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Background/Purpose: Values-related issues have come into the focus of leadership thinking in the past few de-
cades and it seems to be paradoxical why values work has not been more extensively used so far for defining
and conceptualizing leadership. A reason for this can be that values-oriented research streams normally approach
leadership from specific perspectives of values representation and transfer. Alternatively, this study examines val-
ues work from a generic perspective. Its goal is to suggest a generalized notion for values work and outline certain
generic values-work dimensions.

Methods: Analysis in this theoretical paper is primarily based on Institutional, New Leadership, and Values-Oriented
theories. Methods include argumentation and analytical framework development.

Results: This study presents a structured list of and an illustrative framework for some of the dimensions of values
work as broadly defined and has research implications regarding issues of leadership influence and the demarcation
of leadership from management.

Conclusion: The importance of values representation in contrast to power/influence perspectives in leadership is
underlined. Our study points to the necessity for more research on generic aspects of values work. The results can
also be used for leadership practice, consulting, and development.

Keywords: Leadership, Power/influence perspective, New Leadership, Representation of followers’ values, Institu-

tional Theory, Value-oriented leadership

1 Introduction

The issue of values came into the focus of leadership
research and practice in the last decades of the 20th cen-
tury and especially by the turn of the millennium. The at-
tention to the issue of values was affirmed by the results of
the GLOBE research identifying charismatic/value based
as one of globally observable (House & Javidane, 2004)
and by followers perceived as positive (Dorfman et al.,
2004) leaders’ behaviors.

In the leadership literature ,,...most definitions of lead-
ership reflect the assumption that it involves a process
whereby intentional influence is exerted over other peo-
ple...” (Yukl, 2013, p. 18) As for some examples from this
century, ,,the essence of Leadership is influence”, claims

Rumsey. (2013, p. 1). In Birnbaum’s (2013, p. 256) defi-
nition leadership is an ,,interaction that influences others
through non-coercive means”. The GLOBE research meant
by leadership the following: ,,...the ability of an individ-
ual to influence, motivate, and enable others to contribute
toward the effectiveness and success of the organization of
which they are members.” (House et al., 2004, p. 15)
Alternatively, in the last decades numerous definitions
offer a dual approach (influence and purpose giving etc.)
in contrast to approaches to leadership with an influence
emphasis. In these definitions influence is interconnected,
as for example, with giving purpose, meaning, guidance
(House & Aditya, 1997), structuring or restructuring of the
situation and of the perceptions and expectations of the
members (Bass & Bass, 2008) and showing the way, en-
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visioning a desirable future, promoting a clear purpose or
mission, supportive values, and intelligent strategies (Gill,
2011). The definition of leadership offered by Antonakis
and Day (2018) integrates the two aspects by using the no-
tion of goal influencing.

Despite a growing emphasis on the aspect of purpose
giving etc. (giving meaning; structuring and restructuring
of perceptions and expectations; showing the way; pro-
moting a mission etc.), it can be stated as a problem that
the latter aspect still seems to be undervalued in leader-
ship conceptualizations and definitions. Given the values
context of establishing goals, offering purpose, and mean-
ing, dealing with followers’ perceptions and expectations,
showing the way, promoting a mission, etc., this theoretical
paper is devoted to aspects of values work in leadership.

Emerging values-oriented research streams often ap-
proach leadership from specific perspectives of values rep-
resentation and transfer. However, a gap can be seen in
generic interpretations of the significance and overall char-
acteristics of values work. This study approaches values
work from a generic perspective. The goal of this paper
is to suggest a generalized notion for values work and to
outline certain generic values-work dimensions with refer-
ences to underlying theories. Such dimensions include the
following: characteristics of the values represented; val-
ues-profiles consistencies between leaders and followers;
components of values-representation leadership behav-
iors; role distributions in values-representation processes;
authenticity of the related leadership behaviors; and credi-
bility implications of values representation.

In this paper a generalized concept of ‘values work’ is
suggested on which basis generic leadership values-work
dimensions are outlined and illustrated.

2 Theoretical basis

Regarding the subject of the values context of leader-
ship, in the evolution of leadership thought, classical au-
thors already stressed the importance of common goals and
underlying generic guiding principles for organizations.
Fayol’s principles of management (1949) for example,
entail principles like ,,subordination of individual interest
to general interest”, and ,,esprit de corps”. Barnard (1938)
emphasized the responsibility of the leaders towards their
followers, and the importance of creating meaning (,,belief
in the real existence of a common purpose”, p. 87) for or-
ganizational members to establish their commitment and
identification.

The idea of meaning creation is an essential element of
many other leadership concepts, for example the Leader-
ship-Followership Theory of Edwin Hollander (1954). In
his approach leadership supposes an exchange between the
leader and the group. The leader helps the group to define
reality and reach its goals while the group offers him/her

status, recognition, and ,,idiosyncrasy credit” for imple-
menting changes (Hollender, 1954; Goethals et al., 2004).

Further in the evolution of leadership thought it was
Selznick (1957) who put the issue of values into the fo-
cus of research specifically from an Institutional Theory
perspective. Selznick described how distinct institutional
characters of organizations could be developed by their
leaders and argued for the necessity of value infusions for
organizations to become enduring institutions (Selznick,
1957). In a recent example of institutional theory research
Raffaelli and Glynn (2015) advanced a model of value in-
fusion by leaders for organizations.

Regarding further leadership concepts, Contingency
Leadership and Strategic Leadership theories highlight-
ed the need to pay attention to competing managerial and
leadership objectives and underlying competing values
(Quinn et al., 1990; Kotter, 1990; Yukl, 2013). Key lead-
ership situations (e. g. future, strategy, innovation, trans-
formation, crises, learning, and development-related) in
an ever-changing environment conveyed substantial val-
ues-related problems and dilemmas for leaders. By the
last decades of the 20th century a broad concept of New
Leadership appeared in response to the large-scale change
requirements. New Leadership distinguished itself from
Traditional Leadership by its emphasis on value-based
contents like charisma, vision, and transformation (Bennis
& Nanus, 1985; Bryman, 1992).

The concept of Charisma in leadership came from We-
ber (1946, 1968) and gained new interpretation in House’s
theory. House’s concept (1976) is built on strong values (as
components of the specific personality characteristics) and
trust in the leader’s ideology (as one of charismatic effects
on followers).

Vision-making and setting up new directions were
identified as key leadership challenges of the twenty-first
century by Bennis and Nanus (1985). In the concept of
Visionary Leadership, it is assumed that leaders have an
,insight into the followers’ needs or values” and ,,develop
a vision statement reflecting those needs or values” (Goe-
thals et al., 2004). Vision development involving a clar-
ification of values has become a fundamental practice in
organizational strategic management and related planned
change to the culture of the organization (e. g. Bennis &
Nanus, 1985; Nanus, 1992; Yukl, 1998).

Transformational Leadership emerged as a broad
theory including elements of Charismatic and Visionary
Leadership. In Transformational Leadership leaders and
followers raise one another to higher levels of morality
and motivation. (Burns, 1978) Burns (1978) underlines the
procedural nature of leadership with evolving interrela-
tionships between leader and follower aiming at an align-
ment between their goals, needs, values and expectations.
The goal of transformation is raising the level of perfor-
mance of followers and developing them to their fullest
potentials (Bass & Avolio, 1990).
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Representatives of the transformational approach,
Kouzes and Posner (1987; 1995; 2002) contributed in
unique ways to clarifying the role of values in the leader-
ship process. The authors developed a model of five fun-
damental practices that enable leaders to get extraordinary
things done in organizations. The first fundamental prac-
tice of admired leaders is ,,Model the way”. It is about how
leaders are clear about and believe in their own values,
leadership philosophy and guiding principles. Other fun-
damental practices are: ,,Inspire a shared vision”, ,,Chal-
lenge the process”, ,,Enabling others to act”, and ,,Encour-
age the heart” (Kouzes & Posner, 1987; Northouse, 2018).
Based on their research results in leadership excellence
they identified credibility as the foundation of leadership
(Kouzes & Posner, 2011).

Beyond values referred to classical authors of transfor-
mational leadership like morality (Bass & Avolio, 1990),
follower development (Bass & Avolio, 1990), credibility
(Kouzes & Posner, 2011), on the agenda of today’s trans-
formational leadership research we find issues related to
organizational values, like trust (Akter et al., 2021), em-
ployee engagement (Valldeneu et al., 2021), and social re-
sponsibility (Navia et al., 2019).

Evidence from research in Charismatic, Visionary, and
Transformational leadership contributed to an understand-
ing of the focal role values — fundamental to organizational
culture — play in conceptualizing and practising leadership.
As Schein (1985) wrote: ,,Leadership is intertwined with
culture formation”.

Within New Leadership some of the further trends are
Ethical Leadership (Ciulla, 1998; Kanungo, 2001; Brown
& Trevino, 2006), Servant Leadership (Greenleaf, 1977,
Van Dierendonck, 2011, Coetzer et al., 2017), Authentic
Leadership (Avolio & Gardner, 2005; Maric et al., 2013;
Bilgetiirk & Bajkal, 2021), and Spiritual Leadership (Fry,
2003; Kriger & Seng, 2005; Korazija et al., 2016).

Through identifying ethics as the heart of leadership
(Ciulla, 1998) the role leaders play in establishing and re-
inforcing organizational values became a key issue from
ethical perspectives, as well (Gini, 1998; Carlson & Per-
rewe, 1995; Demirtas, 2015). Servant leadership has iden-
tified deep, values-based considerations about followers as
a core element of the leadership process. Servant leader
behaviors include putting followers first, helping followers
grow and succeed, behaving ethically, and creating value
for the community. (Liden et al., 2008). Authentic Lead-
ership focuses on whether the leader’s behaviour is genu-
ine, “real” (Northouse, 2019), while Spiritual Leadership
describes how leaders can create conditions that increase
the sense of spiritual meaning of work for followers (Yukl,
2013; Palframan & Lancaster, 2019; Riasudeen & Singh,
2020).

The attention to the values context of leadership was
affirmed, as mentioned above, by the GLOBE scholars.
In a search for global cultural differences and relevance
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of leadership phenomena it was described how different
cultures, view leadership. The research identified global-
ly observable behaviors, namely charismatic/value-based,
team-oriented, participative, humane-oriented, autono-
mous, and self-protective (House & Javidane, 2004). The
GLOBE project went on investigating attributes that were
universally endorsed by the respondents of a global sample
as positive aspects of the leaders’ behaviors. Under this
category fall: high integrity, charismatic/value-based, and
having interpersonal skills (Dorfman et al., 2004).

By the end of the last century, the term Values-Oriented
Leadership (Lebow & Simon, 1997; Prilleltensky, 2000;
Lasakova et al., 2019) appeared in leadership research.
The term Values-Oriented Leadership can cover different
approaches, for example it can identify leadership styles
specifically built around certain values, can be used as an
umbrella term for various, values-related theories (e. g.
charismatic, transformational, servant, authentic, spiritual)
or can refer to underlying leadership processes and meth-
ods of the transfer of values (Lasakova et al. 2019).

Regarding concepts of values-related leadership pro-
cesses and methods a definition of values work is offered
by researchers Gehman, Trevino and Garud (2013). They
use the example of an institution’s honor-code-related ac-
tions and processes for investigating organizational reac-
tions to value postulations. They identify values practices
and values work as organizational sociological phenome-
na in the following way. Values practices are ,.,the sayings
and doings in organizations that articulate and accomplish
what is normatively right or wrong, good or bad, for its
own sake...” (Gehman et al., 2013, p. 84). In their defini-
tion values work includes ,,four key interrelated processes:
dealing with the pockets of concern, knotting local con-
cerns into action networks, performing values practices,
and circulating values discourse.” (Gehman et al., 2013,
p- 85; see also Gehman, 2021). In another, less specific
definition by Wright et al. (2020, p. 1) values work is ,,the
purposeful effort of actors to create, maintain and disrupt
the values of organizations, professions and other institu-
tions”.

Concerning the practice of values-related leadership
activities, authors inspired by the aforementioned Institu-
tional Theory report on results from different segments of
social and economic life. To take a societal leadership ex-
ample first, Vaccario and Palazzo examined the impact of
values in changing institutions that are highly change-re-
sistant. They report on how values infused by a group of
young activists were instrumental in successfully chal-
lenging institutionalized practices behind organized crime
in a local culture (Vaccario & Palazzo, 2014). From the
private business sector Raitis et al. (2021) report on how
culture and values can be key drivers of entrepreneurship,
and how value conflicts can inhibit entrepreneurial efforts.
On the example of a global family firm, they identify three
types of values-work, rooting, revitalizing, and spreading.
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In a complex case of societal and business, and, also,
of organizational, sectoral, and national relevance Raf-
faelli and DeJordy (2018) give an illustrative example of
the leaders’ involvement in establishing and maintaining
institutional values, too. Studying the recent history of
the Swiss watch-making industry, they report on how a
balance between values of renewal and stability could be
established by key stakeholders of the strategic transfor-
mation of the sector for mutual and common economic and
societal benefits.

The authors found that the key players were thinking
about Swiss national and sectorial historical values in
terms of strategic resources. On this conceptual ground a
process of social harmonization between guards of the tra-
ditions and entrepreneurs for renewal was built for a more
effective use of technological resources. The urge for tech-
nological innovation provoked by the Asian competition
started a ,,creative refinement” process among the Swiss
key actors standing on different platforms. ,,Together, the
combined interaction between entrepreneurs and guardi-
ans helped introduce several innovative structural, cultur-
al, technological, and organizational changes to the field of
Swiss watchmaking” (Raffaelli & DeJordy, 2018).

Given that values-related aspects in leadership have
come into the focus of leadership thinking—as shown by
number of theoretical streams referred to in this article—it
seems to be paradoxical why these developments have not
been more reflected in the generic theorization of leader-
ship, and more concretely, in a more appropriate balance
between different leadership definition perspectives in the
literature. In other words, a question can be raised why
values-related aspects and especially values work as such,
have not been more extensively used so far for defining
leadership, relative to anchored influence definitions.

In this context a reference can be made to Humphrey’s
(2014) distinction between two leadership perspectives.
The distinction serves a broad categorization of Leader-
ship definitions. As Humphrey (2014, pp. 6-7) writes: ,,Ac-
cording to a power perspective definition of leadership,
leaders command, control, direct, and influence followers
to achieve group, organizational, or societal goals”. While
»from the leaders as representatives, perspective, leaders
are those who (1) best represent the values of their follow-
ers and (2) are better at solving their followers’ problems
and achieving their goals”.

According to the latter perspective: ,,people emerge as
leaders because they are better at articulating the values
and desires of the group or are in some way seen as best
representing the group.” ,,... people are often selected for
promotion based on the degree to which they represent the
organization’s core culture and are involved in carrying
out the organization’s core mission. At the national level,
leaders are elected when the public perceives that the lead-
ers share their values” (Humphrey, 2014, p. 7).

Humphrey offers at this point a generic concept of rep-

resentation of followers by the leader. Specific leadership
theories interpret the leader’s (and h/h’s values) being rep-
resentative of the led group in different ways. Social Iden-
tity theory, as for one example, suggests that followers are
more likely to trust leaders if they are ,,group prototypical”
(Hogg, 2001; Hogg & van Knippenberg, 2003; Klenke,
2007).

Humphrey also does not specify here how to represent
the group from values aspects (for example, what specific
types of values to represent, or what concrete processes of
values-work to promote). Unlike authors of certain theo-
ries in which specific types/sets of values with specifically
related practices and processes are emphasized, and/or in
which values-related work is only one element/part of the
leaders’ activities, Humphrey (2014) uses representation,
and within that values representation as broad, descriptive
terms for identifying a perspective of leadership as such.

To further characterize Humphrey’s values representa-
tion leadership-definition perspective, it can also be stat-
ed that values representation in his—otherwise broad—in-
terpretation is specific in a certain sense. Namely in this
values-representation definition approach, he logically
emphasizes the representation of the values of followers
and puts less direct emphasis on the representation of the
values of certain other stakeholders e. g. owners, partners,
customers, society, and the leader him/herself.

In summary, the afore mentioned theories have con-
veyed multiple types of arguments for identifying the lead-
ers’ values-related work as a key element of leadership,
moreover, offer reasons for laying more emphasis on val-
ues and their representation, when defining leadership.

The research spectrum is broad and diverse, and a gap
can be seen in the research of the generic descriptions of
the values-related work of the leaders in contrast to specif-
ic values-related approaches. Also, a gap can be seen in the
theoretical evaluation of the balance between the intercon-
nected leadership perspectives: values representation, and
power/influence.

Regarding the above-stated need for generalizations
and, following Humphrey’s (2014) leadership definition
approaches this study attempts to reflect on values work
from a broad perspective. In this endeavour, more con-
cretely, the aim of this paper is to suggest a generalized
notion of values work and to outline certain generic di-
mensions of it. structure.

For obtaining the targeted results methodologically
this theoretical study uses argumentation organised around
the identified problems. Beyond that this paper applies
methodological elements of analytical framework devel-
opment. Theoretical/analytical frameworks are parts of
conceptual frameworks and are informative about pre-ex-
isting theories regarding the research problem. Based on
the argumentation organised around key problems identi-
fied through literature analysis in chapter 2, a proposal for
a generic interpretation of the notion ‘values work’, as well
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as a structured description and an illustrative framework of
certain values-work dimensions will follow in Chapter 3.

3 Results

On the theoretical basis laid down in Chapter 2, parts,
for a broad definition of values work can be suggested one
that would build on both the two sub-perspectives (val-
ues-representation and problem-solving/goals achieve-
ment) of Humphrey’s (2014) leaders as representatives,
perspective. Thus, in a broad sense Leadership as Values
Work (LaVW) is suggested to mean: Conceptualizing and
making personal strategic choices about values and acting
as a mover within the dynamic (organizational) processes
of (1) identifying/constructing, further elaborating, sharing
values, and (2) using them as guiding principles in solving
problems and achieving goals.

As can be seen values-related work in the definition
proposed in this paper goes beyond the representation of
the values of followers, a sub-perspective by Humphrey
(2014). Namely it implies the leader’s concern on h/h own
and other stakeholders’ values, as well, including ones that
are competing with or controversial to followers’ values.

Regarding possible dimensions of Leadership as Val-
ues-Work the literature covered in this paper reflects on
different topics in leaders’ values-related preferences,
roles, and activities.

As to the content of the values to be represented or
infused by the leader different types of values can be dis-
tinguished based on the theories referred to. Certain of
these theories (for example Ethical, Servant, Authentic,
Transformational) show commonalities in describing how
leadership works through partly or wholly given, of exter-
nal origin, generic, ethically and/or functionally pre-deter-
mined sets of societal and organizational values.

Other approaches, like Contingency and Strategic
leadership are more open to values urged by instrumen-
tal, functional (e. g. actual societal, business-) needs, and,
also, ones more open to ways of identifying values through
own, internal, customized search. Some theories typical-
ly refer to human values in a generic sense (e. g. Ethical
Leadership), while some other (e. g. Servant Leadership,
Spiritual Leadership) are concerned with more specific
types of values.

Regarding the generic components of values work they
can be logically grouped as follows: inner (intra-personal)
values work, fundamental values work and applied val-
ues work. Inner values work can be identified as an in-
tra-personal work on conceptualization, harmonization,
and operationalization of own, owners’/governors’, and
other stakeholders’ and generic social values. Fundamen-
tal values work can be defined as moving (or participating
in the moving of) dynamic group/organizational processes
of identifying/constructing, further elaborating, and shar-
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ing values. Applied values work is meant to use values
as guiding principles in solving problems and achieving
goals within the organization/led entity.

Besides the types of values on the agenda and the basic
values-work components significant parameters of values
work can be historical and present similarities or differ-
ences in the values profiles between leaders and follow-
ers, peer members, and different organizational groups/
units (for example intercultural or other, individual, group
or broader level, inherited differences, or similarities).
Regarding the values consistency between leaders and
followers, for example, we can talk about a high or low
values-consistency.

In case of a high consistency the leaders’ role can be
characterized by a representation of the values of follow-
ers, while in case of a low consistency by an infusion of
alternative values. As to an opportunity of the leader to
infuse alternative values, a reference can be made to the
Leadership-Followership Theory of Hollender who de-
scribed the phenomenon of the so-called ,,idiosyncrasy
credit” offered by followers to the leader as a reciprocation
for the leaders’ help in defining reality and contributing
to the achievement of the group’s goals (Hollender, 1954;
Goethals et al., 2004).

Different degrees of involvement of leaders, individ-
uals, and groups in initiating and performing formal and
informal values-related activities can also be important
characteristics. This question is related to strategic choic-
es: representing follower’s values vs. influencing fol-
lowers from a power perspective of leadership; trying to
dominate values work vs. setting up a dynamic process of
mutual involvement of followers/stakeholders in creating
and maintaining values.

As referred to before, authenticity (Avolio & Gardner,
2005; Maric et al., 2013; see also: Northouse, 2019) and
credibility (Kouzes & Posner, 2011) are also essential ele-
ments of leadership influence.

To summarize, a draft list of basic dimensions of
leaders’ values work, primarily based on the leadership
approaches referred to in this paper, entails the following
(see also Table Chart 1):

1. Content characteristics of values — ethical, spiritual,
functional, and other values.

2. Level of generality of values to be represented —
universal values rooted in societal/(sub)cultural moral
consensus vs. specific/local values urged by more instru-
mental, functional organizational needs.

3. Multiplicity and diversity of values — multiple val-
ues of a broad (or indefinite) scope/array vs. less numerous
/ a narrow, special segment of values (for example: ethi-
cal values in a generic sense or related to certain ethical/
spiritual concepts, like service, responsibility, specific re-
ligion).

4. Origin of values to be represented — imported vs.
intra-organizationally generated.
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5. Prevalence of values — historical vs emerging or ac-
tual created values.

6. Generic components of values work: inner (in-
tra-personal) values work, fundamental values work and
applied values work. For working definitions for these
overlapping values work components the following are
suggested. Inner values work is suggested to mean an in-
tra-personal work of the leader on conceptualization, har-
monization, and operationalization of own, owners’/gov-
ernors’, and other stakeholders’ and generic social values.
Fundamental values work is proposed to be the following:
moving / participating in the moving of dynamic group /
organizational processes of identifying / constructing, fur-
ther elaborating, and sharing values. Applied values work
can be interpreted as using values as guiding principles in
solving problems and achieving goals.

7. Consistency between the values profiles of leaders
and followers — high or low consistency.

8. Differences in role distributions / levels of involve-
ment between leaders and followers and other stakeholders
in identifying and cultivating values — leader’s initiatives
and involvement vs. followers’ or other parties’ dominance
in values work vs. multiple initiatives and involvements.
Regarding values consistency between leader and follow-
ers the leader’s role options can be a representation of fol-
lowers’ values or an infusion of alternative values. Infu-
sion of alternative values is enabled by idiosyncrasy credit
gained by the leader from the group (Hollender, 1958).

9. Authenticity of the leader’s behaviour in represent-
ing values (high/low).

10. Credibility implications of the values work (posi-
tive/negative).

For integrating the dimensions, a conceptual frame-
work is outlined (see Table 1.). The first five dimensions
are included into one column named ,,Types of values to
be represented/infused”. (For values infusion see primari-
ly Hollender, 1958). Dimension 6 is illustrated in the next
column, and Dimensions 7, 8, 9, 10 are shown in further
columns, respectively.

4 Discussion

For leadership influence traditional (legitimate power,
traditional rewards and punishments, expert power, infor-
mation, etc.) and non-traditional (New Leadership, i.e.,
ethical, neo-charismatic, transformational, etc.) power
sources can be used. The use of traditional (e. g. transac-
tional leadership) sources is highly limited in certain situ-
ations. Certain contingencies not only allow but enforce
the use of non-conventional means of influence. Behind
non-conventional means of influence clear and shared val-
ues, authenticity and credibility are immanent in the New
Leadership paradigm. Leadership influence and values
work have never been separable but the need for non-con-

ventional means has made the role of values work more
visible and central in leadership influence.

The nature of the relationship between leadership and
values can vary according to sectoral, organizational, and
other contingencies. In societal leadership, for example,
values work is more evident than, for example, in busi-
ness organizations. Nevertheless, a certain a shift from
influence perspective to values work perspective is urged
in business leadership, too. Especially in the last decades
certain contingencies have made leaders move towards
non-conventional means of influence to be effective in
business organizations, as well. Consequently, the prob-
lem of influence in organizations, including business or-
ganizations, boils down in a good part to values-related
issues of leadership. Values-related work deserves more
emphasis in defining the phenomenon of Leadership, be-
cause credibility and authentic leadership behaviors are
key conditions for Leadership success, and they certainly
are in close connection with the level of values consistency
between leader and followers. Values work is specifical-
ly defined by different authors. The Leadership as Values
Work (LaVW) framework presented in this paper offers a
broad interpretation of values-related leadership consider-
ations and activities.

Some ethical, values-oriented leadership approaches
are criticized for being normative and self-explanatory in
literature (see, for example, Antonakis & Day, 2018). The
LaVW framework is descriptive and not normative. For
example, it does not exclude, that in bad cases, the content
of different, espoused and lived, values might — unfortu-
nately — be unethical, or dysfunctional (under the list item
‘Other’). Moreover, if the negative values would in given
bad cases meet the will, acceptance and support of follow-
ers, leadership might — unfortunately, and paradoxically —
be ‘authentical’ and ‘credible’ in doing bad. Consequently,
there is a danger of potential misuse of leadership tools
(see, for example the problem of pseudo-transformation-
al leadership, Bass & Steidlmeier, 1999, and narcissistic
leadership, Alhasnawi & Abbas, 2021). I personally share
the view that the danger of potential misuse should only
multiply the efforts of scholars, administrators, and others
related to present and report on concepts and examples of
ethical and functional uses, and to fight against the danger
and realities of misuse.

Values perspectives in Leadership are essential in fur-
ther studies and clarifications of the (theoretical and prac-
tical) line between Management and Leadership, because
Management is often associated with conventional tools of
administration and cognitive/rational excellence in solving
organizational problems and achieving goals, while Lead-
ership is often linked with the use of non-conventional
means of influence and, consequently, the representation/
infusion of values behind rational solutions and factual re-
sults.
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Table 1: An illustrative framework of certain dimensions of Leadership as Values Work (LaVW)

Types of values to be
represented/infused

(Dimensions 1-5)

Generic components
of leaders’ values work

(Dimension 6)

Given level of
consistency of
values between
leader and follo-
wers/group

(Dimension 7)

Role options of
the leader in
value represen-
tation

(Dimension 8)

Authenticity
of the leader’s
behavior as
perceived by the
followers

(Dimension 9)

Impact on the
credibility of the
leader

(Dimension 10)

Content characteris-
tics:

e Ethical, e. g. values
of Ethical Leadership
and related values
of Servant, Transfor-
mational Leadership

e Spiritual, e. g. values
of Spiritual Leader-
ship

e Functional, e. g.
related values of
Contingency and
Strategic Leader-
ship (including
values supporting
specific strategic
directions like lean-
orientation, change
resilience, customer
orientation, etc.)

e Other

Universality:

e universal
e local

Multiplicity and
diversity:

e numerous, diverse
e less numerous, less
diverse

Origin:

e imported
e intra-organizational

Prevalence:

e historical
e emerging, actual

Inner values work:

Intra-personal work
of the leader on
conceptualization,
harmonization, and
operationalization of
own, owners’/gover-
nors’, and other stake-
holders’ and generic
social values.

Fundamental values
work:

Moving / participa-
ting in the moving

of dynamic group /
organizational pro-
cesses of identifying /
constructing, further
elaborating, and sha-

High consistency

Values work
dominated by a
representation

of followers’

values.

Values work
dominated by
an infusion of

High /

Low

Positive / Negative

ring values. (alternative)
values.
Low consistency
Applied values work: Idiosyncrasy cre-

Using values as
guiding principles in
solving problems and
achieving goals.

dit gained by the
leader from the
group, allowing
the leader to in-
fuse alternative
values.
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5 Conclusion

The primary goal of this study was to outline certain
generic dimensions of values work. For identifying gener-
ic dimensions, a broad definition of leadership as values
work (LaVW) was used, and an illustrative framework
showing the dimensions in a logical structure was created.
The targeted results have been obtained through a histor-
ical review and analysis of several underlying theoretical
concepts and generalizations from values-related leader-
ship approaches.

Leadership is traditionally defined from perspectives
of power/influence, while values representation can be
conceived as another definition perspective (Humphrey,
2014). As noted earlier the two aspects are highly inter-
related. This paper emphasizes the — by the literature —rel-
atively neglected values-representation perspective and
approaches leadership as values work (LaVW). The de-
scription of LaVW offered by this paper is based on an
extended and generalized interpretation of the ‘values
representation’ leadership definition perspective by Hum-
phrey (2014). Furthermore, the present study contributes
to the literature by outlining certain generic values-work
dimensions with references to underlying theories, as well
as by offering a structure and an illustrative framework for
these dimensions. Such dimensions include the following:
characteristics of the values represented; values-profiles
consistencies between leaders and followers; components
of values-representation leadership behaviors; role distri-
butions in values-representation processes; authenticity of
related leadership behaviors; and credibility implications
of values-representation.

A conclusion from this study is that generic problems
of leadership values and values related work deserve more
attention in future research. There is a need for more gen-
eralizations that go beyond analyses of the relationship
between specific types/sets of values with specifically re-
lated values-oriented practices and leadership influence.
Such generalizations are needed for a better understand-
ing of the leadership phenomenon, moreover, for further
developing the definition(s) of leadership from a values/
values-work perspective.

A practical conclusion of this paper is for leaders for
whom it is necessary to find a balance and synergies be-
tween values representation and power/influence perspec-
tives while pursuing their different political, economic,
social etc. goals in practice.
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Oris doloc¢enih generi¢nih vrednosti — dimenzij dela

Ozadje/namen: VpraSanja, povezana z vrednotami, so zadnjih nekaj desetletjih prisla v srediS¢e razmiSljanja o
vodenju. Zdi se pa paradoksalno, zakaj wrednote dela doslej niso bile v vecji meri uporabljene za definiranje in kon-
ceptualizacijo vodenja. Razlog za to je lahko, da vrednotno usmerjeni raziskovalni tokovi obi¢ajno pristopajo k vo-
denju s specifi¢nih vidikov predstavljanja in prenosa vrednot. Druga moznost je, da ta Studija preucuje delo vrednot
z sploSnega vidika; njen cilj je predlagati posploSeno pojmovanje vrednotnega dela in orisati nekatere genericne
vrednotno-delovne dimenzije.

Metode: Analiza v tem teoreti€nem prispevku temelji predvsem na institucionalnih teorijah, teorijah novega vodenja
in teorijah vrednot. Metode vklju€ujejo argumentacijo in razvoj analiticnega okvira.

Rezultati: V Studiji smo opredelili strukturiran seznam in ilustrativni okvir za nekatere razseznosti delovanja vrednot,
kot so Siroko opredeljene. Zato ima ta Studija raziskovalne implikacije glede vpraSanj vpliva vodenja in razmejitve
vodenja od upravljanja.

Zakljuéek: Poudarjen je pomen zastopanja vrednot v nasprotju s perspektivami moci/vpliva pri vodenju. Nasa Stu-
dija kaze na potrebo po vec raziskavah o generi¢nih vidikih delovanja vrednot. Rezultati se lahko uporabijo tudi za
vodenje, svetovanje in razvoj.

Kljucne besede: VVodenje, Perspektiva moci/vpliva, Novo vodenje, Zastopanje vrednot sledilcev, Institucionalna te-
orija, Vrednotno usmerjeno vodenje
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