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Abstract 

Strong leadership is associated with better performance of individuals, teams, and 

organizations. This project aimed to determine whether a flipped-classroom and mastery-

learning curriculum is associated with measurable changes in leadership knowledge and skills 

in healthcare leadership learners. 

The study measured leadership knowledge (based on a course-specific test) and skill 

(based on the validated Multifactor Leadership Questionnaire 5x Short (MLQ 5x Short), given to 

both students and their classmates) in all 15 learners enrolled in the Core Executive Leadership 

course within the HMS Masters in Clinical Service Operations program. Measurements were 

collected both before and after the course. 

The results showed significant improvement in leadership skills: 1. Building Trust 

(Idealized attributes: Cohen’s d = 0.53, p = 0.029) and Acts with Integrity (Idealized Behaviors: 

Cohen’s d = 0.47, p = 0.044). Findings also show significant improvement in Transactional 

Leadership: Rewards Achievement (Contingent Reward: Cohen’s d = 0.52, p = 0.032). These 

course outcomes demonstrate meaningful, moderate effect sizes following the educational 

innovation: namely, the combined mastery learning and flipped classroom approach described 

previously. Results from the Rater Survey, a companion survey which utilizes the same 45 

questions as the MLQ 5x Short but in the perspective of an observer, and Post-course survey 

demonstrated significance in one skill: Transactional Leadership Contingent Reward (t (15) = -

0.57, p= 0.03), indicating learners’ most accurate self assessment may be related to this skill in 

particular. 

  Utilizing a combined mastery learning and flipped classroom approach, this study has 

demonstrated meaningful change in 2 attributes related to Transformational Leadership: 

Idealized Attributes and Idealized Behaviors, as well as in Transactional Leadership: Contingent 

Rewards. However, the Rater survey correlated more closely with the Pre-Course Survey than 

the Post-course survey, indicating an increase in confidence but not in practice. 
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1. CHAPTER 1: BACKGROUND 

 
1.1 Introduction 

 This project aimed to examine changes in self-perceived leadership skills by healthcare 

leadership learners following a Masters in Clinical Service Operations program at Harvard 

Medical School, using a pre-post research design and measurement tool with validity evidence 

across cultures and languages. It also examined whether learners’ self-assessment correlates 

with an observer assessment of their leadership skills. Self-assessments were administered 

using a pre/post design (prior to and after completion of the course), leveraging an innovative 

curricular design combining flipped classroom methodology and mastery-based learning. 

Observer assessment occurred upon completion of the course, and was fulfilled by the learner’s 

classmates, with whom they collaborated.  

1.2 Background and Rationale 

Leadership 

Strong leadership is essential for organizations to be successful, and those that lack it 

are less successful than those who have it5. Strong leadership skills are associated with better 

performance within teams and for individuals6, and healthcare providers are expected to 

cultivate leadership skills over the course of their careers7. Unfortunately, many providers 

become leaders not through intentional development, but by accident8 because recognition for 

advancement within healthcare results from clinical excellence, research publications, and/or 

productivity7 and not specific leadership training. Some healthcare providers believe 

observational, on-the-job training is sufficient to cultivate leadership skills9, but there is growing 

evidence to suggest that dedicated, specific leadership training and competencies are 

warranted10 and should not be dedicated only to providers with management aspirations11.  

Self-confidence in leadership skills is associated with greater support from all 

organizational levels12 and better patient outcomes in healthcare13,14. One of the prevailing 

leadership paradigms in the management field is the concept of Transformational Leadership, in 

which a leader grows as she supports her team members and their needs15. This approach has 

been shown to lead to increased organizational growth and success16,17. It is also associated 

with greater employee satisfaction18,19, commitment to the organization18,  increased sense of 

well-being19, as well as decreased stress and burnout19.  

The development of leadership skills is challenging and requires motivation on the part 

of learners. Characteristics of successful leaders have been described many ways, but 

ultimately encompass high levels of self-awareness, self-regulation, motivation, empathy, and 

social skills13,20. Those who wish to learn have an overwhelming number of options for self-

https://www.zotero.org/google-docs/?JtsJBW
https://www.zotero.org/google-docs/?HxHDTw
https://www.zotero.org/google-docs/?unNFBr
https://www.zotero.org/google-docs/?VPyXE8
https://www.zotero.org/google-docs/?N5Ov9l
https://www.zotero.org/google-docs/?AQ2qNu
https://www.zotero.org/google-docs/?CVjFYG
https://www.zotero.org/google-docs/?bxTJSh
https://www.zotero.org/google-docs/?UH1PUr
https://www.zotero.org/google-docs/?l9SGzF
https://www.zotero.org/google-docs/?VgbcTm
https://www.zotero.org/google-docs/?quAobz
https://www.zotero.org/google-docs/?nNEk3T
https://www.zotero.org/google-docs/?yiW7xR
https://www.zotero.org/google-docs/?35YVVb
https://www.zotero.org/google-docs/?NCQSjd
https://www.zotero.org/google-docs/?0mlXW8
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improvement. Formal higher education programs such as Masters in Business Administration 

(MBA) degrees have historically been a mainstay of leadership and management education. 

However, many new options now exist, from workshops teaching skills such as memory and 

recall strategies21, short workshops22, and a multitude of websites offering quick tips to apply to 

improve leadership skills23–25. These strategies may be effective, however research has 

demonstrated that active learning strategies are most effective in promoting learning in a variety 

of subjects26–28. Supporting learners and providing opportunities to practice and demonstrate 

leadership skills can enhance learners’ conceptual understanding29–32. Therefore, providing 

active learning opportunities is likely to help learners improve their leadership skills33. 

This is especially true in the context of training healthcare leaders, many of whom come 

from primarily clinical, rather than administrative, backgrounds and so have little early 

leadership training7,8. Dedicated leadership training programs in healthcare initially began at the 

institutional level, but have since become more formalized and standardized, with a number of 

focused degree programs now designed to train healthcare leaders34. A number of studies have 

shown that active transformational leaders lead healthcare organizations more successfully19,35–

37, leading to an increased level of focus on the development of such leaders. 
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Self-Assessment 

Figure 1. Self-Assessment Cycle1 

 

Self-assessment is a useful strategy that is often taught to learners to identify deficits. It 

is comprised of three parts: self-monitoring, self-judgment, and learning targets1. It employs the 

concept of metacognition, or the practice of thinking about thinking38. This type of self-reflection 

has been linked with increases in the quality of learning39 and greater learning outcomes40. 

Metacognition has specifically been suggested as essential to identifying developmental 

readiness for leadership skills41 Self-assessment is linked with success, particularly when 

learners are given feedback42–44.  

Self-assessment is a concept well received by learners, and can be an accurate 

evaluation of knowledge, even correlating with expert observers45,46. Self-assessment is also 

associated with achievement outcomes47–50, even academic achievement47,51–53, but more 

closely correlated with motivation and/or self-efficacy48,52,53. Reflection, diary-keeping, and more 

structured tools are all potential forms of self-assessment, and, when applied in the context of 

experiences, can be a powerful tool for improvement of leadership skills54. Self-reflection and 

https://www.zotero.org/google-docs/?yMN8af
https://www.zotero.org/google-docs/?C9uuAE
https://www.zotero.org/google-docs/?7xO0LE
https://www.zotero.org/google-docs/?LCaBFC
https://www.zotero.org/google-docs/?94MjnC
https://www.zotero.org/google-docs/?AJlOza
https://www.zotero.org/google-docs/?cILMJO
https://www.zotero.org/google-docs/?m2Sjcf
https://www.zotero.org/google-docs/?Ni3NXT
https://www.zotero.org/google-docs/?xRjTMO
https://www.zotero.org/google-docs/?3xFolY
https://www.zotero.org/google-docs/?mFWBow
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self-assessment does not have strong evidence to recommend it, however55, unless it is 

combined with feedback44. 

Flipped Classroom 

Flipped classroom (FC) is an approach to learning first pioneered by two chemistry 

teachers, Jonathan Bergmann and Aaron Sams, in Colorado, during the 2007-2008 school 

year56. The promise of the FC approach is that teachers can “maximize face-to-face class 

time”57. These innovative teachers recognized that their learners needed them to be present in 

order to answer questions so that they could more thoroughly understand the material, not 

simply for lectures or content delivery. The two began by making videos for content delivery, but 

quickly noted that too much time was still being devoted to covering content in class58. 

Therefore, they began incorporating some features of Universal Design for Learning59 

(Appendix A), in which learners’ success is promoted by using self-selected, self-paced 

learning45. As it is intended, the FC approach incorporates multiple content-delivery modalities 

asynchronously. This enables greater student engagement and interaction with content60 and 

encourages learners to self-regulate their learning pace. In fact, FC has been associated with 

greater help-seeking behaviors than traditional learning61.  

The FC model places responsibility for asynchronous learning directly on the student, 

with opportunities to further explore concepts during face-to-face class time, and is associated 

with higher learning achievement62,63–66. There are many ways to incorporate a FC approach, 

and this, perhaps, explains its rise in popularity. It has been used in many educational settings 

including science classes60,61, medical education67,68, microeconomics69, and dentistry70. 

Students have reported positivity toward FC and perceive themselves to be more motivated 

because of FC63,69,71, with some studies reporting low-achieving students showing the greatest 

improvement in FC71,72.  

 

Mastery Learning  

Mastery learning (ML) is based on the tenant that educational goals are met when 

learners achieve a designated level of competence, not after a specific period of time73. The 

concept was first introduced in 1968 by Benjamin Bloom and is based on the works of John 

Carroll and Donald Spearritt, who suggested that learning inefficiency is due to lack of 

opportunity74. Bloom postulated that teachers expect learners to fall into one of the following 

categories: adequate learning, getting by, or failing (with 33% in each group)75. These 

expectations guide grading and other school policies which inevitably culminates in the 

expected outcome: learners falling into the aforementioned categories75.  

https://www.zotero.org/google-docs/?cqJb9Y
https://www.zotero.org/google-docs/?XtsFyN
https://www.zotero.org/google-docs/?t1tx2M
https://www.zotero.org/google-docs/?AHMclV
https://www.zotero.org/google-docs/?J87TWD
https://www.zotero.org/google-docs/?N8E2me
https://www.zotero.org/google-docs/?kJ4nBP
https://www.zotero.org/google-docs/?BnR7Dv
https://www.zotero.org/google-docs/?mAaH8f
https://www.zotero.org/google-docs/?sUALa5
https://www.zotero.org/google-docs/?ugv5JB
https://www.zotero.org/google-docs/?X2qVKB
https://www.zotero.org/google-docs/?UhxwB5
https://www.zotero.org/google-docs/?PkHN1C
https://www.zotero.org/google-docs/?XKPGEO
https://www.zotero.org/google-docs/?ijwfpj
https://www.zotero.org/google-docs/?5pLw1A
https://www.zotero.org/google-docs/?9vH1Wh
https://www.zotero.org/google-docs/?l5zpSH
https://www.zotero.org/google-docs/?hnx4S0
https://www.zotero.org/google-docs/?pcOrKA
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Conversely, ML is built on five concepts and the ways in which they can best be utilized: 

1. Aptitude for Particular Types of Learning: the amount of time necessary for individual 

students to achieve mastery will vary74,75.  

2. Quality of Instruction: each learner should be treated as an individual, and educational 

resources should be tailored to these individuals74,75. 

3. Ability to Understand Instruction: learners can only succeed if they are able to 

understand the instructions and expectations given to them74,75. This is highly dependent 

on the instructors’ capabilities75. Instructors should consider utilizing small groups, 

tutoring, textbooks, workbooks, audiovisuals, and games75. 

4. Perseverance: learners vary in their levels of perseverance which can be defined by the 

amount of effort spent learning, which can be optimized by providing educational 

materials at the learner’s level74,75.  

5. Time Allowed for Learning: learners must be allowed to spend whatever amount of time 

they need, individually, to master a subject74,75.  

  

Ultimately, ML is focused on allowing learners as many attempts as needed with 

material in order to achieve mastery of a topic. A new topic is not pursued until mastery of the 

previous one is achieved. The determination of standards that constitute mastery requires 

careful consideration73,76 and is typically set by content experts77. The setting of mastery cutoff 

scores is outside the scope of this masters thesis. 

Figure 2. Mastery Learning2 

 

Mastery learning has been applied successfully in many educational settings, from 

simulation78–81, to public school systems82,83, to hospitality18. The well-known Khan Academy 

also utilizes a ML framework84. The vast majority of literature focuses on ML in simulation 

https://www.zotero.org/google-docs/?NLjeCb
https://www.zotero.org/google-docs/?o33y3N
https://www.zotero.org/google-docs/?3XNVSd
https://www.zotero.org/google-docs/?qa12CS
https://www.zotero.org/google-docs/?DX2Kga
https://www.zotero.org/google-docs/?SjakHH
https://www.zotero.org/google-docs/?zVEhQu
https://www.zotero.org/google-docs/?R3p2wg
https://www.zotero.org/google-docs/?UZIKFJ
https://www.zotero.org/google-docs/?7vxtJt
https://www.zotero.org/google-docs/?J5b8zf
https://www.zotero.org/google-docs/?dSBRP4
https://www.zotero.org/google-docs/?EI77Fo
https://www.zotero.org/google-docs/?kVAdAt
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settings, and it has been demonstrated as a superior learning method for skills achievement68. 

Mastery learning easily lends itself to skills-based education, in part because repetitive testing of 

skills has a clear, measurable outcome in the appropriate performance of that skill. It has not, 

however, been studied in the context of leadership education in healthcare. 

 

Flipped Classroom + Mastery Learning 

As Jon Bergmann and Aaron Sams noted, utilizing both a FC and ML approach creates 

an even better environment for their learners’ education 57,58. Learners are presented materials 

to learn content and then expected to master it before moving to the classroom setting. This 

empowers learners to learn content outside the classroom so as to then maximize classroom 

time by asking questions and discussing the content. Utilizing a combination of these strategies 

may be a novel approach to teaching and learning healthcare leadership skills. This project 

aimed to evaluate leadership skills via self-assessment prior to and after completion of a 

combined FC / ML curriculum. 

 

1.3 Theory 

Self-Determination Theory 

Figure 3. Self-Determination Continuum3 

 

 

Self-Determination Theory (SDT) was first developed in 1985 by Edward Deci and 

Richard Ryan with the intention of describing motivation and what drives individuals to grow85. 

This theory describes intrinsic versus extrinsic motivation and has been applied numerous times 

in both sports and education, as well as other arenas85. As seen in Figure 1. Self-Determination 

https://www.zotero.org/google-docs/?nmDA1k
https://www.zotero.org/google-docs/?nLFwl0
https://www.zotero.org/google-docs/?3p9vg7
https://www.zotero.org/google-docs/?OWkbtu
https://www.zotero.org/google-docs/?NS2P15
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Continuum, motivation is a continuum with those who are not motivated depicted on the left and 

those who are very self-determined (motivated) on the right. Those who display self-

determination have internal motivation, meaning they do not require external sources for 

motivation in order to achieve3. For the purposes of this paper, the learners who participated in 

this project were assumed to be internally motivated individuals. They elected to enroll in a 

prestigious institution to pursue higher education and develop leadership skills, though many of 

them already occupy leadership positions. This implies a level of self-awareness and intent to 

improve upon an area of perceived deficit. These learners are driven, through their own 

motivation, to grow in the area of leadership and, as such, were possibly more likely to 

accurately self-assess1 due to their own awareness of leadership skills or lack thereof.  
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2. CHAPTER 2: METHODS 

 

2.1 Research Questions and Aims 

Research Questions:  

1. Can a combined flipped classroom and mastery learning curriculum improve leadership 

self-assessment in executive online learners within a Core Executive Leadership Topics 

course? 

2. Do objective observers’ evaluations correlate with learners’ self-assessments? 

Aims: 

1. Evaluate learners’ self-reported leadership skills, prior to and after attending the Core 

Executive Leadership Topics course at Harvard University, using the Multifactor 

Leadership Questionnaire 5x short tool. 

2. Evaluate how learners’ self-reported leadership skills change after experiencing a 

combined mastery learning and flipped classroom curriculum. 

3. Evaluate whether learners’ self-reported leadership skills correlate with observer 

analysis using the Multifactor Leadership Questionnaire 5x short and companion 

observer tool. 

 

2.2 Participants 

 This study uses a cohort design, enrolling all learners in the Fall 2021 semester at 

Harvard Medical School in the Master’s of Clinical Service Operations Core Executive 

Leadership Course (N= 16). All components of this project were a routine part of the course 

curriculum and all learners participated. The final study sample used learners with complete 

assessment data (n = 15), due to attrition from a single learner. The Core Executive Leadership 

Course ran from September 1, 2021 to December 15, 2021, with data collection extending to 

March 2022. 

Participants were adult learners working as healthcare executives. They varied in their 

healthcare backgrounds, including medical doctors, nurses, healthcare administrators, etc. The 

learners came from 4 different countries worldwide. They were mid-career clinicians, nurses, 

and administrators currently in, or hoping to gain, leadership roles in domestic and international 

healthcare organizations. There was no compensation for completion of the self-assessment. 

Prior to study initiation, the Harvard Medical School institutional review board (IRB) designated it 

to be Quality Improvement and determined as Not Human Subjects Research.  
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Table 1. Sample Characteristics 

Variable Frequency Percentage 

Gender 
Male 
Female 

 
10 
5 

 
66.7% 
33.3% 

Country 
United States 
Egypt 
Australia 
Saudi Arabia 

 
9 
3 
2 
1 

 
60.0% 
20.0% 
13.3% 
6.7% 

Position Held 
Healthcare Executive 
Medical Doctor 
Nurse/Nurse Administrator 
Dentist 

 
8 
5 
1 
1 

 
53.3% 
33.3% 
6.7% 
6.7% 

 

2.3 Data Collection 

Data were collected via a pre/post self-leadership questionnaire86. Learners received a 

link to an online REDCap-based leadership self-assessment via email two weeks prior to the 

start of the course. Two rounds of follow-up emails were sent to non-respondents. Learners 

received the same questionnaire via the same format upon completion of the course. In 

addition, they were asked to fill out a companion observer survey on their group members with 

whom they worked closely throughout the 14-week course. Finally, demographic information 

was obtained through their school enrollment.   

Prior to and upon completion of the 14-week course, learners completed the Multifactor 

Leadership Questionnaire (5X Short). Fifteen surveys were included in the analysis for a 

response rate of 94% (N= 15). 

 

Multifactor Leadership Questionnaire (5x short)87: The Multifactor  Leadership Questionnaire 

(MLQ 5x short), shown in Appendix B, was copyrighted in 1995 by Bruce Avolio and Bernard 

Bass to evaluate individual leadership behaviors that correlate with successful organizations as 

well as individual achievement88. It consists of 45 statements that evaluate 9 leadership items: 

 

https://www.zotero.org/google-docs/?ZACKAX
https://www.zotero.org/google-docs/?fJkLmI
https://www.zotero.org/google-docs/?tmHuBm
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Table 2. Leadership Styles Measured by the MLQ 5X Short89  

Leadership styles Characteristics Descriptions 

Transactional 

leadership 

Contingent reward 

(CR) 

Exchange-based leadership based on 

providing rewards and punishments based 

on follower behavior/performance 

Management by 

exception-active 

(MBEA) 

Actively monitors situations and makes 

corrective interventions before situations 

become problematic (prospective) 

Transformational 

leadership 

Idealized influence 

Attributed (IIA) 

Provides vision and sense of mission, 

gains the respect and trust of followers, 

and subordinates become encouraged to 

emulate the behavior and values of the 

leader 

Idealized influence 

(behavior) 

Sets example for follower behavior through 

own actions, subordinates look to behavior 

of the leader for guidance of their own 

behavior 

Inspirational 

motivation (IM) 

Utilizes referent power, communicates 

charismatically, clearly and unambiguously 

to followers 

Intellectual 

stimulation (IS) 

Encourages creativity, thoughtfulness, 

rational action, and active problem solving 

among subordinates 

Individualized 

consideration (IC) 

Provides individual attention, mentoring, 

empowerment, and bonding with followers 

https://www.zotero.org/google-docs/?U6ZiOz
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Passive-avoidant 

leadership 

Management by 

exception-passive 

(MBEP) 

Takes corrective action only after a 

problem becomes significant and obvious 

(retrospective). In some cases, can be 

considered a transformational leader 

quality when the leader purposely aims to 

let followers learn from making mistakes 

Laissez-faire (LF) Decision avoidance, passes important 

decision making responsibility to 

subordinates, reluctance to express views 

on important or controversial issues 

 

Respondents rated each of the statements using a 5-point Likert scale: Not at all (0), Once in a 

while (1), Sometimes (2), Fairly often (3), or Frequently, if not always (4). This inventory is a 

self-assessment of leadership behaviors and is not meant to be filled out by an observer. 

 

The observer survey, the MLQ 5x short Rater form (Appendix C), uses similar questions to the 

MLQ 5x short, however they are worded to suit an observer, as opposed to self-assessment. 

Due to copyrighting, neither entire instrument is published. 

 

Data Protection 

 All data was stored per Harvard Research Data Security Policy90. These data are 

considered Data Security Level 3: Sensitive Data “... data by the IRB, in that they could be 

damaging to the subject’s financial standing, career or economic prospects, personal 

relationships, insurability, reputation …”91. As such, the data was de-identified, assigning a 

unique identification number, that was not linked with personal information, to participants. The 

data was stored in the cloud-sharing service Dropbox using strong password protection. When 

these data are no longer needed, all records will be deleted.  

 

2.4 Statistical Analysis 

 Descriptive statistics using means and standard deviations were used to examine trends 

in data. Comparisons between pre- and post-course learner assessments were conducted using 

paired t-tests. Associations between self-perceived assessments with post-course assessments 

https://www.zotero.org/google-docs/?vrQ0ca
https://www.zotero.org/google-docs/?Qrj3gd
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were examined using Pearson correlations. Data compilation and analyses were conducted 

using Stata 17 (College Station, TX).  

 

2.5 Results 

 Of the 15 learners included, 10 (66.7%) were male and 5 (33.3%) were female. 

Countries of origin and position held in healthcare can be seen in Table 1 (above).  

No sample size analysis was performed, since the number of participants was limited by 

enrollment in the degree program. Leadership scores can be seen in Table 3 (below).  

Overall, Transactional attributes demonstrated an increase from the Pre-course survey 

to the Post-course survey. Among the Transactional attributes, there was a decrease within 

Management by Exception, however there was a large increase within Contingent Reward. This 

may indicate approval among learners for this type of leadership: exchange-based leadership 

based on providing rewards and punishments based on follower behavior/performance89. 

Finally, Passive-Avoidant leadership attributes showed a slight decrease in Management by 

Exception, but a slight increase in Laissez-Faire. This is puzzling as Laissez-Faire leadership 

attributes are described as, “decision avoidance, passes important decision making 

responsibility to subordinates, reluctance to express views on important or controversial 

issues”89. This leadership style has been described as an ‘absence of leadership’ but may lead 

to greater autonomy among followers and is possibly intentional delegation on the part of the 

leader92. 

The results show significant improvement in leadership skills: 1. Building Trust (Idealized 

attributes: Cohen’s d = 0.53, p = 0.029) and Acts with Integrity (Idealized Behaviors: Cohen’s d 

= 0.47, p = 0.044). Findings also show significant improvement in Transactional Leadership: 

Rewards Achievement (Contingent Reward: Cohen’s d = 0.52, p = 0.032).These course 

outcomes demonstrate meaningful, moderate effect sizes due to educational innovation: 

namely, the combined mastery learning and LC approach described previously.  

 

 

 

https://www.zotero.org/google-docs/?H5qvBC
https://www.zotero.org/google-docs/?OjhJue
https://www.zotero.org/google-docs/?84a5vM
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Table 3. Multifactor Leadership Questionnaire Scores 

Variable Mean Std. Dev. Min Max 

Transformational Idealized Attributes (ia)* 

Pre-Course Survey  

Post-Course Survey 

Observer Survey 

  

3.16 

3.33 

3.34 

  

0.47 

0.42 

0.48 

  

2.5 

2.5 

2.42 

  

4 

4 

4 

Transformational Idealized Behaviors (ib)* 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

3.28 

3.58 

3.41 

  

0.59 

0.36 

0.47 

  

2.5 

3 

2.58 

  

4 

4 

4 

Transformational Inspirational Motivation 
(im) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

3.42 

3.58 

3.26 

  

0.55 

0.34 

0.46 

  

2 

3 

2.5 

  

4 

4 

4 

Transformational Intellectual Stimulation (is) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

3.20 

3.28 

3.21 

  

0.48 

0.48 

0.51 

  

2.25 

2.5 

2.33 

  

4 

4 

4 
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Transformational Individual Consideration 
(ic) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

3.22 

3.48 

3.14 

  

0.48 

0.49 

0.62 

  

2.5 

2.75 

1.63 

  

4 

4 

4 

Transactional Contingent Reward (cr) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

2.97 

3.25 

3.10 

  

0.49 

0.38 

0.53 

  

2 

2.5 

2.13 

  

3.5 

4 

4 

Transactional Management by Exception 
(mbea) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

2.16 

1.71 

1.43 

  

0.78 

0.76 

0.73 

  

0.75 

0.25 

0.13 

  

3.75 

3.5 

2.75 

Passive Avoidant Management by Exception 
(mbep) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

0.64 

0.62 

0.60 

  

0.56 

0.40 

0.40 

  

0 

0 

0 

  

1.75 

1.5 

1.33 

Passive Avoidant Laissez-Faire (lf) 

Pre-Course Survey 

Post-Course Survey 

Observer Survey 

  

0.33 

0.37 

0.66 

  

0.28 

0.38 

0.56 

  

0 

0 

0 

  

1 

1 

1.5 

*statistically significant  

 Results from the Rater Survey and Post-course survey demonstrated significance in only 

one category: Transactional Leadership Contingent Reward (t (15) = -0.57, p= 0.03), indicating 
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that our learners’ self-assessment correlated highly with observers’ assessments within this 

category. Interestingly, though not statistically significant, Rater surveys most closely correlated 

with Pre-course surveys (5/9 attributes) versus the Post-course surveys (4/9 attributes). For the 

Transformational attributes Idealized Behaviors, Inspirational Motivation, and Individual 

Consideration, rater surveys most closely correlated with the Pre-course surveys. Idealized 

Attributes and Intellectual stimulation more closely correlated with the Post-course surveys.  

 Rater surveys correlated most closely with Post-course surveys for both Transactional 

attributes measured: Contingent Reward and Management by Exception.  

Finally, Pre-course surveys correlated more closely with rater surveys for both passive 

Avoidant attributes: Management by Exception and Laissez-Faire.  

Table 3. Correlation between Rater Survey and Self-Assessment(s) 

 

Attributes 

Correlation 
Coefficient 

Between Rater and 
Pre-course Survey 

(p-value) 

Correlation 
Coefficient Between 

Rater and Post-
course Survey 

(p-value) 

Transformational 

Idealized Attributes (ia) 
-0.31 

(0.27) 

-0.38 

(0.16) 

Idealized Behaviors (ib) 
-0.23 

(0.41) 

-0.19 

(0.50) 

Inspirational Motivation (im) 
-0.34 

(0.22) 

-0.16 

(0.57) 

Intellectual Stimulation (is) 
-0.11 

(0.69) 

-0.41 

(0.13) 
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Individual Consideration (ic) 
0.45 

(0.09) 

-0.05 

(0.85) 

Transactional 

Contingent Reward (cr) 
0.29 

(0.29) 

-0.57* 

(0.03) 

Management by Exception 
(mbea) 

-0.16 

(0.57) 

-0.35 

(0.20) 

Passive Avoidant 

Management by Exception 
(mbep) 

-0.24 

(0.39) 

-0.13 

(0.65) 

Laissez-Faire (lf) 
0.27 

(0.33) 

0.02 

(0.94) 

*statistically significant  
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3. CHAPTER 3: DISCUSSION  

 

3.1 Discussion 

The results of the Pre/Post course surveys demonstrate a trend toward Transformational 

attributes but mixed results regarding Transactional and Passive Avoidant attributes. Learners 

self-assessed these changes, which seem to indicate a desire to embody the five 

Transformational Attributes: Idealized Attributes, Idealized Behaviors, Inspirational Motivation, 

Intellectual Stimulation, and Individual Consideration.  

The increase in the Transactional Contingent Reward attribute may indicate approval of 

a reward for work leadership style. This is interesting, as the other side of Contingent Reward is 

punishment for lack of work. This finding also raises questions regarding whether the curriculum 

encouraged reward as a leadership technique. The decrease in Transactional Management by 

Exception from Pre- to Post- surveys may describe a wish to avoid a leadership style in which 

the leader monitors every action of his or her followers, also described as ‘micromanaging’. 

A decrease from Pre- to Post- surveys in the Passive Avoidant Management by 

Exception is expected due to this management style being described as an “absence of 

leadership altogether”93. This leadership style is defined as avoiding problems until they cannot 

be ignored93. The other Passive Avoidant attribute, Laissez-Faire, showed a slight increase 

which is also perplexing. This leadership style avoids decision-making and responsibility. 

Describing oneself as an absent leader is not typically desirable, therefore, it is possible that the 

learners were attempting to be more objective regarding their own leadership styles by reporting 

some negative attributes. 

Overall, learners exhibited a closer correlation with their self-assessments in the Pre-

course survey and Rater survey. One possible theory is that this is related to first impressions. 

Perhaps our first impression of a leader’s style is the impression that lasts and is difficult to 

change. There is very little literature describing this phenomenon in the context of leadership, 

however, one study suggested that observers were able to fairly accurately predict an 

institution’s success from the face of the CEO94. This may suggest that first impressions of a 

CEO highly impact perception of leadership and how a company is led. 

 As described previously, the Rater survey Transformational attributes correlated most 

closely with the Pre-course surveys (⅗ attributes). Perhaps learners had a more accurate 

depiction of their own Transformational attributes prior to class. It is also possible, because the 

https://www.zotero.org/google-docs/?suJHUD
https://www.zotero.org/google-docs/?C9KoSm
https://www.zotero.org/google-docs/?IdEo73


 

18 

Transformational attributes are considered the most desirable attributes by this inventory, that 

learners inflated their own sense of positive attributes. 

It seems learners had a more accurate depiction of their Transactional attributes after 

the course concluded, as the Transactional attributes from the Post-course survey most closely 

correlated with the Rater survey. However, Rater surveys of Passive Avoidant attributes most 

closely correlated with Pre-course surveys. The split among Pre- and Post- course surveys and 

Rater surveys speaks to the challenge in quantifying these types of skills, both for the purposes 

of self-assessment and observer assessment. Further, the increase in Transformational 

attributes, combined with the differences in correlation between Rater surveys with Pre- and 

Post- surveys for Transactional and Passive Avoidant attributes may be indicative of the 

Dunning-Kruger Effect, in which learners greatly overestimate their knowledge or skill and 

underestimate their shortcomings4. Figure 4. Dunning Kruger Effect is taken from their original 

paper in which learners highly over-predicted their test scores. This phenomenon argues 

against the utilization of self-assessment because learners may be overconfident in their own 

estimation of their abilities. However, the Dunning-Kruger effect specifically indicates where 

learners are in their journeys with regard to confidence: learners with less knowledge and 

experience are more likely to inflate their abilities than those with more knowledge and 

experience. It may be that the learners, in this case, are not experts, and therefore have an 

inflated perception of their leadership skills. 

Figure 4. Dunning Kruger Effect 

 

 The curriculum for this course was designed as a mastery learning, flipped classroom 

approach to teaching leadership to healthcare executives (Appendix D). Each week, learners 

had short, three- to- five question quizzes pertaining to the readings that were meant to be 

https://www.zotero.org/google-docs/?Dg3FUm
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completed before class. Learners were allowed as many tries as necessary to achieve a 100% 

on the quizzes (mastery learning). This was communicated to the learners, however it was not a 

requirement for the course and many chose not to attempt a 100% on each quiz. The quizzes 

were used as a metric to ensure the out of class work was completed (flipped classroom). There 

were also several simulations used within the class and the most extensive scenario was 

considered the final exam. The combination of all these educational strategies means that no 

one strategy can be identified as the most successful.  

  

3.2 Limitations 

 There are several limitations to this project, starting with the small sample size (N= 15) 

and the limited amount of time allowed for significant change. The semester was only 14 weeks 

long and may not have been enough time to adequately change behavior. Some literature 

suggests that behavior change takes longer than three months and is more effective when a 

specific goal has been set95. This curriculum was not designed with goal formation at the outset, 

but that may be a consideration for future leadership curriculum. 

 Additionally, the MLQ 5X Short only measures 3 types of leadership and their attributes: 

Transformational, Transactional, and Passive Avoidant leadership. These are not the only 

leadership styles in practice, therefore this tool may not have captured techniques employed by 

other styles. Also, it may have been apparent during the course curriculum that 

Transformational leadership attributes are more desirable than Transactional or Passive-

Avoidant attributes, therefore learners may have more heavily weighted themselves in the 

Transactional attributes, or subconsciously embraced social desirability bias. 

Also, the curriculum developed for this course didn’t teach that one specific leadership 

style was superior to the others. In practice, many different leadership styles were presented 

and learners were allowed to draw their own conclusions. This is because several different 

cultures were represented. Leadership style is not one-size-fits-all for every culture. 

Finally, this course was based around a mastery learning, flipped classroom approach to 

teaching but it also included several simulations. The well designed and run simulations may 

have impacted learners’ growth therefore any changes cannot be entirely attributed to mastery 

learning and flipped classroom, a potentially significant confounding variable. 

 

https://www.zotero.org/google-docs/?9WpHFG
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3.3 Conclusions 

 Leadership is a nebulous art. One can always identify good leadership or poor 

leadership, but defining what makes a good leader is difficult. Because of this, teaching 

leadership skills is an ongoing challenge. Utilizing a combined mastery learning, flipped 

classroom approach, this research has demonstrated meaningful change in two attributes 

related to Transformational Leadership: Idealized Attributes and Idealized Behaviors, as well as 

in Transactional leadership: Contingent Rewards. Rater survey results correlated more closely 

with the Pre-Course Survey than the Post-course survey, indicating an increase in confidence 

but not in practice, prompting additional future studies investing on educational interventions 

that can promote translation to leadership skills to practice. 
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MLQ Multifactor Leadership QuestionnaireTM
  

Leader Form (5x-Short)  

My Name: ______________________________________________________________  

Date: ______________  

Organization ID #: _____________________________  

Leader ID #: __________________________________  

This questionnaire is to describe your leadership style as you perceive it. Please answer all items on 
this answer  sheet. If an item is irrelevant, or if you are unsure or do not know the answer, leave 

the answer blank.   

Forty-five descriptive statements are listed on the following pages. Judge how frequently each 
statement fits you.  The word “others” may mean your peers, clients, direct reports, supervisors, and/or 
all of these individuals.  

Use the following rating scale:  

Not at all Once in a while Sometimes Fairly often Frequently,  if not always  

0                      1                    2                   3                           4 

 

 

1. I provide others with assistance in exchange for their efforts..............................................................0 1 2 3 4 

 2. I re-examine critical assumptions to question whether they are appropriate .......................................0 1 2 3 4  

3. I fail to interfere until problems become serious.................................................................................0 1 2 3 4  

 

© 1995 Bruce Avolio and Bernard Bass. All rights reserved 

in all media. Published by Mind Garden, Inc., 

www.mindgarden.com  

For use by Ali Raja only. Received from Mind Garden, Inc. on April 7, 2021 
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Appendix C 

 
MLQ Multifactor Leadership Questionnaire  

Rater Form (5x-Short)  

Name of Leader: _________________________________________________________ 

Date: ______________ Organization ID #: _____________________________ Leader ID #: 

__________________________________  

This questionnaire is to describe the leadership style of the above-mentioned individual as you 

perceive it. Please  answer all items on this answer sheet. If an item is irrelevant, or if you 

are unsure or do not know the  answer, leave the answer blank. Please answer this 

questionnaire anonymously.  

IMPORTANT (necessary for processing): Which best describes you?  

___ I am at a higher organizational level than the person I am rating.  

___ The person I am rating is at my organizational level.  

___ I am at a lower organizational level than the person I am rating.  

___ I do not wish my organizational level to be known. 

 

 

Forty-five descriptive statements are listed on the following pages. Judge how frequently 

each statement fits the  person you are describing. Use the following rating scale:  

Not at all Once in a while Sometimes Fairly often Frequently, if not always  

0 1 2 3 4 

 

 

THE PERSON I AM RATING. . .  

1. Provides me with assistance in exchange for my efforts .........................................................0 1 2 3 4  

2. Re-examines critical assumptions to question whether they are appropriate...........................0 1 2 3 4  

3. Fails to interfere until problems become serious......................................................................0 1 2 3 4  

© 1995 Bruce Avolio and Bernard Bass. All rights reserved 

in all media. Published by Mind Garden, Inc., 

www.mindgarden.com  

For use by Ali Raja only. Received from Mind Garden, Inc. on April 7, 2021 
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