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ABSTRACT: In the media industry, fast innovations and increasing competition require a high
degree of corporate leadership (Koryak, Mole, Lockett, et al., 2015). The study of leadership
appears to be an increasingly relevant issue. This research aims to find out to what extent leaders
(editors and publishers) behave and understand their roles in Chilean and Spanish newsrooms. A
questionnaire was applied to measure and identify leadership traits that are considered crucial,
thus making possible to acknowledge transformational leaders and differentiate efficient leaders
from ineffective. The results show that editors believe they have the ability to inspire, share goals
and understand what is important, in contrast with the working experiences of their employees,
that often have a low opinion of media companies as places to work.
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RESUMEN: En la industria de los medios, las innovaciones y la creciente competencia requieren
un alto grado de liderazgo para mantenerse vigente (Koryak, Mole, Lockett, et al., 2015). El
estudio del liderazgo parece ser un tema cada vez mas relevante y esta investigacion tiene como
objetivo conocer en qué medida los lideres (directores y editores) se comportan y entienden sus
roles en las salas de redaccidn chilenas y espafiolas. Para eso se aplicd un cuestionario con el
objetivo de medir e identificar los rasgos de liderazgo que se consideran cruciales, lo que hace
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posible reconocer a los lideres transformacionales y diferenciar a los lideres eficientes de los
ineficaces. Los resultados muestran gque los editores creen gue tienen la capacidad de inspirar,
compartir objetivos y comprender lo que es importante, en contraste con las experiencias laborales
de sus empleados, que a menudo tienen una opinién no del todo favorable.

Palabras clave: liderazgo; salas de redaccion; industria de medios; liderazgo transformacional

1. Introduction?

Digital technologies have changed the “game rules” in almost every product and service
market. Nowadays, media firms should be extremely flexible and creative to protect their
market shares against old and new rivals (Pérez-Latre, 2014). Quick innovations and more
competition in the media industry demand a high degree of corporate leadership (Dal
Zotto & Van Kranenburg, 2008; Koryak, Mole, Lockett, et al., 2015). Without changes,
companies are left behind. Often transformations are not quiet and linear, as they require
new strategies, business models and processes to create and generate value (Nieves et al.,
2014). In summary, leadership has become one of the main sources of competitive
advantages (Jaiswal and Dhar, 2015).

Our research aims to test how leaders (editors and publishers) behave and understand
their role in Chilean and Spanish news media. We would like to identify whether they
aspire to foster the necessary industry innovations with a long-term vision as it has been
proved that decisions oriented just to get immediate results without considering quality
have a potential to generate more damage than profits.

2. Reference framework
2.1. Transformational leadership: change for the organization’s good

The study of leadership in the media industry appears to be an increasingly promising
research venue. The ever-changing nature of the industry combined with disappearing
entry barriers and a tendency to “democratization” is leading to the perception that people
become the key “asset” for editorial and commercial success.

Many authors have listed the qualities leaders must have (Fairhurst & Connaughton,
2014; Peters, 1987; Bennis, 1989; Kotter, 1982; Yukl, 2002). They can be grouped in four
characteristics: (1) A clear idea of what they want to achieve; (2) passion and capacity to
inspire; (3) integrity, sincerity and trustworthiness, but also (4) curiosity and daring.
According to Bass (1999), leaders are a different breed: they can foster working
environments that are attractive and innovative to employees’ eyes. They have the ability
to plan improvements and integrate efforts and motivation so that results make a
difference both internally and externally.

In the last decade, an abundant number of leadership concepts have been proposed: it is
difficult to establish specific definitions (Northouse, 2004). However, many of them have
something in common: leadership is considered as an influence process where every
leader has one or more followers (Vroom & Jago, 2007). More recently, researchers have
looked into the identification and classification of different leadership styles, approaches

2This work was supported by Conicyt, under Grant Fondecyt N2 11150020.
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or types. Some authors (Rubin et al., 2005; Jackson et al., 2013) consider that it is useful
to distinguish between corrective, transactional and transformational leadership.

Corrective Leadership is established when leaders try to redress mistakes and deviations:
the kind of actions that have to be carried out when something goes wrong (Bass, 1999).
This model is related to “laissez-faire” or even the absence of leadership that appears
when leaders avoid taking decisions or when they are not present to clarify doubts and
solve problems.

Transactional Leadership is rooted on individualized considerations: leaders give their
subordinates a differentiated treatment, according to their needs and capacities; they also
provide contingent rewards that refer to the process in which constructive transactions
between leaders and followers are established (Judge & Piccolo, 2004). At this point,
expectations are clearer and the rewards that will be granted with the fulfillment of goals
are specifically established.

Transformational leadership is based on processes that facilitate change in the persons
that are part of an organization. Leaders allow their employees to elevate themselves
beyond individual goals to embrace collective ones. Burns (2003) relates transformational
leadership to leaders that appeal the intrinsic motivations to generate changes in working
teams. Bass (1999) describes it from the effect it produces on followers: motivation and
self-esteem are the key tools for change that lead companies to improve their
performance. The value of results is good not just for them but for the organization as a
whole: personal motivations become global motivations (Men, 2014). Such leaders work
on emotions, values, ethics, standards and the satisfaction of needs to fulfill their goals.

Podsakoff et al. (1990) go a bit further, underlying six key behaviors of transformational
leaders: a) give an intellectual stimulus that challenges subordinates; b) articulate a vision
for the future of the organization that inspires; c) build models of supervision that offer
guidance to collaborators; d) foster the acceptance of group goals in order to reach a
common goal; e) provide individual support to understand the personal and specific
motivation on each team member; f) establish demanding but achievable performance
goals communicating the expectation that future results will improve the present ones.

The common denominator is the change that leaders provoke in their followers. In order
to achieve that goal, it is necessary to work generating strong ties of engagement and
appeal to long term motivations (Tansky & Cohen, 2001). As a result, a number of
positive attitudes are generated that facilitate problem-solving and help to face new
challenges: there is more openness to feedback, and criteria for individual decisions are
fine-tuned (Gillet & VVandenberghe, 2014).

From a conceptual standpoint, transformational leaders show a wide array of behaviors
(Bass & Riggio, 2006): they are examples to follow (charisma), give meaning to their
subordinate’s actions (inspiration), encourage the search for alternative solutions to
routine problems (intellectual stimulus), and are generally concerned for the individual
needs of employees (personalized attention). Besides, as transformational leadership
tends to be also inspirational, it tends to connect deeply with people leading to growth
and personal development (Chalofsky & Krishna, 2009). Bass & Avolio (1994: 48) say
that transformational leadership happens when leaders reward or punish their followers
according to the work’s quality. Therefore, it depends on the effort levels.
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2.2. Leadership, creativity and innovation

Transformational leaders are able to create a culture of change in their organizations: they
do not tolerate employees that are just looking at their comfort zone, they help them to
avoid the fear to risk and to work in a creative way. Such environment is the first step to
foster an innovative spirit (Amabile, 1998). Creativity is considered a long term bet, as
opposed to a quick way to find solutions to present and specific problems (Imran, llyas,
Aslam & Fatima, 2018).

The more effective competitive advantages are related to creative processes, ideation,
talent and knowledge. To achieve those goals it becomes necessary to establish formal
processes that can allow the replication of such processes so that they do not become
isolated events but practices that become established: in this way experiences become
good practice and learning for the organizations.

Transformational leaders have learned that in order to reach creative solutions the
different company areas must be aligned so that creative abilities are improved throughout
the organization. Such strategic orientation is a source of opportunities that could lead to
an environment where breakthrough innovations become frequent.

Creativity is built in organizations by fostering the interaction of four components with
decisive influence in our attitudes to work: creative thinking, environment, experience
and motivation (Amabile, 1998). The environment in which a person develops is the first
factor. In more competitive environments, the possibilities to increase creativity grow.
The second factor that influences creativity is each person’s experience: all the things that
a person has learned can be transformed into new solutions for the organization. Another
element comes from creative thinking: the ability to group already existing ideas in brand
new combinations. Such skill depends both on personality, the person’s way of thinking
and working, and also his or her degree of market knowledge.

When individuals feel they are supported by leaders that foster a company-wide flow of
knowledge, there is an increase in their contribution to their companies’ development
(Wang, 2010). After researching employees’ relationships with their superiors, Zhang &
Bartol (2010) conclude that the higher the involvement of employees, leaders and
organizations in creative processes, the higher the chances to improve ROI for a company.

Innovation has become the key element to achieve long term results, regardless industry
and sector (Hon, 2012). Leadership generates employees’ commitment, and such
commitment fosters innovation. Cerne et al. (2013), for example, studied the correlation
between 300 employees and their leaders and found out that leadership has a direct
influence on the degree of “corporate innovation™: people are able to sort out problems
and can face new challenges if they feel they have internal support and recognition
(Afuah, 2014).

2.3. Leadership in the media industry

The media industry landscape has experienced deep adjustments since 2008: “Across our
26 countries (analyzed), we see a common picture of job losses, cost-cutting, and missed
targets as falling print revenues combined with the brutal economics of digital in a perfect
storm” (Reuters Institute, 2016).

The growth of competitors outside the traditional media industry’s boundaries also had
an impact on the business. Audience’s migration to new platforms has led to a steep
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decline in advertising, single-copy sales and subscribers in print media. The old
incumbent media organizations, like Time-Warner, Bertelsmann or News Corp, should
compete now with telecommunication and online firms: Google, Apple and Facebook are
dominant in the content distribution and advertising markets. According to Mitchell and
Holcomb (2016) these companies already own 70% of the online advertising space.

To face such difficult task, transformational leaders may use the lever of intrinsic
motivation (Cardona, 2000): every person working in a media firm is well aware of the
effects of content delivered by media organizations in society. Kiarie, Maru, and
Cheruiyot (2017) showed that extroverted leaders, with emotional stability and willing to
create new experiences, generate positive effects on employee job satisfaction.

Almost any employee looks forward to participate in projects that develop his or her
intellectual abilities: such goal can easily be achieved in creative organizations like news
media firms. In addition, such companies can provide opportunities for internal mobility.
This vision of the world of work demands strong efforts to acquire, keep and motivate
people. This is a difficult goal as media executives often bemoan the lack of motivation
in their employees and the shortage of qualified staff for some essential departments in
their organizations (Colbert, Barrick & Bradley, 2014).

Breevaart and Bakker (2018) argue that the behavior of transformational leaders allows
the generation of employee commitment and thus may reduce turnover even in short-term
and temporary missions. Chile and Spain are not exceptions to this general rule. Mellado,
Salinas, Valle & Gonzalez (2010) confirmed it in their study of four regional capitals of
Chile that analyzes the job market and journalist’s professional profiles. They found that
seven out of ten journalists have had between two and fifteen different jobs in the last
three years, being those under forty years old the ones with higher mobility and turnover.

The picture in Spain does not look any better. Palacio Llanos (2015) published a report
based on a survey conducted with 20.000 journalists affiliated to the Association of
Spanish Journalists. Only 43,5 percent of the 2.423 people who answered the
questionnaire considered their working conditions as fair; 58,3 percent declared that they
were satisfied with their job; and 65 percent said that in the future they will probably work
as independent news providers, not as employees of media firms.

The new competitive landscape demands an increased emphasis in the development of
leadership abilities inside media firms. Transformational leadership has a significant
influence in working satisfaction and commitment in organizations (Atmojo, 2015).
Working satisfaction has a positive and significant influence on employee performance.
Such virtuous cycle (motivation, commitment, work satisfaction) makes possible to foster
organization’s innovative spirit (Shanker, Bhanugopan, Van der Heijden & Farrell,
(2017).

Uusi-Kakkuri (2017), consider that transformational leadership is an appropriate style for
the leadership of creative people, this is particularly beneficial for this industry that is
based on its success in generating creative and quality content day by day. Also she
considers that the most transformational leaders are creative as well, which indicates that
they are in good position to lead innovators, and as we have seen this will be key to stay
in front of the great existing competition.

In general, studies about leadership in the media industry have not been abundant. Pérez-
Latre & Sanchez-Tabernero (2003) were among the first to explore the field showing that
in media companies radical transformations do not come about without the existence of
one or several leaders, capable of mobilising the organisation where they work. Kiing
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(2006), Benavides (2012; 2017) and Deslandes (2016) are among the few authors that
have looked into the role of leadership in the media industry.

3. Methodology and research questions

The general objective of the study is to find out if the directors and editors of Chilean and
Spanish news media perceive themselves as transformational leaders, and how this
leadership style benefits to their organizations. We consider that Chilean and Spanish
market are faced with similar problems: a lot and new competitors; fragmented audience
(Alvarez, 2016; Sanchez y de la Cavada, 2018); and constant decline in advertising
investment (Achap, 2018; InfoAdex, 2018).

This is the context in which our three research questions are established:
Q1 How do news media managers perceive their own leadership styles?

We hypothesize that many news firms are not taking advantage of their potential to foster
creativity and innovation because of their lack of efficient leadership at the top of the
organizations. That explains that the most radical and successful changes in the industry
come from new players, many of them coming from other non-related product markets.
In many cases, such lack of leadership is not adequately identified by the managers and
becomes "endemic”. Following our point, we guess that publishers and editors
overestimate their leadership skills. Therefore, our goal with this question is to measure
the perceptions of Chilean and Spanish managers about their ability to lead news media
companies.

Q2 Is there a match between leadership theory (generation of innovative environments in
creative industries) and editors and managers perceptions of their management tasks?

In media environments, intangible assets are crucial: talented and motivated teams should
produce innovative contents which can conquer the attention and trust of the audience.
There is a solid body of research that points out to the kind of leadership needed in those
creative contexts. Managers should not give orders but inspire people (Zhang & Bartol,
2010). And micromanagement should be replaced by participatoy decission-making
processes (Men, 2014). With this second question, we would like to compare theory and
the industry leaders’ perceptions. In other words, we would like to verify if leaders use
the frames and tools that are considered essential to generate value in "knowledge creating
companies" and promote the innovation according to the literature.

03 Is there any correlation between leadership practices and i) firms’ size, ii) distribution
systems or platforms used, iii) years of existence, and iv) type of ownership?

Media firms deliver news and entertainment content to their audiences. But they differ in
many ways: they have different size and scope; they distribute their offers through print
media, radio or television broadcasting, cable and satellite and the internet; they are
owned by the state, by individuals or families or they have a diversified ownership if they
are quoted in the stock exchange. We would like to discover whether each one of those
options has an impact on the kind of leadership practiced in news organizations.

To find the right answers to our three questions, we have sent a questionnaire to managers
and editors of Chilean and Spanish news media. The research instrument is made of three
parts. The first is the Multifactor Leadership Questionnaire 5X, commonly known as
MLQ5x. It was developed by Bass & Avolio (2000). This instrument is validated for
(Mittal & Dhar, 2015; Qu, Janssen, & Shi, 2015; Pilbeam, Doherty, Davidson, & Denyer,
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2016; Zwingmann, Wegge, Wolf, Rudolf, Schmidt, & Richter, 2014; Aga,
Noorderhaven, & Vallejo, 2016; Jensen, Andersen, Bro, Bgllingtoft, Eriksen, Holten &
Westergard-Nielsen, 2019) and is considered the best method to measure this kind of
issues and the most research style study in academic journals (Eberly, Bluhm, Guarana,
Avolio, & Hannah, 2017; Antonakis, & Day, 2017).

It uses 45 statements that measure and identify nine key leadership traits. It makes
possible to acknowledge transformational leaders and differentiate efficient leaders from
ineffective leaders. All items were answered using a 5-point Likert scale where 0= totally
disagree and 4 = totally agree.

The nine sub variables are grouped in three higher order variables (Figure 1):
Transformational Leadership, Transactional Leadership and Corrective Leadership. The
first higher order variable corresponds to Transformational Leadership that is made up of
charisma or idealized influence: it measures the degree in which leaders behave in such a
way that followers identify with him or her. That dimension is composed by a) Idealized
attributed influence that allows knowing whether leaders are perceived as powerful and
trustworthy, focused on ideals and higher order ethics; b) Idealized conductual influence
that refers to charismatic actions by a leader that are centered in beliefs and values; c)
Inspirational motivation is a mechanism that allows leaders to articulate their vision and
motivate their collaborators with long term goals. Table 1 shows also the variables
corresponding to transactional and corrective leadership.

Table 1. MLQ variables

Variables Indicators Acrony  Number of
m items in the
guestionnaire
Transformational 1. Idealized attributed 1Al 20
leadership influence IBI
2. ldealized behavioral IM
influence IS
3. Inspirational motivation IC

4. Intellectual stimulation

5. Individualized
consideration

Transactional 1. Contingent rewards CR 8

leadership 2. Management-by-exception MBE-A
active

Laissez-faire 1. Management-by-exception MBE-P 8

leadership passive LE

2. Laissez-faire
Source: Own elaboration.

The second part of the questionnaire is built to understand the relationships between
leadership, creativity and innovation. In order to achieve that goal a tool developed by
Zhou and George (2001) was used. It includes a series of variables that were summarized
in five items: motivation, innovation, audience, participation and talent. The final part
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tries to find out whether the size, distribution system (print, audiovisual or online) and
type of ownership have any relationship with the kind of leadership of each news
organization.

The survey was sent twice by email to a database of more than 400 professionals that
were. After that, in order to improve response rates, some participants were also visited
in their workplaces. The response rate reached (around 25%) allowed us to get 50 valid
questionnaires from each country. The sample -85% men, 15% women- includes
managers from radio, television, newspapers, magazines and the web of the most relevant
media companies from each country. The average age of the participants was 45 years.
With 78 people on average in their teams, which shows a relevant number of people in
charge. Regarding the years in management positions, they have been on average 10
years. All of them are journalists by profession.

4. Results: Leaders’ self-perceptions

According to the results obtained (table 2 & 3), the directors and editors in Chile and in
Spain consider themselves as transformational leaders, with inspirational motivation
(mean: 3.29; mean: 3.17) being the indicator with the highest average. This means that
they see as herself as people who believe they inspire others, articulate shared goals and
understand what is right and important, thus providing insights to achieve common
objectives (Avolio & Bass, 2004). All those qualities seem to be desirable in the media
industry where there is evidence that suggests that more motivated workers will increase
their productivity along with their work satisfaction (Czech & Forward, 2013).

Table 2. Mean and standard deviation (SD) Total, Chile and Spain
Total Chile Spain
Variable Mean  SD Range Mean SD Range Mean SD  Range

Idealized attributed 3.03 0.58 0-4 3.03 0.63 0-4 3.02 0.54 0-4
influence

Idealized behavioral 3.14 0.64 0-4 3.15 | 0.61 0-4 3.13 0.67 0-4
influence

Inspirational 3.16 0.55 0-4 3.28 0.57 0-4 3.04 0.50 0-4
motivation

Intellectual 314  0.48 0-4 324 043 0-4 3.04 050 0-4
stimulation

Individual 3.13 055 0-4 3.18 0.56 0-4 3.09 055 0-4
consideration

Contingent reward 3.16 0.50 0-4 3.24 049 0-4 3.07 | 0.49 0-4
Management-by- 239  0.69 0-4 251  0.69 0-4 227 067 0-4
exception active

Management-by- 0.83 | 0.70 0-4 0.65 0.54 0-4 1.01 = 0.80 0-4
exception passive

Laissez-faire 0.48  0.65 0-4 0.44  0.50 0-4 051 0.78 0-4

The values correspond to the mean obtained from a Likert scale of five points per element (O=never,
1=occasionally, 2=sometimes, 3=often, 4=always) n: 52 for all answers.

Source: Own elaboration.
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Idealized behavioral influence shows high scores (Chile mean: 3.26; Spain’s mean: 3.24)
that are usual for leaders with behaviors that are considered excellent like mastery,
awareness, optimism or self-control (Avolio & Bass, 2004). Such scores underline their
most relevant beliefs, including ethical and moral values. Xiaoming, George & Cong
(2013) showed that integrity is a crucial value for journalists as they consider it part of
their public mission and societal role. Leaders with high idealized influence scores are
also considered to be dedicated to building a shared vision and mission for their teams.

Comparing our two groups, we run an ANOVA test to check for the difference between
the Chilean and the Spanish sample:

Table 3. ANOVA test between the Chilean and the Spanish sample

Variable MS F Prob
Idealized attributed influence 0.01 0.02 0.88
Idealized behavioral influence 0.02 0.04 0.84
Inspirational motivation 1.44 5.02 0.03
Intellectual stimulation 1.07 4.80 0.03
Individual consideration 0.20 0.66 0.42
Contingent reward 0.74 3.02 0.09
Management-by-exception active 1.42 3.07 0.08
Management-by-exception passive 2.95 6.31 0.01
Laissez-faire 0.12 0.28 0.60

Source: Own elaboration.

Results show that there is a significant difference between Chile and Spain in
Inspirational motivation (p<0.05), Intellectual stimulation (p<0.05), and Management-
by-exception passive (p<0.01). Such results suggest the importance given to innovative
thinking that can support employees’ ideas and values, especially those that question
processes or work practices they consider obsolete or inappropriate to face new
challenges (Avolio & Bass, 2004). In such way, creativity and efficiency are both fostered
and there is a sort of intellectual contagion in working teams. Intellectual stimulation
appears to be apt for the news media industry that needs to challenge old ways embracing
the new consumption patterns that are increasingly adopted by audiences (Jenkins, Ford,
& Green, 2013).

Editors do not see lack of leadership in themselves: “management-by-exception passive
and laissez-faire” were the least self-perceived characteristics. It corresponds to
leadership styles that have difficulties assuming duties and responsibilities (Skogstad,
Einarsen, Torsheim, Aasland, & Hetland, 2007). Its mean was 0.65 and 0.44 respectively
in Chile, versus 1.01 and 0.51 in Spain. The landscape was quite similar in both countries,
where directors and publishers see themselves as involved, solution-oriented and decisive
leaders that solve problems along the way.
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Table 4. Comparison of variables by type of media, Chile

Variable

Idealized attributed
influence

Idealized behavioral
influence

Inspirational motivation
Intellectual stimulation
Individual consideration
Contingent reward

Management-by-
exception active

Management-by-
exception passive

Laissez-faire

Total
Mean

3.03

3.15

3.28
3.24
3.18
3.24
2.51

0.65

0.44

SD
0.63

0.61

0.57
0.43
0.56
0.49
0.69

0.54

0.50

Source: Own elaboration.

Press
Mean SD
2.91 0.69
3.00 0.68
3.21 0.52
3.17 0.48
3.07 0.58
3.17 0.52
2.53 0.61
0.69 0.57
0.47 0.53

Radio
Mean SD
3.08 0.39
3.22 0.54
3.46 0.33
3.35 0.22
3.33 0.44
3.25 0.45
2.38 0.67
0.80 0.48
0.25 0.39

TV
Mean

3.24

3.40

341
3.44
3.38
3.48
2.64

0.50

0.38

SD
0.60

0.47

0.68
0.39
0.57
0.45
0.90

0.47

0.44

Table 5. Comparison of variables by type of media, Spain

Variable

Idealized attributed
influence

Idealized behavioral
influence

Inspirational motivation
Intellectual stimulation
Individual consideration
Contingent reward

Management-by-
exception active

Management-by-
exception passive

Laissez-faire

Total
Mean SD
3.02 0.54
3.13 0.67
3.04 0.50
3.04 0.50
3.09 0.55
3.07 0.49
2.27 0.67
1.01 0.80
0.51 0.78

Source: Own elaboration.

Press
Mean SD
2.84 1.40
3.00 0.65
3.04 0.55
3.10 0.48
3.08 0.61
3.13 0.50
2.29 0.67
1.12 0.92
0.63 0.92

Radio
Mean SD
3.16 0.33
3.87 0.18
3.40 0.14
3.05 0.48
3.25 0.47
2.80 0.62
2.56 0.72
0.80 0.91
0.30 0.41

TV

Mean
3.04

3.03

2.84
291
291
2.95
1.98

0.91

0.52

SD
0.25

0.82

0.45
0.66
0.44
0.49
0.74

0.56

0.64

Web
Mean

3.10

3.22

2.92
3.00
2.83
2.92
2.00

0.88

0.83

Web
Mean
3.19

3.28

3.13
2.96
3.29
3.25
2.54

0.83

0.05

SD
0.42

0.19

0.80
0.25
0.14
0.14
0.25

0.88

0.80

SD
2.80

0.33

0.44
0.29
0.51
0.35
0.37

0.54

0.11

To check if there is any difference between the type of media, we run an ANOVA test.
Results are presented in table 6.
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Table 6. ANOVA test between different type of media

Variable MS F Prob

Idealized attributed influence 0.38 1.12 0.34
Idealized behavioral influence 1.00 2.58 0.06
Inspirational motivation 0.33 1.11 0.35
Intellectual stimulation 0.11 0.48 0.70
Individual consideration 0.16 0.53 0.66
Contingent reward 0.10 0.40 0.75
Management-by-exception active 0.03 0.07 0.98
Management-by-exception passive 0.30 0.61 0.61
Laissez-faire 0.31 0.72 0.54

Source: Own elaboration.

Additionally, to test if there is any difference between the type of media in each country,
we run another ANOVA test. Results are shown in table 7.
Table 7. ANOVA test by country for every type of media
Press Radio TV Web
Variable MS F Prob = MS F Prob = MS F Prob = MS F Prob

Idealized attributed 0.02 0.05 0.82 0.02 0.12 0.73 026 114 0.30 0.01 0.09 0.78
influence

Idealized behavioral = 0.00 0.00 1.00 113 6.31 0.03 0.86 2.05 0.17 0.01 0.07 0.8
influence

Inspirational 043 152 0.22 0.01 0.13 0.72 2.00 5.67 0.03 0.09 0.27 0.62
motivation
Intellectual 0.06 0.28 0.60 0.23 160 0.24 160  5.56 0.03 0.00 0.04 0.84
stimulation
Individual 0.00 0.00 0.97 0.02 0.09 0.77 1.34  5.02 0.04 042 219 0.18

consideration

Contingent reward 002 007 079 055 195 020 165 7.9 001 022 233 017

Management-by- 081 198 016 0.08 018 0.68 273 395 006 059 5.12 0.1
exception active
Management-by- 243 411 005 K 0.00 000 100 1.03 393 006 @ 000 0.01 094

exception passive

Laissez-faire 032 057 045 001 004 084 012 044 052 000 515 0.06

Source: Own elaboration.

We see that for television there is differences between Spain and Chile in the way in
which the participants see their leadership. In print media (daily newspapers and
magazines) and radio, the leadership style is considered as based on inspiration: the
communication of an ideal future company that has the potential to be shared (Yaslioglu
& Erden, 2018). However, in television and Internet managers there is a wider recognition
of idealized behavioral influence, the more charismatic aspect of transformational
leaders, where they become role models that can be admired by their employees (Sy,
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Horton, & Riggio, 2018). Idealized influence has also been related to the leaders’ ethical

integrity (Leroy, Palanski, & Simons, 2012).

We also checked if there is any difference between the type of leadership and the tenure
of the manager as a director. As table 8 and 9 shows, we did not find any difference
between the evaluation of leadership styles and the tenure of the manager as a director.

Table 8. Comparison of variables by tenure in a directive position

Variable

Idealized attributed
influence

Idealized behavioral
influence

Inspirational motivation
Intellectual stimulation
Individual consideration
Contingent reward

Management-by-exception
active

Management-by-exception
passive

Laissez-faire

Mean
2.98

3.11

3.09
3.09
3.08
3.12
2.33

0.86

0.53

Source; Own elaboration.

Total

SD
0.59

0.67

0.56
0.49
0.59
0.48
0.72

0.74

0.70

1-10 years
Mean SD
2.94 0.59
3.06 0.63
3.08 0.54
3.10 0.45
3.05 0.59
3.15 0.48
2.36 0.69
0.87 0.72
0.50 0.60

More than 11 years

Mean
3.09

3.24

3.12
3.08
3.17
3.05
2.26

0.85

0.63

Table 9. ANOVA test by tenure in a directive position

Variable

Idealized attributed influence

Idealized behavioral influence

Inspirational motivation

Intellectual stimulation

Individual consideration

Contingent reward

Management-by-exception active

Management-by-exception passive

Laissez-faire

Source: Own elaboration.

MS
0.32
0.48
0.03
0.00
0.21
0.16
0.15
0.00
0.23

E
0.92
1.08
0.08
0.02
0.60
0.69
0.28
0.01
0.46

Prob
0.34
0.30
0.77
0.90
0.44
0.41
0.60
0.94
0.50
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SD
0.59

0.76

0.63
0.59
0.58
0.48
0.81

0.80

0.94
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Table 10. Exploratory factor analysis (Chile and Spain)
Indicators Factorl Factor2 Factor3

Strategic Decisions | 0,714

0,765
0,885
0,906
0,880
0,873
Emplgyeg Bt
participation 0,699
0,678
0,739
Motivation 0.787
0,773
0,778
0,547

Note: Cronbach alphas were calculated for each of the factors presented in Table 4, p<0.05.

Source: Own elaboration.

In order to measure the indicators’ consistency in the second part of our questionnaire, an
exploratory factor analysis was conducted. We complemented it calculating the Cronbach
alphas of each of the indicators. Our 14 indicators could be grouped in three main factors
(see table 10): the first refers to strategic decisions. It tries to measure whether best
practices from innovative industry companies are adopted; to what extent company
people are promoted and retained, and how new technologies are adopted. The second is
related to participation: it groups variables such as the leaders’ initiatives to make
employees part of the decision making, take risk or propose new ways to solve problems.
The third is associated to motivation and the active promotion of creativity and other
intangibles of organizations.

We calculate linear regression of each variable, we propose two models. The first one
considering the three types of leadership measured in our study: transformational
leadership, transactional leadership and Laissez-faire leadership. In the second model we
include two control variables: tenure of the manager in a directive position, and type of
media. Results are shown in table 11.

Table 11. Regression

Model 1 Model 2
Strategic Decisions Coef. SE t Coef. SE t
Transformational Leadership -19.16** 8.22 -2.33 -23.53** 1144  -2.06
Transactional Leadership -0.35 5.96 -0.06 -0.96 8.48 -0.11
Laissez-faire leadership -1.91 5.03 -0.38 -5.01 7.19 -0.70
Tenure in directive position 0.04 0.04 1.03
Type of media -1.62 3.27 -0.49
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Gender 6.53 9.54 0.68
Constant 72.11%** 24.55 2.94 78.51** 38.28 2.05
F 2.67** 1.73

df 3 6

Employee participation Coef. SE t Coef. SE t
Transformational Leadership -17.78** 8.08 -2.20 -22.26** 1119  -1.99
Transactional Leadership -1.15 5.90 -0.20 -1.50 8.39 -0.18
Laissez-faire leadership -2.16 5.00 -0.43 -5.60 7.02 -0.80
Tenure in directive position 0.04 0.04 1.12
Type of media -1.50 3.25 -0.46
Gender 7.97 9.10 0.88
Constant 69.95*** 24.37 2.87 72.99** 36.82 1.98
F 2.49* 1.72

df 3 6

Motivation Coef. SE t Coef. SE t
Transformational Leadership -17.95** 8.06 -2.23 -22.43** 1115 -2.01
Transactional Leadership -0.97 5.89 -0.17 -1.36 8.37 -0.16
Laissez-faire leadership -2.13 4.99 -0.43 -5.53 7.00 -0.79
Tenure in directive position 0.04 0.04 1.14
Type of media -1.51 3.24 -0.47
Gender 7.86 9.07 0.87
Constant 70.10*** = 24.32904 2.88 73.44** 36.70 2.00
F 2.52* 1.74

df 3 6

***p>0.001 **p>0.05 * p>0.1
Source: Own elaboration.

The third question our research tried to investigate was whether size, media, ownership
or years of existence were relevant factors for innovation and creativity in media
organizations. Results are shown in Table 12.

We did not find any evidence that the firm size, the type of ownership, the distribution
system or the year of existence is correlated with the leadership practices.

According to the perceptions of the managers and editors who answered our
questionnaire, we did not find evidence that supports that case. A 71% of our respondents
in Chile and a 66% in Spain considered that both small and large companies can foster
innovative and creative cultures. The situation is similar in terms of ownership, where a
72% in Chile and 66% in Spain said that diversification or familiar ownership are not
relevant factors. The medium was only a factor in the case of online platforms, that were
considered to create better conditions for innovation and creativity by a 68% of our
Chilean respondents and a 57% of our Spanish ones (the difference between both
countries was here more significant). Finally, when we looked into the organizations’
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years of existence, a 68% in Chile and a 57% in Spain said that when it comes to
innovation and creativity it did not matter how old a company is.

Table 12. Correlation between leadership practice and firm’s size, type of ownership,
distribution system, and years of existence.

1 2 3 4 5 6 7
1 Transformational Leadership 1.00
2 Transactional Leadership 0.50*** 1.00
3 Laissez-faire leadership -0.38*** -0.09 1.00
4 Firm’s Size 0.21 0.17 0.14 1.00
5 Type of ownership 0.12 -0.10  0.11 0.08 1.00
6 Distribution system -0.11 011 -0.02 009 -012 1.00
7 Years of existence -0.18 -0.08 = 0.10 0.06 0.14 -0.07 1(.)0

***p>0,001 **p>0.05 * p>0.1
Source: Own elaboration.

5. Discussion, future research and limitations

Our results find a group of managers that have good opinions of their transformative
qualities: they believe they have the ability to inspire, share goals and understand what is
important, perhaps somewhat in contrast with the working experiences of their employees
that often have a low opinion of media companies as places to work. In the second phase
of this work we will study the perception of journalist to improve our understanding of
the causes of this disconnect.

In the media industry leadership is considered crucial. But the sector has been
underperforming and yet leaders are not very critical about their work. Our hypothesis
could be summarized by saying that that is precisely the problem. Further research could
ask the same time of questions to employees in order to find out their opinions and
confirm this hypothesis.

The findings underline the value of idealized behavioral influence, which appears as an
element that sheds light on a crucial value for journalists: integrity. The industry needs
leaders that understand media’s mission and societal role, and high scores for idealized
behavioral influence point in that direction. Innovative thinking was also stressed by our
intellectual stimulation indicator, showing the need to support employees’ ideas and
values and behaviors that could be considered disruptive. This element could be
considered crucial in the media industry, where there is a widespread recognition of the
need for change. The consequences of these findings seem valuable as innovative
thinking tends to support creativity, which at the same time might enhance effectiveness
in the industry.

Not all the media are the same. Our research finds some differences in the way
participants see leadership in different media. Leadership styles tend to be perceived as
more inspirational in print media and radio. In television and the Internet, however, the
more charismatic aspects of transformational leaders are considered more often. Our
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sample was too small to measure deeply each different medium but we think these
findings deserve further research focusing in each medium’s specific characteristics.

Evidence supporting the idea that size, media, ownership or years of existence are
perceived by leaders as relevant factors for innovation and creativity in media
organizations was not found. The medium appeared to be a factor only in the case of
online platforms that were considered to create better environments for innovation and
creativity. This seem to point to the idea that leadership is more important for innovation
and creativity that any of those factors, which might underline the purpose of our research.

The main limitations of our study are due to the fact that we cover just two countries. Our
sample is not large enough to understand the situation in each medium: in the survey there
are managers from every medium but for some media the number of respondents is
limited. Also, it is well known that a survey methodology gives impressions from leaders
that talk about their views and tend to say what it is expected about leadership and
working environments. Some ethnographic research could be added not just to talk about
behaviors but actually observe them.

Research of leadership in the media industry appears to be an increasingly necessary
research venue. The ever changing nature of the industry is leading to the perception that
people are key “assets” for company success. And people need to be led by outstanding
managers that inspire, sustain their efforts and foster innovative environments.

In our complex landscape, to do the same or something quite similar to what was done
yesterday is not likely to be a recipe for success. Leadership demands for success evolve
more towards softer skills combined with abilities to motivate teams and agility and
flexibility to embrace change. Therefore, fast innovations and more competition in the
media industry require a high degree of leadership: without an increased capacity to
change, companies are left behind. When transformations are not quiet and linear, they
demand new strategies, business models and processes to create value. Our work opens
new venues for further research adding to the scholarly work that reminds us that
leadership is one of the main sources of competitive advantages in turbulent times.
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