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ABSTRACT 

Various studies have documented the importance of leadership and its impact on organizational 

and employee outcomes(Do & Minbashian, 2020; Zaccaro, Green, et al., 2018). Focus on trait 

theory marks the commencement of a systematic study of leadership(House & Aditya, 1997). 

Subsequently, the focus shifted to the study of behaviours associated with leadership(Ibid). 

Discussion on contingency theories(Fiedler, 2018) followed along with the proposition about 

heroic styles of transformational(B. M. Bass, 1991) and charismatic leadership(Yukl, 1999). 

Later, discourse on leadership shifted to leadership associated with the mundane(Alvesson & 

Sveningsson, 2003). Despite extensive studies on leadership, certain aspects, particularly that 

of administrative leadership need more attention(Van Wart, 2013). The complexities and 

constraints associated with administrative leadership(Pedersen & Hartley, 2008) and its impact 

on public life make it a fit case to warranting the need for this study. Since the prominent 

studies on administrative leadership are embedded in the western context(Vogel & Masal, 

2015), the study of administrative leadership of the central public sector enterprises in India is 

undertaken.    

Leadership is about influence(Yukl, 2014), which has been the focus of this study. Prominent 

approaches of leadership, study leaders, from an entity perspective, focussing on traits, 

behaviours, and styles(Zaccaro, Dubrow, et al., 2018). The influence approach to the study of 

leadership focusses on leadership from a relationship perspective, the directionality of which 

is not fixed(Uhl-Bien, 2011). In this approach, followers participate in the co-production of 

leadership by exercising reverse influence(Kellerman, 2008). The context in which leadership 

and followership are situated provides boundaries to the influence of both leaders and 

followers. Context impacts the social identity of people who are in it(D. Van Knippenberg & 

Hogg, 2003), which impacts the typology of leadership that is more successful in influencing 

followers in that context(Ibid). The study thus focussed on the influence mechanism of 

administrative leadership, in the Indian public sector context and the associated reactions of 

the followers and consequent outcomes.  

The implementation of new public management has not been consistent across 

geographies(Dunleavy et al., 2006). A need for the study of the Indian public sector context 

was thus felt to not only corroborate the findings of similar contexts but also understand the 

drivers impacting both leadership and followership in the context. Review about public sector 

leadership is also associated with the new public management philosophies(Vogel & Masal, 
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2015), with discussion on suitability and impact of leadership styles such as transformational 

and ethical(Ibid), with little convergence on a specific style(Aziz et al., 2012). Studies about 

followership style in the public sector context are also limited(Jin et al., 2016), though, limiting 

impact of the context on the followership is noted. The study aimed to address these gaps in 

the literature.  

The scope of the study was limited to the central public sector enterprises in the energy sector. 

The study was divided into two phases, with phase-I focussed on the qualitative research 

conducted through semi-structured interviews, supported by the unique technique of photo-

voice and elicitation(Liebenberg, 2018; Mannay, 2015). The responses for phase-I of the study 

were collected from three central public sector enterprises in the Indian power sector, within 

the Indian energy sector. The photo-voice and elicitation(Ibid) technique was improvised by 

using google repository of images, to facilitate the respondents to choose images associated 

with their perceptions about the prevalent and the ideal typology of leaders at the top and group 

level of their companies. The responses were later coded into themes and sub-themes(Saldaña, 

2015).  The emergent typologies about the prevalent leadership and followership were mapped 

against the implicit leadership typology(Epitropaki & Martin, 2004) and implicit follower 

typology(Sy, 2010) scale.   

The findings of Phase-I of the study indicated that the public sector context in India, though 

welfare-oriented, is system driven and rigid enough to restrict decision making. There is a 

strong result focus within the context. However, risk-taking and innovation are limited by 

controls imposed by monitoring agencies and the stakeholders. The system seems to be 

apathetic to idiosyncrasies of employees, with little incentive to perform better than the rest.  

These characteristics of the context impact the emergent leadership and followership. 

Monitoring induces rigidity in operations, which also mandates system compliance. This 

creates a filter of the system, which the followers use to gauge the alignment of the intent of 

the leader to public service motivation. Public Service motivation(Perry & Wise, 1990) 

involves the intention to serve the interests of the public and self-sacrifice(Tuan, 2016). The 

reaction of the followers is also impacted by their judgment of the leader’s intent. The outcomes 

of the phase-I of the study point to dimensions of top and group leadership in the Indian public 

sector context, emerging as an interplay of dispositional and contextual characteristics. TISM-

P(Sushil, 2018b) was used to generate a conceptual model using the collected responses and 

emergent themes from the data collected during the qualitative research. 
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Focus on results, induces the importance of tangible social exchanges(Cropanzano & Mitchell, 

2005), which prompted the approach of phase-II of the study, which focussed on studying the 

dynamics associated with the grant of idiosyncratic deals (I-deals)(Rosen et al., 2013) in the 

public sector. These dynamics are studied by proposing models, utilizing the characteristics of 

the leaders, followers, and the context. In particular, group leadership in the energy sector and 

its impact of I-deals has been further explored, giving insights into how the influence is played 

out during the grant of I-deals. 

The methodology of phase-II was designed to conduct the study from a social comparison 

perspective(Festinger, 1954; J. V Wood, 1996). Hypotheses were formulated based on the 

outcomes of the phase-I of the study and review of the relevant literature. To fulfill the 

objective of carrying out the study from a social comparison perspective, the questionnaires 

were designed to be administered to two cohorts, asking them to record their observations about 

the ‘star-worker’, in their workgroups. ‘Star-workers’, were defined as employees who have 

been acknowledged for their contributions by the organization. The perceptions about some of 

the organizational climate and the group leader’s attributes were also collected. Specific models 

were formulated based on the hypotheses and tested utilizing the data obtained from the cohorts 

of leaders and co-workers of the ‘star-worker’.    

The phase-II findings validated some of the findings of phase-I of the study, about the 

perception of organizational climate and the group-leaders. The inflexibility of the 

organizations(Kerr & Jermier, 1978) was found to be significantly positively associated with 

the perception of politics(Kacmar & Ferris, 1991) in organizations. The group leaders were 

found to possess positive prototypical qualities. Negative dimensions of the prototypical 

characteristics were noted to be present in the group leaders, rated to be lower than the positive 

prototypical characteristics. However, for the cohort of co-workers (read followers) the specific 

indirect effect of the negative prototypical characteristics of group-leaders on the perception of 

politics and the political skills of the ‘star-workers’ was significant. The political skills(Ferris 

et al., 2005) of the ‘star-workers’ were found to be significantly positively associated with their 

reverse influence(Martinez et al., 2012).  

The study has contributed to the literature about the public sectors, by not just corroborating 

the findings of the existing literature, but highlighting the impact of systems and policies on 

the influence of administrative leaders in the Indian context. The administrative leaders in the 

Indian context were noted to be ‘system-verified’ by their followers. The followers verify 

whether the intent of leaders behind their influence attempt is directed to achieve objectives 
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within system boundaries. The study also contributes significantly towards the theory building 

of administrative leadership, by highlighting the prevalent attributes of leadership in the Indian 

central public sector undertakings at top and group level and also mapping the attributes to the 

implicit leadership typology scales. A contribution is registered towards followership literature 

by identifying the prevalent attributes of the followers and ‘star-workers’, in the Indian public 

sector context. The study of the dynamics of the I-deals was conducted from a social-

comparison perspective, addressing the gaps in the I-deals literature. Further, the aspect of a 

leader’s discretion in the grant of I-deals has been uniquely identified. The study improvises 

the photo-voice and elicitation technique(Liebenberg, 2018; Mannay, 2015), which could be 

used to unearth the implicit beliefs of the respondents in future studies.     

The findings have implications for the improvement in policies of the central public sector 

undertakings in India, to enhance flexibility and engagement. The findings can also be utilized 

in the selection and development of the public sector leadership in the Indian context, to ensure 

the presence and development of public service motivation and social capital in administrative 

leaders. Limitations of the study include the limitation in the scope, which was limited to the 

energy sector. The scope of future studies in this area may be enlarged for better 

generalizability of the findings. The nature of the study was cross-sectional. Longitudinal 

studies would help understand the impact of changing context, over time, on the administrative 

leaders and followers. The study was primarily focussed to study the behaviours of 

administrative leadership. Findings about followers in the public sectors emerged during the 

study. More focussed studies on followership in the Indian public sector would be required for 

further building the existing body of literature.  

Keywords: Leader, leadership, administrative leadership, public sector, influence, follower, 

idiosyncratic deals.  
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