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Abstract


The following thesis utilizes the qualitative, life-history approach in order to analyze 
 and  understand  the  life-span  process  of  leader  self-efficacy  development  on  the 
 example of high-profile business leader – Xerox’s CEO Ursula Burns. The problem of 
 practice  addressed  by  the  study  is  the  fact  that,  despite  the  increased  spending  on 
 leadership development programs for women and introduction of diversity programs 
 and  anti-discriminatory  policies  at  the  workplaces,  the  number  of  women  at  top 
 leadership  position  has  hardly  changed  over  the  recent  years.  The  theory  of  leader 
 self –efficacy (perceiving oneself as a leader) offers a compelling and potent solution 
 to  such  problem,  as  it  addresses  the  fact  that  women  do  not  see  themselves  as 
 leaders. Thus, increasing leader-self efficacy in women should result in more women 
 taking  on  the  position  of  authority  as  it  would  equipped  them  with  major  internal 
 factor  of  success  –  namely,  the  high  leader  self-efficacy.  Additionally,  women  in 
 general  exhibit  lower  levels  of  leader  self-efficacy  than  men,  and  it  has  been 
 suggested  by  a  large  body  of  research  that  it  might  be  caused  by  the  different 
 socialization process that men and women undergoes, thus the life-history approach 
 allows  this  fact  to  be  accounted  for.  The  life-span  analysis  of  leader  self-efficacy 
 development of Ursula Burns confirms the Bandura’s self-efficacy model as Burns was 
 exposed  to  all  of  the  four  efficacy  information  throughout  her  life  (mastery 
 experience,  social  modeling,  verbal  persuasion,  positive  psychological  states).  


However, social modeling and verbal persuasion that she received from her mother 
since  she  was  a  child,  seems  to  be  the  most  influential  source  of  personal  efficacy, 
esteem,  confidence  and  resilience  that  facilitated  her  leadership  development.  The 
analysis  and  discussion  also  revealed  that  women’s  development  of  leader  self-
efficacy may be inhibited by the lack of “psychological preparedness” that may stem 
from previous life experiences and influences that women was  exposed to. Thus, in 
order  to  make  leadership  development  programs  more  effective  for  women  and  to 
ensure  that  women  will  in  fact  increase  their  sense  of  leader  self-efficacy  it  is  first 
crucial  to  make  sure  that  women  possess  adequate  psychological  capabilities  (  in  a 
form  of  e.g.  high  self-esteem,  adequate  success  attribution)  to  take  advantage  of 
such  programs  or  other  opportunities.  Furthermore,  the  thesis  contributes  to  the 
field of leader self-efficacy development for women by approaching the subject form 
novel, life-history perspective. 
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Chapter 1 – Introduction 


1.1.  Setting the context – Women in leadership positions 


There is little doubt, both in literature and practice that for the last decades, 
 women  have  experienced  the  increase  in  the  participation  in  paid  labor  force, 
 earnings and in number of university and college enrollment (Carli & Eagly, 2011).  In 
 retrospect, in 1973 women made up only 39 % of paid labor force while in 2009 the 
 statistics  reached  47  %  in  the USA  alone.  In  Europe,  the  statistics  are  even  more 
 positive  – even though  the employment rate is generally lower for women than for 
 men, in 2014 women’s labor force participation accounted for 59.6% (in comparison 
 to  70%  for  men)  and  it  has  been  on  the  rise  for  the  previous  10  years  (Eurostat, 
 2015).  Furthermore,  in  Scandinavian  countries  the  percentage  is  higher  in 
 comparison  to  European  average,  with  women  representing  70%  of  active  labor 
 market  participants  in  Denmark  alone  (European  Commission,  2013).  Additionally, 
 women’s income has risen from 62 cents for every dollar that men earned in 1979 to 
 80  cents  in  2009  (Carli  &  Eagly,  2011).  A  similar  trend  might  be  observed  in  the 
 increased number of female students in post baccalaureate programs which rose by 
 42  %  between  1988  and  2012,  compared  with  28%  increase  among  male  students 
 which  accounts  for  women  constituting  more  than  half  of  college  graduates  in  the 
 USA  (National  Center  for  Education  Statistics,  2015).    Similarly,  in  the  European 
 Union, women accounted for 54.3 % of all tertiary students (Eurostat, 2013).   


Despite  the  undeniable  gains  in  the  economic  and  educational  situation, 
women are still far from reaching parity with men. The problem is especially visible in 
the underrepresentation of women in high- level leadership positions.  The alarming 
fact  is  that  the  percentage  of  female  executives  in  negatively  correlated  with  the 
increasing organizational rank (Helfa, Harris & Wolfson, 2006). According to Catalyst, 
as  for  2016  only  4  %  of  CEOs  and  25%  of  executive-level  positions  at  S&P  500 
companies  are  held  by  women  (Catalyst,  2016).    This  clear  inequality  is  not  only 
harmful for aspiring female leaders – as they are exposed to few role models – but is 
also  potentially  hindering  for  the  business  itself  as  modern  research  consistently 
shows  that  having  female  leaders  might    positively  affect  the  reputation  and  the 
bottom line of  a company’s finances (Women  on Boards, 2011).  In fact, the report 
states, companies with more women on their boards were found to outperform their 



(6)rivals  with  a  42%  higher  return  in  sales,  66%  higher  return  on  invested  capital  and 
 53% higher return on equity (Women on Boards, 2011). Even though companies have 
 substantially increased the efforts to create equal opportunities for women in forms 
 of leadership development spending , diversity programs and prohibition of any sex 
 discrimination  (Ely,  Ibarra  &  Kolb,  2013)  the  problem  of  inequality persists  and  the 
 progress in reaching parity is believed to slow down in recent years (Carter  & Silvia, 
 2010). Thus, according to Sturm (2001), the task of closing the gender gap in senior-
 level positions is more complex and elusive than barely eliminating deliberate forms 
 of sex discrimination.  As recent research in  organizational studies suggests, barriers 
 for women’s advancement are no longer caused by the purposeful actions to exclude 
 women    but  they  continue  because  of  the  “second-generation”  gender  bias  that 


“arises from cultural beliefs,  about gender as well as workplace structure, practices, 
 patterns of interactions that inadvertently favor man” (Ely, Ibarra & Kolb, 2013).  In 
 addition  to  the  external  barriers,  women  also  have  to face  a  number  of  internal 
 barriers  which  reciprocally  act  on  the  individual  female  and  her  environment  (Reis, 
 2002) by forming a self-restricting culture among them e.g. in the form of lower self-
 confidence, lower motivation to lead and creating debilitating self-concept that halts 
 their  own  advancement  in  leadership  (Coward,  2010;  Reis,  2002).    As  asserted  by 
 Fassinger (2002), low self-efficacy perception is the most harmful aspect of distorted 
 self-concept  that  negatively  affects  career  choices  and  leadership  advancement  for 
 women. Thus, many researchers believe that enhancing leader self-efficacy beliefs is 
 a  powerful  tool  to  foster  women’s  ascent  to  leadership  positions (Sloma-Williams, 
 2009)  and may equip them with proper mindset to deal with external barriers more 
 effectively (Fassinger, 2002). 


1.2.  The importance of self – efficacy beliefs for being a leader 


The overwhelming number of past research has shown that one of the crucial 
 characteristics  of  being  a  successful  leader  is  possessing  a high  level  of  leader  self-
 efficacy  beliefs  (Hannah,  Avolio  &  Luthans,  2008). Albert  Bandura,  the  academic 
 precursor  of  the  concept  defines  self–efficacy  as  “people’s  beliefs  about  their 
 capabilities  to  produce designated  level  of  performance  that  exercise  influence  over 
 events that affect their lives” (Bandura, 1994).  In relation to leadership, self-efficacy 
 influences a number of characteristics traditionally connected to leadership such as: 


goal  orientation,  persistence,  the  amount  of  exercised  effort  and  how  well  leaders 



(7)deal with obstacles and disappointments (Maurer, 2001). Furthermore, self-efficacy is 
 a psychological instrument that fosters a self-enhancing way of thinking that helps an 
 individual to cope with stress, which also affects general wellbeing and the decision 
 they make at the important decision points (Bandura & Locke, 2003).  Additionally, as 
 studies  shows,  leader  self-efficacy  is  associated  with  favorable  work  unit  and  the 
 perceived effectiveness of the leader (Stajkovic & Luthans, 1998). 


As  stated  in  Bandura  (1997),  self-efficacy  is  one  of  the  strongest  predictors  of 
 leadership  behavior  and  is  also  directly correlated  with  the  kind  of  career  path  one 
 chooses.  Thus,  given  the  importance  and  relevance  of  self-efficacy  in  leadership, it 
 should be alarming that women continuously experience a lower level of self-efficacy 
 beliefs  than  their  male  counterparts  (Bandura,  1997).    Some  research  suggests  that 
 gender differences in self-efficacy might be connected to the upbringing of girls that 
 are highly influenced by the societal expectations about roles, personal characteristic 
 and  proper  behavior  assigned  to  each  sex  (Hackket,  1995).   Generally,  because 
 leadership  behavior  is  commonly  associated  with  males,  the  impact  of  societal 
 pressure  might  be  potentially  significant  in  leader  self-efficacy  development 
 (Megargee,  Bogart  &  Anderson,  1966).  Moreover,  because  self-efficacy  is  not  a 
 constant  belief  but  a  perception  of  ones  capabilities  it  is  very  important  how  one 
 interprets  the  events  and  their  own  leader  capabilities  (Rosenthal,  1995).    As 
 McCormick  (2002),  showed  in  his  study,  women  tend  to  attribute  their  success  to 
 external sources e.g. to luck or help of others whereas men attribute their success to 
 their own abilities. In essence, the process of the leader self-efficacy development in 
 women differs from the process that men undergo and it is important to look at the 
 problem globally as the reasons why women perceive themselves as less-efficacious 
 might be found not merely by examining their leadership experiences and aptitudes 
 but  also  by  analyzing  the  personal  experiences  and  events  that  might  have  had 
 influenced an individual throughout the life-span. 


Despite  broadly  acknowledged  barriers  to  women  in  leadership  positions–  both 
internal  and  external,  there  exist  inspiring  examples  of  women  who  were  able  to 
overcome  numerous,  seemingly  insurmountable  obstacles  in  their  ascent  to 
leadership. One can argue that such individuals are merely exceptions to the rule that 
only prove the rule, but still, there is a great potential in learning  from the life and 
experiences  of  such  women  in  order  to  discover  the  fundamental  processes  and 
patterns of leadership development and their sources of self-efficacy (Shout, 2005). 



(8)1.3.  Case Study – Ursula Burns 


Ursula Burns might be considered an example of such an exception to the rule. Since 
 2009,  Burns  has  been  serving  as  the  CEO  and  chairman  of  one  of  the  S&P  500 
 companies  –  Xerox;  the  international  document  management  and  business  services 
 enterprise  (Xerox,  2015).  Forbes  magazine  named  Burns  one  the  most  powerful 
 women in business a number of times after she made a splash by becoming the first 
 ever  African-American  women  to  run  S&P  500  company  and  led  Xerox’s  transition 
 from  an unprofitable  paper-based  solutions  provider  to  a service  based,  financially 
 viable  enterprise  (Forbes,  2016).  Additionally,  Burns’  leadership  extends  beyond 
 Xerox  as  she has been serving on  the boards of other companies and organizations 
 such  as  American  Express,  Exxon  Mobile  Corporation  and  National  Academy 
 Foundation.  On  top  of  that,  in  2010,  President  of  the US  Barrack Obama  appointed 
 Burns vice chair of the export council (Ursula Burns, 2016a).  


However, given Burns’s background, one could hardly assume that she would rise to 
 be one of the most prominent female business leaders in the world. Burns, born in 
 1958  in  New  York  was  one  of  the  three  children  raised  by  a single  mother.  During 
 childhood, Burns and her family were living in the projects in a very dangerous part of 
 New York where they had to fight numerous adversities – poverty, social inequalities 
 and dangers of everyday life. As Burns herself admits, people pointed out to her that 
 she had three obstacles in her life: “I was black. I was a girl. And I was poor.” (Chicago 
 Tribute,  2014).  Despite  those  facts,  Burns’s  mother  was  able  to  send  Burns  to  a 
 private  catholic  high-school  and  insisted  on her  children  pursuing higher  education. 


Later  on,  with  the  help  from  an equal  chances  opportunity  program,  Ursula  was 
 admitted to the engineering degree at New York Polytechnic and graduated in 1980. 


In  the  same  year,  she  started  her  carrier  at  Xerox  as  a  summer  intern.    Burns 
accepted the offer from Xerox to join the program that paid for her graduate studies 
and  offer  full  time  position  after  school  was  over  (Ursula  Burns,  2016a).  In  1981, 
Burns  graduated  with  a  master  degree  from  Columbia  University  and  joined  the 
company  as  an  engineer.  During  the  first  years  of  her  carrier,  Burns  was  mainly 
focused  on  engineering;  however,  she  later  on  started  to  be  more  involved  in 
business and social aspects of work. By 1990, Burns was holding different positions in 
planning and product development along with being an executive assistant to then-
president of marketing (Ursula Burns, 2016b). Later on in her carrier, Burns tightened 
her  relationship  to  the  top  management  level  of  the  company  by  becoming  an 



(9)executive assistant to then-CEO. Between 1990 and 2000 Burns rotated as the head 
 of several departments, gaining more experience in working in international settings 
 and  learning  about  various  aspects  of  business.  During  the  early  2000s  Xerox 
 corporation was undergoing turmoil and financial problems which almost ended with 
 Burns  leaving  the  company,  however,  CEO  Mulcahy  convinced  Burns  to  stay  and  in 
 2002 she  became  the first president of Business Group Operations. Finally, in 2009, 
 Burns assumed the CEO position and later on was appointed the chairman of Xerox 
 Corporation (2016b).  


Burns’s life-story and her leadership journey are interesting for the main two reasons 
 –  first  of  all,  throughout  her  life,  she  had  to  face  seemingly  severe  adversities  and 
 barriers.  In  common  understanding,  those  obstacles  should  have  prevented  Burns 
 from  ascending  to  the  position  of  authority,  however,  that  was  not  the  case  and 
 Burns  exhibited  a strong  sense  of  self-efficacy  and  confidence.  Secondly,  Burns’s 
 lifelong carrier and leadership journey  took place within one  company which would 
 give  the  clarity  and  better  understanding  of  her  story,  the  influences  and 
 environment that had affected her leadership development.  


1.4.  Problem Formulation 


As  mentioned  earlier,  aspiring  female  leaders  are  facing  a  number  of  external  and 
internal  barriers  in  their  leadership  development.  Fassinger  (2002)  noted  that  the 
self-concept  issues  in  form  of  low  self-confidence  and  underestimation  of  women’s 
talent  and  abilities  are  detrimental  to  their  career  success.  She  also  asserts 
(Fassinger, 2002) that low self-efficacy perception is a major distortion of female self-
concept that women  have to combat if  they want  to persist and  achieve success in 
leadership  or  other  male-dominated  fields.    In  the  context  of  leadership 
development,  exhibiting  low  levels  of  self-efficacy  should  be  alarming  as  the 
overwhelming  number  of  past  research  has  shown  that  one  of  the  most  crucial 
characteristics  of  being  a  successful  leader  is  exhibiting  a high  level  of  leader  self-
efficacy beliefs (Hannah, Avolio & Luthans, 2008).  As stated in Bandura (1997), self-
efficacy is one of the strongest predictors of leadership behavior and is also directly 
correlated  with  the  kind  of  career  path  on  chooses.  Thus,  it’s  not  surprising  that 
leader  self-efficacy  enhancement  was  incorporated  as  a  tool  in  leadership 
development  programs  as  a  very  effective  technique  to  equip  individuals  with  skills 
and  beliefs  that  would  favorably  influence  their  progression  in  leadership 



(10)(McCormick,  2002).  The  importance  of  leader  self-efficacy  development  might  be 
 especially valid for addressing gender leadership gap because as noticed by Ely et al. 


(2011), standard leadership development programs seem not to work for women as 
 they  do  not  address  the  issue  of  seeing  oneself  and  being perceived  by  others  as a 
 leader. Moreover, such programs usually do not account for the early-life experiences 
 of  socialization  and  sex-typing  that  have  an  impact  on  the  later  carrier  choices  and 
 leadership  journey  (Hackett  &  Betz,  1981). Given  the  central  role  of  self-efficacy 
 beliefs in becoming a leader, there has been surprisingly little published in the matter 
 of  developing  efficacy  beliefs  in  women  (Mellor,  2006),  and  there  is  a  need  for 
 greater  theory  building  in  the  field  of  leader  self-efficacy  development  for  women 
 (Gist & Mitchell, 1992).   


One  of  the  promising  ways  for  contribution  to  the  field  of  leader  self-efficacy 
 development  in  women  is  the  biographical,  life-  history  approach.  As  asserted  by 
 Walter  (2013),  biographical  analysis  can  be  utilize  to  explore  different  aspects  of 
 leadership, especially for understanding leader efficacy and achievement, thus it can 
 contribute  and  enrich  the  field  of  leader  self-efficacy  development.  Life-history 
 approach may serve a learning tool that enables the researcher to learn about leader 
 self-efficacy  development  form  the  lives  of  exemplary  leaders  –  their  early  life 
 experiences, external influences and personal attitudes that shaped their leadership 
 development.  The  life  story  approach  is  in  line  with  Bandura’s  notion  that  the 
 development  of  self-efficacy  is  a  complex  process  that  spans  over  the  life  of  an 
 individual  (1997)  and  its  accomplished  by  evaluation  of  the  information  from  four 
 main  sources:  mastery  experiences  –  pursuing  and  succeeding  in  a  specific  task; 


vicarious  experiences  –  acquiring  efficacy  by  social  modeling  of  others;  verbal 
 persuasion  –  verbal  encouragement  and  praise  received  from  others;  psychological 
 and  physiological  –  feeling  positive  and  empowering  emotions.  Furthermore,  the 
 process  is  embedded  in  what  Bandura  calls  triadic  reciprocal  determinism  –  the 
 interplay between environmental, individual and behavioral factor that influence and 
 determine an individual’s life outcomes. 


The  overarching  objective  of  this  thesis  is  to  contribute  to  the  field  of  leader-self 
efficacy development by applying the biographical analysis of the life story of Ursula 
Burns to discover the process she went through in order to establish strong sense of 
leader  self-efficacy  and  understand  the  external  influences  that  assisted  her  in  the 
process.    The  case  of  Ursula  Burns  is  especially  interesting  as  her  life’s  events  and 
experiences  offer  fertile  ground  to  understand  how  and  why,  despite  the 
circumstances,  she  rose  to  be  one  of  the  world’s  most  prominent  business  leader. 



(11)Discovered  knowledge  has  a  potential  to  inform  and  extend  leader  self-efficacy 
 development model as well as contribute to the usability of biographical methods in 
 leadership development studies. Moreover, such an analysis can be an “indispensable 
 tool  in  analyzing  the  shaping  influences  in  leadership”  and  contribute  to  better 
 development and training of leaders (Shoup, 2005).  


In  order  to  achieve  the  thesis’  objective  the  following  research  question  will  be 
 pursued: 


How have specific events, external influences and personal characteristics 
 embedded in the life-history of Ursula Burns influenced and shaped her leader 


self-efficacy development? 


In order to answer the proposed research question, one critical assumption must be 
 made, namely that in fact, Ursula Burns has strong leader self-efficacy beliefs about 
 herself.  Due  to  understandable  factors,  it  cannot  be  directly  measured  by  sending 
 Burns an efficacy scale questionnaire, but given Burns’ own statement about herself 
 it is fair to assume that she does in fact possess a strong sense of leader self-efficacy. 


1.5.  Theoretical overview 


The  theoretical  structure  of  the  thesis  is  heavily  rooted  in  the  work  of  Bandura’s 
social-cognitive  theory  and  self-efficacy  theory  which  allows  the  researcher  to 
examine the reciprocity of environment, behavior and personal agency in the leader 
self-efficacy creation over the life span. The self-efficacy model, which describes the 
self-efficacy  development  process  through  the  evaluation  of  four  efficacy  sources 
(mastery  experiences,  vicarious  experiences,  verbal  persuasion  and 
mental/physiological  states),  will  be  the  main  theory  through  which  the  life  events 
and experiences will be analyzed in order to establish the understanding of how the 
leader self-efficacy might have been developed  in Ursula Burns.  Moreover, in order 
to  accomplish  a  more  accurate  picture  of  the  influences  of  external  circumstances 
that  played  the  part  in  the  process,  the  elements  of  triadic  reciprocal  determinism 
will  be  utilized  –  namely  the  shaping  influences  that  environment  and  personal 
agency  might  have  on  the  life  course  of  Burns  and  her  leader  self-efficacy 
development.  In  analysis,  the  life-history  approach  is  not  treated  as  a  strong 



(12)Research 
 question 


• How have specific events, external influences and personal characteristics embedded in the life-
 history of Ursula Burns influenced and shaped her leader self-efficacy development? 


Literature 
 review 


• The section reviews literature connected to leadership and leadership developement ,  as well as 
 its connection to self-efficacy. Furthermore ,the review of the research on self-efficacy 


developemnt and biographical research in the field of leadership is conducted. 


Methods 


• The section presents the most appropriate methods and methodological assumptions  that are 
 appropriate to answer the research question. 


Analysis 


• The analysis of the life story of Urusla Burns through the lences of leader-self efficacy 
 development theory. The analysis strives to show the sequential flow of life events that 
 corresponds to efficacy experiences. 


Discussio
 n 


• The section discusses the limitations of the analysis and methods as well as its theoretical and 
 practical findings that might inform the leader self-efficacy theory and female leadership 
 developement. 


Conclusio
 ns  


• The final section concludes the analysis and findings and suggests ideas for further research. 


theoretical underpinning but rather as an overall form of the analysis – its structure, 
 the  sequential  flow  of  life  events  and  the  gateway  to  the  life-span,  global 
 understanding  of  the  leader  self-efficacy  shaping  forces  during  the  life  of  an 
 individual.  


1.6.  Structure overview 


The following graph presents an overall structure of the thesis with a brief description 
 of the purpose of each part: 


Graph.1. Structure overview 



(13)
Chapter 2 - Theory review 


2.1.   Leadership and Leadership development 


Before  the  comprehensive  literature  review  of  current  research  and  trends  in 
 leadership development field and the aspect of leader self-efficacy development, it is 
 necessary to define the leadership itself.  As articulated by Day and Harrison (2007), 
 leadership studies “lack of a single, concrete, and widely accepted view of the term 
 leadership”.  The  definition  of  the  term  seems  to  change  depending  on  the 
 perspective through which one looks on leadership and it cannot be defined simply 
 because it has been evolving over time. Day and Harrison (2007) propose two main 
 categories  of  leadership  definitions:  the  traditional,  individual  perspective  that 
 describes  a  single  individual  in  charge  of  a  team;  and  a more  collective  and  shared 
 form of leadership where people set direction and create alignment as the result of 
 collective agreement. 


The  evolving  understanding  and  rich  research  in  the  field  of  leadership  has 
contributed  to  vast  typology  and  kinds  of  leadership.  One  of  the  most  traditional 
views  of  leadership  –The  Great  Man  theory  which  represents  trait  theories  of 
leadership,  and sees a leader as an exceptional man with special traits and qualities 
that  are  inborn  (Bolden  et  al.,  2011).  This  view  is  very  static  and  limiting  with  its 
applications  to  leadership  development  as  it  does  not  include  the  possibility  of 
actually  acquiring  leadership  qualities  over  time.  Other  theories  which  gained 
recognition  are contingency  theories  of  leadership,  which  assume  that  a  leader  can 
tailor  his/her  behavior  to  the  specific  context  by  analyzing  individual  leader 
characteristics and situations (Bolden et al., 2011). Another set of leadership theories 
–  leadership  behavior  theories  focus  on  the  way  a  leader  can  increase  the 
performance  of  employees.  As  proposed  by  literature,  such  leadership  can  take  a 
form  of  autocratic,  democratic  or  laissez-faire  leadership  (Storey,  2010).    Previously 
presented leadership models tend to portrait a leader as an instrumental rationalist, 
who  pragmatically  weighs  up  a  particular  situation  against  the  options  and  adapts 
his/her  behavior  accordingly.  In  order  to  add  emphasis  to  emotional  and  human 
aspects of leadership, the transformational and charismatic leadership theories were 
proposed. These approaches emphasize a leader’s ability to empower and motivate 



(14)followers  as  well  as  to  add  a  moral  aspect  of  being  a  leader  and  they  are  the  most 
 effective during the time of change and uncertainty (Bolden et al. 2011). 


In  his  theoretically  rich  article  – Leadership:  Current  theories,  research  and  future 
 directions,  Avolio  and  colleagues  (2009)  describe  more  recent  developments  in 
 leadership  research  such  as  authentic  leadership,  servant  leadership,  shared 
 leadership, e-leadership, spiritual leadership etc.. It is not a purpose of this review to 
 present all the currents developments, but the types worthy of mention, especially in 
 the context of this thesis, which deals with more genuine and psychological aspects 
 of  leadership  (in  a  form  of  leadership-enhancing  leader  self-efficacy)  are:  authentic 
 leadership and cognitive aspects of leadership. The authentic leadership theory might 
 be  seen  as  a  natural  progression  of  transformation  leadership  theory.  Some 
 researchers  argue  that  some  of  the  transformational  leaders  were  not  necessarily 
 authentic or genuine, thus, in order to address this problem of practice, the authentic 
 theory was proposed (Avolio et al., 2009).  The concept of authentic leadership was 
 introduced in 2003 by Luthans and  Avolio as a  result of the integration of the work 
 from  both  positive  organizational  behavior  field  and  the  life-span  leadership 
 development  work.  The  authentic  leadership  does  not  have  one  agreed  upon 
 definition;  but  it  might  be  conceptualized  as  a  process  that  combines  both  positive 
 psychological  capacities  and  organizational  context  which  result  in  greater  self-
 awareness and positive behaviors that facilitate positive self-development in leaders 
 as well as followers (Avolio et al., 2009). 


Another  relevant leadership type described by Avolio et al. (2009) is the integrative 
 model of cognition and leadership. The model was inspired by the growing need and 
 research  in  the  fields  of  self-theory,  meta-cognition  and  implicit  leadership  theory 
 (Avolio et al., 2009). One example of such leadership is Prototypical Leadership which 
 is based  on  the work  of social identity formation  and states that  “followers  may be 
 more drawn to leaders who are exemplars of groups they belong to or want to join” 


(Avolio  et  al.,  2009).  More  recent  research  on  the  topic  focuses  on  how  implicit 
 theories and prototypes affect the perception of the leaders and followers and how 
 authentic leadership development correlates to cognitive studies. 


After the very brief review of leadership definitions, I will now turn to the review of 
the  leadership  development  literature.  In  recent  years,  leadership  development 
literature  has  been  growing  which  can  be  measured  by  the  steep  increase  in 
conceptual  and  empirical  research  published  in  business,  management  and 
psychology  journals  likewise  (DeRue  &  Myers,  2014).    Besides,  a  number  of  well-



(15)acclaimed books have been written on the subject of leadership development such as 
 The  Center  of  Creative  Leadership  Handbook (Van  Velsor,  McCauley,  &  Ruderman, 
 2010) or Integrated Approach to Leader Development (Day et al., 2009). 


In  his  widely  cited  article  on  leadership  development,  Day  (2011)  has  divided  the 
 theoretical perspectives on leadership development into the leader development and 
 leadership  development.  In  his  view  (Day,  2011),  leader  development  is  a  more 
 traditional  approach  that  is  focused  on  building  an  individual’s  capabilities  and 
 includes  enhancing  leader  self-management  capabilities  (e.g.  self-awareness  and 
 ability  to  learn),  social  capabilities  (e.g.  relationship  building  and  communication 
 skills)  and  work  facilitation  capabilities  such  as  strategic  thinking  and  management 
 skills. As opposed to leader development, leadership development is rather seen as 
 the development of social structures and processes and it is related to the notion of 
 teambuilding and organization development. Day and Harrison (2007) have proposed 
 the model of leadership development that incorporates organizational levels as well 
 as  levels  of  individual  development.  The  rationale  behind  the  model  states  that  as 
 leaders  move  up  through  the  corporate  hierarchy,  there  is  a  need  to  adjust  one’s 
 identity  from  individual  to  more  relational  and  collective  in  order  to  engage  across 
 corporate’s boundaries and establish a collective leadership identity (Day & Harrison, 
 2007). 


On  the  practical  level,  standard  leadership  development  programs  focuses  on  a 
 number of well-researched and empirically tested methods. Leadership programs are 
 believed  to  work  best  when  numerous  methods  are  implied  at  the  same  time.  The 
 most  popular  best-practices  used  as  a  leadership  developments  tools  are  (Day  & 


Halpin, 2001): 360-degree feedback; coaching, job assignment, mentoring. 


Other types of methods used in leadership development programs are utilization of 
 networks,  self-reflection,  action  learning  and  outdoor  challenges  (Day  and  Halpin, 
 2001).  Generally  these  best-practices  aim  at  either  enhancing  practical  leadership 
 skills or developing deeper self-knowledge and self-reflection and they are rooted in 
 two  types  of  research  on  leadership  development.  The  practical,  skill  development 
 methods are the outcomes of experimental learning theories (DeRue & Myers, 2014). 


In  a  nutshell,  experimental  learning  theories  see  leadership  development  as  a 
 positive  outcome  after  completing  a  novel,  challenging  task  that  requires  managing 
 change  across  a  company’s  boundaries  and  different  groups  of  people  (McCall  & 


Hollenbeck, 2002).  The other  line of research has identified the number of desired 
outcomes  of  leadership  development  in  form  of  increased  self-knowledge,  skills, 
motivation and abilities (Chan & Drasgow, 2001). 



(16)However,  despite  undeniable  popularity  of  leadership  studies  and  research, 
 leadership  practice  is  experiencing  a  certain  crisis  (DeRue  &  Myers,  2014).    Past 
 research has shown that there are not enough potential leaders in the career pipeline 
 as  demand  overruns  supply  and  general  trust  in  leaders  has  alarmingly  declined 
 (DeRue  &  Myers,  2014).  In  an  attempt  to  explain  the  potential  source  of  the  crisis, 
 DeRue  and  Myers  (2014)  suggest  that  majority  of  published  research  on  leadership 
 development  is  narrowed  to  the  individual  leader’s  knowledge,  skills  and  abilities 
 (KSA)  as  developing  these  aspects  is  the  primary  focus  of  human  resource 
 department;  additionally,  researchers  have  linked  a  leader’s  knowledge,  skills  and 
 abilities  to  the  leader’s  effectiveness.  However,  as  argued  by  DeRue  and  Myers 
 (2014), ”it is possible that individuals are developing the KSAs necessary for effective 
 leadership, but are choosing not to take on leadership roles because they do not see 
 themselves  as  leaders”. Thus,  there  seems  to  be  a  great  potential  for  closing  the 
 leadership gap and extend the leadership literature in seeing leadership development 
 not  merely  as  the  development  of  KSA  but  also  as  the  development  of  individual’s 
 self-concept  and  identity,  motivation  to  lead  and  mental  models  of  leadership  
 (2014).  Furthermore,  the  traditional  approach  to  leadership  development  might  be 
 inadequate especially for addressing the gender gap in leadership as women typically 
 do not ascent to leadership positions as they do not see themselves as leaders (Snook 
 et al., 2014) 


The recent developments in the leadership literature offer a potential solution for the 
 problem  of  practice  expressed  before.  Emerging  perspectives  on  leadership 
 development  deliberately  links  leadership  and  identity,  calling  the  attention  to  the 
 gap  between  “doing”  and  “being”  a  leader  (Snook,  Ibarra  &  Ramo,  2010).    As 
 explained  by  Ibarra  et  al.  (2014),  identity  is  a  construct  derived  from  attaching 
 meaning to oneself by self and others. Those identities are based on social identities 
 as well  as personal and  character traits and might be defined as “culmination of an 
 individual's  values,  experiences,  and  self-perceptions”  (Day  &  Harrison,  2007).  The 
 underlying  theoretical  assumptions  about  identity  development  are  rooted  in  the 
 work  of  Erikson  (1959),  Loevinger  (1976)  and  Kegan  (1982)  which  in  general,  posit 
 that  individual  identity  develops  in  the  course  of  challenging  context  and  the 
 integration of experiences with the self which leads to the self-conceptualization (Day 


& Harrison, 2007). In the work environment, professional identities emerge through 
social interaction and are not a static construct, but they evolve under the influence 
of  time,  meaningful  feedback  and  experiences  “that  allow  people  to  gain  insight 
about  their  central  and  enduring  preferences,  talents  and  values”  (Snook,  Ibarra  & 



(17)Ramo, 2010). It is also crucial to notice that professional identities are not merely a 
 construct  derived  from  the  past  or  negotiated  through  social  interaction,  but  they 
 also hold the possibilities of future selves – dreams, aspirations and fears associated 
 with  who  one  would  like  to  become  (Snook,  Ibarra  &  Ramo,  2010).  Additionally, 
 identity  is  a  multidimensional  construct  as  an  individual  possesses  and  exhibit 
 different types of identify depending on the social context (Day & Harrison, 2007).  In 
 the  same  vein,  leader  identity  is  a  sub-identity  and  it  relates  to  the  way  a  leader 
 thinks of himself/herself as a leader. Leader identity is a very important component 
 of  successful  leadership  as  it  gives  a  sense  of  understanding;  it  defines  the  major 
 objectives as well as personal strength and limitation (Day & Harrison, 2007). 


Leader  identity  development  might  be  seen  and  understood  through  different 
 paradigms which imply slight differences in the definition as well as the processes of 
 identity  development  and  change.  In  their  comprehensive  literature  review  on  the 
 subject  matter,  Ibarra  and  colleagues  (2014)  present  three  different  paradigms  and 
 theoretical  lenses  and  their  effect  on  leader  identity  development.  In  the  view  of 
 Identity Theory and structural interactionists, leadership is seen as a social role and is 
 acquired by the role an individual takes on or is ascribed by others. The social role is 
 the  “hat”  that  a  person  wears  according  to  the  situation  and  it  represents  socially 
 defined expectations about a particular kind of behavior appropriate for the role. The 
 degree of the influence the role has on a person is dependent on the strength of the 
 role’s internalization. According to this perspective, leadership identity development 
 might be understood by the examination of socialization processes and motivational 
 factors  that  led  individuals  to  assume  leadership  roles.  New  roles  are  acquired  by 


“identifying  with  role  models,  experimenting  with  provisional  identities,  and 
evaluating  experiments  against  internal  standards  and  external feedback”(Ibarra  et 
al. ,2014). Secondly, Social Identity Theory sees leadership as social categorization. As 
opposed to previous definition, leadership is not defined through the social role but 
through the social categories and group-level processes. In the same vein, successful 
leadership is seen as the potential of the leader to induce followers to be perceived 
as  a  leader.  In  essence,  leader  identity  is  defined  by  the  social  group  that  a  leader 
belongs  to  and  when  activated,  it  results  in  a  so-called  depersonalization  – 
classification  of  people  now  as  individuals  but  rather  as  in-group/out-group  
members.  It  has  been  argued  that  this  very  process  promotes  the  emergence  of 
prototypical leaders who embody the values and identity of the group and produce 
collective  norms  of  behavior,  positive  attitudes  among  the  in-group,  cooperation, 
empathy  and  mutual  influence  (Hogg  &  van  Knippenberg,  2003).  Lastly,  Social 



(18)Constructionism  perceives leadership  as  identity  work  and  describes  leadership  as 
 being  claimed  or  granted  in  a  given  social  interaction,  thus  leadership  is  partially 
 defined  by  the  social  perceptions  of  the  individual.  The  process  of  leader  identity 
 development entails a set of relational and social processes through which individual 
 starts to see himself/herself and is perceived by other as a leader (DeRue & Ashford, 
 2010).  The  development  is  facilitated  by  the  positive  spirals  of  being  granted 
 leadership  roles  which results  in  increased  confidence  and  motivation  to  assume 
 more leadership roles in the future (Ibarra et al., 2014). 


Leader identity development as a tool for leadership emergence and development is 
 not  only  helpful  in  addressing  the  leadership  crisis,  but  it  might  be  also  handy  in 
 dealing with lower representation of women in the position of authority. According 
 to  Ibarra  et  al.  (2014)  women’s  situation  in  leadership  might  be  considerably 
 improved  by  fostering  identity  change  so  that  women  will  perceive  themselves  as 
 leaders.  


Closely  connected  to  leader  identity  development  is  the  notion  of  self-efficacy 
 development  as  a  tool  to  enhance  leadership  emergence.  Self-efficacy  is  an 
 influential aspect of self-concept and identity and as claimed by Bandura (1997) is the 
 most  pervasive  and  important  mechanism  of  human  agency,  influencing  goal 
 orientation,  motivation  and  persistence.  There  is  little  surprise  that  leadership 
 development research has started to show interest of the usability of self-efficacy as 
 a tool for leadership development (Hannah et al. 2008; McCormick et al., 2002; Gist, 
 1987;  Machida  &  Schaubroeck,  2011;  Hoyt,  2005;  Paglis  &  Green,  2002;  Hackett  & 


Betz,  1981;  Hackett,  1995).  In  the  view  of  self-efficacy  theory  (Bandura,  1997), 
 efficacy  is  created  through  four  distinct  efficacy  mechanisms  –  master  experiences, 
 social modeling, verbal persuasion and emotional and physiological states. Before in-
 depth  review  of  the  concept,  I  will  first  review  the  research  on  self-efficacy  and  its 
 connection to female leaders and leader self-efficacy development.  


2.2.   Leadership, self-efficacy and women 


The multidisciplinary nature of academic inquiry in the field of leadership studies has 
enabled  the  research  to  drift  towards  the  concept  of  self-efficacy.  Self-efficacy 
theory,  introduced  and  developed  by  Bandura  (1997)  -  one  of  the  most  prominent 
psychologist  of  the  20th  century,  states  that  self-efficacy  is  the  “beliefs  in  one’s 



(19)abilities  to  mobilize  the  motivation,  cognitive  resources,  and  courses  of  action 
 needed to meet situational demands” (Wood  & Bandura, 1989) and it has gained a 
 recognition  as  the  most  prominent  ingredient  of  the  effective  and  successful 
 leadership (McCormick, Tanguma & Lopez-Forment, 2002).  Hannah et al. (2008) calls 
 for  distinguishing  between  leadership  self-efficacy  and  leader  efficacy.  In  her  view, 
 leadership  efficacy  occurs  on  the  group  level,  whereas  leader  self-efficacy  is 
 developed on the individual level and is needed for leadership development (Hannah 
 et  al.,  2008).  Following  this  reasoning,  this  thesis  focuses  on  leader  self-efficacy 
 development  in  women  which  will  enable  the  understanding  of  the  leader  efficacy 
 development  on  the micro-level  of  an individual.    Machida and  Schaubroeck  (2011) 
 offer  a  definition  of  leader  self-efficacy  as  individual’s  confidence,  abilities, 
 knowledge  and  skills  needed  to  successfully  lead  others.  They  also  point  out  that 
 potentially; a lot of factors contribute to leader development such as the motivation 
 to lead, learning orientation, individual identity development and readiness; however 
 self-efficacy is critical and very powerful component in leader development (Machida 


&  Schaubroeck,  2011).  That  is  not  surprising;  given  that  numerous  studies 
 consistently  point  out  the  evident  leveraging  effect  of  self-efficacy  on  leader 
 development and effectiveness (McCormick, Tanguma & Lopez-Forment, 2002).  


A  broad  body  of  research  has  proven  that  effective  leaders  are  individuals  with  a 
strong  sense  of  self-efficacy  that  fosters  leader’s  engagement,  flexibility  and 
adaptability  across  challenging  tasks  associated  with  holding  a  leadership  position 
(Hannah  et  al.,  2008).  Leader  self-efficacy  has  been  proven  to  positively  affect  the 
rating  of  leader  potential,  motivation  to  lead,  attempts  to  take  on  leadership  roles, 
organizational  commitment  (Paglis  &  Green,  2002)  as  well  as  overall  organizational 
performance (Wood and Bandura, 1989). Some scholars suggest that what have been 
always  considered as  effective  leadership  might  as  well  be  described  as  efficacious 
leadership  (McCormick,  Tanguma  &  Lopez-Forment,  2002).  The  statement  is  also 
supported  by  the  strong  relation  of  leader  self-efficacy  to  the  Big  Five  trait  theory 
(Hendricks & Payne, 2007) and a positive correlation of self-efficacy with the notion 
of self-esteem, confidence  and internal locus of control (Paglis, 1999) which has also 
been  proven  to  greatly  affect  leadership.    According  to  research  conducted  by 
McCormick  et  al.  (2002),  leader  self-efficacy  helps  with  distinguishing  leaders  and 
non-leaders.  Furthermore,  as  pointed  out  by  Chemers  et  al.  (2000),  leader  self-
efficacy contributes to team effectives, successful leadership and team performance.   



(20)Given the central role of leader-self efficacy in becoming and being a leader it should 
 be  alarming  that  women  constantly  exhibit  lower  levels  of  self-efficacy  (Bandura, 
 1997).  This  fact,  combined  with  the  awareness  that  women  hold  significantly  lower 
 number of positions of power implies the questions whether those two aspects are 
 related to each other. In Bandura’s view (1997) the efficacy information that a person 
 is exposed to is affected by personal, social and situational factors with gender being 
 the  most  influential  of  those  factors.    Potentially,  cultural  and  gender  roles  that 
 associate  being  a  leader  with  masculine  traits  might  prevent  developing  leader-self 
 efficacy in women as they will engage only in behaviors that are socially perceived as 
 gender-appropriate (Hackett, 1995). As argued by McCormick et al. (2002), if women 
 do not engage in leadership positions they will not gain enough confidence for being 
 a  leader  and  will  never  engage  in  leadership  activities  despite  their  genuine 
 capabilities.  This  implies  that  women’s  career  advancement  might  be  hampered  by 
 the lack of confidence – the internal psychological factor proven to play a pivotal role 
 in  professional  development  (Northouse,  2001)  and  self-debilitating  self-concept  in 
 the form of e.g. low leader self-efficacy perceptions (Fassinger, 2002). Gist (1987) in 
 his seminal work also suggests that equality in the workplace might be prevented by 
 the  individual’s  weak  sense  of  self-efficacy  that  is  not  only  an  internal  barrier  to 
 success but also hampers the ability to cope with external barriers to advancement. 


Hackett  and  Betz  (1981)  attempted  to  shed  some  light  on  the  problem  as  well.  In 
 their  view,  women  not  only  had  lower  level  of  efficacy  but  also  did  not  pursue 
 leadership careers as their individual capabilities, talents and interest were not fully 
 utilized.  According  to  the  article,  women  faced  those  problems  as  a  result  of 
 socialization  which “constricts  their  consideration  of  options  to  traditional  roles  and 
 occupations”  (Hackett  &  Betz,  1981).  They  propose  a  model  in  which  they  describe 
 possible inhibiting impacts that socialization has on the self-efficacy creation and they 
 call  for  better  understanding  of  mechanism  which  operate  during  the    self-efficacy 
 development in women.  


As a matter of fact, self-efficacy construct was extensively researched during the past 
 25  years  and  more  than  10,000  journal  articles  were  published  in  the  field  of 
 organizational  studies  and  psychology  (Judge,  Jackson,  Shaw,  Scott,  &  Rich,  2007).  


During the literature search on leader self-efficacy development in women, extensive 
 research  was  found  concerning  leader  self-efficacy  development  in  women  in 
 academia  –  especially  in  STEM  field  (science,  technology,  engineering  and 
 mathematics)  (Zeldin  &  Pajares,  2000;  Isaac  et  al.,  2012;  Kodama  &  Dugan,  2013).  


Other  studies,  which  also  addressed  leader  self-efficacy  creation  in  women,  utilized 



(21)college or university students as a sample (Hoyt, 2005; McCormick, 1999; McCormick 
 et  al.,  2002).  Although  very  informative,  these  lines  of  research  do  not  explicitly 
 connect  to  the  problem  of  this  thesis  which  is  female  leader  self-efficacy 
 development  in  business  context.  The  studies  that  satisfy  those  requirements  are 
 rather scarce; however, the most relevant studies were identified in literature review 
 in Gibbs (2015) and are presented below in the table:  


Researcher  Study design  Sample  Findings 


Powell (2011)  Qualitative, 


interpretivist study 
 which used open 
 ended interviews 
 methods 


14 female owners 
 of SME 


Formal and 


informal mentoring 
 positively 


correlates with 
 leadership self-
 efficacy; Self-
 efficacy 


perceptions grow 
 as experience 
 increase 
 Younger (2002)  Positivistic, 


qualitative study 
 which used 
 different kinds of 
 efficacy scales and 
 questionnaires.  


Data analysis 
 conducted using 
 statistical methods. 


213 private and 
 public women 
 leaders  


Self-efficacy 


strongly correlated 
 with self-esteem, 
 education. Strong 
 connection 


between self-
 efficacy and 
 transformational 
 leadership 


Garmon (2008)  Phenomenological 
 study which used 
 open ended 
 interviews 


20 executive 
 female leaders of 
 Credit Union 


The most 


influential ways to 
 increase leader 
 self-efficacy were 
 verbal persuasion 
 and social 


modeling  
 Table 1. Research on leader self-efficacy in women 


These  researches  shed  some  light  on  the  specificity  of  leader  self-efficacy 
development  in  women  but  in  more  general  sense,  females  undergoing  different 
processes  in  their  leader  self-efficacy  creations  as  they  are  exposed  to  number  of 
constraining internal and external factors that might implicitly or explicitly negatively 
affect the leader-self efficacy enhancement in women (Hackett & Betz, 1981). Thus, 



(22)in  order  to  help  females  overcome  the  constraining  sense  of  lower  self-efficacy, 
 which  in  itself  is  seen  as  the  most  debilitating  internal  factor  (Fassinger,  2002),  the 
 following  thesis’s  main  objective  is  to  deepen  the  understanding  of  leader  self-
 efficacy  development  in  women  over  the  life-span  in  order  to  inform  the  theory 
 about  the  nature  of  the  process  and  suggest  the  possible  ways  of  how  the  issue  of 
 enhancing  leader  self-efficacy  might  be  addressed.  The  underlying,  theoretical 
 hypothesis of the undertaking is rooted in the work of Bandura (1997) who suggests 
 that increased task self-efficacy will lead to the improved performance.  In the light of 
 the  following  thesis,  improving  leader  self-efficacy  in  women  should  result  in 
 enhancing  leader  identity,  higher  motivation  to  lead,  resilience,  leadership-related 
 goal selection and a greater number of leadership attempts that will help women in 
 progression to the more senior leadership positions in the workplace. 


2.3. Bandura’s Self-efficacy theory 


Bandura  (1997)  defines  self-efficacy  as ““people’s  judgments  of  their  capabilities  to 
organize  and  execute  courses  of  action  required  to  attain  designated  types  of 
performances”.  The  concept  is  deeply  embedded  in  Bandura’s  social-  cognitive 
theory,  which  describes  triadic  reciprocal  determinism  between  behavior,  cognitive 
and personal factors as well as environmental events. Those interacting determinants 
influence and affect one another in a reciprocal manner (Bandura, 1997).  In this view 
of self and its relationship to the external world, internal personal factor (cognition, 
affective  and  biological  events);  behavior;  and  environment  “all  operate  as  an 
interacting  determinants  that  influence  one  another  bidirectionally”  (1997).    That 
however,  does  not  mean  that  all  of  those  three  determinants  have  the  equal 
strength; in fact, each determinant will vary in its influence across different activities 
and  under  different  circumstances.  Moreover,  the  reciprocal  effect  of  the  triadic 
system does not occur simultaneously as a holistic entity but it usually takes time for 
the determinant to exert its influence (1997). Human agency, of which self-efficacy is 
a strong example, is an intentional action that aims at reaching a certain goal. Even 
though human adaptation and change are rooted in a complex sociocultural structure 
and the external circumstances may influence individual’s life course, individuals are 
influential  contributors  to  what  they  do  and  become  (1997).    Moreover,  human 
agency  entails  an  ability  to  influence  one’s  life  and  external  circumstances  by 
behaving  differently  from  what  the  external  forces  dictate  (1997).  The  ability  to 



(23)produce  desired  results  by  individual  actions  is  a  powerful  personal  resource  that 
 shapes  the  individual  life  throughout  the  life  cycle.  Developmental  analysis  of  self-
 efficacy  posits  that “paths  that  lives  take  are  shaped  by  the  interplay  of  diverse 
 influences  in  ever  changing  societies”  (1997).  The  theory  does  not  consider  the 
 environmental  as  a  fixed  entity,  but  rather  as  a “varied  succession  of  life  events  in 
 which  individuals  play  a  role  in  shaping  the  course  of  their  personal  development”.  


Each  individual  is  faced  with  different  kinds  of  biological  changes,  normative  social 
 events or other unpredictable occurrences as an individual life is historically situated 
 and  socially  constructed  by  the  environment  that  presets  specific  threats, 
 opportunities  and  constraints  (1997).  In  a  nutshell,  people’s  success  in  any  given 
 environment  depends  on  the  ability  to  take  advantage  of  the  given  opportunity  or 
 effectively manage the constrains; there is also an aspect of fortuity to the life course 
 which may alter the development of one’s life, however the overall influence of the 
 fortuity is normally negotiated by the individual control. The developmental analysis 
 of self-efficacy examine the efficacy development from early childhood, the familial 
 influences, experiences of education and difficult transitions during the adolescence 
 thus focusing attention on the importance of life-long cultivation of personal agency 
 and  the  effects  it  has  on  the  life  of  an individual  (Bandura,  1997).  In  the  similar 
 fashion, the thesis objective is to analyze the life-long process of leader-self efficacy 
 development as it might provide valid insights of why and how Ursula Burns was able 
 to build strong leader self-efficacy and ascent to top-level leadership position.


The concept of self-efficacy is related to the notion of self-confidence and resilience; 


however  Bandura  explains  the  difference  between  the  two.    Self-  confidence  is 
 defined as the firmness or the strength of belief without specifying the direction of 
 the  goal.  In  contrast,  perception  of  self-efficacy  implies  that  the  goal  has  been  set 
 (Bandura,  1986).  Furthermore,  as  suggested  by  Gist  and  Mitchell  (1992)  self-
 confidence  is  a  general  belief  whereas  self-efficacy  is  a  task  specific  and  perceived 
 ability  to  achieve  the  goal.  Another  important  concept  is  the  resilience,  which  is 
 defined as the ability to bounce back and effectively deal with adversity and it highly 
 correlates  with  self-efficacy  (Shwarzer  &  Warner,  2013).  However,  as  Bandura 
 suggests, self-efficacy differs from resilience as self-efficacy might be present without 
 the effect of stressors (Bandura, 1997). 


According  to  Bandura  (1997),  people’s  perceived self-efficacy  will  determine  the 
decisions  and  actions  undertaken  by  individual  as  the  human  behavior  is  heavily 
motivated  by  cognitive  self-influence,  and  levels  of  self-efficacy  will  determine 



(24)whether a person has self-enhancing or self-debilitating thoughts (Bandura, 1997).  In 
 the eye of the theory, self-efficacy is the strongest mechanism of self-influence and 
 self-regulation that plays pivotal role in motivation and without it individuals would 
 have little incentive to act on achieving their goals or amending undesired situations. 


Self – efficacy affects motivation and goal selection as well as impacts the amount of 
 effort  and  time  one  invests  in  achieving  the  goal  (Bandura,  1997).    Generally, 
 individuals  with  a  strong  sense  of  self-efficacy  are  motivated,  persistent,  goal-
 directed, resilient, and clear thinkers under pressure (McCormick, Tanguma & Lopez-
 Forment, 2002).  


According  to  Bandura  (1997),  self  –  efficacy  is  created  by  the  four  main  sources  of 
 information:  the  mastery  experience,  vicarious  experiences,  verbal  persuasion  and 
 psychological and emotional states. 


The mastery experiences 


Bandura (1997) describes the mastery experience as the acquisition and integration 
 of  the  task-specific  knowledge  or  the  ability  over  time.  It  further  posits  that  the 
 mastery experiences are the strongest and the most influential source of self-efficacy 
 (Bandura,  1997).  The  aftermath  of  mastery  experiences  influences  the  decision  to 
 perform a task, the amount of effort applied and the level persistence exerted in the 
 process of achieving the goal (Bandura, 1997).  As Bandura (1997) states: “[Mastery 
 experiences are] the most authentic evidence of whether the individual is capable of 
 successfully  completing  the  task”.  However,  it  is  also  crucial  to  notice  that  mastery 
 experiences will not affect different individuals in the same manner as people differ 
 in their interpretative biases. A number of factors might affect the interpretation and 
 the  integration  of  mastery  experiences  as  the  self-efficacy  source;  for  instance:  the 
 perceived  difficulty  of  the  task,  how  hard  one  works  for  it,  how  much  help  one 
 received,  the  conditions  under  which one  performs,  one’s  emotional  and  psychical 
 state  at  the  time,  one’s  rate  of  improvement  over  time  and  biases  in  how  one 
 monitors  and  recalls  accomplishment  (Bandura,  1997).  According  to  Rosenthal 
 (1995), women are especially inclined to exhibit such an interpretation bias as they 
 are  generally  prone  to  attribute  their  success  to  the  help  of  others  and  luck  which 
 disables the positive impact a mastery experience would normally have on a person. 


Additionally,  because  women  possess  generally  lower  levels  of  efficacy  and 
confidence  than  men,      they  are  more  prone  to  withdraw  themselves  from 
completing a mastery experience. 



(25)The vicarious experiences  


Vicarious  experiences  as  the  source  of  self-efficacy  is  “mediated  through  modeled 
 attainments”  (Bandura,  1997)  and  it  occurs  in  the  process  of  social  modeling.  The 
 self-  efficacy  levels  are  affected  through  social  comparison  process  when  an 
 individual  compares  himself/herself  against  other  in  the  social  context  (Bandura, 
 1997).    Vicarious  experiences  are  considered  to  be  the  second  strongest  source  of 
 self-efficacy. Moreover, it was also debated that virtually anything might be learnt by 
 using social modeling and vicarious experiences instead if direct experience (Bandura, 
 1986).    In  social  modeling,  the  observer  is  influenced  by  the  way  the  competent 
 model  deals  with  the  demands  by  transmitting  relevant  knowledge  and  behaviors 
 (Bandura,  1997).    Namely,  observing  others  while  they  succeed  or  fail  helps  in 
 interpreting  one’s  own  ability  to  perform  a given  task.  The  level  of  influence  the 
 model has on the observer is mediated by the level of perceived similarity between 
 the  two  (1997).    In  the  context  of  leader  self-efficacy  development,  women’s 
 vicarious experiences are limited as they are exposed to few role models (women in 
 leadership positions) during their lifetimes, thus the process  of social comparison is 
 limited  (Hackett  &  Betz,  1981).  This  should  be  especially  alarming  as  the  past 
 research  suggest  that  vicarious  experiences  might  be  the  strongest  efficacy 
 information  for  woman’s  leader  efficacy  development  (Garmon,  2008;  Zeldin  & 


Pajares, 2000) 
 Verbal persuasion 


Verbal  persuasion,  also  referred  to  as  social  persuasion  is  the  third  most  influential 
 source of self-efficacy (Bandura, 1997).  Verbal persuasion is the process of conveying 
 inspiration massages which promote motivation for success and foster the endurance 
 necessary  in  completing  the  task  without  premature  abandoning  of  the  goal 
 (Bandura, 1997).  Social persuasion may strengthen an individual’s self-belief in their 
 capabilities in achieving the given task, however as marked by Bandura (1997): “may 
 be  limited  in  its  power  to  create  enduring  increases  in  perceived  efficacy,  but  it  can 
 bolster  self-change  if  the  positive  appraisal  is  within  realistic  bounds”  (Bandura, 
 1997).  According  to  Wood  and  Bandura  (1989),  it  is  important  that  people  receive 
 realistic encouragement, as it is prerequisite to overcoming self—doubt and exerting 
 more  effort  to  become  successful.    Thus,  receiving  a  praise  and  awareness  that 
 somebody  believes  in  one’s  potential  has  the  power  to  improve  one’s  self-efficacy.  


The  most  common  sources  of  verbal  persuasion  according  to  Bandura  (1977)  are 
verbal encouragement, mentoring, coaching and feedback monitoring.  Similarly with 
the  case  of  vicarious  experiences,  women  may  lack  a  person  in  their  life  to  convey 



(26)verbally encourage them to take on leadership roles. Moreover, as Hackett and Betz 
 (1981) suggest, the verbal massaging that a woman receives across her life span may 
 actively discourage her from taking on the leadership role. 


Psychological and emotional states   


Lastly, Bandura’s theory (1997) offers the fourth source of self-efficacy – the arousal 
 of psychological and emotional states. In addition to vicarious experiences, Bandura 
 argues,  observing  others  might  affect  the  emotional  and  psychological  states  of  an 
 observer which in effect  leads to the greater sense of  self-efficacy (Bandura, 1997).  


Even though, the research found that arousal of psychological and emotional states is 
 the weakest source of self-efficacy (Hagen et al., 1998), Bandura still distinguishes it 
 as a separate source of self-efficacy (Bandura, 1997). The positive psychological and 
 emotional states can increase the perception of competences and abilities, however, 
 as  posited  by  Conger  and  Kanungo  (1988),  the  aversive  arousal  caused  by  stress, 
 anxiety,  fear,  depression  and  so  forth  have  a  negative  effect  on  perceived  self-
 efficacy. Moreover, Bandura argues (1997), the arousal states are the most effective 
 when the receiver fully personalized the perspective of another.  


Bandura’s theory has gained broad academic recognition and a number of different 
 contributors.  In  order  to  have  a  better  overview  of  the  process  of  self-efficacy 
 creation  on  an  individual  level,  it  should  be  beneficial  to  add  to  this  review  the 
 informing  work  of  Gist  and  Mitchell  (1992)  who  in  their  model  “Self-efficacy  – 
 performance  relationship”  described  both  some  additional  efficacy  cues  that  affect 
 efficacy information as well as assessment processes that an individual undergoes in 
 their self-efficacy orchestration.  


Assessment processes  


According to Gist’s model (1992), the first type of efficacy assessment is the analysis 
 of task requirements. In the process of task assessment, the presumptions of what it 
 takes  to  perform  at  a  certain  level  are  formed.  The  importance  of  the  task 
 assessment  is  especially  important  if  the  performed  task  is  novel  or  it  was  only 
 observed  – for example by utilizing social modeling process (Gist  & Mitchell, 1992).  


On the other hand, if the task was already performed by an individual in the past, the 
 assessment  will  be  derived  from  the  person’s  interpretation  of  the  causes  of  past 
 performance levels. 


The second and most typical assessment in the efficacy judgments is the attribution 
analysis  of  experience  (Gist  &  Mitchell,  1992).  The  attribution  process  is  the 
evaluation of why a particular level of performance occurred. Fiske and Taylor (1991) 
propose  fallowing  definition  of  attribution  theory:  ““Attribution  theory deals  with 



(27)how  the  social  perceiver  uses  information  to  arrive  at  causal  explanations  for 
 events.  It examines what information is gathered and how it is combined to form a 
 causal judgment”. One of the most prominent scholars in attribution theory, Heider 
 (1958) offers the general distinction of how people find the causality of events. In his 
 view  people  may  hold  internal  attribution,  which  assigns  the  cause  of  behavior  to 
 some internal factors e. g. personality, skills or knowledge. On the other hand, people 
 who  hold  external  attribution,  view  the  causes  of  the  behavior  as  external  and 
 outside  of  the  control  of  the  person  (Heider,  1958).  Additionally,  Weiner  (1985) 
 proposed  that  attribution  may  be  further  categorized  as  stable/non-stable  and 
 controllable/uncontrollable.    The  internal  or  external  attributions  in  self-efficacy 
 judgments (i.e. effort, ability, luck, task difficulty) are well recognized determinants of 
 self-efficacy  (Gist  &  Mitchell,  1992).    The  difference  between  attributions  and  self-
 efficacy  judgments  arises  from  the  fact  that  attributions  are  made  based  on  the 
 causes  of  past  behavior,  whereas  self-efficacy  refers  to  future  capabilities  (Silver  et 
 al., 1991).  However, as argued by Gist and Mitchel (1992), attributions derived from 
 past experiences are useful in judging future performance.  


Personal experiences are the strongest source of information for attribution analysis, 
 the  causes  gained  through  social  modeling  or  persuasion  might  also  affect  the 
 interpretation.  Those  two  antecedents  are  a necessary  but  not  sufficient  source  for 
 forming self-efficacy belief, thus the third aspect – the assessment personal/situation 
 constrains must be considered. In this process, an individual must consider personal 
 factors such as the level of anxiety, depression, desire or available effort as well as a 
 situation  factor  like  distraction  and  competing  demands  that  could  influence  future 
 performance (Gist & Mitchell, 1992).  


These  three  assessment  processes  provide  interpretative  data  which  is  used  in  an 
estimation  of  orchestration  capacity,  namely  individual’s  judgment  of  her/his  self-
efficacy. The perceived self-efficacy will in turn affect the behavioral choices such as 
effort,  goal  level  and  persistence,  thus  affecting  the  performance  (Gist  &  Mitchell, 
1992).  The last ingredient of the model is the feedback. As demonstrated by Bandura 
and Cervone (1986) feedback can strongly influence self-efficacy, especially when its 
provided  by  the  credible,  trustworthy  and  prestigious  person  (Bandura,  1977).    As 
briefly  described  in  the  previous  section,  the  assessment  process  that  woman 
undergo  in  her  efficacy  orchestration  differs  from  the  one  of  a  man.  The  main 
differences  stems  for  the  differences  in  attributional  assessment  which  is 
disadvantageous  for  women  (women  do  not  fully  gain  self-efficacy  after  successful 
completion of the task as they tend to ascribe their success to luck and help or other 



(28)and  not  to  their  abilities  )  (Rosenthal,  1995).  Additionally,  women  also  experience 
 lower  levels  of  self-esteem  and  confidence  than  may  exaggerate  the  perception  of 
 personal  constrains  during  the  assessment  process.  Overall,  the  differences  in 
 assessment process between men and women may explain why women seem not to 
 build  strong  sense  of  efficacy  (even  when  exposed  to  the  same  kind  of  efficacy 
 information). 


Efficacy cues 


Gist and Mitchell (1992) did not directly include the efficacy cues in their model but 
 they  have  provided  an  informing  overview  of  the  external  and  internal  causes  that 
 influences  self-efficacy.  The  importance  of  the  examination  of  internal  and  external 
 causes  affecting  self-efficacy  is  best  expressed  by  Bandura  (1986)  who  claims  that 
 each  of  the  four  efficacy  experiences  (mastery  experience,  social  modeling,  verbal 
 persuasion,  emotional/physiological  arousal)  are  very  complex  and  each  of  those 
 experiences comprises of external and internal information that affect self- efficacy. 


Additionally,  the  external  and  internal  cues  that  men  and  women  experience  may 
 differ  from  each  other.  The  affect  that  efficacy    cues  have  on  self-efficacy  is  best 
 explained by Gist and Mitchel (1992), and the idea that: “External factors appear to 
 affect  self-efficacy  indirectly  through  their  influence  on  internal  variables,  such  as 
 motivation, ability, performance strategies, and so on”.  Gist and Mitchell (1992) uses 
 taxonomy taken from attribution theory in order to classify different types of efficacy 
 cues.  In  their  view,  efficacy  cues  might  be  external  or  internal;  easily  changed  e.g. 


mood, whereas other can be resistant to change e.g. group interdependence. Finally, 
 efficacy  cues  might  be  under  the  personal  control  e.g.  effort,  while  others  may  be 
 solely under the control of organization e.g. financial resources. 


External cues  


According to Gist and Mitchell (1992), the first external cue that affects self-efficacy is 
the nature of a task itself and its evaluation by an individual. Although a task might be 
potentially evaluated from numerous perspectives, individuals might analyze aspects 
such  as  the  degree  of  interdependence  or  the  amount  of  available  resources  to 
perform  the  task  (Bandura,  1988).  Generally,  as  argued  in  Cervone  (1985),  self-
efficacy is enhanced when a person focuses on doable parts of the task as opposed to 
formidable components.  Another external cue proposed by Gist and Mitchell (1992) 
is  a  task’s  complexity.  The  complexity  of  the  tasks  is  comprised  of  the  number  of 
component parts involved in completing the task, uncertainty and sequence of steps 
needed to accomplish the task (Gist & Mitchell, 1992).  Previous research proven that 
self-efficacy might be manipulated by changing the possible attainments of the task. 
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