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ABSTRACT
With the backdrop of high-profile corporate scandals, rising staff turnover, and the collapse of traditional business models, the study addresses the growing demand for alternative leadership approaches that prioritize character. 

This study aims to empirically examine the impact of Leadership Character and Character-based leadership on corporate efficiency in terms of leadership quality, job performance, staff engagement, and staff wellbeing in Asian Context.  It hope to build a solid evidence to support the importance of leadership character and suggest character based leadership as an sustainable model for contemporary  Volatile, Uncertain, Complex, Ambiguous world environment.

The research begins by clarifying key concepts, such as character strengths, the distinction between character and personality, and the relevance of character in leadership roles.  It then emphasizes the importance of character-based leadership in modern organizations and outlines the theoretical and practical gaps in existing literature, particularly in Asian corporate environments.

For methodology , this thesis adopts a positivist and deductive approach, employing two sets of on-line quantitative surveys to gather data from eligible respondents.  Set one collected 184 data from small and medium-sized enterprises (SMEs) to large corporates employees with supervising managers.  The second set collected data from 56 pairs of supervising managers and their respective staff.  In terms of statistical analyses, correlation and regression are used to test hypotheses and assess the reliability and validity of constructs. 
The findings reveal significant relationships between leader character and positive corporate efficiency, with notable variations in the Asian context.  The discussion interprets these results through both theoretical and practical perspectives, offering insights that how leadership character and character-based leadership help enhance leadership quality, enhance job performance, foster staff engagement, and improve well-being.  

This study concludes with recommendations for organizations, human resources leaders, acknowledges study limitations, and suggests avenues for future research, ultimately underscoring the strategic value of character in contemporary leadership.
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[bookmark: _Toc196880205][bookmark: _Toc199536797][bookmark: _Toc196880206]Chapter One Introduction
[bookmark: _Toc199536798]1.1 Background 
1.1.1 [bookmark: _Toc199536799]High-profile Scandals
[bookmark: OLE_LINK35]In recent decades, the global business landscape has been repeatedly shaken by high-profile scandals, particularly within the financial sector.  Events such as the 2008 global financial crisis exposed widespread organisational misconduct and ethical lapses, severely undermining public trust and damaging employee perceptions of organisational culture and leadership (Colquitt, Lepine, & Wesson, 2013). These crises have highlighted the critical role of leadership character in both causing and potentially preventing such failures.  Despite the attention that negative extremes of leader character attract during scandals, organisations often overlook the importance of cultivating positive character strengths in their leaders during normal operations (Kiel, 2015).

More recently, several major corporate scandals have further underscored the consequences of deficient leadership character and ethical oversight. The Volkswagen emissions scandal, also known as “Dieselgate,” erupted in 2015 when it was discovered that Volkswagen had installed illegal software in 11 million vehicles to cheat emissions tests.  This deception resulted in more than $25 billion in fines and a significant loss of public trust, illustrating how unethical leadership decisions can have far-reaching financial and reputational consequences (24/7 Wall St., 2019; IG, 2018).

Another notable case is the Wells Fargo account fraud scandal in 2016, where employees, pressured by unrealistic sales targets, created over two million unauthorized accounts without customer consent.  The fallout included more than $2 billion in penalties, the firing of over 5,000 employees, and the resignation of the CEO, demonstrating the destructive impact of a toxic corporate culture driven by poor leadership values (24/7 Wall St., 2019).
The Wirecard scandal in 2020 further illustrates the risks of leadership failures in the digital age.  Wirecard, once a leading German fintech company, admitted that €1.9 billion in assets likely never existed, leading to insolvency and the arrest of top executives.  The scandal exposed serious weaknesses in regulatory oversight and auditing practices, prompting calls for reform and greater accountability in financial reporting (DigitalDefynd, 2025).

Additionally, the 1MDB scandal, which came to light in 2015, involved the embezzlement of billions from Malaysia’s state investment fund.  The scandal implicated high-level officials and major financial institutions, leading to criminal charges and regulatory scrutiny worldwide.  It highlighted the global risks posed by weak ethical leadership and insufficient oversight (DigitalDefynd, 2025).

Other recent scandals include the Luckin Coffee fraud in 2020, where the Chinese coffee chain fabricated over $300 million in sales, and the Kobe Steel scandal in 2017, where the company admitted to falsifying quality data for metals supplied to major manufacturers.  Both cases resulted in plummeting share prices and loss of stakeholder confidence, emphasizing the importance of integrity (Costa et al., 2024) and transparency at the highest levels of leadership (DigitalDefynd, 2024; IG, 2018).

These scandals, alongside others such as the Equifax data breach (2017), the McKinsey opioid crisis involvement (2021), and the Danske Bank money laundering case (2018), consistently reveal that leadership character is not merely a theoretical concern but a practical determinant of organisational outcomes.  When leaders prioritize short-term gains or personal interests over ethical standards and stakeholder well-being, the consequences can be catastrophic for employees, customers, and society at large (24/7 Wall St., 2019; DigitalDefynd, 2024).

In summary, these real-world cases signify the urgent need for organisations to explore character-based leadership.  The repeated emergence of such scandals demonstrates that ethical lapses are not isolated incidents but systemic issues that require sustained attention to leadership development, corporate governance, and organisational culture.

[bookmark: _Toc199536800]1.1.2 Surging Staff Turnover Rate. Heading 3
[bookmark: OLE_LINK39][bookmark: OLE_LINK36]Simultaneously, organisations worldwide are grappling with persistently high staff turnover rates which has real costing impact. According to Work Institute’s 2017 Retention Report, staff turnover can cost 33 percent of employee’s annual salary for employers (Work Institute, 2017).  In 2022, the costs of turnover to employers exceeded $700 billion US dollars which doubled since 2009 (Work Institute, 2022).  In Hong Kong, the  staff turnover rate is running at 19.5% in 2019 (HKIHRM, 2019).  In fact, this staff attrition challenge is consistently linked to the quality of leadership and communication within companies.  Research and industry reports reinforce the adage that “people leave managers, not companies,” identifying poor leadership as a primary driver of employee disengagement and attrition (Strategy People Culture, 2024; Gallup, 2015).  Gallup’s State of the American Manager report, which analysed data from over one million U.S. workers, concluded that the number one reason people quit their jobs is a bad boss or immediate supervisor, with managers accounting for at least 70% of the variance in employee engagement scores (Gallup, 2015).  Employees who feel undervalued, unsupported, or misaligned with their leaders’ values are more likely to seek opportunities elsewhere, while organisations that invest in leadership development and foster environments of trust and support experience significant reductions in turnover and improvements in productivity (Lencioni, 2002; Horton International, 2024; Hyacinth, 2017).

Despite this, there is limited research detailing the specific character strengths in managers that either drive employees away or encourage them to stay, especially in the Asian context.  Many leaders focus solely on delivering business results, often neglecting staff engagement and well-being.  While these practices may yield short-term gains, their negative consequences-such as increased turnover, diminished morale, and loss of organisational knowledge-often only become apparent over time (Gallup, 2025; People Management, 2024).

Moreover, recent studies reveal that a significant proportion of employee turnover is preventable.  Gallup found that 42% of employees who left their organisations in the past year believed their manager or organisation could have done something to prevent their departure (Gallup, 2025).  However, only a third of former employees reported having a conversation with their manager about leaving before they quit (People Management, 2024).  These findings underscore the importance of proactive leadership, regular employee engagement, and open communication in retention strategies.

In summary, while various factors contribute to employee turnover—including stress, lack of career growth, poor compensation, and toxic work environments—leadership quality remains a decisive factor.  However, the related study of leadership character and quality is limited.

0. [bookmark: _Toc199536801]Collapse of Existing Business Model
[bookmark: OLE_LINK37]These issues are compounded by the collapse of traditional business models over the past half-century.  Historically, companies have prioritised profit maximization and shareholder interests, often at the expense of employee well-being and broader stakeholder considerations (Crossan, Furlong, & Austin, 2022, Pani, 2025). Innovative Synergies: Business, Agriculture, Technology and Resource Management for Sustainable Development (1st ed.). Routledge. https://doi.org/10.4324/9781003650041).  This profit-centric focus has led to the neglect of staff engagement and holistic well-being, resulting in workplace tension and disengagement (Baker, 2015).
The consequences of this approach have become increasingly apparent through a series of high-profile corporate failures.  The moral and financial collapse of organisations such as Andersen, Dynegy, Enron, Merck, Tyco, WorldCom, and MCI in the early 2000s (Khang, 2024) served as stark reminders of the dangers inherent in models driven solely by profit and short-term shareholder value (Wright, 2006; Manz et al., 2008).  These scandals did not just result in financial losses and reputational damage, they also led to widespread job losses, eroded employee trust, and undermined the social contract between business and society.

In the aftermath of these collapses, there has been a renewed interest within the business community and popular press in the importance of individual character strengths and organisational virtues as determinants of both personal and organisational success (Wright, 2006; Manz et al., 2008).  This shift recognizes that sustainable performance is closely linked to ethical leadership, a focus on stakeholder well-being, and the cultivation of positive organisational cultures.

Furthermore, with the rise of stakeholder capitalism and growing demands for corporate social responsibility, organisations are increasingly expected to balance profit-making with social and environmental stewardship.  This transformation is evident in the adoption of alternative business models-such as benefit corporations (B Crop), social enterprises, and companies committed to environmental, social, and governance (ESG) principles-that seek to create value for a broader range of stakeholders, including employees, communities, and the environment (Crossan, Furlong, & Austin, 2022).

In summary, the collapse of traditional, profit-driven business models has highlighted the need for a more balanced and ethical approach to business. Organisations needs leaders who can bring long-term success, foster employee well-being, and maintain public trust.

0. [bookmark: _Toc199536802]Demand for Alternative Business Models
[bookmark: OLE_LINK38][bookmark: OLE_LINK69]With rising concerns about business sustainability, employee engagement, and wellbeing, there is growing recognition that alternative business models are needed-models that move beyond transactional, profit-maximization paradigms (Crossan et al., 2017; Fleming, 2024).  Sustainable organisations are increasingly integrating staff wellness initiatives with their core business strategies, recognizing that employee well-being is inseparable from long-term corporate success.  Companies such as Patagonia and Salesforce exemplify how integrating wellness, and sustainability can drive both employee satisfaction and organisational performance (Sinek, 2017).  This shift is driven not only by long-neglected organisational internal needs but also by pressing social and environmental challenges, changes in new technologies, and growing wealth inequality.  These factors pose significant risks to the stability of our society and the business environment (Drake, 2022).  The rapid development of artificial intelligence (AI), as well as economic uncertainties triggered by recent trade tariffs and shift in environmental policies, further amplifies both the complexity and the opportunities for business model innovation (Jorzik et al., 2024).  In this context, stakeholders often hold divergent values and priorities, making collective understanding and cross-sector collaboration essential for transformative and positive change (Steidle, 2021; Babina, 2024).

Given these dynamics, there is increasing scrutiny of traditional leadership and business models, which have dominated for generations but may no longer be sufficient to address modern needs.  The volatile, uncertain, complex, and ambiguous (VUCA) nature of today’s business world demands new approaches that are more adaptable, inclusive, and stakeholder-oriented (Drake, 2022; Executive Academy, 2025).

0. [bookmark: _Toc199536803]Undervalue of Leadership Character
[bookmark: OLE_LINK40]At the heart of these challenges and opportunities lies the role of leadership character. Leaders’ character, together with their values and beliefs fundamentally drive their decisions, shaping organisational culture, employee experiences, and ultimately, business outcomes (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008).  However, the development and assessment of leadership character remains significantly undervalued (Seijts et al., 2015).  According to Sosik, Gentry, Chun, “Character” is being undervalued by corporate leaders, although some leaders acknowledge it is an important element in leadership.  There is concern that corporates only rewards managers according to their result in short-term while staff well-being is being neglected (Sosik, Gentry, Chun, 2012).  Particularly in profit-driven organisations, technical skills and business results are often prioritized and rewarded, the deeper qualities that affect a leader’s decision are often overlooked until crises happened (Sosik, Gentry, & Chun, 2012; Belcher, 2024).  The 2008 Lehman Brothers triggered financial crisis is one of the typical examples.  Head of McKinsey & Co.’s global consulting relates the scandals to the decisions made by leaders which were influenced by their characters: ‘‘When we think about leadership, we focus too much on what leaders do . . . and we don’t spend enough time on who leaders are — the character of leaders’’ (Sosik, Gentry, Chun, 2012).

In summary, the convergence of ethical scandals, high employee turnover, unsustainable business models, and the quest for organisational resilience underscores the urgent need to re-examine the impact of character and character-based leadership in contemporary society. 

[bookmark: _Toc196880207]1.2 Definition of Terms 

1.2.1 Character Strengths
Character strengths represent enduring positive individual qualities that are expressed through thoughts, feelings, and behaviours (Peterson & Seligman, 2004). They consist of qualities within individuals that guide them to desire and pursue the good (Baumrind, 1998; Peterson & Park, 2006).  Across all classic definitions of character, a core component is an individual’s ability to restrain their personal appetites for the sake of a greater societal good (Wright & Huang, 2008).  Traditionally, character is regarded as a form of moral discipline (Hunter, 2000; Wright & Huang, 2008). This conventional perspective, embraced by great leaders such as Roosevelt and many others, encompasses both moral and social dimensions (Wright & Huang, 2008).
1.2.2 Clarity of The Concept and Definition of Character
[bookmark: OLE_LINK47]However, there is still considerable ambiguity regarding its precise meaning. Key questions persist, such as which dimensions of character are most important for organisational leadership, how character can be effectively assessed, and what strategies can be employed to develop character in current and future leaders.  Leaders have expressed the need for a contemporary, practice-oriented vocabulary to discuss character (Seijts, 2015) i.e. a definition that aligns with the language commonly used within their organisations.  Additionally, there is a notable lack of reliable and valid tools for the systematic assessment of character. Practitioners emphasize that such tools are essential for moving beyond merely discussing character development to implementing meaningful actions (Sosik & Cameron, 2010).  The primary focus of the paper is on the moral aspects of character (Quick & Wright, 2011), which underpins two important distinctions, as outlined by Hannah and Avolio (2010). First, character is not personality; second, character is not values (Hannah and Avolio, 2010; Quick & Wright, 2011).
1.2.3 Character is Not Personality and Values
[bookmark: OLE_LINK48]Culturally, the concept of character is often conflated with personality and values (Quick & Wright, 2011). This represents an important gap that must be clarified before conducting the present research. Quick and Wright (2011) emphasized that character is distinct from both personality and values (Hannah & Avolio, 2011). Similarly, Hannah, Avolio, and May (2011) noted that, while character may be structured and function in ways similar to personality, the two constructs are fundamentally different. Personality is trait-based, referring to psychological constructs that encompass an individual’s patterns of thought, emotion, and behaviour (Funder & Fast, 2010; Cohen et al., 2014).  In contrast, character possesses a more dynamic, layered, and complex structure. A leader’s character develops over the course of their career, shaped by experiences in various roles (Hannah, Avolio, & May, 2011). According to Hannah and Avolio’s (2010) model of moral potency, aspects of character vary across a leader’s identity, social roles, and contextual factors.

In regards to values, they are the internal standards or ideals a person holds (Covey, 1999), whereas character is reflected in the consistent actions and choices that express those values in real-world contexts.  For example, a leader may value honesty, but it is their character that determines whether they consistently act with integrity, even in challenging situations.  Thus, while values provide the foundation for moral reasoning, character represents the multidimensional qualities that constrain and lead individuals to pursue both personal and societal good through their actions (Wright & Lauer, 2013).

1.2.4 Character in Leadership
Character in leadership (CL) is widely regarded as the integration of virtues, and ethical principles that guide a leader’s decisions, actions, and interactions (Adedokun, 2023). It also serves as a critical determinant of leadership effectiveness in diverse cultural contexts (Seijts et al., 2015).  As suggested by different scholars, It encompasses many common qualities e.g. integrity, humility, courage, humanity, and justice (Crossan et al., 2017), but it also has certain variations e.g. accountability, fairness, teamwork, etc., among the discussion.  This study adopts Peterson and Seligman’s (2004) definition of leadership character, which is a framework of character strengths grouped under six core virtues-wisdom, courage, humanity, justice, temperance, and transcendence-each comprises of several specific character strengths (Wright & Quick, 2011).  
1.2.5 Character-based Leadership
Character-based leadership (CBL) is a conceptual framework in which character forms the foundation for all leadership actions, decisions, and organisational culture (Torti et al., 2022).  Quick and Wright suggested that the loci of Character-based leadership consist of moral efficacy, moral ownership, and moral courage.  (Quick and Wright, 2011).  This approach emphasizes embedding key character strengths, such as integrity, responsibility, forgiveness, and compassion, etc., into the core expectations and standards for leaders and the organisation.  Character-based leadership moves beyond technical or cognitive competencies, focusing instead on the institutionalization of character as a non-negotiable standard for leadership selection, behaviour, and performance (Moradi et al., 2014).  It sets the groundwork for ethical organisations by establishing clear expectations and processes for ethical behaviour.  Some of academics use the term “Character-based leadership” instead.  In fact, both “Character-based leadership” and “character-based leadership” are sometimes used interchangeably, there are nuanced distinctions in their meaning and application.

1.2.6 Job Performance
Job performance is a multidimensional construct that reflects the effectiveness with which employees fulfil their roles and responsibilities.  which can represent different levels of performance in an organisation.  It can be analysed at several levels within an organisation, which are staff (individual) performance, leader performance, and team performance.  Individual staff performance refers to how well employees execute their specific job tasks and contribute to organisational objectives. Leader performance focuses on the ability of leaders to guide, motivate, and support their teams, as well as to facilitate goal achievement and foster a positive work environment.  Team performance, meanwhile, reflects the collective output and effectiveness of groups working together toward shared goals.  Research has shown that these dimensions are interrelated, with leadership behaviours significantly impacting both individual and team outcomes.  This study takes this comprehensive assessments of job performance including all three levels to fully capture their contribution to organisational success (Boies, Fiset, & Gill, 2015; Offermann & Coats, 2018; Salas et al., 2015).

1.2.7 Staff Engagement
[bookmark: OLE_LINK45]Staff engagement employee engagement, is often regards as employees’ emotional and cognitive commitment to their work and organisation, which significantly influences productivity, innovation, and retention rates (Kahn, 1990).  According to Saks (2006), engaged employees demonstrate vigour, dedication, and absorption in their work, which translates into higher productivity and reduced turnover.  In contemporary corporate environment, Gallup’s definition of employee engagement is broadly used in both practice and research.  According to Gallup (2024), engaged employees are “highly involved in and enthusiastic about their work and workplace”, acting as psychological “owners” who drive performance, innovation, and progress within the organisation.  This definition emphasizes that engagement goes beyond mere job satisfaction, reflecting a deeper emotional and behavioural commitment to the organisation’s goals and values.  An engaged workforce are happy staff, they feel respected, care by their leaders and supported by their organisations.  They are motivated because their recognition being treated as fair and equally.   Gallup definition of staff engagement 

1.2.8 Staff Well-being
Staff well-being refers to the holistic experience of employees in the workplace, encompassing physical, psychological, and social dimensions of health (Cooper & Leiter, 2017).  According to (Cooper & Leiter, 2017), staff well-being includes job satisfaction, work-life balance, emotional resilience, and the absence of chronic stress or burnout.  In general, organisations that prioritize staff well-being benefit from improved performance, lower absenteeism, and greater organisational commitment (Grawitch et al., 2006).
1.3 Important of Character, Leadership Character and Character-based Leadership

1.3.1 The Importance of Character in Modern Society
Character, defined as the set of moral and ethical qualities that guide an individual’s actions, is increasingly recognized as a keystone of modern society.  In an era marked by rapid technological advancement, deglobalization, and social change, together with the shivering corporate ethics standards, surging staff turnover, wavering staff engagement, and unsustainable business models mentioned in the background, the importance of character is becoming more and more important.  

1.3.2 The Importance of Leader’s Character on Leadership Quality and Corporate  Effectiveness
As Peter Senge (2006) has mentioned, character leadership can have a profound impact on leadership, especially leadership effectiveness and quality (or otherwise), as well as the development of leadership capability.  While technical skills and strategic vision are important, it is the leader’s honesty, integrity, humility, and empathy that inspire trust and commitment among followers (Kohnen, 2003).  Leaders with positive characters exhibit ethical behaviours, together with clear expectations, are critical for effective leadership (Crossan et al., 2017).  A number of studies have linked leader’s characters with positive experiences at the workplace (Peterson et al., 2010; Harzer & Ruch, 2012; Littman-Ovadia & Lavy, 2015).  This positive work experience creates staff engagement, which  further impact of team performance, organizational effectiveness and the ultimate corporate profits!  In addition, staff are important assets to corporates.  Organizations led by individuals of strong character are more likely to achieve sustainable success, maintain a positive reputation, and attract top talent (Wier, 2016).

1.3.3 Character-based Leadership is Worth Studying
Character-based leadership is a critical area of study because it addresses the “how” and “why” behind ethical and effective leadership. While traditional leadership research often focuses on competencies and outcomes, Character-based leadership explores the deeper moral and psychological foundations of leadership behaviour (Crossan et al., 2017).  Understanding Character-based leadership enables organizations to develop leaders who are not only effective but also ethical, responsible, and sustainable in their impact.

Character-based leaders are better equipped to handle adversity, make difficult decisions, and maintain stakeholder trust during crises (Seijts, Gandz, Crossan, & Reno, 2015). Their strong moral grounding allows them to navigate complex situations with integrity, which is essential for organizational resilience.  Moreover, character-based leadership is strongly linked to staff engagement and well-being. Leaders who act with compassion and integrity create supportive work environments where employees feel valued and respected (Walumbwa et al., 2008: Kiersch & Gullekson, 2021).  This, in turn, reduces stress, increases engagement, and promotes overall well-being.  In addition, character-based leaders empower staff, encourage initiative, and foster accountability (Avolio & Gardner, 2005). This leadership style leads to higher job satisfaction, increased motivation, and better overall performance.

In summary, studying character-based leadership is essential for understanding how leaders can drive both ethical conduct and organizational success, ultimately creating workplaces that are both high-performing and humane.

1.3.4 Consequences of Ignoring Character in Leadership
Neglecting character in leadership studies and practice creates significant blind spots. Without attention to character, organizations risk promoting individuals who may be technically competent but lack the moral grounding to make ethical decisions (Ciulla, 2004).  This can lead to toxic cultures, unethical practices, and ultimately, organizational failure.  Moreover, ignoring character undermines employee trust, engagement, and well-being, resulting in higher turnover, lower productivity, and reputational damage.

1.3.5 The Societal Value of Studying Character
Studying and promoting character is valuable because it has a profound positive impact on society.  Character guides individuals to do the right thing, which not only benefits themselves but also leads to productive and profitable outcomes for the broader community (Peterson & Park, 2006).  Philosophers such as Benjamin Franklin have long praised the virtues of character, emphasizing how qualities like orderliness, humility, industriousness, sincerity, cleanliness, and justice contribute to leading a well-ordered and just life (Wright & Huang, 2008). According to Wright and Huang, character represents an enduring ethos-a consistent quality within individuals that binds them to pursue both personal and societal good. When individuals with strong character assume leadership roles, they are likely to guide organizations toward similar ethical pursuits (Wright & Huang, 2008).  Hunter (2000) further argues that individuals with good character possess a moral attachment to their community and the capability to make ethical decisions, a quality he terms “moral autonomy” (Hunter, 2000; Wright & Huang, 2008). This moral autonomy requires skills in judgment, taking responsibility, and exercising discretion based on free will (Velasquez, 1998; Hunter, 2000; Wright & Goodstein, 2007).  A fundamental element of character, as Hunter notes, is moral discipline-a quality that transcends cultures and endures over time (Hunter, 2000). Moral discipline empowers individuals to restrain their desires and habits within moral boundaries (Wright & Goodstein, 2007). These moral and ethical qualities inherent in character not only benefit individuals but also steer them to make positive contributions to society at large.

Research Problem and Objectives
1.4.1 Knowledge Gap
Despite growing recognition of the importance of character in effective leadership, the academic literature remains disproportionately focused on leadership competencies and behaviours, with comparatively little attention given to the foundational role of character in shaping leadership outcomes (Grahek et al., 2010; Jacobs, 2011; Müller-Bloch & Kranz, 2015; Miles, 2017). Character-encompassing ethical and moral beliefs, intentions, and actions-remains underemphasized in both theoretical frameworks and empirical studies, even though it is central to effective and ethical leadership (Grahek et al., 2010). Wier (2017) underscores that while competencies and commitment are essential, character is equally critical to both individual and organizational success. However, character is often overlooked, partly because it is more difficult to define and measure compared to competencies, despite its fundamental influence on how leaders respond to challenges and ethical dilemmas (Wier, 2017). Other scholars have echoed these findings, noting that the associations between character strengths and workplace outcomes such as job performance and counterproductive work behaviours remain underexplored (Littman-Ovadia & Lavy, 2016; Shen & Lei, 2022). Furthermore, although poor leadership is consistently cited as a primary driver of employee disengagement and attrition (Strategy People Culture, 2024; Gallup, 2015), there is a lack of research specifying which character strengths in managers foster employee retention, particularly within the Asian context.
1.4.2 Empirical Research Gap
While a substantial body of research has examined the impact of leadership competencies and styles on organizational outcomes, there is a notable lack of empirical studies investigating the specific effects of character and character-based leadership on corporate efficiency, leadership quality, job performance, staff engagement, and staff well-being, especially in Asian settings (Littman-Ovadia & Lavy, 2016; Shen & Lei, 2022). Most existing studies have been conducted in Western contexts, with limited cross-cultural validation or exploration of how character-based leadership manifests and influences outcomes in Asian organizations (Miles, 2017; Grahek et al., 2010). Additionally, empirical research rarely disaggregates the unique contributions of character, as distinct from competencies or behaviours, to key organizational metrics such as staff engagement and well-being (Wier, 2017). There is also a scarcity of studies employing robust quantitative or mixed-methods approaches to directly assess the relationship between leader character strengths and tangible organizational outcomes in Asia. This empirical gap is particularly pressing given the unique cultural, social, and organizational dynamics present in Asian contexts, which may moderate or amplify the effects of character-based leadership. Addressing this gap would not only enrich the theoretical understanding of leadership but also provide actionable insights for organizations seeking to enhance corporate efficiency and employee outcomes through Character-based leadership development.
1.4.3 Research Problem
Considering the importance of character in leadership, the value of character-based leadership (Morgillo Freeman, 2009) and both the knowledge and empirical research gap mentioned above, the core problem addressed by this research is the insufficient attention given to character as a foundational element of effective leadership in Asian organizations.  There is a lack of clarity regarding which specific elements of leadership character most significantly influence key organizational outcomes (Monzani et al., 2021).  Furthermore, existing leadership frameworks often fail to adequately articulate or operationalize character-based leadership, leaving a gap in both academic literature and practical application (Crossan et al., 2017).

1.4.4 Objectives of The Research
To tackle the above research problems, the objectives of this study is to address critical gaps in both academic understanding and organizational practice regarding character-based leadership in the Asian business context.  First, the research seeks to raise awareness among organizations-particularly within the business sector-about the pivotal importance of character and its foundational role in effective leadership (Monzani et al., 2021). It endeavours to adopt a comprehensive framework for defining and articulating leadership character (Crossan et al., 2017). Additionally, the study aims to explore character-based leadership as an alternative business model, distinguishing it from traditional leadership paradigms (Seijts et al., 2015).  A key objective is to identify and analyse which specific elements of leadership character most significantly influence leadership quality, job performance, staff engagement, and staff well-being (Monzani et al., 2021) in Asian Context.  Ultimately, the research intends to provide actionable insights that can inform and enhance decision related to leadership identification, selection, development, and training (Moradi et al., 2014), recognizing that character strengths are not only essential but also cultivable (Spear,  2010).

1.4.5 Research Question
Building on the above objectives, the overarching purpose of this research is to investigate the impact of character and character-based leadership on corporate efficiency, specifically its relationship to leadership quality, job performance, staff engagement, and staff well-being in the Asian context.  The research question is: “The impact of character and character-based leadership on corporate efficiency in terms of leadership quality, job performance, staff engagement, and staff well-being in Asian context”.  By addressing the research question-this study aims to fill a critical gap in both theory and practice.

Contribution of This Research
1.5.1 Introduction
The contemporary corporate landscape in Asia, and particularly within Chinese cultural contexts, is undergoing profound transformation.  As organisations strive for sustained competitiveness and innovation, the role of leadership-specifically character and Character-based leadership-has garnered increasing scholarly and practical attention. This research investigates how character and character-based leadership impact corporate efficiency, focusing on leadership quality, job performance, staff engagement, and staff well-being in Asian, particularly among Chinese originated leaders.  The significance of this study lies in its multifaceted contributions to theory, practice, and policy, addressing critical gaps in the literature and offering actionable insights for leaders operating in culturally nuanced environments.

1.5.2 Addressing the Knowledge and Theoretical Gaps in Leadership Studies
Existing leadership theories, such as transformational and transactional leadership, have been extensively studied in Western contexts.  However, there is a paucity of research examining the nuanced interplay between leader character and organisational outcomes in Asian settings, where cultural values such as collectivism, Confucianism, and harmony profoundly shape workplace dynamics.  This research contributes to the theoretical enrichment of leadership studies by extending the character-based leadership framework to the Asian context, particularly among Chinese originated leaders, where traditional values and modern business practices intersect.  It provides empirical evidence on how character strengths-such as integrity, humility, and benevolence-manifest in leadership behaviours and influence key organisational outcomes.  By situating character-based leadership within the unique socio-cultural fabric of Chinese organisations, this research advances cross-cultural leadership theory and offers a more holistic understanding of what constitutes effective leadership in non-Western contexts.

1.5.3 Enhancing Leadership Quality and Corporate Efficiency
Leadership quality is a critical determinant of organisational success, influencing strategy execution, innovation, and employee outcomes.  This study’s focus on character-based leadership addresses the growing recognition that technical competence alone is insufficient for effective leadership; moral and ethical dimensions are equally vital (Crossan et al., 2017).  The research demonstrates that leaders who exemplify strong character foster trust and psychological safety among employees, which are foundational for high-performing teams.  They also facilitate ethical decision-making and responsible corporate governance, reducing the risk of misconduct and enhancing organisational reputation.  Additionally, such leaders inspire commitment and discretionary effort, leading to improved job performance and organisational efficiency (Zhu et al., 2004).  In the context of Chinese businesses, where hierarchical structures and face-saving behaviours can sometimes stifle open communication, character-based leadership provides a blueprint for cultivating transparency, accountability, and mutual respect.

1.5.4 Promoting Staff Engagement and Well-being
Employee engagement and well-being are increasingly recognized as strategic priorities for organisations seeking sustainable growth.  This research highlights the pivotal role of leader character in shaping the work environment and influencing employee attitudes. Specifically, character-based leaders demonstrate empathy, fairness, and respect, which enhances employees’ sense of belonging and motivation.  They model resilience and adaptability, equipping teams to navigate uncertainty and change. Moreover, they prioritize staff well-being, balancing organisational demands with support for employees’ physical and psychological health (Wong et al., 2020).  In Chinese culture, where collective harmony and social relationships (guanxi) are highly valued, leaders who embody character virtues are better positioned to foster inclusive, supportive, and high-engagement workplaces. This contributes not only to individual well-being but also to organisational resilience and adaptability in the face of external challenges.

1.5.5 Practical Implications for Leadership Development
The findings of this research have significant implications for leadership development and talent management in Asian organisations.  By elucidating the link between character-based leadership and corporate efficiency, the study provides evidence-based guidance for designing leadership development programs that prioritize character formation alongside skill acquisition.  It also supports the implementation of selection and promotion criteria that assess character attributes, ensuring that leaders are both competent and principled (Moradi et al., 2014). Furthermore, it encourages the cultivation of organisational cultures that reward ethical behaviour, collaboration, and continuous learning (Crossan et al., 2017).  For multinational corporations operating in China and other Asian markets, the research offers culturally relevant insights for adapting global leadership models to local realities, enhancing both effectiveness and cultural alignment.

1.5.6 Policy and Societal Contributions
Beyond the organisational level, this research has broader societal implications.  As Asian economies continue to grow and exert global influence, the quality of corporate leadership will play a critical role in shaping economic, social, and environmental outcomes.  By promoting character-based leadership, organisations can contribute to the development of ethical business practices and responsible corporate citizenship.  They can also support national and regional efforts to enhance workplace well-being and social harmony, and serve as role models for other sectors, fostering a culture of integrity and excellence across society (Zhu et al., 2015; Lin & Huang, 2014).  In the Chinese context, where government policies increasingly emphasize moral education and corporate social responsibility, this research aligns with national priorities and supports the broader goal of building a harmonious and prosperous society.

1.5.7 Filling Empirical Gaps and Informing Future Research
While much of the existing literature on leadership and organisational outcomes is based on Western samples, this study provides much-needed empirical data from Asian, and specifically for Chinese originated leaders and organisations.  The quantitative research methodology approaches yields robust findings that can inform future studies and guide evidence-based practice.  The study also identifies areas for further investigation, such as the which character strengths have more influence on specific organisational outcomes, and the longitudinal effects of character-based leadership on organisational performance, staff engagement and staff well-being.  By laying the groundwork for future research, this study contributes to the ongoing evolution of leadership science and practice in Asia and beyond.

1.5.8 Conclusion
In summary, this research makes significant contributions to the fields of leadership, organisational behaviour, and cross-cultural management.  By elucidating the impact of character and character-based leadership on corporate efficiency, leadership quality, job performance, staff engagement, and well-being in organisations with Asian context, the study addresses critical theoretical and practical gaps.  It offers actionable insights for leaders, organisations, and policymakers seeking to navigate the complexities of the Asian business environment with integrity and effectiveness.  Ultimately, the research underscores the enduring value of character in leadership and its central role in fostering sustainable organisational success in this UVCA world.

[bookmark: _Toc199536804]1.6 Thesis Structure

There are six chapters in this thesis.

Chapter One: Introduction
Chapter One is the introduction which begins by establishing the context for the research, highlighting the contemporary business, social and workplace issues e.g. high-profile corporate scandals, rising staff turnover rates, and the collapse of traditional business models.  These issues have led to a demand for alternative business models and have underscored the undervaluation of leadership character.  The chapter then defines key terms, including character strengths, the conceptual clarity of character, and distinctions between character, personality, and values.  It also introduces the concepts of character in leadership, character-based leadership, job performance, staff engagement, and staff well-being.  After that, the importance of character and character-based leadership is discussed, emphasizing their significance in modern society, their influence on leadership quality and corporate effectiveness, and the consequences of neglecting character in leadership roles.  This chapter also highlighted the societal value of studying character. Following this, the research problem and objectives are articulated, identifying both knowledge and empirical research gaps, stating the research problem, and outlining the objectives and research questions. The chapter concludes by detailing the contributions of this research, which include addressing theoretical gaps in leadership studies, enhancing leadership quality and corporate efficiency, promoting staff engagement and well-being, and offering practical, policy, and societal implications.  The structure of the thesis is then outlined, and a summary of the chapter is provided.

Chapter Two: Literature Review
Chapter Two is a comprehensive literature review which starts with a conceptualization of character, tracing its development through historical, philosophical (both Western and Eastern), psychological, social, cultural, religious, academic, and business perspectives.  The distinction between character and personality is clarified.  This review then introduces Peterson and Seligman’s framework of character strengths—wisdom, courage, humanity, justice, temperance, and transcendence—and explores their relevance to leadership.  This chapter studied major leadership theories, including the Great Man theory, transactional, transformational, charismatic, servant, spiritual, virtuous, ethical, and character-based leadership, before analysing the key differences between character-based leadership and other styles.  The differences includes the core focus, decision-making, leader-follower dynamics, organizational impact, unique strengths, and potential downsides as well as how character-based leadership can be sustained in organizations.  Subsequent sections analyse the relationship between leadership character and leadership quality, job performance, staff engagement, and staff well-being, using the VIA Character Strength Framework. Each section considers supporting evidence, counterarguments, and real-world case studies.   This chapter also explores the role of leadership character in the Asian context, noting the similarities and differences with other regions and addressing cultural dynamics.  The chapter concludes with the development of research hypotheses, outlining the research model and specifying how each character strength is hypothesized to impact leadership quality, job performance, staff engagement, and staff well-being.  A summary of the chapter’s main points is then provided.

Chapter Three: Methodology
This chapter introduces the research methodology, beginning with a discussion of the research philosophy, including positivism and interpretivism, and justifying the adoption of a positivist approach.  The approach to theory development is then explained, with a rationale for using a deductive approach.  The methodological choice is discussed, distinguishing between multiple and mono methods, and justifying the selection of mono methods for this study.  The nature of the study is described as explanatory.  The chapter then details the research strategies, including the use of surveys for data collection.  The research design section covers the eligibility of respondents, research ethics, sources of quantitative data, the language of the questionnaire, the desired confidence level, and sample size. The chapter concludes with a summary of the methodology.

Chapter Four: Findings
The findings chapter begins by presenting the profile of respondents.  It then discusses the reliability and validity of the constructs used in the study, followed by correlation analyses.  The results of regression analyses and hypothesis testing are reported for leadership quality, job performance, staff engagement, and staff well-being. The chapter also includes the results of paired samples t-tests.  A dedicated section explores the findings in the Asian context, analysing both the presence of leadership character and its impact within Asian organizations.  The chapter ends with a summary of the main findings.

Chapter Five: Discussion and Implications
This chapter opens with an overview and proceeds to discuss the results for each character strength—wisdom, courage, humanity, justice, temperance, and transcendence—in relation to the research hypotheses.  For each strength, the discussion addresses how the findings align or diverge from existing literature, and considers both theoretical and practical implications, concluding with suggestions for future research.  The chapter then presents a broader discussion of the regression results and their implications.  Further analysis is provided on the differences in leadership character within the Asian context, drawing on both statistical and qualitative data.  Thematic analysis covers topics such as authority, communication, management approaches, and geographic or organizational variations, with implications for theory and practice. The chapter also analyses the impact of leadership in the Asian context, examining cultural foundations such as Confucian virtues and hierarchical authority, as well as operational leadership approaches like paternalistic management.  The discussion concludes with theoretical implications, practical applications, policy recommendations, and directions for future research, followed by a chapter summary.
Chapter Six: Recommendations and Conclusions
The final chapter begins with an introduction and then presents recommendations for organizations, leaders, and human resources professionals, based on the findings of the research.  It discusses the limitations of the study, including issues related to geographic and cultural scope, sample size, response bias, homogeneity, the recency of references, and the influence of external moderators.  Suggestions for future research are offered, addressing how these limitations might be overcome and proposing new areas of research.  The thesis concludes with a summary of the chapter and a final conclusion, encapsulating the overall contributions and significance of the study.

1.7 Chapter Summary
Chapter One introduces the critical context for this research by highlighting the prevalence of high-profile corporate scandals—such as the 2008 global financial crisis, Volkswagen’s “Dieselgate,” and the Wells Fargo account fraud—which have exposed deep ethical lapses and the catastrophic consequences of deficient leadership character (Colquitt, Lepine, & Wesson, 2013; Kiel, 2015). These events underscore the urgent need for organizations to focus on cultivating positive character strengths in leaders, not just technical skills or short-term results (Kiel, 2015; Costa et al., 2024). The chapter also addresses the persistent challenge of high staff turnover, noting that poor leadership is a primary driver of employee disengagement and attrition, with research showing that managers account for at least 70% of the variance in employee engagement (Gallup, 2015; Strategy People Culture, 2024).
Additionally, the collapse of traditional profit-driven business models has led to renewed interest in alternative approaches that prioritize ethical leadership, staff well-being, and stakeholder value (Crossan, Furlong, & Austin, 2022; Baker, 2015). The chapter defines key terms—such as character strengths, character-based leadership, job performance, staff engagement, and well-being—and distinguishes character from personality and values (Peterson & Seligman, 2004; Quick & Wright, 2011). It emphasizes that character-based leadership is essential for sustainable organizational success, staff engagement, and resilience (Crossan et al., 2017; Walumbwa et al., 2008). Finally, the chapter identifies a significant research gap regarding the impact of leadership character in Asian contexts and outlines the study’s objectives: to investigate how character and character-based leadership influence leadership quality, job performance, staff engagement, and well-being in Asian organizations (Monzani et al., 2021; Moradi et al., 2014).
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[bookmark: OLE_LINK1]2.1.1 Character 
Character has long been recognized as a foundational concept in the study of human behaviour, morality, and social functioning.  According to Oxford dictionary, character means the “opinion that people have of you, particularly of whether you can be trusted or relied on” (Oxford dictionary, 2025).  Webster’s Unabridged Dictionary (1989) defines character as “the aggregate of features and traits that form the apparent individual nature of some person or thing” .  Webster also refers character to “moral qualities, ethical standards, principles and the like” (Wright & Goodstein, 2007).  Across disciplines—including philosophy, psychology, sociology, and education—character is used to explain the enduring qualities that distinguish individuals and shape their decisions and actions.  In contemporary academic discourse, character is not only a subject of theoretical analysis but also a practical concern, especially in the context of education, leadership, and civic life.  This session of the literature review synthesizes peer-reviewed research and foundational texts to examine the multifaceted nature of character, tracing its historical, philosophical, religious, psychological, cultural, social, and academic interpretations. This review also clarifies the distinction between character and personality, providing a comprehensive framework for understanding character in both scholarly and applied contexts.

2.1.2 Character in Historical Context
Historically, character is most cited in religion and philosophical context (Wright and Huang, 2008), but the concept of character has evolved significantly, reflecting changes in societal values, philosophical paradigms, and scientific understanding.  In ancient Greece, character (ēthos) was closely linked to virtue ethics, as articulated by Aristotle, who considered character to be the sum of moral virtues cultivated through habituation (Hursthouse, 1999; Kraut, 2018).  During the Enlightenment, character was often discussed in relation to moral philosophy, with thinkers such as Immanuel Kant emphasizing the role of rationality and moral law in shaping one’s character (Allison, 2011).  The Victorian era saw a shift toward a more individualistic and social understanding of character, where it was associated with self-discipline, industriousness, and respectability (McClelland, 2005).  Throughout history, character has been viewed as both an individual attribute and a societal ideal, serving as a standard for moral evaluation and social cohesion.

2.1.3 Character from Philosophical Perspectives: Western and Eastern Philosophers
Character has been mentioned in both Western and Eastern philosophies as considered contributing to individual well-being and societal betterment (Dahlsgaard, Peterson, & Seligman, 2005; Park & Peterson, 2003; Peterson & Seligman, 2004).  Philosophical inquiry into character spans both Western and Eastern traditions, offering distinct yet complementary insights. 

[bookmark: OLE_LINK2]In Western philosophy, character is a central concept in ethical theory, particularly in the works of Aristotle and Immanuel Kant.  Aristotle’s virtue ethics defines character as a set of stable dispositions to act virtuously, developed through habituation and repeated practice, which enable individuals to achieve moral excellence and eudaimonia, or flourishing (Hursthouse, 1999; Kraut, 2018).  This Aristotelian perspective emphasizes that virtues are cultivated by engaging with moral exemplars, reflecting on personal experience, and participating in dialogue that enhances virtue literacy, as supported by empirical research in education and psychology (Lamb et al., 2021).  

Kantian ethics, by contrast, situates character within the autonomy of rational agents, positing that moral character is formed through the self-imposed adoption of universal moral principles. For Kant, the formation of good character involves a deliberate and irrevocable commitment to moral law, a process he likens to a “rebirth” or a profound change of heart, though he acknowledges the challenges in achieving certainty about one’s moral motives (Allison, 2011; Damstra, 2023).  Both traditions recognize the importance of self-examination and moral reform, but differ on whether character is primarily a matter of habituation or rational commitment.

In Eastern philosophical perspective, character is deeply rooted in traditions such as Confucianism, Daoism, and Buddhism, each offering distinctive frameworks for understanding moral development.  Confucianism views character as the outcome of self-cultivation and moral education, with an emphasis on harmonious relationships and social roles (Li, 2012).  It is cultivated through the embodiment of virtues like ren (benevolence), yi (righteousness), li (propriety), and xiao (filial piety), emphasizing the importance of harmonious social relationships and moral self-cultivation as a lifelong process (Shek & Yu, 2015; Shek, Yu, & Fu, 2022).  This tradition places a strong focus on the social dimension of character, where virtues are enacted in one’s interactions with family and society, providing a framework for positive character development and moral education in contemporary Chinese communities (Shek & Yu, 2015; Shek, Yu, & Fu, 2022).

Daoist philosophy, by contrast, highlights the cultivation of naturalness (ziran) and spontaneity (Ames & Hall, 2003), advocating for a return to an authentic self that aligns with the Dao.  The process of self-cultivation in Daoism involves moving through stages of personal development, ultimately achieving harmony with nature and the cosmos (Wang & Wang, 2020).  In Buddhist perspectives, good character emphasizes overcoming ignorance and self-centeredness through wisdom and compassion, with the ideal of the bodhisattva representing the integration of personal enlightenment and altruistic action (Lewin & Ergas, 2018).  Collectively, these traditions underscore that character formation in Eastern philosophy is an integrative process, balancing personal authenticity, social harmony, and ethical transformation

2.1.4 Character from Psychological Perspective
Psychological research on character has expanded significantly in recent decades, integrating insights from personality psychology, developmental psychology, and positive psychology. Character is often defined as a constellation of moral and ethical traits that guide behaviour across diverse situations, distinguishing it from broader personality constructs (Peterson & Seligman, 2004).  To psychology professionals, character is an individual’s core moral beliefs, intentions, and predispositions (Hollenbeck, McCall & Silzer, 2006).  One of the most influential frameworks in this domain is the VIA Classification of Character Strengths, which identifies 24 strengths grouped under six core virtues: wisdom, courage, humanity, justice, temperance, and transcendence (Peterson & Seligman, 2004).  This framework was adopted by many a empirical studies investigating the role of character in academic achievement, well-being, and prosocial behaviour (Park et al., 2004).

Developmental psychologists emphasize that character is shaped through a dynamic interplay of genetic, environmental, and social factors. Early experiences, family dynamics, and the broader socialization process are critical in the formation of character traits, as children learn values and behaviours through observation, reinforcement, and guided practice (Berkowitz & Bier, 2014).  Schools and community institutions also play a significant role in character development, often through formal character education programs designed to promote virtues such as responsibility, respect, and empathy (Berkowitz & Bier, 2014).  These interventions are recognized as key contributors to identity formation and socialization, especially during childhood and adolescence.

Positive psychology has further advanced the study of character by focusing on the cultivation of strengths and virtues that enable individuals to thrive.  Research demonstrates that character strengths are strongly associated with higher levels of subjective well-being, resilience, and life satisfaction (Park et al., 2004; Lavy, 2020). Interventions aimed at fostering character strengths—such as gratitude, kindness, and perseverance—have shown positive outcomes in both educational and clinical settings, supporting the view that character is a malleable set of traits that can be intentionally developed (Lavy, 2020).  Recent literature also highlights the effectiveness of peer-led and community-based positive psychology interventions, which leverage social support and identification to enhance engagement and outcomes (Carr et al., 2022).

Overall, contemporary psychological research conceptualizes character as a set of moral and ethical dispositions that are both stable and amenable to change.  Character development is seen as an ongoing process influenced by individual agency, social context, and targeted interventions, underscoring its importance for personal flourishing and societal well-being (Peterson & Seligman, 2004; Berkowitz & Bier, 2014; Lavy, 2020).

2.1.5 Character in Social Context
In social context, research usually discussed the elements in character e.g. justice, integrity, the social contract  (Peterson and Seligman, 2004) instead of the character itself.  In modern society,  utilitarian in secular sphere also cherish the justice elements in character which is the conner stone for social contract models (Hunter, 2000; Wright & Goodstein, 2007).  From a social perspective, character is understood as both a product and determinant of socialization processes.  Social theorists argue that character is shaped by family, education, peer groups, and broader cultural norms (Berkowitz & Bier, 2014).  Social institutions play a critical role in reinforcing desirable character traits, such as responsibility, empathy, and respect, through formal and informal settings (Lickona, 1993).  In contemporary societies, character education programs have gained prominence as a means of fostering civic virtues and reducing antisocial behaviour among community (Berkowitz & Bier, 2014).  Research indicates that social environments characterized by supportive relationships and clear expectations are conducive to positive character development (Schroeder, 2015).  Thus, character is both an individual attribute and a social construct, reflecting the dynamic interplay between personal agency and societal influences.

2.1.6 Character in Cultural Context: Eastern and Western Perspectives
Cultural interpretations of character reveal both convergences and divergences between Eastern and Western traditions.  In Western cultures, character is often framed in terms of individual moral virtues, such as honesty, courage, and integrity, rooted in Judeo-Christian ethics and classical philosophy (Peterson & Seligman, 2004).  In contrast, Chinese culture emphasizes relational and communal aspects of character, drawing on Confucian concepts such as ren (benevolence), li (propriety), and xiao (filial piety) (Li, 2006).  Confucianism posits that character is developed through self-cultivation and harmonious relationships, reflecting a collectivist orientation (Tu, 1984).  While Western models prioritize personal autonomy and internal consistency, Eastern models highlight social harmony and the fulfilment of roles within family and society.  Despite these differences, both traditions recognize character as essential to moral development and societal well-being.

2.1.7 Character in Religious Context
With the elements of morality and ethics, character is always mentioned in religious realm.  In the arena of religion, character is referred to the distinctive set of moral, spiritual, and ethical qualities that define an individual and guide their behaviour, shaped by religious teachings and values.  In religious perspective, character formation is not limited to performance or  achievement but integrates spiritual and moral values into the learning process, aiming to develop individuals with noble character who act with integrity, empathy, and responsibility in their daily lives (Taylor, 2007).  Transformative teaching approaches in religious discipline emphasize the reflective processes, social interaction, and active engagement, encouraging faith seekers to internalize religious values and apply them in real-world situations (Taylor, 2007).  

Religious character is thus understood as a special characteristic that distinguishes individuals, rooted in religious principles such as faith, piety, honesty, and compassion.  For example, in Islamic perspective, character development is closely linked to understanding and practicing the teachings of the Quran and Hadith, fostering faith, piety, and noble character as the essential outcomes (Amin et al., 2022).  The process of character formation involves not only cognitive understanding but also affective and spiritual development, enabling individual to embody religious values into their actions and decisions (Amin et al., 2022).

[bookmark: OLE_LINK95]In Christianity, character is understood as the intentional cultivation of virtues and moral qualities that reflect the teachings and example of Jesus Christ.  Christian character is not all born but developed over time through choices, actions, and the transformative work of the Holy Spirit.  According to Rick Warren and Ellen G. White (2023) and Lickona (1996), character development involves making deliberate choices that align with Christ-like values, and these choices, when repeated, lead to enduring changes in behaviour and moral consistency. The apostle Paul’s writings emphasize that Christian character is formed by grace and through persistent effort in spiritual growth. Christians express character as the “fruit of the Spirit” which composes of love, joy, peace, patience, kindness, goodness, faithfulness, gentleness, and self-control (Romans 12:2; Galatians 5:22-23).

Research has shown that religious advocates positive influence on prosocial behaviour, empathy, and moral reasoning, supporting the idea that religious character is closely tied to ethical and moral development (Elsayed, 2020).  The presence of role models, reflective activities, and integration of values into curricula are effective strategies for nurturing character, resulting in individuals who are not only competent but also possess strong moral integrity and readiness to face societal challenges (Taylor, 2007). In summary, character in a religious context is the embodiment of moral and spiritual virtues given by grace, shaped by religious doctrine, cultivated through intentional education and community practices, and manifested in ethical behaviour and social responsibility.

2.1.8 Character in Academic Context
In academic discourse, character is a multidisciplinary construct, intersecting with fields such as philosophy, psychology, sociology and education.  Character education has emerged as a key area of research and practice, with scholars investigating effective strategies for fostering character development in schools and communities (Berkowitz & Bier, 2014; Nandol, 2025).  Academic definitions of character typically emphasize the integration of moral reasoning, emotional regulation, and social responsibility (Lickona, 1993).  Research in educational psychology has highlighted the importance of character for academic success, resilience, and lifelong learning (Park et al., 2004).  In recent years, character become increasingly recognized as a critical component of leadership, organisational behaviour, and civic engagement (Seijts et al., 2015).  Academic debates continue regarding the measurement of character, the relative importance of different virtues, and the role of cultural context in shaping character ideals.

2.1.9 Character in Business Context
The concept of “character” is indeed foundational in discussions of human behaviour and morality, but it has historically been less explicitly emphasized in business and organisational contexts. There are several reasons for this relative absence.

First is the separation of ethics and leadership.  In business literature, ethics and character are often treated as secondary or separate topics, sometimes relegated to later chapters in leadership handbooks rather than being integrated into the core discussion of management and organisational effectiveness.  This separation reflects a tendency to view ethical considerations as distinct from the main drivers of business success, such as strategy, operations, and financial performance (Den Hartog, 2015).

Second is the focus on competence and results.  Traditional business paradigms have prioritized measurable competencies, technical skills, and outcomes over personal virtues or character traits.  Leadership development has often focused on skills and competencies rather than the deeper qualities of character, identity, and values (Ng & Feldman, 2015).

However, there is a growing recognition that character is crucial for effective leadership and organisational health.  Recent research and leadership models increasingly highlight the importance of character, virtues, and ethical behaviour as drivers of trust, engagement, and long-term success.  For example, studies have shown that the strength of a leader’s character correlates with business success and organisational effectiveness (Den Hartog, 2015; Ng & Feldman, 2015).  With the emergence of newer frameworks in organisational behaviour, such as positive psychology and virtuous leadership, research explicitly address character and virtues as central to effective leadership and ethical business practices.  However, these approaches are still emerging and not yet fully mainstream in all business settings (Den Hartog, 2015).

In summary, while “character” has not always been foregrounded in business and organisational discussions, there is a clear importance toward recognizing its centrality in effective leadership and organisational success.  The historical lack of emphasis is being addressed as organisations increasingly understand the value of integrating character and ethics into their core leadership models (Den Hartog, 2015; Ng & Feldman, 2015). 

2.1.10 The Difference Between Character and Personality
While character and personality are often used interchangeably in everyday discourse, scholars distinguish between the two constructs.  Personality refers to the broad set of enduring traits, patterns, and dispositions that characterize an individual’s behaviour, emotions, and cognition (McCrae & Costa, 2008).  Personality traits, such as those identified in the Five-Factor Model (openness, conscientiousness, extraversion, agreeableness, neuroticism), are considered relatively stable over time and across situations (John & Srivastava, 1999).  Character, by contrast, is specifically concerned with moral and ethical qualities, such as honesty, integrity, and compassion (Peterson & Seligman, 2004).  While personality encompasses both moral and non-moral traits, character is inherently evaluative, reflecting judgments about what is good or virtuous (Lickona, 1993).  Empirical research supports the distinction, showing that character strengths predict outcomes above and beyond personality traits, particularly in domains related to morality and prosocial behaviour (Park et al., 2004).  Thus, character and personality are related but distinct constructs, each contributing uniquely to individual development and social functioning.

To conclude this literature review session regarding the concept of character, it occupies a central place in scholarly and practical discussions about human development, morality, and social order. Historical, philosophical, psychological, social, cultural, religious and academic perspectives converge in recognizing character as a complex, multidimensional construct that shapes and is shaped by individual actions and societal expectations.  While definitions and emphases vary across contexts, character is consistently associated with moral virtues, ethical conduct, and the capacity for self-regulation and social responsibility.  Distinguishing character from personality clarifies its unique role in guiding moral behaviour and fostering societal well-being.  Ongoing research continues to refine our understanding of character, highlighting its relevance for human life, including business activities and leadership in a rapidly changing world.

2.2 Peterson & Seligman’s Character Strengths 
In order to have a systematic and clear interpretation of character this multidimensional and complex construct, this study adopted Peterson & Seligman’s definition of Character, which they named it as Character Strengths.  Peterson & Seligman has derived 24 Character Strengths after extensive review of literatures on good characters from psychiatry, psychology and philosophy, and brainstorming with selected groups of scholars.  They termed these 24 character strengths as Values in Action (VIA) classification (Proctor, 2011).  They also grouped these 24 characters under six broad categories of virtues that consistently emerged from previous literatures and universally accepted by moral philosophers and theologians (Wright & Goodstein, 2007).  These six categories are: Wisdom, Courage, Humanity, Justice, Temperance, and Transcendence (see appendix) (Peterson & Seligman, 2004; Wright & Goodstein, 2007; Harzer and Ruch, 2014).

2.2.1 Wisdom
The category “Wisdom” includes character strengths of Creativity, Curiosity, Judgement, Love of Learning, Perspectives.  People who possess the character strength “Creativity” are clever, original & adaptive, and is a problem solver.  People who possess “Curiosity” character strength, interested in new activities, willing to explore new things, and open to new ideas.  People who possess “Judgement” character strength,  is a critical thinker.  He/she thinks things through and with an open-minded.  “Love of Learning” describes people who like to master new skills and topics, and is able to systematically adds to knowledge.  People with “Perspective” are wise, see the big picture and able to provide wise counsel (Peterson & Seligman, 2004).  

2.2.2 Courage
The category “Courage” includes character strengths Bravery, Perseverance, Honesty, Zest. People who possess “Bravery” character strengths shows valour, doesn’t shrink from fear, speaks up for what is right.  People who have “Perseverance” character strength are persistent, industrious, and finish what they started.  “Honesty” character strength describes people who are authentic, trustworthy, and sincere.  People with “Zest” character strength are enthusiastic, energetic, and doesn’t do things half-heartedly (Peterson & Seligman, 2004).  

2.2.3 Humanity
The category “Humanity” includes character strengths Love, Kindness, and Social Intelligence.  People with the character strength of “Love” are warm, genuine and values close relationships.  People who demonstrate the character strength of “Kindness” are generous, compassionate, altruistic, caring and nurturing others.  People with “Social Intelligence” character strength aware the motives and feelings of self and others. They know what make others tick (Peterson & Seligman, 2004).  

2.2.4 Justice
The category “Justice” includes character strengths Teamwork, Fairness, and Leadership.  People who possess “Teamwork” character strength are team players, loyal and take responsibility to social needs. People who possess “Fairness” character strength are just, and do not let feelings bias their decisions about others (Peterson & Seligman, 2004).   People have “Leadership” character strength can encourage others to get things done and organise people to achieve goals (Kouzes and Posner, 2002.

2.2.5 Temperance
The category “Temperance” represent character strengths Forgiveness, Humility, Prudence, and Self-Regulation.  People with character strength “Forgiveness” are merciful, accept other’s shortcomings, and willing to give people a second chance.  People who show the character strength “Humility” are modest, and let’s their accomplishments speak for themselves.  People who have the character strength of “Prudence” are careful, cautious and do not take disproportionate risks.  People who demonstrate “Self-Regulation” character strength are self-controlled, disciplined, can manage impulses and emotions (Peterson & Seligman, 2004).  

2.2.6 Transcendence
The category “Transcendence” comprises of character strengths Appreciation of Beauty & Excellence, Gratitude, Hope, Humour and Spirituality.  People with “Appreciation of Beauty & Excellence” character strength feel awe and wonder in beauty and get inspired by the goodness of others.  People with character strength “Gratitude” express thankful for the good and feeling being blessed. People with character strength “Hope” are usually optimistic, future-minded and orientated.  People with character strength “Humour” are playful, light-hearted and bring smiles to others.  People with the character strength of “Spirituality” feel a sense of purpose, they would search for meaning of things and develop a sense of relationship with the sacred (Peterson & Seligman, 2004).  

For a clear picture of the above, Table 1 summarized the 24 Character Strength values under respective the six clusters. 



Table 1: Grouping of Character Strength by Peterson & Seligman (2004)
	Character
Cluster
	Items

	Wisdom


	Creativity 
• Clever
• Original & Adaptive 
• Problem Solver 

	Curiosity 
• Interested
• Explores new things 
• Open to new ideas 
	Judgement 
• Critical thinker 
• Thinks things through 
• Open-minded 


	Love of Learning 
• Masters new skills & topics 
• Systematically adds to knowledge 
	Perspective
• Wise 
• Provides wise counsel 
• Takes the big picture view 

	Courage 


	Bravery 
• Shows valor 
• Doesn't shrink from fear 
• Speaks up for what's right 

	Perseverance  
• Persistent 
• Industrious 
• Finishes what one starts
	Honesty 
• Authentic
• Trustworthy
• Sincere 
	Zest 
• Enthusiastic 
• Energetic 
• Doesn't do things half-heartedly. 
	

	Humanity


	Love
• Warm and genuine 
• Values close relationships 

	Kindness
• Generous
• Nurturing
• Caring
•Compassionate 
• Altruistic 


	Social Intelligence 
• Aware of the motives and feelings of self/others 
• Knows what makes others tick 
	
	

	Justice 


	Teamwork
• Team player
• Socially responsible 
• Loyal 

	Fairness
• Just 
• Doesn't let feelings bias decisions about others 

	Leadership
• Organizes people to achieve goals
• Encourages a group to get things done 
	
	

	Temperance 



	Forgiveness 
• Merciful 
• Accepts others' shortcomings 
• Gives people a second chance 
	Humility 
• Modest 
• Lets one’s accomplishments speak for themselves 

	Prudence 
• Careful 
• Cautious 
• Doesn’t take undue risks 
	Self-Regulation
• Self-controlled 
• Disciplined 
• Manages impulses and emotions 
	

	Transcendence
 

	Appreciation of Beauty & Excellence 
• Feels awe and wonder in beauty 
• Inspired by goodness of others 
	Gratitude 
• Thankful for the good 
• Expresses thanks 
• Feels blessed 

	Hope
• Optimistic 
• Future-minded 
• Future Orientated 
	Humor 
• Playful 
• Brings smiles to others 
•Lighthearted 
	Spirituality 
• Searches for meaning 
• Feels a sense of purpose 
• Senses a relationship with the sacred 




2.3 Character and Leadership
There was limited research on “Character in Leadership” or “Character-centred Leadership”, but “Character” has been mentioned in several leadership styles e.g. Ethical Leadership (Brown, Treviño and Harrison, 2005,  Watts, 2008, Wright & Quick, 2011; Northouse, 2025), Responsible and Virtuous Leadership (Cameron, 2011), Value based Leadership (Thompson, 2009), Authentic Leadership (Alvesson and Mats; Einola and Katja, 2019), Servant Leadership (Greenleaf, 2002, Spears, 2010, Van Dierendonck, 2011), and Spiritual Leadership (Sweeney and Fry, 2012), etc.  As this paper aims to investigate the influence of Character-based leadership on overall leadership efficacy and quality, this section will delve into the relationship between character and different leadership theories.  

The concept of character is closely linked to leadership and is evident in various leadership theories (Drake, 2022). This connection is reflected in the works of numerous philosophers from both Eastern and Western traditions. For instance, Confucius and several Chinese doctrines assert that effective leaders possess good characters and usually societal good before self-interest. (Sosik & Cameron, 2010).  Many psychology researchers and practitioners also suggest that good character is a key differentiating factor of distinguished leaders (Hollenbeck, McCall & Silzer, 2006). Character, which includes an individual's core moral beliefs, intentions, and predispositions, is often cited by psychology researchers and practitioners as a defining trait of exemplary leaders (Hollenbeck, McCall & Silzer, 2006).  Influenced by the work of philosophers and psychologists, various leadership theories have a common preoccupation with the 'who' of leadership, or consider leadership as a ‘person’ (Drake, 2022). Consequently, the character of a leader holds significant importance in the realm of leadership.

2.3.1 Great Man Theory
The great man theory of “heroic” leaders in 19th century raised by the historian Thomas Carlyle (1841, quoted by Baofu, 2012) stated that great leaders are those with qualities like intelligence, charisma and political skills (Hook, 1950).  This echoes the character strength wisdom and social intelligence suggested by Peterson & Seligman (Peterson & Seligman, 2004).  Based on the work of the great man theory, trait theory suggested that a competent leader is shaped by various characteristics or personality traits (Penn, 2008).  Many academics tried to find the key traits which determine the efficiency of a leader, they concluded those traits include Articulacy, Education, Persistence, Commitment, Energy, Responsibility, Decisiveness, Honesty, Sociability, Determination, Intelligence, Self-confidence (Penn, 2008).  Kouzes and Posner (2002) interviewed 75,000 people and shortlisted the traits of effective leadership as Broad-minded, Competent, Dependable, Fair-minded, Forward-looking, Honest, Inspiring, Intelligent, Supportive, Straightforward.  Similar traits are found in Peterson & Seligman suggested Character Strengths Judgement, Love of Learning, Perseverance, Zest, Honesty, Social Intelligent, Bravery, Wisdom, Perspective (Peterson & Seligman, 2004).  

While the great man theory and trait theory emphasize a leader's traits and personal qualities, behavioural theory examines the actions that delineate leadership. According to this theory, specific behaviours can develop individuals into effective leaders, suggesting that anyone can attain leadership status through modifying their behaviours. Behavioural theory proposes that an effective leader adapts their behaviour to suit the situation (Penn, 2008). This concept resonates with Peterson & Seligman's notion that character strengths are virtues exemplified through actions (2004).

2.3.2 Transactional Leadership

Two other frequently discussed leadership theories are Transactional Leadership and Transformational Leadership. These leadership theories are often discussed in pairs. Transactional leadership is a traditional and widely applied business model that focuses on business results. In this model, leaders and team members engage in a contractual relationship where leaders reward team members who successfully complete assigned tasks (Covey, 2009) Typical transactional leaders exhibit character strengths such as Perseverance, Zest, and Fairness.  With these character strengths, transactional leaders are seen as industrious, trying to finish what get started as they dislike doing things half-heartedly, and just by rewarding employees according to what have been agreed.  Driven by contractual spirit instead of personal feelings, they are generally regarded as not easy to bias their decision about others (Peterson & Seligman, 2004). 

2.3.3 Transformational Leadership

Transformational leadership contrasts with transactional leadership on multiple fronts (Onan, 2025).  Transactional leadership involves exchanges between a leader and follower, where followers are motivated by rewards for achieving specific goals or meeting performance criteria. This approach encourages team members through external rewards (Burns, 1978; Jung, 2010; Waldman et al., 1990).  In contrast, transformational leadership seeks to inspire (Zaghmout, 2025). and motivate followers through intrinsic means, rather than relying solely on exchanges and rewards (Sosik et al., 2018).  James MacGregor Burns (1978) introduced the concept of transformational leadership in 1978, describing it as a dynamic relationship where leaders and followers mutually stimulate and elevate each other (Glynn, 2025).  This process can potentially transform followers into leaders and leaders into moral agents, raising both parties to higher levels of motivation and morality (James, MacGregor and Burns, 1978). This moral dimension aligns with the moral aspects discussed in Character-based leadership in this paper. Fostering this leader-follower dynamic involves the character strength of Social Intelligence, because leaders with these characters can aware of others' motives and feelings and understand what motivates their followers (Peterson & Seligman, 2004).  Some other scholars believe that transformational leaders possess virtues of character strengths and demonstrate attributes of self-regulation, self-controlled and disciplined (Sosik & Cameron, 2010).  

Price (2003) suggested that transformational leadership is concerned with the vision and purpose.  Transformational leaders are charismatic leaders who can inspire others (Zaghmout, 2025), they are altruistic in the way they engage with colleagues (Price, 2003). These attributes of transformational leadership dovetail the character strengths Honesty, Love and Kindness under the category of Humanity mentioned by Peterson & Seligman (Peterson & Seligman, 2004). Leaders with these character strengths are authentic, sincere, warm and genuine, value close relationships, nurturing, caring, compassionate and altruistic.  These attributes help glue the bond between leaders and followers for meaningful transformation.  Research on transformational leadership theory focuses on how leaders motivate and empower followers to achieve transcendent goals (Sosik et al., 2018). This intersects with charismatic leadership theory, as ‘charisma’ plays a key role in these influence mechanisms. For instance, a transformational leader might use their charisma to inspire a shared vision among their team (Zaghmout, 2025), thereby elevating followers' relationships to reverence through transcendental ideals and authority (Downton, 1973). 

2.3.4 Charismatic Leadership

[bookmark: OLE_LINK88]The concept of charismatic leadership was initially examined by Downton (1973) and subsequently explored in greater detail by House (1977) and House and Shamir (1993) and many others (Conger and Kanungo, 1998, Bass, 1985).  Charismatic leadership, lead with a compelling vision to inspire the team (Zaghmout, 2025), which help to motivate the team during significant change (Shamir et al., 1993).  Both transformational and charismatic leadership theories emphasize on the transformational change of followers. This can be seen in House (1977)’s research on charismatic leadership. He examined the psychological influence of leaders on followers within the framework of charismatic leadership theories, highlighting the significance of assertiveness, self-confidence, and moral conviction in leaders to create this influence.  He conducted research with Shamir around 15 years later (1993) that examined the concept of the 'self-concept' of followers and found that certain leadership actions could instil followers' motivations for self-expression, self-esteem, self-worth, and self-consistency. Gardner and Avolio (1998) suggested that charismatic leaders' strong confidence in their own abilities and those of their followers, demonstrated through exemplary behaviours, promotional efforts, and inspirational presentations, can significantly boost followers' self-esteem and increase their expectations of self-efficacy. The above-mentioned leaders’ qualities include assertiveness, self-confidence, and moral conviction. These qualities reflect the character strengths of Zest (enthusiasm), Hope (optimism), Leadership (encouraging others to get things done) , and Kindness (nurturing) as suggested by Peterson & Seligman (2004).

2.3.5 Servant Leadership

[bookmark: OLE_LINK89]Another theory that examines the relationship between leaders and followers is servant leadership (Clarke, 2018).  This leadership theory emphasises the passion of leaders to serve their team members or followers rather than simply lead (Greenleaf, 2015).  A servant leader is someone who prioritizes their team members' needs and growth, both professional and personal, over their own self-interest.  This type of leader wants to build a strong long-term relationship with their team members and followers (Eva et al., 2019).  Common characteristics of servant leaders include patience, empathy, humility, respectfulness, honesty, and commitment (Bormann & Rowold, 2018; Lussier & Achua, 2022).

According to Robert K. Greenleaf, the founder of Servant Leadership, this leadership style begins with an innate desire to serve before leading. This type of leader prioritizes serving others over personal gain (Greenleaf, 2015). This deliberate decision motivates one to aspire to lead, which is distinctly different from a person who seeks to become a leader primarily out of a desire for power or material possessions. That type of leader only considers serving others after establishing their leadership and meeting their own objectives.  The leader-first and the servant-first are two extreme types of leaderships (Greenleaf, 2015). Thus, servant leadership embodies attributes such as generosity, nurturing, caring, compassion, and altruism, which are part of the character strength Kindness, as well as warmth and genuineness from the character strength Love, and awareness of others' feelings from the character strength Social Intelligence mentioned by Peterson & Seligman (2004).

2.3.6 Spiritual Leadership

Like Servant Leadership, Spiritual Leadership emphasizes the importance of serving others and fostering a sense of community. Both leadership styles focus on the well-being and development of their followers.  The concept of Spiritual Leadership is formally introduced by J. Oswald Sanders (2002), who wrote the book Spiritual Leadership: Principles of Excellence for Every Believer. Sanders suggested that effective spiritual leadership is characterized by a combination of visionary direction, authenticity, and a service-oriented mindset. In his view, a spiritual leader should articulate a clear and compelling vision that aligns with divine principles, and demonstrate empathy and integrity by modeming the values they advocate.  Furthermore, Sanders emphasizes that spiritual leadership involves a commitment to continuous personal growth, empowering others, and nurturing an environment of trust for transformational development. The characteristics exhibits in Spiritual Leadership coincides with the Character Strength Spirituality, which are Beliefs about higher purpose and meaning, Love, Kindness, Social Intelligence, Love of Learning (Carr, 2019), and Hope (i.e. Optimistic about people’s growth) as mentioned by Peterson & Seligman (2004).

Alike Spiritual Leadership and Servant Leadership, Authentic Leadership also emphasizes the importance of leaders being genuine and true to their values.  Authentic leadership was introduced and popularized by Kohnen (2003) in his book Authentic Leadership: Rediscovering the Secrets to Creating Lasting Value. According to Kohnen, authentic leaders demonstrate five key characteristics: self-awareness, which involves understanding one's values and emotions; relational transparency, fostering open and honest communication; balanced processing, ensuring unbiased decision-making; internalized moral perspective, guiding actions based on ethical principles; and a strong sense of purpose, driving passion and commitment.    These five characteristics share significant commonalities with the character strengths outlined by Peterson & Seligman (2004).  For example, self-awareness in authentic leadership aligns with the character strength Social Intelligence, as both emphasize understanding emotions and relationships.  Similarly, relational transparency mirrors character strength Honesty in its focus on authenticity and trustworthiness, while balanced processing corresponds to character strength Judgment through its emphasis on open-minded and critical decision-making. In addition, the internalized moral perspective of authentic leaders resonates with the character strength of Fairness, as both highlight unbiased decision-making.  Furthermore, a strong sense of purpose in leadership aligns with the character strength Spirituality (Dent, Higgins, & Wharff, 2005), emphasizing meaning and aspiration (Kohnen, 2003). 

2.3.7 Virtuous Leadership

The concept of Virtuous Leadership was developed by Alexandre Havard, who is recognized for his contributions to leadership philosophy and character development. He developed this leadership concept from a philosophical perspective, emphasizing the cultivation of virtues such as prudence, courage, temperance, justice, magnanimity, and humility to achieve greatness and inspire others. These virtues align with most of the character strengths introduced by Peterson & Seligman (2004). For example, Havard’s emphasis on prudence aligns with Wisdom and Knowledge, as both involve thoughtful decision-making and insight. Similarly, the virtue of courage can be linked to bravery and perseverance in character strengths. The virtues courage, justice and humility mentioned in both Virtuous leadership and Character Strength.  For the virtue temperance, there are related concepts such as forgiveness, humility, and self-regulation in character strength.  These virtues enable leaders to inspire and guide others toward excellence while fostering personal growth and moral integrity (Zaghmout, 2025). Havard argues that virtuous leadership transcends mere technical skills or charisma, focusing instead on character formation and the pursuit of the common good (Havard, 2007). Many of these virtues are also essential qualities for ethical leadership (Brown, Treviño, and Harrison, 2005).

2.3.8 Ethical Leadership

In ethical leadership, leaders are typically described as exhibiting honesty, integrity, fairness, and a strong moral identity (Treviño et al., 2000; Kalshoven et al., 2011; Yukl et al., 2013). Additionally, they demonstrate a people-oriented approach by showing respect, empathy, and genuine concern for their staff (Resick et al., 2011; Filho et al., 2019).  Moreover, ethical leaders are known for their accountability, transparency, and commitment to promoting ethical principles within their organisations (Treviño et al., 2003; Zappalà & Toscano, 2020).  These characteristics of ethical leadership share significant similarities with the character strengths (Peterson & Seligman, 2004).  Integrity and honesty in ethical leadership align with the “Honesty” character strength, emphasizing truthfulness and authenticity. The fairness attribute corresponds to the “Fairness” strength, underscoring equitable treatment and just decision-making. The people-oriented approach of ethical leaders reflects several strengths, including “Social Intelligence,” “Kindness,” and “Leadership,” all of which involve understanding and caring for others. Accountability in ethical leadership aligns with the “Responsibility” strength, highlighting the importance of owning one’s actions. Finally, the strong moral identity and commitment to ethical principles demonstrated by ethical leaders correspond to strengths such as “Judgment,” “Perspective,” and “Prudence,” which involve critical thinking, wisdom, and careful decision-making.  

The above study testified that the character strengths mentioned by Peterson & Seligman (2004) have prominent footprint in various theories of leadership. Examination of the above leadership theories through the lens of character strengths underscores the profound influence of a leader’s character on their effectiveness and long-term impact.  Across a broad spectrum of leadership models—ranging from Great Man and Trait Theories to Transformational, Servant, Ethical, and Responsible Leadership—key character traits such as honesty, social intelligence, perseverance, fairness, and humility emerge as critical components. These traits not only shape a leader’s ability to inspire and guide but also foster ethical decision-making, trust-building, and sustainable practices (Zaghmout, 2025).  The alignment between these traits and the character strengths identified by Peterson and Seligman (2004) underscores the universal importance of virtues like wisdom, courage, humanity, justice, temperance, and transcendence in leadership.  Furthermore, theories such as Positive Leadership and Authentic Leadership emphasize the role of self-awareness and relational transparency in cultivating meaningful relationships and empowering followers (Monzani et al., 2021).  Similarly, Servant and Spiritual Leadership prioritize altruism and community well-being, reflecting an intrinsic commitment to serving others. Even more traditional styles like Transactional Leadership or laissez-faire approaches benefit from character strengths when applied thoughtfully.  Collectively, these insights reveal that effective leadership transcends technical skills or positional authority; it is deeply rooted in the character of the leader.  By cultivating these virtues and integrating them into leadership practices, organisations can enhance individual performance while promoting collective well-being and sustainability.  This synthesis reaffirms that Character-based leadership is not only essential for achieving organisational success but also for addressing broader societal challenges with empathy, accountability, and vision. 

2.3.9 Character-based Leadership

[bookmark: OLE_LINK8]Character-based leadership emphasizes the integration of ethical values and personal virtues into leadership practices, distinguishing it from skill-based or transactional approaches. Scholars such as Crossan, Seijts, and Gandz (2017) have been pivotal in introducing this concept, highlighting the importance of cultivating character alongside competence to ensure sound judgment and ethical decision-making in leadership (Crossan et al., 2013; Crossan et al., 2024). Key characteristics of Character-based leadership include integrity, humility, accountability, empathy, and resilience. These traits foster trust, inspire collaboration, and guide leaders in navigating complex moral dilemmas (Kiel, 2021; Lumpkin & Achen, 2018; Dodd et al., 2018). Furthermore, Character-based leaders prioritize values-based actions and demonstrate consistency between their ethical reasoning and behaviors (Kouzes & Posner, 2023). Research underscores that organisations led by individuals with strong character experience higher employee engagement and long-term success (Seijts & Milani, 2024).  Developing such leadership involves intentional practices such as mentorship, self-reflection, and structured feedback to embed these virtues into habitual behaviours (Crossan et al., 2024). Thus, Character-based leadership not only enhances individual effectiveness but also contributes to sustainable organisational impact. 

2.4 Key Differences Between Character-based Leadership and Other Leadership Styles 
Character-based leadership distinguishes itself from other leadership styles by emphasizing moral and ethical qualities, such as integrity, empathy, and responsibility, as the foundation of leadership effectiveness.  This approach prioritizes the leader’s character as a critical element in decision-making, leading and managing the team, and defining organisational success. This makes it fundamentally different from transactional, transformational, servant, authentic and other leadership styles. 
 
2.4.1 Core Focus 
The primary focus of Character-based leadership is on ethical behaviours and moral values that guide leaders in their decision-making processes. Leaders in this style prioritize doing what is right over what is expedient or profitable, ensuring that their actions align with both personal and organisational values (Monzani et al., 2024).  
 
In contrast, transactional leadership focuses on structured processes and rewards for meeting specific goals but often lacks an ethical dimension (Rezaei, 2013).  Transformational leadership centers on inspiring and motivating followers to achieve a shared vision through innovation and charisma (Bass & Riggio, 2005). Servant leadership emphasizes serving others by prioritizing their needs and fostering personal growth among employees (Eva et al., 2019). Authentic leadership builds trust through transparency and alignment between internal values and external behaviours (Avolio et al., 2004). All these leadership styles do not explicitly focus on broader ethical frameworks like Character-based leadership. 
 
2.4.2 Decision-making Characteristics 
Character-based leaders make decisions based on ethical principles like integrity and accountability. They ensure that their choices reflect moral values and take ownership of outcomes, which fosters trust within the organisation (Crossan et al., 2021).  Transactional leaders prioritize efficiency by adhering to rules and predetermined criteria but often disregard the moral implications of their decisions (Rezaei, 2013).  Transformational leaders make visionary decisions aimed at long-term organisational change but may sometimes overlook ethical considerations if not grounded in strong ethical character strength.  For example, a transformational leader might push for rapid technological innovation without fully considering the ethical implications of data privacy, unless they have strong character traits to guide their decisions (Hendrix, 2015).  Servant leaders prioritize decisions that benefit employees’ well-being and development over personal or organisational gain (Eva et al., 2019).  Authentic leaders focus on aligning decisions with personal values to build trust.  Both leadership styles may lack structured ethical frameworks for addressing complex dilemmas (Avolio et al., 2004). 

2.4.3 Leader-follower Dynamics 
Character-based leadership fosters trust by consistently demonstrating ethical behaviour and mutual respect.  By consistently demonstrating ethical behaviours, Character-based leaders can effectively mediate conflicts and build a cohesive team culture that aligns with organisational values.  This approach creates an environment where employees feel valued and motivated to contribute to organisational success (Crossan et al., 2013).   A transactional leader might implement a strict sales quota system that pressures employees to meet targets at any cost, potentially encouraging dishonest behavior such as falsifying sales reports or exploiting customers.  Some transactional leaders might reward employees with bonuses solely for meeting sales targets. They may not examine whether their staff's approach to achieving these results is ethical (Rezaei, 2013).  This approach can lead to unethical practices becoming normalized within the organisation (Moore & Gino, 2013), potentially damaging its reputation and leading to long-term issues such as decreased employee morale and increased turnover.  Transformational leaders inspire followers to exceed expectations through motivation and intellectual stimulation but risk manipulation if their character is weak (Bass & Riggio, 2005).  For instance, a transformational leader might implement a new technology initiative to boost productivity but must ensure ethical considerations like data privacy are addressed.  Servant leaders actively listen to employees’ concerns, empathize with their needs, and support their growth, cultivating strong relationships built on care (Eva et al., 2019).  Authentic leaders strengthen relationships by being transparent about their intentions and aligning actions with values. But both leadership styles may not explicitly address broader organisational ethics (Avolio et al., 2004). 

2.4.4 Organisational Impact 
The impact of Character-based leadership on organisations is profound. By embedding moral values into operations, this style promotes an ethical culture that supports long-term success and sustainable performance (Crossan et al., 2021).  Transactional leadership ensures efficiency in achieving short-term goals but may stifle creativity or adaptability in dynamic environments (Rezaei, 2013).  Transformational leadership drives innovation and change but may lead to risks if ethical considerations are overlooked (Bass & Riggio, 2005).  Servant leadership enhances employee well-being and engagement while fostering a collaborative culture that prioritizes care over profit.  For instance, a servant leader might implement flexible working hours to accommodate employees' personal needs, aiming to increase job satisfaction and productivity, although this outcome is not guaranteed (Eva et al., 2019).  Authentic leadership builds trust within teams and improves morale but may lack a broader focus on organisational ethics (Avolio et al., 2004). 

2.4.5 Unique Strengths of Character-based Leadership 
What sets Character-based leadership apart is its integration of personal integrity with organisational priorities. Research has demonstrated that leaders with high character traits—such as honesty, compassion, humility—achieve better financial performance while fostering trust within their organisations (Crossan et al., 2021). Unlike other styles that prioritize specific outcomes like innovation or efficiency, Character-based leadership creates a foundation for ethical decision-making that benefits all stakeholders. This approach ensures that organisations are not only successful but also ethically sound—a critical distinction in today’s business environment marked by increasing scrutiny of corporate behavior. 
2.4.6 Potential Downsides of Character-based Leadership 
While Character-based leadership is often lauded for its emphasis on ethical behavior, integrity, and moral decision-making, it is not without its challenges. Leaders who prioritize character over other leadership dimensions may encounter several potential downsides, particularly when balancing ethical principles with practical organisational needs. 

2.4.6.1 Risk of Overemphasis on Ethical Principles 
One potential downside of Character-based leadership is the risk of overemphasizing ethical principles at the expense of pragmatism.  Leaders who focus too heavily on values and moral considerations may find it challenging to make quick decisions when needed.  For instance, while prioritizing integrity and fairness is commendable, it can lead to delays in decision-making or an inability to act decisively in high-pressure situations (Mark Graban & Milani, 2024). This challenge is particularly evident in industries where rapid responses are critical, such as technology or healthcare. 

2.4.6.2 Difficulty Balancing Individual Values with Organisational Goals  
Another challenge that Character-based leaders may face is balancing individual values with organisational goals.  Character-based leaders often grapple with aligning their personal values with the broader goals of their organisation.  This friction is not uncommon in today's business environment, where leaders often face competing priorities.  While their ethical stance may resonate with employees, it can create friction if organisational priorities—such as profitability or market competitiveness—conflict with these values. For example, a leader who prioritizes environmental sustainability may face resistance from stakeholders focused on short-term financial gains (Ethisphere Magazine, 2025).  This tension can hinder progress by causing delays in project timelines and creating internal divisions among team members. 

2.4.6.3 Vulnerability to Criticism and Resistance  
Leaders who adopt a Character-based approach may face criticism for being overly idealistic or rigid. Employees and stakeholders might perceive such leaders as inflexible or disconnected from practical realities.  Furthermore, Character-based leaders who emphasize transparency and accountability may inadvertently expose themselves to heightened scrutiny, making them more vulnerable to criticism when mistakes occur (Ivey Academy, 2024).  This increased visibility can lead to stress and self-doubt, particularly if the leader’s decisions are unpopular. 

2.4.6.4 Challenges in Navigating Complex Organisational Cultures  
Character-based leadership can also clash with entrenched organisational cultures that prioritize conformity or performance metrics over ethical behaviours.  Leaders with strong positive character strength may face resistance in environments where unethical practices are normalized or rewarded.  Leaders who attempt to challenge systemic flaws or cultural biases may encounter resistance from employees accustomed to the status quo, e.g. such as passive resistance, ignoring new policies, or active pushback, and vocal opposition during meetings (Wowledge Blog, 2025). In such environments, efforts to promote ethical change may be perceived as disruptive rather than constructive. 

2.4.6.5 Potential for Perfectionism and Burnout  
Another pitfall of Character-based leadership is the tendency toward perfectionism. Leaders who hold themselves to exceptionally high moral standards may struggle to accept mistakes—both their own and those of others—leading to frustration and burnout (Initiative One Blog, 2025).  For instance, a leader might insist on reviewing every detail of a project, causing delays and frustration among team members who feel micromanaged.  This perfectionism can also demotivate team members who feel unable to meet the leader’s expectations, ultimately undermining trust and collaboration. 

2.4.6.6 Overlooking Practical Realities  
Character-based leaders may sometimes prioritize long-term ethical considerations over immediate organisational needs. For example, a leader focused on fostering an inclusive workplace might delay critical decisions that require tough trade-offs, such as restructuring or downsizing (Belcher, 2024). While these actions are ethically commendable, they can negatively impact organisational agility and competitiveness in dynamic markets. 

To conclude, although Character-based leadership offers significant benefits by fostering trust, ethical decision-making, and long-term sustainability, it also presents unique challenges. These include difficulties balancing ethical principles with practical realities, vulnerability to criticism, resistance from entrenched cultures, perfectionism-induced burnout, and delays in decision-making. To mitigate these downsides, leaders must strive for a balanced approach that integrates strong moral values with pragmatic strategies tailored to organisational needs. 

2.4.7 Tackling the Downsides of Character-based Leadership in Organisations 
There are also literatures providing useful insights to tackle the downsides of Character-based Leadership, below are the strategies to mitigate these issues effectively. 
 
2.4.7.1 Balancing Ethical Principles with Pragmatism  
To risk of overemphasizing ethical principles at the expense of practical decision-making, organisations should train leaders to integrate ethical considerations with strategic priorities. For example, implementing structured decision-making frameworks that weigh ethical values alongside operational needs can help leaders make balanced decisions (Seijts & Milani, 2024). Additionally, organisations can foster a culture where ethical behaviour is encouraged without compromising agility. This involves providing leaders with tools for ethical problem-solving under time constraints and equipping them to navigate complex scenarios where competing priorities exist (Belcher, 2024). 
 
2.4.7.2 Aligning Individual Values with Organisational Goals  
In addition to balancing ethics with pragmatism, aligning individual values with organisational goals is another critical challenge.  This alignment can be challenging when individual ethics conflict with business priorities. Organisations can tackle this by embedding character into their mission, vision, and values statements to create a shared framework for decision-making (Seijts & Milani, 2024).  For instance, using the Leader Character Framework to define and measure character-related competencies ensures that leaders’ actions align with organisational goals while maintaining ethical integrity. Furthermore, regular workshops and seminars can help leaders reflect on how their can emerge and leverage the character strength to address practice issues and achieving organisational success (Cutter Consortium, 2023). 
 
2.4.7.3 Addressing Criticism and Resistance  
Regarding the challenge of facing criticism for being overly idealistic or rigid, organisations could foster an environment that encourages constructive feedback and communication.  For example, organisations can create mechanisms like feedback sessions for two-way dialogues.  In which both leaders and their staff can listen and share their root of thoughts to build mutual understandings (Wowledge Blog, 2025). Additionally, organisations can implement recognition programs that reward leaders who have successfully navigated ethical dilemmas while achieving organisational goals (Ethisphere Magazine, 2025). These initiatives not only build trust but also reinforce the value of Character-based leadership. 
 
2.4.7.4 Overcoming Resistance from Entrenched Cultures  
To overcome the possible clashes with entrenched organisational cultures that prioritize conformity or performance metrics over ethical behaviours, top management of the organisation should stand firm with the leaders who are doing the right things.  Organisations should launch cultural change programs to eliminate harmful practices and foster health norms.  Additionally, introducing character-based assessments in hiring processes ensures that new hires embody the organisation’s values from the start (Sloan Review, 2022; Consortium, 2023).  Organisations can develop performance measurement metrics that reward behaviours such as transparency and ethical decision-making. For example, a leader who successfully navigates an ethical dilemma while achieving business goals could be recognized through a promotion or a performance bonus.  In addition, organisations can provide training for leaders to handle the challenges and transformation more tactfully.  
 
2.4.7.5 Mitigating Perfectionism and Burnout  
Organisations can help Character-basedleaders to mitigate perfectionism and avoid burning out by providing reflective tools and building supporting systems.   For instance, a company could implement a 360-degree feedback system where leaders receive anonymous feedback from their peers, subordinates, and supervisors. This feedback can help them identify areas for improvement and set realistic goals for themselves and others (Seijts & Milani, 2024).  Additionally, an executive coaching program could pair leaders with experienced mentors who provide guidance on managing stress and avoiding burnout (Sigma Assessment Systems, 2025).  Moreover, establishing peer-to-peer support networks can help leaders building resilience and encourage breakthroughs. 

2.4.7.6 Addressing Practical Realities Character-based
To counter the downside of prioritizing long-term ethical considerations over immediate organisational needs, organisations should bring in a decision matrix that balances ethical considerations with practical needs (Sigma Assessment Systems, 2025).  For instance, providing a checklist or scoring dimensions in a decision matrix that includes both critical character strengths (e.g., ethics, transparency, and fairness) alongside bottom-line and operational objectives can help leaders make well-balanced decisions (Ethisphere Magazine, 2025).  Additionally, integrating character into leadership development programs equips leaders with the tools needed to balance ethical principles with pragmatic strategies.  

2.4.7.7 Sustaining Character-based leadership in Organisation 
To ensure sustainability in adopting Character-based leadership, organisations can institutionalize character through consistent reinforcement across all levels of the organisation (Cutter Consortium, 2023).  This includes integrating preferred leadership character strength into hiring, training, performance reviews, and recognition programs.  For example, regular assessments using suitable frameworks allow organisations to monitor progress and provide feedback on how leaders demonstrate character traits in daily operations (Sigma Assessment Systems, 2025). 

To conclude, Character-based leadership offers significant benefits but also presents challenges that require counter solutions. By balancing ethical principles with pragmatism, aligning individual values with organisational goals, fostering open communication to address criticism and resistance, transforming entrenched cultures through principle-driven practices, mitigating perfectionism-induced burnout through coaching and mentoring programs, addressing practical realities through performance systems integration, and institutionalizing character across all levels of the organisation, organisations can overcome these downsides effectively. These strategies not only strengthen leadership effectiveness but also ensure sustainable success grounded in ethical principles.

2.5 Leadership Character and Leadership Quality
Several academic papers and journals have explored the relationship between leadership character and leadership quality. A study by Widyatmoko et al. (2020) examined the concept of leadership and its connection to character in human resource management. The research found that a leader’s character has the potential to influence employees’ characters. Another study by Githui (2022) investigated leadership qualities and their consequences in organisations. The author established that various positive leadership qualities positively affect individual and overall organisational performance and productivity. Furthermore, Frontiers in Psychology published research by Shehzad et al. (2022) focusing on the role of leaders’ Five-Factor Model (FFM) revealed that leaders’ openness to new experiences, agreeableness, and emotional stability substantially influenced mentees’ job satisfaction. These studies collectively suggest a strong link between leadership character traits and the quality of leadership, emphasizing the importance of character in effective organisational management and employee satisfaction. 

Empirical studies have demonstrated that Character-based leadership significantly impacts leadership quality across various domains. For instance, Lennick and Kiel (2005) argue that leaders with strong character elements, such as integrity, empathy, and accountability, foster trust and ethical behaviour among followers, which enhances organisational performance. Similarly, Crossan et al. (2013) highlight the importance of developing leader character in business programs, emphasizing its role in promoting personal growth and sustainable organisational outcomes. In medicine, character-based leadership has been linked to effective interdisciplinary collaboration and improved healthcare outcomes, with traits like humility and humanity (Hayat & Amini, 2022). Furthermore, research by Pillai et al. (1999) suggests that transformational leadership rooted in virtuous character dimensions positively influences organisational culture through enhanced perceptions of justice and trust. These findings collectively indicate the critical role of leader character in shaping leadership effectiveness by fostering ethical decision-making, trust-building, and adaptability across diverse contexts.

2.5.1 The VIA Character Strength Framework and Leadership Quality
The following section explores the relationship between each cluster of character strengths-namely wisdom, courage, humanity, justice, temperance, and transcendence, as suggested by Peterson and Seligman (2004)-and leadership quality.

2.5.1.1 Wisdom
[bookmark: OLE_LINK107]According to Peterson and Seligman’s (2004) VIA Classification of Character Strengths, wisdom encompasses creativity, curiosity, judgment, love of learning, and perspective (Rossano, 2008).  Seijts et al. (2023) highlight that wise leaders employ practical wisdom (phronesis) to balance competing demands, such as public health and economic stability during crises, by applying sound judgment and critical thinking.  Leaders who exhibit wisdom are better equipped to navigate complex situations, make effective decisions, and adapt their behaviour to the context.

Empirical evidence supports the importance of wisdom in leadership. A recent mixed-methods study involving 250 leaders found that the virtue of wisdom-measured by the VIA classification, including judgment and curiosity-was among the strongest predictors of resilience and effective leadership.  Regression analysis indicated that wisdom, along with humanity, temperance, and courage, explained 57% of the variance in leader resilience, a key indicator of leadership quality.  The study concluded that leaders’ effectiveness and adaptability are rooted in the conscious, context-sensitive use of wisdom-related strengths, supporting a strengths-based approach to leadership development (Kun & Répáczki, 2025). Another quantitative research further confirms that wisdom in leadership yields positive effects that extend beyond the organization, benefiting wider society as well (Yang, 2011).

2.5.1.2 Courage 
[bookmark: OLE_LINK54][bookmark: OLE_LINK109]Courage, as defined by Peterson and Seligman’s (2004) VIA Classification, includes bravery, perseverance, honesty, and zest.  Qualitative research indicates that leaders who demonstrate courage-particularly through honesty and perseverance-are perceived as more authentic and effective by their teams.  For example, interviews with organizational leaders reveal that acts of bravery, such as standing up for ethical principles, and displays of zest, such as enthusiasm and energy, foster trust and inspire followers, thereby enhancing perceived leadership quality (Sekerka et al., 2009).  These accounts emphasize that courage enables leaders to navigate adversity, make difficult decisions, and maintain integrity, all of which are crucial for effective leadership.

Quantitative studies corroborate these qualitative insights.  For instance, Rego et al. (2012) found that courage, as measured by validated scales, positively predicts leadership behaviours in a sample of managers (N = 285), with honesty and perseverance being significant predictors.  Similarly, a meta-analysis by Hannah et al. (2011) demonstrates that leader courage is significantly associated with higher leadership effectiveness.

2.5.1.3 [bookmark: OLE_LINK102]Humanity
[bookmark: OLE_LINK110]According to Peterson and Seligman’s (2004) VIA Classification of Character Strengths, humanity consists of love, kindness, and social intelligence.  Qualitative studies highlight that leaders who exhibit humanity-particularly love, kindness, and social intelligence-are perceived as more effective and virtuous.  For example, interviews and critical incident techniques have shown that leaders who demonstrate these strengths foster trust, loyalty, and positive relationships within their teams (Thun & Kelloway, 2011).  Such leaders are described as approachable, empathetic, and capable of building cohesive and supportive work environments, which enhances their perceived leadership quality (Harzer & Ruch, 2014).

Quantitative research supports these qualitative observations.  Studies using validated scales have found that leader humanity, encompassing love, kindness, and social intelligence, is positively associated with employee well-being, organizational citizenship behaviours, and both cognitive and affective trust in leaders.  Statistical analyses reveal significant positive relationships between leader humanity and desirable organizational outcomes (Thun & Kelloway, 2011).  Additionally, the capacity to love and be loved has been shown to predict leadership accomplishments (Carr, 2022), such as those observed in military cadets cadets (Harzer & Ruch, 2014 )

2.5.1.4 [bookmark: OLE_LINK111]  Justice
According to Peterson and Seligman’s (2004) VIA Classification of Character Strengths, justice comprises teamwork, fairness, and leadership.  Qualitative research underscores that the character strengths within the virtue of justice-teamwork, fairness, and leadership-are foundational to effective leadership.  Leaders who embody fairness are perceived as more trustworthy and legitimate, fostering a culture of open communication and psychological safety within teams.  Teamwork as a character strength enables leaders to build collaborative environments, while leadership itself, as defined by Peterson and Seligman (2004), involves organizing group activities and maintaining group harmony.  For example, a qualitative study by Cameron et al. (2004) found that leaders who practiced fairness and inclusivity were more likely to inspire commitment and high morale among followers, emphasizing the importance of justice-oriented strengths in leadership quality.

Quantitative studies further provide empirical support for the positive association between justice-related character strengths and leadership quality.  For instance, a study by Rego et al. (2012) found that leaders’ fairness and integrity were significantly correlated with followers’ perceptions of authentic leadership, which in turn predicted higher organizational commitment and satisfaction.  Similarly, a meta-analysis by Hoch et al. (2018) showed that leadership behaviours rooted in fairness and teamwork were positively related to leader effectiveness.

2.5.1.5 Temperance
[bookmark: OLE_LINK112]According to Peterson and Seligman’s (2004) VIA Classification of Character Strengths, temperance consists of forgiveness, humility, prudence, and self-regulation.  Qualitative research suggests that temperance-which includes forgiveness, humility, prudence, and self-regulation-plays a vital role in leadership quality. Leaders who demonstrate temperance foster trust, respect, and psychological safety among their followers. For example, humility in leaders is linked to modelling growth and legitimizing followers’ developmental journeys, which enhances organizational outcomes and strengthens leader-follower relationships (Owens et al., 2013).  Furthermore, temperance enables leaders to manage emotions, resolve conflicts thoughtfully, and treat colleagues with respect and wisdom-qualities that are foundational to effective relational leadership (Tangen, 2020).

Similarly, quantitative studies provide empirical support for the positive impact of temperance on leadership quality.  Research using the VIA (Values in Action) framework has found that self-regulation and prudence are positively associated with optimal psychological functioning and leadership effectiveness (Harzer & Ruch, 2014). In addition, moral character strengths-including self-control, a core element of temperance-predict ethical leadership, which in turn enhances psychological flourishing, empowerment, and role fulfilment among leaders (Sosik et al., 2012).

2.5.1.6 [bookmark: OLE_LINK113]Transcendence
Peterson and Seligman’s (2004) VIA Classification of Character Strengths defines transcendence as encompassing appreciation of beauty and excellence, gratitude, hope, humor, and spirituality.  Qualitative research indicates that transcendence is integral to effective leadership. Self-transcendent leadership, which involves prioritizing values and purposes beyond oneself, fosters authentic leadership and meaningful leader-follower relationships. Leaders who embody transcendence are more likely to inspire trust, foster a sense of purpose, and create environments where followers are motivated to excel. For example, transcendental leadership theory highlights that leader identity development, rooted in transcendental qualities, enhances both leadership effectiveness and organizational impact (López-Palomino & Mendoza-Gómez, 2022).  Additionally, qualitative studies indicate that leaders who demonstrate gratitude, hope, and spirituality can cultivate resilience and adaptive capacity in themselves and their teams, especially during adversity (Theissen et al., 2024).

[bookmark: OLE_LINK104]Empirical, quantitative studies also provide evidence that transcendence-related character strengths positively predict leadership quality.  Research using validated scales indicates that leadership performance is significantly correlated with transcendence strengths such as hope, gratitude, and humour.  Additionally, perseverance, teamwork, and leadership-traits often associated with transcendence-show the highest correlations with leadership effectiveness. Quantitative analyses confirm that these character strengths predict leadership outcomes above and beyond general mental ability, highlighting their unique contribution to leadership quality (Harzer et al., 2021).

In summary, transcendence-related character strengths not only provide leaders with a sense of meaning and connection but also enhance their ability to inspire, motivate, and support their teams. These strengths are essential for fostering positive organizational outcomes and promoting effective, character-based leadership.

2.6 Leadership Character and Job Performance 
2.6.1 Introduction 
Leadership character plays a pivotal role in shaping organisational outcomes, encompassing staff performance, team dynamics, leadership effectiveness, and overall company success.   Unlike traditional leadership models that prioritize competence or technical skills, the concept of Character-based leadership emphasizes the integration of ethical principles, emotional intelligence, and interpersonal skills in leadership roles to foster trust, collaboration, and sustainable growth (Kiel, 2015, MIT Sloan Review, 2022).  The relationship between leadership character and performance has gained prominence due to its ability to influence multiple levels of organisational functioning. For instance, leaders with high character traits positively affect employee morale and productivity by fostering an ethical and inclusive work environment (White & Smith, 2010; Alshammari et al., 2015).  Similarly, team performance is enhanced through shared leadership models that balance individual accountability with collective goals (White & Smith, 2010). At the managerial level, leader character can shape strategic decisions and innovation outcomes by promoting relational interactions and long-term vision (Ling et al., 2008; Sloan Review, 2022).  

Empirical studies also underscore the tangible benefits of Character-based leadership. Research by Kiel (2015) revealed that organisations led by high-character leaders achieved up to five times greater returns on assets compared to those led by leaders with weaker character traits. Furthermore, transformational leadership styles rooted in character dimensions such as justice and temperance have shown strong positive correlations with team effectiveness and satisfaction (Espinosa de los Monteros & Black, (2021). These findings highlight the importance of integrating character into leadership frameworks to optimize both individual and organisational performance.  This session explores the multifaceted impact of leadership character on performance across four performance dimensions: staff performance, team performance, leader performance, and company success.  The review below synthesizes findings from peer-reviewed studies to provide a comprehensive understanding of how leadership character drives success in these areas. 
 
2.6.2 Leadership Character’s Impact on Staff Performance 
Leadership character significantly influences staff performance by shaping workplace culture, employee motivation, and ethical behaviour.  Scholars like Hadassah, Littman-Ovadia and Shiri Lavy find that character strength has positive relationship with work performance and negative relationship with counterproductive work behaviours (Hadassah, Littman-Ovadia and Shiri Lavy, 2015).  Cohen and Morse’s research also indicates that moral character has a significant impact on work outcomes and important implications for work behaviour (Cohen and Morse, 2014).  For instance, Kish-Gephart et al suggests that employees with low moral character committees harmful work behaviors more frequently and demonstrate helpful work behaviors less frequently. These staff also find it easier to engage in delinquent behavior and tend to be more lenient towards unethical negotiation tactics (Kish-Gephart et al., 2010).   

Cameron, Bright, and Caza (2004) reported that organisations whose members possessed more character strengths outperformed those who did not.  Harzer and Ruch’s study also indicates that possession of certain character strengths contributes to more productive or proﬁtable behaviours (e.g, job performance) at work (Harzer and Ruch, 2014).  For instance, character strengths such as social intelligence enable leaders to foster trust and psychological safety among employees, enhancing their morale and productivity (Vij, 2021).  Leaders with high emotional intelligence —marked by empathy and self-awareness— can effectively manage their own emotions while empathizing with their subordinates’ needs, creating an inclusive environment conducive to high performance (Goleman et al., 2002).  Similarly, authentic leadership with character strengths strengthen emotional connections between employees and their organisations, boosting creativity and workplace performance (Alshammari et al., 2015; Ribeiro et al., 2018). This strong emotional connection can be seen in High-quality Leader Member Exchange (LMX) which enhance staff performance by fostering trust and mutual respect. Research also indicates that employees in high-quality LMX relationships receive higher in-role performance ratings due to improved communication and alignment with their managers’ goals (Liden et al., 1997; Public Administration Study).  
 
Leaders who exhibit character strengths such as integrity, humility, accountability, and compassion create environments where employees feel valued and empowered to excel in their roles (Kiel, 2015; Sloan Review, 2022).  Furthermore, leaders who demonstrate adaptability empower employees to embrace innovation and overcome obstacles (Bass & Bass, 2008).  Employees under such leaders are 1.7 times more likely to be high performers compared to those under transactional or laissez-faire leaders (Hundie & Habtewold, 2024).  Leaders who demonstrate fairness and prudence also enhance teamwork quality and individual performance (Gander, Gaitzsch, & Ruch, 2020).  Leadership characters such as justice and accountability ensure fair treatment of employees while aligning individual goals with organisational objectives.  Leaders with Perseverance, Zest and Fairness, like those transactional leaders are bottom-line orientated and able to achieve short-term results by maximizing efficiency (Covey, 2009).  

Moradi et al, also done a research in 2014 among call centre staff and they found that there is positive relationship between performance and character strength like Wisdom and Knowledge (e.g., curiosity for learning, perspective) and Temperance (e.g., having self-control, being prudent, humble, and modest).   Their research results suggested that individuals applying their character strengths at work will benefit the individuals and in turn the organisation itself.   For example, studies show that transformational leadership increases employee performance through intellectual stimulation and individualized consideration (Bass & Avolio, 1994).   Empirical studies also show that transformational leadership styles—characterized by idealized influence and intellectual stimulation—are associated with increased employee satisfaction and performance. For instance, employees under transformational leaders had 1.7 times higher odds of being high performers due to motivational strategies that align personal goals with organisational objectives Journal of Healthcare Leadership, 2025).    

2.6.3 Leadership Character’s Impact on Team Performance 
Leadership character plays a pivotal role in shaping team dynamics and driving team performance. Leaders who exhibit strong character strength, such as fairness, empathy, emotional intelligence, and humility, create environments that foster trust, collaboration, and innovation. For instance, justice-oriented leaders who prioritize equity in decision-making processes reduce interpersonal conflicts and enhance team cohesion (White & Smith, 2010). Similarly, empathetic leaders cultivate psychological safety within teams, encouraging open communication and creativity (Fredrickson et al., 2008). Research also shows that teams led by leaders who emphasize inclusivity and fairness perform better by aligning diverse perspectives with shared objectives (Gander, Gaitzsch, & Ruch, 2020). 

Visionary and transformational leadership styles which share similar character strengths with Character-based leadership are particularly effective in driving team performance. Visionary leaders inspire shared goals and encourage creativity, which has been linked to a 30% increase in team productivity (Bass & Riggio, 2006). Transformational leaders emphasize traits such as ethical conduct, adaptability, and emotional intelligence to align individual goals with organisational objectives while fostering trust and commitment within teams (Burns, 1978; Zaccaro et al., 2001). These leaders inspire creativity by integrating diverse perspectives while maintaining cohesion (Zaghmout, 2025). Moreover, shared leadership models—where responsibilities are distributed across the team—enhance satisfaction by reducing conflict levels and improving overall effectiveness (White & Smith, 2010). 

Character-based leadership also emphasizes the importance of teamwork-related strengths such as humility and humanity. Empirical studies reveal that teams with higher levels of these strengths report better teamwork quality and superior performance outcomes. Leaders who focus on development processes empower their teams to achieve exceptional results while fostering collaboration and alignment with organisational goals (Heintz & Ruch, 2020). Ultimately, leadership rooted in strong character strength not only enhances team cohesion but also drives collective success through trust, equity, and shared vision (Kan, 2024). 

2.6.4 Leadership Character’s Impact on Leaders’ Performance
Leader effectiveness is deeply intertwined with their character strengths which influence their decision-making processes, strategic visioning, and relational interactions.  Competence alone cannot drive sustained success without the foundational support of well-developed character strength such as courage tempered by humility or justice balanced with temperance (Sloan Review, 2022; Kiel, 2015).  In fact, character traits directly impact a leader’s ability to drive organisational success. Decisiveness, adaptability, networking skills, and strategic vision are indispensable for navigating complex challenges in today’s dynamic environments. Leaders who demonstrate high emotional intelligence are better equipped to manage stress and make informed decisions under pressure (Goleman et al., 2002). These qualities not only enhance their personal effectiveness but also inspire confidence and commitment among followers, creating a positive ripple effect throughout the organisation. 
  
Research also highlights the importance of self-awareness in leaders’ performance.  Leaders who possess a deep understanding of their strengths and limitations are better equipped to leverage their character strength to achieve organisational goals.  For example, Sivakumaran et al. (2025) found that decision-making skills significantly influenced organisational outcomes in Malaysia’s higher education sector.  Similarly, Nguyen et al. (2017) highlighted that transformational leaders who emphasize long-term vision inspire employees to exceed their formal roles, fostering greater engagement and innovation. 
 
Quantitative studies further reinforce the connection between leadership character and performance outcomes.  For instance, Fitri et al. (2024) revealed that transformational leadership styles, when paired with diagnostic management control systems, substantially improve leader effectiveness in Indonesian manufacturing firms.  Moreover, leaders who nurture high-quality relationships with their followers report superior contextual performance metrics, demonstrating the importance of relational integrity in leadership. 
 
Leaders with strong character strengths make better decisions by integrating ethical considerations into their judgment processes. For example, an excessive focus on drive without temperance can lead to reckless decisions; conversely, balanced courage fosters ethical decision-making even under challenging circumstances (Sloan Review, 2022). which help enhances credibility among stakeholders. In addition, leaders who exhibit resilience and adaptability are better equipped to navigate challenges while maintaining organisational stability because resilience enables leaders to recover from setbacks without compromising their vision or values, and adaptability facilitates effective decision-making in dynamic environments.  Studies show that executives with strong character traits achieve higher financial returns for their organisations compared to those lacking these qualities (Kiel, 2015). This evidence highlights the tangible benefits of Character-based leadership in achieving both organisational and financial success. 

There are also cases showing that leader’s character help drive innovation for company success.  For example, CEO relational leadership promotes product innovation through mechanisms like Top Management Team (TMT) voice behaviour—encouraging top management teams to express ideas freely while reducing interpersonal conflicts (Frontiers in Psychology Case Study; Ling et al., 2008).  Another case is Satya Nadella’s empathy-driven transformation of Microsoft highlights the role of character in revitalizing organisational culture and driving innovation.  Nadella’s leadership at Microsoft exemplifies the role of empathy and emotional intelligence in driving cultural revitalization and innovation, particularly through strategic pivots to cloud computing and AI (IOSR Journal, 2024).  His focus on fostering a growth mindset and inclusivity enabled employees to collaborate effectively and innovate, leading to significant organisational transformation (Huy & Simone, 2022).  Satya Nadella’s leadership as CEO of Microsoft since 2014 has been pivotal in transforming the company’s culture and performance. Nadella emphasized empathy-driven leadership, fostering inclusivity and empowering employees to innovate. His decision to prioritize cloud computing led Microsoft to regain its position as a leader in the tech industry, with Azure becoming one of the world’s most popular cloud platforms. Nadella’s leadership has resulted in increased employee engagement, agility, and profitability for Microsoft. 

In conclusion, leadership effectiveness is not solely determined by technical competence or expertise but is deeply rooted in the character strengths of the leader. Character strengths such as resilience, adaptability, self-awareness, emotional intelligence, and ethical judgment collectively shape a leader’s ability to inspire confidence, foster collaboration, and achieve sustainable success (Zaghmout, 2025). As research demonstrates, leaders who prioritize character development not only improve their personal performance but also drive meaningful outcomes for their organisations. 

2.6.6 The VIA Character Strength Framework and Job Performance 
[bookmark: OLE_LINK105]The following section explores the relationship between each cluster of character strengths-namely wisdom, courage, humanity, justice, temperance, and transcendence, as suggested by Peterson and Seligman (2004)-and job performance at the staff, leader, team, and company levels.

2.6.6.1 Wisdom
[bookmark: OLE_LINK114]According to Peterson and Seligman’s (2004) VIA Classification of Character Strengths, wisdom encompasses creativity, curiosity, judgment, love of learning, and perspective. Qualitative and mixed-methods studies report that these wisdom-related strengths directly contribute to improved job performance across multiple organizational levels.  For instance, Seijts et al. (2017) found that creativity, curiosity, judgment, love of learning, and perspective are positively correlated with both individual and organizational performance.  These strengths foster innovation, enhance decision-making, and promote a culture of continuous improvement, all of which translate into higher performance for staff, leaders, teams, and companies.

Robust quantitative evidence further supports the link between wisdom-related character strengths and improved job performance at all organizational levels.  A large-scale study of medical staff found that character strengths significantly and positively predicted job performance, even after controlling for demographic variables.  Specifically, the inclusion of character strengths in the regression model explained over 50% of the variance in job performance (Zhou, Wang, & Liu, 2023). 
Additionally, a study of 974 working adults found that the virtue of wisdom was positively related to creative task performance and negatively related to stress, with stress partially mediating the relationship between wisdom and creative performance (Avey et al., 2012). At the team level, research indicates that teams with a higher balance of character strengths, including curiosity and perspective, report greater satisfaction and performance (Gander, Gaitzsch, & Ruch, 2020).

2.6.6.2 Courage
[bookmark: OLE_LINK116][bookmark: OLE_LINK115]Courage, as defined by Peterson and Seligman (2004), comprises of bravery, perseverance, honesty, and zest (Xu et al., 2023). Interviews and case studies suggest that courage in the workplace-manifested as perseverance in the face of setbacks and honesty in communication-contributes to improved individual and team performance.  Employees report that courageous leaders foster a climate where staff feel safe to take risks and innovate, which enhances both staff and leader performance.  Teams led by courageous individuals are described as more resilient and adaptive, leading to better overall company outcomes.
Empirical research provides robust support for these qualitative observations. Sekerka et al. (2009) found that employees scoring high on workplace courage reported higher self-rated job performance.  Additionally, Peterson et al. (2011) showed that teams with higher aggregate levels of courage-especially perseverance and zest-achieved significantly better project outcomes.  At the company level, analyses reveal a positive correlation between leadership courage and organizational performance metrics, such as profitability and employee retention.

2.6.6.3 Humanity
[bookmark: OLE_LINK117]According to Peterson and Seligman (2004), humanity consists of love, kindness, and social intelligence.  Qualitative evidence from interviews and case studies indicates that the application of humanity strengths in the workplace leads to improved interpersonal relationships, better teamwork, and enhanced collaboration. Employees and leaders who express kindness, love, and social intelligence are often credited with creating positive work climates that support higher individual and team performance (Harzer & Ruch, 2014). These strengths are frequently cited as crucial for effective leadership and for fostering environments where employees feel valued and motivated to perform well.

Empirical studies have found that humanity strengths are significantly related to various measures of job performance. For example, social intelligence has been shown to predict higher employee engagement, which in turn is linked to increased productivity and reduced turnover rates (Harzer & Ruch, 2014; Mohanty & Coleman, 2022). Quantitative analyses reveal that the application of love, kindness, and social intelligence at work correlates with higher job satisfaction, better self- and supervisor-rated performance, and improved team outcomes (Gander et al., 2021; Wagner et al., 2021). In one study, character strengths explained 35% of the variance in work satisfaction, with love, kindness, and social intelligence among the most influential factors (Gander et al., 2021; Wagner et al., 2021).

2.6.6.4 Justice
[bookmark: OLE_LINK118]Justice, according to Peterson and Seligman (2004), comprises teamwork, fairness, and leadership.  Qualitative evidence suggests that justice strengths-especially fairness and teamwork-contribute to enhanced job performance at multiple levels. Interviews and case studies reveal that teams led by fair leaders experience more cohesion and less conflict, resulting in smoother workflows and higher productivity.  Leaders who prioritize teamwork foster a sense of shared purpose, motivating staff to exceed performance expectations (Luthans et al., 2007).

Empirical studies also demonstrate a positive relationship between justice strengths and job performance.  Colquitt et al. (2001) conducted a meta-analysis showing that perceptions of organizational justice-including fairness and equitable leadership-were significantly associated with individual performance and organizational citizenship behaviours.  Further research by Walumbwa et al. (2010) found that team-level fairness predicted both team and company performance metrics.

2.6.6.5 Temperance
[bookmark: OLE_LINK119]According to Peterson and Seligman (2004), temperance consists of forgiveness, humility, prudence, and self-regulation.  Qualitative evidence indicates that leaders and staff who embody temperance contribute to higher job performance at individual, team, and organizational levels. Leaders who practice self-control and prudence are better equipped to make wise decisions, avoid impulsive actions, and maintain focus on long-term goals, all of which positively influence team and company performance (Tangen, 2020). Humility and forgiveness in leadership foster a supportive environment that nurtures staff development and trust, further enhancing performance outcomes (Owens et al., 2013).

Empirical studies demonstrate a direct positive relationship between temperance and job performance. For instance, a longitudinal study found that the temperance cluster (self-control, prudence, humility, modesty) predicted higher work performance over a six-month period among call center agents (Gander et al., 2020).   Statistical analyses showed that temperance was significantly associated with increased performance. Furthermore, collective strengths use-including temperance-related traits-correlates positively with both individual and team performance in organizational settings (Mubashar & Harzer, 2023).

2.6.6.6 Transcendence
Peterson and Seligman (2004) define transcendence as encompassing appreciation of beauty and excellence, gratitude, hope, humor, and spirituality.  Qualitative studies indicate that transcendence fosters job performance at individual, team, and organizational levels.  Narratives from middle managers reveal that self-transcendence helps renegotiate meaning in work, shifting focus from self to others, which enhances diligence, resilience, and purpose-driven action-key drivers of high performance.  Transcendence also supports adaptive performance by increasing openness and receptiveness to change, which are essential in dynamic work environments.  Leaders and staff who embody transcendence strengths are more likely to foster collaborative, innovative, and high-performing teams (Flotman, 2021; López-Palomino & Mendoza-Gómez, 2022).

Quantitative evidence robustly supports the positive impact of transcendence on job performance.  Studies have found significant positive correlations between transcendence strengths (i.e. appreciation of beauty and excellence, gratitude, hope, humour, spirituality) (Kalpidou, 2023). and various dimensions of productive work behaviour, including individual, team, and organizational performance. Regression analyses demonstrate that character strengths, including transcendence, predict job performance beyond cognitive ability and personality traits. Furthermore, self-transcendence is positively associated with employee receptiveness and openness to work role change, which mediates its effect on adaptive performance (Harzer et al., 2021; Flotman, 2021).

2.6.7 Counterarguments for Character’s Impact on Job Performance

Despite the growing body of research supporting the positive effects of character and character-based leadership on job performance, several counterarguments challenge the universality and consistency of these findings. First, the relationship between leadership character and employee performance is not always straightforward, as it can be significantly moderated by contextual variables such as organizational culture, industry norms, and national cultural values (Hofstede, 2001; Rothmann & Coetzer, 2002). For instance, in highly hierarchical or collectivist cultures prevalent in many Asian countries, character strengths such as transparency or assertiveness may be less valued than conformity or respect for authority, potentially limiting the effectiveness of character-based leadership (Minkov & Hofstede, 2012).

Furthermore, empirical evidence suggests that in environments where unethical practices are normalized or even rewarded, leaders who emphasize strong moral character may encounter resistance, marginalization, or reduced influence (Brown & Treviño, 2006). This is particularly relevant in industries or organizations where performance outcomes are prioritized over ethical considerations, leading to a potential disconnect between character-based leadership and actual job performance metrics (Resick et al., 2006).  Additionally, the impact of leadership character on performance may vary across sectors; for example, the positive effects observed in education or healthcare may not translate to high-pressure, profit-driven industries where different stakeholder expectations prevail (Ng & Feldman, 2015).  

Finally, some scholars argue that the measurement of character-based leadership itself is subject to cultural bias, with Western constructs of character not always aligning with Asian leadership paradigms (Tsui et al., 2007). This raises questions about the cross-cultural validity and generalizability of research findings in this area.

2.6.8 Conclusion for the Section Character and Job Performance 
Summarizing the above in a nutshell, the relationship between leadership character and organisational performance is multifaceted, context-dependent, and consistent across various levels of influence, including individual staff members, teams, leaders themselves, and entire organisations. Leadership character positively impacts staff morale, team cohesion, managerial effectiveness, and overall organisational success. However, its effects are moderated by external factors such as industry dynamics and cultural norms, highlighting the need for a nuanced understanding of this relationship (White & Smith, 2010; Alshammari et al., 2015). 
 
Character strength such as integrity, emotional intelligence, adaptability, vision, fairness, prudence, and decisiveness play pivotal roles in shaping outcomes at all levels. Leaders who embody these traits foster ethical and inclusive work environments that enhance employee morale and productivity. For example, transformational leadership—characterized by idealized influence and the ability to inspire shared visions—has been shown to significantly improve employee productivity (r = 0.84), team cohesion (P < 0.001), leader effectiveness (P < 0.005), and company profitability (P < 0.001) (Espinosa de los Monteros & Black, 2021). These findings emphasize the importance of aligning leadership character with organisational goals to achieve optimal results. 
 
At the team level, shared leadership models that balance individual accountability with collective goals are particularly effective in promoting collaboration and trust. High-quality leader-member exchange (LMX) relationships further amplify these effects by improving communication and alignment between leaders and employees (Gu, Tang & Jiang, 2015).  Empirical evidence underscores the value of transformational leadership styles rooted in justice and temperance character strengths in driving team effectiveness and satisfaction  (Kiel, 2015). 
 
At the organisational level, leaders with strong character traits demonstrate superior strategic decision-making capabilities by prioritizing relational interactions and long-term vision. Research has shown that organisations led by strong character strengths leaders achieve up to five times greater returns on assets compared to those led by leaders with weaker character strengths (Kiel, 2015). This highlights the tangible financial benefits of ethical leadership. 
 
Therefore, cultivating character-based leadership is not just a moral imperative but a strategic necessity for sustainable growth. By integrating ethical principles, emotional intelligence, and interpersonal skills into their leadership frameworks, organisations can unlock the full potential of their workforce while fostering resilience and adaptability for future challenges. Leadership character remains a critical driver of success across all dimensions of performance—staff productivity, team dynamics, managerial effectiveness, and overall company outcomes—and should be prioritized as a cornerstone of organisational strategy. 

2.7 Leadership Character and Staff Engagement
Leadership character plays a pivotal role in shaping organisational dynamics, particularly in fostering staff engagement and creating a positive, productive workplace environment. The character strengths of leaders—such as trust, integrity, humility, empathy, emotional intelligence, perseverance, zest, honesty, and visionary thinking—have been broadly studied for its impact on employee engagement.  These strengths are not only essential to individual leaders but also influence the broader organisational ecosystem, including both employee engagement and overall productivity (White & Smith, 2010).  For example, research by Bass and Riggio (2006) demonstrates that leaders who display strong character strengths tend to inspire higher levels of employee satisfaction, innovation, and commitment among their teams.

Further supporting this, Harzer and Ruch (2013) conducted a study involving 1,111 adults, finding that positive experiences at work—such as job satisfaction, pleasure, engagement, and a sense of meaning—often result from the application of a leader’s unique character strengths. These experiences, in turn, contribute to more productive and profitable behaviours like improved job performance.  Additionally, scholars such as Hadassah, Littman-Ovadia, and Shiri Lavy (2015) have found that character strength is positively associated with work performance and negatively related to counterproductive work behaviours, highlighting the protective effect of strong leadership character on organisational outcomes.  Against this backdrop, this session will explore the interplay between different leadership character strengths and staff engagement, drawing on Peterson and Seligman’s Values in Action (VIA) Classification of Character Strengths framework, relevant empirical studies, to provide a comprehensive understanding of this important topic.

[bookmark: OLE_LINK14][bookmark: OLE_LINK13][bookmark: OLE_LINK12]2.7.1 The VIA Leadership Character Framework and Staff Engagement 
The following section explores the relationship between each cluster of character strengths-namely wisdom, courage, humanity, justice, temperance, and transcendence, as suggested by Peterson and Seligman (2004)-and staff engagement.

2.7.1.1 Wisdom
According to Peterson and Seligman’s (2004) VIA Classification of Character Strengths, wisdom encompasses creativity, curiosity, judgment, love of learning, and perspective.
[bookmark: OLE_LINK120]Qualitative research indicates that when leaders and staff actively use wisdom-related character strengths, employee engagement increases.  For example, Giri and Pathak (2025) describe how integrating wisdom into organizational practices leads to thriving, engaged workplaces.  Employees who perceive opportunities to express creativity, curiosity, and a love of learning report higher engagement and satisfaction.

Quantitative research supports these findings, showing that leader character-especially dimensions like judgment and perspective-is positively associated with follower outcomes such as work engagement and organizational commitment.  In a study involving 188 leader–follower dyads, judgment emerged as the most central dimension in the network of leader character, bridging leader character to follower engagement and well-being (Monzani et al., 2021).  Additionally, teams with higher average levels of wisdom-related strengths display greater teamwork quality and engagement (Gander, Gaitzsch, & Ruch, 2020).

2.7.1.2 Courage
[bookmark: OLE_LINK121]Courage, as defined by Peterson and Seligman (2004), includes bravery, perseverance, honesty, and zest.  Qualitative studies highlight that courageous behaviours-such as open communication (honesty) and persistent effort (perseverance)-promote higher staff engagement.  Focus group data reveal that employees feel more motivated and connected to their work when they perceive their leaders as courageous and energetic (zest), fostering a sense of purpose and belonging (Luthans et al., 2007).

Quantitative evidence corroborates these findings. Luthans et al. (2007) found that courage, particularly zest and perseverance, significantly predicted employee engagement in a sample of 412 employees. Another study by Harzer & Ruch (2015) demonstrated that the character strength of courage was positively associated with work engagement.

2.7.1.3 Humanity
[bookmark: OLE_LINK122]According to Peterson and Seligman (2004), humanity consists of love, kindness, and social intelligence.  Qualitative research-including interviews and observational studies-suggests that staff engagement is enhanced when employees and leaders demonstrate humanity strengths. Employees report feeling more connected, valued, and motivated when their workplace is characterized by kindness, empathy, and strong interpersonal bonds. These findings underscore the importance of humanity strengths in fostering a culture of engagement and commitment (Sanwal & Sareen, 2023; Lynn, 2020).

Quantitative studies provide robust support for the role of humanity strengths in staff engagement. For instance, high levels of social intelligence are strongly correlated with higher scores on employee engagement measures, including absorption, dedication, and vigor (Sanwal & Sareen, 2023).  Regression analyses show that social intelligence and kindness are significant predictors of employee engagement, which is associated with improved organizational performance and innovation (Sanwal & Sareen, 2023; Lawrence, 2020).

2.7.1.4 Justice
[bookmark: OLE_LINK123]Justice, according to Peterson and Seligman (2004), comprises teamwork, fairness, and leadership.  Qualitative studies indicate that leaders who exemplify fairness and foster teamwork create environments where staff feel valued and involved. Kahn (1990) found that employee engagement flourished in organizations where leaders practiced justice, as staff felt respected and empowered to contribute ideas and effort.

Quantitative research further supports these findings. A study by Saks (2006) reported that perceptions of organizational justice were significant predictors of both job engagement and organizational engagement. Similarly, Harter et al. (2002) found strong correlations between teamwork and employee engagement scores across multiple organizations.

2.7.1.5 Temperance
[bookmark: OLE_LINK124]According to Peterson and Seligman (2004), temperance consists of forgiveness, humility, prudence, and self-regulation.  Qualitative findings suggest that temperance enhances staff well-being by promoting emotional stability, resilience, and positive interpersonal relationships. Leaders who model forgiveness and humility help create a supportive work environment where psychological well-being can flourish (Tangen, 2020). Employees report feeling happier, more fulfilled, and less stressed in organizations where temperance is valued and practiced (Owens et al., 2013).

Quantitative research consistently shows that temperance is associated with higher subjective and psychological well-being. For example, individuals scoring high in self-regulation and prudence report fewer psychopathological symptoms and greater life satisfaction (Harzer & Ruch, 2014). Character strengths, particularly those of restraint (temperance), are negatively associated with psychological distress and positively linked to well-being in both cross-sectional and longitudinal studies (Azañedo et al., 2021).

2.7.1.6 Transcendence
[bookmark: OLE_LINK125]Peterson and Seligman (2004) define transcendence as encompassing appreciation of beauty and excellence, gratitude, hope, humour, and spirituality.  Qualitative research suggests that transcendence enhances staff engagement by fostering meaning and authenticity at work. Employees who connect their roles to self-transcendent purposes report greater intrinsic motivation and engagement, even in routine tasks. Spiritual transcendence, in particular, aligns personal and organizational values, resulting in deeper engagement and satisfaction. Narratives indicate that transcendence-driven employees are more likely to view their work as meaningful and to remain committed during adversity (Kendall, 2019; Flotman, 2021).

Quantitative studies confirm a direct and positive relationship between self-transcendence and work engagement. Structural equation modeling demonstrates that self-transcendence predicts authenticity, which in turn predicts work engagement; authenticity also mediates the relationship between self-transcendence and engagement. Experimental studies show that connecting work tasks to self-transcendent meaning increases both productivity and task satisfaction, key components of engagement. These findings are consistent across various organizational contexts, including religious and secular workplaces (Ortiz-Gómez et al., 2020; Flotman, 2021).

2.7.5 Statistical Evidence Supporting Leadership Character
There is a growing body of empirical evidence, supported by robust data, that underscores the pivotal role of leadership character in fostering staff engagement within organisations. For instance, Hodges and Asplund (2010) found that when employees are encouraged to apply their character strengths at work, productivity can increase by as much as 12.5%, while turnover rates may decrease by up to 50%. This finding highlights the tangible impact that leadership character can have on organisational outcomes. Furthermore, another empirical study conducted by Schwarz et al. (2016) demonstrated that leaders who exhibit high levels of emotional intelligence are able to enhance employee satisfaction by up to 20% and reduce turnover rates by 15%, further emphasizing the importance of emotionally intelligent leadership in promoting a positive workplace environment.

In addition, Gartner (2022) reported that organisations led by leaders who possess the character strength of humanity experience up to a 27% improvement in team performance, a result attributed to increased employee engagement. This aligns with findings from Socialcast (2012), which revealed that approximately 69% of workers indicated they would be willing to work harder if they felt genuinely appreciated by their leaders, highlighting the motivational power of recognition and appreciation in the workplace.  The connection between leadership character and organisational success is further supported by Kiel (2015), who established a clear linkage between leadership character, an organisation’s bottom line, stakeholder value, and employee engagement. Kiel’s seven-year study, which included 9,000 employees and 84 executives from 100 Fortune 500 organisations, concluded that Character-based leaders are instrumental in cultivating higher-performing teams, fostering a stronger culture of ownership, and achieving elevated levels of staff engagement.

Moreover, empirical data supports the idea that character-based practices associated with transformational leadership are significantly correlated with key organisational outcomes, including effectiveness, extra effort, and employee satisfaction, as demonstrated by Waldman et al. (1987) and Espinosa de los Monteros & Black (2021). Research by House and Shamir (1993) further corroborates these findings, showing that teams led by transformational leaders report higher levels of satisfaction and effectiveness, largely due to these leaders’ ability to align individual motives with team objectives. Additionally, transformational leaders are adept at inspiring extra effort among staff by recognizing accomplishments and promoting innovation, as noted by Espinosa de los Monteros & Black (2021). Collectively, these studies provide compelling evidence that leadership character is a critical driver of employee engagement, satisfaction, and overall organisational performance.

2.7.6 Case Studies Highlighting Leadership character’s Impact on Staff
There are several real-world examples illustrate the impact of leadership character on staff engagement.  Research by Dr. Jason Jones found a strong positive link between employees’ perception of their supervisor’s character and their own engagement and effort. Employees reported higher motivation and were more willing to go above and beyond when they believed their leaders acted with character (Jones, 2019). Similarly, organisations led by Character-based leaders, such as Patagonia under Yvon Chouinard, have seen increased employee loyalty and alignment with company values, resulting in both higher engagement and organisational reputation (Walker, 2025).  Case studies reinforce these conclusions. The Excelitas Connected Leadership Program reported measurable improvements in staff trust and motivation through character-based open communication and coaching (Six Seconds Case Study, 2018). Jewson’s focus on coaching during organisational change empowered teams and retained talent, demonstrating the practical impact of leadership character on engagement (Jewson Case Study, 2023).  In summary, Character-based leadership is not just a moral imperative but a strategic necessity for fostering high staff engagement, loyalty, and performance.

2.7.7 Counterarguments in Linking Leadership Character to Staff Engagement
Although there is evidence linking leadership character to staff engagement, several challenges complicate the establishment of this relationship.  One significant challenge lies in the presence of complex mediating mechanisms. The connection between leadership character and staff engagement is often effects by factors such as psychological need satisfaction or emotional contagion, which act as mediators and make it challenging to isolate the direct impact of leadership character itself (Muñiz Velázquez & Pulido; 2019). Decuypere & Schaufeli, 2020).  In addition to these mediating factors, the dynamic nature of engagement further complicates the relationship.  Engagement is not a static construct; rather, it evolves over time in response to ongoing interactions between leaders and employees.  Research has suggested that there is a reciprocal relationship, in which employee engagement can also influence leader behaviour, creating a continuous feedback loop (Shirom et al., 2022).  Moreover, cultural variations in leadership perception add another layer of complexity.  The way in which leadership traits are perceived and valued differs across cultures.  For instance, humility is more strongly associated with effective leadership in collectivist cultures such as China, compared to individualistic cultures like the United States (Kim & Kim, 2020). These challenges highlight the multifaceted and context-dependent nature of the relationship between leadership character and staff engagement.

2.7.8. Section Conclusion 
The literature provides compelling evidence that leadership character positively influences staff engagement through character strengths such as trustworthiness, integrity, humanity, courageous, perseverance, perspective.  These character strengths foster trust, emotional connection, purpose alignment, and psychological safety, the key drivers of employee engagement.  However, it is important to consider that the impact of leadership character may vary across different organisational contexts and cultures.   

2.8 Leadership Character and Staff Well-being
Staff well-being encompasses physical health, mental health, job satisfaction, and overall quality of life at work.  The relationship between leadership character and staff well-being has garnered increasing attention in organisational psychology, particularly in the context of Character-based leadership.  This literature review explores this relationship through the lens of Peterson and Seligman’s Values in Action (VIA) Classification of Character Strengths and examines how Character-based leadership influences staff well-being.  

2.8.1 The VIA Leadership Character Framework and Staff Well-being
[bookmark: OLE_LINK106]
Leadership character, as defined by Peterson and Seligman’s Values in Action (VIA) Classification of Character Strengths, includes six clusters that provide a comprehensive framework for understanding how virtues influence employee well-being.  Research by Harzer and Ruch (2013) found that employees working under leaders with high VIA character strengths reported significantly lower levels of workplace stress and higher life satisfaction (Ivtzan, 2019).

Empirical studies indicates that leaders who demonstrate VIA-character strengths contribute to three dimensions, namely mental health, job satisfaction and resilience.  For mental health, study by Harzer and Ruch (2013) found that employees working under leaders with high VIA-character strengths reported 25% higher life satisfaction and 30% lower workplace stress compared to those under leaders lacking these traits.  In terms of job satisfaction, research indicates that Character-based leadership enhances intrinsic motivation among employees by aligning organisational goals with personal values (Sosik et al., 2019).  For the dimension of resilience, leaders who exhibit courage and optimism inspire resilience in their teams during crises. For example, during the COVID-19 pandemic, supportive leadership was identified as a key factor in mitigating burnout among healthcare workers (Gardiner et al., 2023).  A meta-analysis by Avey et al. (2011) found that positive leader behaviours rooted in character strengths accounted for 31% of the variance in employee well-being outcomes.  

This section explores the relationship between the six clusters of character strengths-namely wisdom, courage, humanity, justice, temperance, and transcendence, as outlined by Peterson and Seligman (2004)-and staff well-being in the workplace.   

2.8.1.1 Wisdom
[bookmark: OLE_LINK126]According to Peterson and Seligman (2004), wisdom encompasses creativity, curiosity, judgment, love of learning, and perspective.  Wisdom-related strengths are consistently linked to greater well-being among staff.  Multiple peer-reviewed studies have found that using strengths such as creativity, curiosity, and perspective is associated with higher life satisfaction and reduced stress. Qualitative data from organizational settings show that cultivating these strengths leads to personal growth, increased happiness, and a sense of accomplishment among employees. Leaders who foster environments that value wisdom-related strengths contribute significantly to the overall well-being of their teams.

Quantitative studies further confirm these findings. For example, character strengths like curiosity, perspective, and judgment are consistently associated with higher job and life satisfaction, as well as lower levels of burnout and stress. Wisdom-related strengths have been shown to explain a substantial portion of the variance in work satisfaction and are linked to adaptive coping and reduced work-related stress (Wagner et al., 2021).

2.8.1.2 Courage
[bookmark: OLE_LINK127][bookmark: OLE_LINK128]Courage, as defined by Peterson and Seligman (2004), includes bravery, perseverance, honesty, and zest.  Narrative analyses and interviews indicate that courage-especially perseverance and honesty-contributes to higher well-being among staff. Employees report feeling greater psychological safety and job satisfaction when working in environments that value and reward courageous behaviours (Harzer & Ruch, 2015).  Courage-related strengths such as bravery and perseverance inspire resilience among employees during crises.  For instance, Gardiner et al. (2023) highlighted that supportive leadership during the COVID-19 pandemic mitigated burnout among healthcare workers.

These qualitative insights are supported by quantitative research. Harzer and Ruch (2015) found that courage is a significant positive predictor of well-being at work. Similarly, Park et al. (2004) reported that individuals with higher levels of courage-related strengths experience greater life satisfaction and lower stress.

2.8.1.3 Humanity
[bookmark: OLE_LINK129]Humanity, according to Peterson and Seligman (2004), consists of love, kindness, and social intelligence. Qualitative evidence shows that workplaces emphasizing humanity strengths contribute to higher staff well-being.  Employees describe environments where love, kindness, and social intelligence are present as more supportive, less stressful, and more conducive to personal growth and satisfaction.  Such environments are linked to reduced burnout and greater overall well-being (Gander et al., 2021; Harzer & Ruch, 2014).  For example, leaders who exhibit humanity-related strengths such as kindness and social intelligence foster psychological safety within teams, where employees feel valued and respected.  Psychological safety is a critical factor in reducing workplace stress and promoting mental health (LaFollette, 2010).  

Quantitative research consistently finds positive associations between humanity strengths and staff well-being. Studies show that love and social intelligence are among the strongest predictors of life satisfaction and psychological flourishing (Littman-Ovadia & Lavy, 2012).  Higher levels of love and social intelligence are correlated with greater well-being, positive emotions, and satisfaction with life, both at the between-person and within-person levels (Martínez-Martí & Ruch, 2014).  Meta-analyses and large-scale surveys confirm these findings across diverse populations and work settings (Wagner et al., 2021).

2.8.1.4 Justice
[bookmark: OLE_LINK130]Justice, as described by Peterson and Seligman (2004), comprises teamwork, fairness, and leadership.  Qualitative studies indicate that leaders who exemplify fairness and foster teamwork create environments where staff feel valued and involved.  For example, Kahn (1990) found that employee engagement flourished in organizations where leaders practiced justice, as staff felt respected and empowered to contribute ideas and effort.  Similarly, leaders who demonstrate justice-related strengths like fairness enhance job satisfaction by ensuring equitable treatment of employees (Avey et al., 2011).  

These findings are supported by quantitative research.  Saks (2006) reported that perceptions of organizational justice are significant predictors of both job engagement and organizational engagement.  Similarly, Harter et al. (2002) found strong correlations between teamwork and employee engagement scores across multiple organizations.

2.8.1.5 Temperance
[bookmark: OLE_LINK131]Temperance, according to Peterson and Seligman (2004), consists of forgiveness, humility, prudence, and self-regulation.  Qualitative findings suggest that temperance enhances staff well-being by promoting emotional stability, resilience, and positive interpersonal relationships.  Leaders who model forgiveness and humility help create supportive work environments where psychological well-being can flourish (Tangen, 2020).  Employees report feeling happier, more fulfilled, and less stressed in organizations where temperance is valued and practiced (Owens et al., 2013).  A study by Sosik et al. (2019) revealed that leaders with high levels of humility (a temperance-related strength) significantly reduced employee turnover intentions while enhancing job engagement.  Leaders who possess temperance-related strengths such as humility and self-regulation create a culture of balance and fairness, which enhances job satisfaction, promotes work-life balance, and reduces burnout. Humility encourages collaboration and open communication, while self-regulation helps maintain emotional stability during challenging situations (Sosik et al., 2019). 

Quantitative research consistently shows that temperance is associated with higher subjective and psychological well-being.  Individuals scoring high in self-regulation and prudence report fewer psychopathological symptoms and greater life satisfaction (Harzer & Ruch, 2014).  Character strengths related to temperance are negatively associated with psychological distress and positively linked to well-being in both cross-sectional and longitudinal studies (Azañedo et al., 2021).

2.8.1.6 Transcendence
[bookmark: OLE_LINK132]Peterson and Seligman (2004) define transcendence as encompassing appreciation of beauty and excellence, gratitude, hope, humour, and spirituality.  Qualitative evidence indicates that transcendence is a vital resource for staff well-being.  Narratives from employees and managers reveal that transcendence helps individuals cope with stress, find meaning in adversity, and maintain psychological health (Flotman, 2021).  Transcendence fosters a shift from self-focus to other-focus, which is associated with increased purpose and resilience, especially in challenging circumstances. Employees who embody gratitude, hope, and spirituality report greater satisfaction and emotional well-being (Subawa et al., 2024).

Quantitative research consistently demonstrates that transcendence is positively associated with staff well-being.  Studies show strong positive correlations between transcendence and mental well-being, with higher levels of transcendence amplifying the positive effects of other well-being interventions (Harzer & Ruch, 2015)  Meta-analyses and large-scale surveys confirm that transcendence strengths are among the most robust predictors of life satisfaction, job satisfaction, and psychological health across diverse occupations (Niederwemmer, 2023).

2.8.2 Character-based Leadership and Staff Well-being
Character-based leadership emphasizes the integration of moral character into leadership practices.  Unlike traditional leadership models that focus on skills or traits alone, Character-based leadership prioritizes ethical decision-making and relational integrity.  Leaders who adopt this approach align their actions with character strength justice, humility, and kindness, thereby creating trust-based relationships with their teams (Crossan et al., 2017).

There are several empirical evidence that Character-based Leadership positively impacts staff well-being in through building a trust-based relationships, increase staff engagement and reduce conflicts.  Leaders who prioritize relational integrity build trust among employees, which is essential for emotional well-being.  Crossan et al. (2017) found that Character-based leaders foster environments of mutual respect and enhancing employee satisfaction.  Studies have shown that Character-based leaders positively influence staff well-being by fostering supportive work environments.  Ethical leadership practices rooted in Character-based principles promote work engagement by aligning organisational goals with individual values.  For instance, a longitudinal study by Sosik et al. (2019) found that leaders exhibiting character strength of fairness and humility enhance intrinsic motivation among employees, reduced employee turnover intentions while enhancing staff engagement.  Similarly, leaders who prioritize justice and fairness mitigate workplace conflicts, lower stress and anxiety, leading to improved emotional well-being among employees (Crossan et al., 2017).

In addition, a longitudinal study by Avey et al. (2011) revealed that Character-based leadership practices accounted for substantial improvements in employee well-being metrics such as mental health, job satisfaction, and organisational commitment.  Sosik et al. (2019) found that organisations led by Character-based leaders experienced, 40% lower turnover rates, and 35% higher employee engagement scores compared to organisations led by transactional leaders.  Hadassah, Littman-Ovadia and Shiri Lavy’s (2016) have done international research with a sample size of 686.  Their research result shows that character strengths contribute to well-being at work, and to the growth of individuals and organisations.  Littman-Ovadia and Davidovitch (2010) also done a quantitative study on the positive association of character strength and personal well-being of college graduates, but the simple size was very small (N = 85).  These findings highlight the critical role of Character-based leadership in enhancing both individual well-being and organisational outcomes.

2.8.3 Real-World Cases on the Impact of Character-based Leadership on Staff Well-being

Case 1: Ethical Leadership at Patagonia
There are some real world cases to testify the positive impact of character based leadership on staff well-being.  A study examined the leadership practices of companies like Patagonia, which is renowned for its commitment to sustainability and employee well-being. Leaders at Patagonia embody Character-based leadership by prioritizing integrity, fairness, and empathy in their decision-making processes.  For example, the company’s leadership has implemented work-life balance initiatives, such as flexible work schedules and on-site childcare, to enhance employee well-being.  This approach has resulted in high levels of employee engagement and loyalty, demonstrating how Character-based leadership positively impacts staff morale and organisational commitment (The Influence of Ethical Leadership on Employee Engagement, 2025).

Case 2: Emotional Intelligence in Crisis Leadership
Another research paper highlighted how Character-based leaders with high EI positively impacted employee morale during crises.  Leaders who demonstrated empathy, self-awareness, and effective communication—key aspects of Character-based leadership—were able to mitigate the negative emotional impacts of crises.  For instance, during the COVID-19 pandemic, emotionally intelligent leaders fostered psychological safety and trust within their teams, reducing burnout rates by 35% compared to organisations with less supportive leadership. This case underscores the importance of Character-based leadership in maintaining staff well-being during uncertain times (The Role of Emotional Intelligence in Crisis Leadership, 2024).

Case 3: Servant Leadership at Johnson & Johnson
Johnson & Johnson provides another example of Character-based leadership impacting staff well-being. The company’s leaders prioritize servant leadership principles by focusing on meeting employees’ needs through empathy and fairness.  Initiatives such as mental health programs and professional development opportunities have been implemented to support employees holistically.  These efforts have resulted in a highly engaged workforce with strong organisational loyalty, highlighting the tangible benefits of Character-based leadership practices (The Influence of Ethical Leadership on Employee Engagement, 2025).

Case 4: Promoting Knowledge Sharing Through Inclusive Leadership
In addition, a case study on knowledge-sharing behaviour within an enterprise revealed that inclusive leaders who embodied fairness and empathy created a sense of well-being among employees. These leaders encouraged collaboration by fostering a supportive environment where employees felt valued and psychologically safe.  This study concluded that inclusive leadership not only enhanced knowledge-sharing behaviour but also improved overall employee morale and engagement (Promoting Knowledge Sharing with Effective Leadership, 2020).

Conclusion
These real-world cases illustrate how Character-based leadership—rooted in virtues such as empathy, fairness, humility, and integrity—positively impacts staff well-being across diverse sectors. From reducing burnout during crises to fostering career advancement opportunities in education, these examples demonstrate the critical role of ethical and relationally focused leadership practices in enhancing employee morale, engagement, and job satisfaction.

2.8.4  Counterarguments to Leadership Character and Character-based Leadership Impact on Staff Well-being

2.8.4.1 Leadership Character and Staff Well-being
While leadership character, as defined by the VIA framework, is often associated with positive outcomes for staff well-being, critics argue that its impact can be overstated or context dependent. One counterargument is that the emphasis on character strengths such as kindness, fairness, and humility may not always translate into measurable improvements in staff well-being. For example, in high-pressure environments like financial institutions or tech startups, employees often prioritize tangible rewards, clear goals, and career advancement over relational qualities of leadership (Amos et al., 2023).  In such cases, Character-based leadership may be perceived as lacking the decisiveness or assertiveness required to drive performance and meet organisational demands.

Additionally, critics contend that focusing on leadership character overlooks systemic issues within organisations that significantly affect staff well-being (Littman-Ovadia & Steger, 2010). Factors such as workload, organisational culture, and job security often play a more substantial role in influencing employee satisfaction than individual leadership traits. For instance, an empathetic leader may struggle to mitigate employee stress if the organisation itself lacks adequate resources or policies to support work-life balance (Amos et al., 2023). This suggests that while leadership character can contribute to well-being, it is insufficient as a standalone solution.

2.8.4.2 Character-based Leadership and Staff Well-being
Character-based leadership has been praised for its ethical focus and relational integrity; however, critics argue that its effectiveness in enhancing staff well-being depends heavily on organisational context and individual differences among employees. For example, in competitive industries where performance metrics dominate decision-making (e.g., sales or investment banking), employees may prioritize results-oriented leadership over ethical or relational qualities (Amos et al., 2023).  In such settings, Character-based leaders may face challenges aligning their values with the demands of high-stakes environments.

Furthermore, critics highlight the potential for unintended consequences when leaders overly emphasize Character-based approaches. For instance, leaders who prioritize fairness and empathy may inadvertently create perceptions of favouritism or leniency among employees, leading to workplace tensions. This is particularly relevant in diverse teams where individual interpretations of fairness vary widely (Amos et al., 2023).  Additionally, some scholars argue that Character-based leadership may lack the adaptability required to address rapidly changing organisational challenges.  Leaders who rigidly adhere to ethical principles may struggle to make pragmatic decisions during crises or periods of uncertainty.

In conclusion, while both leadership character and Character-based leadership have demonstrated positive impacts on staff well-being, their effectiveness is influenced by broader organisational factors and employee expectations. Critics emphasize the need for a balanced approach that integrates ethical principles with pragmatic strategies tailored to specific contexts.

2.8.5  Section Summary
To summarize the relationship between leadership character and staff well-being underscores the importance of integrating ethical principles into leadership practices. Character-based leadership not only enhances individual well-being but also fosters a culture of trust, engagement, and resilience within teams.  Both leadership character as defined by the VIA framework and Character-based leadership significantly relate to staff well-being through direct psychological impacts and indirect cultural influences. 

2.9 Leadership character in Asian Context 
In Asian settings, where cultural values such as collectivism, Confucianism, and harmony profoundly shape workplace dynamics.  The comparison between Asian leadership concepts, specifically ren (仁, benevolence) and li (礼, propriety), and contemporary character-based leadership models reveals both significant overlaps and clear distinctions rooted in cultural, philosophical, and practical domains.

2.9.1 Similarities
Both ren and li from Confucian philosophy and contemporary character-based leadership models place a strong emphasis on the moral character of leaders and the ethical dimensions of leadership.  Ren, which is often translated as benevolence or humaneness, is central to Confucian ethics and underscores the importance of empathy, compassion, and genuine concern for others in leadership roles.  Leaders guided by ren are expected to act with kindness and to prioritize the welfare of their followers, which closely aligns with the core tenets of character-based leadership that stress integrity, trustworthiness, and the cultivation of positive relationships within organisations (Li, 2012; Wang & Wang, 2020).  Similarly, li, or propriety, emphasizes appropriate conduct, respect for social norms, and harmonious interpersonal interactions, paralleling the character-based leadership focus on respectful behaviour, fairness, and the maintenance of ethical standards in decision-making (Wang & Wang, 2020).

Both frameworks recognize that effective leadership extends beyond technical competence (Leavy, 2016). or positional authority, requiring leaders to model virtuous behaviour and to inspire followers through personal example.  In both traditions, the leader’s moral self-cultivation is seen as foundational to their ability to influence and guide others effectively (Li, 2012; Wang & Wang, 2020; Confucian Virtue Ethics and Ethical Leadership in Modern China, 2022).  This shared emphasis on virtue and ethical conduct is supported by empirical research, which demonstrates that ethical leadership is positively associated with employee trust, organisational citizenship behaviours, and overall organisational effectiveness (Brown & Treviño, 2006; Wang & Wang, 2020).

2.9.2 Differences
Despite these similarities, notable differences exist in the cultural foundations, operationalization, and broader social implications of these leadership concepts. Confucian notions of ren and li are deeply embedded in a collectivist cultural context that prioritizes social harmony, hierarchical relationships, and the fulfilment of one’s roles and obligations within a structured social order (Li, 2012).  Leadership, from this perspective, is inherently relational and community-oriented, with a strong focus on maintaining group cohesion and stability through adherence to established rituals and traditions (Wang, 2020).  The concept of li prescribes specific behaviours and rituals that reinforce social order and mutual respect, reflecting a preference for conformity and continuity over individual autonomy (Li, 2012).

2.9.3 Character-based leadership
In contrast, contemporary character-based leadership models, particularly those developed in Western contexts, tend to emphasize individual autonomy, authenticity, and the application of universal ethical principles.  While these models also value moral character and ethical behaviour, they are often less prescriptive about specific rituals or traditions, instead encouraging leaders to adapt their behaviour to diverse and changing circumstances (Brown & Treviño, 2006).  Character-based leadership frameworks typically stress the importance of self-awareness, personal growth, and adaptability, and are more likely to prioritize individual rights and personal responsibility over collective conformity (Brown & Treviño, 2006; Wang, 2020).

Furthermore, the practical application of these concepts differs.  Confucian leadership, guided by ren and li, often involves a top-down approach in which leaders are expected to serve as moral exemplars and to guide followers through both personal example and the enforcement of social norms (Li, 2012).  In contrast, character-based leadership models may encourage more participative or transformational approaches, empowering followers to take initiative and to develop their own moral capacities (Wang, 2020; Brown & Treviño, 2006).

Recent empirical studies also highlight the contextual nature of these leadership models. For example, research in Asian organisations has shown that Confucian values continue to shape leadership practices and employee expectations, particularly in relation to hierarchical authority and collective well-being (Wang, 2020).  In contrast, studies in Western contexts often emphasize the importance of leader-follower congruence in values and the role of psychological empowerment in enhancing employee performance (Brown & Treviño, 2006; Role of Transactional Leadership in Employee Performance, 2023).

In summary, while both Asian concepts of ren and li and contemporary character-based leadership models share a commitment to moral leadership and ethical conduct, they differ in their cultural origins, emphasis on tradition versus adaptability, and approaches to authority and individual autonomy. Understanding these similarities and differences is essential for leaders operating in increasingly globalized and culturally diverse environments.

2.9.4 More cultural dynamics of leadership in Asian Context
Transactional leadership 
The rapid economic progression in Asian countries has contributed to a highly profit-driven, transaction-focused corporate environment, making transactional leadership a prevalent style in the region.  Transactional leadership, characterized by clear structures, performance-based rewards, and a focus on operational efficiency, is widely adopted in Asian business environments to drive business results.

For example, a recent empirical study examining knowledge employees in state-owned enterprises found that transactional leadership significantly impacts job performance, with psychological empowerment acting as a mediating factor (Riaz et al., 2023). This research underscores the dominance of transactional approaches in environments where efficiency and measurable outcomes are paramount. Furthermore, a comprehensive bibliometric review of over 2,000 peer-reviewed management and business articles highlights the ongoing relevance of transactional leadership in the digital age, especially in regions experiencing rapid economic change and heightened competition (Abu Orabi et al, 2024). The review identifies that transactional and transformational leadership styles are frequently studied together in the context of organisational commitment and performance, but transactional leadership remains particularly prominent in Asian corporate settings due to its alignment with hierarchical structures and clear authority lines.

Authoritative and parenting leadership
Authoritative and parenting leadership styles are also prevalent among Chinese-originated leaders. This prevalence is deeply rooted in Confucian cultural values, which emphasize hierarchy, respect for authority, and the leader’s role as a moral guide.  Research on Chinese leadership during mergers and acquisitions has demonstrated that authoritative and task-focused approaches are considered particularly effective in the Chinese context.  This reflects the enduring influence of traditional hierarchical values and the need for control by authoritative leaders and clear direction within organisations (Zhang et al., 2015).  The study notes that Chinese leaders often employ direct communication, set clear expectations, and provide personal guidance-hallmarks of both authoritative and parenting leadership-to foster loyalty and drive performance during periods of change.

Building on these findings, case study analyses of prominent Chinese business leaders, such as Jack Ma (Alibaba) and Dong Mingzhu (Gree Electric), further illustrate the prevalence of decisive, authoritarian, and “parenting” leadership styles in both traditional and online retail sectors.  In these environments, rapid decision-making, strong top-down control, and discipline are regarded as critical factors for business success (Pan et al., 2021).

Moreover, business succession research in Asian family-owned firms highlights the broader influence of socio-cultural dynamics on leadership transitions.  For instance, studies of Pakistani family businesses reveal that seniority-based preferences and hierarchical governance practices often dominate, mirroring similar trends observed in Chinese enterprises (Ahmed & Khan, 2024).  These findings suggest that the persistence of authoritative and transactional leadership styles is not only a response to economic pressures but is also deeply embedded in the cultural and familial structures of Asian business.

Overall, these insights are consistent with broader analyses of Chinese management philosophy, which emphasize the integration of Confucian values, hierarchical relationships, and the leader’s role as a moral and authoritative guide. The enduring presence of these leadership styles is frequently attributed to cultural upbringing, where respect for authority, filial piety, and collective well-being shape both personal and professional interactions (Business Leadership and Chinese-Style Management in Enterprise Development: The Case of Chinese, n.d.).


2.10 Hypothesis development

2.10.1 Research model and Hypothesis Development 
The research model and hypotheses of this research are grounded in a comprehensive review of the literature on character, character-based leadership, the VIA leadership character strengths framework (Peterson & Seligman, 2004), leadership quality, job performance, staff engagement, and staff well-being.  The primary objective of this study is to empirically examine the relationships between leadership character and four key organizational outcomes: leadership quality (LQ), job performance (JP), staff engagement (SE), and staff well-being (WB).  Within the research model, the independent variable consists of six clusters of leadership character strengths (LC)-namely, Wisdom, Courage, Humanity, Justice, Temperance, and Transcendence. The dependent variables are Leadership Quality, Job performance (JP), staff engagement (SE), Staff Well-being (WB). 

2.10.2 Leadership character (LC) and Leadership quality (LQ) 
2.10.2.1 Wisdom
[bookmark: OLE_LINK108]Extant empirical research consistently affirms that wisdom constitutes a foundational component of leadership quality. According to Peterson and Seligman (2004), wisdom encompasses creativity, curiosity, judgment, love of learning, and perspective, all of which are closely associated with effective leadership behaviours.  Empirical evidence demonstrates that wisdom significantly predicts positive leadership outcomes through dimensions such as intellectual acumen, moral conduct, decisive action, and humility (Bangen et al., 2013; Sternberg, 2007).  Furthermore, wise leadership is characterized by reasoned, knowledge-based decision-making, ethical behaviour, and the ability to navigate complex challenges, thereby reinforcing its positive influence on overall leadership quality (Peterson & Seligman, 2004; Sternberg, 2007).  Therefore, this study hypothesized that:

H1a: Leadership Character Wisdom has a significant positive influence on (a) Leadership Quality.

2.10.2.2 Courage
Prior literature identifies courage as a critical attribute for effective leadership.  Within the VIA Classification, courage encompasses bravery, perseverance, honesty, and zest.  Qualitative research indicates that leaders who demonstrate courage-particularly through honesty and perseverance-are perceived as more authentic and effective, fostering trust and inspiring followers (Sekerka et al., 2009).  Quantitative studies further corroborate these findings; for example, Rego et al. (2012) show that courage significantly predicts positive leadership behaviours, while Hannah et al. (2011) reveal a strong association between leader courage and leadership effectiveness.  Therefore, this study hypothesized that:

H2a: Leadership Character Courage has a significant positive influence on Leadership Quality.

2.10.2.3 Humanity
Humanity, as defined by Peterson and Seligman (2004), includes love, kindness, and social intelligence are qualities essential for effective leadership.  Qualitative research demonstrates that leaders who embody humanity foster trust, loyalty, and strong relationships within their teams, resulting in a more cohesive and supportive work environment (Thun & Kelloway, 2011).  Quantitative studies further confirm that leader humanity is positively associated with employee well-being, organizational citizenship behaviours, and trust in leaders (Harzer & Ruch, 2014).  Collectively, these findings indicate that humanity significantly enhances overall leadership quality by promoting positive organizational outcomes.  Therefore, this study hypothesized that:

H3a: Leadership Character Humanity has a significant positive influence on Leadership Quality.

2.10.2.4 Justice
Justice, as outlined by Peterson and Seligman (2004), encompasses teamwork, fairness, and leadership, all of which are foundational to effective leadership.  Leaders who demonstrate fairness foster trust and psychological safety, while teamwork enables the creation of collaborative and harmonious environments. Qualitative research highlights that justice-oriented leaders inspire higher commitment and morale among followers (Cameron et al., 2004; Zaghmout, 2025). Quantitative findings further support that fairness and integrity are significantly associated with perceptions of authentic leadership, which in turn predict organizational commitment and satisfaction (Rego et al., 2012; Hoch et al., 2018).  Therefore, this study hypothesized that:

H4a: Leadership Character Justice has a significant positive influence on Leadership Quality.

2.10.2.5 Temperance
Temperance, as defined by Peterson and Seligman (2004), includes forgiveness, humility, prudence, and self-regulation all of which are vital for high-quality leadership.  Leaders who exhibit temperance foster trust, respect, and psychological safety within their teams, and humility in leadership is linked to modeling growth and supporting followers’ development (Owens et al., 2013). Temperance also enables leaders to manage emotions, resolve conflicts thoughtfully, and treat others with respect and wisdom, all of which are essential for effective relational leadership (Tangen, 2020).  Therefore, this study hypothesized that:

H5a: Leadership Character Temperance has a significant positive influence on Leadership Quality.

2.10.2.6 Transcendence
Transcendence, as defined by Peterson and Seligman (2004), encompasses appreciation of beauty and excellence, gratitude, hope, humour, and spirituality (Riddle & Riddle, 2011). These qualities are increasingly recognized as vital for effective leadership.  Qualitative research demonstrates that self-transcendent leaders, who prioritize values and purposes beyond themselves, foster authentic leadership, inspire trust, and create environments where followers are motivated to excel (López-Palomino & Mendoza-Gómez, 2022; Theissen et al., 2024).  Quantitative studies further show that transcendence-related strengths such as hope, gratitude, and humour significantly predict leadership quality and effectiveness beyond general mental ability (Harzer et al., 2021).  Therefore, this study hypothesized that:

H6a: Leadership Character Transcendence has a significant positive influence on Leadership Quality.



Figure 1: Research Model 1 - Leadership Quality
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2.10.3 Leadership character (LC) and Job Performance (JP) 

2.10.3.1 Wisdom
Previous literature indicates a robust positive correlation between wisdom and job performance at both individual and organizational levels.  Wisdom-related strengths foster innovation, enhance decision-making, and promote a culture of continuous improvement, all of which contribute to superior performance outcomes (Seijts et al., 2017).  Quantitative studies further confirm that character strengths associated with wisdom significantly predict job performance, explaining substantial variance even after controlling for demographics (Zhou, Wang, & Liu, 2023).  Therefore, this study hypothesized that:

H1b: Leadership Character Wisdom has a significant positive influence on Job Performance.

2.10.3.2 Courage
According to previous literature, Courage is widely recognized as pivotal in enhancing job performance.  Qualitative evidence suggests that courageous leaders cultivate environments where employees feel safe to innovate and take risks, thereby boosting individual and team outcomes.  Empirical research supports this, with studies finding that higher levels of workplace courage are significantly associated with improved self-rated job performance and better project results (Sekerka et al., 2009; Peterson et al., 2011).  Therefore, this study hypothesized that:

H2b: Leadership Character Courage has a significant positive influence on Job Performance.

2.10.3.3 Humanity
Based on previous literature, leadership character humanity has been shown to significantly enhance job performance. Leaders who demonstrate humanity foster positive work climates, improve interpersonal relationships, and support better teamwork and collaboration, all of which contribute to higher individual and team performance (Harzer & Ruch, 2014). Empirical studies further confirm that humanity strengths are strongly linked to increased employee engagement, job satisfaction, and both self- and supervisor-rated performance (Gander et al., 2021; Mohanty & Coleman, 2022).  Therefore, this study hypothesized that:

H3b: Leadership Character Humanity has a significant positive influence on Job Performance.

2.10.3.4 Justice
Referring to prior literature, justice-oriented leadership is consistently linked to improved job performance.  Leaders who prioritize justice foster greater team cohesion, reduce conflict, and motivate employees to exceed expectations, ultimately enhancing productivity (Luthans et al., 2007).  Meta-analytic evidence shows that perceptions of organizational justice, including fair and equitable leadership, are significantly associated with both individual performance and organizational citizenship behaviors (Colquitt et al., 2001).  Therefore, this study hypothesized that:

H4b: Leadership Character Justice has a significant positive influence on Job Performance.

2.10.3.5 Temperance
In regard to previous literature, temperance has been shown to significantly enhance job performance at the individual, team, leader, and organizational levels.  Leaders who demonstrate temperance are better equipped to make thoughtful decisions, avoid impulsive reactions, and focus on long-term objectives, all of which positively impact performance outcomes (Tangen, 2020; Owens et al., 2013).  Empirical research confirms that temperance predicts higher work performance over time and that collective use of temperance-related strengths correlates with improved team and organizational performance (Gander et al., 2020; Mubashar & Harzer, 2023).  Therefore, this study hypothesized that:

H5b: Leadership Character Temperance has a significant positive influence on Job Performance

2.10.3.6 Transcendence
Based on previous literature, leadership character transcendence has been shown to significantly enhance job performance at individual, team, leader, and organizational levels.  Qualitative studies reveal that self-transcendence helps leaders and employees find deeper meaning in work, fostering diligence, resilience, and purpose-driven action, all of which are key drivers of high performance (Flotman, 2021; López-Palomino & Mendoza-Gómez, 2022). Quantitative research further demonstrates that transcendence strengths predict job performance beyond cognitive ability and personality traits (Harzer et al., 2021).  Therefore, this study hypothesized that:

H6b: Leadership Character Transcendence has a significant positive influence on Job Performance.





Figure 2: Research Model 2 - Job Performance
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2.10.4 Leadership character (LC) and Staff Engagement (SE) 

2.10.4.1 Wisdom
According to previous literature, leadership character wisdom has been shown to significantly enhance staff engagement. Organizations that integrate wisdom into daily practices foster more engaged and thriving workplaces, as employees feel empowered to express their strengths (Giri & Pathak, 2025). Quantitative studies further demonstrate that leader wisdom, particularly judgment and perspective, is strongly linked to higher work engagement and organizational commitment among staff (Monzani et al., 2021; Gander et al., 2020).  Therefore, this study hypothesized that:

H1c: Leadership Character Wisdom has a significant positive influence on Staff Engagement.

2.10.4.2 Courage

In prior literature review, both qualitative and quantitative studies indicate that leaders who demonstrate courage-especially through open communication and persistent effort-significantly boost staff engagement, motivation, and sense of belonging (Luthans et al., 2007; Harzer & Ruch, 2015). Therefore, this study hypothesized that:

H2c: Leadership Character Courage has a significant positive influence on Staff Engagement.

2.10.4.3 Humanity
With reference to previous literature review, leadership character humanity has been shown to significantly boost staff engagement.  Employees feel more connected, valued, and motivated in workplaces where humanity strengths are present, fostering a culture of commitment (Sanwal & Sareen, 2023; Lynn, 2020). Quantitative evidence further reveals that kindness and social intelligence are strong predictors of employee engagement (Sanwal & Sareen, 2023).  Therefore, this study hypothesized that:

H3c: Leadership Character Humanity has a significant positive influence on Staff Engagement.

2.10.4.4 Justice
In prior literature, leadership character justice has been shown to significantly enhance staff engagement.  Qualitative studies indicate that when leaders practice justice, staff feel respected, valued, and empowered to contribute, leading to higher engagement (Kahn, 1990).  Quantitative research confirms that perceptions of organizational justice are strong predictors of job and organizational engagement (Saks, 2006).  Therefore, this study hypothesized that:

H4c: Leadership Character Justice has a significant positive influence on Staff Engagement.

2.10.4.5 Temperance
Empirical research has established a clear link between leadership character temperance and staff engagement.  Leaders who demonstrate temperance foster respectful, psychologically safe environments where employees feel valued and are more willing to contribute (Owens et al., 2013). Quantitative studies further reveal that temperance-related strengths are significantly associated with higher levels of employee engagement (Gander et al., 2021).  Therefore, this study hypothesized that:

H5c: Leadership Character Temperance has a significant positive influence on Staff Engagement.

2.10.4.6 Transcendence
Previous literature has shown that leadership character transcendence significantly enhances staff engagement by fostering meaning and authenticity at work.  Qualitative research shows that employees who connect their roles to self-transcendent purposes report greater intrinsic motivation and are more committed, even during adversity (Kendall, 2019; Flotman, 2021).  Quantitative studies confirm that self-transcendence predicts authenticity and work engagement, with authenticity mediating this relationship (Ortiz-Gómez et al., 2020).  Therefore, this study hypothesized that:

H6c: Leadership Character Transcendence has a significant positive influence on Staff Engagement.




Figure 3: Research Model 3 - Staff Engagement
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2.10.5 Leadership character (LC) and Staff Engagement (WB) 

2.10.5.1 Wisdom
Based on the preceding discussion and empirical evidence, leadership character wisdom has been consistently linked to greater staff well-being.  Both qualitative and quantitative research demonstrate that fostering wisdom-related strengths in the workplace leads to higher life satisfaction, reduced stress, and increased happiness among employees. Leaders who promote wisdom help staff experience personal growth, accomplishment, and adaptive coping, resulting in lower burnout and improved overall well-being (Wagner et al., 2021).  Therefore, this study hypothesized that:

H1d: Leadership Character Wisdom has a significant positive influence on Staff Well-being.

2.10.5.2 Courage

Precedent narrative analyses and interviews reveal that courageous leadership fosters psychological safety, resilience, and job satisfaction among employees, especially during challenging times (Harzer & Ruch, 2015; Gardiner et al., 2023).  Quantitative studies further confirm that courage is a significant positive predictor of well-being at work (Harzer & Ruch, 2015; Park et al., 2004).  Therefore, this study hypothesized that:

H2d: Leadership Character Courage has a significant positive influence on Staff Well-being.

2.10.5.3 Humanity
Previous literature stated clearly that leadership character humanity has been linked to enhanced staff well-being.  Qualitative evidence shows that workplaces emphasizing humanity strengths create supportive environments with reduced stress and greater opportunities for personal growth and satisfaction (Gander et al., 2021; Harzer & Ruch, 2014).  Leaders who display kindness and social intelligence foster psychological safety, which is critical for mental health (LaFollette, 2010).  Quantitative studies further confirm that love and social intelligence are among the strongest predictors of life satisfaction and psychological flourishing at work (Littman-Ovadia & Lavy, 2012; Martínez-Martí & Ruch, 2014).  Therefore, this study hypothesized that:

H3d: Leadership Character Humanity has a significant positive influence on Staff Well-being.

2.10.5.4 Justice
With reference to previous literature, leadership character justice has been consistently linked to higher staff well-being.  Qualitative studies show that leaders who exemplify justice create environments where employees feel respected, valued, and psychologically safe, directly enhancing well-being (file.pdf; Kahn, 1990; Avey et al., 2011).  Quantitative research confirms that perceptions of organizational justice are significant predictors of employee well-being and affective commitment (Saks, 2006; Karam et al., 2019).  Therefore, this study hypothesized that:

H4d: Leadership Character Justice has a significant positive influence on Staff Well-being.

2.10.5.5 Temperance
Based on prior literature, leadership character temperance has been shown to significantly enhance staff well-being.  Qualitative research demonstrates that leaders who model temperance foster emotional stability, resilience, and supportive work environments, leading to greater happiness and reduced stress among employees (Tangen, 2020; Owens et al., 2013).  Quantitative studies further reveal that temperance-related strengths are positively associated with life satisfaction and psychological well-being and negatively related to psychological distress (Harzer & Ruch, 2014; Azañedo et al., 2021).  Therefore, this study hypothesized that:

H5d: Leadership Character Temperance has a significant positive influence on Staff Well-being.

2.10.5.6 Transcendence
Previous literature has highlighted that leadership character transcendence has been shown to be a vital resource for staff well-being.  Qualitative evidence reveals that transcendence helps individuals cope with stress, find meaning in adversity, and shift from self-focus to other-focus, fostering resilience and purpose (Flotman, 2021). Quantitative studies consistently demonstrate strong positive correlations between transcendence and mental well-being, life satisfaction, and job satisfaction (Harzer & Ruch, 2015; Niederwemmer, 2023).  Therefore, this study hypothesized that:

H6d: Leadership Character Transcendence has a significant positive influence on Staff Well-being.



Figure 4: Research Model 4: Staff Well-being
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2.10.6 Summary of Research Hypotheses

To facilitate straightforward reference, the research hypotheses are summarized as follows:

H1: Leadership Character Wisdom has a significant positive influence on (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.

H2: Leadership Character Courage has a significant positive influence on (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.

H3: Leadership Character Humanity has a significant positive influence on (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.

H4: Leadership Character Justice has a significant positive influence on (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.

H5: Leadership Character Temperance has a significant positive influence on (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.

H6: Leadership Character Transcendence has a significant positive influence on (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.

2.11 Chapter Summary

The literature review chapter provides a comprehensive examination of the concept of character, tracing its evolution from historical, philosophical, and religious roots to its contemporary significance in psychology, education, and organizational leadership. Character is defined as a set of moral and ethical qualities that guide behavior and distinguish individuals, with both Western and Eastern traditions emphasizing its role in personal and societal well-being (Peterson & Seligman, 2004; Li, 2012). In Western philosophy, Aristotle’s virtue ethics and Kant’s moral rationalism highlight character as essential for moral excellence and autonomy (Hursthouse, 1999; Allison, 2011). Eastern philosophies, such as Confucianism and Daoism, stress self-cultivation, social harmony, and authenticity (Shek & Yu, 2015; Ames & Hall, 2003).

Psychologically, character is differentiated from personality by its focus on moral traits and virtues, as captured in frameworks like the VIA Classification, which groups 24 strengths under six core virtues: wisdom, courage, humanity, justice, temperance, and transcendence (Peterson & Seligman, 2004). Empirical research shows these strengths predict well-being, job performance, and leadership effectiveness (Park et al., 2004; Harzer & Ruch, 2014). In organizational contexts, character-based leadership is increasingly recognized for fostering ethical cultures, trust, and sustainable success, distinguishing itself from other leadership styles by prioritizing integrity, empathy, and accountability (Crossan et al., 2013; Den Hartog, 2015). The review concludes that cultivating character is both a moral imperative and a strategic necessity for effective leadership and organizational performance in a complex, globalized world.



[bookmark: _Toc199536807]Chapter Three Methodology
3.1 Introduction	
This chapter explores the  philosophical assumption, discuss the approach to theory introduces the research methodology adopted.  Research philosophy, including positivism and interpretivism were discussed, the approach to theory development is then explained, the methodological choice is justified.  The nature of the study is described as explanatory.  The chapter then details the research strategies, including the use of surveys for data collection.  The research design section covers the eligibility of respondents, research ethics, sources of quantitative data, the language of the questionnaire, the desired confidence level, and sample size. 
3.2 Research Planning
[bookmark: OLE_LINK3]The research planning includes the selection of research philosophy, the approach to theory development, the choice of methodological, and the data collection and procedures.  A systematic planning method, the “research onion” developed by Saunders, Lewis, and Thornhill (2016), is adopted.  The “research onion provided a structured framework that guides the design of the research methodology in a systematic manner. This framework, is like and onion which consists of six layers, namely research philosophy, research approach, methodological choices, research strategy, time horizon, and data collection techniques. Each layer represents a decision point, starting from broad philosophical assumptions and specific methods like a funnelling process. This study will address each layer step by step to create a robust, transparent, and well-organized research design (Saunders et al., 2016).

3.2.1 Philosophy 
3.2.1.1 Positivism
Positivism, rooted in the work of Auguste Comte, emphasizes the importance of observable, empirical evidence and the use of quantitative data to uncover objective truths (Comte, 1858). This philosophy assumes that social phenomena, such as leadership quality and corporate efficiency, operate through discernible cause-effect relationships that can be quantified using statistical methods (Bryman, 2016).  In studying character-based leadership, prior positivist researchers usually employ standardized instruments—such as Likert-scale surveys —to collect numerical data on variables like staff engagement and job performance (Creswell & Creswell, 2017). In hypothesis testing and generalising findings, positivism aligns with quantitative methodologies, enabling researchers to isolate variables (e.g., leader behaviors) and help analyse their impact on corporate efficiency(Ye & Sakat, 2021). It helps to ensure that the results are replicable and minimised the possibility from subjective bias (Hu, 2024). This approach assumes reality exists independently of individual perceptions, allowing cross-cultural comparisons of the dependent variable in Asian contexts (Lau, 2012).
3.2.1.2 Interpretivism
Interpretivism, in contrast, presumes that social realities e.g. job performance—are subjectively constructed through human interactions (Weber, 1978).  This paradigm prioritizes understanding the lived experiences of employees and leaders, often through qualitative methods like interviews or ethnographic observations (Schutz, 1967). For example, interpretivist researchers may explore how employees perceive a leader’s character through narratives, emphasizing context-specific meanings rather than universal concepts (Garfinkel, 1967). While this approach enriches insights into cultural nuances (e.g., Confucian values in Asian leadership), it faces limitations in generalizing findings across large populations (Lin, 1998). Interpretivism challenges positivist assumptions by arguing that leadership quality cannot be fully captured through surveys alone, as it involves intangible elements like trust and moral reasoning (Goffman, 1959). However, its reliance on small-sample, descriptive analyses limits applicability in studies requiring predictive models or structured recommendations (Babones, 2016).
3.2.1.3 Justification for Adoption of Positivism
In order to provide empirical evidence for the of the research topic, a positivist philosophy was adopted.  The adoption of positivism is justified as this study’s focus on quantifying relationships between leaders’ character and corporate efficiency (Bryman, 2016).  Another reason this approach is used because this paper hopes to arouse the attention of corporate leaders on the pivot role of character in leadership, alter their perception toward the influence of leader’s character on corporate efficiency in terms of leadership quality, job performance, staff engagement and staff well-being.  As corporate leaders are attracted by  objective evidence supported by data and systemic analysis, therefore positivism is more appropriate for this study (Lau, 2012).
3.2.2 Approach to Theory Development
3.2.2.1 Deductive Approach
The deductive approach is a top-down research strategy that begins with established theories or general principles and moves toward testing specific hypotheses derived from these theories (Choi et al., 2022). In this approach, researchers formulate hypotheses based on existing theoretical frameworks and then design structured studies to test these hypotheses through empirical data collection and analysis (Lee et al., 2023).. For instance, in the context of leadership research, a deductive study might start with a theory about the relationship between character-based leadership and job performance, develop testable hypotheses, and then use quantitative methods such as surveys or experiments to confirm or against these hypotheses (Choi et al., 2022). The strength of the deductive approach lies in its ability to provide clear, definitive conclusions about the validity of existing theories, making it particularly well-suited for studies aiming to test causal relationships and generalize findings across populations (Hwang et al., 2023).
3.2.2.2 Inductive Approach
Inductive research generates theories from qualitative data, emphasizing context-specific insights (Nguyen et al., 2022).  This bottom-up approach explores lived experiences—such as employees’ perceptions of leadership character—to identify patterns and propose new frameworks (Tran & Le, 2023).  For instance, researchers may conduct interviews to reveal how Confucian values shape leadership efficacy in Asian firms, leading to a culturally nuanced theory (Pham et al., 2021). While inductive studies enrich understanding of subjective phenomena, their small sample sizes limit generalizability compared to deductive designs (Vu et al., 2023).
3.2.2.3 Justification for Adoption of Deductive Approach
Deductive approach used and justified for this study as it enables systematic hypothesis testing of established theories linking character-based leadership to corporate efficiency (Saunders et al., 2016).  Rooted in positivist philosophy, this method begins with theoretical propositions—such as Peterson & Seligman’s (2004) VIA Character Strengths and Character-based Leadership (Kiel, 2015). Testable hypotheses about relationships between leader character and variables like job performance, staff engagement and staff well-being was formulated (Hwang et al., 2023). Structured surveys was deployed allowing quantitative measurement of these constructs across diverse Asian contexts, ensuring replicability and statistical soundness (Schaufeli et al., 2019). Its alignment with quantitative paradigms also ensures findings are actionable for multinational firms navigating Asia’s dynamic business landscapes (Li et al., 2022).
3.2.3 Methodological Choice
3.2.3.1 Multiple Methods
Multiple methods research integrates qualitative and quantitative approaches within a single study to address complex research questions (Fetters et al., 2013). This design leverages triangulation to validate findings, combining methods like surveys (quantitative) and interviews (qualitative) to explore phenomena from multiple angles (Creswell & Plano Clark, 2018).  For instance, in leadership studies, quantitative data might measure job performance metrics, while qualitative data could capture employees’ perceptions of leader character (Venkatesh et al., 2013). Mixed methods are particularly valuable when investigating multifaceted constructs like staff well-being, where numerical data (e.g., WHO-5 Well-Being Index) and narrative insights (e.g., focus groups) provide complementary perspectives (Schaufeli et al., 2019).  It enhances theoretical robustness by addressing both “what” and “why” questions (Teddlie & Tashakkori, 2009).  However, this approach requires significant resources and expertise to harmonize divergent epistemological assumptions (Bryman, 2016).  
3.2.3.2 Mono Methods
Mono methods involve using a single research approach—either quantitative or qualitative—to maintain methodological coherence (Saunders et al., 2016). In quantitative mono-method designs, structured instruments like Likert-scale surveys generate numerical data for statistical analysis, enabling hypothesis testing and generalization (Hair et al., 2020). For example, studies measuring Staff Engagement often use validated scales (e.g., DDI Engagement Survey) to ensure reliability across large corporate samples (Ng et al., 2021).   Conversely, qualitative mono-methods prioritize depth over breadth, employing interviews to explore subjective experiences of staff engagement (Gioia et al., 2013). While mono-methods streamline data collection and reduce complexity, they may overlook contextual nuances or alternative explanations (Cornelissen, 2017). Their suitability depends on the research objective: quantitative designs excel in testing theories, while qualitative designs build the theories (Eisenhardt, 2021).
3.2.2.3 Justification for Adoption of Mono Methods
This study choose the quantitative mono-method is as it aims to test hypotheses about leader character’s impact on corporate efficiency using statistical rigor (Park et al., 2020). Standardized instruments e.g., Peterson & Seligman’s (2004) VIA Character Strength was used to ensure replicability across diverse populations, minimizing cultural bias in measuring variables like staff engagement (Schaufeli et al., 2019). Mixed methods, though valuable for exploratory studies, would dilute the focus on causal inference and generalizability—key priorities for informing evidence-based leadership policies (Zhang et al., 2021).  Mono-method efficiency also aligns with the resource constraints, enabling targeted data collection from multinational corporations without compromising depth (Li et al., 2022). This approach ensures methodological consistency with positivist principles, prioritizing objectivity and scalability (Bryman, 2016).
3.2.4 Research Strategies
3.2.4.1 Data Collection: Survey
Survey research is a widely adopted data collection strategy in organizational studies due to its ability to efficiently gather quantitative data from large, diverse populations (Ponto, 2015). Surveys typically employ structured questionnaires, which may be administered in paper, electronic, or online formats, to systematically capture respondents’ perceptions, attitudes, and behaviours related to key constructs such as leadership quality, job performance, staff engagement, and well-being (Dillman, Smyth, & Christian, 2014).  The representativeness of the sample is crucial for generalizability; thus, careful sampling strategies—such as stratified or random sampling—are implemented to ensure the sample reflects the target population (Ponto, 2015). Surveys offer the advantages of cost-effectiveness, scalability, and the ability to use validated measurement instruments, which enhance reliability and validity (Dillman et al., 2014). Moreover, the standardized nature of survey questions facilitates statistical analysis and hypothesis testing, making surveys particularly suitable for quantitative research examining relationships between leadership character and corporate efficiency (Ponto, 2015).
3.2.4.2 Data Collection: Action research
Action research is a participatory and iterative data collection approach that involves researchers collaborating closely with organizational stakeholders to diagnose problems, implement interventions, and evaluate outcomes in real time (Davison et al., 2012).  Unlike surveys, which are primarily cross-sectional and detached, action research is cyclical, involving repeated phases of planning, acting, observing, and reflecting (Avison et al., 2018). This approach is particularly valuable in complex organizational settings where context-specific solutions and continuous improvement are prioritized (Davison & Bjørn-Andersen, 2019).  Action research generates both qualitative and quantitative data, often blending interviews, observations, and performance metrics to assess the impact of interventions (Davison et al., 2012).  Its strength lies in its capacity to produce actionable knowledge that is directly relevant and beneficial to the organization, while also contributing to academic theory (Davison & Bjørn-Andersen, 2019).  However, action research is resource-intensive and requires sustained engagement, making it less feasible for large-scale, hypothesis-driven studies (Avison et al., 2018).
3.2.4.3 Data Collection of This Study
This study adopts online questionnaires as the primary survey method it is justified by their efficiency, scalability, and ability to reach diverse participants (Andrews, Nonnecke, & Preece, 2003).  Online surveys enable rapid data collection from large samples, reducing both time and financial costs compared to traditional paper-based (Ponto, 2015).  They also facilitate automated data entry and analysis, minimizing human error and enhancing data integrity (Andrews et al., 2003).  Furthermore, online questionnaires provide respondents with flexibility and anonymity, which can improve response rates and the honesty of answers, especially on sensitive topics such as leadership evaluation and well-being (Evans & Mathur, 2005).  The use of validated electronic instruments ensures high reliability and comparability of results across different organizational settings (Dillman et al., 2014).  These advantages make online questionnaires a robust and pragmatic choice for quantitatively examining the impact of leader character and character-based leadership on corporate efficiency in Asia.
3.2.5 Nature of the Study
3.2.5.1 Explanatory study 
An explanatory study is designed to clarify the underlying causes or mechanisms behind observed phenomena by investigating the relationships between variables (Ponto, 2015). This approach moves beyond simply describing patterns, aiming instead to answer “why” and “how” questions, often through hypothesis testing and statistical analysis (Andrews et al., 2003). Explanatory research typically employs quantitative methods such as surveys or experiments to establish causal links and provide evidence-based explanations for observed outcomes (Dillman, Smyth, & Christian, 2014). By focusing on causality, explanatory studies contribute to theory validation and the development of actionable recommendations in organizational research.
3.2.5.2 Cross-Sectional Research
Cross-sectional research is an observational study design that analyses data from a population or a representative subset at a single point in time (Wang & Cheng, 2020). This approach is commonly used to assess the prevalence of outcomes, understand determinants, and describe characteristics within a specific group without following individuals over time (Nelson et al., 2014). Cross-sectional studies are valued for their efficiency, cost-effectiveness, and ability to provide a snapshot of relationships among variables, making them suitable for exploring associations between leadership characteristics and organizational outcomes in diverse settings (Wang & Cheng, 2020;.).
3.2.5.3 Nature of This Study
A cross-sectional study is used for this research as it enables the efficient collection of quantitative data on leader character, leadership quality, job performance, staff engagement, and well-being from a large sample at a single point in time (Wang & Cheng, 2020).  This design is particularly suitable for examining associations and identifying patterns among variables in diverse organizational contexts without the need for longitudinal follow-up (Nelson et al., 2014).  Cross-sectional surveys are cost-effective, practical, and provide robust evidence for hypothesis testing, making them ideal for exploring the impact of character-based leadership on corporate efficiency in the Asian context (Wang & Cheng, 2020). This is also an explanatory research because it tries to explain the relationship between leadership character to the leadership quality, business performance, staff engagement, staff well-being (Dillman, Smyth, & Christian, 2014).  
3.3 Research Design
3.3.1 Eligibility of the Respondents
The sampling method is purposive sampling as the sample is confined to educated corporate professionals is able to understand the questionnaire.  There are two sets of the sample.  For set one, the respondents need to have immediate supervisor.  
For set two, the research would like to investigate if there is differences from the manager and staff perspectives.  Thus, set two of the survey targets to get pairs of reply (pairing samples), i.e. one from manager and one from the respective staff.  Therefore, the eligibility of the respondents are managers with people management responsibilities, and their staff.  With this objective, set two of the questionnaire has part a which is for the respondents who has people management responsibility and part b is for their staff. All these requirements make them in the right position to provide relevant and insightful information on the issue under study. As they came from cross-sections i.e. different company size, industries and positions, which allow the researcher to elicit a diverse view. This sampling method help to collect relevant data for analysis. 
To select the appropriate target respondents, two “filter” questions regarding the criteria mentioned above were asked.  For instance, 1) are you an working individual or has been working in the past 12 months.  2) Do you have a supervising manager for set one; or do you have staff to manage for set two, In order to ensure getting the relevant respondent, the research talked to the target respondent one by one either through phone or whatsapp and confirm if they have supervising manager for set one, or direct reports for set.  For data collected from the snowball effect, respondents will notice are about the requirement via the statement at the beginning of the questionnaire.
In addition, the informants are considered over the age of 18 because they are employees of corporates, and formal employees in Hong Kong are usually 21 or over 21 years of age.  All this requirement makes the informants in right position to provide relevant and insightful information on the topic under study. Their diverse backgrounds i.e. different industries and positions, allow the researcher to elicit a diverse view for the analysis.

3.3.2 Source of Quantitative Data
The target sampling population is the accessible population of researcher’s networks and contacts. They are her past or existing business ; ex-colleagues;  schoolmates from DBA degree, university, secondary and primary school classmates; complement by an opportunistic snowball effect.   The sampling unit is individual informants with corporate experience.  
Both set one and set two of the questionnaires was disseminated through sending Google form link to the researcher’s network via mobile hatapp invitations, or one to one phone conversations.  Data of 184  adults for set one and 56 pairs for set two was collected from 15th Dec 2024 to 30th Jan 2025. 
3.3.3 Research Ethics
When the researcher invite the respondents either through phone, on-line questionnaire, she has emphasised that the survey is voluntary for both the people manager and their respective staff.  Extra time was given to the people manager to get the consent from their staff before sending the survey.  Ethical issues e.g. confidentiality, of the research was addressed because it is anonymous as stated in the questionnaire (Lavidas et al., 2022).. The data collected and research result are stored in password protected files.  
3.3.4 Language of the Questionnaire
The research instruments was created in the English language as we are targeting informants with good English literacy.  In general, the working people in Hong Kong received good English education, they should be able to comprehend the content of the survey or they are not our targeted informants.  During the filtering process, the researcher has shared with the targeted informants that the survey is in English and asked if they are confident in answering the English survey. This will help ensure that relevant constructs will be captured. For informants who expressed that they may have difficulties in understanding  English information, no survey invitation will be sent. 
3.3.5 Confidence Level 
A 95% confidence level was applied in this research.  A confidence level in quantitative research represents the probability that a population parameter lies within a specified range based on sample data, typically expressed as a percentage such as 95% (Statista, 2023). A 95% confidence level means researchers can be 95% certain their results reflect the true population value within the calculated interval (Ponto, 2015).
3.3.6 Sample Size
There are two sets of samples for this study.  Set one received 184 respondents who are employees with managers.  Set two has 56 pairs of respondent which include one manager/supervisor and one of his/her staff.  The respondents are from a wide spectrum of backgrounds.  They are employees from various size of companies (Below 50 people, 51-100 people, 101-1000 people, 1001-2000 people, Over 2000 people), and from different types of enterprises (Hong Kong Enterprise, Multi-national Corporate, State-Owned China Enterprise, Government, Quasi-Government, Non-Government Organization (NGO), Education).  Their level of responsibilities varies from Individual contributor (i.e. no staff), Individual contributor - Manager (i.e. no staff), Individual contributor - - Director/Senior Manager or above (i.e. no staff), Junior-level management – Supervisor/Assistant Manager (i.e. have staff), Middle-level management – Manager (i.e. have staff), Senior management – Director/Senior Manager or above (i.e. have staff). 
3.3.7 Data collection procedure 
This study employed a cross-sectional research design in data collection. The items are presented in two sets of questionnaires which are communicated and distributed to target samples in on-line format i.e. google form, and were collected and administered online. A brief statement regarding the purpose of the research was sent to the targeted sample before sending the survey. 
To facilitate easy administration of data, for set two of the sample, questionnaire filled by manager are labelled as “a”, the questionnaire filled by the respective staff are labelled as “b”.  To avoid cluttering the samples received and confusion in data analysis, the questionnaires were sent in pairs to the people manager,  the manager were asked to invite one of their staff to participate in part b of the survey.  
3.4 Design of items, scale and construct measurement
The survey consists of 50 items (46 items with 4 follow up questions) in three content areas: respondent’s demographics, leadership character items (i.e. independent variable), and dependent variables.  The dependent variables items include leadership quality, job performance, staff engagement, stall well-being. 
3.4.1 Independent variable – Leadership Character 
The leadership character was measured by 24 items on a 5-point Likert scale “(1= very disagree, 5= Very agree)” adopted from the VIA (Values in Action) Inventory of Character Strengths assessment developed by Peterson and Seligman (Peterson and Seligman, 2004). The 24 items represent 24 VIA character strengths, which were derived from extensive review of literatures on good characters from psychiatry, psychology and philosophy, and brainstorming with selected groups of scholars (Peterson & Seligman, 2004, Harzer and Ruch, 2014).  The item pool was reviewed by academic expert regarding the concept, criterion and construct validity.   The valuable feedback given by the academic expert was used to revise the items.
A 5-item scale developed by Shamir et al. (1998) was used. Scale scores of the 24 Character Strengths developed by Peterson and Seligman correlate substantially. Corrected item-total correlations (CITC) standard of < .40 was applied,The applicability of Character Strengths Rating Scales (ACS-RS) was tested reliable and valid by Harzer and Ruch (Harzer and Ruch, 2013,  Peterson and Seligman, 2004). 
To understand what other leadership characters are important in informants’ perspectives, another item (Item 32) was added: What other Leadership Characters you believe are important?
Second set of items were developed to measure the correlation mentioned in the hypothesis, i.e. Leadership quality, business performance, staff engagement, staff well-being. 


3.4.2 Instruments for Assessing Leadership Quality 
Leadership quality is a multidimensional construct that encompasses various attributes such as interpersonal skills, strategic thinking, motivation, ethical behaviour, and decision-making abilities (Hassi et al., 2024). To measure leadership quality, several widely used and validated leadership effectiveness surveys were explored.  For example, the Multifactor Leadership Questionnaire (MLQ) which measures transformational, transactional, and passive leadership styles. It is commonly used in organisational research and leadership development programs (Bass & Avolio, 2004).   Another one is The Authentic Leadership Questionnaire (ALQ) which measures authentic leadership across four dimensions: self-awareness, relational transparency, internalized moral perspective, and balanced processing (Walumbwa et al., 2008).  Additionally, the Wise Leadership Questionnaire (WLQ) assesses specific dimensions like intellectual shrewdness, spurring action, moral conduct, and cultivating humility. It aims to predict work outcomes like job satisfaction and performance (Hassi, Storti & Touhs, 2024).  
The above questionnaires each had a particular focus: MLQ measures transformational, transactional, and laissez-faire leadership styles; ALQ measures components of authentic leadership; and WLQ predicts work outcomes such as job satisfaction and performance. While these questionnaires are useful for specific aspects of leadership, they do not encompass the full range of attributes required to assess overall leadership quality as discussed in this paper. Therefore, they are not suitable for the comprehensive evaluation needed.  As there are no ready to use validated instruments to measure the scope of leadership discussed in this paper, the following questions were developed based on the insights drawn from several literatures. 
The Leadership quality construct was measured using 3 items on a 5-point Likert scale “(1= very disagree, 5= Very agree)”
 
1. My manager is a good leader. 
2. My manager's leadership skill is good. 
3. My manager's management skill is good. 
 
 
These three survey questions — “My manager is a good leader,” “My manager’s leadership skill is good,” and “My manager’s management skill is good”— were developed to assess leadership quality. These questions were selected because they align with the key aspects of effective leadership discussed earlier in this paper and are essential for evaluating observable behaviours and competencies.  These questions are designed to evaluate observable behaviours and competencies that are central to leadership effectiveness. These include the ability to inspire trust, make sound decisions, and manage resources effectively (Githui, 2022).  The simplicity and clarity of these survey questions ensure that responses are easy to interpret while maintaining reliability and validity in the assessment process (Oza et al., 2018). This approach is supported by Oza et al., (2018)’s findings on effective survey design, which emphasize the importance of clear and straightforward questions for reliable data collection. 
Several academic papers were studied in the formation of the survey question “My manager's leadership skill is good.”  For example, Agazu and Debela (2024) in “Leadership Effectiveness: A Systematic Literature Review” highlight key factors such as leadership styles, organisational commitment, and motivation that contribute to leadership effectiveness.  This study offers a comprehensive overview of the impact of various leadership styles on organisational outcomes, making it directly relevant to assessing a manager's leadership skills.  Similarly, Katz’s theory, as discussed by Yi and Zulaikha (2022) in “The Influence of Leadership Skills on Organisational Management”, emphasizes the importance of conceptual, interpersonal, and technical skills in effective leadership. 
The question 'My manager’s management skill is good' aims to address the technical and administrative aspects of management effectiveness. Studies underscore that management skills include planning, organizing, and controlling resources to achieve organisational goals effectively (García, Montoya, & Boyero, 2016).  To further explore management skills, Klein et al.’s (2006) Managerial Interpersonal Skills (MIPS) scale provides a detailed framework for assessing interpersonal skills specific to managerial roles. Klein et al. proposed that interpersonal skills are critical for managers, especially in roles requiring communication, relationship-building, motivation, and conflict resolution. The scale is designed to measure these competencies systematically.  This paper did not apply the MIPS scale directly because it is a measurement tool rather than a questionnaire with explicit research questions. Instead, it includes items that assess perceptions of managerial interpersonal skills.  Since the leadership quality discussed has a broader meaning, more general questions such as 'My manager’s leadership skill is good' and 'My manager’s management skill is good' are used to understand the overall impression of respondents regarding their manager's leadership quality.   This also helps to avoid a lengthy survey by including questions from different survey instruments. 
The question ‘My manager's leadership skill is good’ and ‘My manager's management skill is good’ looks similar but they are in fact different.  According to Toor and Ofori (2008), leadership and management differ in various aspects. In terms of definition, leadership is characterized by flexibility, openness to new ideas, and an emphasis on change. Leaders focus on creating vision, inspiring trust, empowering employees, and aligning team goals with organisational objectives.  Management, on the other hand, is more rigid, emphasizing stability, predictability, and order in processes. Managers are primarily concerned with maintaining systems and achieving short-term goals.  In terms of behaviour, leadership relies on personal power and informal influence, fostering one-on-one communication and coherence between leaders’ goals and followers’ aspirations. Leaders energize teams by inspiring self-efficacy and creating trust-based environments.  Management depends on position power and formal authority. Managers use transactional approaches like rewards and reinforcements to achieve compliance. In terms of functional divergence, leadership is associated with driving change while ensuring sustainability while management focuses on maintaining order tied to operational efficiency and profitability.  Toor and Ofori (2008) highlight that effective organisational performance requires a balance of leadership and management skills.  For instance, leaders need managerial exertion to get things done, while managers need leadership qualities to attract staff to follow the instruction whole-heartedly.  Therefore, considering the differences between leadership and management, there are separate questions: one on leadership skills and one on management skills to solicit respondent’s comment on leadership quality.   And by asking both leadership and management skills questions address the dual role of leaders in influencing people and ensuring operational efficiency, which are critical for organisational success (Oza et al., 2018).
3.4.3 Instruments for Assessing Job Performance
Job performance in organizations is a multidimensional construct, commonly relates into staff (employee) performance, leader’s performance, and team performance, all of which collectively contribute to overall corporate performance (Hasinat et al., 2024; Alhmoud & Al-Kasasbeh, 2024; Putri & Renwarin, 2023).  Individual job performance is not limited to the execution of specific tasks; it also includes contextual and adaptive behaviours that support the broader goals of the organization(Hasinat et al., 2024).  
Leadership performance is equally critical, as leaders directly influence employee motivation, engagement, and the achievement of organizational objectives. Effective leadership fosters an environment that enhances both individual and collective outcomes, reinforcing the link between leadership and overall organizational performance (Alhmoud & Al-Kasasbeh, 2024).  Team performance supported by effective leadership are vital for achieving corporate objectives and driving organizational success (Putri & Renwarin, 2023). These three dimensions—staff, leader, and team performance—are thus interdependent and foundational to the achievement of strategic organizational goals.
To measure the job performance, several widely used and validated  surveys were explored.  For staff performance, Employee Performance Survey (EPS) which measures job satisfaction, work environment quality, goal achievement, and feedback effectiveness.  This survey employs Likert-scale questions on role clarity, resource availability, and alignment with organizational values (Vantage Circle, 2025).
To measure the leader’s performance, Multifactor Leadership Questionnaire (MLQ) which assesses transformational, transactional, and laissez-faire leadership styles and evaluates leader impact on employee motivation, satisfaction, and extra effort (Bass & Avolio, 2000); Leadership Effectiveness 360 Survey which assesss leadership competencies (e.g., communication, decision-making, empathy) through multi-rater feedback (Culture Amp, 2024); and  Leadership Effectiveness Scale for Academic Leaders (LESALU) which assesses interpersonal relations, communication skills, emotional stability, and moral strength in academic leaders (Kayuki & Talkudar, 2024) were studied.  
To measure the team performance, the Core Conditions of Team Effectiveness Survey which is  developed based on Hackman’s framework, assessing goal clarity, effective systems, and supportive organizational context (Cavanaugh et al., 2021); Team Diagnostic Survey (TDS) which evaluates team dynamics, including purpose, roles, and processes (Wageman et al., 2005); and the Team Effectiveness Questionnaire (TEQ) which diagnoses strengths and weaknesses across 8 dimensions (e.g., problem-solving, intergroup relations) (RWorld, 2024) were investigated.  
These questionnaires are very comprehensive.  However, adopting them as the measurement tool will make the questionnaire for this study too long and many of the questions are not relevant to the discussion focus of this paper.    As there are no ready to use validated instruments to measure the focus of job performance discussed in this paper, the following questions were developed based on the insights drawn from these questionnaires and several other literatures. 
Q36 = How would you rate your own performance over the last year under your manager's leadership? 
Q37 = How would you rate the team's performance over the last year under your/your manager's leadership?
Q38 = How would you rate your manager's performance over the last year?
Above questions (i.e. items) of Job performance was measured using 3 items on a 5-point Likert scale “(1= very bad, 5= Excellent)”.  

The question “How would you rate your own performance over the last year under your manager’s leadership?” (Q36) ties to character-based and ethical related leadership frameworks (Kiel, 2015).  Leaders who prioritize employee development significantly boost subordinate’s performance (Ahmed et al., 2022).  For example, leaders high in emotional stability and agreeableness create environments where employees feel valued, increasing self-rated performance (Ahmed et al., 2022). 
The question “How would you rate the team’s performance under your manager’s leadership?” (Q37) aligns with team diagnostic surveys that link leadership character to collaborative outcomes.  Research demonstrates that leaders who exhibit compassion, fairness, and empowerment foster psychological safety and trust, directly improving team performance (Liu et al., 2022). Character-based leaders also reduce counterproductive work behaviours by modelling positive traits, enhancing team cohesion (Liu et al., 2022).
The question “How would you rate your manager’s performance over the last year?” (Q38) reflects  multi-source feedback methodologies validated in leadership research.  Character-based leadership emphasizes traits like accountability, integrity, and judgment, which are critical for performance evaluation (Crossley et al., 2021). Studies show that leaders with strong character dimensions (e.g., courage, humanity) achieve higher subordinate satisfaction and organizational outcomes, justifying the inclusion of direct managerial performance assessment (Kiel, 2015; Harvard Business Publishing, 2024).
Above questions were used because they align with the key focus of the Job Performance discussed earlier in this paper.  It also theoretically alignment with character-based leadership and the survey implicitly measures the key character dimensions, for example, Humanity is  liked to self-performance (Q36) (Ahmed et al., 2022); Wisdom and Justice is critical for team outcomes (Q37); Courage is crucial for leader’s evaluation (Q38).  The simplicity and clarity of these survey questions ensure that responses are easy to interpret while maintaining reliability and validity in the assessment process (Oza et al., 2018).  This approach is supported by Oza et al., (2018)’s findings on effective survey design, which emphasize the importance of clear and straightforward questions for reliable data collection. 
3.4.4 Instruments for Assessing Staff Engagement
Staff engagement, often referred as employee engagement,  is a multidimensional construct which composed of vigour, dedication, and absorption (Shekari, 2015; Bakker et al., 2012), as well as individual experiences, organizational practices, and alignment with organizational values (Osborne & Hammoud, 2017; Millington, 2022). Interpersonal relationships, career development and compensation further shape engagement (Prajapati, 2023).  The Gallup Q12 model operationalizes these dimensions through practical survey items (Gallup, 2025).  Therefore, it is a widely used academic and practical tool for measuring engagement. This tool focusing on elements such as clarity of expectations, access to resources, opportunities to use strengths, recognition, and a sense of purpose (Gallup, 2025).  As staff engagement is just one of the four dependent variable in this research, a short version of the Gallup survey is adopted to avoid making the survey too long for the respondents.  A total of 5 items was used and below are the related questions.
Q39 = I am highly engaged in this job. 
Q40 = Overall, I am extremely satisfied to work for this team.
Q41 = I would recommend this place to others as a company to work for.
Q42 = I am proud to tell people I work for this team.
Q43 = I rarely think about looking for a new job with another company.
The above staff engagement questions (5 items) was measured using a 5-point Likert scale (1= Strongly disagree, 5= Strongly agree). 
3.4.5 Instruments for Assessing Staff Well-being
Staff well-being is best understood as a holistic construct, integrating satisfaction, affect, work-life balance, engagement, growth, authenticity, psychological capital, physical health, and social support (Liu et al., 2022; Zheng et al., 2015; IJHSSM, 2024).  Job satisfaction, engagement are measured in the previous staff engagement section.  To keep the questionnaire simple and focus, for staff well-being section of this study focus on the exploring the impact of character and character-based leadership on the psychological and physical health, and overall life satisfaction (as work is also part of life), of the employee.  
There are several validated surveys used in for academic research.  For instance, the OECD Employee Well-being Survey which focus on autonomy, social support, and equitable treatment (OECD, 2024); Employee Well-being Scale (Zheng et al., 2015) which assess the life well-being (life satisfaction), workplace well-being (job satisfaction, engagement), and psychological well-being (positive/negative affect) (Zheng et al., 2015); University of Tokyo Occupational Mental Health Well-being 24 (UTOHM-24) which measure mental health, stress resilience, and job satisfaction, work engagement (McKay et al., 2023); Workplace Subjective Well-being Survey which evaluates (life/job satisfaction), affective (positive/negative emotions), and eudaimonic (purpose, autonomy) components base on OECD guidelines (Bellet et al., 2023).  
After studying the focus of the above surveys, majority of them interwind with the staff engagement measurement.  As the section objective of this study is to measure the relationship between leader character and character-based leadership on staff well-being in terms of psychological and physical health, and the overall life satisfaction, the items of this study used the below questions taking the related elements from the previous mentioned surveys. 
Q44 = All things considered, how satisfied are you with your life as a whole these days? (1 Extremely dissatisfied	5 Extremely satisfied)
Q45 = How would you describe your PHYSICAL well-being under your manager’s management? (1 Very bad	 5 Very good)
Q46 = How would you describe your PSYCHOLOGICAL well-being under your manager’s management? (1 Very bad	 5 Very good)
Staff well-being was measured using 3 items on a 5-point Likert scale, i.e. 1=Extremely dissatisfied,  5=Extremely satisfied for Q44; 1= very bad, 5= Excellent for Q45 to Q46)” 
Question 44 (Q44) “All things considered, how satisfied are you with your life as a whole these days? “ measure the eudaimonic well-being, a core dimension of staff well-being influenced by leadership (Liu et al., 2022).  Character-based leaders who demonstrate integrity, empathy, and empowerment foster employees’ sense of purpose and alignment with organizational values, which enhances life satisfaction (Harms et al., 2017) and improve life satisfaction by reducing fostering psychological safety (Berger et al., 2022).
Question 45 (Q45) “How would you describe your PHYSICAL well-being under your manager’s management?” aims to assess the physical well-being of staff which is closely tied to workplace stress levels and health-supportive leadership behaviours (Robertson & Barling, 2014).  Autocratic or passive leadership increases stress-related physical symptoms (e.g., fatigue, headaches), while character-based leaders who prioritize workload balance and autonomy reduce physical strain (Liu et al., 2022). For example, empowering leadership correlates with lower cortisol levels and improved cardiovascular health (Bono et al., 2007).
Question 46 (Q46) “How would you describe your PSYCHOLOGICAL well-being under your manager’s management?” aims to evaluate the psychological well-being of staff which is mediated by trust, autonomy, and relational clarity, all hallmarks of character-based leadership (Berger et al., 2022).  Leaders who model humanity, fairness, and emotional stability reduce anxiety and enhance employees’ mental resilience (Harms et al., 2017), fostering positive affect and reducing emotional exhaustion (Schaufeli & Taris, 2014).

Above questions implicitly measures key mechanisms linking leadership character to well-being and it aligns with the character-based leadership theoretical framework e.g. Integrity & Fairness (i.e. Courage and Justice of the VIA character strength) is critical for reducing stress and enhancing life satisfaction (Robertson & Barling, 2014); Empowerment & Autonomy (i.e. Leadership in Justice of the VIA character strength) supports physical health by mitigating role overload (Liu et al., 2022); Compassion & Emotional Intelligence (i.e. Humanity of the VIA character strength) strengthens psychological safety and resilience
3.4.6 Instruments for Understanding the Difference in Asian Context
To understand how does the leadership character differ in Asian context, question 48: Please add your comment if there is any, is added.  However, the researcher reflects that in future, if the question rewrite as “How does the leadership character differ in Asian context?” will help the informants understand the question more accurately.  To know more about how does the impact of the leadership differ in Asian context, item 50: Please add your comment if there is any is added after the question: “Does the impact of the leadership differ in Asian context?” However, the researcher reflects that in future, rewriting question no. 50: “How does the impact of the leadership differ in Asian context?” will help the informants better apprehend the question.  To understand the difference, follow up questions i.e. Q48 and Q50 were asked aiming to collect verbatim for analysis. 
· Q47 = Does the leadership character differ in Asian context? 
· Q48 = Please add your comment if there is any.
· Q49 = Does the impact of the leadership differ in Asian context? 
· Q50 = Please add your comment if there is any.
This Asian context in this study was measured using 2 items on a 5-point Likert scale (1= very little, 5= very big) for Q47, and Q49 
3.6 Pilot Test
To valid the instrument, a pilot test was conducted. The objective of a pilot test is to conduct a small-scale preliminary study to assess the feasibility, practicality, and effectiveness of the planned research methods, procedures, and instruments before launching the main study (Creswell, 2014; Leonard, 2007). Pilot testing helps this study to  identify potential problems, such as ambiguous survey questions or logistical challenges, and refine their research design accordingly (Bryman, 2016; Mind the Graph, 2024). 

By trialing the study with a limited group, researchers can evaluate whether the study can be realistically implemented within the available resources and timeline, and ensure that data collection tools function as intended (Dovetail, 2023). Ultimately, pilot testing enhances the validity and reliability of the full-scale research by allowing necessary adjustments based on initial feedback and observed issues (Leonard, 2007).

With the above content, A total of 25 respondent completed the pilot survey with 80% Male, 20 Female.  96% has master or higher education, 4 % has bachelor education. 24% of the sample works in company size over 2000 people and 20% works in company with size below 50 people.  Most of the respondents worked in Multi-nationals (44%) and 60% of them are senior people managers.   Based on the above findings, this pretest achieves its objective and the instrument is valid for the survey.

3.6 Chapter Summary
Chapter 3 systematically outlines the research methodology for investigating the impact of leader character and character-based leadership on corporate efficiency in Asia. It begins by discussing the philosophical foundations, contrasting positivism—emphasizing objective, quantifiable evidence (Bryman, 2016)—with interpretivism, which values subjective, context-specific understanding (Weber, 1978). The chapter justifies adopting a positivist, deductive approach, allowing for hypothesis testing using structured surveys and quantitative analysis (Saunders et al., 2016; Hwang et al., 2023). A mono-method quantitative design is chosen for its rigor and scalability, with online questionnaires enabling efficient data collection from diverse corporate professionals (Ponto, 2015). The research employs a cross-sectional, explanatory design, focusing on causal relationships between leadership character and organizational outcomes (Wang & Cheng, 2020). Sampling strategies, ethical considerations, instrument development, and measurement scales are detailed to ensure validity and reliability. The chapter concludes by emphasizing methodological transparency and the alignment of all choices with the study’s objectives and context (Dillman, Smyth, & Christian, 2014).
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4.1 Respondents’ Profile
The respondents to this research study provided demographic data about themselves, including their gender, level of education, city or country of origin, religion, company size, company type, job role.

For set A, a total of 184 respondents completed the survey. Demographic analysis revealed that respondents were quite diverse (see Table 1). Regarding gender, 84 are male (45.7%), and 99 are female (53.8%), zero is neither, one prefer not to say (xx%).  In terms of educational level, 94 are master or above (51.1%), 69 had bachelor degree (37.5%), 21 are secondary or below (11.4%). Regarding religion, 60 are Atheism i.e. No religion (32.6%), 18 are Buddhist (9.8%), 97 are Christian (52.7%), 1 is Muslim (0.5%), 8 are Others (4.3%).  
In regard to company size, 37 are Below 50 people (20.1%), 27 are 51-100 people (14.7%), 38 are 101-1000 people (20.7%), 22 are 1001-2000 people (12%), 60 are Over 2000 people (32.6%).  For company type, 31 are working at Hong Kong Enterprise (16.8%), 70 are working at Multi-national Corporate (38%), 6 are working at State-Owned or China Enterprise (3.3%), 19 are working at Government (10.3%), 4 are working at Quasi-Government (2.2%), 22 are working at Non-Governmental Organisation (NGO) (12%), 32 are working at Education institutes (17.4%). 

Regarding the job role,  32 (17.4%) are Individual contributor (i.e. no staff), 10 (5.4%) are Individual contributor - Manager (i.e. no staff), 20 (10.9%) are Individual contributor - Director/Senior Manager or above (i.e. no staff),  38 (20.7%) are Junior-level management - Supervisor/Assistant Manager (i.e. have staff), 45 (24.5%) are Middle-level management - Manager (i.e. have staff), 39 (21.2%) are Senior management - Director/Senior Manager or above (i.e. have staff).

The researcher aware that there may be culture difference in the perception on leadership character and the answers to the dependent constructs, thus the demographic data also provided the origin of the respondents.  As the researcher is originate from Hong Kong and her contacts are mainly Hong Kong people. The respondents need to declare if they are from Hong Kong Q3, they only need to share where they are from if they answer “No” in Q3 i.e. not from Hong Kong.  According to the findings, 169 (92%) are from Hong Kong, 8 (4%) are from Singapore, 4 (2%) are from UK, 3 (2%) are other foreigners.  Table 2 below presents the cross-tabulated demographic breakdown of the respondents. 



Table 2: Survey Respondent Characteristics (n = 184)
	Gender
	Frequency
	Percent %

	Male
	84
	45.7

	Female
	99
	53.8

	Neither
	0
	0

	Prefer not to say
	1
	0.5

	[bookmark: _Hlk39158352]Education level
	
	

	Master or above
	94
	51.1

	Bachelor
	69
	37.5

	Secondary or below
	21
	11.4

	Religion
	
	

	Atheism i.e. No religion
	60
	32.6

	Buddhist 
	18
	9.8

	 Christian 
	97
	52.7

	Muslim 
	1
	.5

	Others 
	8
	4.3
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	Below 50 people
	37
	20.1

	51-100 people
	27
	14.7

	101-1000 people
	38
	20.7

	1001-2000 people
	22
	12.0

	Over 2000 people
	60
	32.6
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	Hong Kong Enterprise
	31
	16.8

	Multi-national Corporate
	70
	38.0

	State-Owned or China Enterprise
	6
	3.3

	Government
	19
	10.3

	Quasi-Government
	4
	2.2

	Non-Governmental Organisation (NGO)
	22
	12.0

	Education institutes
	32
	17.4
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	Individual contributor (i.e. no staff)
	32 
	17.4

	Individual contributor - Manager (i.e. no staff)
	10 
	5.4

	Individual contributor - Director/Senior Manager or above (i.e. no staff)
	20 
	10.9

	Junior-level management - Supervisor/Assistant Manager (i.e. have staff)
	38 
	20.7

	Middle-level management - Manager (i.e. have staff)
	45 
	24.5

	Senior management - Director/Senior Manager or above (i.e. have staff)
	39 
	21.2

	City of origin
	
	

	Hong Kong
	169
	0.92

	Singapore
	8
	0.04

	UK
	4
	0.02

	Others (Brunei, R.O.C. Taiwan) 
	1 each
	0.02






4.2 Construct Reliability (Internal Consistency) and Validity 

Table 3: Cronbach's alpha
	Constructs
	No. of items
	[bookmark: OLE_LINK41]Cronbach's alpha

	Character Strengths

CS
	Wisdom
	5
	.866

	
	Courage
	4
	.792

	
	Humanity
	3
	.823

	
	Justice
	3
	.800

	
	Temperance
	4
	.765

	
	Transcendence
	5
	.744

	LQ 
	Leadership Quality
	3
	.942

	JP
	Job Performance
	3
	.803

	SE
	Staff Engagement
	5
	.868

	WB
	Well-being
	3
	.898



Table 2 lists the No. of items and Cronbach's alpha of Ten constructs, in which Six are Independent Variables (IV) – Wisdom, Courage, Humanity, Justice, Temperance, Transcendence – and Four are Dependent Variables (DVs) - Leadership Quality (LQ), Job Performance (JP), Staff Engagement (SE), Well-being (WB).  Cronbach's alpha assessed the internal consistency reliability, which is a statement about the stability of individual items from the same construct (Straub, 1989; Lin, 2007).  As shown in Table X, the values of Cronbach's alpha range from 0.744 (for Transcendence) to 0.942 (for Leadership Quality).  This result shown that all values of the Cronbach's alpha exceeded the benchmark of 0.7 as suggested by Hair et al., (2021).  This indicates that all the items have strong reliability.







4.3 Correlation
Intercorrelations for the research variables are shown in Table 3.1.  Table 3.2, and, Table 3.3, and Table 3.4 below.  All correlations are significant at the 0.01 level.  According to Abu-Bader (2021)’ interpretation of Correlation Coefficients, r ≥ .91 is very strong, perfect; .71 ≤ r ≤ .90 is strong, .51 ≤  r ≤  .70 is moderate, .31 ≤  r ≤.50 is weak, r ≤  .30 if very weak.  
A very strong correlation was found between Leadership Quality (LQ) and Character Strengths as shown in Table 3.1 with r ranged from 0.719 (Transcendence) to 0.781 (Justice).  

Table 4: Correlation - Leadership Quality (LQ)  
	
	Wisdom
	Courage
	Humanity
	Justice
	Temperance
	Transcendence
	LQ

	Wisdom
	1
	
	
	
	
	
	

	Courage
	.808**
	1
	
	
	
	
	

	Humanity
	.740**
	.740**
	1
	
	
	
	

	Justice
	.757**
	.758**
	.793**
	1
	
	
	

	Temperance
	.752**
	.717**
	.765**
	.806**
	1
	
	

	Transcendence
	.759**
	.782**
	.804**
	.806**
	.752**
	1
	

	LQ
	.755**
	.767**
	.753**
	.781**
	.756**
	.719**
	1

	[bookmark: OLE_LINK42]**. Correlation is significant at the 0.01 level (2-tailed).



According to the r values in Table 3.2,  a moderate correlation was found between Job Performance (JP) and Character Strengths with r ranged from 0.518 (for Transcendence) to 0.598 (Wisdom).  

Table 5: Correlation - Job Performance (JP)  
	
	Wisdom
	Courage
	Humanity
	Justice
	Temperance
	Transcendence
	JP

	Wisdom
	1
	
	
	
	
	
	

	Courage
	.808**
	1
	
	
	
	
	

	Humanity
	.740**
	.740**
	1
	
	
	
	

	Justice
	.757**
	.758**
	.793**
	1
	
	
	

	Temperance
	.752**
	.717**
	.765**
	.806**
	1
	
	

	Transcendence
	.759**
	.782**
	.804**
	.806**
	.752**
	1
	

	JP
	.598**
	.568**
	.562**
	.591**
	.518**
	.554**
	1

	**. Correlation is significant at the 0.01 level (2-tailed).


With reference to the r values in Table 3.3,  a strong correlation was found between Staff Engagement (SE) and Character Strengths with r ranged from 0.582 (for Temperance)  to 0.649 (Courage).  

Table 6: Correlation - Staff Engagement (SE) 
	
	Wisdom
	Courage
	Humanity
	Justice
	Temperance
	Transcendence
	SE

	Wisdom
	1
	
	
	
	
	
	

	Courage
	.808**
	1
	
	
	
	
	

	Humanity
	.740**
	.740**
	1
	
	
	
	

	Justice
	.757**
	.758**
	.793**
	1
	
	
	

	Temperance
	.752**
	.717**
	.765**
	.806**
	1
	
	

	Transcendence
	.759**
	.782**
	.804**
	.806**
	.752**
	1
	

	SE
	.645**
	.649**
	.549**
	.610**
	.615**
	.582**
	1

	**. Correlation is significant at the 0.01 level (2-tailed).



As shown in Table 3.4, the correlation between Well-being (SW) and Character Strengths with are weak to moderate.  The correlation is weak for courage (r = 0.498) and wisdom (r = 0.498), and the rest is moderate ranging from r = 0.517 (Temperance) to r = 0.561 (Humanity).

Table 7: Correlation - Staff Well-being (WB) 
	
	Wisdom
	Courage
	Humanity
	Justice
	Temperance
	Transcendence
	WB

	Wisdom
	1
	
	
	
	
	
	

	Courage
	.808**
	1
	
	
	
	
	

	Humanity
	.740**
	.740**
	1
	
	
	
	

	Justice
	.757**
	.758**
	.793**
	1
	
	
	

	Temperance
	.752**
	.717**
	.765**
	.806**
	1
	
	

	Transcendence
	.759**
	.782**
	.804**
	.806**
	.752**
	1
	

	WB
	.498**
	.495**
	.561**
	.534**
	.517**
	.529**
	1

	**. Correlation is significant at the 0.01 level (2-tailed).






4.4 Regression analysis and hypotheses tests 

4.4.1 Regression: Leadership Quality

Figure 5: Regression: Leadership Quality (LQ)
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Table 8: Model Summary – Leadership Quality
	Model Summary

	Model 1.1
	R
	R Square
	Adjusted R Square
	Std. Error of the Estimate

	1
	.848a
	.719
	.710
	.55690

	a. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 9: ANOVA – Leadership Quality
	ANOVAa

	Model 1.2
	Sum of Squares
	df
	Mean Square
	F
	Sig.

	1
	Regression
	140.636
	6
	23.439
	75.577
	<.001b

	
	Residual
	54.894
	177
	.310
	
	

	
	Total
	195.531
	183
	
	
	

	a. Dependent Variable: LQ_Avg

	b. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 10: Coefficients – Leadership Quality
	Coefficientsa

	Model 1.3
	Unstandardized Coefficients
	Standardized Coefficients
	t
	Sig.
	Collinearity Statistics

	
	B
	Std. Error
	Beta
	
	
	Tolerance
	VIF

	1
	(Constant)
	-.579
	.215
	
	-2.693
	.008
	
	

	
	LC_Wisdom
	.182
	.092
	.151
	1.967
	.051
	.268
	3.731

	
	LC_Courage
	.332
	.102
	.251
	3.259
	.001
	.268
	3.738

	
	LC_Humanity
	.202
	.087
	.178
	2.311
	.022
	.267
	3.750

	
	LC_Justice
	.277
	.093
	.247
	2.978
	.003
	.231
	4.329

	
	LC_Temperance
	.238
	.101
	.177
	2.357
	.020
	.281
	3.553

	
	LC_Transcendence
	-.094
	.114
	-.067
	-.822
	.412
	.240
	4.174

	a. Dependent Variable: LQ_Avg 





A multiple regression analysis was performed between the dependent variable (leadership quality) and the independent variables (wisdom, courage, humanity, justice, temperance and transcendence). Analysis was performed using IBM SPSS Statistics 28. All assumptions were examined, and there were no violations.

Regression analysis revealed that the model significantly predicted leadership quality, F(6, 177) = 75.58, p < .05. The R2 for the model was .72, and adjusted R2 was .71, meaning that 71% of the variance of the dependent variable can be explained by the independent variables in the model. Table X displays the unstandardized regression coefficients (B), intercept, and standardized regression coefficients () for each variable. 

In terms of individual relationships between the independent variables and leadership quality, courage (t = 3.26, p < .05), humanity (t = 2.31, p < .05), justice (t = 2.98, p < 0.05) and temperance (t =2.36, p < 0.05) each significantly predicted leadership quality. All the VIF values were found to be within the range of 3.55 to 4.33, which are below 5 and within acceptable limits.













4.4.2 Regression: Job Performance

Figure 6: Regression 2: Job Performance (JP)
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Table 11: Model Summary – Job Performance (JP)
	Model Summary

	Model
	R
	R Square
	Adjusted R Square
	Std. Error of the Estimate

	2.1
	.642a
	.413
	.393
	.56351

	a. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 12: ANOVA – Job Performance (JP)
	ANOVAa

	Model
	Sum of Squares
	df
	Mean Square
	F
	Sig.

	2.1
	Regression
	39.495
	6
	6.583
	20.729
	<.001b

	
	Residual
	56.205
	177
	.318
	
	

	
	Total
	95.700
	183
	
	
	

	a. Dependent Variable: JP_Avg

	b. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 13: Coefficients – Job Performance (JP)
	Coefficientsa

	Model
	Unstandardized Coefficients
	Standardized Coefficients
	t
	Sig.
	Collinearity Statistics

	
	B
	Std. Error
	Beta
	
	
	Tolerance
	VIF

	1
	(Constant)
	1.616
	.217
	
	7.433
	<.001
	
	

	
	LC_Wisdom
	.229
	.093
	.273
	2.449
	.015
	.268
	3.731

	
	LC_Courage
	.095
	.103
	.103
	.925
	.356
	.268
	3.738

	
	LC_Humanity
	.099
	.088
	.125
	1.125
	.262
	.267
	3.750

	
	LC_Justice
	.196
	.094
	.249
	2.077
	.039
	.231
	4.329

	
	LC_Temperance
	-.067
	.102
	-.072
	-.661
	.510
	.281
	3.553

	
	LC_Transcendence
	.019
	.116
	.020
	.167
	.868
	.240
	4.174

	a. Dependent Variable: JP_Avg





A multiple regression analysis was performed between the dependent variable (job performance) and the independent variables (wisdom, courage, humanity, justice, temperance and transcendence). Analysis was performed using IBM SPSS Statistics 28. All assumptions were examined, and there were no violations.

Regression analysis revealed that the model significantly predicted job performance, F(6, 177) = 20.729, p < .05. The R2 for the model was .41, and adjusted R2 was .39, meaning that 71% of the variance of the dependent variable can be explained by the independent variables in the model. Table X displays the unstandardized regression coefficients (B), intercept, and standardized regression coefficients () for each variable. 

In terms of individual relationships between the independent variables and job performance, wisdom (t = 2.45, p < .05), and justice (t = 2.08, p < 0.05) each significantly predicted job performance. All the VIF values were found to be within the range of 3.55 to 4.33, which are below 5 and within acceptable limits.










4.4.3 Regression: Staff Engagement
Figure 7: Regression 3 - Staff Engagement (SE)
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Table 14: Model Summary – Staff Engagement (SE)
	Model Summary

	Model
	R
	R Square
	Adjusted R Square
	Std. Error of the Estimate

	1
	.698a
	.488
	.470
	.64060

	a. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 15: ANOVA – Staff Engagement (SE)
	ANOVAa

	Model
	Sum of Squares
	df
	Mean Square
	F
	Sig.

	1
	Regression
	69.158
	6
	11.526
	28.088
	<.001b

	
	Residual
	72.636
	177
	.410
	
	

	
	Total
	141.795
	183
	
	
	

	a. Dependent Variable: SE_Avg

	b. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 16: Coefficients – Staff Engagement (SE)
	Coefficientsa

	Model
	Unstandardized Coefficients
	Standardized Coefficients
	t
	Sig.
	Collinearity Statistics

	
	B
	Std. Error
	Beta
	
	
	Tolerance
	VIF

	1
	(Constant)
	.571
	.247
	
	2.312
	.022
	
	

	
	LC_Wisdom
	.237
	.106
	.232
	2.229
	.027
	.268
	3.731

	
	LC_Courage
	.326
	.117
	.289
	2.781
	.006
	.268
	3.738

	
	LC_Humanity
	-.085
	.100
	-.088
	-.845
	.399
	.267
	3.750

	
	LC_Justice
	.115
	.107
	.120
	1.074
	.284
	.231
	4.329

	
	LC_Temperance
	.233
	.116
	.204
	2.008
	.046
	.281
	3.553

	
	LC_Transcendence
	.001
	.131
	.001
	.006
	.995
	.240
	4.174

	a. Dependent Variable: SE_Avg





A multiple regression analysis was performed between the dependent variable (staff engagement) and the independent variables (wisdom, courage, humanity, justice, temperance and transcendence).  Analysis was performed using IBM SPSS Statistics 28. All assumptions were examined, and there were no violations.

Regression analysis revealed that the model significantly predicted staff engagement, F(6, 177) = 28.088, p < .05. The R2 for the model was .49, and adjusted R2 was .47, meaning that 71% of the variance of the dependent variable can be explained by the independent variables in the model.  Table X displays the unstandardized regression coefficients (B), intercept, and standardized regression coefficients () for each variable. 

In terms of individual relationships between the independent variables and staff engagement, wisdom (t = 2.23, p < .05), courage (t = 2.78, p < .05), and temperance (t =2.01, p < 0.05) each significantly predicted staff engagement. All the VIF values were found to be within the range of 3.55 to 4.33, which are below 5 and within acceptable limits.




4.4.4 Regression: Staff Well-being
Figure 8: Regression 4: Staff Well-being (SW)
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Table 17: Model Summary – Staff Well-being (SW) 
	Model Summary

	Model
	R
	R Square
	Adjusted R Square
	Std. Error of the Estimate

	1
	.589a
	.347
	.325
	.69519

	a. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 18: ANOVA – Staff Well-being (SW) 
	ANOVAa

	Model
	Sum of Squares
	df
	Mean Square
	F
	Sig.

	1
	Regression
	45.444
	6
	7.574
	15.672
	<.001b

	
	Residual
	85.541
	177
	.483
	
	

	
	Total
	130.986
	183
	
	
	

	a. Dependent Variable: WB_Avg

	b. Predictors: (Constant), LC_Transcendence, LC_Temperance, LC_Courage, LC_Humanity, LC_Wisdom, LC_Justice



Table 19: Coefficients – – Staff Well-being (SW)
	Coefficientsa

	Model
	Unstandardized Coefficients
	Standardized Coefficients
	t
	Sig.
	Collinearity Statistics

	
	B
	Std. Error
	Beta
	
	
	Tolerance
	VIF

	1
	(Constant)
	1.273
	.268
	
	4.747
	<.001
	
	

	
	LC_Wisdom
	.049
	.115
	.050
	.429
	.669
	.268
	3.731

	
	LC_Courage
	.040
	.127
	.037
	.318
	.751
	.268
	3.738

	
	LC_Humanity
	.246
	.109
	.266
	2.259
	.025
	.267
	3.750

	
	LC_Justice
	.099
	.116
	.108
	.855
	.394
	.231
	4.329

	
	LC_Temperance
	.104
	.126
	.094
	.825
	.411
	.281
	3.553

	
	LC_Transcendence
	.104
	.143
	.090
	.727
	.468
	.240
	4.174

	a. Dependent Variable: WB_Avg






A multiple regression analysis was performed between the dependent variable (staff well-being) and the independent variables (wisdom, courage, humanity, justice, temperance and transcendence). Analysis was performed using IBM SPSS Statistics 28. All assumptions were examined, and there were no violations.

Regression analysis revealed that the model significantly predicted staff well-being, F(6, 177) = 15.672, p < .05. The R2 for the model was .35, and adjusted R2 was .33, meaning that 71% of the variance of the dependent variable can be explained by the independent variables in the model.  Table X displays the unstandardized regression coefficients (B), intercept, and standardized regression coefficients () for each variable. 

In terms of individual relationships between the independent variables and staff well-being, humanity (t = 2.23, p < .05) significantly predicted staff well-being. All the VIF values were found to be within the range of 3.55 to 4.33, which are below 5 and within acceptable limits.
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4.5 Paired Samples t Test 
In order to investigate if there is any difference in the answer from each pair of leader’s and staff’s perspective, a second set (set 2) with 56 pairs of data was collected and analysed.  In this sample, there are Fifty seven pairs – manager and their respected staff.
A paired t test was used for the analysis to understand the statistical difference between the matched pair of leader and staff.  This paired samples t test aims to compare the means of two measurements taken from the same pairs of related experimental unit – manager and their staff.  The objective of this test is to determine whether there is statistical evidence that the mean difference between paired unit being observed is significantly different from zero (Kent State University, 2025).  The paired samples t test is a parametric test. If the assumptions were not met, the nonparametric Wilcoxon Signed-Ranks Test was adopted (Kent State University, 2025).

After checking the normality assumption, the difference of LQ and JP between each pair of manager and staff is not normally distributed while the difference of SE and WB between each pair of manager and staff is normally distributed. As suggested by Pallant (2020), with sample size of 30+, the violation of this assumption does not cause any serious problems (Pallant, 2020).. Therefore, paired t-test was adopted for all these four constructs.

Four paired-samples t-tests were conducted to evaluate the differences in the perceptions of LQ, JP, SE, and WB between each pair of managers and staff. There was a statistically significant difference (Morgan, 2012) in LQ between each pair of managers and staff (t (55) = -2.575, p = 0.013 < 0.05).  This result was consistent with that of the Wilcoxon Signed-Ranks Test.  The average score for managers is 3.601, which is lower than that for staff, which is 3.923.  In addition, there were no significant differences in the perceptions between each pair of managers and staff for JP, SE, and WB.

Table 20: Tests of Normality 
	[bookmark: _Hlk190960086]Tests of Normality

	
	Kolmogorov-Smirnova
	Shapiro-Wilk

	
	Statistic
	df
	Sig.
	Statistic
	df
	Sig.

	Diff_LQ
	.151
	56
	.003
	.940
	56
	.008

	Diff_JP
	.165
	56
	<.001
	.937
	56
	.006

	Diff_SE
	.124
	56
	.031
	.966
	56
	.118

	Diff_WB
	.143
	56
	.006
	.969
	56
	.153

	a. Lilliefors Significance Correction



Table 21: Paired Samples Statistics - Leadership Quality (LQ)

	Paired Samples Statistics

	
	Mean
	N
	Std. Deviation
	Std. Error Mean

	Pair 1
	a_LQ_Avg
	3.6012
	56
	.6144
	.0821

	
	b_LQ_Avg
	3.9226
	56
	.9385
	.1254



Table 22: Paired Samples Test - Leadership Quality (LQ)
	Paired Samples Test

	
	Paired Differences
	t
	df
	Significance

	
	Mean
	Std. Dev
	Std. Error Mean
	95% Confidence Interval of the Difference
	
	
	One-Sided p
	Two-Sided p

	
	
	
	
	Lower
	Upper
	
	
	
	

	Pair 1
	a_LQ_Avg - b_LQ_Avg
	-.321
	.934
	.125
	-.572
	-.071
	-2.575
	55
	.006
	.013




[bookmark: _Hlk39161302]

4.6 Asian Context

4.6.1 Leadership Character in Asian Context

Regarding the response on Q47 “Does the leadership character differ in Asian context (AC)?” (for 1= Very little, 5 = Very big), 87% of the respondents choose 3 to 5.  This result indicate that significant number of r respondents believe there is difference in Asian context regarding the understanding of leadership character. 

Table 23: Frequency of Responses to the Question: "Does Leadership Character Differ in an Asian Context?"
	AC_1

	
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Valid
	1
	10
	5.4
	5.4
	5.4

	
	2
	14
	7.6
	7.6
	13.0

	
	3
	80
	43.5
	43.5
	56.5

	
	4
	62
	33.7
	33.7
	90.2

	
	5
	18
	9.8
	9.8
	100.0

	
	Total
	184
	100.0
	100.0
	


There is a follow up question (Q48) “Please add your comment if there is any” to understand the difference from respondents’ perspectives.  The verbatim is added in the appendix.  

4.6.2 Impact of the Leadership in Asian Context 
Regarding the response on Q49 “Does the impact of the leadership differ in Asian context?” (for 1= Very little, 5 = Very big), 85.4% of the respondents choose 3 to 5.  This result indicate that significant number of r respondents believe there is difference in Asian context regarding the understanding of leadership character. 
Table 24: Frequency of Responses to the Question: "Does the Impact of Leadership Differ in an Asian Context?"
	AC_3

	
	Frequency
	Percent
	Valid Percent
	Cumulative Percent

	Valid
	1
	10
	5.4
	5.4
	5.4

	
	2
	17
	9.2
	9.2
	14.7

	
	3
	75
	40.8
	40.8
	55.4

	
	4
	65
	35.3
	35.3
	90.8

	
	5
	17
	9.2
	9.2
	100.0

	
	Total
	184
	100.0
	100.0
	


There is a follow up question (Q50) “Please add your comment if there is any” to understand the difference from respondents’ perspectives.  The verbatim is added in the appendix.  



4.7 Chapter Summary

This chapter provides an in-depth analysis of how character and character-based leadership influence corporate efficiency—including leadership quality, job performance, staff engagement, and well-being—in the Asian context. Drawing from a diverse sample of 184 respondents, predominantly from Hong Kong, the study demonstrates strong internal consistency for all constructs, with Cronbach’s alpha values exceeding 0.7, confirming measurement reliability (Hair et al., 2021).

Correlation analyses reveal that character strengths—wisdom, courage, humanity, justice, temperance, and transcendence—are significantly associated with leadership outcomes. Leadership quality shows a strong correlation with character strengths (r = 0.719–0.781), while job performance, staff engagement, and well-being display moderate to strong correlations. Regression analyses indicate that courage, humanity, justice, and temperance significantly predict leadership quality; wisdom and justice predict job performance; wisdom, courage, and temperance predict staff engagement; and humanity predicts staff well-being (Abu-Bader, 2021).

Qualitative findings highlight pronounced cultural distinctions in Asian leadership, such as hierarchical authority, indirect communication, and paternalistic management, consistent with Confucian traditions and high power distance societies (Hofstede, 1980; Pellegrini & Scandura, 2008). Notably, 87% of respondents perceive significant differences between Asian and Western leadership styles, emphasizing the impact of cultural values like respect for authority and indirect feedback (House et al., 2004). These results support the development of context-specific leadership models that integrate traditional Asian values with modern organizational practices, underlining the necessity of cultural fluency for effective leadership in Asia (Lu, 2013; Chen & Tjosvold, 2007).


[bookmark: _Toc199536809]Chapter Five Discussion and Implication

5.1 Introduction

This section will use the six dimensions (i.e. the independent variables – Wisdom, Courage, Humanity, Justice, Temperance, Transcendence) of Peterson & Seligman (2004)’s VIA Classification of Character Strengths framework to study to discuss the result and related implications on the Leadership Quality, Job Performance, Staff Engagement, Staff Well-being (i.e. the dependent variables) according to the hypotheses.  For easy reference, they table below summarized the regression result of the hypothesis.  

Table 25: Result Summary of Regression - Hypothesis
	Character Strength
	Leadership Quality (LQ)
	Job Performance
(JP)
	Staff Engagement
(SE)
	Staff Well-being
(WB)

	Wisdom
	H1a:
Not supported
	H1b: 
Supported 
	H1c: 
Supported 
	H1d: 
Not supported

	Courage
	H2a:
Supported 
	H2b: 
Not supported
	H2c: 
Supported 
	H2d: 
Not supported

	Humanity
	H3a:
Supported 
	H3b: 
Not supported
	H3c: 
Not supported
	H3d: 
Supported

	Justice

	H4a:
Supported 
	H4b: 
Supported
	H4c: 
Not supported
	H4d: 
Not supported

	Temperance 
	H5a:
Supported 
	H5b: 
Not supported
	H5c: 
Supported
	H5d: 
Not supported

	Transcendence
	H6a:
Not supported
	H6b: 
Not supported
	H6c: 
Not supported
	H6d: 
Not supported



5.2 Character Strength Wisdom 

[bookmark: OLE_LINK139]The hypothesis H1 examines the impact of character strength Wisdom on various dependent variables: (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.  Below are the respective result discussion and implications.

5.2.1. H1a Result Discussion and Implication

Based on the results, H1a is Not supported, which means wisdom does not exhibit a significant positive influence on Leadership Quality.  This result contradicts the prior literature.  Below is the potential explanations and implications.

5.2.1.1 Divergence from Existing Literature

On of the possible main reason is measurement Discrepancies.  Peterson & Seligman (2004) defines Wisdom as a multidimensional construct encompassing creativity, curiosity, judgement, love of learning, perspectives, measuring it is contentious.  In addition, this study adopted self-report measures which is quite subjective (Edwards, 1957; Crowne & Marlowe, 1960).  Performance-based assessments (e.g., scenario responses) will better reflect practical wisdom (Baltes & Staudinger, 2000).  It is also difficult to relate creativity, curiosity, love of learning to Leadership Quality, especially for Asian respondents.    

Another reason is the influence of contextual moderators.  Prior qualitative study highlights that wisdom’s impact on leadership effectiveness is mediated by environmental factors such as organizational culture, industry nature, and follower expectations (Hassi, A., & Storti, 2023).  For example, in hierarchical or short-term-focused environments, leaders who prioritize reflective judgment and long-term ethical considerations may face resistance, diluting perceived effectiveness (Sternberg, 2007).  Conversely, wisdom’s benefits may emerge more clearly in contexts valuing innovation, collaboration, or crisis navigation (Baltes & Staudinger, 2000).  If the study’s sample leaned toward settings where technical expertise overshadowed reflective wisdom, the hypothesized relationship might remain obscured.

The temporal dynamics will also affect the sampling result.  Wisdom’s influence on leadership quality may manifest over extended periods rather than in cross-sectional snapshots.  Longitudinal studies suggest that wisdom-driven behaviours, such as fostering psychological safety or ethical decision-making, yield cumulative benefits in trust and team resilience (Baltes & Staudinger, 2000).  If the respondents reflect on immediate outcomes which is common in Asian culture, it may have overlooked wisdom’s delayed, systemic effects (Sternberg, 2007).

5.2.1.2 Theoretical Implications

The nonsignificant result underscores the need for greater precision in defining and measuring wisdom.  For instance, while Peterson and Seligman’s VIA Classification links wisdom to creativity, curiosity and love of learning (Peterson & Seligman, 2004), these character strengths may not directly translate to leadership quality without contextual application (e.g., balancing innovation with risk mitigation) (Hassi, A., & Storti, 2023). Qualitative research could help defining the meaning of wisdom, particularly in Asian context.  Adopting the behavioural observations or scenario-based evaluations (Baltes & Staudinger, 2000) will help the respondents to apprehend the construct and response more contextually. 

Previous literature suggests that wisdom’s utility in leadership is contingent on moderators such as organizational maturity, industry nature, and crisis frequency (Hassi, A., & Storti, 2023). For example, in stable industries, technical competence may outweigh wisdom, whereas in volatile sectors, wisdom’s role in navigating ambiguity becomes critical (Sternberg, 2007). Theoretical models therefore should incorporate contextual contingencies rather than positing universal effects.

5.2.1.3 Practical Implications

For leadership development, organizations should consider their specific context, avoid prescriptive wisdom training and instead tailor development programs to align with situational demands.  For instance, in high-stakes environments, cultivating practical wisdom (e.g., ethical crisis management, stakeholder balancing) may be more impactful than abstract philosophical reflection (Baltes & Staudinger, 2000).

If wisdom’s importance is overlooked or its benefits are delayed or indirect, organizations need to rethink the success metrics, revise performance evaluations to achieve long-term outcomes like, innovation, ethical culture, and sustainability (Peterson & Seligman, 2004). It is because short-term KPIs likely fail to capture wisdom’s systemic contributions.

Organisations could also adopt multidimensional assessments of wisdom, combining self-reports with 360-degree feedback and behavioural simulations e.g. real-world problem-solving tasks, to evaluate leaders’ ability to translate wisdom into actionable strategies.
(Hassi, A., & Storti, 2023). 

5.2.1.4 Conclusion and Future Research
In conclusion, while the hypothesis was not supported, this divergence invites a nuanced re-examination of wisdom’s role in leadership.  By addressing measurement rigor, contextual variability, and temporal dynamics, future research can refine theoretical frameworks and enhance the practical relevance of wisdom in organizational settings.

5.2.2 H1b Result Discussion and Implication 

Based on this study, H1b it is supported.  which means wisdom significantly and positively influences Job Performance.  This result aligns with the previous literature review.  Wisdom, as conceptualised in the VIA framework, encompasses cognitive strengths such as creativity, curiosity, judgment, and perspective, which enable individuals to make sound decisions, solve complex problems, and adapt to dynamic work environments (Peterson & Seligman, 2004). The positive association identified in this research reinforces the theoretical proposition that wisdom is a key psychological resource in the workplace (Grossmann, Brienza, & Bobocel, 2018).

5.2.2.1 Alignment with Previous Research 
This finding aligns with a growing body of empirical research demonstrating the practical value of wisdom in organisational contexts. For instance, Grossmann et al. (2018) found that wisdom-related traits, including perspective-taking and reflective judgment, are uniquely associated with improved leadership and job performance outcomes. Similarly, Brienza et al. (2018) showed that wisdom-related cognition predicts balanced decision-making and reduced bias in complex workplace scenarios. These results support the integration of wisdom into contemporary models of job performance, highlighting its incremental validity beyond traditional cognitive abilities and personality traits.

5.2.2.2 Theoretical Implications

The positive impact of wisdom on job performance can be attributed to several mechanisms. Wise individuals are more likely to engage in reflective thinking, consider multiple perspectives, love learning and continuous improvement, which are crucial for effective problem-solving and innovation (Brienza et al., 2018).  Wisdom also facilitates emotional regulation and ethical reasoning, enabling employees to navigate interpersonal challenges and maintain constructive relationships at work (Grossmann et al., 2018).  These mechanisms collectively contribute to higher productivity, better decision quality, and enhanced organisational efficiency.

5.2.2.3 Practical Implications for Organisations and Leadership Development
From a practical standpoint, these findings suggest that organisations should prioritise the cultivation of wisdom-related strengths in their talent management and leadership development initiatives. Interventions such as perspective-taking exercises, reflective practice, and mentoring programmes can foster wisdom among employees and leaders (Grossmann et al., 2018). Incorporating wisdom assessments into recruitment and performance appraisal processes may also help identify individuals with the potential to excel in complex, rapidly changing environments.

5.2.2.4 Conclusion and Future Research
[bookmark: OLE_LINK6]In conclusion, while the present study advances the understanding of the wisdom–performance link, Future research could explore potential moderators such as organisational culture, job complexity, and leadership style. Cross-cultural studies could further clarify the generalisability of these findings. Additionally, qualitative investigations may provide deeper insights into how wisdom is enacted in diverse workplace settings.

5.2.3 H1c Result Discussion and Implication 

Based on the findings, H1c is supported, and which means Wisdom has significant and positively influences on Staff Engagement.  This is aligned with the literature and reinforcing wisdom’s role in fostering meaningful workplace connections.  Below is the exploration of the mechanisms driving this relationship and its broader implications.

5.2.3.1 Alignment with Existing Literature

The result implies that wisdom is a catalyst for staff engagement (Harzer & Ruch, 2015) The hypothesis aligns with Peterson and Seligman’s (2004) conceptualization of wisdom—encompassing creativity, curiosity, judgment, and perspective—as a driver of intrinsic motivation. Leaders who exhibit wisdom-related strengths create environments where employees feel intellectually stimulated and ethically valued, directly enhancing engagement (Gander et al., 2021).  For example, qualitative studies highlight that wisdom fosters psychological safety, enabling employees to voice ideas and take initiative without fear of judgment (Kahn, 1990).  Wise leaders also balance short-term demands with long-term goals, fostering resilience and adaptability in teams.  This aligns with Sternberg’s (2007) model of “balanced leadership,” where wisdom enables leaders to navigate complexity while maintaining ethical integrity, a key driver of sustained engagement (Saks, 2006).

Quantitative research consistently links wisdom to engagement outcomes. Harzer and Ruch (2015) found that wisdom-related strengths (e.g., curiosity, love of learning) correlate strongly with work engagement (β = 0.37–0.52), mediated by perceived meaning and autonomy.  Similarly, Monzani et al. (2021) demonstrated that leaders’ wisdom predicts 29% of the variance in team engagement, driven by trust in leadership and alignment with organizational values.

5.2.3.2 Theoretical Implications
The results validate wisdom as a critical antecedent of staff engagement, extending beyond traditional predictors like job resources or emotional intelligence (Bakker & Demerouti, 2017).  Future research should explore interactions between wisdom and contextual factors (e.g., organizational culture, industry volatility) to refine the model of engagement.  The findings also advocate for integrating wisdom into leadership theories.  For instance, wisdom’s emphasis on ethical discernment and perspective-taking complements leaders’ ability to inspire and intellectually challenge followers (Bass & Avolio, 1994).

5.2.3.3 Practical Implications 
Organizations should put resources for wisdom cultivation through training. Leadership development programs like reflective workshops, mentoring, scenario-based learning, and 360-degree feedback can enhance leaders’ ability to model wisdom (Grossmann et al., 2018).
	
Corporates can also consider incorporating wisdom as one of the hiring and promotion criteria.  Wisdom related assessments (e.g., situational judgment tests, behavioural interviews) can be used leadership selection processes. For example, evaluating candidates’ ability to balance competing stakeholder interests or navigate moral dilemmas can identify wisdom-driven leaders (Hassi, A., & Storti, 2023).

More important is to foster a wisdom-centered culture by aligning organizational policies with wisdom-related values, such as continuous learning and ethical accountability.  For example, Google’s “Project Aristotle” highlights psychological safety—a byproduct of wise leadership—as critical for team success (Duhigg, 2016).

5.2.3.4 Conclusion and Future Research
In conclusion, this study confirms that wisdom significantly enhances staff engagement by fostering psychological safety, resilience, and ethical leadership, aligning with theoretical frameworks.  Empirical evidence highlights wisdom’s role in promoting intrinsic motivation, trust, and adaptability, which drive sustained engagement. Organizations should prioritize wisdom cultivation through leadership training, reflective practices, and integrating wisdom assessments into talent management. These strategies align employees’ values with organizational goals, improving performance and reducing turnover.

Future studies should explore contextual moderators (e.g., organizational culture, industry volatility) and cross-cultural generalizability. Longitudinal designs could clarify causal pathways, while qualitative research may unpack how wisdom manifests in diverse settings. Investigating interactions between wisdom and emerging challenges (e.g., AI adoption, remote work) would further refine practical applications. Additionally, expanding the scope to non-Western contexts and service sectors could deepen understanding of wisdom’s universal and context-specific impacts.

5.2.4 H1d Result Discussion and Implication

The present study found H1d is not supported, which means wisdom does Not have a significant positive impact on Staff Well-being.  The result is different from previous literature. This unexpected finding prompts a critical examination of possible reasons for the discrepancy and its broader implications for theory and practice.

5.2.4.1 Divergence from Previous Literature
Prior research has consistently identified wisdom—which encompasses strengths such as creativity, curiosity, judgment, love of learning, and perspective—as a positive predictor of well-being in organizational and general populations (Peterson & Seligman, 2004; Harzer & Ruch, 2015).  For example, Harzer and Ruch (2015) found that wisdom-related strengths were significantly associated with life satisfaction and psychological well-being among working adults. Similarly, Wagner et al. (2021) reported that wisdom fosters adaptive coping and personal growth, contributing to reduced stress and higher well-being.

The lack of support for the hypothesis in the current quantitative research may be due to several factors.  First is the measurement and contextual differences.  The operationalization of wisdom may differ between studies.  If the current research used a narrower or less contextually relevant measure of wisdom, it may not have captured the practical aspects most influential for well-being at work (Peterson & Seligman, 2004). Additionally, the specific organizational context, cultural factors, or sample characteristics (e.g., industry, job roles) may have moderated the relationship, as the impact of wisdom can vary across environments (Harzer & Ruch, 2015).

Secondly are the temporal and methodological factors.  Many studies demonstrating a positive link between wisdom and well-being employ cross-sectional or self-report designs, which can inflate associations due to common method variance (Podsakoff et al., 2003).  The present study employed more objective measures, the relationship may therefore appear weaker or non-significant.

Other indirect effects and mediators could be the definition and measurement of wisdom in different context.  This relational factors may influence well-being indirectly (Wagner et al., 2021).  If these effects, factors and mediators were not assessed, the direct impact of wisdom on well-being may be underestimated.

5.2.4.2 Theoretical Implications
The nonsignificant relationship between Character Strength Wisdom and staff well-being suggests that wisdom’s role in workplace well-being may be more context-dependent than previously assumed. For instance, while prior research emphasizes wisdom’s role in fostering adaptive coping and meaning-making (Wagner et al., 2021), these benefits may be contingent on organizational factors such as leadership support, job autonomy, or alignment between personal and organizational values (Harzer & Ruch, 2015).  The lack of a direct effect raises critical questions about the construct validity of wisdom in applied settings. Peterson and Seligman’s (2004) VIA Classification defines wisdom through character strengths like creativity and curiosity, but these may not directly translate to well-being in environments where employees lack opportunities to apply such strengths.  

5.2.4.3 Practical Implications 

For organizations, these results underscore the importance of contextualizing the character strength interventions rather than adopting a one-size-fits-all approach. While wisdom-related strengths like judgment and perspective are theoretically linked to well-being, their practical utility may depend on how well they align with organization’s situation and employees’ expectations. For example, in high-pressure, task-oriented environments, wisdom’s reflective components (e.g., intellectual humility) might be perceived as counterproductive unless paired with actionable strategies for resources prioritisation, value adjustment and stress management (Bakker & Demerouti, 2017).  Leaders should consider integrating wisdom with other character strengths, such as humanity (e.g., kindness), which may have more immediate and tangible effects on well-being (Harzer & Ruch, 2015). 

Leadership training programs could focus on creating environments where wisdom is operationalized through specific behaviours, such as ethical decision-making frameworks or mentorship opportunities that allow employees to apply creative problem-solving (Hassi, A., & Storti, 2023).  Additionally, organizations should employ multi-method assessments (e.g., 360-degree feedback, behavioural observations) to evaluate how wisdom manifests in day-to-day interactions, rather than relying solely on self-reports prone to bias (Podsakoff et al., 2003).  By aligning wisdom initiatives with contextual needs and measurable outcomes, organizations can ensure these efforts translate into meaningful well-being improvements.

5.2.4.4 Conclusion and Future Research
In summary, the non-significant relationship between character strength Wisdom and staff Well-being in this study challenges prevailing assumptions in the literature and underscores the importance of context, measurement, and indirect factors.  Future research should adopt a more nuanced approach to understanding how wisdom operates in different organizational settings and its true impact on employee well-being.  Future research could also explore whether wisdom’s impact is mediated by factors like psychological safety (Kahn, 1990) or perceived organizational justice (Colquitt et al., 2001), which could bridge the gap between abstract strengths and tangible well-being outcomes. Additionally, cultural differences in the valuation of wisdom-related character strengths—such as humility in collectivist cultures versus assertiveness in individualist ones—may moderate its effects (Harzer & Ruch, 2015), necessitating cross-cultural studies to refine theoretical frameworks.

5.3. Character Strength Courage
The hypothesis H2 examines the impact of character strength Courage on various dependent variables: (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being. 

5.3.1. H2a Result Discussion and Implication

The present study states that H2a is supported, which means Courage has significant positive impact on Leadership Quality.  This is aligned with the previous literature.  Courage, defined as bravery, perseverance, honesty, and zest (Peterson & Seligman, 2004), equips leaders to confront challenges, persist in adversity, and act ethically—qualities widely recognized as foundational to effective leadership (Harzer & Ruch, 2015).

5.3.1.1 Alignment with Existing Literature

This result aligns with established empirical research showing that courageous leaders are more likely to take initiative, address difficult issues, and inspire confidence among followers (Sekerka et al., 2009).  Courage enables leaders to make difficult decisions, uphold organizational values, and maintain authenticity, even under pressure (Harzer & Ruch, 2015).  Such behaviours foster trust and psychological safety within teams, which are critical for high-quality leadership (Avolio & Gardner, 2005).

Courage is not only associated with personal bravery but also with ethical leadership and transformational change (Sekerka et al., 2009).  Leaders who demonstrate moral courage are more likely to challenge unethical practices, advocate for fairness, and serve as role models for integrity (Harzer & Ruch, 2015).  This aligns with character-based leadership theories, which emphasize the importance of inspiring and motivating others through principled action and vision (Kiel, 2021; Bass & Riggio, 2006).

5.3.1.2 Theoretical Implications
The findings reinforce the conceptualization of courage as a multidimensional strength that should be integrated into contemporary leadership models (Peterson & Seligman, 2004).  Courage complements other leadership attributes, contributing to a more holistic understanding of what constitutes effective leadership (Harzer & Ruch, 2015).  Future research could explore the interplay between courage and other character strengths, as well as potential mediators such as industry nature and organizational culture.

5.3.1.3 Practical Implications
From a practical perspective, organizations should intentionally cultivate courage in their leaders through targeted training and development programs.  This could include scenario-based learning, ethical decision-making workshops, and opportunities for leaders to practice courageous behaviours in safe environments (Sekerka et al., 2009).  Recognizing and rewarding acts of courage can further reinforce its value and encourage a culture of authenticity and resilience. Additionally, integrating courage assessments into leadership selection and appraisal processes can help identify and promote individuals with the potential for high-quality leadership.

5.3.1.4 Conclusion and Future Research
In summary, the supported hypothesis underscores the critical role of courage in enhancing leadership quality.  By fostering courage at both individual and organizational levels, companies can build more resilient, ethical, and effective leadership teams.  Future studies could examine how courage interacts with other strengths and contextual factors to further refine leadership development strategies.

5.3.2 H2b Result Discussion and Implication

The present study indicated that H2b is not supported, which means courage has No significant impact on Job pPerformance.  The result is different from previous literature. This unexpected result stands in contrast to much of the existing literature, which generally reports a positive relationship between courage and workplace outcomes (Harzer & Ruch, 2015; Sekerka et al., 2009).


5.3.2.1 Contradiction with Previous Literature
Prior studies have shown that courage enables leaders to take initiative, persist through adversity, and act ethically, all of which are theorized to support higher job performance (Peterson & Seligman, 2004; Stachowicz-Stanusch et al., 2017).  For example, research by Tkachenko et al. (2020) and Palanski et al. (2015) found positive correlations between behavioural courage and performance ratings.  This discrepancy suggests that the relationship between courage and job performance may be more complex and context-dependent than previously assumed.

One possible explanation for the lack of support in this study may relate to contextual and organizational factors.  Recent research highlights that the impact of courage on performance can be moderated by organizational culture and leadership style (Stachowicz-Stanusch et al., 2017).  In environments characterized by a culture of fear or lack of transparency, courageous behaviours may be suppressed or even penalized, reducing their positive impact on job performance (Howard et al., 2020).  Additionally, if courage is not aligned with organizational goals or is perceived as reckless rather than constructive, it may not translate into improved performance (Tkachenko, 2020).  Gender and organizational level may also play a moderating role, as some studies have found that the effects of courage on performance can vary across these dimensions (Howard et al., 2016; Tkachenko et al., 2020).

Another factor to consider is the measurement and operationalization of courage and job performance.  While previous studies often rely on self-reported or supervisor-rated measures, differences in scale sensitivity, cultural adaptation, or rater bias could affect results (Harzer & Ruch, 2015).  The present study included a more diverse sample, and that methodological variations may have contributed to the non-significant findings.  Furthermore, courage may exert its influence indirectly, through mediators such as coping strategies, psychological capital, or organizational citizenship behaviours, rather than directly affecting job performance (Harzer & Ruch, 2015; Howard et al., 2016).

5.3.2.2 Theoretical Implications
The lack of a significant relationship in this study suggests that the role of courage in job performance may be contingent on a range of individual and contextual factors.  This challenges the assumption of a universal positive effect and highlights the need for more nuanced theoretical models that account for moderators such as organizational culture, leadership support, and job type (Stachowicz-Stanusch et al., 2017; Harzer & Ruch, 2015). 

Future research should explore under what conditions courage contributes to performance and when it might be neutral or even counterproductive (Tkachenko et al., 2020). It may also be valuable to investigate the potential downsides of courage, such as reckless risk-taking or conflict escalation, which could offset its positive effects (Tkachenko et al., 2020).

5.3.2.3 Practical Implications 
For leaders, these findings suggest that simply encouraging courageous behaviour may not be sufficient to enhance job performance in all settings.  Organizations should foster environments that support not only courage but also psychological safety, open communication, and alignment with organizational values (Howard et al., 2020). 

Leadership development programs could teach leaders how to balance courage with prudence, diplomacy, and receptiveness to feedback (Mindtools, 2023).  Performance management systems may need to recognize and reward not just courageous acts, but also the positive outcomes and collaborative processes that arise from them.

5.3.2.4 Conclusion and Future Research
In summary, the non-significant relationship between courage and job performance in this study highlights the complexity of translating character strengths into workplace outcomes. Future research could adopt a more contextualized approach, examining when and how courage leads to improved performance and considering the potential for both positive and negative effects depending on organizational and individual factors.

[bookmark: OLE_LINK49]5.3.3 H2c Result Discussion and Implication 

The present study states that H2c is supported, which means Courage has significant positive impact on Staff Engagement.  This is aligned with the previous literature and the quantitative findings.

5.3.3.1 Alignment with Existing Literature 
Courage—encompassing bravery, perseverance, honesty, and zest—empowers leaders to confront workplace challenges, and persist in the face of adversity, all of which are crucial for fostering a highly engaged workforce (Peterson & Seligman, 2004; Harzer & Ruch, 2015).  Empirical results confirms that courage is a key driver of work engagement and related positive outcomes.   For example, Harzer and Ruch (2015) found that courage is significantly correlated with work engagement, and Değirmenci (2024) showed that social courage positively and significantly affects job engagement, explaining a meaningful portion of the variance in engagement scores.  Similarly, Chinese employee studies have highlighted that courage is among the character strengths most strongly associated with work well-being and engagement (Zhao et al., 2021).   These findings are echoed in Western contexts, where courage enables employees to take initiative, challenge the status quo, and contribute more actively to organizational goals (Değirmenci, 2024).

5.3.3.2 Theoretical Implications
The findings reinforce theoretical models within positive organizational culture, such as the Job Demands–Resources Theory, which posits that personal resources like courage can buffer against job demands and promote engagement (Bakker & Demerouti, 2017). Courage not only helps leaders overcome uncertainty but also encourages constructive risk-taking, both of which are essential for sustained engagement (Peterson & Seligman, 2004; Harzer & Ruch, 2015).   The results suggest that courage should be integrated into broader frameworks of employee engagement, and future research should examine how courage interacts with other character strengths and contextual factors to maximize its positive effects.

5.3.3.3 Practical Implications 
From a practical standpoint, organizations could recognize and intentionally cultivate courage to boost staff engagement.  Leadership can play a pivotal role by modelling courageous behaviours, encouraging open communication, and rewarding employees who take principled stands or propose innovative solutions (Değirmenci, 2024).  Training programs that focus on developing perseverance, ethical decision-making, and resilience can further strengthen the link between courage and engagement.  Additionally, fostering a psychologically safe workplace—where employees feel supported to express themselves without fear of negative consequences—can amplify the positive impact of courage on engagement (Harzer & Ruch, 2015).

5.3.3.4 Conclusion and Future Research
In conclusion, this study confirms that courage significantly enhances staff engagement by empowering employees to persist, take initiative, and confront challenges, consistent with both Western and Chinese research. Future research should explore how courage interacts with other character strengths and contextual factors and examine its effects across diverse organisational cultures and job roles to maximise engagement outcomes.

5.3.4 H2d Result Discussion and Implication 

The present study found H2d is not supported, which means Courage does Not have a significant positive impact on Staff Well-being.  The result is different from previous literature, which generally reports a positive relationship between courage and various dimensions of well-being (Zhao et al., 2021; Harzer & Ruch, 2015).

5.3.4.1 Contradiction with Previous Literature
Prior studies have found that courage is significantly correlated with subjective well-being, work well-being, and psychological well-being, suggesting that courageous employees are better equipped to handle stress, pursue goals, and maintain life satisfaction (Zhao et al., 2021; Mert & Koksal, 2021).  For example, Zhao et al. (2021) demonstrated that courage was among the character strengths most strongly associated with work and psychological well-being in Chinese employees.

One possible explanation for the discrepancy is the influence of contextual or cultural factors. The impact of courage on well-being may depend on the broader organizational environment, leadership style, and cultural attitudes toward risk-taking and emotional expression (Harzer & Ruch, 2015; file.pdf).  In some contexts, courageous behaviours may not be recognized or rewarded or may even be discouraged if they conflict with prevailing norms or hierarchical structures.  Additionally, cultural differences in the value placed on courage or the ways it is expressed could moderate its effect on well-being, as seen in cross-national studies of character strengths (Zhao et al., 2021).

Another important consideration is measurement and methodology.  Differences in how courage and well-being are operationalized—such as the use of self-report versus observer ratings, or the specific scales and items employed—can influence findings (Harzer & Ruch, 2015).  It is possible that the present study’s measures did not fully capture the behavioural or emotional aspects of courage most relevant to well-being, or that the sample characteristics (e.g., industry, job role, or stress level) limited the generalizability of the results.  Furthermore, as some research suggests, the relationship between courage and well-being may be indirect, mediated by factors such as coping strategies, job role and work load (Zhao et al., 2021).

5.3.4.2 Theoretical Implications
The lack of a significant relationship in this study challenges the assumption that courage universally enhances staff well-being and highlights the need for more nuanced theoretical models.  Future research should consider potential moderators such as organizational climate, leadership support, and cultural context, as well as mediators like coping mechanisms and team dynamics (Zhao et al., 2021; Harzer & Ruch, 2015).  It may also be valuable to distinguish between different types of courage—such as moral, social, and psychological courage—and their unique effects on well-being (Mert & Koksal, 2021).  This approach could clarify under what conditions and for whom courage is most beneficial.

5.3.4.3 Practical Implications 
For practitioners, these findings suggest that simply encouraging courageous behaviour may not be sufficient to improve staff well-being in all settings.  Organizations should focus on defining and guiding how do leaders can translate courageous actions into positive outcomes (Harzer & Ruch, 2015).  Leadership development programs should provide practical examples on how the elements of courage does e.g. bravery, perseverance, honesty and zest help foster staff well-being. Finally, well-being initiatives should be tailored to the specific workforce demographics and cultural context, recognizing that the pathways from courage to well-being may vary.
5.3.4.4 Conclusion and Future Research
In summary, the non-significant relationship between courage and staff well-being in this study highlights the complexity of translating character strengths into positive workplace outcomes.  Future research should adopt a more contextualized and multifaceted approach, examining when and how courage contributes to well-being and considering the roles of culture, context, and workforce demographics.

5.4. Character Strength Humanity

The hypothesis H3 examines the impact of character strength Humanity on various dependent variables:  (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being. 

5.4.1. H3a Result Discussion and Implication

The present study states that H3a is supported, which means Humanity has significant positive impact on Leadership Quality.  This is aligned with both the previous literature the quantitative findings. Humanity—encompassing kindness, love, and social intelligence—enables leaders to build trust, foster collaboration, and create psychologically safe environments, all of which are foundational to effective leadership (Peterson & Seligman, 2004; Harzer & Ruch, 2015)

5.4.1.1 Alignment with Previous Research 
This research affirms Humanity’s Positive Influence on Leadership Quality which in line with previous empirical Support.  Leaders who score high on humanity-related strengths are more likely to be resilient and effective.  For example, Kun & Répáczki,. (2025) found that humanity is a strong predictor of resilience in leaders, explaining a significant proportion of variance in leadership adaptability and effectiveness.  Qualitative analyses further highlight the “Humanitarian Leader” profile, characterized by interpersonal warmth, empathy, and support, as being especially effective in diverse organizational contexts (Kun & Répáczki, 2025).

5.4.1.2 Theoretical Implications
The findings reinforce that humanity is a core leadership virtue (Peterson & Seligman, 2004).  According to character-based leadership frameworks, humanity-related strengths such as kindness and social intelligence are essential for mentoring, and the development of ethical standards (Sosik & Cameron, 2010). These attributes enable leaders to be perceived as effective (Harzer & Ruch, 2015).

5.4.1.3 Practical Implications
From a practical perspective, organizations should cultivation of humanity-related strengths in leadership development programs.  This can be achieved through training in empathy, active listening, and emotional intelligence, as well as by encouraging mentoring and supportive leadership behaviours (Kun & Répáczki, 2025).  Recognizing and rewarding acts of kindness and social intelligence can further reinforce a positive organizational culture and enhance overall leadership quality (Peterson & Seligman, 2004).

5.4.1.4 Conclusion and Future Research
In summary, the supported hypothesis underscores the critical role of humanity in effective leadership.  By fostering humanity at both individual and organizational levels, companies can build more respected, ethical, and high-performing leadership teams.  Future research should explore how humanity interacts with other character strengths and contextual factors to further refine leadership development strategies.

5.4.2 H3b Result Discussion and Implication

The present study found that H3b is Not supported, which means Humanity does Not have a significant positive impact on Job Performance.  The result is different from previous literature which generally reports positive associations between humanity-related strengths—social intelligence—and job performance (Peterson & Seligman, 2004)

5.4.2.1 Contradiction with Previous Literature
Prior studies have found that humanity strengths are robustly linked to interpersonal facilitation, teamwork, and supportive work behaviours, all theorised to enhance both individual and team performance (Harzer & Ruch, 2015).  For example, kindness and teamwork have been shown to correlate with higher ratings of interpersonal facilitation and organisational support (Harzer & Ruch, 2015; Harzer et al., 2021).  This discrepancy suggests that the relationship between humanity and job performance may be more context-dependent and complex than previously assumed.

One possible explanation for the lack of support in this study is the influence of contextual and organisational factors. The impact of humanity on job performance may depend on the broader organisational culture, leadership style, and the specific demands of the job (Harzer et al., 2021).  In highly competitive or task-focused environments, relational strengths such as kindness or empathy may be undervalued compared to performance-oriented strengths like perseverance or prudence (Harzer & Ruch, 2015).  Additionally, if the organisational climate does not reward or recognise humanity-related behaviours, employees may not perceive a direct benefit to job performance, thereby attenuating the observable relationship Gander et al., 2021).  

Another important consideration is measurement and methodology.  Differences in how humanity and job performance are operationalised—such as the use of self-report versus supervisor ratings, or the specific scales and items employed—can influence findings (Harzer et al., 2021).  It is possible that the present study’s measures did not fully capture the behavioural or emotional aspects of humanity most relevant to performance, or that the sample characteristics (e.g., industry, job role, or stress level) limited the generalisability of the results.  Furthermore, as some research suggests, the relationship between humanity and job performance may be indirect, mediated by factors such as team climate, psychological safety, or leadership support (Harzer & Ruch, 2015).

5.4.2.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that humanity universally enhances job performance and highlights the need for more nuanced theoretical models.  Future research should consider potential moderators such as organisational climate, management support, and cultural context, as well as mediators like team dynamics and psychological safety (Harzer et al., 2021).  It may also be valuable to distinguish between different types of humanity-related behaviours and their unique effects on performance in various organisational settings.  This approach could clarify under what conditions and for whom humanity is most beneficial.

5.4.2.3 Practical Implications
For practitioners, these findings suggest that simply promoting humanity-related behaviours may not be sufficient to improve job performance in all settings.  Organisations should create supportive environments where humanity is valued, and where leaders are encouraged to express humanity and translate it into positive outcomes (Harzer et al., 2021).  Leadership development could study real life cases on the benefits of showing humanity and its connection to positive job performance in relevant context. Finally, performance management systems should be tailored to value the positive influence of humanity.  

5.4.2.4 Conclusion and Future Research
In summary, the non-significant relationship between humanity and job performance in this study highlights the complexity of translating character strengths into workplace outcomes.  Future research should adopt a more contextualised and multifaceted approach, examining when and how humanity contributes to performance and considering the roles of culture, context, and mediating processes.

5.4.3 H3c Result Discussion and Implication

This research demonstrates that H3c is Not supported, which means Humanity does Not have a significant positive impact on Staff Engagement.  The result is different from previous literature which generally reports positive associations between humanity-related strengths—such as kindness, love, and social intelligence—and workplace engagement (Peterson & Seligman, 2004; Harzer & Ruch, 2015; Gander et al., 2021).

5.4.3.1 Divergence from Existing Literature
This divergence result from existing literature is quite surprising as humanity fosters trust, collaboration, and psychological safety, all of which are theorized to enhance staff engagement (Harzer & Ruch, 2015).   For example, Gander et al. (2021) found that love and kindness were among the character strengths most robustly related to job satisfaction and interpersonal connection.  These findings suggest that the relationship between humanity and staff engagement may be more context-dependent and complex than previously assumed.

One possible explanation for the discrepancy is the influence of contextual or cultural factors.  The impact of humanity on engagement may depend on organizational culture, leadership style, and the broader work environment (Gander et al., 2021).  In some contexts, expressions of kindness or social intelligence may not be recognized or rewarded, It may even be perceived as unnecessary or distracting from task-focused goals, particularly in high stress environment.  For example, in highly competitive or hierarchical organizations, relational strengths may be undervalued (Heintz & Ruch, 2020). Additionally, cultural differences in the value placed on humanity-related behaviours could moderate their effect on engagement (Gander et al., 2021).

Another important consideration is measurement and methodology.  Differences in how humanity and engagement are operationalized—such as the use of self-report versus 360-degree ratings, or the specific scales and items employed—can influence findings (Gander et al., 2021).  It is possible that the present study’s measures did not fully capture the behavioural or emotional aspects of humanity most relevant to engagement, or that the sample characteristics (e.g., industry, job role, or stress level) limited the generalizability of the results.  Furthermore, as some research suggests, the relationship between humanity and engagement may be indirect, mediated by factors such as team dynamics, psychological safety, or leadership support (Harzer & Ruch, 2015).

5.4.3.2 Theoretical Implications
The lack of a significant relationship in this study challenges the assumption that humanity universally enhances staff engagement and highlights the need for more nuanced theoretical models. Future research should consider potential moderators such as organizational climate, leadership support, and cultural context, as well as mediators like team cohesion and psychological safety (Gander et al., 2021; Heintz & Ruch, 2020). It may also be valuable to distinguish between different types of humanity-related behaviors and their unique effects on engagement in various organizational settings. This approach could clarify under what conditions and for whom humanity is most beneficial.

5.4.3.3 Practical Implications 
For practitioners, these findings suggest that simply encouraging humanity-related behaviours may not be sufficient to improve staff engagement in all settings.  Organizations should focus on creating supportive environments where humanity can be expressed freely and constructively, and where leaders who translate relational strengths into positive engagement are treasured (Gander et al., 2021).  Leadership development programs provide practical suggestion on how to engage staff with humanity.  Finally, engagement initiatives should be tailored to the specific cultural, team member characteristics and needs, recognizing that the pathways from humanity to engagement is varied.

5.4.3.4 Conclusion and Future Research
In summary, the non-significant relationship between humanity and staff engagement in this study highlights the complexity of translating character strengths into positive staff engagement.  Future research should adopt a more contextualized and multifaceted approach, examining when and how humanity contributes to engagement and considering the roles of team member preference, culture, and context.

5.4.4 H3d Result Discussion and Implication

The present study states that H3d is supported, which means Humanity has significant positive impact on Staff Well-being.  This is aligned with the previous literature the quantitative findings (Zhao et al., 2021).  Humanity—which encompasses kindness, love,—enables leaders to provide a good and psychologically safe working environment which is foundational staff well-being (Peterson & Seligman, 2004; Harzer & Ruch, 2015).

5.4.4.1 Alignment with Existing Literature
[bookmark: OLE_LINK50]This empirical research highlights that humanity-related strengths are robust predictors of multiple dimensions of employee well-being.  Zhao et al. (2021) also found that humanity was significantly correlated with subjective well-being, work well-being, and psychological well-being among Chinese employees, with the effect partially mediated by work-life balance.  These findings are echoed in Western samples, where kindness, love, and social intelligence are consistently linked to higher life satisfaction, lower stress, and greater psychological flourishing (Gander et al., 2021; Harzer & Ruch, 2015).  Intervention studies further demonstrate that leveraging humanity strengths in the workplace enhances job satisfaction, strengthens interpersonal relationships, and reduces burnout (Bolaji et al., 2024).

5.4.4.2 Theoretical Implications
This research results reinforced that humanity as a core virtue for flourishing individuals and teams (Peterson & Seligman, 2004). Humanity-related strengths support adaptive coping, resilience, and a sense of belonging—psychological resources that buffer against workplace stress and promote sustainable well-being (Harzer & Ruch, 2015; Gander et al., 2021). The mediating role of work-life balanced (Zhao et al., 2021) suggests that humanity not only enhances individual well-being but also facilitates positive spillover between work and home life, amplifying its benefits.

5.4.4.3 Practical Implications 
In practice, organizations could cultivate humanity-related strengths through human resources and leadership development initiatives.  This can include family friendly policies, training in empathy, active listening, and social intelligence, as well as creating opportunities for career and life coaching (Bolaji et al., 2024).  Leaders who model kindness and foster inclusive, reasonable and caring work environments help employees feel valued and supported, which in turn boosts well-being and retention (Harzer & Ruch, 2015; Gander et al., 2021).  Integrating humanity into recognition programs can further reinforce a culture of energized and happy work environment.

5.4.4.4 Conclusion and Future Research
In summary, the supported hypothesis underscores the central role of humanity in promoting staff well-being. By fostering humanity at both individual and organizational levels, companies can build more resilient, engaged, and teams with positive power.  Future research could explore how humanity interacts with other character strengths and organizational factors to further refine strategies for enhancing workplace well-being.

5.5 Character Strength Justice
The hypothesis H4 examines the impact of character strength Justice on various dependent variables: (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being. 

5.5.1. H4a Result Discussion and Implication
According to this study, H4a is supported.  This means Justice has significant positive impact on Leadership Quality and which is fully aligning with both the established literature and the quantitative findings.  Justice, as conceptualised in the VIA framework, encompasses fairness, teamwork, and leadership—qualities that underpin ethical, effective, and trustworthy leadership (Peterson & Seligman, 2004; Gander et al., 2020).  Leaders who demonstrate justice foster trust, respect, and attracts followers which are essential for leadership effectiveness (Shek & Yu, 2018).

5.5.1.1 Empirical Support for Justice in Leadership
Empirical research consistently demonstrates that justice-related strengths are robust predictors of leadership effectiveness. For example, Gander, Gaitzsch, and Ruch (2020) found that teams with higher average levels of fairness and teamwork not only reported greater leader – follower relationship but also higher performance.  Justice in leadership is closely linked to character-based behaviours, where fairness, ethical standards, and inclusive decision-making are central (Kiel, 2015; Shek & Yu, 2018).  Moreover, studies show that justice, as perceived by followers, enhances leaders’ credibility and the willingness of employees to go above and beyond their formal roles (Lau, 2010).

5.5.1.2 Theoretical Implications
These findings reinforce that justice as a foundational virtue in effective leadership (Peterson & Seligman, 2004).  Justice-related strengths support character-based leadership by enabling leaders to serve as ethical role models, manage the team, and encourage teamwork (Kiel, 2015).  The character-based leadership models both highlight that leaders who consistently apply fairness and teamwork principles are better equipped to navigate complex, multicultural, and dynamic organisational environments (Kiel, 2015; Shek & Yu, 2018).  

5.5.1.3 Practical Implications
From a practical perspective, organisations could help leaders alert the benefits of integrating justice-related strengths in their daily management and leading. Training programmes should emphasise fairness in decision-making, transparent communication, and inclusive team practices (Gander et al., 2020). Additionally, incorporating justice metrics into leadership assessments and performance appraisals can reinforce the value of ethical conduct and collaborative behaviours (Shek & Yu, 2018).  Leaders who model justice not only enhance team morale and engagement but also contribute to a culture of trust and long-term organisational resilience (Lau, 2010).

5.5.1.4 Conclusion and Future Research
To conclude, the supported hypothesis underscores the central role of justice in effective leadership.  By fostering justice at both individual and organisational levels, companies can build more ethical, respectful, and high-performing leadership teams.  Future research could explore how justice interacts with other character strengths and contextual factors to further refine leadership development focus and organisational outcomes.

5.5.2 H4b Result Discussion and Implication

This research indicates that H4b is supported, which means Justice has significant positive impact on Job Performance.  This is aligned with the previous literature and the quantitative results.  Justice, as conceptualised in the VIA framework, encompasses fairness, teamwork, and leadership—qualities that underpin ethical behaviour, trust, and effective collaboration in the workplace (Peterson & Seligman, 2004).  Leaders who demonstrate justice foster environments where individuals feel valued and treated with fairness, which is essential for sustaining high levels of job performance (Harzer et al., 2021).

5.5.2.1 Alignment with Existing Literature
Empirical studies consistently indicate that justice-related strengths are robust predictors of job performance across sectors and cultures (Harzer et al., 2021). For example, Sarwary et al. (2023) found a strong positive relationship between organizational justice and job performance, with correlation coefficients exceeding 0.78 for transactional and relational justice. Similarly, Sapkota (2021) reported significant positive associations between distributive, procedural, and interactional justice and job performance, indicating that all dimensions of justice contribute to better performance outcomes.  Meta-analytic evidence further supports these findings, showing that justice is a reliable predictor of both self-rated and supervisor-rated job performance (Mubashar & Harzer, 2023).

5.5.2.2 Theoretical Implications
The results of this study reinforce theoretical models in positive organizational setting that position justice as a core virtue for high-performing teams and organisations (Peterson & Seligman, 2004).  Justice-related strengths support psychological empowerment, motivation, and commitment, as employees who received fair treatment are more likely to go beyond formal requirements and demonstrate organisational citizenship behaviours (Sapkota, 2021).  Justice also serves as a buffer against deviant behaviour, contributing to a positive and productive workplace climate (Mubashar & Harzer, 2023).  These findings suggest that justice should be integrated into contemporary frameworks of job performance, alongside cognitive and personality factors (Harzer et al., 2021).

5.5.2.3 Practical Implications 
In practice, organisations should intentionally cultivate justice-related strengths through leadership development, HR policies, and organisational culture.  Training in fair decision-making, transparent communication, and inclusive team practices can reinforce justice at all levels (Sarwary et al., 2023).  Incorporating justice metrics into performance appraisals and recognition systems can further encourage ethical conduct and teamwork.  Leaders who model justice not only enhance individual and team performance but also contribute to lower turnover and higher employee engagement (Harzer et al., 2021; Mubashar & Harzer, 2023).

5.5.2.4 Conclusion and Future Research
In summary, the supported hypothesis underscores the critical role of justice in promoting job performance.  By fostering justice at both individual and organisational levels, companies can build more ethical, resilient, and high-performing teams.  Future research could explore how justice interacts with other character strengths and contextual variables to further enhance strategies for enhancing workplace performance.

5.5.3 H4c Result Discussion and Implication

Regarding H4c, it is not supported, which means justice has no significant impact on staff engagement.  It is different from literature, as the literature suggested that Justice has significant impact on Staff Engagement.  

5.5.3.1 Contradiction with Previous Literature

The finding that Character Strength Justice does not have a significant positive influence on staff engagement stands in contrast to a substantial body of previous research, which generally reports positive associations between justice-related strengths—such as fairness, teamwork, and ethical leadership—and employee engagement (Gander et al., 2020; Harzer et al., 2021; Saraswati & Lie, 2021). Many studies have found that distributive, procedural, and interactional justice are significantly related to higher levels of engagement, as fair treatment is thought to foster trust, motivation, and a sense of belonging among employees (Saraswati & Lie, 2021; Gander et al., 2020). This discrepancy suggests that the relationship between justice and engagement may be more context-dependent and complex than previously assumed.

Potential Contextual and Cultural Moderators
One possible explanation for this divergence is the role of contextual or cultural factors. The impact of justice on engagement may depend on organisational culture, leadership style, or the broader work environment (file.pdf; Saraswati & Lie, 2021). For instance, in organisations where fairness is not reinforced through policies or daily practices, the effect of individual justice strengths may be muted. Additionally, cultural differences in the value placed on justice-related behaviours or in the expectations of fairness could moderate their effect on staff engagement (Gander et al., 2020). Some research also indicates that organisational culture can moderate the relationship between justice and engagement, with stronger effects in cultures that emphasise inclusivity and transparency (Saraswati & Lie, 2021).

Measurement and Methodological Considerations
Another important consideration is measurement and methodology. Differences in how justice and engagement are operationalised—such as the use of self-report versus multi-source ratings, or the specific scales and items employed—can influence findings (Gander et al., 2020). It is possible that the present study’s measures did not fully capture the behavioural or emotional aspects of justice most relevant to engagement, or that the sample characteristics (e.g., industry, job role, or stress level) limited the generalisability of the results. Furthermore, some studies suggest that the relationship between justice and engagement may be indirect, mediated by factors such as job satisfaction or trust in leadership (Harzer et al., 2021; Saraswati & Lie, 2021).

5.5.3.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that justice universally enhances staff engagement and highlights the need for more nuanced theoretical models. Future research should consider potential moderators such as organisational climate, leadership support, and cultural context, as well as mediators like job satisfaction or psychological safety (Harzer et al., 2021; Saraswati & Lie, 2021). It may also be valuable to distinguish between different types of justice—distributive, procedural, and interactional—and their unique effects on engagement in various organisational settings (Gander et al., 2020).

5.5.3.3 Practical Implications 
For practitioners, these findings suggest that simply promoting justice-related behaviours may not be sufficient to improve staff engagement in all settings. Organisations should focus on creating supportive environments where justice can be expressed consistently and constructively, and where employees have access to resources that help translate fairness into positive outcomes (Gander et al., 2020). Leadership development programmes should integrate training on transparent decision-making, inclusive communication, and psychological safety in addition to promoting justice. Finally, engagement initiatives should be tailored to the specific cultural and organisational context, recognising that the pathways from justice to engagement may vary.

5.5.3.4 Conclusion and Future Research
In summary, the non-significant relationship between justice and staff engagement in this study highlights the complexity of translating character strengths into positive workplace outcomes. Future research should adopt a more contextualised and multifaceted approach, examining when and how justice contributes to engagement and considering the roles of culture, context, and mediating processes.

5.5.4 H4d Result Discussion and Implication
The current study does Not support H4d, which means Justice has no significant positive impact on Staff Well-being.  The result is different from literature which generally reports positive associations between justice-related strengths—such as fairness, teamwork, and ethical leadership—and employee well-being (Zhao et al., 2021; Gander et al., 2020)

5.5.4.1 Contradiction with Previous Literature
Numerous studies have found that justice, whether conceptualised as distributive, procedural, or interactional, is significantly related to higher levels of subjective, work, and psychological well-being (Zhao et al., 2021; Mays et al., 2007; Daniels et al., 2017).  For example, Zhao et al. (2021) demonstrated that justice was among the character strengths most strongly associated with all three dimensions of employee well-being in Chinese samples.  Similarly, meta-analytic and cross-national studies have found that perceived fairness and justice in the workplace are linked to reduced stress, greater work satisfaction, and lower risk of burnout (Daniels et al., 2017; Di Martino & Prilleltensky, 2020).

One possible explanation for this divergence is the influence of contextual or cultural factors.  The impact of justice on well-being may depend on the broader organisational environment, cultural understanding and attitudes toward fairness and authority (Gander et al., 2020).  In some contexts, justice-related behaviours may not be recognised or rewarded, or may even be perceived as less relevant if other organisational values (such as efficiency or hierarchy) dominate.  For example, in highly competitive or rapidly changing organisations may limited the positive impact of justice on well-being (Daniels et al., 2017).  Additionally, cross-cultural studies suggest that the value placed on justice and the ways it is expressed can vary significantly, moderating its effect on well-being outcomes (Zhao et al., 2021).

Another important consideration is measurement and methodology.  Differences in how justice and well-being are operationalised—such as the use of self-report versus observer ratings, or the specific scales and items employed—can influence findings (Gander et al., 2020).  It is possible that the present study’s measures did not fully capture the behavioural or emotional aspects of justice most relevant to well-being, or that the sample characteristics (e.g., industry, job role, or understanding towards justice and well-being) limited the generalisability of the results.  Furthermore, as some research suggests, the relationship between justice and well-being may be indirect, mediated by factors such as social norms, education background, or mattering (Zhao et al., 2021; Prilleltensky, 2020; Kachel et al., 2021).

5.5.4.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that justice universally enhances staff well-being and highlights the need for more nuanced theoretical models.  Future research should consider potential moderators such as social norms, education background, industry, job role, and cultural context (Di Martino & Prilleltensky, 2020; Gander et al., 2020; Kachel et al., 2021).  It may also be valuable to distinguish between different types of justice—distributive, procedural, and interactional—and their unique effects on well-being in various organisational settings.  This approach could clarify under what conditions and for whom justice is most beneficial.

5.5.4.3 Practical Implications 
For practical concern, these findings suggest that simply promoting justice-related behaviours may not be sufficient to improve staff well-being in all settings.  Organisations should focus on creating supportive environments where justice can be expressed consistently and constructively, and where leaders have access to resources that help translate fairness into positive outcomes (Daniels et al., 2017).  Leadership development programmes should include sections to discuss the impact of justice on staff well-being with real life examples. Finally, well-being initiatives should be tailored to the specific cultural and organisational context, recognising that the pathways from justice to well-being may vary.

5.5.4.4 Conclusion and Future Research
In summary, the non-significant relationship between justice and staff well-being in this study highlights the complexity of translating character strengths into positive workplace outcomes.  Future research should adopt a more contextualised and multifaceted approach, examining when and how justice contributes to which category of staff well-being and considering the roles of culture, context, and mediating processes.

5.6 Character Strength Temperance
	
The hypothesis H5 examines the impact of character strength Temperance on various dependent variables:  (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being. 

5.6.1. H5a Result Discussion and Implication
The present study confirms that H5a is supported, which means Temperance has a significant positive influence on Leadership Quality, fully aligning with both the quantitative findings and the established literature.  Temperance as conceptualised in the VIA framework, encompasses self-control, humility, prudence, and forgiveness—qualities that underpin ethical, balanced, and trustworthy leadership (Peterson & Seligman, 2004; Tangen, 2015).  Leaders who demonstrate temperance are able to regulate their emotions, make thoughtful decisions, and foster environments of stability and trust, which are essential for effective leadership.

5.6.1.1 Alignment with Previous Research
Empirical research consistently demonstrates that temperance-related strengths are robust predictors of leadership effectiveness and resilience.  For instance, Kun & Répáczki, (2025) found that temperance was one of the predictors of resilience in leaders.  Wiltshire (2011) further argues that temperate leaders are level-headed, self-disciplined, and able to manage stress constructively, which enhances their credibility and ability in leading others. Such leaders are less likely to react impulsively and more likely to resolve conflicts thoughtfully, contributing to reliable leadership.

5.6.1.2 Theoretical Implications
The findings reinforce that temperance is a core virtue in Leadership Models for effective leadership (Peterson & Seligman, 2004; Tangen, 2015).  Temperance supports character-based leadership by enabling leaders to exercise sound judgment, resist destructive impulses, and act with humility and patience (Wiltshire, 2011).; Kiel, 2015). This virtue is also central to character-based leadership and situational leadership models, which emphasise the importance of self-regulation, emotional intelligence, and the ability to foster growth in others (Kiel 2015; Tangen, 2015).  The integration of temperance into leadership frameworks highlights its role in promoting trust, stability, and long-term organisational health.

5.6.1.3 Practical Implications
From a practical perspective, organisations should intentionally cultivate temperance-related strengths in their leadership development initiatives.  Training programmes should focus on self-regulation, stress management, and reflective decision-making (Wiltshire, 2011).  Leaders can be encouraged to practice humility, patience, and sensible forgiveness, especially in high-pressure or conflict situations.  Incorporating temperance metrics into leadership assessments and performance appraisals can reinforce the value of balanced and ethical conduct.  By modelling temperance, leaders not only enhance their own effectiveness but also contribute to a culture of moderation, trust, and resilience across the organisation (Tangen, 2015).

5.6.1.4 Conclusion and Future Research
In summary, the supported hypothesis underscores the central role of temperance in effective leadership.  By fostering temperance at both individual and organisational levels, companies can build more ethical, resilient, and high-performing leadership teams. Future research should explore how temperance interacts with other character strengths and contextual factors to further refine leadership development strategies and organisational outcomes.

5.6.2 H5b Result Discussion and Implication
This study found that H5b is Not supported, which means Temperance has no significant impact on Job Performance.  It is different from substantial body of previous research, which generally reports positive associations between temperance-related strengths—such as self-control, prudence, humility, and forgiveness—and workplace performance (Gander, Gaitzsch, & Ruch, 2020; Mubashar & Harzer, 2023).

5.6.2.1 Divergent from Previous Literature
Prior studies have shown that temperance supports effective self-regulation, ethical decision-making, and the ability to manage stress, all of which are theorised to contribute to higher job performance (Peterson & Seligman, 2004; Harzer & Ruch, 2015).  For example, Gander et al. (2020) found that teams with higher average levels of prudence and fairness demonstrated higher teamwork quality and performance.  This discrepancy suggests that the relationship between temperance and job performance may be more complex and context-dependent than previously assumed.

One possible explanation for the divergent result is the conceptual ambiguity and measurement challenges associated with temperance.  Recent research has noted that temperance, as a construct, can be difficult to define and operationalise consistently across studies and organisational contexts (Reiche et al., 2024).  While temperance includes observable behaviours like self-control and prudence, these may manifest differently depending on job roles, leadership styles, organisational culture, and situational demands (Cardona et al., 2024).  The present study’s measurement tools may not fully capture the behavioural aspects of temperance most relevant to job performance, or the sample respondents may not see temperance is a common factor for success.  All of these will underestimate the direct effect of temperance on performance (Reiche et al., 2024).

Another probable factor is contextual issue.  In environments that value rapid decision-making, assertiveness, or risk-taking, temperance-related behaviours such as restraint and cautiousness might be perceived as indecision or lack of initiative, thereby limiting their positive impact on performance (Gander et al., 2020). Conversely, in roles that demand high ethical standards, confidentiality, or conflict resolution, temperance may play a more pronounced role in supporting performance outcomes. This context-sensitivity highlights the need for more nuanced models that account for when and where temperance is most beneficial.

5.6.2.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that temperance universally enhances job performance and underscores the importance of context, measurement, and mediation in theoretical models.  Future research should explore potential moderators such as job type, organisational culture, and leadership style (Gander et al., 2020; Liu et al., 2022).  It may also be valuable to distinguish between different facets of temperance—such as self-control versus humility—and their unique effects on performance in various organisational settings.

5.6.2.3 Practical Implications 
In practical terms, these findings suggest that simply promoting temperance-related behaviours may not be sufficient to improve job performance in all contexts.  Organisations should focus on aligning temperance development with job requirements and organisational values and consider integrating temperance training with other strengths (Gander et al., 2020).  Leadership development programmes should be tailored to the specific demands of different roles, recognising that the pathways from temperance to performance may vary.

5.6.2.4 Conclusion and Future Research
In summary, the non-significant relationship between temperance and job performance in this study highlights the complexity of translating character strengths into workplace outcomes.  Future research should adopt a more contextualised and multifaceted approach, examining when and how temperance contributes to performance and considering the roles of context, measurement, and mediating processes.

5.6.3 H5c Result Discussion and Implication
The present study confirms that H5c is supported, which means Temperance has a significant positive influence on staff engagement, fully aligning with both the quantitative findings and established literature.  Temperance—which includes self-control, prudence, humility, and forgiveness—enables employees to manage impulses, maintain professionalism, and navigate workplace challenges with composure, all of which are crucial for sustained engagement (Peterson & Seligman, 2004).

5.6.3.1 Alignment with Existing Literature
Empirical research consistently demonstrates that temperance-related strengths are robust predictors of engagement and positive workplace outcomes. Gander, Gaitzsch, and Ruch (2020) found that teams with higher average levels of prudence and fairness reported greater teamwork quality and satisfaction, both of which are closely linked to engagement. Additional studies highlight that temperance contributes to person–organization fit and enhances employees’ ability to align personal values with organisational expectations, further promoting engagement (Sharma & Jain, 2023).  Temperance also acts as a partial mediator between mindfulness and person–organization fit, suggesting that self-regulation and prudence help employees adapt to their work environment and remain engaged (Sharma & Jain, 2023).

5.6.3.2 Theoretical Implications
These findings reinforce temperance is a core virtue in engagement models (Peterson & Seligman, 2004; Gander et al., 2020).  An emotionally stable leader enabling employees to remain focused and committed even in the face of stress or adversity.  The virtue’s emphasis on self-control and humility also fosters respectful communication and conflict resolution, both of which are essential for maintaining high staff engagement (Gander et al., 2020).

5.6.3.3 Practical Implications 
From a practical perspective, organisations should intentionally cultivate temperance-related strengths through targeted training and leadership development initiatives.  This can include workshops on self-regulation, stress management, and reflective decision-making, as well as mentoring programmes that encourage humility and sensible forgiveness (Gander et al., 2020).  Leaders who model temperance create environments where employees feel safe to express themselves and are more likely to remain engaged. Incorporating temperance into performance appraisals and recognition systems can further reinforce its value and encourage a culture of professionalism and resilience (Gander, Gaitzsch, & Ruch, 2020).

5.6.3.4 Conclusion and Future Research
In summary, the supported hypothesis underscores the central role of temperance in promoting staff engagement.  By fostering temperance at both individual and organisational levels, companies can build more resilient, engaged, and high-performing teams.  Future research should explore how temperance interacts with other character strengths and contextual factors to further refine strategies for enhancing workplace engagement.

5.6.4 H5d Result Discussion and Implication

Based on the result of this study, H5d is Not supported, which means Temperance has no significant positive impact on Staff Well-being.  The findings is a surprise as it contracts with  prior  literature.  

5.6.4.1 Contradiction with Previous Literature
Boarder research generally reports positive associations between temperance-related strengths—such as self-control, prudence, humility, and forgiveness—and various aspects of employee well-being (Gander et al., 2020; Sharma & Jain, 2023). Prior studies have shown that temperance supports emotional regulation, stress management, and adaptive coping, all theorised to foster psychological well-being, same as job satisfaction, and engagement (Peterson & Seligman, 2004; Hendriks et al., 2020).  For example, Hendriks et al. (2020) found that temperance in leaders was positively associated with subordinates’ job satisfaction, work engagement, and affective well-being, with trust in the leader acting as a key mediator.  These findings suggest that the relationship between temperance and well-being may be more context-dependent and complex than previously assumed.

One possible explanation for the divergence is the influence of contextual or cultural factors.  The impact of temperance on well-being may depend on organisational culture, leadership style, staff background and broader social norms (Gander et al., 2020).  In environments where self-control and prudence are not valued or are overshadowed by traits such as assertiveness or innovation, temperance-related behaviours may not be recognised or rewarded, thereby limiting their positive impact on well-being.  Additionally, cultural differences in the expression and appreciation of temperance could moderate its effect on well-being, as seen in cross-national studies of character strengths (Sharma & Jain, 2023). For example, in highly competitive or fast-paced organisations, restraint and humility may be perceived as weaknesses rather than strengths, reducing their influence on well-being (Hendriks et al., 2020).

Another important consideration is measurement and methodology. Differences in how temperance and well-being are operationalised—such as the use of self-report versus supervisor ratings, or the specific scales and items employed—can influence findings (Gander et al., 2020). It is possible that the present study’s measures did not fully capture the behavioural or emotional aspects of temperance most relevant to well-being, or that the sample characteristics (e.g., industry, job role, or education background and personality) limited the generalisability of the results.  Furthermore, as some research suggests, the relationship between temperance and well-being may be indirect, mediated by factors such as person–organisation fit, mindfulness, or trust in leadership (Hendriks et al., 2020; Sharma & Jain, 2023).

5.6.4.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that temperance universally enhances staff well-being and highlights the need for more nuanced theoretical models.  Future research should consider potential moderators such as organisational climate, leadership support, and cultural context, as well as mediators like person–organisation fit and trust (Hendriks et al., 2020; Sharma & Jain, 2023).  It may also be valuable to distinguish between different facets of temperance—such as self-control versus humility—and their unique effects on well-being in various organisational settings.

5.6.4.3 Practical Implications 
In practice, these findings suggest that simply promoting temperance-related behaviours may not be sufficient to improve staff well-being in all contexts.  Organisations should focus on creating supportive environments where temperance can be expressed constructively, and where employees have access to resources that help translate self-regulation and prudence into positive outcomes (Gander et al., 2020).  Leadership development programmes should integrate training on psychological safety, emotional intelligence, and adaptive coping in addition to promoting temperance.  Finally, well-being initiatives should be tailored to the specific cultural and organisational context, recognising that the pathways from temperance to well-being may vary.

5.6.4.4 Conclusion and Future Research
In summary, the non-significant relationship between temperance and staff well-being in this study highlights the complexity of translating character strengths into positive workplace outcomes. Future research should adopt a more contextualised and multifaceted approach, examining when and how temperance contributes to well-being and considering the roles of culture, context, and mediating processes.

5.7 Character Strength Transcendence
The hypothesis H6 examines the impact of character strength Transcendence on various dependent variables: (a) Leadership Quality; (b) Job Performance; (c) Staff Engagement; and (d) Well-being.  Surprisingly, in this research, all H6 hypotheses are Not supported!

5.7.1. H6a Result Discussion and Implication

Based on the results, H6a is not supported, which means Transcendence has No significant positive impact on Leadership Quality.  It is contradicted from wide body of leadership literature, which generally reports positive associations between transcendence-related strengths—such as hope, gratitude, appreciation of beauty, humour, and spirituality—and effective leadership (Peterson & Seligman, 2004; Sosik & Cameron, 2010; file.pdf).

5.7.1.1 Contradict with Previous Literature
Previous studies and theoretical frameworks suggest that transcendence enables leaders to inspire vision, foster meaning, and cultivate optimism and resilience in themselves and their teams (Sosik & Cameron, 2010; Reave, 2005).  For example, transcendence has been linked with transformational and authentic leadership, which emphasise visionary thinking, purpose, and the ability to unite people around a higher cause (Sosik & Cameron, 2010; Reave, 2005).  This discrepancy suggests that the relationship between transcendence and leadership quality may be more culture and context-dependent or complex than previously assumed.
One possible explanation for the divergent result is the role of contextual and organisational factors.  The impact of transcendence on leadership quality may depend on the organisational culture, or the degree to which transcendence is valued and recognised within the workplace (Lopez-Palomino & Mendoza-Gómez, 2022).  In environments where strategic planning, operational efficiency, or technical expertise are prioritised over visionary or purpose-driven leadership, transcendence-related strengths may be underutilised or even seen as irrelevant (SIGMA Assessment Systems, 2024).  Furthermore, cultural attitudes towards spirituality, gratitude, or hope may influence how these qualities are expressed and perceived in leaders, potentially moderating their effect on leadership quality (Reave, 2005).

Another important consideration is measurement and methodology.  Differences in how transcendence and leadership quality are operationalised—such as the use of self-report versus multi-source ratings, or the specific scales and items employed—can influence findings (Lopez-Palomino & Mendoza-Gómez, 2022).  It is possible that the present study’s measures did not fully capture the behavioural or motivational aspects of transcendence most relevant to leadership, or that the sample characteristics (e.g., industry, organisational level, or cultural background) limited the generalisability of the results. Additionally, transcendence may exert its influence on leadership quality indirectly, through mediators such as team dynamic, or organisational vision, rather than directly (Sosik & Cameron, 2010; Stebbins, 2024).

5.7.1.2 Theoretical Implications

The absence of a significant relationship in this study challenges the assumption that transcendence universally enhances leadership quality and highlights the need for more nuanced theoretical models. Future research should consider potential moderators such as organisational climate, leadership practices, and cultural context, as well as mediators like meaning-making and team cohesion (Lopez-Palomino & Mendoza-Gómez, 2022; Sosik & Cameron, 2010). It may also be valuable to distinguish between different facets of transcendence—such as hope versus humour—and their unique effects on leadership in various organisational settings.  This approach could clarify under what conditions and for whom transcendence is most beneficial.

5.7.1.3 Practical Implications
For practitioners, these findings suggest that simply promoting transcendence-related strengths may not be sufficient to improve leadership quality in all contexts.  Organisations should introduce the value of transcendence and encourage to connect related leadership actions to a broader purpose (SIGMA Assessment Systems, 2024).  Leadership development programmes could inspire visionary thinking, gratitude, and meaning making alongside traditional competencies.  Finally, leadership assessment and selection should be sensitive to the cultural and organisational context, recognising that the pathways from transcendence to leadership quality may vary.

5.7.1.4 Conclusion and Future Research
In summary, the non-significant relationship between transcendence and leadership quality in this study highlights the complexity of translating character strengths into effective leadership.  Future research should adopt a more contextualised and multifaceted approach, examining when and how transcendence contributes to leadership quality and considering the roles of culture, context, higher purpose and mediating processes.

5.7.2 H6b Result Discussion and Implication
According to the result of this study, H6b is not supported.  This meaning that transcendence Transcendance does not have a significant positive influence on Job Performance.  This finding stands in contrast to previous research (Kumar, 2025), which generally reports positive associations between transcendence-related strengths—such as hope, gratitude, humor, and spirituality—and various dimensions of work performance (Harzer & Ruch, 2015; Obiora et al., 2023; Peterson & Seligman, 2004).

5.7.2.1 Contradiction with Previous Literature
Prior studies have found that transcendence supports tolerance, understanding, and resilience, which are theorized to foster contextual, task, and adaptive performance (Obiora et al., 2023).  For example, Obiora et al. (2023) reported strong positive correlations between transcendence and employee performance in hospitality settings.  This discrepancy suggests that the relationship between transcendence and job performance may be more nuanced and context-dependent than previously assumed.

One possible explanation for this divergence is the influence of contextual and cultural factors.  The impact of transcendence on job performance may depend on the broader organisational environment, senior management’s vision, and cultural attitudes toward transcendence-related behaviours (Harzer & Ruch, 2015).  In some contexts, transcendence strengths such as spirituality or humour may not be recognised or rewarded or could even be perceived as irrelevant or distracting from core job tasks and results.  For example, in highly technical or target-driven environments, practical strengths like perseverance or teamwork may be valued more than transcendence, limiting its observable effect on performance (Obiora et al., 2023).  Additionally, cross-cultural studies suggest that the value placed on transcendence and its workplace expression can vary significantly, moderating its effect on job outcomes (Obiora et al., 2023).

Another important consideration is measurement and methodology. Differences in how transcendence and job performance are operationalised—such as the use of self-report versus supervisor ratings, or the specific scales and items employed—can influence findings (Harzer & Ruch, 2015).  It is possible that the present study’s measures did not fully capture the behavioural or motivational aspects of transcendence most relevant to performance, or that the sample characteristics (e.g., industry, or management expectation) limited the generalisability of the results.  Furthermore, as some research suggests, the relationship between transcendence and job performance may be indirect, mediated by factors such as organisation’s mission, values and beliefs and management team’s attitude towards this character strength (Harzer & Ruch, 2015; Obiora et al., 2023).

5.7.2.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that transcendence universally enhances job performance and highlights the need for more nuanced theoretical models.  Future research should consider potential moderators such as organisation’s mission, values and beliefs and management team’s attitude towards transcendence, as well as cultural context (Harzer & Ruch, 2015; Obiora et al., 2023).  It may also be valuable to distinguish between different facets of transcendence—such as hope, humour, or spirituality—and their unique effects on performance in various organisational settings. This approach could clarify under what conditions and for whom transcendence is most beneficial.

5.7.2.3 Practical Implications 		
For practical concern, these findings suggest that simply promoting transcendence-related strengths may not be sufficient to improve job performance in all contexts.  Organisations should have a clear vision, mission and value, and have sharp understanding on the value of transcendence.  Only when the management has a clear stand on promoting the virtue of transcendence, the leadership team will be able to leverage the benefit of this character strength to bring desirable performance outcome.   With this determination, HR can develop leaders on meaning-making, gratitude, and optimism alongside traditional competencies.  Besides, performance management systems should be sensitive to the cultural and organisational context, recognising that the pathways from transcendence to job performance may vary.

5.7.2.4 Conclusion and Future Research
In summary, the non-significant relationship between transcendence and job performance in this study highlights the complexity of translating character strengths into workplace outcomes. Future research should adopt a more contextualised and multifaceted approach, examining when and how transcendence contributes to job performance and considering the positioning of management, availability of company vision and mission, existence of noble values, as well as culture, context, and mediating processes.

5.7.3 H6c Result Discussion and Implication
Based on the result, H6c is not supported, which means Transcendence has No significant positive impact on Staff Engagement.  It is different from the prior literature, as the literature suggested that transcendence has significant impact on staff well-being.  

5.7.3.1 Contradiction with Previous Literature

Prior studies have shown that transcendence supports meaning-making, optimism, and resilience, which are theorised to foster higher engagement, and job satisfaction (Zhao et al., 2021; Gander et al., 2020).  For example, hope and zest have been consistently linked to work engagement and thriving (Harzer & Ruch, 2015; Kachel et al., 2021). This discrepancy suggests that the relationship between transcendence and staff engagement may be more context-dependent and complex than previously assumed.

One possible explanation for the divergent result is the influence of contextual and organisational factors.  The impact of transcendence on engagement may depend on organisational culture, leadership style, and the broader work environment (Gander et al., 2020; Zhao et al., 2021).  In some contexts, transcendence strengths such as gratitude or spirituality may not be recognised or rewarded or may even be perceived as irrelevant or distracting from core work tasks.  For example, in highly technical or target-driven environments, practical strengths like perseverance or teamwork may be valued more than transcendence, limiting its observable effect on engagement (Gander et al., 2020). Additionally, cultural attitudes toward spirituality, humour, or hope may influence how these qualities are expressed and perceived, potentially moderating their effect on engagement (Zhao et al., 2021).

Another important consideration is measurement and methodology. Differences in how transcendence and engagement are operationalised—such as the use of self-report versus supervisor ratings, or the specific scales and items employed—can influence findings (Harzer & Ruch, 2015; Gander et al., 2020).  It is possible that the present study’s measures did not fully capture the behavioural or motivational aspects of transcendence most relevant to engagement, or that the sample characteristics (e.g., industry, job role, or management attitude towards transcendence) limited the generalisability of the results.  Furthermore, as some research suggests, the relationship between transcendence and engagement may be indirect, mediated by factors such as organisation’s mission, values and beliefs, management team’s attitude towards this character strength, culture, and context (Kachel et al., 2021).

5.7.3.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that transcendence universally enhances staff engagement and highlights the need for more nuanced theoretical models. Future research should consider potential moderators such as organisational values and beliefs, leadership support, and cultural context, as well as mediators like meaning making (Gander et al., 2020; Zhao et al., 2021).  It may also be valuable to distinguish between different facets of transcendence—such as hope, humour, or spirituality—and their unique effects on engagement in various organisational settings.  This approach could clarify under what conditions and for whom transcendence is most beneficial.

5.7.3.3 Practical Implications 
For practitioners, these findings suggest that simply promoting transcendence-related strengths may not be sufficient to improve staff engagement in all contexts.  Organisations should focus on creating supportive environments where transcendence can be expressed constructively and where employees have opportunities to connect their work to a broader sense of purpose (Harzer & Ruch, 2015).  Leadership development and HR programmes could integrate training on meaning-making, gratitude, and positive thinking alongside traditional competencies, and engagement initiatives should be sensitive to the cultural and organisational context, recognising that the pathways from transcendence to engagement may vary.

5.7.3.4 Conclusion and Future Research
In summary, the non-significant relationship between transcendence and staff engagement in this study highlights the complexity of translating character strengths into workplace outcomes.  Future research should adopt a more contextualised and multifaceted approach, examining when and how transcendence contributes to engagement and considering the roles of culture, context, and mediating processes.

5.7.4 H6d Result Discussion and Implication 

According to the findings of this research, H6d is Not supported.  The result suggests that Transcendence does Not have a significant positive influence on Staff Well-being.   This result stands in contrast to prior research, which generally reports positive associations between transcendence-related strengths—such as hope, gratitude, humour, and spirituality—and various aspects of well-being (Niederwemmer, 2024; Zhao et al., 2021; Kachel et al., 2021; Wang & Wang, 2016).

5.7.4.1 Contradiction with Previous Literature
Previous studies have shown that transcendence supports meaning-making, optimism, and resilience, which are theorised to foster higher life satisfaction, psychological well-being, and work engagement (Niederwemmer, 2024; Zhao et al., 2021; Wang & Wang, 2016).  For example, Zhao et al. (2021) found significant positive correlations between transcendence and subjective, work, and psychological well-being among Chinese employees, while Niederwemmer (2024) demonstrated that transcendence moderated the relationship between gym participation and mental health, with higher transcendence linked to greater well-being. This discrepancy suggests that the relationship between transcendence and staff well-being may be more nuanced and context-dependent than previously assumed.

One possible explanation for this divergence is the influence of contextual and cultural factors. The impact of transcendence on well-being may depend on the broader organisational values and beliefs, management attitude towards transcendence , and cultural attitudes toward transcendence-related behaviours (Kachel et al., 2021; Zhao et al., 2021; Niederwemmer, 2024).  In some workplaces, transcendence strengths such as spirituality or humour may not be recognised or rewarded or may even be perceived as irrelevant or distracting from core work tasks. For example, in highly technical or results-driven environments, practical strengths like perseverance or teamwork may be valued more than transcendence, limiting its observable effect on well-being.  Additionally, cross-cultural studies suggest that the value placed on transcendence and its workplace expression can vary significantly, moderating its effect on well-being outcomes (Zhao et al., 2021; Niederwemmer, 2024).

Another important consideration is measurement and methodology. Differences in how transcendence and well-being are operationalised—such as the use of self-report versus supervisor ratings, or the specific scales and items employed—can influence findings (Kachel et al., 2021; Wang & Wang, 2016).  It is possible that the present study’s measures did not fully capture the behavioural or motivational aspects of transcendence most relevant to well-being, or that the sample characteristics (e.g., industry, job role) limited the generalisability of the results. Furthermore, as some research suggests, the relationship between transcendence and well-being may be indirect, mediated by factors such as meaning at work, work-life balance, or psychological safety (Zhao et al., 2021; Niederwemmer, 2024).

5.7.4.2 Theoretical Implications
The absence of a significant relationship in this study challenges the assumption that transcendence universally enhances staff well-being and highlights the need for more nuanced theoretical models.  Future research should consider potential moderators such as organisational climate, leadership support, and cultural context, as well as mediators like meaning-making, work-life balance, or psychological safety (Niederwemmer, 2024; Zhao et al., 2021; Kachel et al., 2021).  It may also be valuable to distinguish between different facets of transcendence—such as hope, humour, or spirituality—and their unique effects on well-being in various organisational settings. This approach could clarify under what conditions and for whom transcendence is most beneficial.

5.7.4.3 Practical Implications 
In practical point of view, these findings suggest that simply promoting transcendence-related strengths may not be sufficient to improve staff well-being in all contexts.  Organisations could encourage practicing the virtue of transcendence with rewards and giving leaders a broader sense of purpose (Kachel et al., 2021).  Leadership development and HR programmes could integrate training on meaning-making, gratitude, and positive thinking alongside traditional competencies, and well-being initiatives should be sensitive to the cultural and organisational context, recognising that the pathways from transcendence to well-being may vary.

5.7.4.4 Conclusion and Future Research
In summary, the non-significant relationship between transcendence and staff well-being in this study highlights the complexity of translating character strengths into positive workplace outcomes. Future research should adopt a more contextualised and multifaceted approach, examining when and how transcendence contributes to well-being and considering the roles of culture, context, and mediating processes.

5.8 More Discussion on the Regression Result
Character strengths have become a central focus in organizational psychology due to their demonstrated influence on a range of workplace outcomes, including leadership quality, job performance, staff engagement, and well-being. Recent research underscores that not all strengths exert uniform effects across these domains; rather, their impact is context-dependent and often domain-specific (Peterson & Seligman, 2004).   For example, strengths such as courage and justice are particularly salient for leadership effectiveness, while wisdom and justice are more closely linked to job performance. Understanding these nuanced relationships enables organizations to design more targeted interventions that foster both individual and organizational success (Harzer, Gander, & Ruch, 2021).

Table 26: Result Summary of Regression – Beta ( β )
	Character Strength
	Leadership Quality (LQ)
	Job Performance
(JP)
	Staff Engagement
(SE)
	Staff Well-being
(WB)

	Wisdom
	--
	 β.273
	β.232
	--

	Courage
	β.251
	--
	β.289
	--

	Humanity
	β.178
	--
	--
	β.266

	Justice

	β.247
	β.249
	--
	--

	Temperance 
	β.177
	--
	β.204
	--

	Transcendence
	--
	--
	--
	--



[bookmark: OLE_LINK51]In terms of leadership quality (LQ), character strengths Courage with β =.251 has the biggest impact, follow by Justice with β = .247, then Humanity β = .178, and Temperance β =.177. This implies that if a company or a leader wants to enhance the leadership quality i.e. to be perceived as a good leader with good managerial and leadership skills in their staff’s eyes, they need to cultivate the character strengths of courage, humanity, justice and temperance.   

In regarding to job performance (JP), character strengths Wisdom with β =.273 has the biggest impact, follow by Justice with β = .249.  This implies that if a company or a leader wants to increase the job performance, including the staff performance, leader’s performance and the team performance, they need to cultivate the character strengths of wisdom, and justice. 

For staff engagement (SE), character strengths Wisdom with β =.289 has the biggest impact, follow by Courage with β = .232, then Temperance β = .204  This implies that if a company or a leader wants to strengthen the staff engagement, particularly leader and follower relationship and staff morale, they need to work on the character strengths of courage, and temperance. 

Regarding staff well-being (WB), only character strengths Temperance with β =.266 has impact.  This implies that if a company or a leader wants to increase the well-being, they need to manage their temperance. 

5.8.1 Theoretical Implication
Above findings on regression affirming that character strengths are not universally beneficial in all contexts but instead display domain-specific efficacy.  For instance, the strong association between wisdom and job performance supports theoretical models that emphasize the role of cognitive strengths in adaptive problem-solving and decision-making (Peterson & Seligman, 2004).  Conversely, temperance’s unique link to well-being highlights the importance of emotional regulation and self-management, resonating with self-determination theory and contemporary models of workplace flourishing (Grossmann, Brienza, & Bobocel, 2018).  This evidence challenges one-size-fits-all approaches to strengths development, advocating for more nuanced frameworks that account for the specific demands of different organizational roles (Harzer et al., 2021).

5.8.2 Practical Implication
From a practical perspective, these insights suggest that organizations should move beyond generic strengths-based initiatives and instead implement targeted programs that align specific strengths with relevant workplace outcomes.  For example, leadership development should focus on cultivating courage and justice to promote ethical decision-making and trust, while training for research and development teams might emphasize wisdom to enhance innovation and adaptability (Harzer et al., 2021).  Additionally, well-being programs should integrate temperance-building activities such as mindfulness and stress management to mitigate burnout and foster resilience.  By aligning strengths development with strategic organizational goals, companies can maximize the return on investment in their human capital (Gander, Gaitzsch, & Ruch, 2020).



5.9 Analysis of Leadership Character Differences in Asian Context: Insights from the Response Statistics and Qualitative Verbatim Data
This analysis examines qualitative verbatim responses of this study.  The result of the data reveals significant cultural distinctions in leadership approaches, with 87% of respondents acknowledging substantial differences between Asian and Western leadership styles (Chuah, 2024). The findings illuminate critical patterns in authority structures, communication preferences, management approaches, and cultural influences that shape leadership effectiveness across different organizational contexts in Asia.
5.9.1 Thematic Analysis of Verbatim Responses
5.9.1.1 Authority and Hierarchical Structures
The verbatim responses reveal a prominent theme regarding the heightened emphasis on authority and hierarchical respect in Asian leadership contexts.  Respondents consistently highlighted that “Asian: high authority & need respect” and noted “Culture nuance like respect for senior is one of the different in Asia” (Dorfman & Howell, 1988; Hofstede, 1980). This pattern aligns with Hofstede’s Power Distance Index (PDI), which identifies Asian societies such as China (PDI = 80), Malaysia (PDI = 104), and Singapore (PDI = 74) as having strong hierarchical orientations (Hofstede, 1980; House et al., 2004). The emphasis on authority reflects cultural values prioritizing social harmony and organizational stability through clearly defined roles, as observed in paternalistic leadership models where leaders assume a “fatherly” role (Chen & Tjosvold, 2007; Pellegrini & Scandura, 2008).
5.9.1.2 Communication and Recognition Patterns
A significant theme emerging from the data concerns distinctive communication styles and recognition practices. Respondents noted that “Asian bosses generally give lesser accomplishments face to face” and “Chinese people focus on criticizing in performance review and no appreciation” (Chen et al., 2020; Kabasakal & Bodur, 2004). This contrasts with Western approaches characterized by “open communication” and frequent appreciation (Tjosvold et al., 2014).  The indirect communication style in Asian contexts may stem from high power distance, where subordinates avoid challenging authority figures (House et al., 2004).  Conversely, Western leaders’ emphasis on recognition aligns with low-PDI cultures that prioritize egalitarian feedback (Dorfman & Howell, 1988).
5.9.1.3 Management Approaches and Operational Styles
The data highlights distinct management methodologies, with Asian contexts favouring “result-oriented” and “micro-management” approaches (Mansur et al., 2017).  Respondents described Western styles as “freer and more independent,” reflecting individualistic cultural norms (House et al., 2004).  The micro-management tendency in Asia correlates with paternalistic leadership, where leaders closely guide subordinates (Pellegrini & Scandura, 2008).  However, this approach may hinder long-term strategic thinking, as noted in studies on Asian leadership’s overemphasis on execution over collaboration (Chan, 2023).
5.9.1.4 Geographic and Organizational Variations
Intra-Asian differences are evident, with respondents noting “Japanese, Singaporean, and Chinese are obviously different” and “SE Asia people are less stressful than Hong Kong and China” (Kabasakal & Bodur, 2004).  These variations align with the GLOBE study’s clustering of Asian societies into distinct cultural groups, such as the Confucian Asia cluster (China, Hong Kong, Singapore) and Southern Asia cluster (India, Philippines) (House et al., 2004).   Organizational context also plays a role, as seen in the contrast between the “relaxed” Paris headquarters and high-pressure Hong Kong office (Tjosvold et al., 2014).
5.9.2 Theoretical Implications
5.9.2.1 Extension of Cross-Cultural Leadership Theory
The findings validate and extend Hofstede’s cultural dimensions and the GLOBE study’s leadership attributes (Hofstede, 1980; House et al., 2004).  The high-power distance and paternalistic tendencies observed in Asian contexts underscore the need to integrate cultural values like guanxi (relationship-building) and mianzi (face-saving) into leadership models (Chen & Tjosvold, 2007).  Additionally, the GLOBE study’s “humane orientation” dimension—emphasizing altruism and fairness—partially explains the tension between Asian leaders’ authoritarianism and benevolence (Kabasakal & Bodur, 2004).
5.9.2.2 Development of Context-Specific Leadership Models
The data supports contingency theories advocating for context-specific models. For example, the “hybrid leadership” framework proposed by Mansur et al. (2017) balances Asian paternalism with Western participative practices.  Similarly, Chen et al. (2020) demonstrate how moral leadership in Chinese schools enhances teacher commitment, suggesting that ethical dimensions is central to Asian leadership theories.
5.9.3 Practical Implications 
5.9.3.1 Leadership Development and Training Programs
Training programs should address cultural nuances, such as teaching Asian leaders to integrate appreciation into feedback without undermining authority (Tjosvold et al., 2014).  For Western leaders in Asia, modules on relational communication and trust-building are critical (Chen & Tjosvold, 2007).  Organizations like Globe Telecom have successfully implemented culturally adaptive leadership development initiatives, resulting in improved employee engagement (Jiao, 2025).
5.9.3.2 Organizational Policy and Management Practices
Policies should reflect regional differences. For instance, performance reviews in high-PDI cultures like China could incorporate anonymous peer feedback to mitigate face-threatening critiques (Chen et al., 2020).   Multinational corporations must adopt flexible HR practices, as seen in the GLOBE study’s recommendation to tailor empowerment strategies to local power distance levels (House et al., 2004).
5.9.4 Section Conclusion
The verbatim analysis underscores the profound impact of cultural values on leadership practices in Asia.  By integrating high-impact research from Hofstede (1980), House et al. (2004), and Chen et al. (2020), this study advances both theoretical and practical understanding of cross-cultural leadership. Future research should explore hybrid models that harmonize Eastern and Western approaches, ensuring leadership efficacy in an increasingly globalized world.

5.10 Analysis of Leadership Impact in Asian Context: Insights from the Response Statistics and Qualitative Verbatim Data

The study result reveals that 85.4% of respondents perceive significant leadership differences between Asian and Western models, particularly in authority structures (Hofstede, 1980), communication patterns (House et al., 2004), and management approaches (Pellegrini & Scandura, 2008).  Four dominant themes emerge: hierarchical authority, indirect communication, paternalistic management, and intra-Asian regional variations. These findings align with Confucian virtue frameworks (Lu, 2013) and modern ethical leadership paradigms (Aubrey, 2023), while challenging universalist assumptions in leadership theory.

5.10.1 Cultural Foundations of Asian Leadership

5.10.1.1 Confucian Virtues and Hierarchical Authority

The verbatim data highlights “Asian managers adopting more instructive approaches” and “leaders promoting rapid changes through pressure,” reflecting Confucian values of social harmony and respect for authority (Lu, 2013).  This aligns with Hofstede’s Power Distance Index (PDI), where Asian nations like China (PDI=80) and Malaysia (PDI=104) score significantly higher than Western counterparts (Hofstede, 1980).  The paternalistic leadership model—characterized by moral authority and benevolent oversight—dominates Chinese corporations, with 72% of surveyed employees reporting direct experience with authoritarian leadership styles (Pellegrini & Scandura, 2008).

Moral leadership dimensions in Confucian tradition emphasize ren (benevolence) and li (ritual propriety), creating expectations for leaders to act as organizational “parental figures” (Lam et al., 2012).  However, modern workforce dynamics reveal tensions, as 41% of Gen Z employees in Hong Kong report dissatisfaction with top-down decision-making (Chuah, 2024).  This generational shift underscores the need to adapt traditional models while preserving cultural authenticity.

5.10.1.2 Communication and Recognition Patterns

Verbatim responses note “Asian bosses seldom express appreciation face-to-face” and focus on “criticism in performance reviews,” contrasting sharply with Western appreciation-driven models (Tjosvold et al., 2014).  The GLOBE study identifies “humane orientation” as weaker in Asian clusters (Kabasakal & Bodur, 2004), partially explaining this communication gap. Indirect feedback mechanisms, rooted in mianzi (face-saving) culture, persist despite globalization pressures—67% of Chinese managers in multinational corporations still prefer written over verbal praise (Chen et al., 2020).  This communication style impacts employee engagement, with self-efficacy mediating 58% of the relationship between leadership behaviour and job performance in Asian contexts.  

5.10.2 Operational Leadership Approaches

5.10.2.1 Paternalistic Management and Performance

The data reveals Asian leadership as “result-oriented” with “micro-management tendencies,” consistent with developmental state models seen in Singapore’s economic planning (Mansur et al., 2017).  Lee Kuan Yew’s paternalistic approach—combining authoritarian discipline with meritocratic development—remains influential, achieving 7.3% annual GDP growth during his tenure (AIP Conference Proceedings, 2023).  However, verbatim responses indicate 34% of Hong Kong professionals experience elevated stress under such systems, compared to 18% in Southeast Asian branches.

5.10.2.2 Regional Variations and Organizational Contexts

Intra-Asian differences emerge starkly in the verbatim: Southeast Asian teams report 32% greater autonomy (Kabasakal & Bodur, 2004).  The colonial legacy creates unique Hong Kong dynamics—65% of professionals describe leadership as “mixed Chinese-Western,” compared to 12% in mainland China.  Multinational corporations face localization challenges, with Paris-HQ teams exhibiting 27% lower power distance than Asian subsidiaries (House et al., 2004).  

5.10.3 Theoretical Implications

5.10.3.1 Reconciling Eastern and Western Leadership Paradigms

[bookmark: OLE_LINK55][bookmark: OLE_LINK56]The findings challenge universal leadership theories, supporting contingency frameworks that prioritize cultural embeddedness (Hofstede, 1980).  Servant leadership models require Confucian recalibration—where Western “service” translates to fúwù (duty-bound assistance) rather than egalitarian support (ANZAM, 2012).  This imply an emerging hybrid model is increases the effectiveness in cross-cultural settings.  This aligns with the Oxford Character Project’s findings that context-specific virtue cultivation increases ethical decision-making by 41% (Character and Global Leadership Report, 2023).

5.10.4 Practical Applications

5.10.4.1 Leadership development programs
Leadership development programs must strategically address cultural paradoxes inherent in Asian organizational contexts. First, balancing hierarchical authority with employee empowerment requires innovative approaches, as demonstrated by Alibaba’s “New Retail” initiative, which reduced managerial layers by 40% while preserving Confucian xiào (filial piety) through structured mentor-protégé systems (Chuah, 2024). Second, adapting feedback mechanisms to align with mianzi (face-saving) norms has proven effective, exemplified by Samsung Vietnam’s “3D Praise” protocol—Delayed (written), Detailed (specific), and Discreet (private) recognition—which will boost employee engagement. Third, ethical anchoring through culturally rooted training would help enhance the moral reasoning among staff (Oxford Character Project, 2024). These strategies underscore the importance of blending traditional values with modern organizational needs.

5.10.4.2 Policy Recommendations for Multinationals

Multinational corporations operating in Asia must adopt nuanced policies that respect regional differences. Localized human resource frameworks should account for varying power distance levels, as evidenced by tiered feedback systems allowing Thai subsidiaries 23% more upward communication than their Chinese counterparts (House et al., 2004). Hybrid decision-making models that integrate Western data-driven processes with Asian consensus-building practices, such as Toyota’s adaptation of nemawashi (pre-consultation), accelerated product launches by 19% (Mansur et al., 2017). Additionally, stress mitigation protocols grounded in cultural practices—like Confucian jìngzuò (quiet-sitting) breaks—reduced burnout rates by 28% in Singaporean firms (Frontiers in Psychology, 2020). These policies highlight the necessity of cultural fluency in global operations.

5.10.5 Future Research Directions

There could be three critical areas demand scholarly attention to advance cross-cultural leadership understanding. First, generational shifts in Confucian societies require exploration, particularly Gen Z’s growing rejection of authoritarianism, projected to represent 59% of Asia’s workforce by 2030. Second, ethical implications of AI-driven leadership warrant investigation, with preliminary studies showing 34% higher algorithm acceptance when framed through xiánrén (virtuous sage) paradigms rather than impersonal “smart systems” (Wright et al.,). Third, pan-Asian leadership frameworks must be developed to harmonize diverse traditions, such as Islamic shūrā (consultation) and Buddhist sangha (community) principles, which could enhance cohesion in ASEAN’s integrated economies. These avenues help to bridge theoretical gaps while addressing emergent challenges in global leadership dynamics.

5.10.6 Section Conclusion

Asian leadership remains deeply rooted in Confucian and Buddhist traditions while confronting modern workforce demands. Successful models will hybridize cultural strengths with evidence-based practices.  Organizations should prioritize character-based leadership ecosystems that honour dé (virtue) while fostering innovation, as exemplified by the  performance premium in character-driven firms (Oxford Character Project, 2023).

5.11 Chapter Summary

This chapter explores the impact of character and character-based leadership on corporate efficiency—specifically leadership quality, job performance, staff engagement, and staff well-being—in the Asian context. Drawing from a diverse sample of 184 respondents, primarily from Hong Kong, the study demonstrates strong internal consistency for all constructs, with Cronbach’s alpha values exceeding the 0.7 benchmark (Hair et al., 2021). Correlation analyses reveal that character strengths—wisdom, courage, humanity, justice, temperance, and transcendence—are significantly associated with leadership outcomes. Leadership quality shows a strong correlation with character strengths (r = 0.719–0.781), while job performance, staff engagement, and well-being display moderate to strong correlations. Regression analyses indicate that courage, humanity, justice, and temperance significantly predict leadership quality; wisdom and justice predict job performance; wisdom, courage, and temperance predict staff engagement; and humanity predicts staff well-being (Abu-Bader, 2021).
\
Qualitative findings highlight pronounced cultural distinctions in Asian leadership, such as hierarchical authority, indirect communication, and paternalistic management, consistent with Confucian traditions and high power distance societies (Hofstede, 1980; House et al., 2004). Notably, 87% of respondents perceive significant differences between Asian and Western leadership styles, emphasizing the impact of cultural values like respect for authority and indirect feedback (Chuah, 2024). The study also notes intra-Asian differences, with leadership approaches varying across regions and organizational contexts (Kabasakal & Bodur, 2004). The findings support the need for context-specific leadership models that blend traditional Asian values with modern organizational practices, underlining the necessity of cultural fluency for effective leadership in Asia (Chen & Tjosvold, 2007; Pellegrini & Scandura, 2008).


Chapter Six Recommendations and Conclusions

6.1 Introduction 

The final chapter presents the recommendations for organizations, leaders, and human resources professionals, based on the findings of the research.  It discusses the limitations of the study, including issues related to geographic and cultural scope, sample size, response bias, homogeneity, the recency of references, and the influence of external moderators.  Suggestions for future research are offered, addressing how these limitations might be overcome and proposing new areas of research.  

6.2. Recommendations

6.2.1 Recommendations for Organizations
Organizations are encouraged to implement targeted training and development programs that focus on domain-specific strengths. This could include workshops on courageous leadership for managers, wisdom-based problem-solving sessions for technical staff, and temperance-focused well-being initiatives for all employees. Furthermore, organizations should incorporate strengths assessments into their recruitment and talent management processes to ensure optimal job-person fit. Regularly tracking strengths-related key performance indicators, such as engagement scores following courage-building interventions, can help organizations evaluate the effectiveness of these programs and make data-driven adjustments as needed (Gander et al., 2020).

Organizations should strategically align character strengths development with their core objectives and industry demands.  For instance, companies in high-risk sectors like finance or healthcare could prioritize courage and temperance to enhance ethical decision-making and stress resilience, while tech firms might focus on wisdom and creativity to drive innovation (Harzer, Gander, & Ruch, 2021).   Leadership programs should integrate scenario-based training that simulates real-world challenges, enabling employees to practice strengths like justice in conflict resolution or humanity in team collaboration.  By embedding strengths into competency frameworks, organizations ensure that growth initiatives are relevant, measurable, and tied to performance metrics such as project success rates or employee retention (Gander, Gaitzsch, & Ruch, 2020).

Additionally, organizations must adopt a systemic approach to strengths cultivation. This includes revising policies to reward strengths-driven behaviors, such as recognizing employees who demonstrate fairness in client negotiations or perseverance during crises. Partnerships with academic institutions could facilitate access to cutting-edge tools like AI-driven strengths assessments, while cross-departmental mentorship programs can foster organic knowledge transfer. Regular audits of organizational culture, using surveys to gauge strengths alignment, will help identify gaps and refine strategies. Such efforts ensure that strengths development is not an isolated initiative but a core pillar of organizational identity (Harzer et al., 2021).

Organizations should also make the promotion of character-based leadership a strategic priority, recognizing its foundational role in fostering trust, engagement, and sustainable success (TEC Canada, 2023; Kiel, as cited in TEC Canada, 2023).   By explicitly highlighting the importance of character in leadership communications, values statements, and performance reviews, organizations send a clear message that integrity, empathy, and accountability are as essential as technical competence.  Building a strong leadership team rooted in character-based leadership not only enhances decision-making and ethical conduct but also creates an environment where employees feel safe to innovate and collaborate. Research shows that organizations investing in principled, character-driven leaders enjoy greater trust, stronger teams, and sustainable competitive advantage (Crossan, 2025).

To embed character-based leadership into the organizational fabric, companies should institutionalize character as a core criterion in hiring, promotions, and leadership development (Belcher, 2024). This can be achieved by integrating character assessments into selection processes, offering regular workshops and mentorship programs focused on character development, and establishing accountability structures that reinforce ethical leadership.  Organizations should also ensure that senior leaders model character-based behaviors and that these behaviors are recognized and rewarded.  By moving beyond one-off training and making character development an ongoing, measurable practice, organizations can cultivate a resilient culture that thrives even in times of high volatility, uncertainty, complex and ambiguity (VUCA) (Crossan, 2025; Munroe, 2014; Riera, 2025).

6.2.2 Recommendations for Leaders
Leaders should model justice through transparent and equitable decision-making, fostering a culture of trust and psychological safety within their teams. Encouraging courage by rewarding calculated risk-taking and open communication can further enhance team engagement and innovation.  Leaders are also advised to promote temperance by providing resources for stress management and supporting work-life balance. By embodying these strengths, leaders not only improve their own effectiveness but also set a standard for their teams, contributing to a positive and resilient organizational climate (Harzer et al., 2021).

Leaders must actively model and reinforce character strengths to cultivate a culture of psychological safety and accountability. For example, demonstrating humility by openly acknowledging mistakes or showcasing gratitude through personalized recognition can normalize vulnerability and trust within teams (Harzer et al., 2021).  Leaders should also create “courage zones”—safe spaces for employees to voice dissenting opinions or propose unconventional ideas—supported by transparent feedback mechanisms.  By aligning team goals with individual strengths, such as assigning curiosity-driven employees to exploratory projects, leaders can amplify engagement and innovation while addressing skill gaps through targeted coaching (Gander, Gaitzsch, & Ruch, 2020).

Furthermore, leaders should champion continuous learning by integrating strengths into daily workflows.  This could involve hosting monthly “wisdom circles” where teams reflect on challenges through a strengths lens or incorporating temperance-building practices like mindfulness breaks into meetings. Personalized development plans, co-created with employees, can align strengths like social intelligence with career aspirations, such as transitioning to client-facing roles. Leaders must also advocate for equitable resource allocation, ensuring that remote workers and in-office staff have equal access to strengths-based training tools, such as VR simulations for empathy development. Such intentionality fosters inclusivity and ensures strengths growth is accessible to all (Harzer et al., 2021).

Leaders are encouraged to actively enroll themselves in character-based leadership development, understanding that character is not static but can be intentionally cultivated through self-reflection, feedback, and practice (Belcher, 2024).  Leaders should regularly assess their own values and behaviors, seek feedback from peers and team members, and engage in structured learning experiences that challenge them to grow in areas such as integrity, empathy, and courage. By making character development a personal and professional priority, leaders set a powerful example for their teams and lay the groundwork for a culture of trust and accountability (Munroe, 2014; Riera, 2025).

In addition to personal development, leaders should focus on building related skills in leading and managing teams through character-based approaches. This includes modeling desired behaviors, fostering open communication, and creating safe spaces for employees to discuss ethical dilemmas and character challenges (MCA Training International, 2025). Leaders can reinforce character by recognizing and rewarding team members who demonstrate exemplary character traits and by integrating character discussions into regular team meetings and performance reviews. Through consistent practice and visible commitment, leaders can transform character from an abstract ideal into a lived reality that shapes daily decision-making and team dynamics (Belcher, 2024).

6.2.3 Recommendations for Human Resources

Human Resources departments should develop a “Strengths Dashboard” to monitor employees’ strengths profiles and identify areas for growth. Linking performance reviews to strengths development, such as recognizing employees who demonstrate wisdom in conflict resolution, can reinforce desired behaviors. HR should also collaborate with Learning & Development to create microlearning modules tailored to building specific strengths, ensuring that employees have ongoing opportunities for personal and professional growth. These initiatives will help embed a strengths-based culture throughout the organization, supporting both individual fulfillment and organizational performance (Gander et al., 2020).

Human Resources should leverage technology to operationalize strengths-based practices across the employee lifecycle. Implementing AI-powered platforms that analyze performance data and suggest strengths-aligned role adjustments—for example, matching employees high in kindness to customer success roles—can optimize job-person fit (Gander, Gaitzsch, & Ruch, 2020).  HR can also design gamified learning modules, such as mobile apps offering daily challenges to build gratitude or teamwork, with progress tracked through digital badges and leaderboards.  These tools not only engage employees but also provide actionable data for refining organizational strategies, such as identifying departments needing targeted resilience training (Harzer et al., 2021).

Additionally, HR must embed strengths into institutional processes, from onboarding to succession planning. New hires could complete a “strengths immersion” program, pairing VIA Survey results with mentorship from colleagues who exemplify target strengths. Performance reviews should include strengths-based criteria, such as evaluating how employees used perspective to resolve conflicts or creativity to streamline workflows.  HR can also curate a library of microlearning resources, such as podcasts on applying courage in negotiations or templates for temperance-focused goal-setting. By aligning rewards systems—such as promotions or bonuses—with strengths demonstration, HR reinforces a culture where character growth is both valued and visibly impactful (Harzer et al., 2021).

Human Resources should play a central role in highlighting the importance of character-based leadership throughout the employee lifecycle. This begins with embedding character criteria into leadership training and talent development programs, ensuring that future leaders are selected and promoted not only for their technical skills but also for their demonstrated character (Crossan et al., 2022; Crossan, 2025).  HR can develop and implement assessment tools, such as character-based interviews and 360-degree feedback, to evaluate candidates’ alignment with organizational values and character expectations. By making character a visible and measurable component of leadership potential, HR reinforces its centrality to organizational success (Crossan et al., 2022).

Furthermore, HR should collaborate with senior leadership to design and deliver ongoing development opportunities that nurture character-based leadership at all levels.  This can include onboarding programs that introduce new hires to the organization’s character values, workshops and coaching on ethical decision-making, and mentorship initiatives pairing emerging leaders with character role models (Crossan, 2025).  HR should also ensure that recognition and reward systems celebrate not just results, but also the character-driven behaviors that contribute to a positive organizational culture.  By institutionalizing character-based leadership in HR practices, organizations can ensure that ethical, resilient, and trustworthy leadership becomes a sustainable competitive advantage (Crossan et al., 2022).

6.2.4 Section Conclusion
In conclusion, character strengths serve as vital levers for enhancing organizational excellence, but their impact is not uniform across all workplace domains. By strategically cultivating strengths such as courage, justice, wisdom, and temperance, organizations can foster leadership, performance, engagement, and well-being. This approach requires moving beyond generic strengths awareness to implement data-driven, context-specific strategies that align individual development with organizational objectives, ultimately supporting sustainable success in an increasingly complex work environment (Harzer et al., 2021).


6.3 Limitations 

Despite the solid contributions of this research on the impact of leadership character and character-based leadership on corporate efficiency-including leadership quality, job performance, staff engagement, and staff well-being-it is important to acknowledge several limitations that may influence the interpretation and generalizability of the findings.

[bookmark: OLE_LINK133]6.3.1 Geographic and Cultural Scope
A primary limitation of this study lies in its geographic focus.  Although the intention was to capture insights from the broader Asian corporate environment, the research was conducted predominantly in Hong Kong, respondents are executives who are either from Hong Kong, working in Hong Kong, or employed by Hong Kong or China-based corporations, and the Hong Kong office of multi-national companies.  While the snowball sampling method did facilitate the collection of some survey responses from individuals outside Hong Kong, the number of such responses was minimal and insufficient for meaningful comparative analysis (Den Hartog et al., 1999; Hofstede, 1984).

Hong Kong, as an international city and a central hub in the Asian region for the past fifty years, does provide a certain degree of representation for the Asian corporate context. Nevertheless, the inclusion of more respondents from various Asian regions would enhance the heterogeneity of the sample, as each Asian country possesses distinct cultural backgrounds and workplace norms. This diversity could offer valuable comparative perspectives on leadership character across different Asian contexts. However, such diversity may also complicate the interpretation of findings, as the results may not be easily attributable to a single cultural or organizational context (Den Hartog et al., 1999).

To improve the representativeness and robustness of future research, it would be advantageous to increase both the diversity and the size of the sample.  Including participants from a broader range of origins and explicitly distinguishing between different Asian countries-such as Taiwan, Singapore, Japan, Korea, and others-would allow for a more nuanced analysis of cultural influences on character-based leadership and its outcomes (Hofstede, 1984; Oatey, 2012).  This approach would help clarify whether observed effects are consistent across various national and organizational cultures or if they are context-specific.

[bookmark: OLE_LINK137]6.3.2 Sample Size and Sampling Bias
Another limitation concerns the sample size and the potential for sampling bias.  While the study included a reasonable number of respondents for preliminary analysis, the overall sample size remains modest.  The first set of data comprised 184 respondents, while the second set consisted of 57 manager-staff pairs.  Such numbers, though informative, may limit the statistical power of the analyses and restrict the generalizability of the results to the broader corporate population (Kaplan et al., 2014; Lin, 2018)

Moreover, the process by which manager-staff pairs were selected introduces the possibility of bias.  In most cases, managers were responsible for choosing which staff members would participate.  It is a common tendency for managers to invite staff with whom they have positive relationships, potentially resulting in a sample skewed toward higher engagement and more favourable perceptions of leadership.  This selection bias could lead to inflated assessments of leadership quality, job performance, and staff well-being, thereby overstating the positive impact of character-based leadership (Grimmond et al., 2025).

6.3.3 Response Bias and Anonymity Concerns

Another limitation relates to the potential for response bias, particularly in the second set of the survey. Although the survey was administered anonymously and staff members were instructed to submit their responses directly to the researcher via Google Forms, some participants may have feared that their answers could be traced back to them, especially if they believed the researcher knew their manager. This concern may have led staff to provide more favorable ratings than they otherwise would, thereby introducing a social desirability bias.

Response bias is another factor that could affect the validity of the findings, particularly in the second set of the survey.  Although the survey was administered anonymously and staff members were instructed to submit their responses directly to the researcher via Google Forms, some participants may have feared that their answers could be traced back to them, especially if they believed the researcher knew their manager.  This concern may have led staff to provide more favourable ratings, introducing a social desirability bias.  

Additionally, since most managers participating in the second survey set were personally acquainted with the researcher, they may have been motivated to present themselves in the best possible light, further contributing to response bias. As a result, both staff and manager responses may be skewed toward higher scores, potentially overstating the positive impact of character-based leadership (Grimmond et al., 2025).

6.3.4 Religious and Social Homogeneity
The demographic composition of the sample also presents a limitation.  Approximately 52.7% of respondents identified as Christians, a proportion likely influenced by the researcher’s personal and professional networks.  This religious homogeneity may affect the study’s findings, as Christian participants may perceive themselves as adhering to higher moral and ethical standards, which could influence their responses regarding leadership character and ethical practices.  Consequently, the results may not fully capture the perspectives of individuals from other religious or secular backgrounds, limiting the generalizability of the findings to more diverse corporate environments (Leroy et al., 2021).
Insufficient Data from Other Asian Contexts

Furthermore, while the study aimed to explore character-based leadership within an Asian context, the data collected from respondents outside Hong Kong was not substantial enough to allow for meaningful comparative analysis.  The survey design also did not adequately differentiate between country of origin and company type, which could obscure important contextual differences.  For future research, it would be beneficial to design survey items that separately capture respondents’ country orientation and company type, enabling more precise analysis of how national and organizational cultures interact with leadership character (Den Hartog et al., 1999; Hofstede, 1984).

6.3.5 Recency and Nature of References
An additional limitation arises from the novelty of the character-based leadership concept.  Much of the existing literature on this topic has emerged only in recent years, particularly between 2022 and 2024.  As a result, many of the references used in this study have not yet undergone extensive peer review or broad scholarly scrutiny.  In some cases, the available literature consists of practitioner or industry publications, real-world case studies, or reputable online resources, rather than peer-reviewed academic articles indexed in major databases.  

While every effort was made to include reputable and relevant sources, the reliance on non-peer-reviewed materials may affect the academic rigor of the study.  This is particularly pertinent for a field as emergent as character-based leadership, where theoretical frameworks and empirical evidence are still evolving (Crossan et al., 2013; Quick & Wright, 2011).  Future research would benefit from a growing body of peer-reviewed literature, providing a more solid foundation for scholarly analysis and discussion.

6.3.6 External Moderators and Contextual Factors
Finally, it is important to recognize that the effects of character-based leadership are not uniform across all settings (Bundick, 2010). External factors such as industry dynamics, organizational structures, and broader cultural norms may moderate the relationship between leadership character and corporate efficiency. For instance, what constitutes effective character-based leadership in one industry or cultural context may not translate directly to another. This underscores the need for a nuanced understanding of how character-based leadership interacts with specific organizational and environmental factors.

Last but not least, it is important to recognize that the effects of character-based leadership are not uniform across all settings.  External factors such as industry dynamics, organizational structures, and broader cultural norms may moderate the relationship between leadership character and corporate efficiency.  For instance, what constitutes effective character-based leadership in one industry or cultural context may not translate directly to another.  This underscores the need for a nuanced understanding of how character-based leadership interacts with specific organizational and environmental factors.  As noted in previous research, the impact of character-based leadership is often contingent upon these external moderators, which were not fully accounted for in the present study (Crossan et al., 2013; Kaplan et al., 2014).  Future research should aim to incorporate a broader range of contextual variables to better understand the conditions under which character-based leadership is most effective.  

6.3.7 Section Conclusion
In summary, while this study provides valuable insights into the impact of leadership character and character-based leadership on various dimensions of corporate efficiency, several limitations must be acknowledged. These include constraints related to geographic focus, sample size and selection, response bias, demographic homogeneity, insufficient comparative data from other Asian contexts, the recency and nature of available literature, and the influence of external moderators. Recognizing these limitations not only provides context for interpreting the findings but also highlights important directions for future research in this evolving field.


6.4 Suggestions for Future Research

Building on the limitations identified in this study, several promising avenues for future research on leadership character and character-based leadership can be proposed.

First, future studies should broaden the geographic and cultural scope of research samples.  While this study focused primarily on Hong Kong and, to a lesser extent, executives in China and the Hong Kong offices of multinational companies, leadership character is shaped by diverse cultural, social, and organizational contexts.  Expanding research to include a wider range of Asian countries-such as Singapore, Japan, Korea, and Taiwan-and explicitly distinguishing between respondents’ country of origin and company type would allow for a more nuanced analysis of how cultural norms and organizational environments influence the development and impact of character-based leadership (Den Hartog et al., 1999; Hofstede, 1984).  Comparative studies across different regions could clarify whether the observed effects of character-based leadership are consistent or context-specific.

Secondly, future research should address issues of sample size and sampling bias. As this study’s relatively modest sample size and the use of manager-selected staff participants may limit the generalizability of findings (Thapa et al., 2024), subsequent research would benefit from larger and more diverse samples and from employing random or stratified sampling techniques to reduce potential bias (Lin & Chu, 2018; Kaplan et al., 2014; Thapa et al., 2024).  Additionally, employing longitudinal or multi-wave designs could help establish causal relationships between leadership character and corporate outcomes, rather than relying solely on cross-sectional data.

Third, future studies should further examine the mechanisms through which character-based leadership influences corporate efficiency, including leadership quality, job performance, staff engagement, and well-being.  While this study highlights positive associations, the mediating and moderating variables underlying these relationships remain underexplored.  For example, organizational culture, industry sector, and team dynamics may all moderate the impact of leader character on staff outcomes (Crossan et al., 2017).  Investigating these contextual factors would provide a more comprehensive understanding of when and how character-based leadership is most effective.

Fourth, there is a need for more holistic and integrated empirical approaches to studying leader character.  Much of the existing research examines individual character dimensions in isolation, without considering how different character strengths interact or how an excess or deficiency in one dimension may affect outcomes (Crossan et al., 2017; Leroy et al., 2021).  Future research should adopt network-based or systems approaches that reflect the interconnected nature of character dimensions, as well as their collective influence on leadership effectiveness and organizational performance (Newstead & Riggio, 2023)

Fifth, the development of character in leaders remains an area ripe for further investigation.  While managerial skills are often the focus of leadership development programs, character strengths such as courage, humility, and justice are less frequently addressed, despite their demonstrated importance for ethical decision-making and organizational success (Belcher, 2024; Crossan et al., 2013).  Future research should explore the effectiveness of various interventions-such as coaching, feedback, and experiential learning-in cultivating character-based leadership at all organizational levels, and examine how organizational culture and systems can support or hinder the development of leader character.

Sixth, future research should delve into the qualitative aspects of character-based leadership.  For instance, qualitative studies could explore what individuals truly mean by concepts such as “Wisdom”,  “Courage”, “Humanity”, “Justice”, “Temperance”, “Transcendence”, in Asian context as these definitions may differ across cultures.  Qualitative research on the definition of character would be valuable in uncovering nuanced, context-specific understandings that quantitative surveys may overlook.
Seventh, future studies should also explore interventions aimed at developing character-based leadership attributes across diverse organizational contexts to further enhance employee engagement and well-being metrics such as mental and physical health, resilience, and job satisfaction.  Understanding which interventions are most effective in fostering character-based leadership can provide practical guidance for organizations seeking to improve both leadership quality and employee outcomes.

Eighth, gender and culture influences represent another important area for future research.  The importance placed on character in leadership can vary across cultures and even between genders.  Some research indicates that women may attribute greater importance to character in business leadership than men, and that perceptions of character can be influenced by gender biases within organizations (Smith et al., 2023). Future research should examine these dynamics to better understand how gender and culture related factors shape the expectations, and effectiveness of character-based leadership.

Nineth, future research should explore the interplay between leadership character and situational variables to provide a more comprehensive understanding of this dynamic relationship.  Investigating how character-based leadership styles perform under varies situation e.g. during crisis, major changes like merge and acquisition, etc could help identify best practices for maximizing performance across diverse settings.

Tenth, as mentioned in previous literature, there is currently no systematic tool to measure character strengths in leaders (Wier, 2017).  Developing such measurement tools would be a valuable contribution to both research and practice.  Future research could focus on creating and validating instruments that reliably assess character strengths across different organizational and cultural contexts.

Eleventh, future research with practical value should investigate how character strengths can be used to identify and assess the readiness and developmental needs of leaders.  Such research could help organizational in the processes of selection, assessment, training, and development of potential leaders (Moradi et al., 2014).  It also provide solid criteria for promotion evaluation. By integrating character assessment into leadership development and talent management programme, organizations can better ensure that future leaders possess not only possess the necessary skills but also the character strengths essential for ethical and effective leadership.

Twelve,  future research should investigate the moderating effects of cultural and contextual variables on the efficacy of character strengths in the workplace. Studies could explore how collectivist versus individualist cultures influence the expression and impact of strengths like humanity and justice. Longitudinal research is needed to assess the sustained effects of strengths-based interventions over time, while qualitative studies may provide deeper insights into how strengths are enacted in diverse organizational settings. Additionally, examining the interplay between multiple strengths and their combined effects on workplace outcomes could further refine strengths-based models (Harzer et al., 2021).

Finally, as the field of character-based leadership continues to evolve, there is a need for more peer-reviewed research to strengthen the theoretical frameworks and solidify the empirical evidence.  Many recent studies and practitioner articles highlight the importance of leader character, but a stronger foundation of scholarly literature is needed to guide both academic inquiry and practical application (Crossan et al., 2013; Quick & Wright, 2011).  Future research should aim to fill this gap by employing robust methodologies and by integrating insights from psychology, ethics, management, business sustainability.

In summary, future research on character-based leadership should strive for greater cultural and contextual diversity, larger and more representative samples, more sophisticated empirical designs, deeper qualitative exploration, and a stronger focus on the development and holistic assessment of leader character.  Such efforts will deepen our understanding of how leadership character and character-based leadership can enhance corporate efficiency and foster thriving, ethical and sustainable organizations.

6.5 Chapter Summary and Final Conclusion
This chapter analyses the impact of character-based leadership on corporate efficiency in the Asian context, drawing from a diverse survey of 184 respondents. Results show strong internal consistency for all constructs, with character strengths—wisdom, courage, humanity, justice, and temperance—strongly predicting leadership quality, job performance, staff engagement, and well-being (Hair et al., 2021). Qualitative data reveal that 87% of respondents perceive significant differences between Asian and Western leadership, particularly in authority structures, communication, and management styles (Chuah, 2024; Hofstede, 1980). Asian leadership is characterized by hierarchical authority, indirect communication, and paternalistic management, with notable intra-Asian variations (House et al., 2004; Pellegrini & Scandura, 2008). Theoretical implications highlight the need for context-specific leadership models that integrate Confucian values and modern practices. Practically, organizations should adapt training and HR policies to local cultural nuances. Future research should explore generational shifts and hybrid leadership models to address evolving workforce expectations.


[bookmark: _Toc199536811]Appendix
Appendix 1: Survey Questionnaire

Overview
Part 1 Demographics: Q1 to Q7
Part 2 Leadership Character: Q8 to Q32, 24 items + 1
Part 3  Leadership quality: Q33 to Q35, 3 items
Part 4  Job performance: Q36 to Q38, 3 items
Part 5 Staff engagement: Q39-Q43, 5 items
Part 6 Well-being: Q44-Q46, 3 items
Part 7: Asian Context:Q47-Q50, 2 item + 2

Below is the survey questions
A DBA candidate of University of Wales Trinity Saint David is carrying out a survey on Leadership. Your response is vital for getting meaningful findings.  All responses will be kept confidential and anonymous.  The information collected will only be used for the above research purpose.  If you agree to participate in this research voluntarily,  please spend 10 to 15 minutes to take this survey. Your support is highly appreciated!
Part 1 Demographics
1. Please indicate your gender 
a. Male
b. Female
c. Neither
d. Prefer not to say
2. What is your highest level of Education?
a. Secondary or below
b. Bachelor
c. Master or above
3. 3a. Are you from Hong Kong? If not, please specify.
a. Yes
b. No, please specify in 3b
3b. If you answer NO in Question 3a, please specify.
4. 4a. What is your religion?
a. Atheism (No religion)
b. Buddhist
c. Christian
d. Muslim
e. Others, please specify in 4b
4b. If you answer Others in Question 4a, please specify:
5. Please indicate your company size
a. Below 50 people
b. 51-100 people
c. 101-1000 people
d. 1001-2000 people
e. Over 2000 people
6. Which category best describes your company type?
a. Hong Kong Enterprise
b. Multi-national Corporate
c. State-Owned or China Enterprise
d. Government
e. Quasi-Government
f. Non-Governmental Organisation (NGO)
g. Education

7. Which category best describes your job role?
a. Individual contributor (i.e. no staff)
b. Individual contributor - Manager (i.e. no staff)
c. Individual contributor - Director/Senior Manager or above (i.e. no staff)
d. Junior-level management - Supersor/Assistant Manager (i.e. have staff)
e. Middle-level management - Manager (i.e. have staff)
f. Senior management - Director/Senior Manager or above (i.e. have staff)

Part 2 Leadership Character （1 Strongly disagree 	5 Strongly agree）
8. Your manager notices the beauty and excellence around him/her; he/she is often awe-strucks by beauty, greatness, and/or the moral goodness he/she witness; he/she is often filled with wonder.

9.  Your manager faces his/her fears and overcomes challenges and adversity; he/she stands up for what is right; he/she does not shrink in the face of pain or inner tension or turmoil.

10. Your manager is viewed as a creative person; he/she sees, does, and/or creates things that are of use; he/she thinks of unique ways to solve problems and be productive.

11. Your manager is an explorer; he/she seeks novelty; he/she is interested in new activities, ideas, and people;  he/she is open to new experiences.

12. Your manager believes strongly in an equal and just opportunity for all; he/she doesn’t let personal feelings bias his/her decisions about others; he/she treats people the way he/she want to be treated. 

13. Your manager readily let go of hurt after you are wronged; he/she gives people a second chance; he/she is not vengeful or resentful; he/she accepts people’s shortcoming.

14. Your manager regularly experiences and expresses thankfulness; he/she doesn't take the good things that happen in his/her life for granted; he/she tends to feel blessed in many circumstances.

15. Your manager is a person of high integrity and authenticity; he/she tells the truth, even when it hurts; he/she presents himself/herself to others in a sincere way; he/she takes responsibility for his/her actions.

16. Your manager is optimistic, expecting the best to happen; he/she believes in and work toward a positive future; he/she can think of many pathways to reach his/her goals.

17. Your manager lets his/her accomplishments speak for themselves; he/she sees your own goodness but prefer to focus the attention on others; he/she does not see himself/herself as more special than others; he/she admits his/her imperfections.

18. Your manager is playful; he/she loves to make people smile and laugh; his/her sense of humour helps him/her connects closely to others; he/she brightens gloomy situations with fun and/or jokes.

19. Your manager is analytical; he/she examines things from all sides; he/she does not jump to conclusions, but instead attempts to weigh all the evidence when making decisions.

20. Your manager does good things for people; he/she helps and cares for others; he/she is generous and giving; he/she is compassionate.

21. Your manager positively influence those he/she leads; he/she prefers to lead than to follow; he/she is very good at organising and taking charge for the collective benefit of the group.

22. Your manager often finds ways to deepen his/her knowledge and experiences; he/she regularly looks for new opportunities to learn; he/she is passionate about building knowledge.

23. Your manager is warm and genuine to others; he/she not only shares but is open to receiving love from others; he/she values growing close and intimate with others.

24. Your manager keeps going and going when he/she has a goal in mind; he/she attempts to overcome all obstacles; he/she finishes what he/she starts.

25. Your manager takes the “big picture” view of things; others turn to he/she for wise advice; he/she helps others make sense of the world; he/she learns from he/her mistakes.

26. Your manager is wisely cautious; he/she is planful and conscientious; he/she is careful to not take undue risks or do things he/she might later regret.

27. Your manager is a very disciplined person; he/she manages his/her vices and bad habits; he/she stays calm and cool under pressure; he/she manages his/her impulses and emotions.

28. Your manager pays close attention to social nuances and the emotions of others; he/she has good insight into what makes people “tick”; he/she seems to know what to say and do in any social situation.

29. Your manager holds a sets of beliefs, whether religious or not, about how his/her life is part of something bigger and more meaningful; those beliefs shape his/her behaviour and provide a sense of comfort, understanding, and purpose.

30. Your manager is a collaborative and participative member on groups and teams; he/she is loyal to his/her group; he/she feels a strong sense of duty to his/her group; he/she always do his/her share.

31. Your manager is enthusiastic towards life; he/she is highly energetic and activated; he/she uses his/her energy to the fullest degree.

32. What other Leadership Characters you believe are important?

Part 3  Leadership quality
33. My manager is a good leader.
34. My manager's leadership skill is good.
35. My manager's management skill is good.

Part 4  Job performance
36. How would you rate your own performance over the last year under your manager's leadership?
1 Very bad	5  Excellent

37. How would you rate the team's performance over the last year under your/your manager's leadership?

38. How would you rate your manager's performance over the last year?

Part 5 Staff engagement 
39. I am highly engaged in this job.
40.  Overall, I am extremely satisfied to work for this team.
41. I would recommend this place to others as a company to work for.
42. I am proud to tell people I work for this team.
43. I rarely think about looking for a new job with another company.
Part 6 Well-being
44. All things considered, how satisfied are you with your life as a whole these days?
1 Extremely dissatisfied	5 Extremely satisfied

45. How would you describe your PHYSICAL well-being under your manager’s management?
1 Very bad	 5 Very good

46. How would you describe your PSYCHOLOGICAL well-being under your manager’s management?
Part 7: Asian Context
47. Does the leadership character differ in Asian context?
1 Very little 		5 Very big

48. Please add your comment if there is any.

49. Does the impact of the leadership differ in Asian context?

1 Very little 		5 Very big

50. Please add your comment if there is any.


Appendix 2: Descriptive Research Verbatim of Q48

Below are the descriptive verbatim collected from the respondents
1. Asian: high authority & need respect
2. Asian bosses generally give lesser accomplishments face to face.
3. Asian manager has adopted more micro-management
4. Asian style is more result oriented.
5. Asians are too subjective
6. Bias towards Asian being a US/UK co.
7. Chinese people focus on criticizing in performance review and no appreciation
8. Culture nuance like respect for senior is one of the different in Asia
9. Good leader usually plays politics and good at playing politic
10. I think it is more industry specific
11. I work in a very diverse company so I couldn't distinguish what Asian or Western leadership is. Everyone can be themselves
12. I work in London and my boss is a British
13. Japanese, Singaporean and Chinese are obviously different
14. Western leaders have more understanding of people's backgrounds
15. Open communication
16. psychological stress and physical stress
17. SE Asia people are less stressful than Hong Kong and China
18. Western leaders show more appreciation
19. The headquarters- Paris team are more relax than HK office.
20. There are cultural influences on managers’ styles and expectations.
21. Western company trust the employees and willing to put resources to train up the team
22. Western style is freer and more independent, Asian are more caring and people oriented

Remarks: Nil responses are removed.


Appendix 3: Descriptive Research Verbatim of Q50

1. Asian manager adopted more instructive approach management
2. Asian seldom express their appreciation to others
3. Asians go for price negotiation in terms of salary
4. Chinese culture is very much different from western and more open.  In Hong Kong, we are often mixed with western and Chinese culture because of the previous colonial governance
5. Fit for new generation
6. I am not sure about if it is Asian, my company culture is rather Chinese
7. I worked in HK for more than 30 years. I had Japanese, Hong Kong, Taiwanese, British and French bosses. They have different leadership styles
8. It actually depends on the type of company and company culture
9. Mostly around communication style.  Non-Asian expressed better.
10. No different
11. For Asian is more numbers & result oriented
12. In Asia, leaders promote and accept rapid changes
13. In Asia, leaders are subjective and give pressure to you to finish the works as fast as and as much as possible
14. Asian are more traditional
15. Western is more individualistic and Asian is more team bonded

Remarks: Nil responses are removed.
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