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ABSTRACT 

The present study examined how athletic directors perceive their 

leadership roles in interscholastic athletics and the relationship of their leadership 

styles to their job satisfaction.  The conceptual framework of this study was Bass 

and Avolio’s (1994) full range leadership model, also known as the 

transformational-transactional leadership model, which consists of 9 factors—5 

transformational behaviors: idealized influence (attributed), idealized influence 

(behavior), inspirational motivation, intellectual stimulation, and individualized 

consideration; 2 transactional behaviors: contingent reward and management-by-

exception (active); 2 passive/avoidant behaviors: management-by-exception 

(passive) and laissez-faire. These 9 factors are measured by the Multi-Factor 

Leadership Questionnaire (MLQ). The study was also informed by Chelladurai’s 

multidimensional model of leadership in sport which focuses on transformational 

effects of sport leaders on individual satisfaction and group performance. The 

study was significant in that the effects of transformational leadership on 

individuals in sporting organizations have not been fully explored in previous 

research. 

Both the MLQ and the Minnesota Satisfaction Questionnaire (MSQ) 

served as data collection tools.  A sample of 500 athletic directors from across 

the United States was invited to participate in an electronic survey.  Usable data 

were returned by 55 (11%) of the original sample.  Participants self-assessed 

their leadership styles via the MLQ and job satisfaction via the MSQ. Data were 



xi 

 

 

 

analyzed via canonical correlation analysis followed by canonical commonality 

analysis.  One canonical root was interpreted (Rc
2  = .22; p <.05).  Canonical 

structure coefficients indicated that Transformational and Passive/Avoidant 

Leadership made major contributions to the predictor canonical variate; the 

dependent canonical variate was defined by both Intrinsic and Extrinsic 

Satisfaction.  Canonical commonality analysis indicated that Transformational 

Leadership had the largest unique variance partition; the largest common 

variance partition was shared by Transformational and Passive/Avoidant.  The 

analysis also indicated two variable suppressor effects. There was a moderate 

correlation between athletic directors’ leadership styles and their job satisfaction; 

however, the directionality of the relationships of the variables in the leadership 

set with satisfaction was unexpected: (a) the relationship between 

transformational leadership and job satisfaction was found to be negative, and 

(b) the relationship between passive/avoidant leadership and job satisfaction was 

positive.  
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CHAPTER 1 

INTRODUCTION TO THE STUDY 

Over the past few decades, research regarding high school athletic 

director perceptions of leadership styles and job satisfaction has been limited. 

Young, Edmonson, and Slate (2010) stated that research reviewing specific 

leadership styles of high school athletic directors is almost nonexistent.  Seefeldt, 

Ewing, and Walk (1993, p. 7) have defined interscholastic youth sports programs 

as “the organized interschool sports participation of boys and girls at the middle, 

junior high, and senior high school levels.”  Seefeldt et al. noted further that 

interscholastic sports, governed in the United States by the National Federation 

of State High School Associations (NFHS) as well as 50 state associations plus 

the District of Columbia, represent over 10 million student athletes.  The main 

focus of the NFHS is “to provide rules, regulations, policies and guidelines” (p. 7) 

for all athletic directors to follow in order to implement a successful 

interscholastic program.  High school educators and sports managers (e.g., 

athletic directors) are continually challenged with combining their expertise with a 

view toward providing programs that concentrate on meeting stated objectives. 

High school athletic programs are frequently a major part of community 

identity, and Graves (2010) noted that major political and fiscal decisions, 

including decisions about school closures and mergers, are often tied to a 

community’s attitudes about their high school athletic programs.  Moreover, 

despite the conflicts that sometimes occur between athletic programs and the 
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academic mission of high schools, a body of research supports the notion that 

participation in high school sports is positively related to student academic 

success and decision to attend college (e.g., Dagaz, 2012; Eccles & Barber, 

1999; Phillips & Schafer, 1971; Rehberg & Schafer, 1968). 

Read (2000) noted that because of the large number of students who are 

involved in athletics and the increasing abundance of duties under athletic 

directors’ control, interscholastic athletic directors must exercise numerous 

leadership behaviors effectively.  Further, with increase in the number of students 

participating in high school sports, the role of the athletic director will likely 

become more significant.  Recent statistics show that student membership in the 

National Federation for High School Sports for the 2005-2006 school year rose 

by 141,195 over the total members in 2004-2005 to 7,159,904, and over half 

(53.5%) of students enrolled in high schools in 2005-2006 participated in athletics 

(Kanaby, 2006).  

The need for athletic directors to possess strong leadership skills is 

evidenced by the large number of student athletes participating in competition 

across the nation. Athletic directors must exhibit leadership styles that create a 

positive climate within their athletic departments and must effectively clarify 

objectives of their athletic programs to school staff and the public (Barnhill, 1998; 

Stewart, 2008).  Yusof (2002) argued that athletic directors’ transformational 

leadership behaviors should directly affect their coaches’ job satisfaction.  

Additionally, Kim (2009) addressed the importance of transformational and 
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transactional leadership behaviors of NCAA Division II athletic directors as 

perceived by their coaches. These previous studies present a valid framework 

justifying studies of leadership and perception of satisfaction among athletic 

directors.  

Bolman and Deal (2003) stated that a good leader must possess the 

qualities of vision, commitment, and strength.  Good leaders must also be able to 

make decisions effectively.  In fact, Owens (2001) described decision making as 

“the heart of the organization and administration” (p. 264).  Athletic directors must 

make decisions on a daily basis and must be able to represent the best interests 

of their student athletes and the school’s administration when making those 

decisions.  

The demand for increasing excellence in athletics within educational 

organizations is yet another reason to focus on the importance of athletic 

directors’ leadership (Jensen & Overman, 2003).  Indeed, as Kent and 

Chelladurai (2001) have noted, coaches, their staff, and athletes represent the  

operating or technical core of the [sporting] enterprise (Chelladurai, 1985; 

Mintzberg, 1979).  The efficiency and effectiveness of the operating core 

is largely dependent on the managerial elements that support the 

operating core and shield it from environmental turbulence.” (p. 139) 

Additionally, Kent and Chelladurai (2001) noted that athletic directors must 

effectively manage resources.  Resource management includes making budget 

assessments, setting standards for sportsmanship, facilitating the education of 
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student athletes, and determining which coaches to hire to lead each sports 

team.  

The athletic director’s role in the decision making process is very stressful, 

and a lot of pressure arises from various external sources (Coy & Masterson, 

2007; Hoch, 2000; Judge & Judge, 2009; Martin, Kelley, & Eklund, 1999; Ryska, 

2002).  Judge and Judge (2009, p. 39) noted that the interscholastic athletic 

director, facing constant deadlines from local and state organizations and daily 

interactions with staff, superiors, athletes, parents, and the community, is 

constantly subjected to sources of stress.  According to Carter and Cunningham 

(1997), these sources of stress include demands from specific policies and from 

special interest groups; increasing intervention and accountability from federal, 

state, and local governments; increased public expectations of schools and 

school athletics; and specific social and economic problems in the community.  

Samier (2002) argued that, in response to these sources of pressure, leaders 

must actively engage in solving problems to continue effective organizational 

functioning.  

The following portions of Chapter One will break down transformational 

leadership, transactional leadership, passive/avoidant leadership and job 

satisfaction into sub-categories. 
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Research Variables 

Transformational Leadership 

 Over the past two decades, researchers have devoted an increasing level 

of attention to the variable of transformational leadership.  Yukl (1989) posited 

that transformational leaders bring changes in the attitudes and behaviors of 

organizational members and induce commitment toward the organization’s 

mission and goals.  Transformational leadership has been deemed as especially 

important in fields focused on service to the public (Wright, Moynihan, & Pandey, 

2012).  Armstrong-Doherty (1995) noted that sports administrators should have 

an ability to motivate organizational members to accomplish higher goals and to 

voluntarily step forward to take extra roles for the organization in today’s 

consistently changing and complicated environment in sports.  Although it is 

common to regard transformational leadership as simply leader charisma (a 

leadership trait identified as significant at least as early as Weber, 1947), Bass 

(1985) stated that transformational leadership theory investigates the leadership 

behaviors that generate significant organizational outcomes, such as increased 

expectations, strengthened motives to achieve, and improved overall 

performance.  Bass (1999) also claimed that transformational leadership has a 

positive impact on followers’ job satisfaction even though transactional leadership 

alone cannot result in job satisfaction.  

 Researchers have shown that transformational leaders enhance followers’ 

commitment to the organization as well as loyalty of the followers within that 
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organization (Bass, 1999).  Doherty and Danylchuck (1996) found that the 

transformational leadership of athletic directors in Canadian universities was 

positively related to coaches’ satisfaction and to extra effort displayed by the 

coaches.  Geist (2001) investigated NCAA Division II athletic directors’ 

perceptions of transformational leadership and found that the athletic directors 

assessed superiors’ transformational leadership more favorably than middle 

managers assessed the directors’ leadership.  In the same vein, Geist found a 

statistically significant difference between middle managers and athletic directors’ 

perceived opinions about their own transformational leadership, with directors’ 

perceptions being more favorable.  

Transactional Leadership 

Many times, transactional leadership is viewed as an exchange process in 

which the leader provides rewards to followers in the form of pay or prestige in 

exchange for work done by the follower (Burns, 1978).  Also referred to as 

“contingent reward leadership, transactional leadership is considered to be both 

an active and positive exchange between the leader and follower” (Brymer & 

Gray, 2006, p. 14).  According to Burns (1978), transactional leaders motivate 

subordinates by providing rewards which appeal to the subordinates' self-

interests.  This observation is supported by Cleveland (1985) who stated that 

leaders often promote a new idea or initiative only after a large number of 

constituents already favor it.  Cleveland (1985) further stated that leadership then 

is not simply a matter of what a leader does but of what occurs in a relationship.  
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Likewise, Burns (1978) argued that any relationship based on self-interest that 

exists between the leader and subordinate in transactional leadership is not 

permanent considering that the leader and the follower are not united together in 

a mutual and continuing pursuit of a higher purpose.  Moreover, Bolman and 

Deal (2003) asserted that it is commonplace to equate leadership with position, 

but this viewpoint inappropriately relegates all those in the “lowerarchy” to the 

passive role of follower (p. 338).  

Passive/Avoidant Leadership 

 Bass and Avolio (1995) stated that, leadership may also take the form of 

passive or avoidant “management-by-exception” in which the leader intervenes 

with subordinates’ work or behaviors only when things go wrong.  As Densten 

and Gray (1998) have illustrated, management-by-exception can be studied both 

quantitatively and qualitatively.  Although Bass and Avolio (1995) maintained that 

management-by-exception may be systematic and transactional in nature, the 

passive form of management-by-exception is more reactive and lacks 

consistency of approach within similar situations.  Passive leaders tend to avoid 

specifying agreements, clarifying expectations, and providing goals and 

standards to be met by followers.  Passive/avoidant leadership is similar in style 

to laissez-faire leadership, which, according to Bass (1985), is considered to be 

“no leadership.”  Skogstad, Einarsen, Torsheim, and Asland (2007) even 

suggested that passive/avoidant, laissez-faire leadership may be destructive in 
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nature, resulting in workplace stressors, bullying tendencies, and various forms 

of psychological distress. 

Job Satisfaction 

House and Wigdor (1967) stated that job satisfaction is a function of the 

perceived characteristics of a job in relation to an individual’s frame of reference.  

Smith and Kendall (1963) noted that job satisfaction is not an absolute 

phenomenon but rather is relative to the alternatives available to the individual.  

Locke (1976) noted that one’s level of job satisfaction is a factor of the 

discrepancy between one’s intended and one’s actual performance.  

Consequently, job satisfaction is often regarded as being directly related to 

worker productivity (Shikdar & Das, 2003).  The few extant studies conducted on 

job satisfaction in sport settings by authors such as Pruijn and Boucher (1995), 

Wallace and Weese (1995), and Doherty and Danylchuk (1996) have yielded 

conflicting results and shown little support for the impact of transformational 

leadership behaviors on subordinates' outcome behaviors and attitudes (i.e., job 

satisfaction, commitment, and performance).  However, Doherty and Danylchuk 

(1996) examined the relationship between coaches' job satisfaction and the 

leadership behaviors of athletic directors at several Ontario universities and 

discovered that coaches' job satisfaction, perceived leadership effectiveness, and 

extra effort were positively impacted by the transformational leadership behaviors 

of their athletic directors.  Reflecting on these and other related studies, Yusof 

(1998) observed that the conflicting findings obtained from transformational 
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leadership studies conducted in sport settings suggest that more research is 

needed to test this theory in sport settings. 

Statement and Significance of the Problem 

  The present study investigated high school athletic directors’ self reported 

leadership styles and the extent to which these styles are related to job 

satisfaction.  Specifically, the leadership styles investigated in the present study 

were Transformational, Transactional, and Passive/Avoidant as measured by the 

subscales of the Multifactor Leadership Questionnaire (Bass & Avolio, 1990).  

Additionally, the subscales of Extrinsic Motivation and Intrinsic Motivation were 

measured by the Minnesota Satisfaction Questionnaire (Vocational Psychology 

Research, 2002).  According to Lowe, Kroeck, and Silvasubramaniam (1996), 

transformational leaders become a source of inspiration to others through their 

commitment to those who work with them, their perseverance to a mission, their 

willingness to take risks, and their strong desire to achieve.  Chelladurai (2007) 

noted that transformational leadership’s influences on individuals in sporting 

organizations have not been fully captured by researchers.  Thus, it is important 

to assess high school athletic directors’ own knowledge regarding which 

leadership styles are most necessary to their success and most highly related to 

the high school athletic director’s job satisfaction.  

  Bass and Riggio (2006) observed that whereas transformational leaders 

develop and grow their followers’ leadership capabilities primarily by listening to 

their individual needs, empowering them, and matching their goals and 
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objectives with an organizational vision, transactional leaders tend to lead 

primarily through social exchange (e.g., financial rewards and direct incentives).  

Kent and Chelladurai (2001) concluded that studies about transformational 

leadership in sports and the application of transformational leadership theory 

within sport settings have been very limited.  Further, transformational and 

transactional leadership behaviors in the field of sport have not been sufficiently 

researched, although there are a few extant studies (e.g., Doherty & Danylchuk, 

1996; Geist, 2001; Rowold, 2006).  Consequently, the present study was 

conceptualized with the following question, in mind: What do high school athletic 

directors perceive as their leadership styles, and are these styles related to their 

job satisfaction?  

Purpose of the Study 

  The purpose of the present study was to examine the degree to which 

high school athletic directors’ perceived leadership styles are related to their 

perceived job satisfaction.  The study utilized the conceptual framework of Bass 

and Avolio’s (1994) full range leadership model.  Bass and Avolio (1994) stated 

that the full range leadership model is based on more than 100 years of 

leadership research.  The model identifies both transactional and 

transformational behaviors.  The full range of leadership model also identifies 

transactional behaviors, which include laissez-faire (passive/avoidant), 

management-by-exception and contingent reward.  The transformational 

behaviors include individualized consideration, intellectual stimulation, 
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inspirational motivation, and idealized influence.  The study utilized a 

correlational design, and the Multi-Factor Leadership Questionnaire (MLQ; Bass 

& Avolio, 1990) and the Minnesota Satisfaction Questionnaire (MSQ-short form; 

Vocational Psychology Research, 2002) were used as the primary data collection 

tools.  

Limitations of the Study 

The present study included the administration of an electronic mail survey 

to a random sample of 500 athletic directors using email addresses provided by 

Clell Wade Directory.  Limitations of the study include a sample size of 55, a 

possibility of inaccurate email addresses provided by the Clell Wade Directory, 

self-reported bias of the participants (e.g., social desirability of response), and 

the possibility that any athletic director might, against study’s directions, have 

allowed for an assistant or coach to respond to his/her emails.  

 

Assumptions 

 For the purposes of the present study, it was assumed that: 

1. The random sample of 500 athletic directors from across the United 

States of America was representative of all athletic directors serving in 

high school athletics.   

2. The participants’ knowledge of varying leadership styles and job 

satisfaction components measured by the instrumentation used in the 
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present study was relatively representative of the knowledge of these 

components in the population from which the sample was selected. 

 

Definition of Terms and Variables 

Leadership:  

For the purposes of the present study, leadership was defined as 

managing group work with appropriate control and organization (Fiedler, 1967). 

Passive/Avoidant Leadership: 

 Passive/avoidant leadership is similar to “laissez-faire” leadership styles – 

or “no leadership.”   Both types of behavior have negative impacts on followers 

and associates (Bass & Avolio, 2004). 

Transformational Leadership: 

 Transformational leadership is a leadership style that transcends the need 

for direct tangible rewards and appeals instead to the followers' higher order 

needs, inspiring them to act in the best interest of the organization rather than 

according to their own self interests (Bass, 1998). 

Transactional Leadership: 

 Transactional leadership is a reward-driven behavior, where the follower 

behaves in such a manner as to elicit rewards or support from the leader (Field & 

Herold, 1997). 

Job Satisfaction: 

 Job satisfaction is defined as “simply how people feel about their jobs and 

different aspects of their jobs” (Spector, 1997, p. 2).  
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Organization of the Study 

The present study is organized into five chapters.  Chapter 1 has provided 

an introduction to the study, including the statement of the problem, purpose 

statement, definitions, limitations, and assumptions.  Chapter 2 contains a review 

of the literature pertaining to general leadership styles, job satisfaction and 

specifically the Multi-Factor Leadership Questionnaire (MLQ; Bass & Avolio, 

2000) and the Minnesota Satisfaction Questionnaire (MSQ) developed by the 

University of Minnesota’s Department of Vocational Psychology Research.  

Chapter 3 includes a presentation of the research methods of the study, research 

design and data analysis.  Chapter 4 presents the results of the investigation.  

Finally, Chapter 5 presents a discussion of the results as well as 

recommendations for additional research. 
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CHAPTER 2 

REVIEW OF RELATED LITERATURE  

This chapter provides a review of the literature and research related to the 

purpose of the study.  This literature review focuses on a general review of the 

literature on leadership and job satisfaction.  Where available, literature on 

leadership among high school athletic directors will be introduced into the 

discussion; otherwise, general findings in the literature will be interpreted in light 

of the role of the high school athletic director.  The literature review includes 

seven major sections: (a) leadership defined, (b) leadership theories, (c) athletic 

director roles and responsibilities, (d) leadership research in sport management, 

(e) transformational, transactional, passive/avoidant leadership and job 

satisfaction, (f) the Multifactor Leadership Questionnaire (MLQ), (g) the 

Minnesota Satisfaction Questionnaire (MSQ), and (h) summary.     

Leadership Defined 

Leadership is a term that can be found throughout all workplaces and is 

defined in a variety of ways.  Leadership, for example, may be defined as 

managing group work with appropriate control and organization (Fiedler, 1967).  

Fiedler’s simple definition of leadership will serve as a broad definition for 

purposes of the present study; however, more specialized definitions related to 

the constructs of interest will also be presented. Sugarmann (1999) illustrated the 

complexity of understanding leadership by quoting Jamie Williams, former 

member of the San Francisco 49ers: “Leadership is like gravity.  You know it’s 
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there, you know it exists, but how do you define it?” (p. 67). Researchers have 

been debating this for years. Currently, researchers disagree on definitions of 

leadership considering that leadership is a complicated phenomenon based on 

the interactions among the leader, the follower, and the situation (Nahavandi, 

2012).  Researchers have pointed out that leadership, and the study of this 

phenomenon, has roots in the beginning of civilization (Stone & Patterson, 2005).  

Workplaces, work environments, worker motivations, leaders, managers, 

leadership styles, and a myriad of other work-related variables have been studied 

for almost two centuries.  Reflecting on the increased importance of leadership in 

professional and popular literature, Bass and Riggio (2006), noted: 

There has been an explosion of interest in leadership. Each day stories 
appear in newspapers discussing instances of successful leadership, as 
well as significant failures of leadership.  The stories usually concern world 
class and national politicians and statesmen, chief executive officers 
(CEO) of business and industry, directors of government and health care 
agencies, or generals and admirals. But sometimes the story is about an 
ordinary citizen who shows the persistent leadership to organize what is 
needed to get the job done. (pp. 1-2) 
 
The Industrial Revolution created a paradigm shift to a new theory of 

leadership in which “common” people gained power by virtue of their skills 

(Clawson, 1999).  The term leadership became a more powerful term to those 

already holding high society positions.  Morgan (1997, p. 17), stated that Max 

Weber “observed the parallels between mechanization of industry and the 

proliferation of bureaucratic forms of organization.”  One could infer that as 

technological advances came to fruition so did bureaucracies.  As the 

mechanistic view of leadership began to wane in popularity, the emerging 
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theorists encouraged leaders to recognize that humans were not machines and 

could not be treated as such (Stone & Patterson, 2005).  Thus, a post-

bureaucratic shift in the mid-1940’s moved toward everyone in an organization 

taking responsibility for the organization’s success or failure (Heckscher & 

Donnellon, 1994).  In addition, researchers during this period began to examine 

the relationship between leader behavior and such outcomes as follower 

satisfaction level, organizational productivity, and profitability.  In the years that 

followed, theorists such as Hawthorne, Maslow, and Herzberg would all make 

contributions to leadership theory and its definition.  Some researchers paid 

attention to the leader’s personal traits whereas others focused on the 

relationship between leaders and followers or on situational factors that influence 

leadership behavior (Hughes, R., Ginnett, R., & Curphy, G, 2008).   

Another definition of leadership presented by Roach and Behling (1984) 

focused on leadership as the procedure of guiding an organized team toward 

achieving its objectives.  This definition is accepted by any sports team that wins 

a championship or achieves its team goal.  The support for this definition was 

continued when Watkins and Rikard (1991) defined leadership as the process of 

influencing the activities of an organized group toward achievement of 

organizational goals.  Leadership is also defined as “influence dynamics” among 

leaders and followers who attempt to bring true organizational changes that 

reflect their common goals (Rost, 1993).  The old philosophy of control-oriented 

leadership has given way to a broader conceptualization in which leaders are 
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evaluated by “soft” elements of leadership qualities in addition to their “hard” 

management skills (Daft, 1999).   

Bolman and Deal (2003) stated that leadership is universally offered as a 

panacea for almost any social problem (p. 336).  Within the athletic arena, 

leadership is a term used to describe any event which coaches, staff members, 

administrators, and athletic directors go above and beyond their normal work 

day.  If leaders lose their legitimacy then they lose their capacity to lead (Bolman 

& Deal, 2003).  For example, a high school athletic director may have authority 

but not necessarily leadership.  Additionally, a manager is also not necessarily a 

leader.  Many managers do not know how to lead.  Managers do things right 

whereas leaders do the right thing (Bennis & Nanus, 1985).  It is very important 

for high school athletic directors to understand the distinction between the terms 

leader and manager because high school athletic directors will not be successful 

leaders if they cannot distinguish differences in leading and managing.  

Leadership Theories 

Theories of leadership have evolved over a number of decades, and 

debate over the exact nature of leadership continues.  According to Young et al. 

(2010, Educational Leadership Traits Section), the documentation of educational 

leadership traits for high school athletic directors is scarce.  However, it was 

recently noted that traits of organization, roles and responsibilities, and job 

satisfaction of high school athletic directors are prevalent in previous research 

(Young et al., 2010).  Since the 20th century, many theories of leadership have 
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been proffered.  Leadership theories can be grouped into one of eight theory 

categories (Porter-O’Grady & Malloch, 2010).  As shown in Table 1, these eight 

categories are “Great Man” theories, trait theories, contingency theory, situational 

theories, behavioral theories, participative theories, management theories, and 

relationship theories.  Research that reflected one or more of these eight major 

theories regularly emerged over the course of concentrated study of leadership 

during the entirety of the Industrial Age (Bass, 1990).  Porter-O’Grady and 

Malloch (2010) stated that at the end of the Industrial Age, the influence of 

complex thinking changed much of the foundation of the consideration of human 

interaction and leadership behavior.  As science evolved in the various areas of 

neurology and neuro-biology, an immediate impact on the understanding of 

human thought, motivation, and action was created.   

Trait Theory 

Certain traits are associated with proficient leadership, and identifying 

people with the “correct” traits is synonymous with identifying people who have 

leadership potential (Shead, 2010).  Trait theory takes on the assumption that 

leaders are born with leadership traits or not, an assumption that is deemed 

untenable by many.  For example, it is possible for individuals to change their 

character traits for the better or the worse (e.g., someone who is known for being 

deceitful can learn to become honest and vice-versa, Shead, 2010).  Kirkpatrick 

and Locke (1991) touted the importance of leadership traits while simultaneously  
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Table 1  

Porter-O’Grady and Malloch’s (2010) Eight Leadership Theories with 

Descriptions 

 

Theory Description 

 
“Great Man” Theory 

 
Leaders are born, not made. 
 

Trait Theory  Leadership consists of a set of inherent leadership 
qualities. 
 

Contingency Theory Environmental factors influence particular styles of 
leadership. 
 

Situational Theory Leaders choose the best course of action based on 
the situation they find themselves. 
 

Behavioral Theory  Leadership as the learned action of leaders obtained 
through teaching and observation. 
 

Participative Theory Ideal leadership is that which takes the input and 
participation of others into consideration. 
 

Management Theory Leadership is transactional, focusing on the role of 
supervision, structure, and performance. 
 

Relationship Theory  Leadership is transformational, emphasizing the 
relations and interactions between leaders and 
followers and focusing on motivating individuals and 
groups to perform at their highest potential. 

                  

acknowledging the limits of trait theory: Leaders do not have to be great men or 

women by being intellectual geniuses or omniscient prophets to succeed, but 

they do need to have the “right stuff,” and this stuff is not equally present in all 

people (p. 59). 
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Trait leadership theories were largely popular in the 1940’s.  Stogdill 

(1974) referred to the “Great Man” theory, which stated that leaders are different 

from followers due to common leader traits.  Additionally, Turner and Chappell 

(1999) supported Stogdill’s (1974) claim about leaders being different from 

followers by explaining that leaders are born into being great leaders and not 

made into great leaders.  It is noteworthy, according to trait theorists, that 

leadership traits refer to repetitive patterns in a person’s behavior (Hogan, 1991).  

Further, leaders’ traits are shown through hard work, friendliness, 

conscientiousness, and willingness to take on responsibility rather than 

personality, ambition, and physical makeup, such as height (Stogdill, 1974).  

Researchers have built a body of evidence showing that effective managers have 

traits such as energy and drive, self-confidence, and highly effective 

communication skills (Turner & Chappell, 1999). 

Behavioral Theory  

The behavioral approach to leadership was heavily studied between the 

1940s and 1960s.  During this time period, researchers from the University of 

Michigan and The Ohio State University affirmed that leader behaviors can be 

explained within two independent factors called consideration and initiating 

structure (Fleishman, 1953; Halpin & Winer, 1957).  According to The Ohio State 

researchers, the term consideration applies to the degree to which leaders show 

support and friendship towards followers, whereas the term initiating structure 

applies to the manner in which leaders stress the importance of achieving goals 
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and tasks.  The behavioral studies conducted by the University of Michigan 

researchers found that effective group performance was related to four 

dimensions of leadership behaviors: support, interaction facilitation, goal 

emphasis, and work facilitation (Bowers & Seashore, 1966).   Further, leaders’ 

support behaviors were positively related to concern for subordinates, whereas 

interaction facilitation was focused on reconciling relational conflicts among 

group members.  In sum, goal emphasis and work facilitation are job-centered 

dimensions, but leader support and interaction facilitation are employee-centered 

dimensions (Bowers & Seashore, 1966).  Various scholars (e.g., Hughes et al., 

2008; Smither, London, Flautt, Vargas, & Kucine, 2003) have claimed, 

considering certain leadership behaviors are adopted for effective leadership, 

that leadership prowess can be developed.  For example, leaders can learn to 

change their behaviors via reflection, organizational development systems, 360-

degree feedback, and other similar processes (McCauley, Ruderman, Ohlott, & 

Morrow, 1994).  

Situational Theories 

Situational leadership theories focus on the development of the followers 

and the styles of each leader being exhibited.  The situational leadership model 

combines task and people into a two-by-two chart, which shows four possible 

leadership styles: telling, selling, participating, and delegating (Hersey & 

Blanchard, 1969, 2001).  Situational leadership theory is well suited to the study 

of leadership within the sport/athletic arena (Kremer & Scully, 1994; Smoll & 
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Smith, 1989).  Hersey and Blanchard’s four styles suggest that leaders should 

put greater or less focus on the task in question and/or the relationship between 

the leader and the follower, depending on the development level of the follower.  

The four styles are as follows:  

1. “Leadership through participation” (S1) involves having a high relationship 

with one’s subordinates with low tasks involved.  This leader-driven style 

is used when followers are able but unwilling or insecure to accomplish 

the task at hand.  Sugarmann (1999) stated that leading by example is 

paramount to becoming known as a great leader.  Hersey and Blanchard 

(2001) identified the first stage of situational leadership as “telling and 

directing.”  The leader in this stage is said to have high task focus and low 

relationship focus whereas followers are said to have low competence, 

low commitment, and inability or insecurity.  Hersey and Blanchard stated 

that when the followers cannot do the job and are unwilling or afraid to try, 

then the leader takes a highly directive role, telling them what to do but 

without a great deal of concern for the relationship.  The leader may also 

provide a working structure, both for the job and in terms of how the 

person is controlled.  The leader may first find out why the person is not 

motivated and if there are any limitations in ability.  These two factors may 

be linked, for example, when followers believe they are less capable than 

they should be or are in a state of denial.  Followers may also lack self-

confidence as a result. If the leader focused more on the relationship, 
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followers may become confused about what must be done and what is 

optional.  The leader thus maintains a clear 'do-this' position to ensure all 

required actions are clear. 

2. Leadership through “selling and coaching” (S2), a second leader driven 

strategy, is exemplified when there is a high relationship value with 

followers and the tasks level is high (Hersey & Blanchard, 2001).  The 

follower is considered to have some competence and a variable level of 

commitment.  Although unable to take the responsibility for the task, the 

follower is willing or motivated.  When the follower can do the job, at least 

to some extent, but perhaps is over-confident about their ability in this, 

then telling the follower what to do may be demotivating or lead to 

resistance.  The leader thus needs to sell another way of working, 

coaching, explaining, and clarifying decisions.  The leader thus spends 

time listening and advising and, where appropriate, helping the follower to 

gain necessary skills through coaching methods.   

3. The third style of leadership, “participating and supporting” (S3), is a 

follower-led strategy.  Hersey and Blanchard observed that this leader has 

low task focus and high relationship focus.  However, the follower has high 

competence, a variable commitment, and is able but unwilling or insecure. 

When the follower can do the job, but is refusing to do it or otherwise 

showing insufficient commitment, the leader need not worry about 

showing the follower what to do, and instead is concerned with finding out 
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why the follower is refusing and then prompting cooperation.  There is less 

excuse here for followers to be reticent about their ability, and the key to 

encouraging followers centers very much about motivation.  If the causes 

for inaction are found, they can be addressed by the leader.  The leader 

thus spends time listening, praising, and otherwise making the followers 

feel good when they show the necessary commitment.  

4. The fourth style, leadership through “delegation” (S4), is a follower-led 

strategy used when there is minimal relationship with followers and a low 

task requirement.  The style is used when followers are able and willing or 

motivated to accomplish the tasks at hand (Hershey & Blanchard, 2001).  

Hersey and Blanchard’s situational leadership concept provides 

supporting information that, in order to become an effective leader, one must 

consider all four styles within the situational leadership model.  When the 

followers can do the job and are motivated to do it, then the leader can basically 

leave them to it, largely trusting them to get on with the job although the leader 

acknowledges the need to keep a relatively distant eye on things to ensure 

everything is going according to plans.  Smoll and Smith’s (1989) “mediational 

model of leadership” focused on situational factors within coaching and sport 

leadership settings and identified evaluation of cognitive processes and leader 

and follower behavior as the key to determining desirable leadership actions. 
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Relationship Theories 

Relationship theories focus on the strength of leader-follower relationships 

as the focus of leadership.  Relational leaders inspire followers both to maximize 

personal potential and to view their actions as part of the larger organizational 

purpose (Porter-O’Grady & Malloch, 2010).  Relationship theories generally focus 

on both transactional and transformational elements of leadership (Bass, 1998).  

These two elements are points along a continuum of leadership behavior (Bass, 

1985).  Bass (1998) described transformational leadership as behavior that 

transcends the need for rewards and appeals to the followers' higher order 

needs, inspiring them to act in the best interest of the organization rather than 

their own self-interest.  Thus, leaders must possess high ethical and moral 

standards in order to provide the highest reward to the organization.  One might 

infer that even the most ethically and morally charged athletic director cannot 

consistently provide the highest rewards to the organization that he/she 

represents.  However, ethics and morals are two very important characteristics in 

an individual when determining the type of leader one might become.   

Leadership styles are known to change based on situational factors, and 

thus a transformational leader could utilize the transactional style of leadership 

and vice versa.  Generally, personality and character traits can provide some 

information to determine the likelihood that a given person will be either a 

transformational or transactional leader; in particular, extraversion has been 

shown to be positive, although weak, correlate of transformational leadership 
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(Bono & Judge, 2004).  It is likely that extraverts will tend to exhibit inspirational 

leadership (e.g., having an optimistic view of the future) (Bono & Judge, 2004).  

Extraverts also tend to score high on intellectual stimulation, as they are more 

likely than introverts to embrace new ideas and seek out and enjoy change.  

Transformational leadership is universally applicable (Bass, 1998).  Bass 

stated that, regardless of culture, transformational leaders inspire followers to 

transcend their own self-interests for the good of the group or organization.  

Followers become motivated to expend greater effort than would usually be 

expected.  For example, if an athletic director exemplified Bass’ transformational 

leadership model, coaches in the school would offer up all that they have to 

support the athletic director and school for which they work.  Excellence in sport 

leadership is acquired by people who have a strong sense of vision, who have 

passion for the work of the organization, and who are able to get people to 

commit to the necessary actions so that their vision becomes a reality 

(Sugarmann, 1999).  Further, great leaders excel in the arts of communication, 

motivation, mutual respect, instilling confidence and enthusiasm, and showing 

credibility and integrity on a consistent basis. 

 Building on their work on transactional and transformational leadership 

theories, Avolio and Bass (1991) conceptualized a “full range leadership theory” 

(FRLT) represented by nine factors, including five transformational leadership 

factors, three transactional leadership factors, and one nonleadership or laissez-

faire leadership factor (Antonakis, Avolio & Sivasubramaniam, 2003; Jens & 
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Schlotz, 2009).  Jens and Schlotz (2009) defined the nine FRLT factors as 

follows: 

The first of the transformational factors is inspirational motivation.  Central 
to this factor of transformational leadership is the articulation and 
representation of a vision.  If followers have a positive attitude concerning 
the future as a result of leadership behavior, they will be motivated to 
perform well.  Next, idealized influence (attributed) relies on the attribution 
of charisma to be a leader, idealized influence (behavior) emphasizes a 
collective sense of mission and values, as well as acting on these values.  
As another factor of transformational leadership, intellectual stimulation 
includes leader behaviors such as challenging the assumptions of 
followers’ beliefs. Individualized consideration contains the consideration 
of individual needs and the development of followers’ individual strengths.  
As a transactional leadership factor, contingent reward entitles a task-
oriented leadership behavior that provides followers with rewards 
(materialistic or psychological) depending on the fulfillment of certain 
tasks. In active management by exception, the leader watches and 
searches actively for deviations from the rules and standards in order to 
avoid divergent behavior.  Management by exception, passive describes a 
leader who intervenes only after errors have been detected or after 
standards have been violated.  An absolutely passive leadership style is 
laissez-faire, which is basically defined as the absence of leadership.  (pp. 
36-37) 
 

Antonakis and House (2004) proposed that an additional dimension be added to 

the FRLT model, namely “instrumental leadership,” which they defined as a class 

of leadership behaviors concerning the enactment of leader expert knowledge 

toward the fulfillment of organizational-level and follower task performance (p. 2). 

Athletic Director Roles and Responsibilities 

 The focus on the athletic director as an employee, leader, and 

representative of interscholastic athletics is needed to understand the gravity of 

where the role of the athletic director comes from and what it has become today.  

The importance of the role of an effective athletic director cannot be 
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underestimated; however, Koehler and Giebel (1997) stated that some 

incumbents have approached the role in a lackadaisical fashion that has led to 

pejorative stereotypes: 

Some teachers regard athletic directors as former coaches who are killing 
time between their last game and their first day of retirement.  Many are 
characterized as likable but ineffective geezers who slap backs, make 
schedules, and tap the keg at the annual staff picnic.  Other teachers see 
them as personable disciplinarians who know how to “ride herd” on 
perhaps the most headstrong group of people in the building—the 
coaching staff.  Unfortunately, each of these perceptions in some schools 
is true.  That’s what makes it so difficult for the rest of us to convince the 
educational community that athletic directors are among the most 
important people in the school system. (p. vi) 
 
Young et al., (2010) surmised that the athletic director position was 

created to improve control over the ever increasing demands of running an 

athletic program.  Indeed, high school athletic administration as a distinct field 

developed slowly and gradually (Keller & Forsythe, 1984, pp. 1-2).  In reality the 

first directors of athletics were superintendents, principals, assistant principals, 

and assistant superintendents.  Early on, the roles of athletic administrators were 

carefully circumscribed.  For example, 60 years ago, intercollegiate athletic 

directors were in charge of (a) hiring and firing personnel, (b) scheduling 

competitions, (c) overseeing the budget, (d) program planning, (e) working with 

others giving direction and vision, (f) clerical activities, (g) alumni publications, 

and (h) fund raising (Loveless, 1953).  Several decades later, Parkhouse and 

Lapin (1980) were the first to break down the role of the interscholastic athletic 

director into five much broader administrative functions: (a) organization, (b) 

decision making and problem solving, (c) planning, (d) communication, and (e) 
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evaluation.  Today’s athletic director position is becoming so demanding that job 

descriptions are changing regularly (Appenzeller, 2003).  In fact, most high 

school athletic directors do not have the luxury of devoting their whole working 

day to this job (Masteralexis, Barr, & Hums, 2012).  Most high school athletic 

directors also teach, coach, or perform other administrative duties in addition to 

their role as high school athletic director (Masteralexis et al., 2012).  In years 

past, the leadership ability of athletic directors was assumed because of their 

previous athletic success, but this assumption is not now as widely held (Davis, 

2002).  

Today, those in athletic director positions are getting more training and 

education in management and administrative leadership, both of which are 

important to success in the role.  However, leader is a broader term than 

manager; people need not be in management positions to be leaders (Pedersen, 

Parks, Quarterman, & Thibault, 2011).  A manager is someone who plans, 

budgets, staffs, organizes, controls, and problem solves, whereas a leader is 

someone who sets direction, aligns people, motivates, and inspires.  

High school athletic directors frequently employ both management and 

leadership concepts in the creation of programs that teach their student athletes 

leadership skills.  One example of this type of program was used to establish 

athletic leadership for Wheeler High School’s football team in Valparaiso, 

Indiana.  Using the acronym L.E.A.D.E.R.S.H.I.P., Snodgrass (2004) built a 

curriculum based on 10 core values: Influence, Integrity, Communication, 
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Attitude, Courage, Sacrifice, Goals, Servant-Hood, Vision, and Perseverance.  

Snodgrass observed that giving students an opportunity to understand what 

leadership is all about and how leadership is applied in everyday life allowed the 

football players at Wheeler High School in Valparaiso, Indiana, to become 

stronger individuals in the classroom, community, and field.  

Considering all of the duties required of athletic directors, they must be 

good leaders with the ability to delegate (Barnhill, 1998).  Athletic directors’ job 

descriptions will continue to evolve as the requirements for managing a 

successful program evolve.  One sample written job description of an athletic 

director for a small private school in Florida indicated that their athletic director 

would perform the standard duties of enforcing Florida High School Athletic 

Association (FHSAA) policies and procedures, hire and fire coaches, ensure 

school policies are followed, and promote a high quality sportsmanship 

environment (Ford, 2005).  A second athletic director job description, taken from 

the Dublin, Ohio, Public Schools (2005), highlights the athletic director’s 

responsibility to recruit quality coaches, fundraise, ensure student-athlete 

eligibility, supervise athletic contests and athletic officials, and arrange for 

transportation.  

Through examination of the two brief job descriptions cited above, it 

becomes apparent how important the athletic director position is to the success 

of interscholastic athletics.  Athletic directors share many of the same 

responsibilities regardless of the population or location of the school in which 
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they are employed.  High school athletic directors are vital to ensuring that the 

climate of the athletic program which they direct will stay positive and energized.  

The athletic director as a leader is an integral part of the school system.  Year by 

year, the job descriptions of athletic directors have become more complex, and 

over time, the following responsibilities have been added to the athletic director’s 

job description: (a) purchasing and distribution of equipment, supplies, and 

uniforms; (b) planning and scheduling for the use of facilities; (c) public relations; 

(d) fund-raising; (e) assuring legal and medical protection is available for coaches 

and student-athletes; (f) compliance with national and state policies and 

procedures; (g) administration of events; (h) completion of the goals and 

objectives of the school; and (i) implementation and management of media 

events (Smith, 1993).  

These increasing responsibilities make it highly unlikely that just one 

individual can effectively manage a successful interscholastic athletic program, 

especially at a large school with a comprehensive athletic program (Hoch, 2002).  

Athletic directors must be willing to put the time and effort into getting the job 

done.  In order to do so, a high school athletic director must regularly rely upon 

his/her support staff, such as coaches and other administrators at the school 

(Barnhill, 1998).  

If the athletic director fails at delegating and managing the tasks 

necessary to lead a successful athletic program, his/her coaches will begin to 

lose faith in the athletic director’s ability to lead.  The many responsibilities that 
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an athletic director assumes when taking a position within the administration are 

largely dictated by the athletic director’s fellow administrators.  At the collegiate 

level, the athletic director’s position is supported by many other administrators 

such as the director of development, dean of students, director of advising, 

director of admissions, and director of college recruitment to name a few.  The 

director of development will help the athletic director with fundraising for athletics, 

the dean of students assists the athletic director with student-athlete disciplinary 

issues, the director of admissions assists the athletic director in qualifying the 

students for eligibility, and the director of college recruitment assists the athletic 

director in qualifying student athletes for college recruitment.  With all of these 

administrators working together, the leadership within the school is strong and 

successful.  Nevertheless, the staff available to high school athletic directors is 

usually much smaller and less specialized; hence, athletic directors must have a 

range of skills and know how to maximize the efforts of all those under their 

authority. 

The athletic director’s ability to recruit co-workers to assist in leading the 

department of athletics as well as the institution itself is characteristic of a 

transformational leader.  Bass (1997) affirmed transformational leadership is 

universally applicable.  Regardless of culture, transformational leaders inspire 

followers to transcend their own self-interests for the good of the group or 

organization.  In order for this to occur, the transformational leader must possess 

at least seven specific characteristics to inspire followers (Parks & Quarterman, 
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2003).  These characteristics include, first, trusting his or her subordinates and 

making use of employees’ energy and talent.  The key to productive relationships 

is mutual trust.  Second, leaders should develop a vision for employees to follow.  

Third, leaders should inspire others to remain calm and to act intelligently under 

pressure.  Fourth, leaders should become experts at what they do, knowing that 

employees are much more likely to follow a leader who radiates confidence, is 

intuitive, and continues to master the profession.  Fifth, leaders should invite 

dissent and be willing to consider a variety of opinions.  Sixth, leaders should 

focus on what is important and reach elegant, simple answers to complex 

problems by keeping the details to themselves.  Lastly, leaders should embrace 

a certain amount of risk-taking.  Risk encourages employees to take chances 

and readily accept error as part of their work routine.  

Although it is important that any leader become an effective manager, 

being an effective manager and an effective leader are two different matters. 

Hersey and Blanchard (2001) stated that, management is the process of working 

with and through individuals and groups to accomplish organizational goals (p. 

9).  In addition, Hersey and Blanchard (2001) defined leadership as the process 

of influencing the activities of an individual or a group in effort toward goal 

achievement in a given situation (p. 78).  Some theorists have suggested that 

both management and leadership are necessary to those who seek professional 

management in high school athletics and other sport careers.  Many athletic 

directors find themselves primarily functioning as managers focused on 
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interactive activities such as planning, organizing, staffing, directing, 

coordinating, reporting, and budgeting in order to accomplish the goals and 

objectives of the organization or institution (Parks & Quarterman, 2003).  

Conversely, other athletic directors consider themselves as leaders in some 

capacity.  

 As previously noted, two possible leadership styles of high school athletic 

directors nationwide are transformational and transactional.  Bass (1985) 

acknowledged that, transactional leaders think primarily in terms of compliance 

with processes.  The transactional athletic director believes a coach will get 

rewarded if he/she follows directions and orders.  Bass identified two factors as 

composing transactional leadership.  Leaders can transact with followers by (a) 

rewarding effort contractually, telling followers what to do to gain rewards and 

punishing undesired action, and (b) giving extra feedback and promotions for 

good work.  Such transactions are referred to as contingent reward (CR) 

leadership.  Transactional leadership is described as a reward-driven behavior, 

where the follower behaves in such a manner as to elicit rewards or support from 

the leader (Field & Herold, 1997).  Bass (1985) observed that transactional 

leaders are administrators who manage by exception.  The athletic director 

operating from this perspective will regularly observe the performances of the 

coaching staff but implement measures of correction only when mistakes or 

failure to comply with the goals, mission, and values of the institution occur 

(Parks & Quarterman, 2003).  In this scenario, the athletic director would have 
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minimal contact with the staff unless something goes wrong.  Laissez-faire 

leadership may also exist as a strategy within a larger transactional leadership 

approach.  However, this style is not very frequently seen among the staff and 

administration of a successful interscholastic athletic program as it means little or 

no leadership or contact is made by the athletic director with the staff members 

(Parks & Quarterman, 2003). 

Leadership Research in Sport Management 

 The most noted scholar in the field of sports management is Packianathan 

Chelladurai.  Chelladurai and his colleagues have created a model of leadership 

in sport that is considered multi-dimensional.  The model (Chelladurai, 1980) 

emphasizes the appropriate combination of three characteristics: the leader, the 

situation, and the members.  The model also illustrates three levels of leadership: 

required, preferred, and actual leadership.  In describing the model, Chelladurai 

(1980) claimed that congruence between preferred and perceived leadership 

significantly affects team outcomes and member satisfaction.  Chelladurai and 

Haggerty (1978) explained three decision making leadership styles within this 

model.  The model defines proper leadership styles as determined by taking into 

consideration both environmental factors and followers’ perceptions of the leader; 

hence, the model is prescriptive at least to some degree.  The three decision 

making styles are autocratic, delegative, and participative.  An autocratic decision 

style is characterized by the leader making decisions without any other 

assistance.  In the delegative style, leaders transfer their decision making powers 
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to the followers.  Finally, the participative decision style combines the previous 

two extreme leadership styles with the result that both leaders and followers are 

able to contribute to decisions.  

 Chelladurai and his colleagues (e.g., Chelladurai, 1980, 2007; Kent & 

Chelladurai, 2001; Chelladurai & Haggerty, 1978; Reimer & Chelladurai, 1995) 

stated that, the differing leadership behaviors are necessary characteristics of the 

leader (e.g., athletic director).  The theory of transformational and transactional 

leadership states that the leader should display varying types of transformational 

and transactional traits in order to find the right fit for the situation that arises.  

Chelladurai and Haggerty (1978) model stresses the importance of “fit” or 

“alignment,” with high levels of satisfaction (a multifaceted construct which 

includes satisfaction with individual performance, team performance, and type of 

leadership) and performance accurately predicted when there is congruence 

between actual, required, and preferred behaviors.  The central thrust of the 

multidimensional model of leadership was affirmed as the congruence of 

perceived and preferred leadership enhances member satisfaction (Reimer & 

Chelladurai, 1995).  Therefore, when discrepancies occur, leaders are faced with 

selecting one of three actions—(a) to carry on without making significant changes 

and to expect (or encourage) others to be more accommodating; (b) to remove 

barriers (e.g., fire coaching staff who are creating disharmony); or (c) to be more 

flexible, which may prove decidedly difficult for controlling, authoritarian coaches 

(Crust & Lawrence, 2006).   
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 Transformational leadership is very important in sport, considering that a 

sport leader’s transformational leadership can move followers from being relaxed 

and uninvolved to being dedicated and committed (Chelladurai, 2007).  As the 

world becomes increasingly turbulent, leaders in sport organizations need to 

possess transformational leadership characteristics in order to achieve better 

organizational outcomes (Lim & Cromartie, 2001).  Chelladurai (2007) referred to 

this as the “congruence hypothesis”—actions of the leader may vary based on 

the level of congruence among preferred, actual, and required behaviors.  A 

range of behaviors is needed specific to leader and member characteristics as 

well as situational characteristics and desired outcomes.  Furthermore, Lim and 

Cromartie (2001) claimed that, because the sport industry can be greatly affected 

by various transformational contextual issues such as diversity, ethics (e.g., 

game fixing, sportsmanship), league changes, and gender issues, sport leaders 

should ideally possess transformational leadership characteristics as well as 

transactional leadership characteristics.  

 Traditionally, theories of leadership have largely focused on the leadership 

provided by those at the top of an organization’s hierarchy.  However, “top-down” 

approaches often overlook the reality that there are other sources of leadership 

that influence individuals in an organization (Dachler, 1988).  Organizational 

members are likely to be influenced by their immediate supervisors as much as 

by anybody else, if not more, as it is a formal requirement of the supervisor to 

influence his or her immediate subordinates (Kent & Chelladurai, 2003).  Reimer 
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and Chelladurai (1995) found that the two dimensions of training and instruction 

and positive feedback reflect the situational requirements whereas the remaining 

three dimensions of democratic behavior, autocratic behavior, and social support 

are attuned to member preferences.   

Geist (2001) conducted research in order to examine differences in the 

perceptions of the athletic director’s transformational leadership behaviors using 

the perspective of the athletic directors themselves as well as the perspective of 

the middle managers.  Athletic directors were more likely to consider themselves 

as transformational leaders than the middle managers who assessed them.  

Sport leaders should exert more effort to understand their followers by 

approaching them in a collegial and supportive manner with the goal of improving 

organizational effectiveness (Geist, 2001). 

Vallee and Bloom (2005) conducted a qualitative study to investigate 

factors that lead to the success of athletic coaches in a Canadian collegiate sport 

setting.  Coaching success was best explained by characteristics of 

transformational leadership.  The researchers emphasized that the leaders were 

visionaries, motivators, goal-setters, and organized leaders who were able to 

achieve success by gaining commitment and enthusiasm from their followers, 

and by having them buy into their vision (Vallee & Bloom, 2005, p. 193).  

Likewise, Chelladurai (2007) noted, “the transformational leader influences the 

situation and the members as well as subordinate leaders” in an effort to achieve 

desired outcomes (p. 131). 
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Doherty and Danylchuk (1996) investigated coaches’ perceived 

assessment of the transformational and transactional leadership behaviors of 

athletic administrators in Ontario universities.  Doherty and Danylchuk (1996) 

showed that the coaches were more satisfied with the administrators’ 

transformational leadership characteristics and the contingent reward component 

of transactional leadership than with the management-by-exception component 

of transactional leadership.  The administrators’ transformational leadership 

behaviors were positively related to the coaches perceived leadership 

effectiveness and their initiatives to exert extra effort overall, compared to their 

transactional leadership behaviors (Doherty & Danylchuk, 1996).  Specifically, 

the study’s results emphasized the importance of a leader’s active effort to 

interact with followers.  

Transformational, Transactional, and Passive/Avoidant Leadership and Job 

Satisfaction 

In the present study, transformational and transactional leadership styles 

were utilized as precursors to an athletic director’s job satisfaction.  Bass (1990) 

argued that, follower job satisfaction is one of the most directly impacted and 

important outcomes of leadership.  A number of researchers (e.g., Krug, 2003; 

McElroy, Morrow, & Rude, 2001) have agreed that a leader’s behavior is critical 

to employee job satisfaction, which, in turn, has a substantial influence on 

various organizational outcomes. Most job satisfaction studies at the secondary 

school level have focused on teachers, rather than school administrators or other 
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leaders (e.g., athletic directors); however, findings of the teacher studies may be 

relevant and thus are cited here.  There is very little evidence supporting 

relationships among athletic directors’ job satisfaction, performance, and 

leadership styles; however, job satisfaction problems often seen in the business 

world would also be present in the highly visible, competitive world of athletics 

(Green & Reese, 2006).  Davis (1981—as cited in Green & Reese, 2006) 

surveyed 246 public school teacher/coaches to determine their job satisfaction 

levels.  Davis’ survey identified relationships with coworkers and challenging 

work as being more valuable than resource adequacy or financial rewards in 

determining a worker’s job satisfaction.  The investigator further reported that 

work climate, morale, and communication patterns also affected overall job 

satisfaction. 

If transformational leadership behaviors are indeed related to job 

satisfaction and job commitment of subordinates in the sport setting, perhaps 

sport administrators may be able to motivate subordinates to achieve higher 

goals and to do more for the organization even in the face of scarce resources 

(Armstrong-Doherty, 1995).  The ability of sport administrators to motivate 

subordinates to perform work beyond the minimum levels specified by the 

organization is important in sport today in view of the increasing costs of 

operating athletic programs and the declining revenues faced by most athletic 

departments.  Nevertheless, Yusof (1998) concluded that the few studies 

conducted in sport settings by authors such as Pruijn and Boucher (1995), 
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Wallace and Weese (1995), and Doherty and Danylchuk (1996) have obtained 

conflicting results and showed little consistent support of the impact of 

transformational leadership behaviors on subordinates' outcome such as job 

satisfaction, commitment, or performance.  The relationship between coaches' 

job satisfaction and the leadership behaviors of athletic directors at several 

Ontario universities was examined by Doherty and Danylchuk (1996) who 

discovered that coaches' job satisfaction, perceived leadership effectiveness, and 

extra effort were positively related to transformational leadership behaviors of 

their athletic directors.  Additionally, Yusof (1998) argued that, because job 

satisfaction has been shown to be positively related with high subordinate 

performance, low job turnover, low absenteeism, and higher productivity, athletic 

directors who are transformational will make a significant difference in terms of 

their organization’s performance and effectiveness (p. 173).  

Job satisfaction research provides evidence to suggest that selected 

personal characteristics of an individual may be related to work and job 

satisfaction (Bedeian, Farris, & Kacmar 1992; Gibson & Klein, 1970; Kasperson, 

1982).  The personal characteristics on which data are collected on the 

Minnesota Satisfaction Questionnaire are age, gender, and years of experience.  

Research has shown that as people become more mature, job satisfaction tends 

to increase (Gibson & Klien, 1970; Janson & Martin, 1982).  The extant literature 

also supports job satisfaction as differing by gender, but results are mixed.  

Whereas some research has indicated males are more satisfied with their jobs 
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(Varca, Shaffer, & McCauley, 1983), other researchers, such as Hodson (1989) 

and Kelly (1989), have reported that females are more satisfied with their jobs.  

Job satisfaction has been found as having virtually no relationship to years of 

experience (Bedeian et al., 1992; O'Rielly & Roberts, 1975). 

Spector (1997) noted that job satisfaction is a topic of wide interest to both 

people who work in organizations and people who study them.  In fact, it is the 

most frequently studied variable in organizational behavior research.  Job 

satisfaction is defined as simply how people feel about their jobs and different 

aspects of their jobs (Spector, 1997).  It is the extent to which people like (are 

satisfied with) or dislike (are dissatisfied with) their jobs.  Most studies of job 

satisfaction in education have tended to focus on teachers (Green & Reese, 

2006).  Much less attention has been paid to the effects of a stressful 

environment on the leadership effectiveness and satisfaction of high school 

coaches and other athletic administrators, particularly those serving in a dual or 

multi-role capacity.  

 Herzberg, Mausner, and Snyderman (1959) created the Motivational-

Hygiene Theory (M-H Theory) which introduces two factors that involve job 

satisfaction and dissatisfaction.  The two factors were referred to as intrinsic 

factors, called motivators, and extrinsic factors, called hygienes.  Motivators were 

believed to lead to job satisfaction, and hygienes to job dissatisfaction.  Motivator 

factors of job satisfaction include achievement, recognition, the work itself, and 

the intrinsic interest of the job; hygiene factors of the job include pay, job security, 
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working conditions, policy and administration, and relationships with peers and 

supervisors (Herzberg, Mausner, & Snyderman, 1959).  Throughout the 1960’s 

the M-H Theory was researched and became well known as a plausible model 

for determining job satisfaction.   

There is not an abundance of data to support a relationship between job 

satisfaction and leadership styles.  Vroom (1967) began discussing his ideas in 

the form of a concept called expectancy theory.  This theory was later developed 

by Porter and Lawler (1968) who defined job satisfaction as an individual's 

attitude about work roles and their relationship to worker motivation (Vroom, 

1967).  Porter and Lawler (1968) established a connection between employees’ 

motivation and their expectancies.  Motivation is possible only when there is a 

clear relationship between work performance (effort) and work results (goal 

attainment).  According to Cinar, Bektas, and Aslan (2011), Porter and Lawler 

(1968) were among the first to advocate for structuring the work environment so 

that effective performance would lead to both intrinsic and extrinsic rewards, 

which would in turn produce overall job satisfaction.  

Consider first the negative relationship found between transformational 

leadership and job satisfaction.  The link between transformational leadership 

and satisfaction has been found in previous studies; however, the relationship is 

generally found to be positive.  Research on transformational leadership and job 

satisfaction, show’s a positive relationship between nurses exhibiting 
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transformational leadership styles and their job satisfaction (Medley & Larochelle, 

1995). 

Conceptual Framework 

In the present study, it was postulated that transformational and 

transactional leadership would serve as a precursor to self-perceived job 

satisfaction of high school athletic directors.  Avolio and Bass’s (1991) full range 

leadership model (or transactional-transformational model) provided the 

conceptual underpinnings of the study.  As previously noted, the full range 

leadership model focuses on the impact of both transactional and 

transformational leadership styles on follower outcomes.  The model also 

accounts for the effects of laissez-faire leadership behaviors which, in effect are 

evidence of lack of leadership.  This conceptual framework is appropriate for 

studying leadership styles of athletic directors for at least three reasons.  First, it 

has been established that the full-range leadership model is universally 

applicable (Bass, 1998); hence, it would follow that it would be a useful model for 

studying athletic directors’ leadership styles just as it has been used to study 

leaders in multiple other settings.  Second, the model is useful in that 

instrumentation (i.e., the Multifactor Leadership Questionnaire; Avolio & Bass, 

1991) for testing the major constructs of the model has been developed via 

psychometric integrity and applied research studies over many years.  Third the 

model is highly consistent with other theoretical models that have been 

developed specifically within the domain of leadership in sport settings.  
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Specifically, the multidimensional model of leadership in sport (Chelladurai, 1980, 

2007; Kent & Chelladurai, 2001) serves as a secondary model for illustrating how 

Avolio and Bass’s model is applicable to the specific sample (i.e., athletic 

directors) selected for the present study. 

Athletic directors are one group of individuals along with coaches, 

athletes, and other relevant staff constituting the “operating or technical core of 

the [sport] enterprise” (Kent & Chelladurai, 2001, p. 139).  The multidimensional 

leadership model provides conceptual understanding of the linkages among 

leader behaviors and decisions, situational characteristics, member satisfaction, 

and group performance.  Sports administrators should certainly be interested in 

investigating the usefulness of the transformational leadership theory in sports 

settings (Chelladurai, 2007; Yusof, 2002).  Specifically, if transformational 

leadership behaviors are indeed related to subordinates' job satisfaction in sports 

settings, perhaps sport administrators may be able to motivate subordinates to 

achieve higher goals and to do more for the organization with fewer resources.  

Additionally, the ability of sports administrators to motivate subordinates to 

perform work beyond the minimum levels required by the organization is 

important in sports today, especially in intercollegiate athletics in the United 

States, where most programs are being burdened with increasing costs of 

running such programs and declining revenues (Armstrong-Doherty, 1995).  

These burdensome situations may lead to diminished job performance, reduced 

organizational commitment, and even a decline in job satisfaction.  Researchers 
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such as Farkas and Tetrick (1989), Mathieu (1991), and Schappe (1998) have 

agreed that organizational commitment and job satisfaction must be considered 

together because the two factors reciprocally affect each other which, in turn, 

results in a high correlation between the two concepts (Kim, 2009).  Kim (2009) 

also stated that current research has found that employees who feel more 

satisfied with their jobs will likely have a higher level of commitment to the 

organization.  Further, high job performance can result in internal or external 

rewards which, in turn, will naturally boost job satisfaction (Caldwell & O’Reilly, 

1990).   

Multifactor Leadership Questionnaire 

The Multifactor Leadership Questionnaire has been established as the key 

instrument for measuring transformational leadership and related constructs 

(Bass & Avolio, 1990).  Through its use in over 300 research studies, including 

dissertations and theses, the MLQ has yielded scores indicating strong estimates 

of validity and reliability.  The popular six-factor model for the MLQ resulted from 

detailed construct validity studies using factor analytic methods.  A study 

conducted by Antonakis, et al. (2003) supported the nine-factor leadership model 

and its stability in homogenous situations.  Reliability estimates for scores on the 

MLQ subscales have typically ranged from moderate to good across the various 

studies.  

In addition, Dumdum, Lowe, and Avolio (2003) conducted a meta-analytic 

study to determine whether the various scores of the MLQ are related to 
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measures of follower satisfaction with the leader.  All the other facets of 

Transformational Leadership, as well as Contingent Rewards, generated high 

positive correlations with follower satisfaction, ranging from r = .73 to r = .90.  

Conversely, Dumdum et al. found that the factors of Management-by-Exception 

(Passive) and Laissez-Faire Leadership were negatively related to follower 

satisfaction, with correlations ranging from r = -.46 to r = -.53.  Management by 

Exception (Active) was only negligibly related to satisfaction with the leader.  The 

meta-analytic results also established whether or not these facets of the MLQ 

correlated appreciably with measures of perceived leadership effectiveness.  In 

this instance, the facets of Transformational Leadership, together with Contingent 

Reward, correlated highly and in a positive direction with leadership 

effectiveness; correlations ranged from r = .55 to r = .68.  Again, Management-

by-Exception (Passive) and Laissez-Faire Leadership were negatively and 

moderately related to leadership effectiveness, with correlations of approximately 

r = -.40.  Finally, Management-by-Exception (Active) was unrelated to leadership 

effectiveness (correlations of approximately r = .00).  These correlations were 

higher when subjective measures, rather than objective indices, were utilized to 

gauge leadership effectiveness. 

Minnesota Satisfaction Questionnaire 

 The Minnesota Satisfaction Questionnaire (Vocational Psychology 

Research, 2002) was created in 1967 as part of the Minnesota studies in 

vocational rehabilitation and has become a widely used instrument to evaluate 
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job satisfaction.  The MSQ short form consists of 20 questions focusing on 

intrinsic and extrinsic reinforcement factors of employee attitude.  The short form 

is scored on three scales: intrinsic satisfaction, extrinsic satisfaction, and general 

satisfaction (Weiss, Dawis, England, & Lofquist, 1967).  The MSQ has been 

widely used in studies exploring client vocational needs, in counseling follow-up 

studies, and in generating information about correlates of job satisfaction. 

The MSQ is a gender neutral, self administered inventory that is written on 

a fifth-grade reading level.  The MSQ can be used in an individual or group 

setting, and standardized instructions for administration are provided in the test 

manual (Vocational Psychology Research, 2002).  The 1967 revision of the MSQ 

(originally copyrighted in 1963) uses a standard five-point response scale.  

Response choices are Very Satisfied, Satisfied, N (Neither Satisfied nor 

Dissatisfied), Dissatisfied, and Very Dissatisfied. This response format was found 

to have a ceiling effect which caused the scale score distributions to be 

negatively skewed.  The 1977 version adjusted for this by changing the response 

options to Not Satisfied, Somewhat Satisfied, Satisfied, Very Satisfied, and 

Extremely Satisfied. This modification resulted in a symmetrical scale score 

distribution that centered on the satisfied category and evidenced larger item 

variance.  Although researchers often prefer the 1967 format, the normative data 

for the 1967 version of the MSQ is more limited.  Thus, the 1977 version is 

recommended for prediction studies or for comparisons within organizations 

where normative data is unnecessary (Weiss, Dawis, England, & Lofquist, 1977).  
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Summary 

 This chapter has featured a review of literature supporting the linkage 

between high school athletic directors’ leadership traits and their job satisfaction.  

The literature indicates a dearth of information regarding the leadership 

experiences and practices of high school athletic directors and the relationship of 

their leadership styles to their job satisfaction.  The purpose of the present study 

was to determine how high school athletic directors view their leadership styles in 

relation to their job satisfaction.  Avolio and Bass’ (1991) full-range leadership 

model served as the framework for investigating these relationships, and the 

multidimensional model of leadership in sport (Chelladurai, 1980, 2007) further 

informed the study’s research hypotheses. The extant research on the Multifactor 

Leadership Questionnaire and the Minnesota Satisfaction Questionnaire support 

the usefulness of these tools for investigating the constructs of interest. 
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CHAPTER 3 

METHODS AND PROCEDURES 

 This chapter is a description of the steps taken to research 

transformational leadership, transactional leadership, situational leadership, and 

job satisfaction amongst high school athletic directors. This chapter will be 

discussed in eight sections: (a) Research Questions; (b) Research Design; (c) 

Sample; (d) Instrumentation; (e) Data Collection; (f) Variables; (g) Data Analysis; 

and (h) Conclusions. 

Research Questions 

 One primary research question was proposed for investigation and 

subjected to empirical testing in the present study: 

RQ1: Will there be a statistically significant relationship between the 

dependent variable set of satisfaction variables (intrinsic satisfaction and 

extrinsic satisfaction) and the predictor variable set of leadership styles 

(transactional, transformational, and passive/avoidant) for a national 

sample of athletic directors? 

Assuming that the primary research question (RQ1) would be supported, seven 

additional secondary research questions were also proposed for investigation 

and subjected to empirical testing: 

RQ2: Will transactional leadership account for an appreciable amount of 

unique variance in the dependent canonical variables?  
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RQ3: Will transformational leadership account for an appreciable amount 

of unique variance in the dependent canonical variables? 

RQ4: Will passive/avoidant leadership account for an appreciable amount 

of unique variance in the dependent canonical variables? 

RQ5: Will transactional leadership share in common with transformational 

leadership the ability to account for an appreciable amount of variance in 

the dependent canonical variables?  

RQ6: Will transactional leadership share in common with passive/avoidant 

the ability to account for an appreciable amount of variance in the 

dependent canonical variables?  

RQ7: Will transformational leadership share in common with 

passive/avoidant the ability to account for an appreciable amount of 

variance in the dependent canonical variables? 

RQ8: Will transactional, transformational, and passive/avoidant leaders 

share in common an appreciable amount of variance in the dependent 

canonical variables?  

Research Design 

The purpose of the present study was to examine how athletic directors 

view their leadership styles of transactional, transformational or passive/avoidant 

and their relationship to intrinsic and extrinsic factors of job satisfaction.  The 

study used the Multifactor Leadership Questionnaire (MLQ-short form) to collect 

and analyze data.  Bass and Avolio (1990) developed the Multifactor Leadership 
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Questionnaire as a quantitative measure of transformational, transactional, and 

passive/avoidant leadership.  The MLQ test manual presents strong evidence for 

validity of the MLQ scores.  Bass, Avolio, and Jung (1999) noted that, for the last 

25 years, the MLQ has been the principal means by which we were able to 

reliably differentiate highly effective from ineffective leaders in our research in 

military, government, educational, manufacturing, high technology, church, 

correctional, hospital, and volunteer organizations.  Bass, Avolio, and Jung 

(1999) also noted that the MLQ has been used in over 300 research studies, 

doctoral dissertations, and master’s theses.  The MLQ has been used with a 

wide variety of rater and ratee groups.  Construct validity evidence based on 

factor analyses has yielded a six-factor model explaining dimensions of the 

MLQ.  In addition, a study conducted by Antonakis (2001) supported the viability 

of the nine-factor MLQ leadership model and its stability in homogenous 

situations.  In addition, Antonakis noted that reliability estimates for the MLQ 

subscale scores ranged from moderate to good.   

Bass and Avolio’s Multifactor Leadership Questionnaire (MLQ-short form) 

which distinguishes transformational, transactional, and passive/avoidant 

leadership traits was utilized for the present study.  Additionally, the Minnesota 

Satisfaction Questionnaire (MSQ-short-form) was employed to measure athletic 

directors’ job satisfaction.  The MSQ short form includes 20 items using a Likert-

type response format in which the subject will select from very dissatisfied, 

dissatisfied, not satisfied, satisfied, and very satisfied.  The present study 
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focused upon correlations between scores on the two surveys.  Canonical 

correlation was utilized to examine these relationships.  Additionally, the study 

employed canonical commonality analysis to further explore the effects of 

individual leadership style variables used as predictors of the MSQ responses.  

Sample 

 The sample consisted of 500 athletic directors from across the United 

States of America.  Random sampling methodology called sampling without 

replacement was used by the Clell Wade Directory organization to determine a 

sample of 500 high school athletic directors for the study.  This random sample 

was provided by the Clell Wade Directory organization as an intact list.   

Instrumentation 

 The present study incorporated the Multi-Factor Leadership Questionnaire 

(MLQ) created by Bass and Avolio to classify the leadership styles of the sample.  

The study also utilized the Minnesota Satisfaction Questionnaire (MSQ) created 

by the University of Minnesota’s Vocational Psychology Research program to 

classify the job satisfaction of the sample.  Permission was granted by the 

University of Minnesota’s Vocational Psychology Research program to utilize the 

short-form of the MSQ (see Appendix E) for the present study.  The 20-item short 

form of the Minnesota Satisfaction Questionnaire was developed by Weiss, 

Dawis, England, and Lofquist (1967).  These authors reported that the internal 

consistency reliability coefficients for scores on the MSQ short-form ranged from 

0.77 to 0.92.  In the final section of the questionnaire, the participants were asked 
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to respond to items pertaining to demographic information such as age, gender, 

number of years at present job, official job title, number of years in career field, 

number of years in present school, teaching and administrative duties, and 

athletic affiliation.  Each participant completed the 20-item job satisfaction 

questionnaire with an answer selected from a 5-point continuum ranging from 1 

very dissatisfied to 5 very satisfied.  Each of the 20 MSQ statements related to 

how the participant felt about his/her present job as a high school athletic 

director.  

Permission was received from Mind Garden, Inc. to utilize the MLQ (see 

Appendix D).  The MLQ short-form consists of 45 items that each athletic director 

responded to using a Likert-type scale ranging from 0 not at all, 1 once in a while, 

2 sometimes, 3 fairly often, to 4 frequently, if not always.  Validity and reliability 

are two constructs used to indicate the degree of confidence one can place in 

scores on a research instrument.  Both the MLQ and MSQ have been the focus 

of numerous validity and reliability investigations. A variety of studies providing 

psychometric data to support validity and reliability of MSQ Short Form and MLQ 

scores are presented, respectively, in Tables 2 and 3. 
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Table 2 

Selected Studies Supporting Validity and Reliability of MSQ Short Form Scores 

 

Study Validity Evidence Reliability Evidence 

Buitendach 
& Rothmann 
(2009) 

Factor analysis results 
supported viability of intrinsic 
and extrinsic factors. 

Alpha reliability coefficients for 
the extrinsic, intrinsic, and 
general scales, respectively, 
were .82, .79 and .86. 

Cook, 
Hepworth, 
Wall, & 
Warr, (1981) 

Reviewed a variety of past 
studies finding support for the 
intrinsic and extrinsic factors. 

 

Dhammika, 
Ahmad, & 
Sam, (2012). 

Factor analysis results 
supported a 2-factor solution in 
which 17 of the 20 MSQ items 
appropriately identified with 
intrinsic and extrinsic factors. 

Alpha reliability coefficients for 
extrinsic and intrinsic subscales, 
respectively, were .79 and .64. 

Schriesheim,  
Powers, 
Scandura, 
Gardiner, & 
Landau, 
(1993). 

Intuitive judgment panels and 
Q-sorting supported intrinsic 
and extrinsic scales. Some 
items were classified into the 
opposite factor. 

 

Weiss, 
Dawis, 
England, & 
Lofquist, 
(1966). 

Divergent validity evidence 
substantiated by presentation 
of low correlations between 
MSQ scores and a measure of 
“satisfactoriness” 

 

Weiss, 
Dawis, 
England, & 
Lofquist, 
(1967). 

 Internal consistency coefficients 
for intrinsic, extrinsic, and 
general satisfaction scores 
ranged from .77 to .92. General 
satisfaction stability coefficients 
were .89 for one week score 
comparisons and .70 for one 
year score comparisons. 
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Table 3 

Selected Studies Supporting Validity and Reliability of MLQ Scores 

 

Study Validity Evidence Reliability Evidence 

Antonakis 
(2001) 

Confirmatory factor analysis 
provided consistent evidence 
supporting the 9-factor full 
range leadership model across 
18 independent samples. 

Alpha reliability coefficients 
ranged from .63 to .92. 

Bass and 
Avolio 
(1995) 

Alternative factor solutions 
indicated the 9-factor full range 
leadership model best fit data 
from a large standardization 
sample. 

Alpha reliability coefficients 
ranged from .74 to .94. 

Muenjohn 
and 
Armstrong 
(2008) 

Confirmatory factor analysis 
provided evidence to support 
the 9-factor full range 
leadership model. 

Full scale alpha reliability 
coefficients of .86 and .87 were 
found, respectively, for English 
and Thai versions of the MLQ.  

Tepper and 
Percy 
(1994) 

Two confirmatory factory 
analytic structures confirmed 
both transactional and 
transformational leadership 
scales.  In one study, 
charismatic and inspirational 
leadership scales converged to 
capture a global 
conceptualization of 
charismatic leadership. 

 

  

Data Collection 

The data were collected in the spring of 2012.  The sample was created 

by using a random sampling of athletic directors within the United States who 

have membership with the National Federation of High School Sports (NFHS).  
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Each survey took approximately 10 minutes to complete for a total of 20 minutes.  

Demographic items were also included in the questionnaire.  The research 

setting was the athletic director’s place of employment or any other location used 

by the athletic director to access the survey via email/Internet technology.   

Instructions for completing the instruments were provided to the 

participants via an introductory email (see Appendix A) on January 16, 2012.  

Anderson and Gansneder (1995) recommended that internet and e-mail survey 

follow-up timelines be relatively short when compared to postal mail surveys due 

to the increased speed of internet and shortened timeframe of survey response 

rates.  After a period of about 30 days, a follow-up email letter which contained 

the link to the MLQ and MSQ questionnaires (see Appendices A and B) was sent 

to participants on February 13th, then on February 26th, and then on March 2, 

2012.  Additionally, the participants received a final follow up email (see 

Appendix C) on March 3, 2012.  Participants were informed that by completing 

the questionnaire, they were giving consent to have their responses used for a 

doctoral research project.  

The completed MSQ and MLQ questionnaires were submitted 

electronically to Mindgarden who prepared data spreadsheets with all variables 

specified at the item level.  Each participant received a copy of his or her MSQ 

and MLQ with scores via email as a means for learning about his or her own 

leadership styles and characteristics.  The sample size was n = 72, and, of those 

72 respondents, 55 provided usable data.  This accounts for an 11% response 
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rate.  A study by Tse et al. (1995) indicated that email survey response rates 

typically range from 6% to 75%; hence, the present results were within this 

range.  As illustrated in one study (Leece, et al., 2004), researchers should not 

assume that the widespread availability and potential ease of Internet-based 

surveys will translate into higher response rates.  

Variables 

 The dependent variables of the MSQ in this study reflected the 20 

statements of job satisfaction calculated by the Likert-type scales assessing the 

participants’ self-ratings of how very dissatisfied, dissatisfied, neutral, satisfied, or 

very satisfied. Descriptive variables from the MSQ included gender, years of 

education completed, present job title, and time in current position.  For the 

descriptive data analyses using SPSS, gender was coded into two categories: 1 

= male and 2 = female.  Years in school completed was coded into four 

categories: 1 = Grade School; 2 = High School; 3 = College; and 4 = Graduate 

School.  Time in current position was coded into four categories of years: 1= 0 

(months) to 5 (years); 2 = 5 (years) to 10 (years); 3 = 10 (years) to 15 (years); 

and 4 = 15 (years) to 20 (years).  The predictor variables from the MLQ in this 

study reflected the forty-five statements of leadership styles calculated by the 

Likert-type scales assessing the participants self-ratings of how each leadership 

style is not at all used, used once in a while, sometimes used, fairly often used, 

or frequently, if not always used.  The MLQ included 3 subscales (Transactional, 
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Transformational, and Passive/Avoidant) and the MSQ short-form included 2 

subscales (Intrinsic and Extrinsic). 

Data Analysis 

  Canonical correlation analysis followed by commonality analysis was used 

to analyze the data gathered in the present study.  Due to the inferential nature of 

canonical correlation, this study is considered parametric. However, the 

commonality analysis is a descriptive follow up to parametric testing. Canonical 

correlation examines complex relationships among two variable sets; however, 

the unique contribution of any one variable to the analysis can often be difficult to 

decipher.  A procedure known as commonality analysis (Seibold & McPhee, 

1978) can be useful in partitioning explained variance into common and unique 

components to determine how much variance is unique to a single predictor and 

how much is shared by two or more of the predictors in a set.  

According to Beaton (1973), commonality analysis is an attempt to 

understand the relative predictive power of the regressor variables, both 

individually and in combination.  Commonality analysis, also known as element 

analysis and component analysis, provides the researcher with information 

regarding the variance explained by each of the measured variables and the 

common contribution from one or more of the other variables (Beaton, 1973; 

Frederick, 1999).  

In this present case, the population of interest is high school athletic 

directors from across the United States of America.  From this given population a 
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random sampling without replacement of 500 high school athletic directors was 

selected.  For each independent variable, commonality analysis indicates how 

much of the variance of the dependent variable is unique to the predictor and 

how much of the predictor's explanatory power is common to or also available 

from one or more of the other predictor variables (Thompson, 1985).  Daniel 

(1989) stated that commonality analysis is particularly useful in social science 

research involving multivariate data sets with at least one predictor at the interval 

level of scale, because, unlike many analyses of variance techniques, it does not 

require that all the independent variables be converted to the nominal level of 

scale.  Nimon (2010) noted further that, by computing commonality coefficients, a 

predictor’s contribution to a regression effect can be related to the other predictor 

variables in the model.  Such information can be useful for uncovering complex 

relationships and for informing theory.  

The canonical correlation analysis conducted for data in the present study 

allowed for examination of the relationships among the predictor variables (i.e., 

athletic directors’ leadership styles) and their job satisfaction.  The canonical 

correlation analysis was followed with a commonality analysis to determine the 

common and unique contributions of the predictor variables in explaining the 

variance in the dependent variable set.  In order to do this, Capraro’s (2000) step 

by step process for running a commonality analysis (CA) was followed.  The first 

step in running a CA is examining the findings of a canonical correlation analysis 

(CCA).  Canonical function coefficients are then be used to weight the original 
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dependent variables which are summed for each canonical solution to form the 

canonical variate for that set.  

The next step is to run several multiple regression analyses for each 

composite using all of the possible combinations of predictor variables.  Capraro 

(2000) noted that the final step is to add or subtract relevant regression (e.g., R2) 

effects to calculate the unique and common variance components for each 

predictor variable on each composite. The number of components in an analysis 

will equal (2k-1), where k = number of predictor variables in the set. Because 

there are three predictor variables in the present study the number of 

components will be 7 (i.e., 23 - 1).  

Limitations of the study include a sample size of 55, a possibility of 

inaccurate email addresses provided by the Clell Wade Directory, self-reported 

bias of the participants (e.g., social desirability of response), and the possibility 

that any athletic director might, against study’s directions, have allowed for an 

assistant or coach to respond to his/her emails.  

Conclusion 

  Examining the correlations between leadership traits and job satisfaction 

will allow for the testing of the research questions regarding whether variance in 

athletic directors’ satisfaction with their position can be uniquely explained by 

measures of transformational leadership, transactional leadership, and 

passive/avoidant leadership, or, conversely, whether variance explained by these 

measures is common to any two or all three of the predictors.  
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Items from Bass and Avolio’s (1990) Multi-factor Leadership 

Questionnaire (MLQ short-form) that are applicable to the leadership styles of 

high school athletic directors nation-wide were selected for the MLQ short-form.  

Additionally, the study utilized the Minnesota Satisfaction Questionnaire (short-

form).  The MSQ short-form included 20 variables measured on a Likert-type 

scale from which the subject selected a response of very dissatisfied, 

dissatisfied, not satisfied, satisfied, or very satisfied.  Correlational methods were 

used to examine variance shared between scores on the two surveys.  

Additionally, commonality analysis was used to examine common and unique 

contributions of the MLQ short-form subscale scores in explaining the variance in 

the MSQ short-form subscale scores. The random sampling without replacement 

consisted of 500 athletic directors from across the United States of America.  The 

high school athletic directors’ names and email addresses were obtained from 

the Clell Wade Directory through random sampling methodology. Chapter 4 

presents a discussion of the data and results of the study.    
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CHAPTER 4 

RESULTS 

Chapter 4 presents the results of the quantitative data analysis relative to 

the research questions posited for investigation in the present study.  Data were 

collected using instruments that measured transformational leadership, 

transactional leadership, passive/avoidant leadership, and job satisfaction.  The 

final sample size based on respondents who electronically returned 

questionnaires was n = 72, and, of these 72, usable data were available for 55 

participants.  Hence, 11% (55 of 500) of the original sample were included in the 

study.  Tse et al. (1995) stated that response rates for email surveys typically 

vary from a low of 6% to a high of 35-40%.  Kiesler and Sproull (1986) added that 

response rates can also reach a high of 75%.   

The respondents reported their perceptions of high school athletic director 

leadership and job satisfaction by responding to items on the the Multifactor 

Leadership Questionnaire (MLQ short-form), created by Bass and Avolio (1995), 

and the Minnesota Satisfaction Questionnaire (MSQ short-form), created by 

Vocational Psychology Association (2002).  The Statistical Package for the 

Social Sciences (SPSS) computer software was used to conduct the analyses.  

The data analyses for the present study are divided into three sections.  

The first section contains results of the descriptive statistics. In the second 

section, canonical correlation results are reported to examine the relationship 

between the predictor set of leadership style variables (measured by the MLQ) 
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and the dependent set of job satisfaction variables (measured by the MSQ).  In 

the third section, results of regression analyses to compute canonical 

commonality coefficients are presented and used to examine common and 

unique effects of the predictor variables within the canonical analysis.  

Descriptive Statistics 

The means and standard deviations for the two criterion (dependent) 

variables (i.e., MSQ Intrinsic, MSQ Extrinsic) and the three predictor variables 

(i.e., MLQ Transformational, MLQ Transactional, and MLQ Passive/Avoidant) are 

presented in Table 4. Simple bivariate correlations between each pair of the 

variables are presented in Table 5. 

Table 4 

Descriptive Statistics for MLQ and MSQ Subscales 

 Mean Std. Deviation N 

MLQ Transformational 15.7127 1.81547 55 

MLQ Transactional 4.7545 .95313 55 

MLQ Passive/Avoidant 1.5309 .86664 55 

MSQ Intrinsic 25.2000 4.99407 55 

MSQ Extrinsic 13.5091 3.27659 55 

Valid N (listwise)   55 
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Table 5 

Bivariate Correlations for MLQ and MSQ Subscales* 

 TF TA PA MSQI 

MLQ Transformational 

(TF) 

    

MLQ Transactional (TA) .387    

MLQ Passive/Avoidant 

(PA) 

-.394 .094   

MSQ Intrinsic (MSQI) -.351 -.115 .255  

MSQ Extrinsic (MSQE) -.426 -.003 .283 .770 

Note: *n = 55. 

Canonical Correlation Analysis 

 Canonical correlation analysis was used to determine the extent of the 

relationship between the predictor variable set of leadership style variables (MLQ 

Transformational, MLQ Transactional, and MLQ Passive/Avoidant subscales) 

and the dependent variable set of job satisfaction variables (MSQ Intrinsic and 

MSQ Extrinsic subscales), and to test the present study’s first research question.  

The eigenvalues and canonical correlation coefficients yielded by the canonical 

correlation analysis are presented in Table 6.  Because the dependent variable 

set was the smaller of the two variable sets included in the analysis and 

consisted of two variables, two canonical roots were yielded by the analysis.  The 

dimension reduction analysis, including tests for statistical significance for the 

two roots, is presented in Table 7.  Root 1 (Rc
2 = .22; p < .05) accounted for a 
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moderate amount of shared variance (i.e., 22%) between the two variable sets.  

Root 2 (Rc
2 = .04) accounted for a negligible proportion of the shared variance 

(i.e., 4%) and was not statistically significant (p > .05).  Hence, only Root 1 was 

interpreted. 

Canonical correlation results are best interpreted by determining how 

individual variables contributed to the overall canonical results.  Two sets of 

coefficients, canonical function coefficients and canonical structure coefficients, 

may be used for this purpose.  Canonical function coefficients, similar to 

regression unstandardized (a and b) and standardized (β) weights, indicate the 

actual statistical weights applied to the original variables in a given set when 

calculating the canonical variate for the set.  Unstandardized (raw score) and 

standardized function coefficients for the dependent variables included in the 

canonical correlation analysis for research question 1are presented, respectively, 

in Tables 8 and 9. 

Table 6 

Eigenvalues and Canonical Correlations 

Root No. Eigenvalue Canonical 
Correlations 

Squared 
Correlations 

1 .27967 .46749 .21855 

2 .04505 .20762 .04311 
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Table 7 

Dimension Reduction Analysis 

Roots Wilks’ λ F Hypothesis 
Degrees of 

Freedom 

Error 
Degrees of 

Freedom 

Sigificance. 
of F 

1 to 2 .74777 2.60704 6.00 100.00 .022 

2 to 2 .95689 1.14876 2.00 51.00 .325 

 

Table 8 

Raw Canonical Coefficients for Dependent Variables  

Variable Root 1 Root 2 

MSQIntri -.01342 -.31355 

MSQExtri .32066 .35494 

 

Table 9 

Standardized Canonical Coefficients for Dependent Variables 

Variable Root 1 Root 2 

MSQIntri -.06701 -1.56587 

MSQExtri 1.05069 1.16298 

 

 Canonical function coefficients are useful when development of predictive 

equations is the focus on a canonical analysis.  Function coefficients can provide 

the researcher with estimates of how strongly each variable is weighted in the 

predictive analysis.  For example, the standardized function coefficients for Root 
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1 show that the MSQ Extrinsic variable is weighted heavily (coefficient = 1.05) in 

the predictive equation whereas the MSQ Intrinsic variable has a near zero 

standardized function weight (coefficient = -.07) and is therefore relatively 

unimportant in the predictive equation.  However, despite their usefulness in 

prediction, the function coefficients do not address correlations of the original 

variables with the canonical variate, and this determination is important in 

studies, such as the present study, where correlation (rather than prediction) is 

the focus of the canonical analysis.  These correlations are assessed via 

canonical structure coefficients (rs), which, because they are absolute 

correlations, are not affected appreciably due to correlations (i.e., “collinearity”) 

among the variables within a variable set.  Structure coefficients for the 

dependent variables are presented in Table 10. 

Table 10 

Correlations Between Dependent and Canonical Variables (Canonical Structure 

Coefficients) 

Variable Root 1 Root 2 

MSQIntri .74202 -.67038 

MSQExtri .99909 -.04276 

 

  An examination of the Root 1 structure coefficients indicates that both the 

Extrinsic and Intrinsic Satisfaction scales of the MSQ are highly correlated with 

the dependent canonical variate.  The structure coefficient (rs) for the Extrinsic 

scale is nearly perfect (.999), indicating that it is essentially synonymous with the 
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canonical variate, and the Intrinsic scale (rs = .742) is also contributing 

appreciably to the canonical variate. 

 Unstandardized (raw score) and standardized function coefficients for the 

canonical predictor variables (MLQ subscale scores) are presented, respectively, 

in Tables 11 and 12.  An analysis of the standardized coefficients for Root 1 

indicates that the Transformational subscale score is most highly contributing to 

the predictive equation for defining the canonical variate (coefficient = -.98).  The 

negative value of this function coefficient indicates that it is inversely related to 

the other variables in the predictor variable set and to the variables comprising 

the opposite (dependent) canonical variate.  The Transactional subscale score 

(coefficient = .37) is contributing to a lesser degree to the predictor variable 

canonical variate but in a positive direction.  The Passive/Avoidant subscale 

score (coefficient = .21), also positively correlated with the canonical variate, is 

contributing the least.  

Canonical structure coefficients for the predictor variables are presented in 

Table 13.  The Transformational subscale score is highly and negatively 

correlated with the canonical variate (rs = -.91), and the Passive/Avoidant 

subscale score is correlated to a lesser but noteworthy degree in a positive 

direction (rs = .60).  The Transactional score is only negligibly related to the 

canonical variate (rs = .01), and, hence, is rather unimportant in defining the 

variate. 
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Table 11 

Raw Canonical Coefficients for Predictor Variables  

Variable Root 1 Root 2 

Transformational -.54023 -.20652 

Transactional .39193 1.10618 

Passive/Avoidant .20552 -.67552 

 

Table 12 

Standardized Canonical Coefficients for Predictor Variables 

Variable Root 1 Root 2 

Transformational -.98078 -.37493 

Transactional .37355 1.05433 

Passive/Avoidant .17811 -.58543 

 

Table 13 

Correlations Between Predictor Variables and Canonical Variables (Structure 

Coefficients) 

Variable Root 1 Root 2 

Transformational -.90651 .26390 

Transactional .01081 .85431 

Passive/Avoidant .60003 -.33857 
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Canonical Commonality Analysis 

 Canonical commonality analysis is a follow up procedure to canonical 

correlation that allows the researcher to determine the degree to which variance 

accounted for by a set of predictor variables is unique to any one predictor 

variable or shared in common by two or more predictors (Seibold & McPhee, 

1978).  Nimon (2010) noted that commonality analysis was popularized in the 

1960s as a method of partitioning variance (R2), and, therefore, commonality 

analysis provides a method to determine the variance accounted for by the 

respective predictor variable sets.  In conducting a canonical commonality 

analysis, a series of predictive equations is computed using all possible subsets 

of predictors.  The number (n) of equations is a function of the number of 

predictor variables (k):   

n = 2k - 1.   

Commonality equations are then used to partition out the variance unique 

to each predictor and shared in common with other predictors (Beaton, 1973).  

Results permit the researcher to assess the degree to which each predictor 

variable uniquely interacts with the dependent variable set and, simultaneously, 

the degree to which the variance explained in the dependent variable set is 

shared between two or more predictor variables. 

 In the present study, the three MLQ subscale scores (e.g., 

Transformational, Transactional, Passive/Avoidant), which had served as the 

predictor variables in the prior canonical correlation analysis, were the focus of 
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the commonality analysis.  The canonical commonality analysis was conducted 

using the SPSS multiple linear regression procedure.  Because multiple linear 

regression allows for only one dependent variable, it was necessary to use the 

dependent canonical variate (comprised of the weighted composite of MSQ 

Intrinsic and MSQ Extrinsic) as the dependent variable in the series of multiple 

linear regression analyses used to develop the predictive equations used in the 

commonality analysis.  The “compute” function available in SPSS was used to 

calculate the value of the first dependent canonical variate (V1) for each case 

using the raw score canonical function coefficients (see Table 8): 

 V1 = [(MSQI) (-.01342)] + [(MSQE) (.32066)].  

 V1 (“MSQCanonVariable”) served as the dependent variable for the 

regression analyses, and the three predictors were used separately and in 

combination to conduct regressions using all possible subsets (seven regression 

analyses in all).  Table 14 presents the full model multiple regression results 

(three predictors).  The resultant multiple R2 is .219, which is the same as the 

value of Rc
2 for Root 1 of the canonical correlation analysis (see Table 6).  Each 

of the remaining regression analyses (Tables 15 through 20) reflects a smaller 

amount of explained variance, with multiple R2 values ranging from a high of .213 

(using Transactional and Transformational as predictors as reported inTable 15) 

to a low of .000 (using only Transactional as a predictors as reported in Table 

19).  The amount of variance explained in each model is generally consistent 

with understandings about variable relationships derived from the simple 
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correlations and canonical function and structure coefficients presented earlier in 

this chapter. 

Table 14 

Regression Analysis Using All Predictors  

Model R R Square 

1 .467a .219 

aPredictors: (Constant), Transformational, Transactional; Dependent 

Variable: MSQCanonVariable (V1) 

 
Table 15 

Regression Analysis Using Transactional and Transformational as Predictors 

Model R R Square 

1 .462a .213 

aPredictors: (Constant), Transformational, Transactional; Dependent 

Variable: MSQCanonVariable (V1) 

 

Table 16 

Regression Analysis Using Transformational and Passive/Avoidant as Predictors 

Model R R Square 

1 .441a .195 

aPredictors: (Constant), Transformational, Passive/Avoidant; 

Dependent Variable: MSQCanonVariable (V1) 
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Table 17 

Regression Analysis Using Transactional and Passive/Avoidant as Predictors 

 

Model R R Square 

1 .281a .079 

aPredictors: (Constant), Transactional, Passive/Avoidant; Dependent 
Variable: MSQCanonVariable (V1) 

 

Table 18 

Regression Analysis Using Only Transformational as a Predictor 

 

Model R R Square 

1 .425a .180 

aPredictors: (Constant), Transformational; Dependent Variable: 
MSQCanonVariable (V1) 

 

Table 19 

Regression Analysis Using Only Transactional as a Predictor 

 

Model R R Square 

1 .000a .000 

aPredictors: (Constant), Transactional; Dependent Variable: 
MSQCanonVariable (V1) 
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Table 20 

Regression Analysis Using Only Passive/Avoidant as a Predictor 

Model R R Square 

1 .281a .079 

aPredictors: (Constant), Transformational; Dependent Variable: 
MSQCanonVariable (V1) 
 
 

Table 21 presents a summary of the results of the seven foregoing 

multiple regression analyses used in the commonality analysis.  Unique and 

common variance partitions (see Table 22) were calculated from using these 

regression results.  The results in Table 22 indicate that the majority of the 

variance is accounted for by two of the seven variance partitions: the unique 

variance explained by Transformational (.14, or 14%) and the variance common 

to Transformational and Passive/Avoidant (.07, or 7%).  All other common and 

unique variance partitions are relatively small (near zero). Interestingly, negative 

commonality coefficients are found for the variance partition shared by the 

Transformational and Transactional variables as well as the variance partition 

shared by all three predictor variables.  On the surface, these values are 

counterintuitive, considering that it would be impossible for two variables to share 

less than 0% of commonness in explaining the dependent variable.  However, 

these negative commonality are due to what are commonly called “suppressor” 

effects.  Nimon (2010), using an explanation previously provided by Pedhazur 

(1997), stated that negative commonality coefficients occur in the presence of 
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suppression or when predictors affect each other in the opposite direction.  

Negative commonality coefficients indicate that one variable actually confounds 

the predictive power of another (Beaton, 1973).  Frederick (1999) noted that a 

negative commonality coefficient should simply be interpreted as a zero.  

Capraro and Capraro (2001) disagreed with this interpretation, insisting that the 

magnitude of a suppressor effect indicates the relative “power” (i.e., variance 

explained) that is achieved by including the confounding variable in the analysis. 

Table 21 

Prediction of the Dependent Composite Scores Using Alternate Predictor 

Variable Combinations 

Predictor Set Variable (s) in set R2 

1 Transformational .180 

2 Transactional .000 

3 Passive/Avoidant .079 

4 1, 2 (TF, TA) .213 

5 1, 3 (TF, PA) .195 

6 2, 3 (TA, PA) .079 

7 All (1, 2, 3) (TF, TA, PA) .219 
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Table 22 

Commonality Matrix 

Variance Partitions Coefficient % Total 

Unique to TF (1)  .219-.079= .140 

Unique to TA (2) .219-.195= .024 

Unique PA (3) .219-.213= .006 

Common to TF and TA (1 

and 2)* 

.195-.079+.079-.219= -.024 

Common to TF and PA 

(1 and 3) 

.213-.000+.079-.219= .073 

Common to TA and PA 

(2 and 3) 

.213-.180+.195-.219= .009 

Common to ALL (1,2,and 

3)* 

.180+.000+.079-.213-

.195-.079+.219= 

-.009 

*Suppressor Effects 

 

Answers to the Research Questions 

 One primary research question was posited for investigation in this 

present study, namely: 

RQ1: Will there be a statistically significant relationship between the 

dependent variable set of satisfaction variables (intrinsic satisfaction and 

extrinsic satisfaction) and the predictor variable set of leadership styles 

(transactional, transformational, and passive/avoidant) for a national 

sample of athletic directors? 
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Results of the canonical correlation analysis yielded one statistically significant (p 

< .05) canonical root that indicated shared variance (Rc
2) of .22 (22%) between 

the two variable sets.  The second canonical root indicated a negligible amount 

of correlation and was not statistically significant; hence, it was not interpreted.  

The answer to RQ1 is yes; a moderate degree of correlations were found 

between the two variable sets for canonical root 1, and that correlation was 

statistically significant. 

 Seven additional research questions were also investigated to determine 

the degree to which unique and common variance partitions would contribute to 

the overall statistically significant relationship found between the leadership and 

satisfaction variables determined via canonical correlation analysis.  Each of 

these questions, along with the answer to the question based on the canonical 

commonality analysis follows: 

RQ2: Will transactional leadership account for an appreciable amount of 

unique variance in the dependent canonical variables? 

For canonical root 1, the unique variance attributable to Transactional 

Leadership was negligible (.02, or 2%).  This variance partition was not 

calculated for canonical root 2 considering that root 2 was not interpreted. 

RQ3: Will transformational leadership account for an appreciable amount 

of unique variance in the dependent canonical variables? 
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For canonical root 1, the unique variance attributable to Transformational 

Leadership was appreciable (.14, or 14%).  This variance partition was not 

calculated for canonical root 2 considering that root 2 was not interpreted. 

RQ4: Will passive/avoidant leadership account for an appreciable amount 

of unique variance in the dependent canonical variables? 

 For canonical root 1, the unique variance attributable to Passive/Avoidant 

Leadership was negligible (.006, or 0.6%).  This variance partition was not 

calculated for canonical root 2 considering that root 2 was not interpreted. 

RQ5: Will transactional leadership share in common with transformational 

leadership the ability to account for an appreciable amount of variance in 

the dependent canonical variables?  

For canonical root 1, the common variance partition attributable to 

variance in the dependent variable composite shared by Transactional and 

Transformational Leadership was negligible.  The commonality coefficient for this 

variance partition was -.024, indicating the presence of a suppressor effect.  This 

variance partition was not calculated for canonical root 2 considering that root 2 

was not interpreted. 

RQ6: Will transactional leadership share in common with passive/avoidant 

the ability to account for an appreciable amount of variance in the 

dependent canonical variables?  

For canonical root 1, the common variance partition attributable to 

variance in the dependent variable composite shared by Transactional and 
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Passive/Avoidant Leadership was negligible.  The commonality coefficient for this 

variance partition was .009, indicating a near zero effect.  This variance partition 

was not calculated for canonical root 2 considering that root 2 was not 

interpreted. 

RQ7: Will transformational leadership share in common with 

passive/avoidant the ability to account for an appreciable amount of 

variance in the dependent canonical variables? 

For canonical root 1, the common variance partition attributable to 

variance in the dependent variable composite shared by Transformational and 

Passive/Avoidant leadership was appreciable.  The commonality coefficient for 

this variance partition was .073 (7.3%).  This variance partition was not 

calculated for canonical root 2 considering that root 2 was not interpreted. 

RQ8: Will transactional, transformational, and passive/avoidant leaders 

share in common an appreciable amount of variance in the dependent 

canonical variables?  

For canonical root 1, the common variance partition attributable to 

variance in the dependent variable composite variate shared by all predictors 

(Transactional, Transformational, and Passive/Avoidant Leadership) was 

negligible.  The commonality coefficient for this variance partition was -.009, 

indicating the presence of a regression suppressor effect.  This variance partition 

was not calculated for canonical root 2 considering that root 2 was not 

interpreted. 
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Summary 

 The results of the present study indicated that there was a moderate, 

statistically significant relationship between leadership style and intrinsic/extrinsic 

job satisfaction.  Transformational leadership was negatively associated with job 

satisfaction whereas passive/avoidant literature was positively related to 

satisfaction.  The effect of transactional leadership was negligible.  Canonical 

commonality analysis corroborated the results of the original canonical analysis, 

indicating that the majority of the explained variance in job satisfaction was due 

to (a) the unique effect of transformational leadership and (b) the common effect 

of transformational and passive/avoidant leadership.  Chapter 5 presents a 

discussion of these findings. 
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CHAPTER 5 

DISCUSSION 

 The purpose of the present study was to examine the relationship 

between high school athletic directors’ perceived leadership styles and their 

perceived job satisfaction.  The study utilized a correlational design, and the 

Multi-Factor Leadership Questionnaire (MLQ; Bass & Avolio, 1990) and the 

Minnesota Satisfaction Questionnaire (MSQ-short form; Vocational Psychology 

Research, 2002) served as the primary data collection tools.  This chapter 

provides a discussion of the findings of the study as well as recommendations for 

practice and future research. 

Conceptual Framework and Research Variables 

 The conceptual framework utilized for this study was Bass and Avolio’s 

(1994) Full Range of Leadership Model.  This model differentiates among 

transformational, transactional, and passive/avoidant leadership behaviors.  The 

full range leadership model is also known as the transformational-transactional 

leadership model.  The term “cutting-edge” leadership theory has also been used 

to describe the model (Robbins & Coultar, 2005).  The theory suggests that 

leaders who are charismatic motivate employees by inspiring them, considering 

employees individually, and stimulating employees’ intellectual needs; they are 

transformational leaders.  The other category of leaders, transactional, refers to 

those leaders who specify tasks and monitor employees’ performance to achieve 

the tasks by providing a reward system.  The third category in this model is the 
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laissez-faire style of leadership or passive/avoidant as it is called in the MLQ 

short-form.  The Multifactor Leadership Questionnaire (MLQ short-form) as 

created by Bass and Avolio provides measures of nine factors that support their 

leadership model.  There are five Transformational behaviors: Idealized Influence 

(Attributes), Idealized Influence (Behavior), Inspirational/Motivational, Intellectual 

Stimulation, and Individual Consideration; two Transactional behaviors: 

Management-by-Exception (Active) and Contingent Reward; and two 

Passive/Avoidant behaviors: Management-by-Exception (Passive) and Laissez-

Faire.  The MLQ short-form was also used to measure the participants’ 

satisfaction with their leadership, willingness to give extra effort, and their 

perceived leadership effectiveness as a high school athletic director.  Although 

data were collected on all of these variables, only three MLQ variables were 

included in the predictor variable set and subjected to statistical analysis, namely 

Transformational, Transactional, and Passive/Avoidant. 

 The present study also focused on job satisfaction as measured by the 

intrinsic and extrinsic satisfaction subscales of the Minnesota Satisfaction 

Questionnaire (MSQ).  The intrinsic factor consists of the following items: ability 

to keep busy all of the time, chance to work alone on the job, chance to do things 

differently from time to time, chance to be somebody in the community, being 

able to do things that don’t go against my conscience, the way my job provides 

for steady employment, the chance to do things for other people, the chance to 

tell people what to do, the chance to do something that makes use of my abilities, 
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the chance to try my own methods of doing the job, and the feeling of 

accomplishment I get from the job.  The extrinsic factor consists of the following 

items: the way my boss handles his/her workers, competence of my supervisor in 

making decisions, the way company policies are put into practice, my pay and 

the amount of work I do, the chance for advancement in this job, and the praise I 

get for doing the job. 

Summary of the Procedures 

 Of the thousands of high school athletic directors across the United 

States, 500 were invited to participate in the present study.  The high school 

athletic directors’ names and email addresses were obtained from the Clell Wade 

Directory.  The participants were contacted via email with instructions for 

completing the instruments sent via an introductory email (See appendix A) on 

January 16, 2012.  After a period of about 30 days, a follow-up email letter which 

again contained the link to the MLQ and MSQ questionnaires (see Appendices A 

and B) was sent to participants on February 13, then on February 26, and then 

on March 2, 2012.  Additionally, the participants received a final follow up email 

(see Appendix C) on March 3, 2012.  Participants’ consent was determined 

based on their survey submittal via the web link.  Response rates were increased 

by follow up e-mails being sent every week to two weeks for four weeks.  The 

researcher’s information was provided to all participants in each e-mail that was 

sent (Appendices A, B, and C).  Data were analyzed using canonical correlation 

analysis followed by canonical commonality analysis.   
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Discussion Relative to the Research Questions 

Eight research questions were investigated.  A brief summary of the 

results of each research question, along with explanation and discussion follows. 

Research Question 1 

Research question 1 tested whether there would be a statistically 

significant relationship between the dependent variable set of satisfaction 

variables (intrinsic satisfaction and extrinsic satisfaction) and the predictor 

variable set of leadership styles (transactional, transformational, and 

passive/avoidant) for a national sample of athletic directors.  Results indicated 

that a moderate degree of correlation existed between the two variable sets for 

canonical root 1 (Rc
2 = .22), and that the correlation was statistically significant (p 

< .05).   

 The results of this research question are not surprising as it was 

anticipated that a correlation would be found between the dependent variable set 

and the predictor variable set of leadership styles.  However, the analysis of the 

canonical structure coefficients for this analysis indicated a finding that was not 

expected, namely that the directionality of the correlations between the predictor 

variables and their canonical variate was the reverse of what was expected.  

Both Transformational and Passive/Avoidant subscales of the MLQ were 

correlated with the predictor canonical variate; however, transformational was 

negatively correlated with the variate, and Passive/Avoidant was positively 

correlated with the variate.  Considering that the dependent canonical variate 
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was defined by both the intrinsic and extrinsic MSQ variables, the finding for the 

predictor set is counterintuitive.   

Although it would have been expected that participants perceiving 

themselves as high in passive/avoidant leadership would have found themselves 

less satisfied with their work and that participants perceiving themselves as high 

in transformational leadership would have been more satisfied, the converse was 

actually true.  It was also interesting that Transactional Leadership had a near 

zero structure coefficient for its relationship with the predictor canonical variate, 

suggesting that this leadership style had little relationship with the participants’ 

job satisfaction.  One major difference in the present study and the extant 

scholarship serving as the conceptual framework for the study, is that the present 

study focused on participants’ satisfaction with their own work whereas both the 

full range leadership model (Avolio & Bass, 1991) and the multidimensional 

model of leadership in sport (Chelladurai, 1980, 2007) have focused on follower 

satisfaction.  The focus on the leader’s own satisfaction may pose a challenge for 

the extant models of transformational leader behaviors.  Whereas the focus of 

research on transformational leadership has been largely on follower effects, the 

satisfaction of followers may not necessarily be accompanied by the satisfaction 

of the leader.  These inconsistencies suggest there may be usefulness in 

studying leadership styles and self-satisfaction in concert with variables such as 

leader stress and burnout.  The body of research on these latter two variables 
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(e.g., Greenhaus & Parasuraman, 1987; Maslach, Schaufeli, & Leiter, 2001) 

would serve to inform studies of this type. 

Research Question 2 

 Research question 2 tested: Will transactional leadership account for an 

appreciable amount of unique variance in the dependent canonical variables? 

 Results indicated that for canonical root 1, the unique variance attributable 

to Transactional Leadership was zero (.02, or 2%).  This finding was consistent 

with the interpretation of this variable’s contribution to the overall canonical 

results considering it’s near zero structure coefficient in that analysis.  In 

essence, the Transactional Leadership variable provided very little contribution to 

the analysis overall; hence, its unique contribution to the analysis could not have 

possibly been appreciable; and the commonality analysis findings here 

substantiate this. 

 The results of this research question are fascinating because transactional 

leadership is viewed as an exchange process in which the leader provides 

rewards to followers in the form of pay or prestige in exchange for work done by 

the follower (Burns, 1978).  Also, Brymer and Gray (2006, p. 14) referred to 

transactional leadership as “contingent reward leadership,” in which both an 

active and positive exchange is made between the leader and follower.  Leader 

transactional behaviors are generally associated with follower satisfaction, so it 

would follow that leaders who exhibit higher levels of transactional leadership 

would also find satisfaction in their own work.  In essence, satisfied workers 
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would be thought to correlate with satisfied leaders (Yun, Cox, & Sims, 2006).  

However, the present study’s results indicated virtually no correlation between 

the leader’s level of transactional behavior and their level of intrinsic or extrinsic 

satisfaction with their work.  Hence, previously-mentioned cautions about the 

applicability of transformational leadership theory to the study of the leader’s own 

satisfaction may be warranted. 

Research Question 3 

 Research question 3 tested: Will transformational leadership account for 

an appreciable amount of unique variance in the dependent canonical variables? 

 Results indicated that for canonical root 1, the unique variance attributable 

to Transformational Leadership was appreciable (.14 or 14%).  

 This finding was consistent with the expectation that transformation 

leadership would be most related to job satisfaction.  Armstrong-Doherty (1995) 

noted that sports administrators should possess the ability to motivate 

organizational members to accomplish higher goals and to voluntarily step 

forward to take extra roles for the organization in today’s consistently changing 

and complicated environment in sports.  Hence, the finding that transformational 

leadership was the leadership variable that contributed most uniquely to the 

multivariate results is logical.  However, when coupled with the findings 

associated with Research Question 1, it becomes clear that Transformational 

Leadership, though important in its contribution to the analysis, was negatively 

correlated with participants’ job satisfaction.  Additionally, as noted previously, 
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the positive effects of transformational leadership on follower satisfaction (Avolio 

& Bass, 1999; Chelladurai, 1980, 2007) may not necessarily carry over to leader 

satisfaction. 

Research Question 4 

Research question 4 tested: Will passive/avoidant leadership account for 

an appreciable amount of unique variance in the dependent canonical variables? 

 Results indicated the unique variance attributable to Passive/Avoidant 

Leadership was negligible (.006 or 0.6%).  It is not surprising that the 

Passive/Avoidant Leadership variable offered very little unique contribution to the 

canonical correlation analysis.  Generally speaking, Passive/Avoidant Leadership 

would be appropriately hypothesized as negatively related to Transformational 

Leadership (Bass & Avolio, 2000; Doherty & Danylchuk, 1996).  Hence, the 

presence of Transformational Leadership would mean the absence of 

Passive/Avoidant Leadership, and vice-versa, as is supported by the present 

findings.  These findings are consistent with the full range multifactor leadership 

(Avolio & Bass, 1991, and Bass & Avolio, 2000) and multidimensional leadership 

for sport (Chelladurai, 1980, 2007) models which served as conceptual frames 

for the present study. 

Research Question 5 

 Research question 5 tested: Will transactional leadership share in 

common with transformational leadership the ability to account for an appreciable 

amount of variance in the dependent canonical variables? 
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 Results indicated that the common variance partition attributable to 

variance in the dependent variable composite shared by Transactional and 

Transformational Leadership was negligible.  The commonality coefficient for this 

variance partition was negative (-.024), indicating the presence of a variable 

suppressor effect.  The results of this research question are confusing because 

of the presence of this suppressor effect (Capraro, 2000; Capraro & Capraro, 

2001).  The presence of the suppressor effect (Beaton, 1973; Nimon, 2010) 

indicates that the predictor variable of Transactional Leadership, as a result of its 

very low amount of unique predictive power, is actually confounding the 

predictive power of Transformational Leadership on the dependent variable 

composite.  As Beaton (1973) has noted, suppressor effects generally indicate 

that the individual predictive power of either of the predictors sharing a 

suppressor effect is enhanced when the other variable is included in the analysis.  

Hence, even though the Transactional Leadership variable provided very little 

unique explanatory variance to the regression analysis, its presence may have 

served to enhance the predictive power of the Transformational Leadership 

variable.   

Research Question 6 

Research question 6 tested: Will transactional leadership share in 

common with passive/avoidant the ability to account for an appreciable amount 

of variance in the dependent canonical variables?  
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Results indicated that the common variance partition attributable to 

variance in the dependent variable composite shared by the Transactional 

Leadership and Passive/Avoidant Leadership variables was negligible.  The 

commonality coefficient for this variance partition was .009, indicating a near zero 

effect.  

The lack of overlap in the explanatory power of these variables suggests 

that they are, as designed, measuring very different aspects of the leader’s 

behavior.  In fact, an expected result of this analysis could be related somewhat 

appreciably, though negatively, or that the relationship would be negligible as 

shown in the present results.  Consider that Transactional Leadership is based 

on an intentional “contingent reward” scenario in which coaches or followers are 

paid additional bonuses as a reward for achieving the mission set forth by the 

school or business department of that organization.  By contrast, 

Passive/Avoidant leadership lacks intentionality: the leader intervenes with a 

follower’s work only in cases in which something goes wrong (Bass & Avolio, 

1995).   

Research Question 7 

Research question 7 tested: Will transformational leadership share in 

common with passive/avoidant the ability to account for an appreciable amount 

of variance in the dependent canonical variables? 

Results indicated that the common variance partition attributable to 

variance in the dependent variable composite shared by Transformational 
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Leadership and Passive/Avoidant Leadership was appreciable.  The canonical 

commonality coefficient for this variance partition was .073 (7.3%).   

The results of this research question are interesting because the literature 

shows that transformational leadership styles and passive/avoidant leadership 

styles are at opposite ends of the leadership style spectrum.  However, Bass 

(1999) stated that transformational leadership should have a positive impact on 

followers’ job satisfaction.  Because passive/avoidant leadership is the absence 

of leadership, it would follow that the two would be likely to correlate appreciably 

though inversely.  Hence, the finding of an appreciable commonality coefficient 

for these two variables is intuitively consistent with Bass’ theory (1999). 

Research Question 8 

Research question 8 tested: Will transactional, transformational, and 

passive/avoidant leaders share in common an appreciable amount of variance in 

the dependent canonical variables?  

Results indicated that the common variance partition attributable to 

variance in the dependent variable composite shared by Transactional, 

Transformational, and Passive/Avoidant Leadership was negligible.  The 

commonality coefficient for this variance partition was -.009, indicating the 

presence of a suppressor effect.  As previously noted, suppressor effects 

indicate that the presence of the variables in combination serve to enhance the 

overall predictive ability of one or more of the variables even though the 

individual contribution of the suppressing variable may be unappreciable.  
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Obviously, as indicated in the foregoing analyses, transformational had the 

strongest unique effect on the dependent variables; hence, the Transactional and 

Passive/Avoidant variables are having a suppressor effect on Transformational 

Leadership. 

Discussion Relative to Previous Research and Theoretical Literature 

The present study found a moderate correlation between athletic directors’ 

leadership styles and their job satisfaction; however, the directionality of the 

relationships of the variables in the leadership set with satisfaction was 

unexpected.  According to Hersey and Blanchard (2001), management is the 

process of working with and through individuals and groups to accomplish 

organizational goals (p. 9).  This organizational theory as created by Hersey and 

Blanchard is reinforced through Chelladurai’s (2007) multi-dimensional model of 

leadership specifically designed for sport professionals.  Moreover, the move 

toward more well defined job descriptions for athletic directors would suggest that 

transactional and transformation leader behaviors are expected from athletic 

directors.  The most complete job description found in the literature was created 

by Smith (1993) and addressed in Chapter 2 of this study.  None of these tasks 

would be completed without having a high school athletic director who is both 

organized as Hersey and Blanchard proposed and “fit” or “aligned” as 

Chelladurai stressed one should be. Hence, the present study’s finding that 

transformational leadership is inversely related to satisfaction while 
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passive/avoidant leadership directly correlates with satisfaction is in contradiction 

to previous research findings. 

 Consider first the negative relationship found between transformational 

leadership and job satisfaction.  The link between transformational leadership 

and satisfaction has been found in previous studies; however, the relationship is 

generally found to be positive.  Research on transformational leadership and job 

satisfaction, show’s a positive relationship between nurses exhibiting 

transformational leadership styles and their job satisfaction (Medley & Larochelle, 

1995).  Furthermore, transformational leadership is effective not only in business 

organizations, but also in athletic settings (Yusof & Shah, 2008).  Hence, the 

previous research has with strong consistency found existence of a positive 

relationship between transformational leadership and job satisfaction.   

The presence of a negative relationship may possibly be the result of 

several factors present in the data.  First, the results could be an artifact of the 

sample employed in the study.  Careful planning was utilized in the design of the 

present study to create a relatively large sample (n = 500) of intended 

participants; however, even after several attempts to follow up with non-

respondents, the resulting sample who completed the questionnaires consisted 

of only 55 usable participants.  Hence, 11% (55 of 500) of the original sample 

were included in the study.  Tse et al. (1995) found that response rates for email 

surveys may sometimes be as low as 6%.  Response rates can also reach a high 

of 75% (Kiesler & Sproull, 1986).  It is possible that sample bias may have been 
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an issue.  Second, the results could suggest that athletic directors who do 

attempt to maximize their role through transformational leadership behaviors may 

become discouraged when they do not see immediate or sustained results of 

their concerted efforts; hence, a transformational athletic director may have lower 

satisfaction than a passive/avoidant counterpart who has relatively low 

expectations. It is possible that athletic directors attempt to be transformational 

but have followers or senior administrators who do not respond well to this model 

of leadership, causing frustration for the transformational athletic director.  Third it 

is possible that athletic directors who begin their positions as transformational 

leaders begin to move away from this model of leadership as a result of a lack in 

collegial support.  Finally, because it is the principal who sets the overall 

leadership climate for the school, it may be possible that a transformational 

athletic director who serves with a less energetic principal suffers greatly from the 

tension caused by this lack of congruity that eventually results in diminished job 

satisfaction.   

The present study also found a positive relationship between 

passive/avoidant leadership and job satisfaction.  This finding was interesting 

considering that passive/avoidant leadership is generally thought to be a weak 

leadership style.  There are several possible explanations for this finding.  

Passive/avoidant leaders may be satisfied because they do not expect much.  

Alternately, passive/avoidant leaders may be personally satisfied, but this may 

not necessarily mean that colleagues, athletes, or the school administration is 
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necessarily satisfied with the athletic director’s efforts as a leader.  Third, 

passive/avoidant leaders may fly under the radar and avoid conflict with others, 

resulting in more satisfaction; conversely, proactive transactional and 

transformational leaders may be more likely to confront conflict, leading to 

diminished satisfaction.  Fourth, passive/avoidant leaders may not truly 

understand their leadership style choice as weak and thus have a high level of 

job satisfaction because less is asked of them.  Finally, there is the possibility 

that the “old geezer” or “good old boy” stereotypes of the athletic director 

(Koehler & Giebel, 1997) are accurate, at least for some individuals filling the 

role.   

The present study found that transactional leadership had virtually no 

relationship with satisfaction.  The literature on contingent reward theory, the 

precursor to transactional leadership theory suggests that there should be a link 

between this type of leader behavior and satisfaction.  Brymer and Gray (2006) 

suggested that transactional leader behavior can only work effectively when 

there is an active and positive relationship between leader and followers.  This 

would suggest that transactional leaders would have satisfaction at least as 

regards to relationships with subordinates.  However, the relationship between 

leader and followers within a contingent reward environment is not permanent 

(Burns, 1978).  Rewards tend to be immediate and have short term influence on 

subordinates.  Hence, whereas some athletic directors time the distribution of 

rewards to be frequent enough to keep subordinates happy, others may not be 
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as skilled with their timing or may have fewer resources to fuel a rewards 

program, resulting in lower satisfaction of both the leader and the subordinate.  

Similarly, the rewards that a principal uses to encourage the athletic director may 

lack timing or may be ill-suited to the athletic director’s sense of self-satisfaction.  

Transactional athletic directors may become concerned or upset if the school’s 

administration expects a lot of them, especially early in their tenure in a position 

without creating a reward and incentive structure to recognize progress made 

toward goals.  Further, it is possible that at least some apparent transactional 

leaders actually are borderline passive/avoidant leaders; hence the fact that 

specific outcomes are expected of them may cause angst as their natural 

tendency may be to avoid interaction with the administration altogether other 

than when absolutely necessary. 

Recommendations for Practice and Research 

 The results of the present study have implications for the profession of 

Inter-scholastic athletic directors.  The results suggest that it would be useful for 

high school athletic directors to engage in more self-reflection about their 

leadership styles.  High school athletic directors would benefit from professional 

development activities focused on learning to assess their leadership style and 

developing strategic plans in which they focus on the links between their own 

leader behaviors, their job satisfaction, and other important performance 

outcomes.  Similarly, research may help determine the most commonly used 

leadership styles among athletic directors who are most effective in their roles. 
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Research in this area would help school administrators determine the degree to 

which athletic directors exhibit certain behaviors and whether these behaviors 

lead to increased job satisfaction.  

Some effective ways to implement transactional leadership include 

offering better compensation packages to the athletic directors and their coaches 

and providing better resources or budgets to upgrade team operations and 

athletic training facilities (Kim, 2009).  Transactional leadership cannot be 

replaced by transformational leadership (Bass, 1999).  Rather, transformational 

leadership serves to augment the effects of transactional leadership.  In the 

commonality results of the present study, it was found that transactional 

leadership, though it had little direct effect on job satisfaction, served to enhance 

the impact of transformational leadership on job satisfaction.  This suppressor 

effect (Beaton, 1973) may be worthy of further study, and the present study 

should be replicated with a larger and more diverse sample to determine whether 

the canonical correlation and commonality results can be confirmed or alternately 

can be attributed to sample artifacts.  

It is noteworthy that transformational leadership was shown to have the 

most unique effect on the dependent variables.  Transformational leadership is 

indeed positively correlated with job satisfaction; however, it is important that the 

issue of directionality of this relationship be explored further.  High school athletic 

directors are generally known to be more satisfied with their position as their 

administration allows them to transform and change the climate of high school 



99 

 

 

 

athletics in harmony with the school’s overall model for success (Sugarmann, 

1999).  A sport leader’s transformational leadership can transform followers from 

easy-going and relaxed individuals to dedicated, committed, and hardworking 

followers (Chelladurai, 2007).  This style of leadership would be considered ideal 

in the transforming of a coaching staff to fit the school’s model of success, thus 

leading to a very satisfied high school athletic director.  

 The results of passive/avoidant leadership variable may suggest a trend 

towards high school athletic directors being satisfied with avoiding leadership or 

merely managing daily tasks as required to provide a school with a general 

athletics program.  If this is indeed a trend, it is incumbent upon school 

administrators to do a more effective job in hiring and evaluating athletic directors 

with the goal of providing direction and reinforcement to assure that the role does 

not become focused simply on mundane tasks.  When necessary, principals 

need to have the courage to discipline or dismiss those high school athletic 

directors who fail to provide proper leadership to their coaching staff, volunteers, 

and subordinate administrators.  According to Bass and Avolio (2004), 

passive/avoidant leadership (laissez-faire leadership or management-by-

exception) has negative consequences for followers and associates.  Failing to 

establish a more proactive view of one’s own role may lead an athletic director to 

drive an otherwise successful program to mediocrity.  

The present study’s findings also have implications for ongoing 

professional development.  It is recommended that leadership symposia be 
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provided to high school athletic directors, school administrators, and other 

leaders responsible for the success of the athletic program.  Although programs 

of this type should be multi-faceted, it is crucial that professional development for 

athletic leaders help administrators develop and strive toward a specific model of 

success for their school.  Athletic programs are not generic or standardized, and 

the goals of the athletic program must be consistent with the larger goals of the 

school.  It is also important that all of the leaders in the school who share 

responsibility for the athletic program work toward common goals.  Athletic 

directors are selected based on their experience and abilities to motivate their 

peers or followers to meet the goals of the school’s athletic program.  

Congruence of leadership styles across all the people who share leadership of 

the athletic program is essential.  A transformational athletic director cannot be 

expected to produce a quality athletic program if the school principal has an 

opposite leadership approach that consists of motivation by intimidation, 

negativity, or reactive, passive/avoidant behaviors.  Considering that high school 

athletic directors are an integral part of the daily operation of high schools and 

serve over 3 million students annually (Kanaby, 2006), it is essential that steps 

be taken to maximize the impact of these important professionals. 

Finally, more research is needed in general on leadership issues among 

high school athletics administrators.  Although significant studies have been done 

in transformational leadership development (e.g., Bass & Avolio, 1994) in a 

variety of fields, few studies have been done on leadership development in high 
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school athletics administration.  Much can potentially be learned from this 

population, and additional research has the potential to lead to improved 

practices in this field. It is imperative that more studies are conducted on the 

leadership styles of high school athletic directors and their role in sports 

management. 

Conclusion 

The present study examined research questions regarding the relationship 

between transformational, transactional, and passive/avoidant leadership styles 

and job satisfaction within the context of high school athletic directors.  Two 

unanticipated findings of the present study warrant further investigation.  The 

relationship between transformational leadership and job satisfaction was found 

to be negative, and the relationship between passive/avoidant leadership and job 

satisfaction was positive.  As previously noted, future studies should examine the 

relationship between passive/avoidant leadership and satisfaction using larger 

and more diverse samples to determine if artifacts of the present study’s 

respondent sample biased the outcomes.  Additional research on leadership and 

job satisfaction and how they relate to the successes of high school athletic 

directors and their programs is needed, and studies focused on the study of the 

variables along with work factors such as stress and burnout are also warranted.   

The relationship between leadership (transactional, transformational, or 

passive/avoidant) and job satisfaction needs to be further investigated.  In the 

present study, job satisfaction was found to have a near zero relationship with 
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transactional leadership.  Future studies across leaders in various professional 

fields are needed to determine with more certainty whether transactional 

leadership and leader job satisfaction are directly related.  It would be ideal to 

validate whether or not this finding is consistent across all careers and not just 

high school athletic directors.  Further, the present study did not analyze 

leadership (transformational, transactional, passive/avoidant) in relation to 

demographic variables such as gender, race, and years of experience, but 

concentrated on self reporting of leadership and how it associates with job 

satisfaction.  Future studies need to compare multiple demographic variables and 

the degree to which they are related to leadership style (transformational, 

transactional, and passive/avoidant) in high school athletic directors. The present 

study was limited by the size of the sample.  Future studies utilizing larger and 

more diverse samples are needed.  Larger samples would likely yield more 

stable findings relative to the relationships among job satisfaction, leadership 

style, and other related variables. Another future study worthy of exploration 

would be the analysis of ethics and its relationship, if any, to leadership style. 
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Appendix A 

Pre-Notification Email 

         10/26/2011  

      

Dear High School Athletic Director, 

This email is intended to introduce myself and a research proposal in which you 

have been randomly selected to participate in. My name is Colin Turey and I am 

a doctoral candidate in Educational Leadership with a Sports Management and 

Psychology track at the University of North Florida. Along with Dr. Larry Daniel 

from the University of North Florida, I am currently collecting data for my 

research study on high school athletic director’s leadership styles and job 

satisfaction.  

In a very short amount of time you will be receiving another email which contains 

the internet links that connect you to two brief web surveys each of which are ten 

minutes or less to complete. It is my hope that you will kindly participate in this 

research project. Please note that participation in the study is voluntary and 

should you choose not to complete the surveys no one will know. Your 

participation is greatly appreciated and for agreeing to participate I will gladly 

send you a copy of the research results via email once the research has been 

completed.  

If you have any questions about the research, please feel free to call me at  

, or email me at . You may also contact my committee 

chair, Dr. Larry Daniel via email at  or by phone at 

   

If you have any research rights questions please contact Dr. Katherine Kasten, 

UNF’s Institutional Review Board,   

Sincerely, 

Colin Turey, M.S. 
Ed.D candidate 
University of North Florida 

Dr. Larry Daniel 
Dean of the College of Education  
University of North Florida 
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Appendix B 

Study Invitation Email 

11/15/11 

Dear High School Athletic Director, 

We are conducting research on high school athletic director’s leadership styles and 
job satisfaction. The focus is to determine which leadership style if any presents a 
correlation with job satisfaction. Your completion of the surveys will provide us with 
the necessary data to determine whether or not intrinsic or extrinsic factors of job 
satisfaction show a correlation to leadership styles such as transactional, 
transformational, or passive/avoidant.  

The study is being conducted by Colin Turey and Dr. Larry Daniel from the 
University of North Florida. Participation in the study is voluntary. You may withdraw 
from the study at any point without penalty and may refuse to answer any questions 
that make you uncomfortable. By completing the online survey, you consent to 
participation. Although respondents receive no personal benefit or reward for their 
participation, your responses will contribute to the expanding educational leadership 
and high school athletics fields. It is expected that each survey will take you 
approximately 10 minutes to complete. You can access the questionnaires by 
clicking on the following links:  

http://www.mindgarden.com/login/118667/113603 

If you are not able to click on the link due to some technical difficulty, then please 
copy and paste the link into your web browser.  

Please be assured that the survey software in this study allows for anonymous 
collection of data (email addresses will not be linked to respondents). Although every 
effort will be made to ensure confidentiality, no guarantee of internet security can be 
given, as transmission of emails can be intercepted and IP addresses are 
identifiable. The results of this study will not be linked to any one individual or high 
school and any discussion of the results will be done as group data. We will send a 
copy of the research shortly after the study has completed.  

If you have any questions concerning your research rights at any time, please 
contact either Colin Turey at  or Dr. Larry Daniel at 

. You may also contact Dr. Katherine Kasten, 
UNF’s Institutional Review Board, . Thank you 
for your time. 

Sincerely, 

Colin Turey, M.S.    Dr. Larry Daniel 
Ed..D. candidate    Dean of the College of Education  
University of North Florida   University of North Florida 
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Appendix C 

Follow Up Email Letter 

12/15/11 

Dear High School Athletic Director, 

This email is intended as a follow up to my previous study invitations. My name is 

Colin Turey and I am a doctoral candidate in Educational Leadership with a 

Sports Management and Psychology track at the University of North Florida. 

Along with Dr. Larry Daniel from the University of North Florida, I am currently 

collecting data for my research study on high school athletic director’s leadership 

styles and job satisfaction.  

It is my hope that you will kindly participate in this research project. Please note 

that participation in the study is voluntary and should you choose not to complete 

the surveys no one will know. Your participation is greatly appreciated and for 

agreeing to participate I will gladly send you a copy of the research results via 

email once the research has been completed.  

Please click the link or copy and paste into your browser:  

http://www.mindgarden.com/login/118667/113603 

If you have any questions about the research, please feel free to call me at  

, or email me at . You may also contact my committee 

chair, Dr. Larry Daniel via email at  or by phone at 

   

If you have any research rights questions please contact Dr. Katherine Kasten, 

UNF’s Institutional Review Board,   

Sincerely, 

Colin Turey, M.S. 
Ed.D candidate 
University of North Florida 

Dr. Larry Daniel 
Dean of the College of Education  
University of North Florida 
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Appendix D 

Permission to use MSQ survey 

 

Colin: 

 

Since you already purchased the MSQ in printed form and presumably have not 

used them, you may have our permission to administer up to 500 electronically 

as requested below. Be sure to reproduce our copyright on the electronic copies, 

followed by "Reproduced with permission."  

 

After you have sent the appropriate number of electronic MSQs, please shred 

that number of copies of the printed version. 

 

Dave Weiss 
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Appendix E 

Permission to use MLQ survey 

 

Hello Colin,         1/12/2012 

  

This is acknowledgment that we received payment for Invoice 25263  

(copy of paid invoice attached). 

  

I have updated our records with your new phone number and mailing address. 

  

Best regards, 

Chris 

Mind Garden, Inc. 
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Appendix F 

IRB Permission to conduct the study 
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Appendix G 

Multifactor Leadership Questionnaire 

Leader Form  

My Name: ____________________________________ Date: ____________  

Organization ID #: _______________________ Leader ID #: ____________________ 

This questionnaire is to describe your leadership style as you perceive it. Please answer all items 

on this answer sheet. If an item is irrelevant, or if you are unsure or do not know the answer, 

leave the answer blank.  

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

statement fits you. The word “others” may mean your peers, clients, direct reports, supervisors, 

and/or all of these individuals.  

Use the following rating scale: Sample  

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

        0            1   2           3            4   

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

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

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

4. I focus attention on irregularities, mistakes, exceptions, and deviations from standards ..01234  

5. I avoid getting involved when important issues arise ......................................................0 1 2 3 4  

6. I talk about my most important values and beliefs ......................................................... 0 1 2 3 4  

7. I am absent when needed .............................................................................................. 0 1 2 3 4  

8. I seek differing perspectives when solving problems ..................................................... 0 1 2 3 4  

9. I talk optimistically about the future ................................................................................ 0 1 2 3 4  

10. I instill pride in others for being associated with me ..................................................... 0 1 2 3 4  

11. I discuss in specific terms who is responsible for achieving performance targets ........0 1 2 3 4  

12. I wait for things to go wrong before taking action ..........................................................0 1 2 3 4  
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Use the Following Rating Scale: SAMPLE 

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

       0   1      2      3           4  

13. I talk enthusiastically about what needs to be accomplished ...................................... 0 1 2 3 4 

14. I specify the importance of having a strong sense of purpose .....................................0 1 2 3 4  

15. I spend time teaching and coaching ............................................................................ 0 1 2 3 4  

16. I make clear what one can expect to receive when performance goals are achieved...0 1 2 3 4  

17. I show that I am a firm believer in “If it ain’t broke, don’t fix it.” .................................... 0 1 2 3 4  

18. I go beyond self-interest for the good of the group .......................................................0 1 2 3 4  

19. I treat others as individuals rather than just as a member of a group .......................... 0 1 2 3 4  

20. I demonstrate that problems must become chronic before I take action ..................... 0 1 2 3 4  

21. I act in ways that build others’ respect for me ...............................................................0 1 2 3 4  

22. I concentrate my full attention on dealing with mistakes, complaints, and failures ...... 0 1 2 3 4  

23. I consider the moral and ethical consequences of decisions ....................................... 0 1 2 3 4  

24. I keep track of all mistakes ........................................................................................... 0 1 2 3 4  

25. I display a sense of power and confidence .................................................................. 0 1 2 3 4  

26. I articulate a compelling vision of the future ................................................................. 0 1 2 3 4  

27. I direct my attention toward failures to meet standards ................................................0 1 2 3 4  

28. I avoid making decisions ............................................................................................ 0 1 2 3 4  

29. I consider an individual as having different needs, abilities, and aspirations from others .01234  

30. I get others to look at problems from many different angles .........................................0 1 2 3 4  

31. I help others to develop their strengths ........................................................................ 0 1 2 3 4  

32. I suggest new ways of looking at how to complete assignments ................................. 0 1 2 3 4  

33. I delay responding to urgent questions ........................................................................ 0 1 2 3 4  
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34. I emphasize the importance of having a collective sense of mission.............................0 1 2 3 4  

Use the Following Rating Scale: SAMPLE 

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

       0   1      2      3           4  

35. I express satisfaction when others meet expectations ................................................ 0 1 2 3 4  

36. I express confidence that goals will be achieved ......................................................... 0 1 2 3 4  

37. I am effective in meeting others’ job-related needs .................................................... 0 1 2 3 4  

38. I use methods of leadership that are satisfying ............................................................ 0 1 2 3 4  

39. I get others to do more than they expected to do......................................................... 0 1 2 3 4  

40. I am effective in representing others to higher authority .............................................. 0 1 2 3 4  

41. I work with others in a satisfactory way ........................................................................ 0 1 2 3 4  

42. I heighten others’ desire to succeed ............................................................................ 0 1 2 3 4  

43. I am effective in meeting organizational requirements ................................................. 0 1 2 3 4  

44. I increase others’ willingness to try harder ................................................................... 0 1 2 3 4  

45. I lead a group that is effective ...................................................................................... 0 1 2 3 4  

Copyright © 1995 by Bernard Bass and Bruce Avolio. All rights reserved.  

It is your legal responsibility to compensate the copyright holder of this work for any reproduction 

in any medium. If you need to reproduce the MLQ, please contact Mind Garden 

www.mindgarden.com. Mind Garden is a registered trademark of Mind Garden, Inc. 
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Appendix H 

 Minnesota Satisfaction Questionnaire  
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