to fulfil the expectations of employees.  

This research is a move to redress this silence in the literature.  The focus of the 

discussion will now move to an examination of the motivations and influences that led 

to employees participating in leadership trainings and why employers continue to offer 
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this form of training when both parties are aware that there are limited career 

advancement opportunities.   

6.3. Research Findings 

Identifying influences that motivate employees and employers involvement in 

leadership training programs and courses was complex.  However, the findings from 

this study and relevant literature revealed that despite employees and employers having 

distinctly different expectations for the outcome after leadership training both parties 

are motivated by a belief that this form of training has the ability to fulfil their 

expectations (Farber, 2009; Harter, 2006).  It would appear from my research that both 

parties consider leadership training to be an effective method of dealing with a wide 

range of organisational issues, ranging from professional and personal development 

(PD) to increasing productivity and relieving workplace stress.  Despite both parties 

assumption the leadership training is the panacea for organisational problems evidence 

from the reviewed literature revealed that employers and employees tend to have 

different motivations for and expectations of the outcome following leadership training.   

Employers tend to be motivated by extrinsic factors, such as, the wellbeing of the 

organisation (Robbins & Judge, 2011; Wilson, 2010).  These factors stem from neo-

liberalism and economic rationalist ideology that views leadership training as a means 

of increasing productivity and organisational effectiveness (Robbins & Judge, 2011).  

Contrastingly, employees tend to be motivated by intrinsic factors, such as, a desire to 

be viewed as successful (Blustein, 2006) as was the case for the participants in this 

study.  These factors tend to manifest as viewing leadership training as a pathway to 

career advancement (Dempster, 2008).  It is ironic that despite employers and 

employees having different expectations both parties appeared to have an uncritical 

acceptance that this form of training has the capacity to improve employees’ wellbeing 

(Crook et al., 2011).  All of the participants expressed excitement at the prospect of 

partaking in leadership training and high expectations for improved life-style following 

the training. 

Interestingly, my research shows that the distinction between employers and employees 

can be hard to define in large organisations, despite both parties being motivated by 

different factors.  According to Schultz and Schultz (2006) the same issues tend to 
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present for both parties irrespective of their position on the corporate ladder.  However, 

the distinction between employers and employees was evident when my finding showed 

that some participants perceived that their co-workers treated them differently post-

leadership training.  There was an assumption that this reaction related to a perception 

that involvement in leadership training had somehow aligned participants with 

management.  An investigation into this finding was outside the scope of this research 

project but has been identified as a possible topic for further research.  My findings 

from the study did reveal evidence that the employers’ need to improve the productivity 

and effectiveness of an organisation tended to override the need to advance employees’ 

careers.  The focus will now move to examine the specifics of what influences 

employers and employees’ motivation to participate in leadership training and why both 

parties have come to have such high expectations for the outcome post-leadership 

training.   

6.3.1. The Perceived Value of Leadership Training 

My analysis of relevant literature and findings from the interviews show that training 

organisations actively play on a number of cultural assumptions associated with 

leadership in order to sell their product.  The overriding implication expressed by all of 

the participants was that successful completion of this form of training would increase 

their chance of gaining a leadership position and extra pay.  There was also some 

evidence in the analysis of relevant literature that personnel/professional development 

(PD) and by default, leadership-training has the capacity to alleviate workplace stress.  

My study showed that some of the participants believed their lives would be less 

stressful following the training.  Leadership training has increasingly become the 

default option for PD because of the perceived additional benefits for both parties 

(Harter, 2006).  Evidence of the value employers and employees place on leadership 

training lies in the number of available programs and courses entitled Leadership 

Training.   

An internet search for the purposes of this study revealed that leadership training is 

available in many forms from succession planning that utilises a combination of on the 

job training and short courses, to tertiary level courses and programs.  The literature 

review in Chapter 2 provided examples of the promotional material for some leadership 

training courses and programs.  Majority of the courses and programs reviewed promote 
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the idea that leadership training has the ability to meet the specific needs of people 

working at all levels of an organisation, from white-collar executives to blue-collar 

manual labourers.  Marketing for these courses focuses on the concepts that anyone can 

become a leader.   

Another popular assumption is that very few people are inherently leaders and that skills 

required for effective leadership can be acquired through appropriate training (Covey, 

2004a, 2004b; Farber, 2009; Hall, 2004).  Marketing for this type of training promotes a 

sense of urgency with potential customers being encouraged to upgrade their skill to 

enable them to compete for limited career advancement opportunities.  This marketing 

trades on frequently articulated aspects of Western culture, namely; the idea that 

progressive people have career aspirations and a desire to be viewed as successful.  

These assumptions and beliefs have become so entrenched that young people are 

introduced to the perceived importance of having career aspirations from an early age.  

Even children in junior secondary school are now encouraged to develop their 

leadership potential to facilitate their future success in the workplace (Department of 

Education Training and Employment, 2012).   

The idea that people need to take responsibility for self-improvement was a consistent 

theme in all of the reviewed promotional material.  Leadership training is promoted as 

an effective method of developing the required skills and abilities for effective 

leadership, with the most valued attributes being self-awareness, self-regulation and 

self-motivation (Biswas et al., 2009).  These ideas have become accepted wisdom that 

trades on a view that successful people are continually working to improve, which 

makes continuous improvement and achieving to your full potential desirable goals 

(Cameron, 2009).  There is evidence that the desire to maximise self-improvement and 

striving to fulfil ones’ full potential are valued attributes in the marketplace.  The 

assumption is that a successful person’s willingness to achieve is one of the things 

employers value most about them (Armstrong, 2009; Crook et al., 2011; Sims & 

Lorenzi, 1992; Wilson, 2010).  Leadership training is promoted as the most effective 

method of providing ambitious people with an opportunity to maximise their self-

improvement and career advancement (Blustein, 2006).  The participants in this study 

all expressed a willingness to do what was necessary to advance their career and achieve 

their goal of gaining promotion.   
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Organisational psychology research provided an understanding of how and why 

employers and employees have come to value leadership training.  One influential 

factor was the assumption that leadership training would develop quality employees 

who considered themselves an integral part of the organisations’ success.  These 

employees were thought to be more motivated and keen to increase their productivity 

(Crook et al., 2011).  The theories that provided a basis for understanding the link 

between employees’ motivation and organisational success included the reinforcement 

theory, operant or learning theory and classical conditioning theory.  These theories 

stemmed from the research of behaviourists, Pavlov (1849–1936) and Skinner (1904–

1990).  Other influential theories were Locke’s (1968) goal theory, which primarily 

focused on cognitive elements of motivation, Bandura’s (1977) social learning theory 

that incorporated elements of the goal setting/cognitive theory and the learning 

/behaviour theory, and Vroom’s (1964) expectancy theory that was premised on the idea 

that people will be more motivated if they expect to be rewarded.   The combination of 

these theories has become the most utilised organisational psychology model for 

improving performances of employees (Crook et al, 2011).   

The findings from this study exposed how most participants identified leadership 

training as a goal in their annual performance achievement plans (PAP).  The model for 

PAP and the review system was originally generated from the combination of the 

theories described in the previous paragraph (Crook et al., 2011).  These concepts are 

premised on the idea that people’s behaviour is an outcome of how they mentally 

evaluate effect-performance and performance-reward probabilities.  According to 

Schultz and Schultz (2006) the PAP and review system became part of corporate culture 

when employers learnt the value of goal setting.   

Crook et al. (2011) explain how employers assumed their employees would value the 

PAP system, because it was thought to provide them with the opportunity to set self-

determining goals that were premised on their career aspirations.  The PAP and review 

system continues to be a fundamental part of organisation culture and employers’ 

ongoing commitment to investing in human capital.  The assumption was that 

employees’ performance would increase if they set goals and expected to be rewarded 

when they achieved their identified goal.  For some employees the reward would take 

the form of promotion and increased remuneration (Arthur et al., 2003; Field, 1995; 



155 

Sims & Lorenzi, 1992; Tunstall & Lynch, 2010) as was the case for the participants in 

this study.   

Findings from the interviews revealed that a desire for increased self-awareness and to 

be viewed as successful were expected outcome for all of the participants post-

leadership training.  The notion that people want to be successful or seen as important is 

accepted wisdom in Western culture that has its origin in the writings and teachings of 

Aristotle (384–322BC).  However, the desire to be successful became part of 

organisational rhetoric in the 1930s (Carnegie, 1981).  At this time, ambition and a 

commitment to self-improvement became valued attitudes in workplaces.  There is 

evidence that this assumption continues to have currency and that most people desire to 

present a positive image of success, irrespective of their positions in organisations 

(Adler & Laufer, 1995; Aitken & Higgs, 2010; Alderfer, 1969; Robbins & Judge, 2011; 

Vaughan & Hogg, 1995).  An increased perception of the self is thought to enhance 

employees’ well-being and reinforce their commitment to the organisation (Wilson, 

2010).  On the other hand, those who do not aspire to be successful at their chosen 

career tend to be seen as failures.  These assumptions have led to employers offering 

leadership training to more employees because ambition and a desire to be success are 

the qualities they look for in all employees (Harter, 2006).  Being successful can vary 

from wanting to be viewed as a valued part of organisational culture to feelings of self-

fulfilment (Schyns et al., 2009), however, for the participants in this study being 

successful meant gaining promotion.   

There is an implied assumption in the marketing of leadership training that employers 

will reward employees who demonstrate a commitment to the organisation.  The belief 

is that the employees’ willingness to work hard and be prepared to go the extra mile for 

the benefit of the organisation is evidence of their commitment.  There is an assumption 

that in order to be eligible for a reward, employees need to demonstrate their 

commitment to their employers and confirm that funding leadership training was a wise 

investment (Robbins & Judge, 2011).  Findings from the present study show that all of 

the participants expressed a desire to impress their employers.  They were prepared to 

work hard and believed that their efforts would be rewarded.  My findings showed that 

in all of the cases this desire to impress was an additional motivation for participation in 

leadership training.  It was evident that the participants believed that employers valued 



156 

employees who are prepared to work hard.  As well as the impact of the promotional 

material all participants indicated that parental advice influenced their belief that they 

would be rewarded for working hard.  This assumption has become a commonly 

articulated part of Western culture that has its foundation in the Protestant Work Ethic 

(Gardner et al., 2001).   

The impact of promotion and marketing for available course is evident by the sheer 

volume of available courses and programs that utilise aggressive marketing campaigns.  

These campaigns call into play a number of cultural assumptions and beliefs including 

those already mentioned.  These beliefs work at a conscious and subconscious level, to 

capture the market and appeal to the expectations of employees and employers (Harter, 

2006).  One of the most influential marketing tools is the rhetoric and symbolic 

significance of the words leader and leadership because they appeals to both parties 

(Harter, 2006).  Their appeal lies in the cultural nuances associated with these words  

that fail to differentiate between the traditional concepts of leadership and the team-

focused approach of small L leadership (Dempster, 2008; Gill et al., 1994; Harter, 2006; 

Quinn, 1996; Sinclair, 1998).   

Landy and Conte (2007) explain how that the need to have a team-leader has meant that 

despite the change to the leadership paradigm in the latter part of the twentieth century 

the words leader and leadership continue to be aligned with the authority to control and 

influence others.  Therefore the use the words leader and leadership evokes a more 

intuitive reaction that conjures up the image of a powerful person controlling his/her 

employees, rather than the image of collaboration and cooperation implied by the 

concept of small L leadership.  Harter (2006) agrees and stresses how the failure to 

differentiate between the traditional approach to leadership and small L leadership has 

meant that the words continue to be associated with power, prestige, and success.  

Findings from this study showed that all of the participants viewed leadership training 

as a pathway to success that translated to a career advancement opportunity and that 

these ideas were reinforced by promotional materials.   

The ambiguity of promotional materials has reinforced the perceived benefits of 

leadership training for both parties.  On the one hand, marketing materials stress that 

anyone can become a leader, which implies one person leading.  This personalised 

approach tends to appeal to employees who are looking to advance their careers.  On the 
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other hand, the marketing promotes the idea of a collaborative, team-focused approach 

that is indicative of small L leadership.  This approach to leadership appeals to 

employers because small L leadership can be represented by titles such as team-leader 

or supervisor with the difference being an understanding that the role is temporary and 

there is generally no increased remuneration.   

Employers tend to value the small L approach to leadership because strong leadership at 

all levels is thought to increase organisational effectiveness (Halm, 2011; Karpin, 

1995).  Rost (1993) explained how the words leader and leadership have taken on a 

mythological significance that helps people explain and celebrate effectiveness.  Strong 

leadership has become synonymous with high-level competencies or capabilities (Drew 

et al., 2008; Farber, 2009; Halm, 2011).  Conversely, bad or what is referred to as toxic 

leadership is related to a lack of the relevant skills and abilities that results in the 

organisation’s failure (Kellerman, 2004; Lipman-Blumen, 2004; Whicker, 1996).   

Offering leadership training to a wide range of employees tends to appeal to employers 

because of the assumption that effective leaders have the skills and abilities required to 

control and influence others (Jackson & Parry, 2008).  Robbins and Judge (2011) 

emphasised how employers have learnt to appreciate that strong leaders at all levels of 

the organisation has the ability to encourage employees to seek new, more effective 

ways of doing things.  Therefore, an effective team leader can help a team that may be 

struggling with a task or project.  Conversely, less effective team leaders have the 

potential to neutralise the effects of a high functioning team (Halm, 2011).  Chaleff 

(2009) stressed that an important criteria of effective leadership is having the ability to 

encourage people to follow, referred to as followership.  Therefore leaders achieve their 

results through influencing the actions and attitudes of others and encouraging people to 

follow them (Chaleff, 2009).   

Surprisingly, the small L approach to leadership also appeals to employees because of 

the need for one person to be in charge or to lead the project (Bass & Avolio, 1994; 

Day, 2000; Gill et al., 1994; Goleman at al., 2003; Higgs, 2003).  As has been mention 

previously the findings from this study illustrate how promotional materials trade on the 

importance of leadership training for career advancement.  Employees believe that the 

small L leadership role is a precursor to gaining a promotion, because it provides them 

with an opportunity to demonstrate to their employer that they have the necessary skills 
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and abilities to lead and they are willing to contribute to the effectiveness of the 

organisation.  While all of the participants were philosophical and acknowledged an 

awareness of limited career advancement opportunities, they believed that participation 

in leadership training would enhance their chances of gaining promotion.   

For the participants in this case study the desire to take part in leadership training was 

linked to the assumption that leaders are the most successful people in organisations and 

the notion that successful people aspire to emulate leaders (Chaleff, 2009; Valach & 

Young, 2004).  The current elevation of CEOs, who are recruited based on their 

leadership abilities, reinforces these assumptions (Jackson & Parry, 2008).  One 

participant equated his participation in leadership training to purchasing a lotto ticket, 

which in Australia means an attempt to win millions of dollars.  The assumption was 

that he needed to undertake leadership training to have a chance at gaining promotion.  

To use his words, “you have to be in it to win it”, and participation in leadership 

training provides, “the best chance of climbing up the corporate ladder and being 

successful” (CS.2).  This assumption was supported by literature that highlights the 

importance of employees presenting an image of being successful in order to gain 

promotion (Farber, 2009).  Crook et al., (2011) point out that employees’ decision 

making, with regard to workplace training, can be influenced by assumptions that 

leadership training will improve their performances, however, they concede that 

needing to be viewed as successful provides a bigger incentive.   

All of the participants identified that the employers support and encouragement 

reinforced their high expectations for the outcome post-leadership training.  Data 

identify that some participants believed that leadership training was an integral part of a 

succession plan that would result in promotion.  Two participants were assigned a 

mentor who encouraged and supported their involvement in leadership training, which 

reinforced their expectations of promotion post-training.  As has been mentioned 

previously all of the reviewed promotional materials for leadership training link gaining 

a promotion, with success.  The literature reviewed in Chapter 2 suggests that 

employers have a tendency to embrace these ideas because of their potential to increase 

employees’ motivation and commitment to the organisation (Arthur et al., 2003; Harter, 

2006; Kraiger, 2002).   
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An examination these factors from an employer’s perspective reveal a different 

understanding of the rationale for their support and encouragement pre- and post-

leadership training.  What employees perceived as encouragement the employer may 

have viewed as an investment in human capital that would improve organisational 

effectiveness (Blustein, 2006; Schultz & Schultz, 2006; Schyns et al., 2009).  The 

employer may have perceived that this form of training may or may not lead to a 

promotion with the subsequent outcome being dependant on the demonstrated skills and 

attributes of the employee (Crook et al., 2011).   

There was evidence that employers value the development of generic skills considered 

essential for effective leadership including, communication and collaboration skills, and 

team work (Australian Public Service Commission, 2007).  My findings from the 

interviews revealed that the participants believed that they had acquired the skills and 

abilities to perform a leadership role.  Robbins and Judge (2011) explained how 

employers were encouraged to increase the investment in the development of quality 

employees, referred to as an investment in human capital, to facilitate an increase in 

their productivity and consequently success for the organisation.  The focus will now 

move to discuss the impact of how success is synonomous with the amount of money 

earned by employees or generated by employers. 

The findings from this study and relevant literature emphasized the impact of increased 

profits and/or remuneration on the popularity of leadership training.  Farber (2009) 

refers to the possibility of increased wages/salary as a motivator for employees to 

participate in leadership training and increased profitability for employers to offer 

leadership training to their employees.  Each of the participant in this study recalled 

being motivated by the assumption that promotion would mean more money in his or 

her pay packets that would allow them to improve conditions for their families.  There 

was evidence that some participants assumed that the size of a person’s remuneration 

package is an indication of his or her level of success.  The media reinforces these ideas 

through reports on CEOs who are considered the most successful people in 

organisations and they tend to receive the largest remuneration packages (Jackson& 

Parry, 2008).  Carnegie (1981) promoted the idea of wealth as a symbol of success and 

prestige that was reliant on research conducted by Merton (1938).  The idea that success 

is aligned with wealth has been a commonly articulated aspect of Western culture since 
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the early twentieth century that manifests in a desire for self-improvement and ambition 

(Covey, 2004a).   

Another factor that emerged from this study was the idea that employers encourage 

participation in leadership training to relieve workplace stress.  My findings from this 

study identified that three participant identified workplace stressors as motivation for 

participation in leadership training.  Two participants expressed a belief that gaining 

promotion would improve their conditions and alleviate their stress.  The third 

participant identified early signs of burn-out as described by Maslach et al., (1996).  The 

idea that any workplace training that facilitates career advancement opportunities can 

alleviate workplace stress has been a consistent factor of organisational psychology 

research for the since the early 1990s (Caulfield et al., 2004; Zalaquett & Wood, 1997).  

Safe Work Australia (2013) identifies increased employer support and providing career 

advancement opportunities as two strategies for alleviating workplace stress.   

One reason workplace stress and training were linked is the perception that stress can 

result from people feeling that their careers have plateaued or are blocked (Wood et al., 

1998).  Failure to achieve career goals continues to be recognised as one of the most 

significant workplace stressors (Blustein, 2006).  Current research aligns the alleviation 

of stress with workplace training that creates a learning environment reliant on quality 

management and transformational leadership (Aitken & Higgs, 2010).  Employers value 

leadership training because it encourages employees to have a shared vision of the 

organisation.  This attitude is considered an effective method of increasing job 

satisfaction that has the added bonus of relieving stress (Crook et al., 2011; Robbins & 

Judge, 2011). 

6.3.2. Key findings 

The key finding from the study is that the perceived value of leadership training is 

problematic due to the fact that employers and employees tend to be motivated by 

different expectations for the outcome post-training.  As noted in the literature found in 

Chapter 2; employers are motivated by a desire to increase the productivity and 

effectiveness of the organisation.  These expectations are based on the assumption that 

strong leadership at all levels of the organisation will increase profits.  Subsequently, 

the increased profit will enable their organisation to survive and grow.  My findings 

showed that the participants in this study willingly took on additional work and 



161 

responsibility pre and post-leadership training for all of the identified reasons.  This 

outcome would have indicated to their employers that that the courses and programs had 

achieved the desired results.  Conversely, the participants in this case studies that 

represented the employees’ perspective, tended to be motivated by a desire to be 

successful or at least to be viewed as successful through career advancement.  They all 

expected that leadership training would provide them with a career pathway.  Ironically, 

my research shows that they all experience a perplexing shift that prioritises the needs 

of the employer over their own needs in the short period pre-training and post-training.  

Some participants actually observed that their co-workers treated them as if they were 

aligned with management during this period.   

Paradoxically despite the different expectations of employers and employees the 

promotional materials for leadership training courses appears to cater for both parties’ 

expected outcome of leadership training.  This phenomenon occurs for a number of 

reasons. First, the marketing materials appeal to employers by asserting that leadership 

training will provide the skills and abilities necessary for effective leadership.  

Advertising for leadership training courses and programs also stresses the importance of 

this form of training for leadership roles, at all levels of the organisation.  Second, 

promotional materials are designed to appeal to both parties because they trade on 

symbolic significances and rhetoric associated with the words leader and leadership and 

their alignment with power, prestige, and success.   

The prevailing assumption is that both parties will benefit from leadership training 

because it not only improves organisational effectiveness; it also provides the best 

chance of employees gaining promotion and being viewed as successful.  The 

discussion will now move to examine the influences that have the potential to impact on 

employers and employees’ satisfaction with the outcome post-leadership training.  This 

discussion will provide a starting point for the development of propositional knowledge 

into what occurs when leadership training does not fulfil the expectations of employees 

and the subsequent implications for employers.  The assumptions and beliefs in Chapter 

5 provide a starting point for this discussion. 

6.3.3. Satisfaction with the Outcome of leadership training 

An essential criterion for this study was that the participants were not satisfied with the 

outcome of leadership training.  My findings from the interviews provide a starting 
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point for identifying factors that precipitated their dissatisfaction.  The most important 

factor was the increased expectations participants had that leadership training would 

result in promotion.  For some participants the training was a realisation of their 

succession plans and PAP goals that further reinforced their expectations of a positive 

outcome.  They all reported a renewed enthusiasm for their work pre- and post-

leadership training and a belief that participation in leadership training would result in 

promotion, which could be viewed an implied promise or contract with their employees.   

6.3.4. Propositional Knowledge  

Findings from this study have identified propositional knowledge that speculates on 

what could happen when leadership training fails to fulfil employees’ expectations.  

Table 6.1 lists the propositional knowledge and the potential counter-productive 

implications for employers and employees. 

Table 6.1 Propositional Knowledge and Potential Implications 

Propositional Knowledge Counter-productive Implications 

Providing leadership training to a wide range of employees could lead to disappointment 
and frustration in the workplace 

 Presenteeism 

 Absenteeism 

 Resigning/Retraining  

 Crossover Effect 

Marketing for leadership training that attempts to address the needs of employers and 

employees is ambiguous and the subsequent outcome has the potential to fail both parties. 

Promoting the concept that leadership is something that could be learned by anyone, 
taught to everyone, denied to no one can lead to unrealistic expectations for the outcome 

post-training  

Promoting the idea that leadership training is essential for those who have career 
aspirations could lead to unrealistic expectations of a positive outcome post-training 

especially when the training is identified as PAP goal  

Employers’ support and encouragement, especially when this is accompanied by a mentor 
could lead to an implied contract that the training will lead to promotion 

Employers could use the implied contract as a means of controlling employees, especially 

given their different expectations for the outcome post-training  

Despite the employers high expectations that leadership training would increase company 
loyalty and commitment the opposite could occur if employers fail to uphold the implied 

contract  

Linking leadership with success could create dichotomous relationships between leaders 

who are considered successful and followers who are perceived of as failures 

Training that is designed to assist employers deal with workplace stress could fail to do so 

when employees' expectations post-training are not realised 

Leadership training has the potential to have a greater impact on female employees 

Merton’s (1938) concept of emotional anomie continues to maintain currency 

Incidents of presenteeism and absenteeism could increase if leadership training fails to 

fulfil employees’ expectations  

Employees could choose to resign rather than deal with the negative impact of unfulfilled 

expectations. 

Unfulfilled expectations could have implications for the families of employees 

Leadership training that promises much and gives little could fail to fulfil one of the basic 

tenets of adult education, namely the training does not empower participants 
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The following section will examine the identified propositional knowledge that 

theorises the possible implications that are based on the finding of the case study, when 

the outcome of leadership training fails to fulfil employees’ expectations.   

Providing leadership training to a wide range of employees can lead to 

disappointment and frustration in the workplace.   

The findings from this study revealed that failure to gain a leadership position post-

leadership training resulted in feelings of frustration and disappointment for these 

participants.  There was evidence that the subsequent fallout had implications for their 

employers in terms of how the participants dealt with their disappointment.  Prior to 

examining the specific impact of unfulfilled expectations of employees and potential 

implications for employers, it is important to note that the examination of findings 

problematise the commonly held views regarding the value and benefits of leadership 

and leadership training.  The implications as reported by the participants of this study 

are; leadership training that is designed to provide employees with career advancement 

opportunities and alleviate stress could increase their frustration and disappointment.  

These feelings could lead to absenteeism, presenteeism or to the employee resigning.   

Marketing for leadership training that attempts to address the needs of employers and 

employees is ambiguous and the subsequent outcome has the potential to fail both 

parties.   

The major problems arise because marketing for leadership training relies on a number 

of assertions and cultural nuances of the words leaders and leadership in an attempt to 

address both parties’ expectations.  These nuances have taken on mythological 

significance that continues to align leadership with power and prestige (Harter, 2006).  

The nuances associated with the words leader and leadership appeal to both parties, but 

for different reasons.  Aggressive marketing campaigns call into play cultural 

assumptions and beliefs that work at a conscious and subconscious level, to capture the 

market and appeal to the expectations of employees and employers (Harter, 2006).  

Both parties’ high expectations of leadership training are evident in the fact that this 

form of training is increasingly becoming the default option for PD (Aitken & Higgs, 

2010).   
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The ambiguity comes into play because employers are keen to increase the effectiveness 

of the organisation while employees want to take advantage of a perceived career 

advancement opportunity.  Wilson (2010) questions the intrinsic value of leadership 

training and claims that employers’ encouragment and support of their employees’ 

career aspirations merely has an extrinsic effect that preserves the organisation’s status 

quo.  Robbins and Judge (2011) support the idea that leadership training has extrinsic 

value and should be primarily viewed as a method of increasing the effectiveness of the 

organisation.  My findings from this study call into question the value of this form of 

training for both parties.  The implication is; failure to fulfil employees’ expectations 

could lead to the expectations of employers not being achieved, namely; that the 

training will increase the effectiveness of the organisation. 

Promoting the concept that leadership is something that can be learned by anyone, 

taught to everyone, denied to no one can lead to unrealistic expectations for the 

outcome post-training.   

As has been discussed earlier in this chapter, the participants’ expectations for the 

outcome of leadership training were reinforced by the marketing that stresses that 

leadership is something that can be learned by anyone, taught to everyone, denied to no 

one.  Leadership training is considered an effective method of developing employees’ 

competencies, skills and abilities, with self-awareness, self-regulation and self-

motivation being the most valued attributes (Biswas et al., 2009).  Cameron (2009) 

explained how Australia has built a framework of career development programs that are 

structured on competencies.  These programs tend to align the self with the 

competencies related to certain occupations.   

This constructivist approach to developing competencies and aligning people with 

relevant occupations is thought to enhance their career opportunities (Patton, 2005).  

Therefore, leadership training that emphasises the development of the essential skills for 

effective leadership can be view as increased opportunity career advancement.  The 

implications are; those who do not gain a promotion following leadership-training could 

view themselves as failures.  These feelings of failure could have devastating 

consequences for employers.   
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Promoting the idea that leadership training is essential for those who have career 

aspirations, can lead to an unrealistic expectation of a positive outcome following 

leadership training, especially when it is identified as a PAP goal. 

Promoting the idea that leadership training is essential for those who have career 

aspirations can exacerbate the situation especially when the training is a PAP goal.  The 

combination of these factors can lead to employees expecting that leadership training 

will facilitate their career advancement.  The PAP and review system encourages 

employees to accept responsibility for their career advancement with concepts such as 

continuous improvement and achieving to one’s full potential becoming synonymous 

with highly motivated employees working in effective/efficient workplaces.  Within 

these workplaces employees who have career aspirations are considered highly valued 

commodities (Arthur et al., 2003; Keeley, 2007; Robbins & Judge, 2011).  This attitude 

fails to take into account the lack of career advancement opportunities that have been 

inherent in workplaces since the 1980s/90s.  The implications based on the finding from 

this study highlight are; employees who participate in leadership training could have 

unrealistic expectations for the outcome following leadership training.  Failure to 

achieve the expectated outcome could lead to employees becoming disgruntled and 

dissatisfied with their position.   

Employers’ support and encouragement, especially when this is accompanied by a 

mentor can lead to an implied contract that the training will lead to promotion 

Some organisations incorporate leadership training as part of a succession plan for 

leadership cohorts.  This practice can include the assignment of a mentor that oversees 

the progress of the employee.  Leadership training and being assigned a mentor has 

become the most utilised avenue for providing employees with the skills and knowledge 

for their career advancement (Blustein, 2006).  Despite the effectiveness of this process 

providing career pathways is also an accepted method of motivating employees as well 

as assisting them to cope with the changes that occur to the workplace (Harter, 2006).  

Organisational psychology literature stresses that the complex nature of the workplace 

stress can have multiple causes.  Organisational psychology literature emphasises the 

benefits of training that increases employees’ career to offset workplace stress (Halm, 

2011; Robbins & Judge, 2011).   
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An examination of the findings from this study demonstrated that when the participants 

were assigned a mentor their expectation for a positive outcome post-leadership training 

increases.  For these participants the leadership training was aligned with the implied 

promise of promotion post-leadership training.  The implied promise increases to an 

implied contract for those participants who were identified by their employer as a 

suitable candidate for leadership training.  The implications based on the impact 

reported by the participants of this study are; the situation can be exacerbated when 

employees who do not consider that they are suitable candidates for promotion until 

their employer tapped them on the shoulder.  Consequently, their disappointment and 

ongoing problems may intensify.   

Employers can use the implied contract as a means of controlling employees, 

especially given their different expectations for the outcome post-training. 

There is evidence of an underlying belief or assumption that the prospect of career 

advancement could increase the participants’ productivity.  As has been discussed 

earlier employers have learnt to appreciate the value of investing in human capital.  

There is evidence that they believe this investment will have a flow on effect of 

increasing productivity and the effectiveness of their organisations (Crook et al., 2011; 

Harter, 2006; Robbins & Judge, 2011).  Marketing for leadership training courses and 

programs trades on the underlying assumptions of the words leader and leadership.  

These assumptions appeal to employees because the nuances associated with these 

words imply that the training may result in a promotion (Keeley, 2007).   

Harter (2006) asserted that the English language is full of words and images that 

reinforce the traditional aspects of the words leader and leadership and that promotional 

material for leadership training courses and programs continue to rely on these nuances 

to sell their product.  This focus appeal to employers because there is a belief that strong 

leadership is essential at all levels of the organisation.  There was evidence that 

employers maintain their control while there was the promise of a positional leadership 

position.  The implications are: an employee’s increased awareness that the promotion 

was not going to occur has the potential to negate the employer’s ideas related to the 

perceived benefits of investing in human capital.   
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Despite the employers high expectations that leadership training would increase 

company loyalty and commitment the opposite occurs if the implied contract is not 

honoured.   

My findings showed that participants perceived that their productivity levels did 

increase in the lead up to the training and in the short term following the training, 

however, the findings shows that the perceived benefits of leadership training were 

undermined by the participants’ unfulfilled expectation.  This study shows that the 

impact on productivity was not sustained in the long term as a consequence of unmet 

expectations.  The participants’ subsequent reactions to the unfulfilled expectations 

were counter-productive.  Six months post-training appears to be the common element 

with regard to tolerance for their employers’ inactivity.  All of the participants reported 

a decline in productivity levels when it became obvious that they were not going to gain 

the promotion.  A Safe Work Australia (2013) report specified that career stagnation 

and uncertainty, under-promotion or over-promotion, poor pay, job insecurity, were 

some of the most common workplace stressors.  The implications are; employees may 

develop a lack of commitment and respect for the employer when their expectations 

were not realised.   

Linking leadership with success creates dichotomous relationships between leaders 

who are viewed as successful and followers who are perceived of as failures 

The increased focus on developing leadership skills downplays the reality that for every 

leader there needs to be followers.  The increased focus on the power and prestige of 

leaders evident in the marketing and promotion of leadership training courses and 

programs failed to account for this fact.  Subsequently, there is intense competition for 

leadership positions that can lead to those employees who gain promotion being viewed 

as successful.  Conversely, employees who do not gain a promotion could be viewed or 

could view themselves as failures.  According to Stoner and Perrewe (2006) failure to 

achieve coveted career goals can result in a depressed mood at work that can have 

ongoing consequences for employers.   

An examination of the finding from this project underscores the idea that there is a 

potential for employees’ feelings and perceptions post-training to lead to frustration and 

dissatisfaction in the workplace.  This assumption is premised on the notion that 
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everyone wants to be viewed as successful, which is articulated as accepted wisdom in 

Western culture.  Subsequently, it is conceivable that employees who do not gain 

promotion following leadership training could believe that they have failed to achieve to 

their full potential.  The implications are; employees’ feeling of failure could lead to 

dissention and a lack of interest in the workplace.   

Training that is designed to assist employers deal with workplace stress fails to do so 

when employees’ expectations post-training are not realised  

Regardless of the some of the participants’ assumption that leadership training alleviates 

stress, findings from the study revealed that they had ongoing psychological problems 

associated with long-term stress, such as anxiety, and depression.  Some factors that 

influence the relationship between occupational stress and job performance include 

gender differences, age, personality, and job experience (Denzin, 2010).  There is 

evidence that specific aspects of occupations are more stressful than others.  One of the 

determining factors is high or low self-determination with low self-determining 

positions being considered the most stressful.   

The findings from this study demonstrated that the perceived loss of control and self-

determination were factors that increased stress levels.  Denzin (2010) asserts that there 

continues to be a causal link between a person’s sense of self-determination and their 

ability to cope with stressors in the workplace.  There is evidence that some people rely 

on the role they play in the workplace and that their occupation to define their level of 

success and self-determination (Blustein, 2006; Cooper, 2006; Ford, 2004).  My 

findings showed that some participants felt that their careers had plateaued prior to 

being provided with the opportunity to be involved in leadership training.  They 

identified that these feelings were the cause of their stress and a rational for their 

participation in leadership training.   

Maslach et al. (1996) linked the perceived opportunity for career advancement with 

increased satisfaction, mental health and well-being and the length of time people were 

prepared to stay in their current workplace environment.  My findings showed that some 

participants were prepared to leave the workplace when they perceived opportunities for 

advancement did not exist.  However, the psychological problems associated with 

workplace stress increased when it became obvious that relocating was not a viable 
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option.  The implications are; training purported to assist employers deal with 

workplace stressors may fail to do so for some employees.   

Leadership training has the potential to have a greater impact on female employees.   

Even though there tends to be a general endorsement that women make good leaders or 

managers, females are twenty times more likely to identify their gender as a barrier to 

gaining a leadership position (Aitken & Higgs, 2010).  Rossi (2006) explained how 

female employees tend to be more susceptible to negative factors in the workplace 

because of the perception that they need to work harder to gain recognition for their 

work.  Denzin, (2010) also identified gender differences as a factor that can contribute 

to occupational stress.  Even though all of the participants reported taking on extra work 

there was a greater potential for the female participants to be more disadvantaged 

because of this tendency to promote males employees over female employees.  This 

study revealed that one female participant considered lodging a Workers’ Compensation 

claim because of her employer's unwillingness to acknowledge the additional work she 

took on post-leadership training.   

There is evidence that some workplace cultures continue to be non-inclusive of women 

although workplaces that are inclusive of women tend to offer more leadership training 

opportunities for all workers. The tendency to provide leadership training to all 

employees is especially counterproductive for women because the identified increased 

unavailability of career advancement opportunities (Aitken & Higgs, 2010).  The study 

showed that three of the four females interviewed reported being disappointed and 

frustrated that the perceived promise/contract with the employer was not realised.  All 

of the women spoke of relocating to alternate employment; however, this option was 

not possible in some cases.  They all identified that they needed to take anti-depressant 

medication to offset their inability to cope. The implications from the findings of this 

study are; mental health problems could be more serious for the female participants. The 

female participants reported that they needed to take anti-depressant medication to 

offset their inability to cope.  

Merton’s (1938) concept of emotional anomie continues to maintain currency.   

All of the participants reported feeling angry and frustrated when the outcome post- 

training failed to result in a promotion.  The impact of their dissatisfaction manifested in 
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them questioning their ability, with some participants identifying that they felt like they 

had failed, when they did not gain promotion.  Hall (2004) explained how issues such as 

self-awareness and identity can influence how a person perceives their position in the 

workplace, with the ideas of success or failure providing a conceptual link between 

cognition and motivation.  A perception of a positive image can be liberating and 

conversely a negative image can stifle action for development or change.  Cooper 

(2006) also emphasised that even though the motive to succeed can have positive 

implications, the shame associated with failure can be counterproductive and can lead to 

mental health problems such as depression (Rosch, 2006; Rossi, 2006; Stoner & 

Perrewe, 2006; Wilson, 2010).   

Many of these ideas emanated from the socio-cultural research conducted by Merton 

(1938).  This research described how satisfaction comes from the achievement of 

desired goals and failure to achieve these goals could lead to emotional anomie.  These 

ideas are reliant on a cultural ethos that encourages high levels of ambition and a 

commitment to material success.  The term anomie is used to describe the personal 

feelings of loss due to a breakdown of social norms and values.  Even though some of 

this research is dated, the identified link between workplace stress and failure to achieve 

career goals continues to be relevant (Cooper, 2006; Ford, 2004; Rosch, 2006; Stoner & 

Perrewe, 2006).  The implications are; employees may become disgruntled and 

disappointed when they failed to achieve their career goals.   

Incidents of presenteeism and absenteeism can increase if the expectations of 

employees -training are not met.   

All of the participants reported that they were more likely to take a sick day when it 

became obvious they were not going to be promoted.  A Safe Work Australia Report 

(2013) identified mental health issues as a greater problem than physical injuries, in 

relation to absenteeism.  The case studies highlighted that the depressed mood 

associated with failing to gain an expected promotion made completing day to day 

duties difficult.  The inability to complete daily duties while at work as called 

presenteeism (Medibank Private, August 2008).   

There is evidence that employees who suffer from presenteeism are less productive, less 

motivated, more prone to making more errors and they lose their ability to problem-
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solve (Stoner & Perrewe, 2006).  A Medibank Report showed that the costs associated 

with presenteeism exceeded the costs associated with absenteeism (Cooper, 2006; 

Medibank Private, August 2008).  Presenteeism was also shown to have more serious 

implications than absenteeism for employers because there is increased potential for this 

condition to lead to Workers’ Compensation claims (Medibank Private, August 2008).  

The implications are; leadership training purported to increase the participants’ loyalty 

and commitment to the organisation may fail to do so when the training failed to fulfil 

their expectations.  The mental health problems of participants in this study led to 

absenteeism, presenteeism and a potential Workers’ Compensation Claim. 

Employees can choose to resign rather than deal with the negative impact of 

unfulfilled expectations.   

There was evidence in the literature of the substantial number of hidden costs associated 

with workplace stress (Rosch, 2006).  One of the most significant costs relates to staff 

retention and recruitment (Halbesleben et al., 2010; Stoner & Perrewe, 2006).  Stoner 

and Perrewe (2006) described how being depressed at work and the desire to prevent 

ongoing psychological problems may result in staff choosing to seek alternative 

employment when the situation becomes impossible.  Employees continue to utilise this 

strategy for their self-preservation and well-being (Caulfield et al., 2004).  The cost 

associated with locating a new staff member includes loss of productivity, lower morale 

among existing staff and costs associated with reduced customer service.  Staff retention 

problems and the recruitment of new staff have become the most expensive aspects of 

workplace stress for employers (Cooper, 2006; Salter & Murphy, 2005).   

Staff turnover globally ranges from 50 percent to 150 percent of the annual salary, 

depending on the role and level of seniority of the employee (Wilson, 2010).  Loss of 

staff also has serious implications for career development and succession planning.  The 

biggest problems arise because newly appointed staff members need to be trained in the 

culture and climate of the organisation (Isaksen & Ekvall, 2007).  This study revealed 

that three of the six participants resigned from their position and of the three that 

remained, two reported that they had considered resigning.  The implications based on 

the finding of this study are; employees who are dissatisfied with the quality of working 

life could resign leaving their employers with the cost of recruitment and retraining new 

staff.  
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The unfulfilled expectations of employees can have implications for their families. 

The hidden costs associated with workplace stress include those associated with the 

participants allowing their work to impact on the lives of their families.  Maslach et al., 

(1996) stress that some workers develop a sense of ineffectiveness and lack of 

accomplishment as a result of work related stress that has the potential to extend to their 

life outside of their employment.  This situation, referred to as the cross-over effect, can 

have an impact on employers as well as employees (Blustein, 2006).  Ironically the 

consequences can be positive if the family fills the void created by the lack of fulfilment 

in the workplace.  However, the negative implications can result in a wide range of 

familial and marital problems and long-term psychological issues (Ford, 2004).  

Halbesleben, et al., (2010) refer to the potentially devastating impact on the families of 

stressed employees as the work-family interface.  When the void lacking in their work is 

filled by the family, the effect can be positive.  However, the opposite can occur, with 

devastating consequences when employees take their workplace problems home.  The 

implications are; work related stress can result in marital problems and long-term 

psychological issues 

Leadership training that promises much and gives little fails to fulfil one of the basic 

tenets of adult education, namely the training does not empower participants.   

The idea of empowering adults through education and training, derived from Dewey’s 

(1859–1952) writing and teachings, is important for this project because of the 

perception that empowered/motivated employees are prepared to work harder to achieve 

their goals (Goleman at al., 2003).  Adult education and workplace training literature 

stresses the importance of considering the specific learning styles of adults, referred to 

as andragogy, when designing and delivering any workplace training or education 

(Cohen, 1993; Gonczi & Hager, 1993).  Since the latter part of the twentieth century 

there has been an ongoing debate on the value and benefits of leadership training that is 

based on generic competencies (Carroll et al., 2008) because most people would to a 

greater or lesser extent believe that they have these skills (Billett, 1998).   

Despite the belief that training based on competencies complied with the adult learning 

style, Elias and Merriam (1995) questioned the viability of this form of training.  The 

debate over the value and benefits of training based on competencies was reliant on the 
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writing and teachings of Dewey (1859–1952).  This early research warned against 

focusing training/education on the needs of industry because it stifles the students’ 

ability to think.  The benefit of this form of training was questioned because it only 

provided skills and abilities that are useful in the business and commercial world rather 

than life-long skills.   

Additional problems were identified because of an understanding that adults are not 

passive recipients of learning.  Consequently determining the outcome of any training, 

including leadership training can be challenging (Monette, 1995).  Subsequently, the 

primary focus of training should be on meeting the student’s needs and interests and 

educating them for social change, rather than focusing on the needs of industry.  The 

suggestion that students are not passive recipients and internalisers of knowledge is 

premised on Vygotsky’s (1896–1934) Social Development Theory (SDT).   

This approach of learning is also responsible for the understanding that teachers/trainers 

need to establish a relationship between the social and cultural context of past events 

and the acquisition of knowledge for the adults leaning to be effective (Stevenson, 

2003).  Notwithstanding these identified concerns, employers continue to value the 

professed benefits of leadership training for their employees (Bolden & Gosling, 2006; 

Carroll et al., 2008). This study has shown that problems could arise because the 

expectation of employers may come before those of their employees.  The findings of 

the case studies revealed that some participants expressed the view that they would have 

been better off if they had not participated in leadership training.  The implications are; 

the leadership training may fail to address a basic tenet of andragogy, namely it may not 

empower employees.   

6.3.5. Possible Implications for Employers and Employees 

Figure 6.1 illustrates information that has been drawn from the interviewees’ reported 

motivation for, expectation of leadership training and satisfaction with the outcome 

post-leadership training.  The information in this figure is presented as pathways toward 

the possible implications for employees and employers when the outcome of leadership 

training fails to fulfil the employees’ expectations, based on the finding from this study. 
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Figure 6.1 Possible implications for the outcome of leadership training 

Note: this figure outlines what motivates employees and employers to participate in leadership training; both parties’ expectations for the outcome of the training and the possible implications for employee and 
employers if the training fails to fulfil the employees’ expectations  
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The highlighted sections of Figure 6.1 outline the pathway from the time leadership 

training was identified as a PD goal, by either the employee or the employer, to the 

possible implications for both parties when the outcome post-leadership training failed 

to fulfil the employees’ expectations.  This information was drawn from the analysed 

interview data.  The first and second columns identify whether the employer or 

employee initiated the discussion for leadership training followed by the possible 

motivation for each party’s participation in this form of training.  The information for 

this section of this figure was identified in Chapter 4: The Participants Tell Their’ 

Stories, and was shown in Figure 3.  The third column outlines the possible outcome of 

the training, which can be positive or negative.  The highlighted boxes represent the 

pathway toward the negative outcomes of the training and the white boxes in this 

column represent the positive outcome for both parties.  Information that focuses on the 

positive outcome of leadership training is outside the scope of this research.  The fourth 

column outlines the implication for employers that is articulated as propositional 

knowledge, when leadership training does not fulfil employees’ expectations.  The fifth 

and sixth column represents the findings for this project, namely; the implications for 

practice.   

The possible implications based on the finding of the case studies are: If leadership 

training fails to fulfil employees’ expectations they can take one of two possible 

pathways—they can continue working for their employers or they can relocate to a new 

employer.  If they decide to stay, there are potential implications for both parties.  These 

implications are dependent on the employees’ ability to cope with their feelings.  

Findings from this study reveal that the ensuing mental health problems can lead to 

increase costs for employers related to absenteeism or presenteeism and the crossover 

effect.  If employees decide to resign, the cost to employers would be associated with 

the recruitment and retraining of new staff.  This study has shown that the promotion 

and marketing of leadership training could increase employees’ expectations for a 

positive outcome following the training and that there could be counterproductive 

implications if these expectations are not realised. 

6.4. A Caveat: Restrictions of the Study  

This project has offered propositional knowledge related to the research into Leadership 

training; Implications for practice. Even though the sample size is small, the thesis 
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highlights how differences in the expectations of employers and employees could have 

counterproductive implications for both parties.  The research highlights how 

employees’ expectations could be influenced by a series of complex beliefs and 

assumptions that are reinforced by popular culture, the media, and marketing materials 

for leadership training courses and programs.  These assumptions relate to the cultural 

nuances that surround the words leader and leadership, the belief that everyone can be a 

leader, and concepts of continuous improvement and achieving to your full potential.  I 

am mindful that these assumptions have become a part of organisational culture and 

rhetoric that are so deeply entrenched that their impact would be difficult to counteract.  

However, consideration could be given to whether the uncritical acceptance of the 

benefits of leadership training may be a reason they have not been challenged.  The 

solution may lie in open and honest communication between employers and employees 

that challenge the beliefs and assumptions that have lead to employees having 

unrealistic expectations for the outcome of leadership training.  Another solution may 

be to change the name of the training to avoid the cultural nuances and mythological 

significance of the word leader and leadership. 

6.5. Final thoughts—Further research  

This study exposed a number of issues that require further investigation including: 

 A deeper investigation into what motivates employers to continue to 

promote leadership training when there are limited advancement 

opportunities.  The findings for this project were reliant on relevant 

literature. 

 A comparative analysis between those who have gained promotion 

via leadership training and those who have not had any form of 

training prior to becoming a leader, to ascertain how they feel about 

leadership training.  

 An investigation into whether it is still possible to gain a leadership 

position without participating in leadership training. 

 An investigation into the full impact of presenteeism in the 

workplace.  
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 An investigation into why some participants experienced negative 

reactions from co-workers when they return from leadership training.   

 An investigation into whether the age of participants’ needs to be 

considered a factor for them failing to gain promotion. 

 An analysis into whether losing respect for employers has an impact 

on employees’ productivity  

 An investigation into the impact of a mentorships and previous PD 

training on employees’ expectations for a positive outcome of 

leadership training 

 A more comprehensive investigation into the impact of the words 

Leader, Leadership, Follower, Followership on employees’ 

expectations.  

 Whether changing the name of Leadership Training would dispel 

some employees’ high expectations of the outcome of the training  

 Whether leadership comes with an expectation for performance, 

therefore those who do not perform feel like they have failed.   

 Whether their feelings of failure can have similar counterproductive 

implications to those experienced by the participants in this study, 

when the outcome of leadership training did not lead to promotion.   

6.6. Conclusion 

This study has been designed to identify potential implications when the outcome of 

leadership training fails to fulfil employees’ expectation.  Finding from this study and 

relevant literature highlights the fact that employers and employees both believe that 

they can benefit from this form of training.  However, this belief is premised on a 

number of spurious assertions and beliefs that have become central tenets of 

organisational culture.  First, is the tenuous link between leadership training, 

continuous improvement, achieving to your full potential and being viewed as 

successful.  This link between leadership and success has become the basis of the 

marketing and promotion for leadership training courses and programs that appeals to 

employers and employers for different reasons.  My findings show that employers tend 

to view employees’ desire for continuous improvement via leadership training as an 
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investment in human capital that will facilitate organisational success and employees 

tend to view the perceived link as a career goal.   

The second assumption that has become accepted wisdom in Western culture is that 

there is a link between success and gaining promotion, following leadership training.  

On the surface, it would appear that employees have more to gain from this assumption; 

however, my study shows that employers could also benefit from employees’ career 

aspirations.  The reason that leadership training may appeal to both parties is reliant on 

the fact that success is endorsed as a concept that is within the grasp of everyone who is 

prepared to participate in leadership training.  Employees could benefit because 

leadership training facilitates their career ambitions and employers could benefit 

because employees who have career ambitions are thought to be prepared to work hard 

work and be more committed to the organisation.  Propositional knowledge generated 

by this study illustrates that the impact of leadership training could actually be 

counterproductive.  The finding from the study show that promoting the concept that 

everyone can be a leader by learning and applying the identified essential skills of 

effective leadership can actually lead to unrealistic expectations for the outcome post-

training.   

The concept that everyone can be a leader downplays the reality that for every leader 

there needs to be followers with the ratio in most workplaces being close to one to ten.  

The dichotomous relationship between leaders and followers and success and failure has 

the potential to compromise the expected positive outcome of leadership training.  

Despite the fact that many leadership positions are promoted as a collaborative process, 

the continued focus on the power and prestige of leaders may result in those who are 

followers feeling inferior.  For that reason, the intense competition for leadership 

positions could lead to employees who gain promotion being viewed as successful.  

Conversely, employees who do not gain a promotion could be viewed or view 

themselves as failures.  This attitude is especially evident for positional leadership 

positions.  The findings from my study show that these feelings of failure have the 

potential to lead to frustration and dissatisfaction in the workplace.  This potentially 

damaging assertion is premised on the notion that everyone wants to be viewed as 

successful, which is articulated as accepted wisdom in Western culture. 
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The third assumption or belief is that even though success can manifest in many 

different forms namely, in the sports arena, or in the business or corporate field, it 

commonly correlates with financial rewards.  This assumption tends to appeal to both 

parties even though employers tend to relate financial gains to organisational success 

while employees have a tendency to expect the gains to be personal.  Popular media that 

links strong leadership with organisational success and financial reward reinforces these 

ideas.  Within this framework, leadership-training providers lure participants into their 

training courses or programs with an implied promise of success that is promoted as 

career advancement.  There is also an implied promise that promotion would be 

accompanied by increased financial remuneration.  To sell their product the promoters 

of leadership training also tend to rely on the symbolic significance and rhetoric that 

surround the words, leader and leadership.  There is a perception that anyone can be a 

strong or effective leader and reap the rewards associated with this position by 

participating in a leadership-training course or program.   

The fourth assumption, and possibly the most tenuous link is that participation in 

leadership training can alleviate workplace stress.  As has been identified earlier, 

organisational psychology research has led employers to assume that providing their 

employees with the opportunity to set career goals using PAPs could increase company 

loyalty, and their motivation and commitment to the organisation.  The findings from 

this study demonstrate that this assumption is problematic.  The dissatisfaction and 

frustration the participants in this study experienced when they failed to gain 

promotions following leadership training highlighted that there can be ongoing 

devastating consequences when their expectation were not fulfilled.  The participants’ 

reactions showed them questioning their abilities, taking sick leave, referred to as 

absenteeism and finding it difficult to perform their regular daily duties, referred to as 

presenteeism.  Failure to achieve the desired outcome post-leadership training also 

affected their family’s lives, referred to as the crossover effect.  The devastation and 

frustration they felt manifested in ongoing stress that caused some of them to resign 

from their positions.   

Despite the perceived benefits of leadership training for employers and employees, this 

research has presented propositional knowledge of its potential to have 

counderproductive implication for both parties that could manifest in a number of costly 
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factors for employers.  These factors could include, increases in stress related workplace 

compensation claims, and as mentioned earlier increased recruitment costs. These costs 

could include those associated with staff retention and the training of new staff.  The 

research highlights how this problem could arise because employees who participate in 

this form of training could believe there is an implied promise that the outcome post-

training will fulfil their career aspirations. My research demonstrates how this situation 

can be exacerbated when the implied promise becomes an implied contract between 

employers and employees.  The thesis illustrates how employers’ support and 

encouragement, especially using the PAP and review system, could reinforce the 

implied contract.   

The purpose of this study was to investigate the implications and outcome of leadership 

training from the perspective of the employees who do not gain a promotion, or at least 

some indication of their career being on the rise, post-leadership training.  This thesis 

will contribute to research into the value and benefits of leadership training and 

highlight that it could have counterproductive implications for employers and 

employees if the outcome post-training does not fulfil the expectations of employees.  I 

am hopeful that these findings will encourage employers to re-evaluate their approach to 

offering leadership trainings to their employees, especially when there are minimal 

opportunities for career advancement. 
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Appendix A Request for Assistance and Research 

Information 

LETTER 

Date......................... 

HR Manager 

Department of ............................... 

BRISBANE  

 

Dear ........................................ 

Following our recent telephone conversation I have enclosed a Request for Participation 

Sheet, which I would like distributed to your employees.  I am particularly interested in 

interviewing any employees who have participated in Leadership Training courses or 

programs within the past five years. 

As advised, this research will provide a critical evaluation of the outcome of leadership 

training courses and programs, from the participant’s perspective.  The focus will be on 

possible relationship of the outcome of the training to career advancement and job 

satisfaction.  The research has ethical clearance with Griffith University. 

Thanking you in anticipation of you being able to provide assistance with this research 

project. 

Yours sincerely 

 

Carol Maxwell 

EdD Candidate 
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REQUEST FOR PARTICIPATION 

LEADERSHIP TRAINING PROJECT 

My name is Carol Maxwell.  I am a Doctor of Education [EdD] candidate at Griffith 

University.  I am conducting research into the Leadership Training courses and 

programs.  I am keen to interview people who have participated in leadership training, 

within the past five years.  The research project will provide a more in-depth 

understanding of the value of the training from the participant’s perspective. 

PLEASE NOTE: 

If you decide to participate in this research project, the details you provide will be 

CONFIDENTIAL and all personal information will be de-identified before use in the 

final report.  No raw data or identifiable information will be passed on to the HR 

Department and they will not be advised of your participation in the project.   

RESEARCH METHODOLOGY: 

Initially you will be part of a small sample of participants whose experience can 

contribute to the knowledge of the outcome of leadership training courses and 

programs.  The interviews will be face-to-face and last approximately one hour.   

A process of semi-structured interviews will provide the data.  The use of self-directed 

open questions will enable the interviewee to address each of the identified issues.   

 What motivated you to participate in the training? 

 Whether the employer encouraged or initiated your participation. 

 What were your expectations of the training? 

 What happened following your participation in the training? 

 Whether your attitude impacted on your work performance. 

 Whether you continued to work for the employer. 

If you are interested in participating in this research project, I can be contacted at 

c.maxwell@griffith.edu.au.  You can also contact the Manager, Research Ethics, at 

Griffith University Human Research Ethics Committee on (07) 3735 5585 or research-

ethics@griffith.edu.au if you have any concerns about the ethical aspects of the project.  

My supervisors for this research project are Prof.Neil Dempster and Dr. Barbara 

Garrick. 

Thank You  

 

Carol Maxwell (EdD.  Candidate)  
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INFORMATION FOR PARTICIPANTS 

RESEARCH PROPOSAL 

 

This research will provide a critical evaluation of the outcome of leadership training 

courses and programs, from the participant’s perspective.  The focus will be on possible 

relationship of the outcome of the training to career advancement and job satisfaction.   

My research will focus on whether the popular notion, ‘everyone has the potential to be 

a leader’, influences the participant’s view and expectation of the training.  This 

assumption will also be considered contextually using the tenets of ‘continuous 

improvement’ and ‘achieving to one’s full potential’.   

These ideas will be examined using the ideological assumption that ‘people like to be 

viewed as successful’ and the notion of ‘career aspirations’.  The research will focus on 

how people explain and interpret their world, which will provide an understanding of 

their rationale for participation in the training.   

 

 

Carol Maxwell  

EdD Candidate. 
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Appendix B Consent Form 

ETHICAL PROTOCOL & CONSENT FORM 

Leadership Training Research Project 

Dear......................................... 

Thank you for taking the time to read and consider this information before you agreed 

to participate in the research project.  I would like you to tick the appropriate statements 

listed below before signing.  If at any stage you feel uncomfortable about proceedings 

please understand that you are free to renegotiate any of the terms mentioned below.  

Please understand how much I appreciate your participation.  The success of my 

research depends upon the participation of willing recipients; therefore, your concerns 

will be taken seriously.   

Tick the statements below as they apply to you. 

 I have read the research proposal and understand the purpose of the research 

 I understand my part in this research 

 I agree to participate in this research 

 I understand my participation is voluntary 

 I understand I can renegotiate my participation at any time 

 I understand I can withdraw from the project at any time 

 I understand my anonymity will be preserved at all times 

 I agree to participate in at least one thirty minute face-to-face interview and 

subsequent communication, as negotiated. 

 I am happy for the interview to be audio-taped and transcribed 

 I wish to view the draft of the section in which my input occurs 

 I understand that parts of this research could be submitted to academic journals 

or presented at appropriate conferences 

 

My availability over the next few months is __________________________________ 

Name:   Contact Details:  

Signed:   Date:   

 

With Thanks  

Carol Maxwell  ................................................................. 

Please keep a copy of this form for your records and return the original in the attached 

reply paid envelope.  



185 

Appendix C Ethical Clearance 

GRIFFITH UNIVERSITY HUMAN RESEARCH ETHICS COMMITTEE 

13-Mar-2012 

Dear Professor Dempster 

I write further to the additional information provided in relation to the conditional 

approval granted to your application for ethical clearance for your project "NR: 

Leadership and Workplace Stress" (GU Ref No: EDN/85/11/HREC). 

This is to confirm receipt of the remaining required information, assurances or 

amendments to this protocol. 

Consequently, I reconfirm my earlier advice that you are authorised to immediately 

commence this research on this basis. 

The standard conditions of approval attached to our previous correspondence about this 

protocol continue to apply. 

Regards 

Dr Gary Allen 

Manager, Research Ethics 

Office for Research 

G39 room 3.55 Gold Coast Campus 

Griffith University 

ph: 3735 5585 

fax: 07 5552 9058 

email: g.allen@griffith.edu.au 

web:  

Cc:  

 
At this time all researchers are reminded that the Griffith University Code for the Responsible Conduct of 

Research provides guidance to researchers in areas such as conflict of interest, authorship, storage of data, 

& the training of research students. 

You can find further information, resources and a link to the University's Code by visiting 

http://www62.gu.edu.au/policylibrary.nsf/xupdatemonth/e7852d226231d2b44a25750c0062f457?opendoc

ument 

PRIVILEGED, PRIVATE AND CONFIDENTIAL 

This email and any files transmitted with it are intended solely for the use of the addressee(s) and may 

contain information which is confidential or privileged.  If you receive this email and you are not the 

addressee(s) [or responsible for delivery of the email to the addressee(s)], please disregard the contents of 

the email, delete the email and notify the author immediately.  
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Appendix D Interview Transcript—Case Study 1 

 

Age  20–29  30–39 X 40–49  50–59  60+  

Gender  Male  Female X       

Length of APS Service  <1 year  2–4 yrs  5–7yrs  8–10yrs  11+ X 

APS Classification Level  1–2  3–4  5–6 X EL1  >EL1  

APS Career Goal      3–4  5–6  EL1  >EL1 X 

Public Servant   Yes X No      

Still with same employer   Yes X No      

Education  <Year 10  Year 12  TAFE  U/G X P/G  

 

Mary is a 38-year-old Anglo-Australian female who has worked for the Australian 

Public Service (APS) for 18 years.  38-year-old Anglo-Australian female, referred to as 

Mary.  Prior to the training she completed a Bachelor of Arts Degree [Political Science], 

following completion of Year 12.  Her position at the time of the training was personal 

assistant to a senior executive.  She held this position for three years and had aspirations 

of gaining a promotion to the executive level.  She participated in an employer funded 

three-day external leadership-training course.  Mary’s employer also arranged for her to 

have a mentor, within the organisation.  The mentor maintained regular contact and was 

supportive and encouraging of her participation in the leadership-training course. 

INTERVIEW 1: Mary 

What motivated you to participate in the leadership-training course? 

I was motivated to participate because I am keen to gaining a position at the 

Executive Level.  I had identified leadership training in my annual 

performance review 

I come from a family of public servants and grew up knowing I wanted a 

career in the Public Service—It was quite difficult working my way up 

because the opportunities were few and far between.   
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I was confident that I was in the running for a promotion if I continued to 

show them that I was willing to work hard and was fully committed to the 

job. 

Dad always said that if you are prepared to hard work early you will reap 

the rewards later in life. 

My boss, at the time, was continually encouraging all of us to participate in 

any PD opportunities that come up.   

I was so excited at the prospect of doing the leadership-training course.  It 

was what I had been working towards for so long.   

I’ve been involved in a lot of developmental training—the idea of 

continuous improvement, was one of the consistent themes—especially for 

people like me who had career aspirations.   

I read through the promotional material and it looked really good.  I was 

excited at the prospect of being involved in this course. 

I spoke with my mentor and my boss and they both encouraged me to take 

part in the training.   

(Affect: enthusiastic, upbeat, cheerful, optimistic,) 

Did you or your employer initiate your participation in the training? 

I guess you could say I initiated my participation in the training, because I 

did go and see the boss and ask him if I could do it. 

The course sounded fantastic – it sounded like something that I would like.  

As I said this course looked different from the other PD course I had done.   

The idea of working to try to achieve to my full potential sat well with me.  

At one of the training courses, I had to write a personal mantra.  I wrote, 

“To continue to improve myself and be the best I can be” 

I thought this training was my best chance.  When I read the material, it 

seemed to tick all the boxes.   
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(Affect: Upbeat –sitting forward – tone of voice and eyes bright) 

I guess you could say the way it was presented tapped into my desire for a 

career in the public service.  I knew I would succeed if they gave me a 

chance. 

I know things have changed but I thought there were still opportunities for 

those who are prepared to do the hard yards. 

I have two kids and I really wanted to give them all the things my parents 

couldn’t afford to give us.   

To be honest the prospect of increased salary also appealed to me.  Some 

more money in the pay packet really appealed to me.  There was a little 

voice inside my head saying, “this is your chance, just go for it”.  I was so 

excited.   

I was really excited.  These opportunities don’t come along very often.  This 

was my chance to make a difference in my family’s life.   

Dad always said that if you do the hard work early you will succeed and 

then you can sit back and reap the rewards later in life. 

Was this training identified as Professional Development? 

Yes—I had identified leadership training in by annual performance review.  

I was really pleased when the boss said he would be making sure I had a 

mentor.   

I have worked hard to get the skills needed to do my job well.  I take a lot of 

pride in what I do and believe in reward for effort.   

That’s the way I have been bought up.  My parents always told me to work 

hard if you want to succeed. 

I know the idea of being successful is relative but I really believed that the 

idea of continuous improvement and achieving to my full potential were 
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great goals and that I would eventually be rewarded for all the hard work 

and effort I had put in.   

I was prepared to work hard to gain a promotion – I think I deserved it after 

the time I have given to the Public Service. 

What did you expect to gain from this training? 

This course was the break I had been waiting for – I liked how the focus was 

on gaining leadership skills and expertise.  I couldn’t wait for it to start.  I 

believed this course would give me the skills I needed to achieve my career 

goals.  I decided I was going to make the most of this opportunity.   

I was bought up to believe—if you want something, you need to go out and 

get it.  Sitting around waiting for something to happen is not my style.   

(Affect: excited, sitting forward, voice raised). 

I had high expectations of the training.   

(Affect: excited voice—very upbeat) 

I was told that it was a very good course and that most of the senior 

executives had either completed this type of training prior to gaining their 

promotion or to upgrade their skills in their current position. 

I have been bought up to believe that if you want something you need to go 

out and get it.  Sitting around waiting for something to happen is not my 

style.   

My mentor was very encouraging and said it was an excellent course. 

I could not wait to finish the course and get back to I work to put into action 

some of the things I had learnt.   

I loved the course, it was great – I really loved it.   
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What did you like about the course?  

It’s really hard to say what I liked – it was well run with lots of activities 

and time to reflect on what we were discussing.   

Even though there was a lot of stuff that I already knew—I really enjoyed 

some of the new things they covered.  I feel like I got to know myself better – 

there was a strong focus on knowing who you are and what you are good at.   

I understand now why I wanted this so much.  I guess I am just a high 

achiever – that’s why the stuff about continuous improvement and achieving 

to my potential sit so nicely for me. 

What has happened since you have completed the training? 

Things were great when I went back to work – I was keen to show them that 

the training was worthwhile. 

I was getting really frustrated and annoyed when nothing seemed to be 

happening – I was working so hard to impress them and took on a lot of 

extra work.   

It wasn’t until about six months after the training that I started to get a bit 

jumpy.  Nothing had been mentioned about the promotion – and there was 

no mention of any more money.   

You would think they would appreciate what I was doing—but no—it was as 

if they just expected me to do the extra work. 

(Affect: disappointed, tone of voice lowered). 

I am so cross, I finished the training over eighteen months ago and nothing 

has changed at work.  Well I shouldn’t say nothing has changed.  Just about 

everything has changed. 

(Affect: dramatic change in voice tone, annoyed, aggravated, frustrated, 

and eyes lowered)  
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What has changed? 

The worst thing was my boss was promoted and my new boss didn’t seem to 

be paying any attention to me or my career goals.  He just expects me to do 

the extra work—even though it is not my job.   

Well, – I hate my job now.  I certainly have a lot more responsibility and I 

am working much harder than I did before the training.  (Affect: angry tone) 

I was so excited and motivated after I finished the training I just jumped into 

anything I could.  I guess I wanted to show my boss that the money he had 

spent wasn’t wasted.  I am not really sure how much the course cost but I 

think it was very expensive. 

Also I thought if I showed some initiative and worked really hard I would 

land a promotion or at least some increase in my wages.   

Absolutely nothing has changed in that department.   

(Affect: angry) 

How do you feel about that?  

I am disappointed and frustrated and really angry. 

Before I had all of the basics done before morning tea –then I would be able 

to move into the more interesting work.   

Now I feel like I am continually chasing my tail.  I never seem to catch up.  

It’s not a good look especially when I want to move up the ladder. 

It is really hard.  I just don’t feel valued anymore.  I find it difficult to get 

enthusiastic about new PD opportunities.   

My mentor also seems to be losing interest—I think she is sick of me 

complaining about not getting a promotion.  She is always busy when I try 

to arrange a time for us to get together. 
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The thing is I feel like a failure – I was so keen and now I was just going 

through the paces.   

I just don’t feel valued anymore.  I can’t be bothered attending any PD.  

What’s the point – nothing will change.  It’s just a waste of time.   

I get angry with myself and keep telling myself to snap out of it but I can’t 

seem to move past the disappointment I feel.   

(Affect: crying, crushed).   

My husband tells me to leave and get a job where they care but I have put so 

much time into this job I don’t really want to leave and start again.   

I have put a lot of years into that place – you would think that would count 

for something. 

Mary starts to cry again – I decide to suspend the interview—thank her for her 

participation and ended the interview.  A time was schedule for the follow up interview.   

INTERVIEW 2—Mary (two weeks later) 

Second interview (two weeks later) 

How are you feeling today – are you OK to go on? 

I’m fine—sorry I broke down last time you were here—I still get upset when 

I think about what happened. 

My husband … and I have had a good chat since you were here and I have 

made a decision about what I am going to about my job.   

(Affect: more composed –calm).   

What have you decided to do? 

Well we had a really long talk and we have decided it is not worth it.  I 

hated going to work and it was starting to have an impact on our marriage.  

We were fighting over the slightest thing.  I was even taking to out on the 

kids. 
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I knew I was unhappy at work but I didn’t consider that the impact that 

could have on my home life. 

I guess talking about it to you made me realise just how unhappy I was. 

I have decided to have some counselling and look for a new job.  I have 

plenty of good skills and I also have some contacts in the private sector.   

I was talking with one of my good friends and she told me they were looking 

for someone with my skills at her workplace.  I have put my resume in and I 

am hoping I will get an interview.   

I have my fingers crossed that something will come up soon because I am 

not doing too much at work at the moment.  My boss won’t take that for too 

long – I will be looking at the sack. 

Is there anything else that you would like to tell me that you think would be useful? 

I would like to thank you for involving me in this study – I think I represent 

a number of people out there who would like to move up the corporate 

ladder.  The problem is there is so much focus on succeeding and, achieving 

to your potential that everyone – or at least a lot of people see the training 

as a way of making that happen.   

I guess we all should be a bit more realistic – when you think about it there 

are not that many jobs in the Senior Executive range.   

Thank you – things are certainly much happier now that I have made the 

decision to leave my job and move on.   

Interview terminated 

A time was scheduled for her to review transcript.  She was advised that she would be 

kept informed of the progress of the research.   
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Appendix E Coding—Data Analysis 

Substantive Coding 

Case Study 1: Mary (Personal Assistant) 

Motivation and Expectations—Influences 

Data  Categories (Codes)  

She completed a degree prior to gaining her job in the public 
service 

She believed that education and training was important if she 
wanted to have a career in the public service  

She had aspirations of gaining a promotion and she had 

identified leadership training as her professional development  

I’ve been involved in a lot of developmental training—the 
idea of continuous improvement, was one of the consistent 

themes—especially for people like me who have career 

aspirations.   

She believed that leadership training provided the best 

opportunity for advancement  

Her employer arranged for her to have a mentor She was encouraged by the fact that her employer supported her 

career aspirations 

 

Her employer encouraged and supported her participation in the 

training 

She believed that her employer viewed the training part of her 

succession plan 

She grew up wanting to emulate her parents who had public 

service careers  

She believed that a job in the public service was a good 

employment option  

She identified believed leadership training as her career goal in 

annual performance review 

I was bought up to believe—if you want something, you need 
to go out and get it.  Sitting around waiting for something to 

happen is not my style.   

She that she needed to take responsibility for her success 

through continuous improvement 

She acknowledged that there were limited opportunities for 

promotion within the organisation. 

Dad always said that if you are prepared to work hard early 

you will reap the rewards later in life.   

She believed that if she worked hard she would be rewarded 

despite the limited opportunities for advancement 

She wanted to make a difference in her family’s life  She believed that gaining a promotion would improve 

conditions for the family 

The promotion would increase her salary  She believed that she would be able to afford to give her family 

some luxuries if she gained the promotion.   

She had worked hard to achieve current position and was keen 
to continue to show her employer she was committed to her job 

The idea of working to try to achieve to my full potential sat 

well with me.  At one of the training courses, I had to write a 
personal mantra.  I wrote, “To continue to improve myself 

and be the best I can be” 

She believed that the employer would appreciate her 
commitment to the organisation. 

The promotional material for leadership training focuses on the 

participants acquiring skills and abilities to be an effective 
leader 

I believed this course would give me the skills I needed to 

achieve my career goals.  I decided I was going to make the 
most of this opportunity.   

She viewed the training as a way of building the skills and 

abilities that would enable her to work as an effective leader 

Her mentor told that the members of leadership cohort had 

completed the training prior to gaining a promotion 

She believed that the training was integral to her becoming part 

of the leadership cohort  
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Case Study 1: Mary (Personal Assistant) 

Satisfaction and Outcome—Attitudes and Feelings 

Data  Category (Codes) 

She appreciated the value of the training and viewed it as a 

positive experience 

Her expectations of a positive outcome were heightened 

She viewed the training a continuous improvement She gained more self-awareness and range of leadership skills 
and abilities  

She was keen to return to work.  She accepted responsibility for 

taking on the extra work 

She willing took on more responsibility, and was more 

conscientious and committed to her work She was excited and 

keen to show her employer she appreciated the investment in 

her career 

Her feelings of well-being lasted approximately six months  

I was getting really frustrated and annoyed when nothing 

seemed to be happening – I was working so hard to impress 

them and took on a lot of extra work.   

She was starting to get annoyed and frustrated that nothing was 
happening 

She received positive feedback from employer but there was no 
mention of the promotion or increased remuneration. 

The worst thing was my boss was promoted and my new boss 

didn’t seem to be paying any attention to me or my career 
goals.   

He just expects me to do the extra work even though it was 

not my job. 

Her perception was that the only change was an increase in the 
level of responsibility and the employer’s expectations.   

There was no mention of promotion eighteen month after the 

training.   

She was disappointed, angry and frustrated 

The situation became worse when her employer gained a 

promotion 

The newly appointed manager was not as supportive 

She believed she had lost the employer’s support 

She felt frustrated and annoyed by the perceived lack of interest 
in her needs 

Her employer told her there was no possibility of a promotion in 

the near future at the annual performance review 

She became increasingly despondent and resentful, and 

struggled to work with the same enthusiasm.   

She tried to overcome the disappointment She understood that she needed to continue working hard if she 
wanted to gain a promotion 

She took longer to do the basic tasks 

Before I had all the basics done before morning tea– now I 
am continually chasing my tail.  It isn’t a good look 

especially when I want to move up the corporate ladder.   

Her despondency made it difficult to work with the same 

enthusiasm  

She perceived that her mentor’s attitude towards her had 

changed.   

I think she was sick of me complaining about not getting a 

promotion.  She is always busy when I try to arrange a time 
for us to get together.   

Her feelings of frustration were intensified and she started to 

feel like she was a failure 

Everything associated with work became difficult even 

additional professional development  

She found going to work, difficult and was not interested in any 

additional workplace training 

She tried to overcome the despondent feelings. 

I get angry with myself and keep telling myself to snap out of 

it – but I can’t seem to move past the disappointment.   

She was unable to overcome her disappointment. 

She was taking her problems home Her annoyance at the work situation was impacting on her 

marriage and family life 

Her husband wanted her to find alternate employment Her husband was annoyed at the way his wife was being treated  

She started to have counselling and made a decision to seek 

alternate employment. 

She decided she was unable to continue working and she 

resigned. 
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Case Study 2: Geoff (Clerical Assistant) 

Motivation and Expectations—Influences 

Data  Categories (Codes)  

He left formal schooling at year 10 level and lacked confidence 

in his ability to undertake further studies  

I never thought of myself as a leader but my wife kept telling 

me I should have a go.  She said she read that anyone can be 

a leader and that I just needed to believe in myself. 

His wife’s belief in his abilities and encouraged him to talk to 

his employer about wanting a promotion 

His current hours were disruptive to his family He believed that a promotion would provide him with better 
working hours and conditions 

He had informed his employer he was interested in gaining a 

promotion  

No one would question that it’s the big boys at the top of the 

ladder—who get the big bucks.  They are pretty successful. 

He believed that he needed to ‘climb up the ladder’ to improve 

himself 

He identified leadership training in annual performance review He believed that participation in the training provided him with 
the best chance of gaining a promotion. 

If he wanted to be successful, he needed to take advantage of 

this opportunity. 

He believed that success meant gaining a promotion 

His employer advised that the company was thinking about 
creating a new supervisor’s position. 

He believed that he needed to take advantage of this opportunity 

His employer said he should apply for the position and that 

participation in the training would improve his application 

I was pleased when the boss suggested I have a go—it was 
nice that he took notice when I said I was interested in a 

promotion. 

He was pleased that the employer supported and encouraged his 

participation in the training and that he was a suitable candidate 

for the upcoming position. 

The employer mentioned that the new position came with an 
increase in salary. 

He viewed the promotion as a chance to earn more money and 
improve conditions for his family. 

He was committed to working hard to make the most of the 

training 

He believed that his employer would reward his effort and 

commitment. 

The promotional literature for the training outlined how it would 
focus on providing the necessary skills for effective leadership. 

This course was different—when I read the write-up, I 

thought—I can do this.   

The blurb said this course would provide the participants 

with the skills required to be an effective leader.  That 

sounded good to me.  All of the promotional material looked 

good. 

He believed that this training would provide him with the 
expertise he needed to gain the promotion 
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Case Study 2: Geoff (Clerical Assistant) 

Satisfaction and Outcome—Attitudes and Feelings 

Data  Categories (Codes)  

He enjoyed the training even though there were aspects that he 

did not understand. 

He believed that the training prepared him for the supervisor’s 

position 

He thought some aspects of the training were a waste of time. He viewed the self-disclosure aspects of the training as the least 
beneficial part of the training  

He was keen to demonstrate to the employer that he would be a 

good choice for the promotion 

I was prepared to work really hard to show the boss that I 

was the right person for the job.  If I didn’t put in the effort 

how would he know I was serious about wanting a 
promotion.   

He believed that if he took on additional work he would be a 

strong contender for the promotion 

Some of the participants acted in an elitist manner He believed that they did not think he was good enough to 

participate in the training. 

The company changed hands and the new employer did not 
proceed with the appointment of a supervisor. 

He was annoyed and view his participation in the training as a 
waste to time and effort 

The promotion did not eventuate—it was almost two years since 

he had completed the training 

He became angry and frustrated that he was stuck in the same 

job 

He kept working because he needed to support his family He was annoyed and disappointed but knew he could not change 
the situation 

He did not work with the same enthusiasm  

…it is really hard—I just feel like I want to take the day off—
sometimes I do take a sickie.   

He found that he was not able to get as much work done and 

sometimes he was unable to go to work 

The new employer continued to offer the leadership training 

even though there was no opportunity for a promotion 

He was disappointed in the employer’s actions and did not think 

they were fair.   

He observed that the people who were going to do the training 
worked with increased enthusiasm in the lead up to the training 

and following the training.   

The guys who did the training would be all gung-ho when 
they came back to work.  I guess they wanted to impress the 

boss.  I understand how they felt – there is that little glimmer 

of hope that something may come up and if you work really 
hard then you will stand out and get a promotion.   

He believed that the employer was offering the training to 
increase productivity 

He observed that the participants’ increased level of enthusiasm 

alienated their co-workers.  I guess some people do not 

appreciate being shown up. 

He believed the participants were trying to show the employer 

that they were committed and willing to work hard, which made 

them suitable candidates for a supervisor’s position 

He recounted how one employee resigned when he did not gain 

a promotion following the training 

He believed the resignation of a co-worker what the result of his 

frustration and disappointment at not gaining a promotion. 

He recounted that his co-workers did not think they were being 
treated fairly by the employer  

He believed that participation in the training led to unrealistic 
expectation of a promotion. 

He recounted that the consensus amongst his co-workers was 

that the training was a waste of time and that they would have 

preferred not to participate in the training. 

Before I did the training, I didn’t like the shift work but I did 

like my job – not so much anymore.  …it’s not the same 

happy workplace it used to be  

He believed that participation in the training contributed to him 

being unhappy in his job and that the comments of his co-

workers reflected these feelings. 

He questioned the employer’s motivation for offering the 

training 

He believed the employer had an ulterior motive for offering the 

training to the employees 
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Case Study 3: Wendy (Administrative Assistant) 

Motivation and Expectations—Influences 

Data  Categories (Codes)  

She ‘dropped out’ of university in her first year to gain 

employment 

She believed the best way succeed was to get a job and work 

hard 

Her employer offered to fund a one year leadership training 
course to prepare her for an upcoming promotion  

I found it hard to believe they were prepared to make such a 

big commitment to my career.  I was so grateful for the 
opportunity.   

She was excited by the employer’s confidence in her ability.   

Initially she was reluctant to accept the employer’s offer She was apprehensive because of her university experience 

She eventually decided to accept the employer’s offer to 
participate in the training and work towards the promotion 

She believed that participating in the training provided her with 
a number of different opportunities that included gaining a 

promotion. 

She decided to commit to the training to repay the employer for 

the confidence shown in her. 

I grew up believing that you need to have a go and if you 

really want something, you can make it happen.  I thought 

this was my chance 

She appreciated the employer’s confidence in her ability.   

Employer advised that she may gain the promotion before the 

training was completed  

She had renewed enthusiasm for completing the course  

She was apprehensive at the latter part of the training when the 

employer indicated there might be a delay in her gaining a 
promotion, following the training.   

I chose to ignore what she said and focus on the fact that she 

was paying for the training.   

She started to question whether she had made the right decision 

to participate in the training.   

The employers support and encouragement reinforced her 

expectations of a positive outcome following the training.   

She was so supportive and encouraging when she asked me if 
I was interested.  I thought surely she wouldn’t pay out all 

that money if she wasn’t going to follow through with the 

promotion.   

She believed the employer would not waste money on training 

her if there was no position available.   

She viewed the environment at work as similar to the family 
environment when she was growing up. 

The support and encouragement of my employer reminded me 

of how things were when I was growing up. 

She was encouraged by her employer’s support  

She wanted to impress her parents and show them she was 

capable of being successful. 

My mum always said I should try to be the best person I can 
be.  Even though she tried not to make a big deal of it, I knew 

she was excited for me when this opportunity came up.  Both 

dad and mum said they were proud of me but I know they 
sometimes compared what I was doing with some of my 

friends from school.   

She believed her parents would be proud of her when she gained 

the promotion  

She was impressed by the promotional material for the course. 

The training looked great.  It appeared to cover all of the 

skills I would need to supervise the team.  This was my 

chance and I was prepared to give it 100 per cent.   

She believed the training would give her the skills and abilities 
she would need to be an effective leader. 

The course reinforced many of the things she knew but there 
was an increased focus on personal development. 

I realised during the course that I had a lot of the skills they 

were talking about.  I became really excited at the prospect of 
gaining the promotion.   

She believed that getting to know herself better would equip her 
to deal with the day-to-day issues she would encounter in her 

new position. 
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Case Study 3: Wendy (Administrative Assistant) 

Satisfaction and Outcome—Attitudes and Feelings 

Data  Categories (Codes)  

She enjoyed the course even though the extra work was hard on 

the family. 

I was happy to apply myself to demonstrate my commitment 

to the job and to repay my employer for the investment they 

had made in me.   

She believed that the training gave her the necessary skills to 

gain the promotion 

She willingly took on additional work and responsibility She demonstrated her commitment to the job by working extra 
hard and taking on more responsibility 

She wanted to repay the employer for the confidence shown in 

her ability 

She viewed the added responsibility as evidence of the 

employer’s confidence in her ability  

She spoke to the employer when nothing changed She became frustrated and annoyed when she did not get the 

desired response from the employer 

Her co-workers treated her differently—they assumed she had 

gained the promotion. 

I couldn’t believe how they treated me—no one would talk to 

me—I would have lunch on my own.  They didn’t believe I 

hadn’t got the promotion.   

She had difficulty dealing with her co-workers change of 

attitude because they thought she was part of management. 

Twelve months passed since the training, with no word of a 

promotion. 

I kept telling myself to snap out of it but I couldn’t seem to 
move past the disappointment.  I felt like I have been let down 

—I wish I had never done the training.   

She became frustrated and annoyed when nothing happened 

She spoke to the employer to find out what was happening.   

She continually fobbed me off and told there were some 
issues they needed to sort out before I could take up the 

position.  I really tried to contain my disappointment – I knew 

I had no chance of gaining the promotion unless I could make 
an effort. 

She was disappointed with the employer’s response.  She felt 

like she was she was being treated like a nuisance.  She believed 
she needed to work through the issues so the employer would 

continue to consider her a suitable candidate for a promotion 

She sought medical help to her overcome her feelings of 

disappointment. 

When it became apparent that I wasn’t going to get the 

promotion, I was so disillusioned.  It was too hard—I lost 

interest in my job and didn’t particularly want to go to work.   

She was unable to overcome her feelings of disappointment 

Her doctor referred her to a psychologist for counselling. 

Some days I would call in sick because I just couldn’t face it.  

The counselling wasn’t helping.   

She found it increasing difficult to work 

The employer agreed to pay for the counselling through the 
EAP. 

She was hopeful that things would improve and she would gain 
the promotion.   

The employer indicated that they had concerns about her 

capacity to handle the stressors that would come with the senior 
position 

She became extremely disappointed and disillusioned when the 

employer informed her that she was not a suitable candidate for 
the promotion. 

She was unable to work to the same capacity as she did prior to 

the training.   

It was too hard—I lost interest in my job and didn’t want to 
go to work.   

She became so despondent that she was unable to continue 

working.  She needed to continue with the counselling and take 

anti-depressant medication. 

She started to take sick leave.   

Some days I would call in sick because I just couldn’t face it.  
The counselling wasn’t helping.   

She realised she had been taking her work issues home and was 

appreciative of her husband’s support and understanding. 

The experience had an impact on her family life.  She resigned 

from her position. 

She believed that she needed to resign to protect her mental 

health. 

She considered the possibility of making a worker’s 
compensation claim.   

They stuffed me around so much I should have gone for 

workers’ comp.  It has been an expensive exercise.   

She was annoyed at the way she had been treated and said she 
should have lodged a workers’ compensation claim 
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Data  Categories (Codes)  

The ongoing counselling was an expensive the family did not 
need.   

They did pay for a few counselling sessions but it has cost us 

much more than that.  I didn’t count on losing my job.   

She was annoyed that she had participated in the training to 
improve conditions for her family and it felt like she had failed 

them.  The exercise had cost them much more in medical 

expenses and she had lost her job. 
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Case Study 4: Susan (Social Worker) 

Motivation and Expectations—Influences 

Data  Categories (Codes)  

She had worked as a trainer profession for twelve years 

following her graduation from university  

She appreciated the value of education and professional 

development training 

She had aspirations of gaining a position as an assistant manager She wanted to move away from front line services  

She advised her employer that she was finding the front-line 

customer service difficult. 

Dealing with people’s problems on a daily basis takes its toll.  

I needed to do something different.   

She believed a promotion would lead to a less stressful and 

more satisfying position 

She was career focused and minimised her maternity leave  She believed that putting her career first would result in long 

term benefits for the family 

She was committed to working to continuous improvement  

I love to challenge myself.  I thought a leadership or 

management role would be a natural progression for my 

career.   

She believed that education and training was the best method of 
improving herself  

She wanted the most stimulating and challenging job and to earn 

as much money as possible  

She believed that the promotion to assistant manager was a 

natural progression for her career 

She researched the best method of preparing for a promotion 

and the promotional material for the APS’s integrated leadership 
scheme (ILS) appealed to her. 

She told me about an internal leadership-training program 

that was highly valued.  She said it would look good on my 
resume when I was applying for any positions.   

She believed that participation in this leadership training course 

provided her with the best opportunity to gain the promotion  

Her employer supported her aspiration to change her career She believed that the employer’s support was a good indication 

that the training would lead to the promotion 

The employer told her the ILS course was an excellent option 
and that participation in the training would assist her to move 

into a managerial position 

She believed she had chosen the best leadership training course 

She heard that most of the leadership team had completed the 
training. 

She believed that participation in the course would allow her to 
upgrade the skills she needed to be part of the leadership team 

The employer advised her that there were ongoing positions for 

people who demonstrated a commitment to their work 

She believed her hard work and commitment would show the 

employer she deserved to be promoted 

The employer volunteered to mentor her She believed the employer’s ongoing support and 
encouragement was a strong indicator that she would succeed 

She had heard the training was very expensive She believed that the employer would not agree to pay for the 

course unless there was a strong chance of her gaining the 
promotion 

The new position would mean increased remuneration  She believed that being successful would mean she could 

provide some luxuries for the family 

Participation in the training helped her handle the pressures of 
her job 

Her belief that she would gain a promotion following the 
training helped her to cope with the stressors in her job 

She had worked as a trainer profession for twelve years 

following her graduation from university  

She appreciated the value of education and professional 

development training 

She had aspirations of gaining a position as an assistant manager She wanted to move away from front line services  

She advised her employer that she was finding the front-line 
customer service difficult Dealing with people’s problems on a 

daily basis takes its toll.  I needed to do something different.   

She believed a promotion would lead to a less stressful and 
more satisfying position 

She was career focused and minimised her maternity leave  She believed that putting her career first would result in long 
term benefits for the family 

She was committed to working to continuous improvement I 

love to challenge myself.  I thought a leadership or management 

role would be a natural progression for my career.   

She believed that education and training was the best method of 

improving herself  
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Data  Categories (Codes)  

She wanted the most stimulating and challenging job and to earn 
as much money as possible  

She believed that the promotion to assistant manager was a 
natural progression for her career 

She researched the best method of preparing for a promotion 

and the promotional material for the APS’s integrated leadership 

scheme (ILS) appealed to her.  She told me about an internal 
leadership-training program that was highly valued.  She said it 

would look good on my resume when I was applying for any 

positions.   

She believed that participation in this leadership training course 

provided her with the best opportunity to gain the promotion  

Her employer supported her aspiration to change her career She believed that the employer’s support was a good indication 

that the training would lead to the promotion 

 

Case Study 4: Susan (Social Worker) 

Satisfaction and Outcome—Attitudes and Feelings 

Data  Categories (Codes)  

She anticipated that she would gain a promotion shortly after the 
training 

Her expectation that she would gain a promotion were enhanced 
by the training 

The training did not deliver on some of the areas outlined in the 

promotional literature. 

The course mainly focused on personal development.  The 

leadership capabilities were brushed over 

She was disappointed in some aspects of the training.   

Her expectation for a positive outcome following the training 

were high 

She believed that she would learn some new strategies that 

would assist her to work as an effective leader.   

Working with the clients less onerous following the training. 

It was funny but believing I was in line for a promotion helped 

me to deal with the issues I found difficult, before I participated 
in the training.  It was as if I had a new lease on life.   

Her belief that she would gain a promotion gave her the strength 

to continue working in her stressful job   

She wanted to demonstrate to the employer that she was the 

right person to be promoted 

She believed that remaining positive would impress the 

employer and that she would be rewarded with a promotion 

An advertised position to become available shortly after she had 
completed the training 

She believed she her confident attitude would assist her to do 
well at the interview 

She received positive feedback from her employer and the 

interviewers.   

I got some good feedback that encouraged me to apply for the 
next position.  My employer knew how important it was for 

me to move on—she was so supportive and encouraging.   

Her believed she had the necessary skills and abilities to be a 

successful candidate was enhanced by the support and 

encouragement she received from her employer 

She applied for six positions in the twelve months following the 
training without success.   

Each knock-back set me back further.  I tried to stay positive 

and upbeat.  It was so frustrating—I knew I needed to present 
well at the interviews if I was going to be successful and get 

that promotion, but I found it hard to continuing pretending.   

She was disappointed at not gaining the promotion and found it 
more difficult to overcome her disappointment following each 

failure 

The initial problems she had dealing with front line client 
service were resurfacing. 

I found it increasing difficult to work with clients—I wanted 

to tell them to go away—that I had problems of my own  

She became disillusioned and was finding it difficult to do her 
job effectively 

The situation was worse when a junior colleague gained a 

promotion. 

I asked her why I didn’t get the job—she told me I lacked 

enthusiasm at the interview.  She was short with me—that 
made me feel like a bit of a nuisance.   

She was disappointed when a junior colleague was promoted– 

she believed that she deserved the promotion. 

She was told by the employer that she lacked enthusiasm at the 

interview 

Despite finding it increasingly difficult she knew she needed to 

stay positive if she wanted to gain the promotion She was 
frustrated and finding it increasingly difficult to stay positive  
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Data  Categories (Codes)  

The employer was continuously unavailable for the mentoring 
sessions. 

The mentoring had virtually stopped.  I needed her to be 

positive—to build me up—I felt like I had failed on a number 
of levels.   

Her confidence level was low.  She felt like she had failed 
because she was unable to gain a promotion  

The employer recommended that she have some EAP 

counselling and some time off. 

I thought about resigning, but the counsellor said it wasn’t a 
good idea.  She said being unemployed wouldn’t be good for 

me and could lead to more depression.  I’m not sure what I 

should do.   

She was depressed because she knew she was out of the running 

for a promotion.  Taking anti-depressant medication 

She returned to work on light duties, which she found boring.   She began to feel worthless.  She hated her job  
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Case Study 5: Diane (Administrative Assistant) 

Motivation and Expectations—Influences 

Data  Categories (Codes)  

She left school at the completion of year 12 and commenced 

work 

She believed she getting a job was more important than 

continuing with her education 

Employer advised there was the possibility of a promotion. 

I hadn’t really thought about going for a promotion, but 

sometimes it was hard—the kids really missed me.   

She appreciated that participation in the training was her the 
best chance of gaining the promotion 

Initially she was reluctant to participate the training.   

It was nice of the boss to encourage me—I guess that gave me 

to confidence to have a go.   

She lacked confidence in her ability  

She was pleased that the employer chose her from the possible 
applicants. 

I didn’t really think I would be chosen as one of the two 

applicants.  There were so many people who were better than 
me.  When I was one of the successful applicants I was over the 

moon.  I couldn’t believe they thought I had what it took.   

She believed that the training would lead to a promotion 

She had grown up with strong family values. 

I realised I had forgotten what Dad told me told me—he had 
two favourite sayings—“aim for the stars” and “nothing is 

impossible if you really want it”.   

Her father had encouraged her to follow her dreams 

Her hours of work conflicted with her family’s needs She believed that gaining a promotion to the senior position 

would improve her working hours  

She had reservations about the training and the extra work she 

would need to take on to succeed. 

If it wasn’t for them I wouldn’t really mind because I got to 
do some things with my stay at home friends, when I was 

working the late-shift.   

She believed she had a good work-life balance  

She spoke to the employer to confirm that there was the 
possibility of a promotion.   

She believed that completing the training gave her a good 
chance of success 

She acknowledged that not everyone had the same idea about 

success  

She believed that people were successful if they strived to do 

their best 

She decided to participate in the training because she felt guilty 
for not being there for the children 

She believed the promotion would give her more time for the 
children 

The training manual reinforced the themes of continuous 

improvement and striving to achieve your full potential. 

I was so pleased I had put my hand up.  The training look 
good – the focus seemed to be on the ideas of continuous 

improvement and achieving to your full potential.  Those 
ideas sound good to me.   

She believed that participation in the training provided her with 

the best chance of gaining the promotion  

She was committed to making the most of the training. 

You see it all the time—people having a go—if you want to be 

successful you have to make it happen.   

She believed that if she wanted to be successful she needed to 

make it happen 

She had read about good and bad leadership  

There is so much talk about good or bad leadership in the 

media—I think good leaders know how to get the best out of 
their employees.   

She believed that good leadership training is based on strong 

relationships  

She believed she had a really strong chance of gaining a 

promotion following the training. 

It is nice when the boss acknowledges the contribution you 
make.  One of the best ways they can show you that they are 

happy with your work is to give you a raise.   

She believed that the only way employers could show their 

appreciation was by promoting their staff.  She viewed the 

employer’s obligation to honour their commitment to their 
employees as social justice. 
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Case Study 5: Diane (Administrative Assistant) 

Satisfaction and Outcome—Attitudes and Feelings 

Data  Categories (Codes)  

She received good feedback regarding her leadership skills 

during the training. 

I realised I could do so many things I never thought I could— 

it was as if I had been walking around in the dark.  Suddenly 

my eyes were open.  I couldn’t wait to start my new job.   

She believed she had the necessary skills and abilities to take on 

the leadership role 

The employer had not clarified when the promotion would take 
place 

She was confident she would gain the promotion 

She was grateful for the opportunity the employer had given 

her. 

She believed that the employer’s confidence was evidence that 

she was going to get the promotion 

Her co-workers mention that she was more confident and self-

assured following the training 

She believed she was more self-aware which would help her to 

be an effective leader. 

She willingly took on more responsibility and extra work  

They said they had noticed the extra work I was doing and 
were grateful. 

She was grateful for the opportunity the employer had given her 

The employer was grateful for her commitment She believed that the employer would reward her effort 

The family started to plan how they would spend the extra 

money  

She was pleased that she would be able to give her family some 

luxuries. 

She spoke to her employ about the delay when she had not 

received the promotion after six months 

She was still confident that the promotion would happen 

because of the employer’s positive response 

She continued to do the extra work even though she was not 

being paid extra money. 

The only noticeable change was I had more responsibility 

with no formal promotion or increase in my wages.   

She continued to be confident that the employer would reward 

her for the extra effort. 

She spoke to the employer when she had not received the 
promotion after twelve months. 

My patience started to wear thin when nothing happen after 

twelve months.  The worst part was I had to get to work at 
least a half an hour earlier—to do the extra paperwork— 

then I had to do my own job.   

She became angry and frustrated that she had not heard 
anything. 

She needed to leave home early and arrived home later because 

of the extra work she was doing.   

I was leaving about a half an hour later because I was doing 

the reports at the end of the shift.   

She believed the employer was using her and became 

increasingly angry 

She could not stop working the extra hour.  She contacted the 
union. 

I didn’t want to go to the union but it was getting ridiculous – 

I was working extra hours and not getting paid for them.   

She believed talking to the union was her only course of action.  
She felt she was in a difficult situation because she could not 

stop working the extra hours without making a scene. 

The employer was annoyed and said that she had voluntary 

taken on the extra work. 

I was so upset because I realised I had destroyed any chance 
of gaining a promotion.   

She understood that going to the union had ruined any chance of 

her gaining a promotion. 

The employer reduced her hours and organised for her to have 

some counselling following the meeting with the union. 

There were days when I just couldn’t face it.  I would call in 
sick.   

She found it increasingly difficult to go to work and she felt like 

a failure 

The employer organised counselling for her. 

They paid for six sessions and said they would do anything to 
help me through this difficult time.   

She believed that her high expectation of the training led to her 

depressed state. 

She would like to return to full-time work She is currently taking anti-depressant medication and is 

hopeful that the situation will improve at work 
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Case Study 6: David (Business Support Officer) 

Motivation and Expectations—Influences 

Data  Categories (Codes)  

He originally left school at year 12 but returned to study as an 

adult 

He believed that education was an necessary component of 

gaining success 

The training had been recommended by friends who had earned 
a promotion when he completed the course 

He was prepared to do whatever was necessary to make the 
promotion happen 

He was prepared to contribute financially to the training  He believed his willingness to contribute to the cost of the 

training would demonstrate to the employer his level of 

commitment 

The employer was prepared to give him paid leave to complete 

the training  

He believed that his employer’s supported was an indication 

that he had a strong chance of gaining a promotion at the 
completion of the training 

The promotional material for the training stressed a high success 

rate for the people who completed the training. 

He believed this training course provide the best chance of 

gaining a promotion 

He was prepared to work hard to demonstrate to his employer 
that the was serious about wanting a promotion 

He believed that his hard work and commitment would be 
rewarded 

He was older than his co-workers who would be competing for 

the available positions. 

I found it quite difficult competing with young people almost 
half my age.   

He believed that his age could be a factor when it came time to 

gain the promotion  

He wanted to make up for lost time and his late entry into the 

public service. 

I believed that all my hard work would pay off.  I know that 

promotions are hard to come by—but employers reward 

people who are prepared to give that bit more. 

He believed that he would need to work harder and demonstrate 

a higher level of commitment than his younger colleagues 

The promotional material for the training focused on gaining 
skills and abilities necessary for effective leadership. 

My research showed that this was the best course and I was 

going to work really hard and make the most of this 
opportunity.   

He needed to complete the training to gain the necessary skills 
to be an effective leader 

His employer praised his work and was encouraged his career 

aspirations 

He believed that he employer support meant that he was being 

considered for a promotion   

Some of his colleagues did not appreciate his level of 
competitiveness. 

One of the things you have to put up with when you are the 

boss is—not everyone is going to like you.  Being the boss is 
not a popularity contest – you can’t please all of the people 

all of the time.  The most important thing is getting the job 
done.   

He believed that he had the support of the employer and those 
who knew how hard he had worked  

His wife had been to prepared to put off her career aspirations to 

give him the best chance of success 

He wanted to gain the promotion to repay his wife for her 

support and to improve conditions for his family  
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Case Study 6: David (Business Support Officer) 

Satisfaction and Outcome—Attitudes and Feelings 

Data  Categories (Codes)  

He was keen to put the things he learnt at the training into 

action. 

A lot of the stuff had been covered in other training but there 

was some new stuff that related directly to improving my 

leadership skills that I really liked.  This course was great—it 
covered all the things at are important about leadership.  I 

had a really good look around for the right course and this 

one was it.   

His belief that he would gain a promotion following the training 

was reinforced 

There were a number of positions coming up. 

I thought the extra effort I was prepared to put in would be 

considered when they were looking at people to promote.   

He was confident of gaining one of the positions and continued 

to work hard to improve his skills  

He and his wife started to plan an overseas holiday He believed he should reward his wife for her support and 
encouragement. 

One of his younger colleagues was promoted. 

It came as a bit of a blow when I didn’t get the promotion, 
but I guess I was prepared to wait my turn.  I must admit I 

was a bit annoyed.  This bloke had not put in all the hard 

work I had and he got the promotion.  It didn’t seem fair 

He believed he should have been the one to get the promotion 

His employer assured him there would be other opportunities 
had a high opinion of his ability  

He believed that the employer’s high opinion of him was one of 
his greatest assets. 

A second younger colleague gained a promotion three months 

later 

He became angry and frustrated that he failed at the second 

interview. 

The employer told him he needed to work on his interview 
technique 

He was annoyed that the employer did not raise his poor 
interview technique earlier. 

He continued to apply for positions without success. 

I was so annoyed because all of the people being promoted 
were younger than me—I was starting to question whether 

that was a factor.   

His confidence level was low and he started to question his own 

ability.  He considered that his age might be a factor. 

He was starting to take his work issues home. 

Things weren’t real good at home either.  I would be so 
cranky when I got home from work I would take it out on the 

wife and the kids.  Then I would feel so guilty—it wasn’t their 

fault that I couldn’t get a promotion.   

He felt guilty that he was taking his frustration out on the family 

He was finding it increasingly difficult to go to work. 

I was finding it difficult to go to work some days 

He frustration and disappointment was making work difficult 

He eventually resigned and found alternate employment He believed it was in his own and the family’s best interest for 
him to resign 
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