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Abstract

Leadership is a critical component of organizational effectiveness (Smith, Carson
& Alexander, 1984), and often has the potential to impact on the success or failure of an
enterprise. This study was designed to examine managerial leadership perceptions
and values using an integrated theoretical approach in the context of Canadian National
Sport Organizations (NSOs). The framework used, Yuk! (1989), encompasses five
primary components: leader traits, leader skills, leader behaviours, power bases for
leadership, and transformationai / charismatic leadership characteristics. Hitt's (1988)
model, which considers the congruence and incongruence of values between leaders
and organizationa! members, was aiso used in this study in order to expiain the
relationship of effective leadership to organizational relationships.

Results indicated that there appeared to be a reiatively high degree of
agreement or harmony between senior staff leaders and staff members as to what
“ideal” leadership ought to be in effective sport organizations. Some organizations
showed a high degree of congruence between the leader “ideal” and the staff “actual’
values, whereas others showed disagreement in responses. The same pattern of
results was obtained when comparing * actual” and “ideal” leadership perceptions by
staff members. Results also showed that congruence or incongruence in “actual” and
videal” leadership values was generally consistent among staff members within each
organization. This led the researcher o conclude that managerial leadership in these
organizations appears to be contextual and organizationally specific.

Additional findings were revealed from an analysis of ranking the data. Leader
self-confidence, honesty, and willingness to assume responsibility appeared to be
important for leader effectiveness. Conceptual and human skills were also ranked
highly. The importance of a people-oriented style of leadership was emphasized.
Knowledge appeared to be an important source of leader power, and the development
and use of a vision appeared to be fundamental for managerial leadership effectiveness
in sport organizations. '
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CHAPTER 1

Introduction

The development of the field of sport management in recent years, has
been described by Chelladurai (1985) in the following way: "Sport and physical
activity have become a dominant feature of North American society, and the
number and types of organizations whose major domain of operation is sport and
physical activity have multiplied dramatically over the past 25 years” (p. 3).

This implication, also reflected in the work of other authors (Macintosh &
Whitson, 1990; Siack & Kikulis, 1988), indicates the importance for researchers to
examine and fully understand the environment of the organizations within which sport is
administered. The Canadian sport delivery system is uniquely characterized primarily
as a result of its dependence on the federal government and on corporate sponsorship
for funds, and the volunteer involvement in the decision-making process. Another
unique feature of this system is that organizations which are part of this system are
nonprofit in nature and, as such, they have the monopoly when it comes to formulating
the structure of sport, quiding the development of programs and initiatives, and
overseeing the organization of competitive opportunities of sport in this country
(Macintosh, Bedecki & Franks, 1987; Macintosh & Whitson, 1990). The concemn for
undertaking empirical research of value to those involved in the management and

administration of these unique organizations has carried over into the development of



sport management as a field of academic inquiry, with particular emphasis on the
practical and applied issues in the context of the sport delivery system.

Nonetheless, problems persist in researching this sport delivery system. Slack
and Hinings (1987) maintain that there is a lack of theory within the field of sport
management regarding the organizational and administrative aspects of this system.
They contend that this research “fails to draw upon the considerable body of theoretical
and empirical research in organizational studies” (p. 187). According to Slack and
Kikulis (1989), there are gaping inadequacies in terms of our knowledge about the
structure and processes of these NSOs. This situation has resulted in deficiencies with
respect to the knowledge, attitudes and perspectives about many of these sport
organizations.

As a result of a lack of leadership research within the field of sport management,
Slack and Kikulis (1989) indicate the need to undertake studies which focus on
organizational theory, specifically by examining the position that leaders hold within
sport organizations, and the necessity of these leaders to be able to manage change
effectively. The Minister's Task Force Report (1992), outlining the state of amateur
sport in Canada, emphasizes the importance of the investment in “... developing leaders
and collective leadership in sport to prepare for undertaking the challenges of a new

future for sport” (p. 259).
The Crucial Role of Leadership

Effective leadership is one of the important variables in the determination of

effectiveness within organizations, specifically as identified in the sector of Canadian



national sport organizations (NSOs) (Frisby, 1986, Olafson & Hastings, 1988, Soucie,
1994). As Soucie (1994) suggests, leadership, as one of the initiating variables in sport
organizations, “has the potential to impact the human variables and further
organizational success variables. Internally, leadership processes intervene at all
managerial levels and play a major role” (p.4).
The responsibilities of leading and managing a NSO are becoming increasingly
complex and, accerding to the Minister's Task Force Report (1992, p. 251):
Sport requires a strategic and coordinated approach to the development of sport
leaders. Associations need managers able to implement effectively and
efficiently the plans of the association. At the same time, the organization needs
leaders capable of analyzing national and international sport, economic, social
and political environments, and creating a vision for their sport that can be
translated into directions and policies.
Effective leadership is necessary in the administration and management of sport
organizations to such an extent that Soucie (1994), contends that the "leadership role
pervades all the managerial activities of the sport administrator” (p. 1).
In the Minister's Task Force Report (1992), a number of major challenges facing
the sport community are identified. One of these challenges is the lack of leadership,
» ..leadership by individuals, by organizations and by the sport community as a whole"
(p. 249). This report emphasizes the need for leaders of sport organizations to be in
touch with staff, members, and constituents and to provide leadership while taking into

account those values held in esteem by the sport community and the entire nation.



Leaders must be aware of the constant changes facing their organizations and must be
flexible and adaptive to this change.

This study of the perceptions and values of managerial leadership in Canadian
NSOs will draw extensively from research in the field of leadership theory in order to
identify those aspects of leadership which organizational staff members consider to be
essential for leader effectiveness. This study will provide senior staff leaders and staff
members with an awareness of other organizational members’ values and perceptions.
Furthermore, it will contribute to a better theoretical understanding of the complex

phenomenon of leadership within national sport organizations.

The Universality Of Leadership

Leadership manifests itself in every society and is considered a universal
phenomenon. 1t is pervasive in every aspect of our lives, from family, leisure and
political arenas, to schools, work, and religion. It has been the frequent subject of
empirical research focusing on the antecedents of leader behaviour and the factors that
contribute to leader effectiveness (Fiedier, 1967; Hersey & Blanchard, 1988; House,
1971; Tichy & Devanna, 1986; Yuki, 1994). This consistent and continuous interest in
the field of leadership research is evidence of the importance attributed to this
phenomenon.

Although significant progress has been made towards understanding the
complexities of leadership, many questions still remain unanswered about the nature of

leadership and, subsequently, much still needs to be leamed. One element that



remains constant according to Yukl (1989), is that ...effective leadership at all levels of
society and in all of our organizations is essential for coping with the growing social and
economic problems confronting the world” (p. 462).

Understanding leadership in today’s formal organizations is particularly
advantageous to administrators and managers who must consider their own impact and
effectiveness within their organizations. The emphasis of leadership research in
business organizations has expanded to encompass a variety of theoretical approaches
in an effort to better understand this phenomenon. The focus of many of these
leadership studies has been on identifying variables such as leader qualities, traits and
characteristics (Stogdill, 1974), skills (Adair, 1984; Katz, 1955), behaviours (Likert
1961; Yukl, 1971), power bases (French & Raven, 1959, Katz & Kahn, 1978; Kotter,
1985), situations (Hersey & Blanchard, 1988; House, 1971), and transformational and
charismatic leadership (Bass, 1990:b; Bryman, 1992; Tichy & Devanna, 1986) and on
identifying what combination of these variables leads to effectiveness.

The importance of leader effectiveness was discussed by Hersey and Bianchard
(1988) and Bennis (1986). They distinguish one characteristic that successful
organizations have over unsuccessful organizations, that is dynamic and effective
leadership. They also contend that many business failures can be attributed to
ineffective leadership. Hersey and Blanchard (1988) suggest that many business
organizations fail during early stages of their life cycle as a result of a paucity of
effective leadership. Thus, by examining the foundation of leadership within specific

organizations, researchers gain knowledge and understanding on what constitutes an



effective leader and some of the contextual variables that contribute to leader
effectiveness.

Within the context of NSOs, the necessity of strong and effective leadership is
essential, for example to the acquisition of scarce resources and to the continued
prosperity of thege organizations, for the creation of contacts (networking), and for the
satisfaction of employees. This study will examine the basic leadership perceptions
and characteristics prevailing in the NSOs and will identify congruencies and
incongruencies between the perceptions of leadership style that the leader themselves
have, and those that the members of the organization have about their leader. Adair
(1984) highlighted the necessity for leaders to be able to understand how they are
perceived within their particular organization. In this way, knowledge can be applied
towards the ends of appropriate action and uitimately, leader effectiveness as indicated

by the following:

By looking at his [her] own experience, the reactions of others to
himself [herself], and the comments of friends, the leader should gain a
modicum of self-knowledge. He [she] should be aware of any bias in
his [her] character ... a leader can make allowances for these unseen
tendencies in his [her] character when he [she] perceives that a
particular situation demands a different kind of response from his [her]
normal one ... the end of such study is more appropriate action ( Adair,

1984, p.15).



Definition Of Terms

Before undertaking an examination of relevant leadership literature, and
identifying this phenomenon of leadership in the Canadian sport system, it is necessary

to define some critical terms that wil! be used throughout the study.

Leadership

A fundamental question facing researchers studying the phenomenon of
leadership is; how is leadership actually defined? (Bass, 1981; Fiedler, 1967; House,
1977; Yukl, 1971) Leadership is a complex, multifaceted phenomenon, and for many, it
holds different meanings. Stogdill (1974) claims that there are as many definitions of
leadership as there are researchers who have attempted to study this concept. Inthe
Oxford Dictionary (1990), leader is broadly defined as one who guides by persuasion or
example or argument; one who directs the actions or opinions of others. Along the
same lines, Fiedler (1964) defines a leader as “the individual in the group given the task
of directing and coordinating task-relevant group activities or who, in the absence of a
designated leader, carries the primary responsibility for performing these functions in
the group” (p. 8). Bass (1990a) also considered organizational leadership, and defined
it as an “interaction between two members of a group that often involves a structuring or
restructuring of the situation and the perceptions and expectations of the members” (p.
19). Most of the definitions of leadership do share a common link. Yukl (1989) claims
that most definitions of leadership consider the fundamental elements as being an

interactive group phenomenon involving two or more people where some kind of

influence process occurs.



Leaders have been regarded as guides (Badaracco & Ellsworth, 1989),
achievers and innovators (Kouzes & Posner, 1987), visionaries (House, 1977), and
agents of change (Tichy & Devanna, 1986). As such, it is evident that the leader is
characterized as somehow being different than followers through distinguishing traits,
special skills, behaviours or attributional qualities ascribed to them by their group
members. In all these leadership scenarios, the leader is involved in an influence
process towards pre-determined goals that have been adopted by the group (Yuk|,
1989).

A leader may assume a leadership position either by being elected or appointed
to such a position or by mutual consent of the group as a result of the convergence of
many factors indicating leader potential. Thus, the potential exists for an individual to
function in both a ‘managerial' and 'leadership’ capacity in an organizational setting.
The notion that leaders and managers behave differently and have different functions
has long fueled the fires of debate among researchers (Yukl, 1994). This line of
reasoning considers managers responsible for organizing and administrating, while
leaders are responsible for motivating and inspiring (Bass, 1990a). Are there indeed
differences between leaders and managers? Zaleznik (1990) notes how rarely
leadership has been associated with business. He states that:

Instead of being leaders, people who rise to the top of organizations are

more often that not managers...The crucial difference between managers

and leaders is in their respective commitments. A manager is concemed

with how decisions get made and how communication flows; a leader is



concerned with what decisions get made and what he or she

communicates (p. 14).

According to Bennis (1986), leaders are interested in “doing the right thing”,
while managers are concerned with “doing things right”. Leaders facilitate interpersonal
interaction and positive working relations; promote structuring of the task and work to
be accomplished. Leaders also plan, organize, and evaluate the work to be done
(Bass, 1981). The functions of managers include planning, investigating, coordinating,
evaluating, supervising, staffing, negotiating, and representing (Bass, 1981). Alithese
management functions can potentially provide leadership and all leadership activities
can contribute to the role of managing. Kotter (1990) believes that “ieadership and
management are two different but complementary systems of action. Each has its own
functions and characteristic activities. Both are necessary for success in an
increasingly complex and volatile business environment” (p. 103). Bennis (1986) and
Kotter (1990) both agree that many business organizations today are over managed
and under-led. They contend that the challenge for organizations lies in the
combination of strong leadership end strong management in an attempt to use each to
balance the other. Thus, in the context of this study, the notion leadership will
encompass the functions of both managing and leading and will be considered as
“managerial leadership™. In this study, managerial leadership will be defined as the
leadership process exercised by managers towards the members within the organization

with the purpose of attaining the designated goals (Yukl, 1989).
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Leadership Effectiveness

The notion of effectiveness has been a concern for leadership researchers and
practitioners (Yukl, 1994), and was expressed quite uniquely by Napoleon, when
exercising his views about the importance of leadership. Napoleon stated that he would
rather have an army of rabbits led by a lion than an army of lions led by a rabbit (cited
in Bass, 1990a).

When examining leadership, the criteria used to determine effectiveness depend
on the particular objectives of each researcher. Leader effectiveness criteria have been
assessed abcording to a number of different organizational variables: for example,
achievement of short and long term 6fganizational goals or successful accomplishment
of task; group performance; group survival; group growth; and capacity of a group to
deal with crises (Fiedler, 1967). Yukl (1989) identifies the attitudes and perceptions of
the group members towards their leader as a common indicator of leader effectiveness.
He believes that effectiveness is evaluated in terms of whether the leader satisfies the
needs and expectations of the members; whether the members respect or admire their
leader; whether the group members have made 2 conscious commitment to carry out
the leader's requests, or whether they will be ambivalent, ignore, resist or subvert their
leader's orders (Yukl, 1989). Attitude of group members is a variable that Kouzes and
Posner (1987) also believe to be an important indicator of the ability of leaders to
realize extraordinary accomplishments in their organizations (i.e., leadership
effectiveness). They assert that it is ultimately the followers who determine whether or

not someone possesses leadership characteristics and qualities. Thus, for Kouzes and
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Posner (1987), leadership is in the eye of the group members, Hollander (1978)
expresses leadership effectiveness as a group process with the leader as the main
directive element. Effectiveness depends initially on influence, but beyond that there
are questions about values, such as how things are done to achieve what ends
(Hollander, 1978). He further states that "leader effectiveness depends upon followers
perceiving and responding to the leader's display of competence, fairness and
identification" (Hollander, 1978, p. 115).

Another aspect of the phenomenon concerns the degree of importance of the
leadership process in relation to the smooth, effective functioning of the organization.
Hosking (1988) considers leadership to be central to the dynamics of organization. [n a
similar vein, Bass (1990a) supports this statement and emphasizes the importance of
leadership as a function of job satisfaction. He maintains that favorable attitudes
toward superiors contribute to the satisfaction of the employees. This job satisfaction
may also be related to the productivity of the group as a whole. Leaders can also make
a difference in whether their organization succeeds or fails, and leadership is often
regarded as an important factor in the success or failure of an organization (Bass,
1990a).

Bass (1990a) indicates the importance the contribution effective leaders make to
overall performance. When an organization is in a state of flux or transition, the
orchestration of the transformation or change process is critical to regulate the changes
in technology, the environment, and the completion of programs. Jongbloed and Frost
(1985) contend that leaders have an important general role to play, arguing that “...what

leaders really manage in organizations are employees’ interpretations or understanding
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of what goes on in the organizations. The leadérs manage meaning and, therefore,
exert a strong impact on organizational outcomes” (p. 102). It must be realized that
leadership does not exist in a vacuum and that it, alone, does not ensure goal
attainment or crganizational effectiveness.

Leadership, although crucial and the focus of this study, is only one of many
determinants of organizational performance. For the purpose of this research, effective
leadership is defined as the level of agreement or congruency between responses of
senior staff leaders and staff members on the survey questionnaire developed for this
research. The level of congruency between the perceptions and values of leaders and
the perceptions and values of group members will allow the researcher to speculate on

the degree of leader effectiveness within NSOs.

Statement Of The Problem

Framework and Model Used

Various schools of thought with regard to leadership theory have evolved and
developed since leadership became a subject of scholarly investigation. Early theorists
(Katz, 1955; Stogdill, 1948; Stogdill, 1974) endeavored to define the leadership process
as a function of the individual (i.e., traits and skills) or of the environment in which the
leader operated. Following this theoretical approach, there was a movement to identify
effective leader behaviours in order to determine task-centered orientation (initiating

structure) or people-centered orientation (consideration) of the leader (Halpin & Winer,
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1957: Hemphill & Coons, 1957; Katz & Kahn, 1952; Likert 1961). Currently, the
propensity in leadership research invelves examining leaders as transformational
agents within their environments, the "dynamic leader with a vision" as the
organizational saviour who will guide and direct them safely through turbulent change
and deliver them to their goal (Bass, 1990b; Seltzer & Bass, 1990; Tichy & Devanna,
1986).

Yukl (1989) cites the fact that leadership research has been "characterized by
narrowly focused studies with little integration of findings from the different approaches”
(p. 10). He suggests that by integrating a conceptual framework of the network of
interacting variables, they appear to be related in a meaningful way. Yukl's (1989)
framework has been adapted for the purpose of this study, and incorporates leader
traits, skills, behaviours, power bases, and transformational and charismatic
characteristics which together contribute to an individual's capacity to function as a
leader in a managerial position (Yukl, 1989). Figure 1.1 illustrates the interaction of the
variables involved in the managerial leadership process.

By examining the leadership values that those individuals in positions of
leadership hold in esteem, the essence of their leadership philosophy is exposed.
Values are considered by Cropanzano, James and Citera (1992) as abstract objectives
which help form a foundation from which individuals can organize their behaviours.
They feel that values motivate individuals towards attaining a level of action, and in
addition aid in explaining why a person behaves in a particuiar manner. Leadership
values are also considered important by Enz (1986) who argues that the beliefs and

values of the leader are instrumental in influencing activities within the organization.
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RANSFORMATIONALI

INTERVENING VARIALBES

member effort & commitment
member skills & experience
task-role organization
group cohesiveness
eader-member relationship

END-RESULT VARIAB

effectiveness (leader;
organization)

satisfaction
performance

EXOGENOUS SITUATIONAL VARIABLES

subordinate needs, values, personality
environmental forces
scope of formal authority
task characteristics and technology

Figure 1.1: Integrating framework of managerial leadership (Adapted from Yukl, 1989,

p. 26S)
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Hitt (1988) relates the importance of effective organizational relationships tc the
congruence between the perceptions and values of one unit and the perceptions and
values of another unit. As illustrated in Figure 1.2, which is an adapted version of Hitt's
(1988) model, this study maintains that a “harmony” in perceptions and values means a
congruence or similarity in the leadership values between both the senior staff leader
and the staff members. “Disharmony” or discord in perceptions and values, on the
other hand, signifies the incongruency between the values of the senior staff leader and
the real understanding and awareness of these leadership values and perceptions on

the part of the members.

Contributions of the Study

The issue of leadership, more specifically an integrated approach to leadership
research is important from both a theoretical and pragmatic point of view to the sport
manager. The justification of this study encompasses both theory and practice. From
a theoretical standpoint, this study will contribute to the expanding body of knowledge in
the area of sport management. It will also serve to fill in gaps in the concept of
leadership within NSOs, as well as in the application of a theory of leadership in the
growing field of sport management. This is important when sport management is
viewed in terms of the evolution and increasing complexity involved in leading these

organizations through periods of turbulent change, as the NSOs may undergo
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LEADER
leadership
values
+ve impact on
performance &
SUBORDINATE satisfaction
leadership
perceptions
-ve impact on
SUBORDINATE performance &
ieadership satisfaction
values

Figure 1.2: A model of effective organizational relationships (Adapted from Hitt, 1988,

p. 10)
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organizational restructuring as a result of the changing funding practices within the
federal government.

A further contribution of this study will be to provide practitioners with
prescriptions, suggestions and recommendations about the preferred leadership
characteristics within NSOs’ unique environment. As the responsibilities of sport
administrators become increasingly complex, it is necessary to understand the
relationship between the leadership perceptions and values of sport administrators, and
the perceptions and leadership values of the members in the organization within which

they function so that a foundation of understanding can be developed and buiit upon.

Purpose of the Study

This study, therefore, will examine and identify the unique character of NSOs
with respect to their values of effective leadership. This will be done by investigating
the congruencies between perceptions of those leadership values considered to be
meaningful by the senior staff leader and those values and perceptions that his or her
staff hold in terms of the 'ideal’ leadership characteristics and of the "actual’ leadership
situation in NSOs. The leadership values and perceptions of both can be identified and
can provide insights into the particular situation of those involved in managing the day-
to-day activities of NSOs. This will specifically invoive examining the emphasis placed
by organizational members on leadership values with respect to Yukl's theoretical
framework outlining ieader traits, skills, behaviours, power bases, and transformational

and charismatic variables. In simple terms, the problem of this study can be formulated
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through the following questions: What are the meaningful characteristics of effective
leadership in national sport organizations? Do leaders and staff members agree on
what these are?

Specifically, four research questions are addressed in this study. 1. Do the ideal
perceptions of leadership differ between staff members of NSOs and their senior staff
leader (i.e., Executive Director, General Manager, Director General)? 2. Do the actual
perceptions of leadership within the organizations of the staff members differ from the
ideal perceptions of the leader? 3. Do the actual perceptions of leadership of the staff
members differ from ideal perceptions? 4. An additional area of inquiry examines the
question of how organizational members rank, in order of importance, the components
of effective leadership. Comparisons between senior staff leaders and staff members

are investigated.

Delimitations

The first delimitation associated with the study of managerial leadership in
NSOs, is the nature of the study itself. Leaders may be reluctant to have their
leadership abilities evaluated by the staff members of the organization. It is a sensitive
issue which requires a tactful approach and complete confidentiality. Secondly,
members of the staff may also have concems about the possible repercussions related
to evaluating the leadership characteristics of their senior staff leader. Furthermore,
results from this study are limited to the narrow context of NSOs and are confined to
managerial leadership within these organizations. Since the data was collected from

NSOs located at the Canadian Sport and Fitness Administration Centre (CSFAC) in
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Gloucester, Ontario, results from this study cannot be extrapolated to other sport
organizations in Canada. Finally, this research on perceptions of leadership within
NSOs, is not intended to measure crganizational or leadership effectiveness. However,
the research findings may allow us to speculate on the degree leadership effectiveness

in the NSOs.

Limitations

There are various methodological boundaries imposed by the researcher in this
study. First, the sample (i.e., mid-size NSOs} is not representative of the entire sport
context. Secondly, the Likert scale questionnaire allows respondents to select the
neutral variable so that lack of opinion in respondents may be exposed, responses may
also be ambiguous or vague (Thomas & Nelson, 1990). Third, the questionnairc
method may not completely and fully encompass the complex phenomenon of

managerial leadership.
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CHAPTER 2

Review of Literature

Leadership is, from an organizational perspective, one of the functions that must
be carried out by those in management positions, those who are responsible for a
group, its activities and the attainment of its goals (Yukl, 1989). The necessity of
effective leadership is essential in order to maintain group unity and cohesiveness, as
well as to ensure that decisions made will lead to the attainment of the group's
objectives (Yukl, 1994).

This chapter reviews the research literature on ieadership. Pertinent research
on leadership traits and skills, behaviours, power bases for leadership, and
transformational and charismatic leadership is reviewed successively. Leadership and
organizational effectiveness in sport is also considered. But first, Yuk!'s (1988)
comprehensive leadership model is examined. This model is based on the assumption
that leadership is one of the mediating variables which impacts on group member
performance and satisfaction and ultimately on organizational performance and

effectiveness.

Yukl’s Model

Each of the theoretical approaches identified in Yukl's model (see Figure 1.1)

have extensively examined one particular aspect of leadership, and much research has
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been conducted in their respective realms, Yukl (1989) suggests that these leadership
theories are all to some extent conceptually flawed on their own, and that examining
leadership based on only one approach results in contradictions and confusing findings.
These leadership theories often do not take into consideration other aspects of the
leadership process and consequently, have a rather focused perspective on leadership.
For example, the trait approach did not consider the environment or the situation of the
leader, and the behavioural approach failed to consider the interpersonal aspects of
leadership (Yukl, 1989). Yukl's prescription therefore, is for researchers to undertake
studies of leadership by adopting an integrating conceptual framework. When the sets
of variables from various approaches are identified as being "part of a larger network of
interacting variables, they appear to be related in @ meaningful way" ( Yukl, 1989, p.
268).

The trait component relates to the personal attributes which the leader
possesses. Traits are identified as innate aspects of leaders’ character that interrelate
and result in each unique persona. Trait research was designed to identify
characteristic components of individuals such as intelligence, emotionality, physical
appearance and other personat traits of successful leaders (Stogdill, 1974).

The skill variable identifies personal characteristics that an individual has a
propensity for or is adept at. It implies that leaders have the potential to work at and
develop particular aspects of their repertoire (Katz, 1955). Leader skills are necessary
in order to influence, enthuse, motivate, organize, plan and a myriad of other

organizational duties for which the leader is responsible (Adair, 1984).
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Leader power is associated with the amount of power possessed by a leader, the
types of power, and how the leader chooses to exercise this power (Yukl, 1989). One
important theme addressed by Yukl (1988) in relation to leader power, is the source of
power for individual leaders (i.e., from what source is it obtained?), in addition to the
interaction between individual leader characteristics and the situation in determining the
impact of personal power.

Leader behaviours identify the way leaders and managers actually conduct
themselves, in the achievement of their responsibilities in the line of duty. The concept
of identifying leader behaviour was developed as a result of interest in clarifying the
nature of managerial work (Yukl, 1989).

Another variable considered in this model is that of transformational or
charismatic leadership. This variable identifies leaders who can inspire, leaders who
must contend with a change process, and leaders who have a vision (Bass, 1990b;
House, 1977; Tichy and Devanna, 1986).

Leadership is a phenomenon that encompasses not only the individual as a
leader, but also considers factors external to the leaders themselves. Intervening
variables are identified by Yukl (1989) as those factors which interact with the other
mediating variables in the model to ultimately influence the criteria of unit effectiveness,
such as achievement of goals, and leader or organizational effectiveness. He classifies
intervening variables as subordinate effort, role clarity and ability, organization of work,
resources, and external coordination (Yukl, 1989).

Situational variables are dependent on the context of the environment and

situation. This leadership theory suggests that some situations are conducive to certain
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types of leader behaviour (Fiedler, 1967). Fiedier (1967) contends that the most
effective leader is the one who can effectively adapt and respond to the requirements of
each specific situation, The two factors of intervening and situational variables,
although not negated in this particular research, will not be quantitatively examined, as
they do not deal directly with the personal aspects of leadership.

In order to better understand the integrated approach to the study of leadership
implicit in Yukl’s model, and apply the theoretical framework to a sample of NSOs, it is
necessary to examine the relevant literature corresponding to each individual

theoretical approach.

Leader Traits And Skills

The emphasis when examining leader traits and skills is on the inherent personal
aspects of leadership. Leadership research focuses specifically on traits and skills that
will contribute to the ability of the leader to function successfully and effectively in a
managerial position, and to carry out the duties and responsibilities of management
such as planning, organizing, leading, and evaluating (Yukl, 1994).

| eader Trait Approach

The trait approach, which considers the identification of innate leader qualities,
was one of the earliest approaches in the inquiry into the area of leadership.
Behavioural scientists attempted to establish a set of personal characteristics in
individuals that would distinguish them as leaders from non-leaders or followers (Yukl,

1994). The underlying assumption of these trait theories postulated that a set of



24

universal traits existed that leaders uniquely exhibited. These studies initially involved
a comparison of physical characteristics, such as stature, physique, weight, age and
general appearance; personality traits, such as aggressiveness, conservatism,
dominance, self-confidence, interpersonal sensitivity, self-esteem, and desire to
achieve; and attributes, such as creativity, energy level, and emotional n;aturity.

According to Yuk! (1994), the increasing interest in managerial effectiveness and
traits prompted researchers to re-evaluate and expand on the primary list of traits to
“include specific administrative and technical skills, and specific aspects of managerial
motivation relevant to the requirements of an administrative role" (p.255). Researchers
such as Stogdill (1974), who re-examined his assertions after reviewing many of the
trait studies conducted during the 1950s and 1960s, determined that certain traits were
in fact common to most effective leaders. Personal leader traits Stogdill (1974)
identified included: responsibility, self-confidence, energy, achievement orientation,
adaptability to changing situations, co-operative, assertiveness, dependability, and
ambition. Kirkpatrick and Locke (1991), who examined managerial traits suggest that
the following seven traits distinguish leaders from non-leaders: (1) drive, including
determination, ambition, tenacity and energy ; (2) a strong desire to lead, (3) honesty
and integrity, (4) self-confidence, (5) emotional stability, (6) cognitive ability, including
intelligence, and the ability to process a wide variety of information, and finally (7)
knowledge of the business.

In 1986, Bennis explored leadership traits and developed a framework which
considered four traits essential for effective leadership. Management of attention is the

first trait outlined by Bennis, and suggests that leaders have the capacity to make their



dreams come true and enroll others in making them happen. This is achieved
specifically through a focus on commitment, and by developing a compelling vision.
Second, he identified management of meaning, or the ability to communicate the vision
and align people with it. Leaders are able to make their ideas tangible and rea!
because they "integrate facts, concepts and anecdotes into meaning for the public”
(Bennis, 1986, p. 85). The third trait he distinguishes is management of trust, or the
reliability and constancy that 1s essential in all organizational relationships. The final
trait highlighted by Bennis (1986) is management of self. Effective leaders know their
limits, are aware of their own skills and abilities and are able to use them to their full
potential.

Although the trait approach focuses entirely on the individual and does not take
into account interactions with other individuals or the situation in which the leader must
function, it is not entirely discounted as one of the factors involved in assessing the
concept of leadership as a whole. Bass (1890a) indicates that research has reached a
more balanced viewpoint on traits. Researchers realize that traits only tell part of the
story, and that there is much more involved in being an effective leader than exhibiting
a pre-determined list of personal traits.

Leader Skills Approach

Personal skills are a promising indicator of leader effectiveness according to
Katz (1955), who formulated a three-skill taxonomy in an attempt to identify not what
leaders are, but instead what special abilities they have. He defines skill as an ability
that can be developed and exercised, that which is not an innate quality, and which is

evident in the day to day functioning of the individual in an organization (Katz, 1955).
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The three-skill taxonomy proposed by Katz (1955) outlines technical, human and
conceptual skills.

Technical skills

“Technical skill involves specialized knowledge, analytical ability within that
specialty and facility in the use of the tools and techniques of the specific discipline”
(Katz, 19585, p. 34). Technical skills are specific to the type of activities in which the
organization is involved, and are especially important in terms of specialized
procedures, techniques and processes which require formal knowledge. Similarly,
Adair (1984) identified the necessity for managers to possess general technical
knowledge in order that scientific techniques may be systematically employed for the
efficient use of resources. Technical skills may include, for example, those skills which
are necessary to operate a computer, to budget, to schedule activities, and in sport
organizations may include training procedures and technical knowledge about
equipment.

Human skills

These are “demonstrated in the way the individual perceives (and recognizes
perceptions of) his [her] superiars, equals, subordinates and in the way he [she]
behaves subsequently” (Katz 1955, p. 34). Human skills particularly focus on the
interpersonal nature of leadership, and depend largely on the dynamics of the group
processes. These skills centre around the leader’s interactions with people, in other
words the leader must be able to work with people. The leader must not only be able to
direct processes and procedures, but must also retain ties to group membership, and

ultimately, foster a sense of cooperation within the group that he/she leads. Yukl (1894)
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believes that a ieader who understands people and group processes, possesses tact
and is diplomatic will have healthier, more effective relationships than a leader who is
insensitive and ignorant of interpersonal dynamics.

Communication has also been identified as an important element of human skill
by Adair (1984), particularly interpersonal dialogue, feedback, and information sharing.
Communication ¢an specifically create an atmosphere of approval and security. When
individuals are aware of and informed on procedures and policies within an
organization, they become more comfortable to share their opinions and ideas.
Specifically by encouraging members to participate in the planning process and cany
out those decisions and problems which directly affect them, the leader can create an
environment of understanding, compassion, trust, and respect.

Conceptual Skills

Katz (1955) asserts that "...not only does the effective co-ordination of the
various parts of the business depend on the conceptual skills of the administrator
involved, but so does the whole future direction and tone of the organization” (p. 36).
Conceptual skills were identified by Katz (1955) as the ability to see the organization as
a whole, to be able to conceptualize how the functions of one department in the
organization will eventually affect the entire organization, and see how the various
components of the organizatior: 2re dependent on one another. He believes that it
“...extends to visualizing the relationship of the individual business to the industry, the
community, and the political, social and economic forces of the nation as a whole”

(Katz, 1955, p. 35). Adair (1984) states that conceptual skills involve such abilities as



thinking, creativity, analysis, synthesizing, the ability to solve problems and make
leadership decisions (i.e., selecting the best means of achieving a common goal).
Other authors have contributed to this theory and have expanded on those skill
items which are considered to be conducive for effective management. For example
Bray, Campbell, and Grant (1974) have identified several skills that would serve to
indicate managerial effectiveness and potentially predict advancement: oral
communication skills, human relation skills, planning-organizing skill, and creativity.
Yukl (1989), in his extensive review of the literature, has also listed other skills found
most frequently to be characteristic of successful leaders. These include: clever,
conreptually skilled, diplomatic and tactful, eloquent, know!edgeable about group task,
organized (administrative ability), persuasive and socially skilled. Other important
managerial skills suggested by Adair (1984) include: better listening, and clear writing.
Katz (1955) points out that since executive managers are involved in making
strategic decisions which affect the fate of the entire organization, the most important
skills to cultivate are conceptual skills, although not to the exclusion of technical and
human skills. Bass (1990a) corroborates with this notion and considers conceptual

skills essential for effective leadership in organizations. Yukl (1994) believes that

" "when researchers examine a pattern of related traits and skills ... the results are more

predictive of managerial effectiveness, and they can be interpreted in ways consistent
with our knowledge about the types of behaviour required for effective leadership® (p.
278). Chelladurai (1985) supports Katz (1955), and substantiates the importance of

Katz's three skill taxonomy for sport administrators who must effectively carry out the
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sport organizations.

Leader Behaviours

The behavioural approach focuses primarily on styles of leadership (i.e.
autocratic, democratic, laissez-faire or alternatively task/production orientation or
peoplefrelationship orientation), and it explores what a leader actually does, and how
he/she acts to contribute to overall organizational performance. Behavioural research
is primarily concerned with what types of behaviour enhance the effectiveness of the
members of the group. Researchers from the Ohio State University and from the
University of Michigan have contributed a great deal to the area of research on leader
behaviours mainly through the analysis of questionnaires. This research has served as
a starting point for many subsequent studies in this field.

Researchers from Ohio State University (Halpin & Winer, 1857; Hemphill &
Coons, 1957; Katz & Kahn, 1952; Stogdill, 1963) identified two general behavioural
dimensions. These two dimensions have been designated as consideration and
initiating structure. Consideration relates to the extent to which a leader behaves in 2
warm and supportive manner, promotes camaraderie, mutual trust, liking and respect in
the relationship between themselves and subordinates, as well as the degree to which
the leader is sociable, participative, pleasant, egalitarian and concemed about the
group members’ welfare. Conversely, initiating structure denotes the degree to which a

leader organizes the work tightly, provides clear-cut definitions of role responsibility and
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defines and structures his/her own role and those of hisfher subordinates towards goal
achievement (Hemphill & Coons, 1957). While researching leader behaviours, Likert
(1961) found that in order to obtain higher morale and greater productivity within the
group, it was necessary for managers to practice general supervision and behave in an
employee centered manner.

Seltzer and Bass (1990) state that the two factors of initiation and consideration
have almost stood alone as the fundamental measures of consequence to leadership
research. The focus has been largely oriented towards the accomplishment of the
tasks at hand and the maintenance of good relations between subordinates and the
leader. These behaviour dimensions,(i.e., consideration and initiating structure) have
been conceptually compared with democratic (leader seeks participation in the decision
making process) and autocratic behaviours (leader makes ail the decisions without
subordinate participation) respectively (Yukl, 1971). Yukl (1971) and Yukl and
Lepsinger (1991) maintain that effective leadership shows concern for both dimensions
of the leadership (i.e., exhibit a high score on both consideration and initiating
structure).

Other researchers have speculated on leadership effectiveness and the
identification of an "ideal leadership style". Blake and Mouton (1964) for example
developed a “Managerial Grid" in an attempt to classify leader behaviours, which
differed from the Ohio State University studies in the formulation of a four-quadrant
paradigm. Blake and Mouton'’s grid identified five types of leader behaviour and they
suggested that the combination of both team and participative behaviours is the best

type of leadership style (Blake & Mouton, 1964). McGregor (1960) introduced the
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people will greatly influence his/her behaviour towards members of the organization.
An important consideration of this theory is that of a “self-fulfilling" prophecy. For
example, if a manager expects the group members to be lazy and unproductive, he/she
will treat them as such and this in turn will result in lazy and unproductive behaviour by
group members.

The University of Michigan studies were also concerned with identifying and
describing effective leader behaviours. Authors such as Katz, Maccoby, and Morse
(1950), Katz, Maccoby, Gurin, and Floor (1851), and Morse and Reimer (1956) also
developed a behavioural framework that included two styles of leader behaviour. The
first, employee centered behaviour, denotes the degree to which a leader is concerned
with the human relations aspect of the job. The second behavioural style identified is
the production orientation of the leader, and this is classified as behaviour in which the
leader is concerned with the technical aspects of the job and productivity (these two
leadership styles described in the University of Michigan studies are parallel to
consideration and initiating structure variables outlined in the Ohio State studies).
Morse and Reimer (1956) observed that in some cases, the production oriented leader
experienced a greater degree of employee resentment, dissatisfaction, absenteeism,
and turnover than employee centered leaders.

Another approach to examining leader behaviour is the participative aspect of
leadership, or the degree to which the leader behaves in a manner which allows
members to participate in decision making (House & Mitchell, 1974). It has also been

identified as decision participation, or the extent to which a leader consuits with group



32

members and ultimately aliows them to participate in the decision-making process
(Yuk!, 1981). In a subsequent study, Yuki (1989) stated that participative leadership
may be effective in accomplishing a variety of objectives including: a better quality of
decisions; an increased acceptance of the decisions made; a clearer understanding of
the processes and the implementation of the decisions made; a conceptual
development in decision making procedures by subordinates; enhancing the job
satisfaction of the subordinates by making their jobs more interesting; and finally
participative leadership serves to facilitate conflict resolution and team building among
members of the group.

Leader behaviours have also been examined in the area of sport and sport
management. For example, Chelladurai (1985), Chelladurai and Carron (1983), and
Chelladurai and Saleh (1980) outlined effective leader behaviours in coaching athletic
teams according to five dimensions: training and instruction, social support, pesitive
feedback, democratic behaviour and autocratic behaviour.

More related to the administration of sport organizations, research has been
conducted in identifying leader behaviour by Branch (1990), Snyder (1990) and Olafson
and Hastings (1988). According to Brar.ch (1990), who examined athletic director
leader behaviour as a predictor of intercollegiate athletic organizational effectiveness,
those athletic organizations which are most effective have leaders who are more task
and goal oriented than those leaders who emphasize the development of good
interpersonal relations with subordinates. He claims that "...understanding this new
leadership role as it relates to organizational tasks and to interpersonal concerns of

future athletic organizations may help direct and focus the attention of future athletic
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directors" (Branch, 1990, p. 163). Snyder (1990) outlined the effects of leader
behaviour and organizational climate on intercollegiate coaches' job satisfaction, and
concluded that "athletic directors were perceived by coaches to be responsible for the
degree of administrative support in the workplace" (p. 69).

Many authors have cited that inconsistencies and inconclusive evidence result
from attempts at identifying effective leader behaviours (Bass, 1981; Bass, 1990a; Yukl,
1971). Yukl (1989) states that in some studies, subordinates were more satisfied and’
were more productive in situations which involved a structuring leader, whereas in other
studies the opposite occurred and group members were more productive in democratic
or laissez-faire situations. Many of these behavicural studies failed to take into account
the situation in which the leader functions, and this has been identified as a major

conceptual flaw in this approach.

Power Bases for Leadership

According to a number of authors (Bass, 1981; Katz & Kahn, 1978; Kotter, 1985
Pfeffer, 1981; Yuk!, 1989), leadership is about power. Like leadership, power is a
complex, changing entity. Without power, the importance of leadership would be
greatly diminished or even perhaps non-existent. Power is especially important in the
organizational context because it is necessary to influence the behaviour of members of
the group. Power has been described as the reciprocal influence process (over
attitudes and behaviours) between group members and leader (Yukl, 1989), or more
specifically as "...the agent's potential influence over the attitudes and behaviour of one

or more designated target persons" (p. 14). Not only do leaders influence members of
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the group through a variety of channels, for example, power attained through their
position or power that results from controlling certain information, but members also
have the potential to influence their leaders through resistance, compliance or
commitment to the leader's requests for example.

Baés (1981) believes that power, among other variables, belongs in the overall
study of the way we interact and influence each other. He states that "...a powerful
person successfully persuades others to follow him/her because the power from his/her
position or his/her power as a person makes others expect that he/she will reward them
for compliance or punish them for rejection” (p. 221).

Different sources of power have been classified by French and Raven (19589),
among which are included expert power, which results from expertise and knowledge in
specific areas; legitimate power, also known as formal power and stems from a position
of formal authority; reward power and coercive power, which depends on control over
resources and subordinate perceptions that the request made by the leader is actually
feasible and will result in some type of reward if the task is accomplished or punishment
if the task is not completed properly; referent power, is that power which results from a
relationship of friendship or feelings of loyalty to a certain individual and stems from a
motivation to please that person.

ther sources of power have also been identified although Yukl (1989) contends
that there is considerable overlap with the power classifications of French and Raven
(1958). One source of power identified is charismatic power, which may be considered
to be a variant of referent power, in that followers associate with a charismatic leader in

a more personal manner and they experience feelings of intense emotional attraction to



the leader. The charismatic leader is attributed exceptional qualities by his/her
followers such as visionary ideals and strong convictions, and as a result, the leader
has a high degree of influence over group members (Bryman, 1992). Another important
source of power is control over information. The opportunities is greater for individuals
in managerial positions have more access to and contro! over information, and thus
more potential influence over subordinates (Kotter, 1985). One final source of power
identified by Yukl (1989) is political power which results from “,..controlling key
decisions, forming coalitions, and co-opting opponents whose support is needed" (p.
15).

According to Kotter (1982), effective leaders should not rely on just one type of
power to influence members of their organizations. Leaders must cultivate their “power
skills" in order to develop and grow as effective leaders. For example leaders who
demonstrate they are competent, knowledgeable, and are able to solve problems within
the organization, and who foster relationships within the organization will eventually
gain expert power, referent power, and ultimately legitimate power and may be
considered more effective. Hitt (1988) considers that effective leaders

...understand the nature of power and how to use it. They know that power
is found in relationships, in connections and associations between and
among people. They also know that power is based on formal relationships
and informal relationships i.e., on what is given them by their formal
position in thekbrganization. The way in which leaders make use of power

will determine greatly how effectively they function as leaders. (p. 7)
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Initially, it is beneficial for a leader to have a moderate amount of position power, and
then eventually develop and nurture sources of personal power so that they have at
their disposal the ability to make important decisions and necessary changes without
faar of retribution from members of the organization (Yukl, 1989). Podaskoff and
Schriesheim (1985) indicate that in order to enhance subordinate satisfaction and
performance, it is beneficial for a leader to rely more on personal power, such as
expertise, friendship, loyalty and charisma than on position power (for example, formal
authority, control cver information, control over resources, rewards, and punishments).
Effective leaders are adept in selecting the appropriate influence tactic for certain
situations, and Yukl (1989) identifies those power approaches as legitimate requests,
exchange of favours, consultation, inspirational appeals, and rational persuasion
pressure tactics.

Boucher (1991) examined traditional and lower power in sport organizations and
concluded that power, particularly when used properly, can facilitate the smooth
operation of a sport department. He states that

Current sport administrators rely on more than one source of power to

accomplish a muiltitude of tasks in organizations. Being able to recognize

and examine one’s own personal power bases can be very useful in

avoiding inappropriate administrative behaviour. Similarly, a recognition of

the advantages and disadvantages of the use of each of the types of power

may assist administrators in making rational choices whether they be at the

amateur or elite levels of sport. (Boucher, 1991, p. 139).



37

Also in the realm of sport management, Chelladurai (1985) identified the need
for understanding and using available power bases in order for physical education
graduates who are launching a career in fitness service or administration of sport to be

successful.

Transformational And Charismatic Leadership

Transformational and charismatic leadership have not only been classified under
the rubric of leader behaviour (Conger & Kanungo, 1887), but have also been
considered a personal attribute and a quality that can be enhanced through practice
and frequent usage (House, 1977; Lindholm, 1990). Some researchers have identified
this visionary type of leadership as the “new leadership” (Bryman, 1992) due to a
resurgence of interest in the concept of an elusive quality that transformational or
charismatic leaders possess.

Charismatic leadership is a concept that is based on the notion of “charisma”.
Charisma is a term that is used to describe the quality or attribute of an individual who
is flamboyant, a passionate speaker, one who can persuade others of the importance of
his/her message (Bryman, 1992). The initial meaning of charisma "...was 'gift, and is
usually reserved for leaders who by their influence are able to cause followers to
accomplish outstanding feats" (House, 1977, p. 189). House (1977) discussed three
personal attributes believed to have charismatic effects: "extremely high levels of self-
confidence, dominance, and strong convictions in the moral rightecusness of hisfher

beliefs” (p. 193). Bryman (1992) expanded on this notion, considering the role that the
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follower plays in the leadership relationship. He discussed three characteristics of the
charismatic leaderffollower relationship. These include the perception that the
charismatic leader has extraordinary or even divine qualities, that the followers
unconditionally accept the charismatic leader's authority, and that the followers are
emotionally committed to the leader. Through the effects of charismatic leadership, the
followers will exhibit a greater effort and commitment to the organization. According to
these authors, in order to be effective in an organization, a leader needs to demonstrate
these characteristics.

Similarly, transformational leaders enhance their followers' confidence and thus
their motivation and sense of higher purpose in attainment of their pre-determined
goals. In this situation, the goals and aspirations of both the leader and follower are
melded and become one (Yukl, 1989). Kuhnert and Lewis (1987) believe that
transformational leadership originates in the personal values and beliefs of leaders, not
in the exchange of commodities between leader and subordinate. Various authors
(Bass, 1985; Bass, 1990b; Kuhnert & Lewis, 1987; Manz & Sims, 1991; Selzer & Bass,
1990; and Tichy & Devanna, 1986) indicate that transformational leadership involves
shifts in the beliefs, needs and values of leaders and followers. Bass (1990b) observed
transformational leadership and concluded that it

...occurs when leaders broaden and elevate the interests of their

employees, when they generate awareness and acceptance of the

purposes and mission of the group and when they stir their employees to

look beyond their own self interest for the good of the group...managers

who behave like transformational leaders are more likely to be seen by
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their colleagues and employees as satisfying and effective leaders than

are those who behave like transactional leaders. (p. 21)

The four components of transformational leadership as outlined by Bass (1985)
include: charisma, in which a sense of excitement is generated by the leader as a
result of emotional arousal of the followers; inspiration, which also arouses and
energizes followers through the use of symbols and gestures; individual consideration,
in which the leader gives personal attention to the followers and is compassionate and
understanding of their desires and expectations; and finally, intellectual stimulation,
whereby the leader provides opportunities to assess old problems in new ways, and
formulates new and exciting ideas which will challenge followers.

Another theory on transformational leadership developed by Tichy and Devanna
(1986) proposes that transformational leaders are responsible for bringing about
change, innovation, and entrepreneurship in the organization. They also suggest that
the transformational process can be described in three steps including a trigger event
or an occurrence in the organization which results in the need for a revitalization
process, creating a new vision whereby the whole organization will be committed, and
lastly institutionalizing this change by motivating people, and reweaving the social fabric
of the organizational entity.

Research focusing on transformational leadership in sport administration has
been conducted by Ulrich (1987) who discussed the expanding role of transformational
leaders in the changing environment of sport organizations. He maintains that the
"management of transformations facing all situations in sport must become a major

agenda of sport administrators at all levels. For sport executives, sensitivity to shaping
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new meaning out of traditional sport becomes a new role and responsibility” (p. 193).
An outline of action for sport administrators is suggested by Ulrich (1987). He believes
that these leaders must create and communicate a need for change themselves, that
they must overcome resistance to change by identifying the sources of that resistance
(potential barriers may be technical, political or cultural). They must make personai
commitments and sacrifices in order to implement the change. By articulating a vision,
a sport administrator can motivate and excite members of the organization to work
towards a common set of principles and values. Finally, a sport administrator must be
able to generate the commitment of the members in the organization and institutionalize
the vision.

Maas (1991), who examined leadership in the managerial role in sport
organizations, also emphasized the component of transformational and charismatic
leadership. He suggests that this type of leadersnip (i.e. developing a vision), is critical

for effectiveness in sport organizations.

Comprehensive Leadership Research

This section deals with research conducted on group member percepticns cf
leadership and the perceptions and values of the leaders themselves. Often, tha extent
that subordinates will accept and work towards organizational goals is the result of
satisfaction with the leader (Fiedler, 1967). How leaders are perceived is determined in
part by how satisfied their subordinates are with their tasks, their work groups, and the

leaders themselves (Kusﬁell and Newton, 1986). Results from Cooke, Rousseau, and
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Lafferty's (1987) research examining descriptions about effective management by staff
members, indicated a fair amount of agreement on how respondents described each
manager. There were important differences, however, between the way managers see
themselves and how they are perceived by others. They suggested that feedback can
be useful to managers to promote self-awareness and provide a benchmark for change
and development.

Much of the effectiveness of managerial leadership is a result of the quality of the
relationship with subordinates, peers, and superiors. Posner and Schmidt (1984) stated
that there are various factors which influence the development of an effective, enjoyable
working relationship with others, an important one being a similarity in certain qualities
or personal traits which are valued between group members. Their study identified
numerous traits, characteristics and values that subordinates value in their superiors,
among which included supportiveness of subordinates, competence, intelligence, and
sensitivity. Kouzes and Posner (1987) similarly proposed that the majority of us admire
leaders who are honest (traits), competent (skills), forward looking (transformational)
and inspiring (charismatic). They argued that group members "...must be able to
believe in leaders...must believe that their word can be trusted, that they will do what
they say, that they have the knowledge and skill to lead, and that they are personally
excited and enthusiastic about the direction in which we are headed" (Kouzes &
Posnrer, 1987, p. 22). They also stated “...when employees perceive management to be
trustworthy and to have a coherent philosophy, they also report higher levels of

identification and value congruence” (Kouzes & Posner, 1987, p. 22).
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Comprehensive research has also been conducted in the area of personal
values (Chusmir, Koberg, & Mills, 1888; Cropanzano et al., 1992; Enz, 1986; Rokeach,
1973) and suggests that the values that an individual espouses lead to the construction
of more specific tasks. In other words, the values that individuals have will drive their
behaviours. This has been observed by Cropanzano et al. (1992) who considered
values to be related to the work experience and that “the most important things that

values do is to motivate the construction of more specific life goals” (p. 284).

Related Sport Leadership Literature

In research related to sport leadership, a number of authors (Chelladurai, 1980;
Chelladurai, 1984; Chelladurai, 1993; Chelladurai & Saleh, 1980; Home & Carron,
1985; Schleisman, 1987) have documented the relationship between leaders and
subordinates. These researchers take the aforementioned leadership theories
developed in organizational analysiz and apply them to the sport situation. These
authors often indicated that satisfaction with the leadership style is the result of high
degrees of congruence between subordinates’ preferences for particular leader
behaviours and the actual leader behaviours. For instance, Schleisman (1987} using
Chelladurai's contingency model of leadership in athletics, examined the relationship
between coaches and athletes to determine the perceptions that both leader and group
member had regarding their relationship. He found that general satisfaction with
Ieac_!e_rship increased as the perception of actual leader behaviour matched

respcndent’s leader behaviour preferences. Home and Carron (1985) also considered
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the two-way interaction between coaches and athletes, in an attempt to identify the
predictors of satisfaction with the coach’s leadership.

Chelladurai's multidimensional model has been developed in order synthesize
theories of leadership which focus on the leader, the members and the situation in
which they are placed (Chelladurai, 1993). The predictors of effectiveness in
Chelladurai's mode! consist of general job satisfaction and group performance, which
can be carried over as the criteria of unit effectiveness in Yuk!'s (1989) integrating
model of leadership. Chelladurai's model has been developed specifically for the sport
situation which has rigidly structured rules, regulations, procedures and processes, and
thus it may be difficult to translate the entire model! in terms of considering leader
effectiveness from an organizational standpoint. Consequently, it is important to note
that the focus of researchers investigating leadership in sport has been almost
exclusively on the relationship between athletes and coach. Caution must therefore be
exercised when applying this work to the leader/subordinate relationship in the sport
organization setting.

In terms of individual sport organizations, little in the way of leadership research
has been conducted. Chelladurai's (1985) account of sport management identified the
importance of the sport manager in processes such as planning, organizing, leading,
and evaluating. He maintained that the prime responsibility for the sport organization
rests on the shoulders of the sport administrator, and therefore he/she must be aware of
the complexity of the nature of the sport crganization. Thus effective leaders in sport
organizations must be aware of all the components affecting the organization as well as

understanding how to deal effectively and efficiently with its members.
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Leadership was the major variable investigated by Soucie (1976) and Soucie and
Renaud (1977), who conducted two studies at the college administrative level in
departments of athletics. In the first study, Soucie (1976) examined leadership as one
of the organizational climate variables in departments of physical education in public
colleges in the province of Quebec. He found significant differences between
department leaders and staff members with regards to the perception of “actual”
leadership behaviours. He also found that there were no significant differences
between leaders and staff members’ perceptions of “ideal” leadership. Similarly, Soucie
and Renaud (1977) examined leadership styles in public colleges in Montreal, again in
departments of physical education. Among some of the findings, the authors found that
the effectiveness of a particular management leadership style did not result from
specific characteristics of the leader, but rather stemmed from healthy functional
relationships between leader and staff members.

Soucie (1994) discussed the concept of effective managerial leadership in sport
organizations. He stated that the leadership role is central in all managerial activities
and thus, in order to influence people and cutcomes in sport organizations, a sport
administrator must develop their leadership skills as a manager. In the same vein,
Weese (1994) examined the relationship between leader “self-reports” and compared
them to “other” (i.e. superior / subordinate) perceptions of leadership in sport
orgénizations. Results from this study indicated that executive leaders perceived their
leadership tendencies and contributions as significantly higher than the actual

perceptions of leadership held by their followers.



Leadership and Organizational Effectiveness In Sport Organizations

Numerous authors (Chelladurai & Haggerty, 1991; Frisby, 1985; Kikulis, Slack,
Hinings, & Zimmermann, 1989; Slack & Hinings, 19982), observed the burgeoning
development of Canadian amateur sport organizations, especially the administrative
and technical evolution of the infrastructure of amateur sport. Of interest to these
authors was the increasing bureaucratization and professionalization of amateur sport
organizations, particularly within the last two decades (Macintosh et al., i987). This
increasing complexity of the sport delivery system requires a more in-depth
understanding of the precess of the day to day administration. Administrators should
be aware of and prepared for the challenges facing their organizations. It is therefore
necessary for sport administrators to have a clear understanding of leadership and its
importance as a phenomenan which potentially impacts upon organizational
effectiveness, because through their values and perceptions about leadership, they
influence the working environment within organizations. A good working relationship, in
which both leaders and staff members share the same values and perceptions, may
lead to decrease in conflict and concomitantl_y, an increase in effectiveness (and
efficiency) (Hitt, 1988). "

Organizationa! effectiveness should be a concern to those whose responsibility
it is to manage sport organizations (Frisby, 1986). Frisby (1985) claimed that the trend
towards a more professional and bureaucratic structure in amateur sport can serve as
an indicator as to the degree of organizational effectiveness within NSOs. She stated
that as a result of this trend, a need for a different approach to leadership is

established, one which takes into consideration a more professional staff, more
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formalized operating procedures and a hierarchical system of authority (Frisby, 1985).
Administrators in NSOs must realize the necessity for strong, effective leadership
because of the impact it has on many aspects of the organization.

In examining organizational effectiveness, Olafson and Hastings (1988)
emphasized the importance of personal style and leadership behaviour as a critical
variable in determining organizational effectiveness. They concluded that "...how
effective an organization is in meeting its objectives depends upon the complex
interplay of the situational determinants of the environment and the perceptual set that
an administrator employs in the decision process" (p. 27). As indicated by Frisby
(1986), alternative methods of examining organizational effectiveness include
investigating the crucial transformative processes, which require knowledgeable,
comprehensive, and informed leadership “...such as the decision making which occurs
between government officials, volunteers and paid staff which mediate between
organizational inputs and outputs” (p. 98). Thus, it can be gleaned from the literature
that effective leadership is one of the important variables in the delermination of
effectiveness within organizations, specifically as identified in the environment of NSOs.

In this review of literature, many of the critical elements of leadership have been
discussed. The foundation for an integrated approach to further understand effective
leadership in organizations has also been outlined. In addition, leadership research in
the area of sport administration has been examined, and the importance of effective
ieadership in Canadian NSOs has been discussed. From the literature, it is evident that
leadership is a complex and multidimensional phenomenon, and one which impacts on

organizationa! effectiveness. A congruence of leadership values between leaders and
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staff members, as suggested by Hitt (1988), can contribute to healthier organizational
relationships and has implications for performance and satisfaction within the
organization. The next section documents the procedures carried out in this

investigation of perceptions and values of effective leadership in NSOs.
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CHAPTER 3
Methodology

This chapter outlines the procedures and processes undertaken to conduct this
study. It discusses the selection of the subjects, the development of the research
instruments, the methods of distribution and collection of these guestionnaires, and the

statistical procedures used for data analysis.
Subjects

In this study, subjects consisted of paid staff members of selected NSOs.
Eighteen organizations were invited to participate in the study (see Appendix A). In
each organization, the Executive Director (General Manager or Managing Director
depending on the nomenclature used in the organization) was considered the senior
staff leader. Group members included all paid staff, support, as well as administrative
and technical staff. The minimum number of staff members required in each
organization was fixed at “four”, and the maximum number set at “twelve”. These
arbitrary staff numbers indicated a "mid-sized” NSC.

Mid sized NSOs were selected for a number of reasoris. In terms of human
resources, the number of staff members is relatively stable (i.e. between four and

twelve). Financial and physical resources for mid-sized NSOs are also relatively
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homogeneous, which provides the researcher a position whereby comparisons can be
made between relatively similar organizations in terms of scope. Finally, mid-sized
NSOs are the norm in the CSFAC, and therefore there are more mid-sized sport
organizations to choose from than there are larger or smaller ones.

Tables 3.1 and 3.2 present the organizational breakdown and demographic
profiles of subjects. The population in this study represents all paid staff members in 17
mid-sized NSOs. A total of 73 individuals completed and returned questionnaires. This
number represents 10 leaders (considered for the purposes of this study to be the
Executive Director, Director General, General Manager, or CEO, depending on the
nomenclature used in the organization) and 63 staff members (that is all paid staff
working at the organization). All returned questionnaires were usable, although some
respondents did not fill out all the elements in the questionnaire, hence the varying “n”
rate for each analysis.

Gender representaiion for the senior staff leaders indicates 70 % males and 30
% females, and roughly a reverse situation for the staff members with 24 % males, 75 %
females. The bulk (90%) of senior staff leaders are situated in the 3G to 49 age
categories, whereas the majority (81%) of staff members are within the 20 to 39 age

brackets.

The mean number of years with that particular organization is 4.9 for all senior
staff leaders and 4.7 for all staff members. Senior staff leaders have been in their
current position for an average 4.6 years and staff members for 4.1 years. Staff

members have worked with their current staff leader for an average period of three

years.



Table 3.1
Organizational breakdown by subjects

SeniorStaffl | ".gsﬁfpifﬁfﬁﬁszzzéissigsﬁ
Mol el
eader i L s;,,,lﬂ!e.,,. IS

B

0, .,......i...v,., E "a'ﬁiﬁ?ii%ﬁ?ﬁéé?j”’:%-m”
'%;sgim?simﬁ’ sigdisty sssz;zi; il @25."?2; .2‘;2??5;5%53’
:;si:fgﬁﬁsmi”gnﬁﬁﬁ? fi il’g%%' it

f‘ 2
o

50



Table 3.2

Demographic profile of subjects

oEhi, i s ,ﬁq. st g S g

i

i

%Z%%%%%l%@%ﬁémm&@

T .‘.q,

AR

"»iiiﬁ"

%%%m@ﬁ%m@é

AR A L ,?g;




52

Research Instruments

The use of survey questionnaires were deemed appropriate because this method
of data collection is considered to be the most effective in obtaining information from a
large number of subjects (Thomas & Nelson, 1920). The purpose of the questionnaires
was to identify the leadership perceptions and values considered important by the
senior staff leaders as well as by the staff members, and determine the congruencies of
the responses. fhe staff members were also asked to consider the 'actual’ leadership
situation, and in doing so to identify those leadership characteristics and behaviours
evident in their own organizations.

Two questionnaires, subdivided into five variable constructs, were developed for
the study. One was designed for the leader and consisted of value statements related
to effective leadership in sport organizations (Appendix B). The leader was instructed
to answer the questionnaire indicating the degree to which he/she felt each item waslis
essential for leader effectiveness. A five-point value scale was used with essential (5)

and not necessary (1) at both extremes of the continuum. The questionnaire included

11 items for leader traits, 16 items for leader skill, 14 items for leader behaviours, 8
items for leader power bases, and 8 items for transformational leadership
characteristics. For each variable construct, the respondent had the possibility to
include items they felt might be relevant. Leaders were also requested to rank order

the top five items within each of the five variable constructs.
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A second questionnaire was designed for the staff members (Appendix C). This
questionnaire was structurally different from that of the leader in that it consisted of an
A statement identifying the “ideal” leadership situation, or that leadership aspect which
the member valued. It also included a B statement which represented the actual
leadership situation within their respective organization. Staff members were asked to
consider their organizational leader when completing the questionnaire for the B section
only. The elements were exactly the same as those contaiined in the leader

questionnaire and , for both A statement and B statement sections, the same five point

scale was used to reflect how essential the items were for leader effectiveness. The
staff members were also instructed to rank order the top five items for each variable
construct.

The content of questionnaire items was derived from an extensive literature
review on leadership. The researcher reviewed and retained elements that were
considered to be relevant and important in that literature. The items were then
structured into the five variable constructs based on Yuk!'s (1989) model. Several
experts in the field were consulted. Individuals from the Tait McKenzie Institute as well
as professors in sport management and business administration at the University of
Ottawa were contacted for the purpose of enhancing and improving the validity of the
items in the research instruments. Consuitation with these experts was carried out in
order to clearly establish the link between the questionnaire items and the precise
nature of leadership characteristics the researcher wished to measure, and to ensure
that the itemns were relevant and clearly enunciated. Following verification by experts,

20 pilot questionnaires were distributed, in November 1993, to 5 sport organizations
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that were not included in the main study for the purpose of clarifying the items and
ensuring that respondents understood how the questionnaire should be answered.
After completing these procedures, the researcher felt confident that validity had been
adequately addressed, and that the instrument adequately measured the ceniral
construct of managerial leadership. Finally, after several revisions, the two
questionnaires were ready for distribution to the participating NSOs at the end of

January, 1994.

Distribution and Collection of Questionnaires

Subjects were contacted by telephone, and were subsequently notified of the
leadership study via a cover letter. The researcher contacted the executive directors of
each of the candidate organizations, explained the purpose of the study and answered
any questions or concerns they might have. This was done in order to facilitate and
expedite the return of completed questionnaires. Subsequently, a total of 119
questionnaires were hand delivered by the researcher.

In order to comply with the University's regulations governing research ethics, a
cover letter (Appendix D), specifying the purpose of the study, the researcher's
institutional affiliation and notification that the respondents may choose not to
participate, was included with each questionnaire. This letter outlined the basic
considerations with regards to confidentiality, anonymity, and researcher responsibility.

Unfortunately, data collection coincided with major events such as the winter

Olympics Games, and the circulation of a Federal Government's Core Sport
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Organizational Assessment Questionnaire, wnich was very lengthy and required a large
investment of time on the part of staff to complete. As such, obstacles were
encountered in the collection of questionnaires for this study. Consequently, after the
first deadline, the response rate was 52 %. A second mailing of the questionnaire
resulted in an increase of the response rate to 57%. A third, and final attempt was
made when subjects were contacted by phone and letter (Appendix E). This garnered a
final response rate of 61% (or 73 subjects in total). A response was received by ten
senior staff leaders, which allowed the researcher to make inter-organizational
comparisons in ten organizations. These organizations have been identified as one to
ten by the researcher. Organizations 11 to 18 are those where no response was

received by the senior staff leader, but where staff members in these organizations

responded to the survey.

Statistical Procedures

Upon receipt of the completed questionnaires, the 5 point Likert scale data were
inputted intc Microsoft Excel and were then recoded into three clusters (response 1 and
2 on the survey scale were recoded into cluster 1; response 3 one the survey scale was
recoded into cluster 2; and responses 4 and 5 on the survey scale were recoded into
cluster 3). The results were then analyzed by organization. If there was an agreement
in the response, this was denoted by a value of 1. For example if both the senior staff
leader and the staff member rated a particular item as 3, this was considered an

agreement. If there was a disagreement in the response, this was denoted by 0. This
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procedure was undertaken for each of the three relationships outlined previously.
Following, percentages of agreement (caiculated by dividing the number of agreements
by the total possible number of responses) were obtained for each of the elements in all
of the organizations for each relationship. Sicnificance was determined by conducting
a binomial exact operation on NPSTAT for each of the relationships at a level of p<
0.05. This identified whether there was either a very high (significant) degree of
agreement, or a very low degree of agreement (not significant).

Additionally, the means of the responses were calculated for all of the
respondents in order to determine the impcriance which they attributed to that particular
leadership element. This analysis was conducted for all subjects as a group. Finally,
ranking of the questionnaire items were analyzed by identifying the number of times
each particular item appeared on the ranking scale for the respondents. Then a
weighting was assigned to each item in order to attribute a value which would take into
consideration the preference. Specifically, a value of S was given to each item ranked
first, a 4 to items ranked second, a 3 to items ranked third, a 2 to items ranked fourth,
and a 1 to items ranked fifth (see Appendix F). Results were analyzed according to

which items obtained the highest score in the weighting analysis.



CHAPTER 4

Results And Discussion

The purpose of this study was to identify congruencies and incongruencies in
perceptions of leadership effectiveness between staff members and senior staff leaders
in selected Canadian national sport organizations. Additionally, qualitative information
was gleaned from the data collected in the questionnaire items, pertaining to effective
leadership in these organizations.

This chapter presents and discusses the results obtained from inter-
organizational comparisons for the five leadership elements (traits, skills, behaviours,
power bases and transformational and charismatic characteristics), and examines
whether or not there were significant differences in leadership perceptions within each
of the following three relationships: (1) Senior Staff Leader Ideal vs. Staff Member
Ideal; (2) Senior Staff Ideal vs. Staff Member Actual; and (3) Staff Member Ideal vs.
Staff Member Actual. The chapter also includes a global analysis and discusses results
which pertain to an overall perspective of effective leadership in national sport

organizations.

Ideal Values of Effective Leadership: Comparison Between Senior Staff Leaders

and Staff Members

Results from this comparison are highlighted in Table 4.1. This analysis was
conducted by organiiation, therefore only those organizations where the senior staff

leader participated in the study were included. Each value in Table 4.1 represents the
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percentage of agreements between senior staff leader and their respective staff
members on questionnaire items for each leadership element. These percentages were
derived by dividing the number of actua! agreements that occurred within each
organization by the total possible number of agreements between leaders and staff
members. As outlined in the previous chapter, the response was considered congruent
if the subjects’ answers fell into the same categories. An agreement indicates that all
respondents value the item (i.e., they corisider it essential for effective leadership in
their sport organizations), and it is represented in the Table 4.1 (as well as Tables 4.2
and 4.3 which follow) by an A. A disagreement implies that leaders and staff members
do not value the items to the same degree, or in fact value the items differently, and that
is indicated in the tables by a D.

Significant agreements and disagreements were identified at the 0.05 level, as
analyzed on NPSTAT after conducting a binomial exact operation for each element
within each organization. It is important to note when examining the results in Table 4.1
(as well as Tables 4.2 and 4.3 following), that the percentages vary according to the
number of responses in each organization. Thus, a significant agreement may be in
evidence for one organization, yet the same percentage value for another organization
may not be significant.

Leader Traits

For this element, subjects were asked to assess 11 personal traits and indicate
their importance in exercising leadership. As can be seen in Table 4.1, there appears
to be a relatively high degree (i.e. 6 organizations out of 10) of statistically significant

agreement or congruence between organizational members and their senior staff
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leaders regarding the nature of “ideal” leader traits which are considered to be essential
in order to achieve leader effectiveness. The global analysis, which appears later in
this chapter, will be more explicit as to which specific traits are perceived to be
important.

Leader Skills

For this element, respondents were asked to rate 16 items describing different
skills or personal abilities essential for leaders. Results show again a fairly high degree
of congruence, where 5 out of 10 of the intra-organizational relationships indicate a
statistically significant agreement between what skills leaders and their staff members
consider to be necessary for effective leadership in their organizations. The other
organizations show some degree of agreement (i.e., > 50%), although not statistically
significant. Again, the overall analysis of results will shed more light on the specificity
of those skills deemed essential.
Leader Behaviours ,

in this part of the questionnaire, subjects were instructed to assess the
pertinence of 14 different leadership behaviours. From Table 4.1, it can be observed
that there is a statistically significant agreement on “ideal” leadership behaviours
between the leaders and staff members in 5 of the 10 sport organizations. Additional
results for the element of leader behaviours are provided in the overall analysis.
Power Bases

In this section, respondents were asked to rate the importance of eight different

sources of power necessary for leadership effectiveness. It appears that there was a

certain degree of ambiguity and ambivalence with regards to what power bases are
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necessary for effective leadership. Results show a significant disagreement between
leaders and their staff members was evident in one organization (#6). There was no
case in which there was significant agreement. The overall analysis will provide more
details about specific sources of leader power upon which leaders and staff members
disagree.

Transformational / Charismatic Leadership

Transformational / Charismatic leadership is about transforming or changing
organizations. This form of leadership is characterized by leaders with a vision capable
of motivating their staff in introducing innovation and change inte their organization.
The results related to this element in Table 4.1 indicate a statistically significant degree
of agreement in 6 of the organizations examined, with some of the highest degrees of
agreement shown in this Table (33 %; 91 %; and 88 %). in most cases, this agreement
is evident where both the senior staff leader and the staff members in the respective
organizations attached values of 3, in general, to transformational / charismatic
leadership characteristics.

Paradoxically, there is one instance in this element where there is a statistically
significant disagreement between the leader and his/her staff members. Organization
#2 demonstrates a 21% degree of agreement. The data show that this disagreement
stems from the fact that the leader did not rate as highly those transformational
leadership items as the staff members did.

A possible explanation for this situation in that particular organization could rest
in the notion that staff members value the need for change and see the organization as

needing a vision as a vehicle to achieve the goals it has planned more than the leader



62

does. The current context of national sport organizations associated with changes
occurring in government assistance, changes in the structural orientation of Canadian
sport and the uncertainty related to such changes may perhaps have contributed to a2
stronger awareness of the need for leaders who are able to inspire and to motivate
employees. On the other hand, in that organization, the leader might feel that it is not
his/her responsibility, but the responsibility of the volunteer executives, to lead the
organization in the mission for change to achieve its goals. Perhaps he/she does not
perceive transformational leadership to be as relevant in his/her organization in order to
implement change. Change may be occurring in this organization in such a manner
that the leader believes that how he/she is managing leads to accomplishing the
objectives, therefore leading him/her to value differing aspects of leadership.

Reflscting on Table 4.1 as a whole and relating it back to the first research
question proposed for this study (i.e., do the ideal values of effective leadership differ
between senior staff leaders and staff members in sport organizations?), there appears
to be a relatively high degree of agreement as to what effective leadership ought to be
like in sport organizations. Organizations #1, #3, #5, and #7 exhibit a high degree of
congruence (i.e., at least 3 out of 5 elements with significant agreement).

Organizations #2 and #6 show, only in one instance each, a significant degree of
disagreement. As will be seen later in this chapter, there appears to be much more
disagreement in the perception of "actual” leadership elements of effective leadership in
national sport organizations. Such congruence may result from the fact that individuals
with similar backgrounds, experiences, and values are attracted to the area of sport.

The model developed by Hitt (1988) and used in this study, suggests that a situation of
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“harmony” arises when values between organizational members are congruent. This
would result in a situation where there would be a positive impact on performance and
satisfaction. Conversely, a situation of “discord” would result when values are not
congruent, leading to a negative impact on performance and satisfaction. If this model
is applied to the results of this study, except possibly for the element of power bases for
leadership, it appears that there is a relative degree of harmony in the leadership
values esteemed by senior staff leaders and their staff members.

For most people, the notion of power is associated with a great degree of
complexity and multidimensionality, and as a result, according to Pfeffer (1992), is a
difficult concept to comprehend. This may be a particularly relevant issue for sport
organizations because of the nature of NSOs which may render competing constituents
within the realm of sport. Power is wielded primarily at the top levels of the organization
by not only the senior staff leader, but by the volunteer members of the organization as
well (Minister's Task Force Report, 1992). Lee, Smith, and Cioci (1993) suggested that
perhaps power should be distributed more evenly in organizations and not rest entirely
at the top management level. From this arises the noticn of empowerment of the
subordinate, as opposed to attributing more power to senior staff leaders.

Power and influence actually prevail across all levels of the organization, but
according to Pfeffer (1992), there are perceptions and notions that only the top-level
managers are able to effectively initiate changes because they have the “power” in their
organizations. Perceptions of the essential sources of power for exercising leadership
in the sport domain were divergent conceivably because there are often negative

connotatidns associated with the notion of power in organizations (Pfeffer, 1992).
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Furthermore, Pfeffer (1981) suggested that organizational members cften do not have a
clear definition of what power actually is and how it exists and is exercised in
organizations. This may be evident in the results in that there were few significant
findings in the element of power bases for effective leadership. This finding is carried
over to the subsequent relationships examined in this study.

Before a situation can exist whereby there is harmony or disharmony in
organizational relationships, there needs to be a condition where a forum to reveal
values can occur in order to furnish an awareness for group members. This provides
greup members with an insight as to how other individuals in the group function. Senior
staff leaders are working with and through staff members in their organizations. Posner
and Schmidt (1984) stated that much of the effectiveness of a managerial leader
depends on the quality of their relationship with other members of the organization.
They further state that there are several factors which can contribute to and improve the
“development of an effective working relationship with others. Generally, we look for
certain qualities or personal traits which we value.... When we find these qualities, we

feel fortunate™ (Posner & Schmidt, 1984, p. 208).

Ideal Values of Effective Leadership of Senior Staff Leaders Versus Perceptions

of Actual Leadership of Staff Members

In this section, the relationship examined is that of what senior staff leaders
value as ideal for effective leadership as compared to those perceptions by staff
members of the actual leadership situation in their respective sport organization. The

analysis was carried out within each specific organization to verily the degree of
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congruence or incongruence. Table 4.2 highlights the results of this analysis. In this
case, organizationally specific findings were in evidence.

In organizations #1, #2 and #9, there appears to be a relatively high degree of
incongruence or disagreement between the leader’s ideal values of effective leadership
and the staff members’ perceptions of actual leadership in their respective
organizations. Specific results indicate that leaders’ ratings of ideal leadership
elements are higher than staff member's rating of actual leadership characteristics in
those particular organizations. This further implies that in those instances, what the
leader values will not necessarily be transiated into characteristics the leader will
exhibit. On the other hand, organizations #3 and #7 exhibit a statistically significant
congruence (4 out of 5 elements). For these two organizations, this implies that what
the leader values (and presumably translates into action) is how the staff members
actually perceive their leader. This could perhaps indicate that what the leader values,
is in fact being perceived by the staff members to be actually occurring, supporting the
noticn of Cropanzano et al., (1992) that values are translated into behaviours.

We can now address the second research question proposed at the beginning of
this study: do the staff members’ actual perceptions of leadership differ from the ideal
values of the leader? Reflecting on the overall data contained in Table 4.2, it appears
that there are organizationally specific findings in this relationship. Some organizations
show a high degree of congruence between the staff actual values and the leader ideal
values (i.e., #3 and #7), whereas others (i.e., #1, #2, and #9) show more disagreement

in responses. If we apply Hitt's (1988) propositions, we can speculate that there would
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be a greater degree of harmony in the relationships in organizations #3 and #7 which
would impact positively on performance and satisfaction, hence on organizational
effectiveness. We can also speculate that in organizations #1, #2 and #9, there would
be a greater degree of discord, which would impact negatively on performance and
satisfaction of the members as well as on the overall effectiveness of these

organizations. Thus, it would appear that the level of harmony or discord is obviously

contextual and organizationally specific.

ldeal Values of Effective Leadership Versus Perceptions of Actual Leadership of

Staff Members

The relationship between ideal values of effective leadership versus perceptions
of actual leadership by staff members depicts the trends that are evident between those
elements staff members of the 17 sport organizations value as ideal for effective
leadership, and those which the same staff members actually perceive as occurring with
respect to leadership within their own organizations. As can be seen from Table 4.3,
within certain organizations there exists a significant leve! of incongruence' between-
actual leadership and ideal leadership values, whereas in certain others, congruence is
high. In organizations #1, #2, #9 and #11, significant disagreements exist for at
least 3 of the 5 elements. In nrganizations #12 and #17, congruence is also low.
Conversely, organizations #7, #8, #10, #15 and #16 indicate a statistically significant
degree of congruence on at least 4 of the S elements. As well, organizations #3, #4,
#5, #6 #13 and #14 showed a relatively high degree of congruence.

as suggested by Schliesman (1987). He (1987} conducted a study on the
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In this particular relationship, congruence (or incongruence) relates to the
degree of satisfaction of staff memberz with the actual leadership in effect in their sport
organizations relationship between the congruence of athletes’ preferred and actual
perceptions of leader behaviour and their satisfaction with the coaching leadership.
Although this study was conducted on athletes, the theoretical basis originated from
organizational theory and can be applied in this context. It was suggested that the
degree of satisfaction with leadership occurs as a result of the amount of congruence
between leadership qualities and behaviours preferred by subordinates and the actual
behaviour exhibited by the leader (Schliesman, 1987). Chelladurai (1980), in
developing his contingency model of leadership in athletics, examined the concept that
satisfaction is the result of congruence between subordinate preferences for particular
leader behaviours and the actual leader behaviours perceived.

Thus, following this logic, one could be led to conclude that in the present study,
a relatively high degree of satisfaction with leadership of the staff members in
organizations #7, #8, #10, #15 and #16, exists, and that some degree of satisfaction is
evident in organizations #3, #4, #5, #6, and #14, which enhances of effective
leadership. On the other hand, organizations #1, #2, #9 and #11, and possibly #12 and
#17, reflect situations which could be considered potentially given the lack of
congruence between responses.

If one examines the data in Table 4.3 in a vertical fashion, no one particular
leadership element stands out specifically with respect to dissatisfaction on the part of

staff members. However, for transformational leadership characteristics, there would be
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some dissatisfaction, hence some ineffectiveness in 6 of the 17 organizations (#1, #2,
#9, #11, #12, and #17).

Now we may address the third main research question: do the actual
perceptions of leadership of the staff members differ from their idea! perceptions? It
would appear that again organizationally specific findings are visible. Some
organizations are operating in a situation of discord, according to Hitt's (1888) model,
thus potentially impacting negatively on the performance and satisfaction of
organizational members. We can also speculate that, for other organizations, there
would be a greater degree of harmony, and that there would be a positive impact on
performance and satisfaction within the organization. These findings are of interest to
organizational members who must consider that often, the extent to which subardinates
will accept and work towards goals is the resuit of satisfaction with the leader of the
organization (Fiedler & Garcia, 1987). If Kouzes and Posner’s (1987) approach to
leadership is considered in relation to the findings from this study, those organizations
where there are more congruencies may indicate a higher degree of identification and
value congruence, which impacts on how staff members trust their leader and how

much support they give their leader.

Overall Perspective of Effective Leadership in National Sport Organizations

The data were examined to identify where the trends of congruence and
incongruence between staff members and their senior staff leaders occurred. Means of

the ratings for each item in the questionnaire for all respondents were obtained. From
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this information, an overall perspective of what are the actual items that are valued for

effective leadership in NSOs was obtained. Following this analysis, it can be cbserved
that some degree of congruence exists between the items which were rated highly and
those items that were ranked as the most important characteristics by respondents.

In the segment of the questionnaire in which the subjects were asked to rank the
questionnaire items, the results were tabulated by calculating the frequency with which
each specified item appeared in the top five ranks of ail of the leaders and all of the
staff members. The items were then weighted in order to determine the order of
importance of the items chosen by the respondents. This analysis attributes a value to
the items in the questionnaire which will take into consideration the actual preference of
each particular item.

Traits

Tables 4.4 and 4.5 highlight the respondents’ views of important leadership
traits. Organizational members on the whole, highly rated the items of leader seif-
confidence (T2), goal and achievement oriented (T4), honesty (T7), and the willingness
of the %2ader to assume responsibility within the organization (T9) (i.e., 4 or 5 on the
Likert scale, which corresponds to 3 after the conversion). In Table 4.4, those items
that were the most highly rated by the respondents are presented in bold characters.
The lowest rated items appear underlined. If one examines Table 4.5, it can be seen
that both the leaders and the staff members include these highly rated traits in their top
five ranking choices,

The results in this study are similar to the findings of a study conducted by

Kouzes and Posner (1987). They examined leadership in organizations and
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determined that the traits of honesty, goal and achievement oriented, and the
willingness to assume responsibility were important for leaders to possess in order to
be considered effective. Leaders who are not honest will not be perceived as credible
and will encounter problems in motivating and attaining the trust of organizational
members. In addition, these traits encompass the notion of a leader as someone who is
directly involved in the processes of the organization, not as an individual who
delegates from afar and plays no intimate role in the activities of the organization.

Results in this study show that organizational members, in general, feel that the
traits of persuasiveness (T11), empathy (T10), and a strong desire to lead and influence
others (T6) as being niot essential for leaders to function effectively in sport
organizations (i.e., 1 or 2 on the Likert scale, which corresponds to 1 after the
conversion). These findings are contrary to those of Kirkpatrick and Locke (1991), who
argued that having a strong desire to lead, and being able to persuade group members
were among some of the most important traits for effective leaders to possess. They
suggested that possessing these traits, among others, is essential for leaders in order
to develop and maintain healthy organizational relationships.

Staff members felt that possessing analytical ability (T3) was the most important
item in this element for effective leadership, followed by honesty (T7) of the senior staff
leader and self-confidence (T2). Similarly, results show that the senior staff leaders
consider the items of self-confidence (T2), willingness to assume responsibility (T9), and
analytical ability (T3) as important traits for leaders to possess in sport organizgtions.

Results indicate a similarity in the items selected as the top five choices for this
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element, although senior staff leaders and staff members attributed varying degrees of
importance to the selected items.

Skills

Upon reviewing the trends in respondents’ values, it was noted that several skills
appeared to be more highly valued for effective leadership in sport organizations than
others. Staff members value the ability for effective leaders to be to create an
environment of understanding and openness (S6), and the ability of leaders to
conceptualize the organization as a whole (S7). Senior staff leaders consider wnting
skills (S4), the ability to create an environment of understanding and openness (S6),
and the ability to conceptualize the organization as a whole (S7), as essential in order to
be effective as a leader in a sport organizations. Some skills were considered by both

staff members and senior staff leaders to be not as necessary for leader effectiveness

in their organizations. These included sport specific technical knowledge (S1),
knowledge of computers (S2), and bilingualism ($12).

From the rankings in Table 4.7, it can be observed that both senior staff leaders
and staff members indicate the ability tc conceptualize the organization as a whole (S7)
and the ability to create and environment of understanding and openness (S6), as their
top two choices for effective leadership in their organizations. Senior staf} leaders feel
that conceptualizing the organization as a whole is the most important, whereas staff
members rank the ability to create an environment of understanding and openness as
their number one choice. The last three chices in each case are different, as is

evident in Table 4.7.
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The results of this element concur with Bass's (1990a) assertion that technical
skills, although necessary, do not need to be cultivated to the extent that human and
conceptual skills need to be developed. In fact the results of this study indicate that
organizational members attributed high ratings to human and conceptual skills. The
emphasis on conceptual skills may reflect the importance attributed to the effective
ceardination of the varicus parts of the organization, whose effective functioning
impacts the whole future direction and tone of the organization. This is of consequence
because of the complex nature of national sport organizations which must consider a
variety of often competing constituents, such as volunteers, members (i.e., athletes,
participants), the federal, provincial and municipal governments, and the paid staff
members. As Katz (1955) explains, leaders must be able to visualize the relationship of
the organization to the industry, the community, the political, the social and the
economic forces. In the context of sport organizations, leaders must consider not only
government initiatives and directives, but also corporate sponsorship involvement, the
sporting community, changes in the issues facing society and be able to conceptualize
and coordinate these contrasting and sometimes conflicting influences to the benefit of
their particular organization. This indicates an obvious need for highly developed
analytical and conceptual skills.

Behaviours

From Table 4.8, the results show that organization members value those leaders
who behave in a supportive and considerate manner (81), who are approachable
(B11), and leaders who encourage cooperation among the staff (B8). These findings

reflect the people / consideration orientation of organizational members and are
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different to Branch's (1990) findings of leadership in sport organizations. Branch (1990)
claims that those athletic organizations which are more effective have leaders who are
rmore task and goal oriented than those leaders who emphasize the development of
good interpersonal relations with subordinates. Branch (1980) examined leadership in
athletic departments in colleges. According to him, the environment differs in this kind
of setting from that of national sport organizations, where the staff are not as transient
as the employees in athletic departments and thus a consideration in explaining the
differences in the findings between these two studies.

The top 5 ranked items in this element are outlined in Table 4.9. There appears
to be a wider range of discrepancy in this element when compared to the 2 previous
elements, where 2 of the items ranked by the senior staff leaders are those which are
ranked by the staff members in sport organizations. The top choices for the senior staff
leader were: the leader being a motivating factor within the organization (B14), the
need for leaders to maintain definite standards of performance (BS); and leaders should
be considerate of other staff members (B1). Staff members ranked the items in this
element as follows: effective leaders in sport organizations should be considerate to
members within the organization (B1), leaders should provide definite role
responsibilities (BS), and shouid wflow for participation in the decision-making process
(B3).

Leaders and staff members of sport organizations should keep in mind Yukl and
Lepsinger's (1991) suggestion that an effective leaders shows concern for both ends of

the leadership spectrum (i.e., consideration as wel! as initiating structure). Leaders in
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national spert organizations should work on developing and cultivating people
orientation behaviours as well as work on the tasks being accomplished efficiently and
effectively.

Power

Although many authors (Bass, 1981; Kotter, 1985, Pfeffer, 1992; Yukl, 1994)
consider leadership to be an influence process, evidenced primarily through the
effective use of power bases, in this study, the element of power has proven to be
ambiguous in some of the results. As can be seen in Table 4.10, respondents rated the
items of knowledge (P2) and controlling the decision-making process (P8) highly.
Questionnaire items which were not valued highly include power bases arising from
controliing the distribution of rewards and punishments (P4) and os a result of a close
friendship (P86).

The element of power indicates some similarity in the ranking response of the
senior staff leaders and staff members (refer to Table 4.11). Four out of the 5 items
chosen by respondents are the same, but are indicated in differing order by the
subjects. This element contained only 8 items from which subjects were asked to
choose from, which may have impacted upon the similarity of response. Senior staff
leaders consider that effective leaders in sport organizations should exercise power by
being instrumental in controlling the decision-making processes (P8), as a result of their
extensive knowledge (P2), and that power shculd stem from the position of formal
authority (P1) they hold. Conversely, staff members feel that power should be attained
by effective leaders in sport organizations as a result of their extensive knowledge (P2)

as the number one choice. The second choice for staff members is leader power
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attained through the control of information (PS); thirdly power attained through the
position of formal authority (P1).

Yukl (1989) proposes that initially leaders should have a moderate amount of
position power, and then eventually develop and nurture sources of personal power in
order to make important decisions and necessary changes without fear of retribution
from members of the organization. In this study, two sources of personal power have
been considered as essential for effective leadership: knowledge and feelings of
loyalty and duty towards the leader. Three of the other five items ranked stem from the
position that the leader holds.

These results are beneficial to practitioners because as Boucher (1991) argued,
it is important for sport administrators to

...recognize and examine one's own personal power bases, as it can be

useful in avoiding inappropriate administrative behaviour. Similarly, a

recognition of the advantages and disadvantages of the use of each of

the types of power may assist administrators in making rational

choices.... (p.139).
Transformational / Charismatic Leadership
As can be seen in Table 4.12, the questionnaire items that were most highly
perceived by respondents in the element of transformational leadership were the need
for effective leaders to have a vision (TL 1) about the future directions of the
organization, the ability to inspire staff (TL 5), as well as the need for leaders to enroll

commitment to the organizational mission (TL 4), were indicated as “essential” for



82

effective leadership most often. There were no items in this element that were valued
negatively or poorly.

Similar to the element of power bases, 4 of the 5 transformational / charismatic
items ranked by respondents are the same for the senior staff leader and the staff
members, although they appear in cifferent order. Both the senior staff leaders and the
staff members in the organizations examined selected the importance of effective
leaders as needing a vision {TL 1) about the future directions in order to guide the
organization as their first choice. Their second choice was the same as well, that is, the
need for effective leaders to be able to inspire their staff members to achieve their goals
(Ti. 5). Following these, senior staff leaders chose as their third selection the item of
effective leaders being able to enroll commitment fo the organizational mission (TL 4).
Staff members ranked as their number three choice that they felt that effective leaders
should have strong convictions (TL 2).

These results correspond to those of researchers such as Bass (1990b), Tichy
and Devanna (1986), and Manz and Sims (1991), who suggested that having a vision
and being able to inspire group members and motivate them to action are essential
characteristics of effective leadership. The findings of this study also complement
Ulrich's (1987) ﬁndingé. Ulrich (1887) believed ihat Jeaders must create and
communicate a need for changethemselves, and that they must make personal

commitments ...1d sacrifices in order to implement ci~arge.
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Lindholm (1980) and House (1977) considered transformational and charismatic
leadership an attribute that can be enhanced through practice and frequent usage.
This is particularly important in sport organizations where financial, structurai and socio-

cultural changes are occurring.
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CHAPTER §

Summary, Conclusions and Recommendations

This final chapter reviews the theoretical underpinnings used to study
managerial leadership in sport organizations. It also highlights some of the relevant
results uncovered in this research, and progresses to provide an overview of what
traits, skills, behaviours, power bases and transformational / charismatic components
are considered valuabie for effective managerial leadership in national sport
organizations. Conclusions based on the findings are provided for theorists and
practitioners alike. Finally, recommendations for further studies in the realm of effective

managerial leadership for sport organizations are presented.

Summary

This study was designed to examine managerial leadership perceptions and
values using an integrated theoretical approach in the context of Canadian national
sport organizations. The specific purpose of the study was to identify aspects of
managerial leadership that were valued by leaders and staff members, and to determine
the congruency of perceptions between the two groups. Three specific research
questions were addressed in order to determine the level of congruence for each of the
participating organizations. Then, a review of those leadership components that

organizational members ranked highly was undertaken.
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The theoretical framework used was adapted from Yukl's (1989) integrating
framework of managerial leadership. It encompassed a number of theoretical
components to studying leadership. The five primary components that were considered
in this study included leader traits, leader skills, leader behaviours, power bases for
leadership, and finally transformational and charismatic leadership characteristics.
Hitt's (1988) framework was also incorporated for the purpose of this study, in order to
explain the relationship of effective leadership to organizational relations. Hitt {1988)
considers the congruence or the incongruence of values between leaders and staff
members. He suggests that a congruence between the values held by the two groups
has a positive impact on leader effectiveness in organizations, whereas an
incongruence potentiaily contributes to a negative impact on leader effectiveness.

The first relationship examined the values of ideal leadership between senior
staff leaders and their staff members. There appeared to be a relatively high degree of
agreement between senior staff leaders and staff members as to what effective
leadership ought to be like in sport organizations. The second relationship considered
the leader ideal values and the staff actual perceptions of effective leadership in sport
organizations. In this case, organizationally specific findings were evident. Some
organizations showed a high degree of congruence between the staff's actual values
and the leader ideal values, whereas others showed more disagreement in responses.
The third relationship (i.e., staff ideal versus staff actual perceptions) indicated that
within certain organizations there exists a significant level of incongruence between
actual leadership and ideal leadership values, whereas in certain others, congruence is

high.
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Several additional findings were revealed by the ranking analysis of data.
Results pertaining to the traits element showed that organizational members ranked the
items of leader self-confidence, honesty, and willingness to assume responsibility as
the most important traits for leader effectiveness. Results pertinent to the skills element
revealed that organizational members ranked conceptual and human skills highly,
particularly the ability of leaders to be able to conceptualize the organization as a
whole, and the ability to create an environment of openness and understanding.

Thirdly, with respect to the behavioural approach to leadership effectiveness, the
results emphasized the importance of consideration or a people orientation for effective
leadership in sport organizations. Organizational members felt that in order to be
effective, leaders should be supportive and considerate, be approachable, and be able
to motivate individuals within their organizations. The initiating variables that were
considered important, were the maintenance of high performance standards by leaders
within the organization, and the provision of definite role responsibilities.

For power bases of leadership, the rankings suggested that organizational
members regard effective leadership as stemming from the leaders’ extensive
knowledge, from their position of formal authority and from controlling the decision-
making process. The final element concerned transformational and charismatic
leadership, where the findings suggested that, in order to be effective, leaders must
develop a vision to guide the organization and they must have the ability to inspire staff

members to achieve above and beyond their expectations.
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Conclusions

This study provided a brief glimpse into the compiex nature of managerial
leadership in sport organizations. In a nutshell, the research suggested that managerial
leadership in these organizations appeared to be contextual, and related to the specific
organization itself. In those sport organizations where there was congruence, the
general trend appeared for all three relationships examined. Thus, if Hitt's (1888)
model of harmony and discord is applied to the results, except possibly for the element
of power bases for leadership, it appeared that there existed a relatively high degree of
harmony in the ieadership values esteemed by senior staff leaders and their staff
members. On the other hand, it also appeared that other organizations exhibited a
significant degree of incongruence, hence, suggesting that these organizations were
operating in a situation of discord, according to Hitt's (1988) mode!l. This would
potentially impact negatively on the performance and satisfaction of organizational
members.

Additionally, highly valued aspects of leadership were indicated by respondents
in each of the five elements. When all of the information obtained in this study is
assimilated into a coherent whole, it is instrumental in assuaging some of the confusion
and stress associated with unawareness of values and beliefs in organizations. This is
pertinent, because as Kouzes and Posner (1984) suggested, not knowing the leader’s
beliefs can contribute to conflict, indecision and political rivalry. “We simply do not trust
people who will not tell us their values, ethics and standards” (p. 85). Feedback from

others can provide organizational members with otherwise unavailable insights
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regarding the inferences others make with respect to how they perceive and value
effective managerial leadership (Cooke, et al., 1987).

The results uncovered in the study are reflective of the research literature on
leadership, and further suggest that practitioners should be aware of their own actions
and how they may be perceived by staff members. This has an impact on leadership
development programs, workshops and services offered to organizational members
working in sport.

As with any empirical research, there are limitations to studying managerial
ieadership using the protocol outlined in this research. When considering the results,
caution must be used when extrapolating the results to other situations. The small
sample size within each organization is a factor to consider when examining the results.
In addition, to the leadership elements outlined in this study, there are other factors
which influence the effectiveness of leaders within organizations, but these were
beyond the scope of this study. Suffice it to say that effectiveness, as an end-result
variable in organization theory is complex and multi-faceted (i.e., different constituents
and different organizational members operate from different perspectives, with a
different set of goals in mind).

Caution must also be exercised when examining the results pertaining to the last
two leadership elements (i.e., power bases and transformational / charismatic
leadership). Only 8 items in the questionnaire related to each one of these two aspects
of leadership. A more elaborate questionnaire and a larger sample from different
organizations needs to be explored before any definitive conclusions can be drawn

about effective leadership in national sport organizations.
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In closing, it must be remembered that leadership is not just an innate, single
dimensional characteristic, and that it encompasses more than skills, traits, behaviours,
power bases and transformational and charismatic characteristics. itis in fact, a
complex interaction of these elements and much more. Leadership is a critical
component of organizational effectiveness (Smith, Carson, & Alexander, 1984), and
often has an impact on the success or failure of an enterprise. As such, the importance
of effective leadership in national sport organizations has been outlined, and the hope
of the researcher is that this present exploratory study, despite its limitations, will

stimulate more research into these fascinating issues.

Recommendations For Further Study

A number of considerations have been addressed as a consequence of
conducting this study on managerial leadership. Asa result, the following
recommendations are suggested in order to further study this phenomenon in sport
organizations. First of all, because of the dearth of empirical studies carried out on
leadership in sport organizations, we recommend that another study using a larger
sample of sport organizations be conducted. This would provide theorists and
practitioners alike with a more thorough understanding of the nature as well as the
relationships regarding managerial leadership within these organizations. Because of
the muiti-dimensional, constantly evolving nature of leadership in sport organizations, it
is suggested that researchers expand on the methodology and the integrated approach

used in this particular investigation. This would concur with the suggestion of Slack and
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Kikulis (1989) that fuither studies in sport be conducted using theoretical foundations
based on organizational theory. This could encompass a variety of approaches,
because leadership is not solely about traits, skills, behaviours, power bases and
transformational or charismatic characteristics alone, but rather is a more complex,
multi-faceted issue.

As a second recommendation, it is proposed that future researchers further
develop the questionnaire in order to make it a more thorough investigative instrument,
and in addition, complement this information by using the interview technique, which
would permit more in depth knowledge about the leadership phenomenon. This would
be done as well by including self-reports (self-perceptions) of leaders in order to
provide practitioners with a sense of self-awareness as to how they perceive
themselves compared to how their staff members perceive them.

As a third recommendation, it is suggested that in order to delve deeper into
understanding the enigma of managerial leadership in sport organizations, researchers
should endeavour to examine individual organizations through the case study
approach. In depth interviews with leaders and staff rﬁembers in only a few
organizations are encouraged in order that researchers may relate the concept of
leadership to relevant experiences and situational variables in these organizations, and
thus probe further into the relationship of effective leadership to group member
performance and satisfaction.

Fourth, it is recommended that the relationship between leader effectiveness and
organizational effectiveness be empirically measured. Often leadership has been

considered an essential component of the overall effectiveness of organizations, yet it



is still unclear as to the degree of significance that leadership contributes in terms of
organizational success.

It is the hope of this r::searcher that the findings from this and other empirical
studies be applied to promote and enhance already existing leadership development
initiatives, programs and other leadership agendas at the senior management level of
national sport organizations. 1t is also the hope of this researcher that theorists and
practitioners work in corroboration with organizations whose mandate it is to develop
and train leaders for sport organizations. This will provide not orly leaders with
development opportunities, but allow staff members to have input into what aspects of
effective leadership they believe should be expanded and improved upon in sport

organizations.
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Appendix A

List of National Sport Organizations in the Sample



Canadian Canoe Association

Cyciling Association of Canada
Canadian Fencing Federation

Canadian Gymnastics Federation

Judo Canada

Ringette Canada

Rowing Canada Aviron

Canadian Rugby Union

Shooting Federation of Canada

The Canadian Soccer Association
Softball Canada

Canadian Amateur Speed Skating Association
Squash Canada

Synchro Canada

Canadian Vclleyball Association

Water Polo Canada

Canadian Amateur Wrestling Association
Canadian Yachting Association
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Appendix B

Leadership Survey Questionnaire for Managers
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Appendix C

Leadership Survey Questionnaire for Staff Members
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Appendix D

Letter of Information



January 28, 1994

Dear Participant:

I am a graduate student in the School of Human Kinetics at the University of Ottawa specializing in sport
administration. For my thesis research, | am conducting a study on managerial leadership with a
particular focus on Canadian nationa! sport organizations,

With the recent and continuing changes in Canada's spori delivery system, leadership has become a
central issue in organizational effectiveness. Strong and effective managerial leadership is 2 key
element in dealing with and adapting to environmental uncertainty. This study will attempt to identify the
leadership attributes that are most valued by individuals within national sport organizations. Attitudes of
both leader (i.e. Executive Directors, General Managers, Director Generals) and all paid staff members
with respect to managerial leadership will be investigated to determine what differences in perceptions, if
any, exist between these two groups. In addition, staff members are asked to describe the actual
situation as it pertains to the managerial leadership within their own organizations.

1 am asking for your cooperation in completing this questionnaire on or before March 1, 1994. Although
your participation in this research is purely voluntary, and you are not bound to participate, your response
is valuable in furthering an understanding of managerial leadership in the context of nationai sport
organizations. The questionnaire will take approximately 20 minutes of your time to complete. If you

decide to participate, the retum of your completed questionnaire will indicate your consent as a subject in
this study.

Confidentiality and anonymity will be maintained at all times and only myseif and my research supervisor,
Dr. Daniel Soucie, will have access to the data. A summary of the fina! results will be distributed to all
participating organizations. If you have any questions, please feel free to contact either one of us
anytime. Thank you for your anticipated participation and I look forward to your response.

Sincerely yours,

Kathy Babiak {613) 234-0726

c/o Dr. Daniel Soucie (613) 564-5911
School of Human Kinetics

125 University Priv.

Usiversity of Ottawa

Cttawa, Ontario

K1N BN5S



127

Appendix E

Follow-up Letter
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March 4, 1994

Dear Participant;

RE: University of Ottawa Questionnaire: Perceptions and Values of Managerial
Leadership in Canadian National Sport Organizations.

The response to the study to date has been very encouraging. To those of you who
have sent back completed questionnaires, we would like to thank you and inform you
that analysis is presently underway and we will be sending out a summary of the results
in the near future. If you have not yet completed and returned the questionnaire, we
would ask you to do so, in order that we may complete our analysis and get feedback to
your organization as soon as possible. If you have any questions regarding the study,
or require another copy of the questionnaire, please contact either Kathy Babiak (234-
0726) or Daniel Soucie (564-5911).

Thanks again and we hope to hear from you soon!

Sincerely,

Kathy Babiak

N.B. We would appreciate your cooperation in returning the completed
questionnaires before March 15, 19%4.





