
Abstract

Introduction

Employees who possess effective leadership skills
are likely to motivate others around them and be
more successful during their careers. Because of this,
employers desire to hire college graduates who
possess these skills, especially within careers associ-
ated with agriculture. This study sought to measure
the transformational leadership behaviors of golf
course superintendents, the outcomes of those
behaviors, and determine if relationships exist
between transformational leadership behaviors and
leadership outcomes. Quantitative data was collected
using Kouzes and Posner's Leadership Practices
Inventory© questionnaire (LPI) and perceived
outcome questions stemming from Bass and Avolio's
Multifactor Leadership Questionnaire© (MLQ).
Data analysis revealed that Model the Way was the
transformational leadership behavior most widely
used, followed closely by Enable Others to Act. The
outcome of Effectiveness was highest, with the
strongest practice/outcome correlation between
Model the Way and Satisfaction. It was recommended
that leadership education be included in undergradu-
ate turfgrass curriculum, specifically to help prepare
turf professionals for successful careers and that the
turf industry implement professional development
opportunities to increase golf course superintendent
transformational leadership behaviors and employee
outcomes.

Organizations in the agricultural industry take
on a variety of forms and sizes, from entrepreneurial
producers to multinational corporations, all of which
require leaders with skill sets to guide individuals,
departments, and entire companies (Washington

Post, 2010; Brooks et al., 2008). Today, more than
ever before, businesses are interested in leadership
development of their employees and they benefit
from hiring employees who possess the leadership
traits needed for their position (Light, 2010; Useem,
2010). Employees who possess and effectively apply
leadership traits and skills have the ability to create a
culture of success. Research has shown that success-
ful leaders are personable, charismatic, influential,
and have the company's and the employee's best
interests at heart (Dubrin, 2007).

Within agriculture, leadership skills, behaviors,
and knowledge have been investigated for over three
decades, primarily with youth and academic popula-
tions (Brannon et al., 1989; Dormody and Severs,
1994; Ladewig and Thomas, 1987; Luft, 1986;
Ricketts and Newcomb, 1984; Ricketts and Rudd,
2004; Spotanski and Carter, 1993). Ricketts and
Newcomb (1984) studied the leadership behaviors of
12th grade students and found that those engaged in
FFA had significantly higher leadership behaviors.
When looking at adults, Brannon et al. (1989) found
that community leaders attributed much of their
leadership success to participation in FFA either as
youth or through adult volunteer activities. Similarly,
Ladewig and Thomas (1987) surveyed adults and
found that participation in organized youth activi-
ties, including 4-H, has a positive impact on self-
perceived leadership skills.

The study of leadership and its correlation to
success in business has produced many opinions and
theories. According to a study by Moore and Rudd
(2005), everyone agrees leadership is important, but
a consensus of which skills are most important has
not been established. From those studies, many skills
of a successful leader have been identified, such as
self-confidence, humility, trustworthiness, warmth,
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sense of humor, enthusiasm, extroversion, assertive-
ness, and emotional stability (Dubrin, 2007).

In today's business world a shift has occurred as
to how leadership is viewed. In years past a tradi-
tional view of leadership tended to be a “top-down,”
autocratic affair; but today, industry sees leadership
as more participative and engaging (Moore and Rudd,
2005). When employees are more personally involved
in the decision making processes they show more
enthusiasm and ownership of their work. This new
form of leadership, known as
leadership, makes an employee feel more self-
confident and valued which, in turn, makes them
more dedicated employees. In addition, they report
increased job satisfaction and elevated feelings
towards co-workers and leaders (Bass, 1996; Kouzes
and Posner, 2007). “Transformational leaders
motivate others to do more than they originally
intended and often even more than they thought
possible. They set more challenging expectations and
typically achieve higher performances” (Bass, 1996,
p. 4).

Bass and Avolio's (1994) research emphasized not
only transformational leadership behaviors but also
the of these behaviors (Bass, 1985). These
outcomes are and

exhibited by employees as a result of successful
leadership behaviors. Effectiveness can be described
as

Bass also
found that “Generally … the transformational
factors were more strongly associated … with
Effectiveness, particularly to the extent the superior
was seen to contribute to meeting the requirements
of the organization and to meeting job related needs”
(p. 224). Satisfaction is

Satisfied workers tend to take a sense of
pride and ownership in their position and have a
higher opinion of their leader. From his research,
Bass notes that transformational leadership was a
“more satisfying” form of leadership than some of the
other leadership styles (p. 224). Extra Effort is the
third outcome that was measured by Bass to show

(p. 213). This is a result of the amount
of dedication and motivation an employee has
towards his or her job and the leader. The study also
emphasized that the transformational leadership
factors of charisma and intellectual stimulation were
most related to Extra Effort (Bass, 1985).

Based upon Bass and Avolio's (1994) research of
transformational leadership and their own empirical
study of thousands of company leaders, Kouzes and
Posner (2007) uncovered what they call “The Five
Practices of Exemplary Leadership” (p. 14) that
identify the behaviors that exemplary leaders
possess. They explain that not all great leaders are
born great, and that anyone, in any position, can
become a leader.

The first practice is for leaders to
This practice asks the leaders to set the example for
their employees by how they lead. Kouzes and Posner
(2007) state that, “To effectively model the behavior
of others, leaders must first be clear about guiding
principles. They must clarify values” (p. 15). The
values a leader exemplifies set the tone for the entire
organization to follow. To Model the Way, a leader also
needs to find his or her voice, meaning that they need
to find their own style of communicating their beliefs
to their followers.

The second practice is to
(Kouzes and Posner, 2007). In order to inspire
followers, a leader must be passionate and excite
their employees with this vision. In this second
practice, communication is especially important
when sharing and inspiring a vision. Kouzes and
Posner state that “To enlist people in a vision, leaders
must know their constituents and speak their
language. People must believe that leaders under-
stand their needs and have their interests at heart.
Leadership is a dialogue, not a monologue” (p. 17).

Practice three is to .
Effective leaders seek new directions and experi-
ments, and take risks in order to achieve greatness
(Kouzes and Posner, 2007). Innovation requires
leaders to listen and stay in touch with the market by
promoting good internal and external communica-
tion. Leaders do this to get the best out of themselves
and the organization. In this sense, credibility is then
crucial for a leader because innovation and experi-
mentation can be risky.

The next practice is . A leader
cannot achieve success without a good relationship
and the full support from employees; this behavior
involves a leader fostering collaboration and building
trust with their followers (Kouzes and Posner, 2007).
Team effort is required for successful leadership to
occur. By building confidence in your team and giving
them the education and tools they need, they will
become responsible for their own assignments and
have the ability to complete their work to a higher
level. If they fail occasionally, they'll know they will be
supported and guided to perform better next time.

Kouzes and Posner's (2007) research also deter-
mined that leaders who recognize their employees'
successes publicly, such as by giving a party or
celebration, will make employees feel empowered and
appreciated. This will in turn make the employee
want to continue to produce high quality work and
give them a sense of pride in their accomplishments
(Kouzes and Posner, 2007). This fifth practice of
leadership is . As touched on
earlier, meaningful recognition of employee contribu-
tions is a very important leadership behavior and
responsibility. This practice emphasizes that leaders
need to expect the best from themselves and encour-
age their employees to do their best.

Empirical research also shows that organizations
with leaders who exhibit the Five Practices of

transformational

outcomes
Effectiveness, Satisfaction, Extra

Effort

the ability of a person to perform job functions in a
careful, complete, and efficient manner.

the positive feeling an
employee has for his or her job, leader, or work
environment.

“how highly a leader motivates subordinates beyond
expectations”

Model the Way.

Inspire a Shared Vision

Challenge the Process

Enable Others to Act

Encourage the Heart
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Exemplary Leadership have higher employee morale,
higher productivity, and strong economic growth
(Kouzes and Posner, 2002). According to one study
“Companies with a strong and consistent application
of these five leadership practices had a net income
growth of 841% versus -49% for companies with a low
incident of leadership practices” (p. 4). Other
research found that “Based upon mean scores,
Enable is the leadership practice most frequently
reported being used. This is closely followed by
Model; with the average scores for Challenging and
Encouraging being fairly similar. Inspiring is per-
ceived (both by respondents and their constituents)
as the leadership practice least frequently engaged
in” (p. 4).

Transformational leaders must also have the
technical knowledge of their industry to be perceived
as credible, which in turn gains their employees'
respect (Kouzes and Posner, 2007). Without credibil-
ity, followers struggle to accept the vision of the
leader (Kouzes and Posner, 2007). Moreover, a
successful leader will perform at a high level and also
expect a similarly high level of production from their
followers. Kouzes and Posner (2007) state that “High
expectations lead to high performance” (p. 284).

Bass and Avolio 's (1994) research of
transformational and transactional leadership lead
them to develop the Multifactor Leadership
Questionnaire© (MLQ), an instrument used to
measure leadership behaviors and their outcomes on
individuals and organizations. Bass (1996) notes that
transformational leadership has four components
and transactional leadership has three, all of which
can be identified by using the MLQ©. The four
transformational components are
(charisma),

Conversely, the three components of transactional
leadership are c

(passive or active), and .
Transformational leaders aspire to achieve greater
results than just a simple transaction of work and
reward among co-workers by bringing out the best of
themselves and their employees through creating an
inspiring and meaningful organizational environ-
ment (Bass, 1996).

Kouzes and Posner's (2007) research of
transformational leadership lead them to form the
Leadership Practices Inventory© (LPI) which
measures the performance of the five leadership
practices:

. Both the MLQ© and the LPI©
have been used extensively by researchers as a
measuring tool for leadership and have continually
produced valid assessments of leadership practices
among managerial leaders (Greimann et al., 2007;
Jones and Rudd, 2008; Kass, and Grandzol, 2010;
Schriesheim et al., 2009; Sinasky and Bruce, 2005,
2006). “The MLQ© and LPI© measure the compe-

tencies leaders are currently using successfully and
what areas may provide opportunities for improve-
ment” (Sinasky and Bruce, 2006, para. 10).

The LPI© has been used successfully with a
variety of populations. To assess the impact of
community leadership programs in underserved
populations Walker and Gray (2009) conducted a
phone survey which revealed that respondents who
had attended leadership programs scored signifi-
cantly higher in the behaviors of Challenge the
Process and Encourage the Heart, than did those that
did not. In addition, Rudd (2000) used the LPI© to
assess the leadership styles of county Extensions
directors, who ranked themselves highest in Enable
Others to Act. Likewise, Spotanski and Carter (1993)
asked department executive officers to assess
themselves with the LPI© and found they scored
highest on Enable Others to Act as well. Executives
with greater administrative responsibilities scored
significantly higher on the leadership behaviors
Inspiring a Shared Vision and Encouraging the Heart
than those with less administrative responsibilities.
Those who had attended leadership training had
significantly higher scores for Enable Others to Act
and Encouraging the Heart than those with who had
not received training.

The MLQ© has also been used within agricul-
tural circles (Greiman, 2009). Greiman et al. (2007)
assessed agricultural education teachers and deter-
mined they preferred transformational leadership
style. When teachers were grouped by gender, years of
experience, or education, no significant difference
were found in the styles preferred. Further, Jones and
Rudd (2008) found academic administrators (deans)
utilized transformational leadership skills most, with
males scoring themselves higher than females in all
leadership areas.

While much research has been conducted in the
discipline of agriculture to study leadership styles,
youth leadership, and leadership in the context of
Extension and academia, little research exists
studying the effects of transformational leadership
behaviors of agricultural professionals, such as golf
course superintendents or their employees. This may
be a problem for leaders wanting to transform
agricultural organizations, especially if they are
unable to find research suggesting the best ways to
bring about the positive outcomes of leadership such
as Effectiveness, Satisfaction, and Extra Effort by
employees (Bass, 1998). Likewise, this information
may help to inform faculty who are preparing
students to become leaders in their field. This study is
conducted in the context of the turf industry –a $40
billion industry that ranks 3rd in total acreage
nationwide, which is replete with problems (i.e.,
water management) in need of sound leadership. In
fact, Seagle and Iverson (2002) conducted a Delphi
study of turfgrass industry experts and discovered
that when teaching about the industry, “human
resource management and ethics,” “business

idealized influence
inspirational motivation, intellectual

stimulation, and individual consideration.

ontingent reward, management-by-
exception Laissez-Faire

Model the Way, Inspire a Shared Vision,
Challenge the Process, Enable Others to Act, and
Encourage the Heart
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management,” and “communication skills” should
all be included in the curriculum.

The purpose of this study was to describe the self-
perceived transformational leadership behaviors
(Kouzes and Posner, 2007) used by golf course
superintendents in the state of Georgia, and the
leadership outcomes of those behaviors (Bass, 1998).
By doing this, golf course superintendents' leadership
behaviors and perceived impacts of those behaviors
may be better understood, and the relationships
between these behaviors and outcomes could be
explored. In addition, professional development
workshops and undergraduate curriculum might be
developed to address needed leadership behaviors of
current superintendents and future turfgrass
professionals. The following objectives guided this
study:

1. Describe the self-perceived leadership behaviors
of Georgia golf course superintendents.

2. Describe the self-perceived leadership outcomes
that these leaders generate among their
followers.

3. Determine if relationships exist between
transformational leadership behaviors and
leadership outcomes.

To conduct this descriptive survey research, an
online questionnaire consisting of the LPI© (Kouzes
and Posner, 2007), a researcher-adapted outcome
questions from the MLQ©, and demographic ques-
tions, was administered to the entire population of
turf professionals who received emails via the
Georgia Golf Course Superintendents Association
(GGCSA) listserv ( = 278). The University of
Georgia Institutional Review Board approved the
research protocols used in this study and a web-based
informed consent was provided as part of the online
survey.

The LPI© consists of thirty transformational
leadership behavior questions, within which there
are six questions for each of the five constructs. The
participants rate themselves for each behavior on a
scale ranging from 1 ( ) to 10 (

). The LPI© is calculated by summating the
construct scales (range 6-60). The internal
reliabilities of the constructs are: .74 for Model the
Way, .88 for Inspire a Shared Vision, .79 for Challenge
the Process, .73 for Enable Others to Act, and .86 for
Encourage the Heart (Posner, 2009). Validity for the
LPI© was established by experts and through
extensive use and testing (Posner, 2009, 2010;
Shoemaker, 1994). Permission to use the LPI© was
asked of and granted by Drs. Kouzes and Posner prior
to this study (personal communication, April 12,
2009).

To measure the three leadership outcomes the
MLQ© used nine questions, with one construct
consisting of only two questions. To tailor the
questions to turf professionals, the researchers

developed a series of additional questions for each
outcome, which were pilot tested with 25 students in
a leadership development course. The participants
rated themselves for each question on a scale ranging
from 1 ( ) to 10 ( ).
Cronbach's alpha was used to determine reliabilities
for the three scales. After removing one item from the

outcome (five items) and one item from
the outcome (four items), the Cronbach's
alpha reliability of these scales was .83 and .88,
respectively. The seven-item outcome
scale had a reliability of .95, so all items were
retained. The researcher-modified portion was
standardized by determining the means for each
construct and then multiplying by 10 to give a
standardized score for each outcome of 10-100.

A post hoc reliability analysis was conducted
using Cronbach's alpha. Model the Way was .76,
Inspire a Shared Vision was .81, Challenge the
Process was .75, Enable Others to Act was .73,
Encourage the Heart was .87, Effectiveness was .83,
Extra Effort was .75, and Satisfaction was .85.

The Tailored Design Method (Dillman, 2007) was
utilized for data collection. The questionnaire was
placed on SurveyMonkey© and then an email
containing a link to the instrument and a note
describing the survey and its importance, was
emailed to the population, along with two reminder
emails during the subsequent three weeks. To
increase participation, emails were sent from a
respected University of Georgia turf grass professor
and member of the Georgia Golf Course
Superintendents' Association (GGCSA). A 24%
response rate was achieved ( = 67). A comparison of
early and late respondents was conducted to account
for non-response error (Armstrong and Overton,
1977). Early ( = 21) and late ( = 40) respondents
were compared on LPI© constructs, outcomes, and
key demographic variables using a t-test and no
significant differences were found between the
groups.

The participants were 100% male, and of those
providing demographic data, 19.6 % listed a high
school diploma as their highest degree, 33% an
associate's degree, and 48% a bachelor's degree. The
mean age was 42.7 years, with a range of 26-60 (Table
1). The range of years in the golf industry was 5-44,
with a mean of 20.5, while the mean years as a golf
course superintendent was 12.3 with a range of 1-36.
Participants were also asked how many years of
managerial experience they had in the golf course
industry, as well as beyond the golf course industry
(“any type”). Respondents managerial experience in
the industry ranged from 3-36 years ( = 15.5) and
beyond the industry was 3-36 years ( = 17.9).

The first objective was to describe the self-
perceived leadership behaviors of Georgia golf course
superintendents. The mean overall transformational

Materials and Methods

Results and Discussion

N

almost never almost
always

almost never almost always

Effectiveness
Extra Effort

Satisfaction

n

n n

M
M
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leadership behavior score from the LPI© was 241.3 of
a possible 300 (Table 2). The LPI© score was made up
of five constructs, with Model the Way garnering the
highest score, which ranged from 36 to 60 ( = 51.2),
a high (72nd percentile) level based on Kouzes and
Posner's (2007) findings. The other constructs' scores
were in the middle percentile levels. The construct
scores for Enable Others to Act ranged between 33
and 60 ( = 50.6, 53rd percentile), and Encourage
the Heart ranged from 12 to 60 ( = 47.5, 44th
percentile). Similarly, the constructs Challenge the
Process and Inspire a Shared Vision ranged from 29
to 58 ( = 46.6, 53rd percentile) and ranged from 29
to 60 ( = 45.5, 51st percentile), respectively.

These results compare favorably to results
presented by Posner (2010), in which the total LPI©
behavior score was 233.3 ( = 241,000). However,
when analyzing individual means, some differences
do emerge. Posner's research produced the following
results: Model the Way was 47.3, Enable Others to
Act was 49.8, Encourage the Heart was 46.4,
Challenge the Process was 45.3, and Inspire a Shared
Vision was 44.5. When the results of the current
study are compared to the means found by Posner,
golf course superintendents scored 3.9 points higher
at Model the Way and about one point higher at the
other practices.

Because the practice of Model the Way was
strongest among participants, it could be interpreted
that this practice is the most important for influencing
positive outcome from followers. Moreover, it supports
transformational leadership theory in that behaviors
are a valuable and relevant way of building effective
working relationships and credibility with the super-
intendent (Dubrin, 2007). Shoemaker (1994) found

that Model the Way had the
most important effect on
role clarity, which suggests
effective transformational
leaders need to lead by
example or model how roles
should be fulfilled by their
employees. For this study it
appears that Model the Way,
as exhibited by showing crew
members how to perform

their tasks to the superintendent's expected stan-
dards, is a key to effective follower performance.

The other four leadership behaviors ranked in
the upper-middle percentile, as established by
Kouzes and Posner (2003). Enable Others to Act was
the second strongest leadership behavior, which may
be common among leaders who assemble teams. In
the turf maintenance industry, as in many profes-
sions, it is common for crew members to be put into
small groups to accomplish required tasks. Once the
crew has been trained, the most important way to
ensure everything gets done on a daily basis is to
delegate responsibilities, or Enable Others to Act, so

it was plausible to see this
being a top ranked leader-
ship behavior. Similarly,
Hacker and Roberts (2007)
noted how empowering
employees can instill a
deeper meaning to their
tasks. Perhaps, as a member
of a maintenance crew, there
may be a certain amount of
pride that builds inside the
employee who has been
entrusted or empowered
with a duty they are
expected to perform well.

Encourage the Heart
was the third highest transformational leadership
score. In the context of golf course maintenance
encouraging followers is needed and beneficial.
Leader behaviors such as a verbal compliment or
“thank you” can encourage followers. Formal
recognition, such as awards, brings appropriate,
positive attention to employees which is often a form
of encouragement to the recipient as well as their
peers. Other studies have found the transformational
leader will utilize their position to encourage workers
to find personal gratification in their work (Hacker
and Roberts, 2007).

The fourth highest scored transformational
behavior exhibited was Challenge the Process. From
the data, it would seem this construct is not as highly
used because a large part of golf course work is
routine, sometimes daily, maintenance, so not much
innovation may be needed. However, creating an
atmosphere in which followers may suggest ways to
improve the work environment, increase efficiency,

M

M
M

M
M

N

Table 1. Demographics of Survey Participants (n = 46)

M SD Min Max

Age 42.7 9.54 26 60

Years in the golf course industry 20.5 8.70 5 44

Years as a golf course superintendent 12.3 9.27 1 36

Years of golf course management experience 15.5 7.82 3 36

Years of any type of management experience 17.9 8.67 3 36

Note: All participants did not complete all questions

Table 2. Leadership Practices Inventory Constructs and Total Scores (n = 64)

Leadership Behavior M SD Min Max

Model the Way (MTW) 51.2 5.21 36 60

Enable Others to Act (EOTA) 50.6 5.36 33 60

Encourage the Heart (ETH) 47.5 8.29 12 60

Challenge the Process (CTP) 46.6 6.53 29 58

Inspire a Shared Vision (ISV) 45.5 7.35 29 60

Total Transformational Behavior 241.3 26.49 178 295

Note: Possible scores had a range from a low of 0 to a high of 60.
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etc., may be an effective way to demonstrate this
behavior.

Finally, the fifth highest scored transformational
behavior exhibited was Inspire a Shared Vision.
Although this is an important leadership behavior, it
may be the least used behavior for similar reasons
that Challenge the Process was a lesser used behav-
ior. It may be inferred that due to the daily schedule of
maintaining a golf course, the “vision” is achieved
daily; therefore achieving the vision becomes more
routine.

The second objective was to describe the leader-
ship outcomes that Georgia golf course superinten-
dents believe they generate among their followers:
Effectiveness, Satisfaction, and Extra Effort. The
mean overall outcome score was 250.4 indicating that

overall employee outcomes were “usually” realized
(Table 3). When viewing the individual constructs,
the score for Effectiveness ( = 88.0) ranged from 53
( employee Effectiveness was an out-
come) to 100 ( ), and was the highest
outcome. The Extra Effort score ranged from 38 to
100 ( = 82.7) and Satisfaction ranged from 43 to
100 ( = 79.7).

Three employee outcomes were measured in the
study. Of these, the Effectiveness and Extra Effort
outcome scores were similar, and the Satisfaction
scores were the lowest. Based on these findings, it
would appear that transformational leadership
behaviors among golf course superintendents tend to
generate Effectiveness and Extra Effort outcomes at
similar levels. Similar results were found by Tucker
et al. (1999) who used the MLQ© to measure leader-
ship outcomes and found that Effectiveness and
Extra Effort were higher than Satisfaction.

The final objective was to determine if relation-
ships existed between transformational leadership
behaviors and leadership outcomes. The scale data
was treated as ordinal and Spearman's rho was used

for this analysis (Clason and Dormody, 1994; Miller,
1998). Davis (1971) suggested adjectives to describe
the magnitude of correlations: 1.0 signified a
correlation, .70-.99 was , .50-.69 was

, .30-.49 was , .10-.29 was ,
and a score of .01-.09 was a correlation.

Several substantial relationships were found
with the outcomes Satisfaction and Extra Effort. The
leadership practice Model the Way had strongest
correlation in the table with Satisfaction ( = .64).
The strengths of other relationships ranged from .33
(moderate) to .60 (substantial). In general, the
relationships between leadership behaviors and the
outcome Satisfaction were substantial (.54-.64),
while the behavioral relationships with Effectiveness
were moderate to substantial (.33-.52), as were the
relationships with Extra Effort (.46-.60).

T h e c o r r e l a t i o n s
between transformational
leadership behaviors and
outcomes were all positive,
with Model the Way show-
ing the strongest correlation
with Satisfaction (.64) and
Effectiveness (.52). Perhaps
this is more common within
labor intensive industries,
such as turfgrass, in which
good leaders will lead by
example, showing followers
how to accomplish a task
and willing to “get their
hands dirty” if needed. The
other leadership behaviors
have positive relationships
with the outcomes, which is
similar to the findings of
Brown et al. (1996) who

found substantial to very high relationships with
transformational behaviors. However, Tucker et al.
(1999) found a very high relationship with Extra
Effort but negligible relationships with Effectiveness
and Satisfaction.

Perhaps the greatest finding of this investigation
was determining the self-perceived level of
transformational leadership behaviors used by golf
course superintendents and the perceived employee
outcomes that were positively related to those
behaviors. From this study it appears that
transformational leadership behaviors have a
positive effect on how golf course superintendents
lead their employees. These findings were consistent
with the theory that transformational leadership
practices have a positive and beneficial effect on
leadership outcomes (Kouzes and Posner, 2007).

The results of this study have implications for
educators as they prepare students to enter the turf
profession. Previous authors have posited that

M
occasionally

almost always

M
M

perfect
very high

substantial moderate low
negligible

p

Summary

Table 3. Leadership Outcomes Constructs and Total Scores (n = 64)

Leadership Outcome M SD Min Max

Effectiveness 88.0 10.61 53 100

Extra Effort 82.7 11.79 38 100

Satisfaction 79.7 13.02 43 100

Total Leadership Outcomes 250.4 30.45 152 300

Note: Possible scores had a range from a low of 0 to a high of 100.

Table 4. Spearman’s rho Correlations of Transformational Leadership Behaviors and Leadership

Outcomes (n = 64)
Outcome CTP ISV EOTA MTW ETH

Effectiveness .33
**

.37
**

.42
**

.52
**

.35
* *

Satisfaction .59 ** .54 ** .58 ** .64 ** .56 * *

Extra Effort .60
**

.57
**

.54
**

.48
**

.46
* *

Note: * p < .05; ** p< .01
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leadership education can lead to improved leadership
behavior (Barker, 1997; Blackwell, 2006; Day, 2001;
Hill, 2006). Indeed, military organizations have their
foundation in this supposition (Brinsfield, 1998).
With this in mind, it is recommended that post-
secondary instruction include leadership coursework
to help students understand the importance of
leadership skills and equip them with the
transformational leadership behaviors necessary to
be effective golf course superintendents or supervi-
sors in the turf industry. Likewise, professional
development workshops and seminars that provide
leadership knowledge and skills could also be benefi-
cial to turfgrass industry professionals. As noted
earlier, studies have illustrated the benefits of
leadership training for successful outcomes
(Spotanski and Carter, 1993; Walker and Gray, 2009).
They noted that when study participants had previ-
ously engaged in formal leadership courses, a higher
level of beneficial leadership behavioral practices
were used, as opposed to participants that had not
taken leadership training courses. Granted, the
correlations revealed in this study cannot be assumed
to be causal, nonetheless, by increasing
transformational leadership behaviors, positive
employee outcomes may occur, which would produce
many benefits including a more enduring and
meaningful working relationship between superin-
tendent and employee, potential cost savings and
financial benefits from an increase in employee
performance and employee retention, and overall
industry success.

Further research in this area would be useful to
determine if an increase in transformational leader-
ship behaviors result in additional employee out-
comes. Similarly, more studies of this topic among a
larger population would help determine how profes-
sionals from other agricultural disciplines rate their
leadership behaviors and outcomes. In addition,
future studies should utilize “observer” question-
naires, which allow a leader's followers and peers to
assess the leader's leadership behaviors and out-
comes. Finally, because Satisfaction was the lowest
rated outcome, additional research should be con-
ducted to determine if this outcome is ranked lower
with other populations and if so, what steps (e.g.,
training) might be conducted to increase this out-
come.

Literature Cited
Armstrong, J. and T. Overton. 1977. Estimating

nonresponse bias in mail surveys. Jour. of
Marketing Research XIV 396-402.

Barker, R. 1997. How can we train leaders if we do not
know what leadership is? http://crcresearch.
org/f i les-crcresearch/File /How_can_we_
train_leaders.pdf Human Relations 50(4): 343-
362.

Bass, B. 1985. Leadership and performance beyond
expectations. New York, NY: The Free Press.

Bass, B. 1996. A new paradigm of leadership: An
inquiry into transformational leadership.
Alexandria, VA: U.S. Army Research Institute for
the Behavioral and Social Sciences.

Bass, B. 1998. Transformational leadership:
Industry, military, and educational impact.
Mahwah, NJ: Lawrence Erlbaum Associates.

Bass, B. and B. Avolio. (eds.). 1994. Improving organi-
zational effectiveness through transformational
leadership. Thousand Oaks, CA: Sage
Publications.

Blackwell, C. 2006. Leadership across the curricu-
lum. In: Association of Leadership Educators
Annual Conference Proc. http: / /www.
leadershipeducators.org/Resources/Documents/
Conferences/Bozeman/blackwell.pdf.

Brannon, T., C. Holley, and J. Key. 1989. Impact of
vocational agriculture/FFA on community
leadership. Jour. of Agr. Education 30(3): 37-45.

Brinsfield, J. 1998. Alexander's Challenge: Issues in
teaching leadership. http://www.au.af.mil/au/
awc/awcgate/army/brinsfield.htm. The Army
Chaplaincy.

Brooks, R., A. Flanders, M. Jones, S. Kane, J.
McKissick, and T. Shepherd. 2008. Perspectives
from Georgia's agribusiness industry on the
market for col lege-educated workers.
http://www.caed.uga.edu/publications/2008/pdf/
CR-08-22.pdf. Athens, GA: Center for
Agribusiness and Economic Development.

Brown, W., E. Birnstihl, and D. Wheeler. 1996.
Leading without authority: An examination of
the impact of transformational leadership
cooperative extension work groups and teams.
http://www.joe.org/joe/1996october/a3.php. Jour.
of Extension 34(5).

Clason, D. and T. Dormody. 1994. Analyzing data
measured by individual Likert-type items.
Journal of Agricultural Education 35(4): 31-35.

Davis. J.A. 1971. Elementary survey analysis.
Englewood, NJ: Prentice-Hall.

Day, D. 2001. Leadership development: A review in
context. Leadership Quarterly 11(4): 581-613.

Dillman, D. 2007. Mail and internet surveys: The
tailored design method. 2nd ed. Hoboken, NJ:
Wiley.

Dormody, T. and B. Seevers. 1994. Participation of
FFA members in leadership development
activities: A tri-state study. Jour. of Agr.
Education 35(4): 42-48.

Dubrin, A. 2007. Leadership: Research findings,
practice, and skills. 5th ed. New York, NY:
Houghton Mifflin.

Greiman, B. 2009. Transformational leadership
research in agricultural education: A synthesis of
the literature. Jour. of Agr. Education 50(4): 50-
62.

Greiman, B., L. Addington, T. Larson, and K.
Olander. 2007. Personal characteristics of
agricultural education teachers and the associa-
t ion with preferred leadership style.

29NACTA Journal • December 2011

Leadership BehaviorsLeadership Behaviors



http://aaae.okstate.edu/Proc./2007/IndividualPa
pers/493-Greiman_etal.pdf. In: Proc. of the
National Agr. Education Research Conference.

Hacker, S. and T. Roberts. 2004. Transformational
leadership: Creating organizations of meaning.
Milwaukee, WI: ASQ Quality Press.

Hill, L. 2006. Leadership Development: A strategic
imperative for higher education. Council of
Independent Colleges. http://www.cic.edu/
conferences_events/presidents/2006PI_Resourc
es/2006PI_hill2.pdf

Jones, D. and R. Rudd. 2008. Transactional,
transformational, or Laissez-Faire leadership:
An assessment of college of agriculture academic
program leaders' (deans) leadership styles. Jour.
of Agr. Education 49(2): 88-97.

Kass, D. and C. Grandzol. 2010. Learning to lead at
5,267 feet: An empirical study of outdoor man-
agement training and MBA students' leadership
development. Jour. of Leadership Education
10(1): 41-62.

Kouzes, J. and B. Posner. 2003. Leadership practices
inventory. 3rd ed. Percentile rankings. http://
media.wiley.com/assets/463/76/lc_jb_lpi_percran
k.pdf

Kouzes, J. and B. Posner. 2007. Leadership challenge.
4th ed. San Francisco, CA: Jossey-Bass.

Ladewig, H. and J. Thomas. 1987. Does 4-H make a
difference? College Station, TX: The Texas A & M
System.

Light, J. 2010. Leadership training gains urgency
amid stronger economy. http://online.wsj.
com/article/SB1000142405274870331490457539
9260976490670.html. The Wall Street Jour.

Luft, V. 1986. Leadership ability of young rural adults
in North Dakota. Fargo, ND: North Dakota State
Univ.

Miller, L. 1998. Appropriate analysis. Jour. of Agr.
Education 39(2): 1-10.

Moore, L. and R. Rudd. 2005. Extension leaders' self-
evaluation of leadership skill areas. Jour. of Agr.
Education 46(1): 68-78.

Posner, B. 2009. Leadership practices inventory (LPI)
data analysis. http://www.leadershipchallenge.
com/. The Leadership Challenge.

Posner, B. 2010. Keynote Part 2. In: Leadership
Challenge Forum 2010. San Diego, CA.
http://www.wiley.com/legacy/email_templates/im
ages/BarrySlides.ppt.

Ricketts, J. and R. Rudd. 2004. Leadership develop-
ment factors leading to the success of former
Florida state FFA officers. Jour. of Southern Agr.
Education Research 54(1): 242-253.

Ricketts, S. and L. Newcomb. 1984. Leadership and
personal development abilities possessed by high

school seniors who are members in superior and
non-superior FFA chapters, and by seniors who
were never enrolled in vocational agriculture.
Jour. of the American Association of Teacher
Educators in Agr. 25(2): 51-59.

Rudd, R. 2000. Leadership styles of Florida's county
extension directors: Perceptions of self and
others . ht tp : / / aaae .okstate . edu /Proc . /
2000/web/b3.pdf. In: National American
Association for Agr. Education Conference Proc.

Schriesheim, C., J. Wu, and T. Scandura. 2009. A meso
measure? Examination of the levels of analysis of
the Multifactor Leadership Questionnaire
(MLQ). The Leadership Quarterly 20(4): 604-
616.

Seagle, E. and M. Iverson. 2002. Characteristics of
the turfgrass industry in 2020: A Delphi study
with implications for agricultural education
programs. Jour. of Southern Agr. Research 52(1):
1-13.

Shoemaker, M. 1994. The Impact of sales managers'
transformational leadership behaviors on the
role clarity, self-efficacy, and job satisfactions of
individual salespeople. (Abstr.). The Leadership
Challenge. http://media.wiley.com/assets/
461/39/bus_lc_jb_shoemaker.pdf

Sinasky, M. and J. Bruce. 2005. Leadership skills
employed by 4-H youth development extension
educators. Association of Leadership Educators
Annual Conference Proc. http://www.leadership
educators.org/Archives/2005/bruce.pdf

Sinasky, M. and J. Bruce. 2006. Supervisors' and 4-H
youth development educators' perceptions of the
leadership practices employed by the educators.
http://www.joe.org/joe/2006june/a6.php. Jour. of
Extension 44(3).

Spotanski, D. and R. Carter. 1993. Self-evaluation of
leadership practices and behaviors used by
department executive officers in agricultural
education. Jour. of Agr. Education 34(3): 17-25.

Tucker, M., A. McCarthy, and M. Jones. 1999. Women
and men in politicians: Are some of the best
leaders dissatisfied? Leadership and
Organization Development Jour. 20(6): 285-290.

Useem, M. 2010. Four lessons in adaptive leadership.
Harvard Business Review 88(11): 86-90.

Walker, J. and B. Gray. 2009. Community voices – A
leadership program making a difference in rural
underserved counties in North Carolina.
http://www.joe.org/joe/2009december/a4.php.
Jour. of Extension 47(6).

Washington Post. 2010. Agricultural company jobs.
http://nationaljobs.washingtonpost.com/a/all-
jobs/list/q-Agricultural+Company.

30 NACTA Journal • December 2011

Leadership BehaviorsLeadership Behaviors


