
 1 

VITA  

Danny M. Powell Jr. 

PERSONAL HISTORY: 

July 21, 1967, Indianapolis, IN; Son of Danny M. Sr. and Charlene (Zappia) Powell 

EDUCATIONAL HISTORY: 

Ed. D.  2010, Organizational Leadership, Oakland City University, Oakland City, IN  

M.A.  2009, Advanced Leadership Studies, Indiana Wesleyan University, Marion, IN 

M.B.A.  2004, Master of Business Administration, Indiana Wesleyan University, Marion, 

IN 

B.S.       1995, Business Administration, Indiana Wesleyan University, Marion, IN 

PROFESSIONAL EXPERIENCE: 

2003-Present Danny Powell Financial, Portfolio Manager, Financial Advisor, Principal 

2000-2003 NatCity Investments, Financial Advisor 

1996-2000 InvestorServices, Regional Manager, Financial Advisor 

1993-1996 NatCity Investments, Financial Advisor 

TEACHING EXPERIENCE 

2006-Present Indiana Wesleyan University, Adjunct Faculty in Micro/Macro 

Economics, Finance, Management, Strategy 

2007-2009 Evangel University, Adjunct Faculty in Business Law 

2006-2007 Columbia College, Adjunct Faculty in Business Law 

2005-2006 Ozarks Technical Community College, Adjunct Faculty in Personal 

Finance 

 



 2 

PUBLIC SPEAKING/ PRESENTATIONS/WRITINGS 

2007-Present Springfield Dental Society Lecture, Managing to Metrics 

2007-Present Springfield Dental Society continuing ed., Were Do We Go From Here? 

2007-Present Springfield Dental Society continuing ed., How to Manage a Portfolio in 

Troubled Times.  

2006   American Management Certification Lecture 

2004-2005 Missouri Cattlemenôs Association Annual Meeting, State of the Economy 

2003-2005 Gainesville Chamber of Commerce annual meeting, State of the Economy 

2001  Indiana Manufacturerôs Association Annual Meeting, State of the 

Economy 

1999  Missouri Sports Hall of Fame, Womenôs Financial Issues 

1995  IVY Tech, Personal Financial Planning 

    

 

 

 

 

 

 

 

 

 

 



 3 

TRANSFORMATIONAL LEADERSHIP: ITS EFFECTS ON JOB 

SATISFACTION AND PRO DUCTION  PER FULL -TIME EQUIVELENT IN 

AUTONOMOUS PROFESSIONAL ORGANIZATIONS  

 

 

 

A DISSERTATION  

 SUBMITTED TO  

The School of Education 

OAKLAND CITY UNIVERSITY  

 

 

 

In Partial Fulfillment of the Req uirements for 

The Degree 

Doctor of Education in Organizational Leadership 

 

 

 

September, 2010 

By 

Danny M. Powell Jr. 

 

 ©Danny M. Powell Jr. 2010 



 4 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

© Copyright by 

 

Danny M. Powell Jr. 

 

All rights reserved 

 

2010 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 5 

TRANSFORMATIONAL LEADERSHIP: ITôS EFFECTS ON JOB 

 

SATISFACTION AND PRO DUCTION  PER FULL -TIME EQUIVELENT IN  

 

AUTONOMOUS PROFESSIONAL ORGANIZATIONS  

 

 

 

APPROVED BY: 

 

 

 

 

 

 

 

  _________________________________________________ 

Bart McCandless, Ph.D., Committee Chair             Date 

 

 

 

_________________________________________________ 

Dr. Patricia Swails        Date  

 

 

 

________________________________________________ 

Dr. David Smith                                                          Date 

 

 

________________________________________________ 

Program Director                                                       Date 

 

 

_______________________________________________ 

Dean                                                                          Date 

 

 

 

 



 6 

This dissertation titled Transformational Leadership: Itôs Effects on Job-Satisfaction and Profit 

per Full-Time Equivalent in Autonomous Professional Organizations is protected by the 

Copyright Laws of the United States (Public Law 94-553, revised in 1976). Consistent with fair 

use as defined in the Copyright Laws, brief quotations from this material are allowed with proper 

acknowledgment. Use of the material for financial gain without the authorôs expressed written 

permission is not allowed  

 

 

 

 

Duplication 

 

I authorize the Head of the Barger-Richardson Library at Oakland City University to 

arrange for duplication of this dissertation, Transformational Leadership: Itôs Effects on Job-

Satisfaction and Profit per Full-Time Equivalent in Autonomous Professional Organizations, for 

education or scholarly purposes when so requested by a library user. The duplication shall be at 

the userôs expense. 

 

 

Signature: _______________________________________________________________ 

 

 

 

I refuse permission for this dissertation to be duplicated in whole or in part. 

 

 

Signature:  _______________________________________________________________ 

 

 

 

 

 

 

 

 

 

 

 



 7 

 

 

TRANSFORMATIONAL LEADERSHIP: ITS EFFECTS ON JOB-SATISFACTION  

 

AND PROFIT PER FULL-TIME EQUIVALENT IN AUTONOMOUS  

 

PROFESSIONAL ORGANIZATIONS 

 

 

 

By 

Danny M. Powell Jr. 

Oakland City University, 2010 

Dr. Bart McCandless, Committee Chairperson 

 

 

 

The general question this study attempted to answer was: ñDo transformational 

leadership behaviors affect job-satisfaction and production per FTE in autonomous 

professional organizations?ò That general question comprised other related questions: 1) 

Did the five practices of exemplary leadership (model the way, inspire a shared vision, 

challenge the process, enable others to act, and encourage the heart) as defined by Kouzes 

and Posner (2007) affect job satisfaction in autonomous professional organizations? 2) 

Did the five practices of exemplary leadership (model the way, inspire a shared vision, 

challenge the process, enable others to act, and encourage the heart) as defined by Kouzes 

and Posner (2007) affect production per FTE in autonomous professional organizations? 

3) Did job satisfaction have an effect on production per FTE in autonomous professional 

organizations?  
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 The population of the study constituted seven independent dental practices in 

southwest Missouri in February, 2010.  This study utilized two instruments to collect data 

for this research. The study utilized the Leadership Practices Inventory (Observer) (LPI) 

(Kouzes & Posner, 2007, p. 12), and the Abridged Job Descriptive Index (JDI), which 

includes the Abridged Job In General Scale (JIG) (Balzer et al., 1997). In addition to 

these two instruments a brief demographic survey was attached that included questions 

for staff employees related to age, gender, and experience and additional questions for the 

dentist that assisted in ascertaining profitability. 

Based on the findings, the following conclusions are warranted: The results of this 

study offered compelling evidence supporting that transformational leadership behaviors 

have different affects on job satisfaction and organizational performance in autonomous 

professional organizations than in other types of organizations that have been historically 

researched. In fact the results of this research found, contrary to previous findings, that 

transformational leadership behaviors not only have less impact on job satisfaction in 

autonomous professional organizations, but in some cases may have an inverse 

relationship to organizational performance in autonomous professional organizations. 

However, despite the unique findings of this research, interesting questions were raised 

about why results from autonomous professional organizations differ from previous 

research. 
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CHAPTER I 

INTRODUCTION TO THE STUDY 

 ñOne of the most common and controversial concepts in organizational 

psychology is the concept of leadershipò (Werth, Markel, & Forster, 2006, p. 102). And 

though one of the most observed, leadership remained one of the least understood 

phenomena on earth (Burns, 1978). In an attempt to understand the subject and dynamics 

of leadership, some scholars attempted to find correlations between leadership and 

organizational performance (Chow, 2009; Collins, 2001; Tschan et al., 2006; Yukl, 1979) 

while others sought a relationship between leader behavior and subordinate commitment 

and satisfaction (Hulin, 1968; Hulin & Smith, 1964; Loke, 2001), yet others have spent 

years attempting to simply define the complex topic (Rost, 1993). Still ñleadershipò 

remained poorly defined (Rost, 1993), with its nature and outcomes transcendent (Daft, 

2005). 

 This dissertation studied the relationship of transformational leadership behaviors 

to job satisfaction, and employee performance in autonomous professional organizations. 
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The study was based on a correlation of the results of two organizational assessments as 

compared to production per full-time equivalent (FTE) in independent dental practices 

located in Southwest Missouri. This first chapter of the dissertation presented the purpose 

of the study, specified the problem of the study, described its significance, and presented 

an overview of the methodology used. The chapter concludes by defining key terms 

within the dissertation, and discussed the limitations and delimitations of the study. 

Purpose of the Study 

 In this dissertation, autonomous professional organizations were defined as 

organizations primarily sustaining professionalized occupations such as physicians, 

dentists, and lawyers (Brock, 2006). ñThese organizations have a significantly different 

authority structure from corporations because of their control through a partnership of 

professionalsò (Hinnings, Brown, & Greenwood, 1991), or a single professional. 

Autonomous professional organizations presented challenges that were unique versus 

other organizational structures (Satow, 1975), and have been ñan under-researched 

organizational formò (Hinnings, Brown, & Greenwood, 1991, p. 375). These challenges 

found their genesis in numerous nuances that stemmed from a professionalôs autonomous 

way of dealing with his or her client and peer relationships. De Caluweô (2003) pointed to 

several of these characteristics: each professional is learned/has learned a lot, knew best 

how to practice his profession, decided himself how his relationship with clients would 

be, identified himself more with his profession and fellow professionals than with the 

organization, and learned through his own experience and shaped his own 

professionalization. Accordingly, ñthe opinion of someone else is valued less than their 

own opinion, for why should a colleague know better?ò (Hinnings, Brown, & 
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Greenwood, 1991, p. 377), further amplifying employee antipathy that can occur within 

an autonomous professional organization such as a dental  practice where dentists ñnot 

only make the micro-level patient care decisions, but also controlled the macro-level 

decisions about organizational policy and directionò (Brock, 2006, p. 159).  

 For the purpose of this research dental practices in southwest Missouri were 

studied because the majority of dental services had been provided by dentists working in 

private practices (Roven & Mash, 1982). Private practice dentists ñnot only treated 

patients, but they also ran a small business that addressed such concerns as customer 

satisfaction, paperwork processing, patient scheduling, and rewards as well as 

compensation for staffò (Kaldenberg & Gobeli, 1995). In addition, over the past two 

decades, the practice of dentistry has undergone a demographic transformation that has 

changed the dynamics of financial, business, and leadership models within the industry. 

This change bread increased occupational stress in the practice of dentistry in response to  

time-related pressures, high case loads, financial worries, fearful patients, and staff 

problems (Cooper, Watts, Baglioni, & Kelly, 1988). Work-related stress and staff 

problems reduced job satisfaction and performance by diverting effort away from 

performing job functions and toward the stressors that afflict the organization and 

increase an employees propensity to leave, resulting in increased employee turnover 

(Fried, Shirom, Simona, & Cooper, 2008). In other healthcare related research Rad & De 

Moraes (2009) posited ñjob dissatisfaction is a major cause of absenteeism and turnover 

among healthcare employees, and as such, it affects employeesô organizational 

commitment and the quality of healthcare servicesò (p. 51). ñJob satisfaction is critical to 

attracting and retaining well-qualified personneléwhere long-term specialist training and 
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retention issues are highly importantò (Rad & De Moraes, 2009, p. 51). The bridge 

between job satisfaction and financial results was leadership in the dental practice. 

 ñGreat leaders move us, they ignite our passion and inspire the best in usò 

(Goleman, Boyatzis, & McKee, 2002, p. 3). ñLeadership means questioning and 

challenging the status quo so that outdated unproductive, or socially irresponsible norms 

can be replaced to meet new challengesò (Daft, 2005, p. 22). In studies conducted by 

Kouzes and Posner (2007), exemplary leaders, regardless of the type or size of 

organization they lead, were able to mobilize others to accomplish extraordinary things 

by engaging in five common practices of effective leadership: a) modeling the way; b) 

inspiring a shared vision; c) challenging the process; d) enabling others to act; e) 

encouraging the heart (Kouzes & Posner, 2007). These practices characterized 

transformational leadership which ñoccurs when one or more persons engage with others 

in such a way that leaders and followers raise one another to higher levels of motivation 

and moralityò (Burns, 1978, p. 20). Transformational leaders raised the level of 

awareness of followers about the importance of achieving a shared vision, while getting 

followers to transcend their own self-interests for the sake of the organization (Burns, 

1978). Transformational leaders created meaningful work (Purvanova, Bono, & 

Dzieweczynski, 2006), promoted employee well-being (Nielsen, Randall, Yarker, & 

Brenner, 2008), and empowered employees (Kouzes & Posner, 2007) arguably increasing 

job satisfaction, productivity and organizational commitment (Loke, 2001). However, 

ñvery little research related to this subject has been done in health care settings in this 

countryò (Loke, 2001, p. 191), and none was undertaken within the field of dentistry.  
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Significance of Problem 

 The mores of autonomous professional organizations were unique and as a result, 

were difficult to compare to any other type of organizations in the United States. 

Autonomous professional organizations were discernibly different in that they were 

operated by professionals such as doctors, lawyers, accountants, and dentists who not 

only made micro-level decisions about issues such as patient care, but also made the 

macro-level decisions about the organization such as policy, direction, and human 

resources issues (Brock, 2006). Autonomous professional organizations have been built 

around the expertise of one professional as sole practitioner, or in many cases structured 

as partnerships in which the resources and work force of a group of trained professionals 

agreed to work under the same organizational umbrella while sharing ownership and 

equal status within the firm (Hinnings, Brown, & Greenwood, 1991). ñThis produces a 

distinctive structure of ownership and authority which is a key defining characteristicò 

(Hinnings, Brown, & Greenwood, 1991, p. 376). 

 As de Caluweô & Vermaak (2003) pointed out, because of their autonomous 

pursuit of client and professional relationships and expert power, ñprofessionals are not 

keen to renounce their independent and cocksure nature, and they behave as if they are 

still self-employedò (p. 14). This distinctive characteristic created challenges related to 

leadership, culture, politics, and human resources within such structures and resulted in 

fragmentation within the organization, mediocrity in the organizationsô overall 

effectiveness, and non-commitment of organizational focus (de Caluwe' & Vermaak, 

2003). These phenomenon sometimes resulted in lower job-satisfaction (Chen, 2004; Rad 

& De Moraes, 2009; Fried et al., 2008; Loke, 2001), leading to lower performance and 
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employee turnover (Kanwar, Singh, & Kodwani 2009; McNall, Masuda, & Nicklin, 

2010; Mobley, 1977).               

Statement of Problem 

 The general question this study attempted to answer was: ñDo transformational 

leadership behaviors affect job satisfaction and revenue per FTE in autonomous 

professional organizations?ò That general question comprised other related questions: 

1. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect job satisfaction in 

autonomous professional organizations? 

2. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect production per FTE in 

autonomous professional organizations? 

3. Did job satisfaction have an effect on production per FTE in autonomous 

professional organizations? 

The target population of this study was independent dental practices in the 

southwest region of Missouri; specifically the Springfield, Missouri market. Because 

there was little research available as of February 2010; the time of this study, regarding 

transformational leadership behavior, job satisfaction, and performance in autonomous 

professional organizations (Hinnings, Brown, & Greenwood, 1991), and no scholarly 

research done on dental practices, coupled with the geographic obstacles involved in 

acquiring a large random sample, a convenience sample was conducted by the researcher 
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consisting of seven practices. These practices were invited by the researcher to participate 

in the study during an annual dental continuing education lecture in Springfield, 

Missouri.  

 During the study, a total of 50 questionnaires were personally delivered and 

administered by the researcher to the staff employees of individual dental practices and 

seven questionnaires were personally delivered and administered by the researcher to the 

dentists owning and operating these practices. 

Research Hypotheses 

 The following null research hypotheses were explored in this study: 

 Null research hypothesis 1. There was no significant relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 

 Null research hypotheses 2. There was no significant relationship between 

transformational leadership behavior and production per FTE in the group of seven dental 

practices located in southwest Missouri.  

 Null research hypothesis 3. There was no significant relationship between job- 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

Definition of Terms 

 The following definitions were terms relevant to this research: 

Autonomous professional organization: Organization operated by specially trained 

professionals such as a doctor, lawyer, dentist, CPA, and architect. The 

hierarchical structure in these organizations were unique due to the multiple roles 
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played by the autonomous professional operating within his or her trained 

profession, but also as entrepreneur, business manager, and human resources 

manageré  

Job Satisfaction: Feelings and attitudes a worker had about his or her job. 

Leadership Behavior: For the purpose of this study, leadership behavior referred to those 

behaviors exhibited by the dentists in the course of owning, operating, managing, 

budgeting, forecasting, supervising employees, and treating patients within 

independent dental practices. In this study, there were five leadership behaviors 

that were investigated: modeling the way, inspiring a shared vision, challenging 

the process, enable others to act, and encouraging the heart. 

Model the Way: A leadership behavior whereby leaders provided an appropriate and 

effective example for others to follow establishing ñprinciples concerning the way 

people (constituents, colleagues, and customers alike) should be treated and the 

way goals should be pursued. They create standards of excellence and then set an 

example for others to followò (Kouzes & Posner, 2001, p. 4). 

Inspire a Shared Vision: A leadership behavior whereby ñleaders enlist others in a 

common vision by appealing to shared aspirationsò (Kouzes & Posner, 2004, p. 

6).  

Challenge the Process: A leadership behavior whereby leaders searched for opportunities 

ñby seeking innovative ways to change, grow, and improveò (Kouzes & Posner, 

2004, p. 8). In this process, leaders experimented and took risks, celebrating small 

wins and little victories while learning from mistakes and failures (Kouzes & 

Posner, 2007). 
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Enable Others to Act: A leadership behavior whereby leaders ñfoster collaboration by 

promoting cooperative goals, building trustò (Kouzes & Posner, 2004, p. 10) 

strengthening others ñby sharing power and discretionò (Kouzes & Posner, 2004, 

p. 10). 

Encourage the Heart: A leadership behavior whereby leaders ñrecognize contributions by 

showing appreciation for individual excellenceò (Kouzes & Posner, 2004, p. 12), 

celebrating ñthe values and victories by creating a spirit of communityò (Kouzes 

& Posner, 2004, p. 12).  

Leadership: ñLeaders are people who influence others by what they say, how they say it 

and what they doò (Manthey, 2002, p. 56). It was the process of influencing the 

activities of others in efforts toward accomplishing a shared vision. 

Production: The economic billable output of the dental practice.  

FTE: Full-time equivalent was the measure of number of full-time employees in the 

dental practice working over 1500 hours per year. A half-time employee equaled 

0.5 FTE.  

Leadership Practices Inventory (LPI): Questionnaire with thirty behavioral statements-

six for each of The Five Practices that accessed leadership competencies. 

Abridged Job Descriptive Index (JDI): Questionnaire consisting of a total of thirty-three 

statements used to access the overall feelings one has about their job.  

Limitations 

 This study was limited to the subjects, procedures, and instruments used to 

conduct this research. Within seven dental practices, the leadership behavior of the 

managing or owning dentist was evaluated by his or her staff to measure the perceptions 
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of how the dentist performed in the five key practices as defined by Kouzes and Posner 

(2007). It was possible that other leadership behaviors affected job-satisfaction that were 

not included in this study. Further, job satisfaction was measured based on five facets of 

job satisfaction as defined by Patricia Cain Smith et al. (1997) along with measuring the 

general feelings an individual has about their job. It was possible that there were reasons 

for a subjectôs dissatisfaction that were unrelated to the leadership of the dentist. Because 

the staffs of many autonomous professional organizations including dentists were 

relatively small, a very dissatisfied staff member could have adversely skewed the mean 

job satisfaction for a practice without it being a true reflection of the entire staff. Finally, 

due to geographic obstacles along with the researcher personally delivering and 

administering the LPI and JDI instruments, this study was conducted with a convenience 

sample of seven dental practices that volunteered to participate in the research during an 

annual continuing education lecture in Springfield, MO in February, 2010. This method 

of sampling could have reduced the ability to generalize the results across the entire 

population of dentists. 

Delimitations 

 The sample size of this study was seven dental practices. The researcher 

personally delivered and administered each survey. By personally delivering and 

administering each survey, the researcher was able to ensure that each participant 

understood the scope and importance of the study, increased the probability of having 

every survey completed properly and in its entirety, and increased the probability that the 

responses were true reflections of their job satisfaction and feelings they had about their 
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job, increasing the researchers ability to generalize the results of the study across the 

population of dentists.    

Assumptions 

 The following assumptions were made concerning this study: 

1. All respondents voluntarily participated although dentists asked staff members 

to complete the surveys. 

2. All respondents answered the instruments honestly and fully reflecting true 

perceptions of their leaderôs behaviors and their own job satisfaction. 

3. All respondents understood the content of the questionnaires and demographic 

survey. 

4. The convenience sample was assumed to provide a valid representation of the 

population of the study. 

Summary 

ñOne of the most common and controversial concepts in organizational 

psychology is the concept of leadershipò (Werth, Markel, & Forster, 2006, p. 102). And 

though one of the most observed, leadership remained one of the least understood 

phenomena on earth (Burns, 1978). In an attempt to understand the subject and dynamics 

of leadership, some scholars attempted to find correlations between leadership and 

organizational performance (Chow, 2009; Collins, 2001; Tschan et al., 2006; Yukl, 1979) 

while others sought a relationship between leader behavior and subordinate commitment 

and satisfaction (Hulin, 1968; Hulin & Smith, 1964; Loke, 2001), yet others have spent 

years attempting to simply define the complex topic (Rost, 1993). Still ñleadershipò 
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remained poorly defined (Rost, 1993), while its nature and outcomes transcendent (Daft, 

2005)  

The general question this study attempted to answer was: ñDo transformational 

leadership behaviors affect job satisfaction and production per FTE in autonomous 

professional organizations?ò The following chapters in this dissertation demonstrated a 

thorough review of the current literature from researchers on the subjects of leadership, 

job satisfaction, organizational behavior, and organizational performance, described the 

design, methodology, and instruments for conducting this research, discussed the results 

of this research, and finally summarized the conclusions and recommendations.    
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CHAPTER II 

REVIEW OF LITERATURE 

This dissertation studied the relationship of transformational leadership behaviors 

to job satisfaction, and employee performance in autonomous professional organizations. 

The study was based on a correlation of the results of two organizational assessments and 

compared to production per full-time equivalent (FTE) in independent dental practices 

located in Southwest Missouri. Dental practices in Southwest Missouri were studied 

because the majority of dental services had been provided by dentists working in private 

practice settings (Roven & Mash, 1982, p. 68). Private practice dentists ñnot only treated 

patients, but they also ran a small business that addressed such concerns as customer 

satisfaction, paperwork processing, patient scheduling, and rewards as well as 

compensation for staffò (Kaldenberg & Gobeli, 1995), fitting the description of an 

autonomous professional organization. 

The purpose of this chapter was to summarize the theories, previous research, 

concepts, and ideologies related to the independent variable (transformational leadership 
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behavior), and dependent variables (job-satisfaction, and production per FTE) in order to 

identify the current body of work and explain the background of this study. This review 

of literature was organized into three sections: 

1. Theories and research related to leader behavior. 

a. History of leadership research and classical theories 

b. Transformational leadership 

c. Leadership Practices Inventory  

i. Model the way 

ii.  Inspire a shared vision 

iii.  Challenge the process 

iv. Enable others to act 

v. Encourage the heart 

2. Theories and research related to job-satisfaction. 

a. Classical theories 

b. Intentions to quit and employee turnover 

c. Job Descriptive Index 

i. Work on present job 

ii.  Present pay 

iii.  Opportunities for promotion 

iv. Supervision 

v. Coworkers 

3. Research related to the impact of leadership behavior upon job-satisfaction. 

a. Commitment 
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History of Leadership Research and Classical Theories 

 ñGreat leaders move us, they ignite our passion and inspire the best in usò 

(Goleman, Boyatzis, & McKee, 2002, p. 3). ñLeaders are people who influence others by 

what they say, how they say it and what they doò (Manthey, 2002, p. 56). ñSociety tends 

to regard people who occupy leadership positions as leadersò (Clawson, 2002, p. 6). This 

power of influence can be and has been effectively used for unethical influence if not 

ñimmoralò (Whetstone, 2002, p. 387) influence over followers. During good times, we 

tend to forget that leadership matters, and discount the urgency of its study (Bennis, 

2007; Van Vugt, Hogan, & Kaiser, 2008). ñEven in relatively tranquil times, national 

leaders determine whether we struggle through our final years, whether our drugs are 

safe, and whether our courts protect the rights of minorities and the powerlessò (Bennis, 

2007, p. 2). While business leaders made critical decisions that affected life savings, and 

religious leaders created political divides, leadership became an urgent matter of life and 

death (Van Vugt, Hogan, & Kaiser, 2008). ñThe concept of leadership carries with it an 

aura of legends and folkloreò (Spence, 2005, p. 31). The vision of dynamic, powerful 

individuals who commanded victorious armies, and corporate empires while shaping the 

course of nations (Yukl, 2002) embellished an image of leadership that was inaccurate 

and required scholarly attention.  

ñLeadership has been studied for many centuries and can be traced to writings 

from the philosopher Epictetus in the first century A.D.ò (Butler & Chinowsky, 2006, p. 

120).  Yet, as Burns (1978) suggested, though one of the most observed, leadership 

remained one of the least understood phenomena on earth. ñFor much of its history, 

leadership theory and the empirical supporting research have been regarded as a fractured 
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and confusing set of contradictory findings and assertions without coherence or 

interpretabilityò (Chemers, 2000, p. 27). Many researchers such as Butler & Chinowsky 

(2006), and Rost (1993), suggested even scholars still lacked consensus as to what the 

definition of leadership should be. Bennis (2007) posited that because the subject was 

desperately important, it was critical for leadership scholars to understand what can be 

said with authority about leadership while attempting to develop a unifying theory 

because the discussion remained vast, amorphous, and slippery. Due to fragmentation, 

conflicting findings, and literature that lacked an integrative academic framework of 

theory (Bennis, 2007; Van Vugt, Hogan, & Kaiser, 2008; Chemers, 2000), from a 

scholarly standpoint leadership studies remained ñan emerging discipline devoted, as the 

name suggests, to the study of leadership as it is practiced in different organizations and 

societiesò (Rost, 1993, p. 1). Though during most of the twentieth century leadership was 

studied from a single discipline approach such as business leadership, psychological 

leadership, and educational leadership, a recent trend suggested that a new 

multidisciplinary approach emerged that allowed scholars to think fundamentally new 

thoughts about leadership that did not exist previously (Rost, 1993) and has greatly 

increased our understanding of the phenomenon. Interestingly however; Bennis (2007) 

posited ñafter studying leadership for six decades, I am struck by how small is the body 

of knowledgeò (p. 5) indicating we had much left to accomplish.  

Trait Theories 

 Leadership studies in as early as the 1800ôs searched for universal leadership 

traits possessed by ñgreat menò (Carlyle, 1849). ñTrait approaches dominated the initial 

decades of scientific leadership researchò (Zaccaro, 2007, p. 6), hypothesizing that 
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characteristics of individuals such as personality, character, dominance, assertiveness, 

intelligence, and physical stature determined whether one could become an effective 

leader. Some scholars argued that these unique attributes were built in to an individualôs 

genetic makeup, were naturally endowed, and passed from generation to generation 

(Galton, 1869). In the middle of the 1900ôs some researchers discarded trait-based theory  

by arguing that it was unable to adequately explain leadership effectiveness (Stogdill, 

1948). Stogdill (1948) reported after an extensive 30 year review of the theory that 

though traits were sometimes associated with leadership success, due to the great 

diversity of situations that leaders functioned in, it was unlikely that any one trait would 

be a good predictor of who would become great leaders.  

Behavioral Theories 

 ñThe identification of behavioral leadership competencies has proven to be an 

important advance in both the prediction and development of leadershipò (Leonard, 2003, 

p. 6). Disturbed by researchersô inability to use individual traits to predict leadership 

success, scholars were unwilling to abandon the concept of individualistic explanations 

for ones propensity to lead, precipitating behavioral theories that examined a leaderôs 

patterns of behavior. Extensive research conducted at Ohio State University (Hemphill, 

1950) led to the development of the Leader Behavior Description Questionnaire (LBDQ). 

The LBDQ instrument was a behavioral inventory used to collect 360 degree ratings and 

feedback about a leaderôs behavior. The research found that task-oriented, and 

relationship-oriented behavioral patterns predicted variability in leader behavior. A task-

oriented leader focused on operating procedures, directing followers, and solving 

problems, while relationship-oriented leaders showed concern for the feeling of 
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subordinates, attempted to reduce conflict, making sure that minority viewpoints were 

considered in decision making, attempting to support group morale and satisfaction 

(Chemers, 2000). In related research, Likert (1961) and the University of Michigan 

concluded that they were unable to clearly and consistently show that one of the two 

leadership styles were more effective than the other, and therefore refined their model to 

incorporate four systems: exploitive-authoritative, benevolent-authoritative, consultative 

system, and participative system. The exploitive-authoritative system was characterized 

by fear and control through leadership, the feeling that leaders were viewed as superior to 

followers, and exhibited a lack of communication, and lack of teamwork. Benevolent-

authoritative systems supported followers but did little to promote or support ideas, and 

foster growth. Like the exploitive-authoritative system, benevolent-authoritative systems 

lacked communication and teamwork but did motivate followers through rewards. 

Leaders in the consultative system used teamwork and communication at moderate 

levels, but lacked trust between leaders and followers encouraging an environment that 

was unsupportive of subordinate growth and empowerment. Finally, ñthe participative 

system included active and genuine participation of subordinates in goal setting and 

decision-making. Leadership was exercised by superiors who have complete confidence 

in their subordinates, and communication and teamwork are substantialò (Cosgrove, 

2003, p. 35). Early behavioral leadership research found that behavior was often related 

to follower satisfaction or morale, but the proposed behaviors were sometimes but not 

always predictive of organizational performance. This failure to predict leadership and 

organizational performance led to frustration and much needed further research. 
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Contingency Theories 

 In response to this frustration some researchers such as Stogdill (1974) called for 

an approach based on the interaction of leader traits with situational parameters leading to 

Fiedlerôs contingency model (Fiedler, 1967). ñThe contingency model postulates that the 

performance of interacting groups is contingent upon the interaction of leadership style 

and situational favorablenessò (Fiedler, 1971, p. 128). Like the LBDQ, Fiedlerôs 

contingency model also proposed that leaderôs personalities could either be task-oriented, 

or people-oriented, however; Fiedler went a step further by questioning whether one 

leadership personality or style resulted in better organizational effectiveness across 

various situations. Fiedler (1979) believed that ña leaderôs performance is contingent on 

two interacting factors: a) the individualôs goals and needs or motivational structure and 

b) the degree to which the situation provides the leader with control and influence over 

the outcome of the taskò (p. 248). By taking this approach, the theory operationalized 

leadership styles as well as situational favorableness lending itself to empirical testing 

(Fiedler, 1971). Studies found that groups ñled by task-oriented leaders are the most 

effective in situations that are favorable or unfavorable to the exercise of leadership. 

Groups led by person-oriented leaders are most effective in situations that are moderately 

favorable to the leaderò (Stogdill, 1976, p. 5). Through his research, Fiedler built 

leadership training programs that were different from all other approaches at the time 

where leaders were taught to ñmodify the leadership situation to match their particular 

needs and goals rather than to change their personality to fit the situationò (Fiedler & 

Mahar, 1979, p. 247).    
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  Two additional major contingency theories developed as a result of the desire to 

link different leadership styles to specific contextual demands in an effort experience 

better performance outcomes: a) Houseôs (1971) path goal theory; and b) Hersey and 

Blanchardôs (1969) situational leadership theory. The central concept of path goal theory 

hinged on the hypothesis that individuals engaged in specific behaviors because 1) he or 

she believed that the behavior would result in a specific outcome; and 2) the personal 

satisfaction or utility he or she believed would result from the outcome (House, 1971). 

Situational leadership theory rested on the construct that a leaders primary situational 

determinant in their approach to dealing with followers was based on the task-relevant 

maturity of the subordinates (Hersey & Blanchard, 1969). Task-relevant maturity consists 

of two factors: 1) job maturity, and 2) psychological maturity. ñJob maturity is argued to 

reflect the capacity or ability of the individual to perform the jobò (Graeff, 1983, p. 285). 

ñPsychological maturity appears to reflect the motivational state of the person via the 

individualôs level of self-esteem and confidenceò (Graeff, 1983, p. 285). ñEffective 

leaders adapt their style according to the development level of the people they are 

managingò (Blanchard, 2008, p. 19). Based on subordinatesô maturity, Blanchard (2008) 

proposed four styles: 1) directing, 2) coaching, 3) supporting, and 4) delegating. 

Power and Influence Theories 

 ñThe power and influence approach aims to explain leadership effectiveness in 

terms of the power and authority possessed by a leader, the types of power and the ways 

in which the power is exercisedò (Gaur, 2006, p. 150). ñTwo tracks were developed in the 

study of power and influence: a) social power theory and b) social exchange theoryò 

(Spence, 2005, p. 36).  
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Social Power Theory 

 Power was defined as the ability of an agent to change or control the behavior, 

attitudes, opinions, objectives, needs, and values of another agent (Rahim & Buntzman, 

1989). It was posited that social power defined the level of power influence a leader had 

over his or her followers. Social power theory deemed five sources of power: a) coercive 

power, the ability to apply punishments; b) reward power, the ability to reward; c) 

legitimate power, the belief by followers that the another has the right to express power; 

d) expert power, the belief that an individual has special knowledge to lead; and e) 

referent power, leadership influence through a relationship between the follower and the 

power holder (Ward, 2001).        

Social Exchange Theory     

 Social exchange theory posited ñthat people continually seek a balance in what 

they óinvestô in a relationship (e.g., time, skills, effort) and what they receive in return 

(e.g., appreciation, pay, recognition) for these inputsò (Noblet & Rodwell, 2009, p. 558). 

In determining how equitable a reward is compared to the required inputs to receive that 

reward, equilibrium is established between inputs and rewards constituting a reciprocal 

(Fu, Bolander, & Jones, 2009) relationship between leader and follower that has the 

potential to lead to both positive or negative results (Noblet & Rodwell, 2009). 

Transactional Leadership Theory 

 ñThe transactional leadership model is often viewed as a social exchange theoryò 

(Spence, 2005, p. 37), and was originally viewed as existing jointly with transformational 

leadership theory (Burns, 1978), until other researchers (B. M. Bass, 1985) argued that 

the two theories are separate concepts and represent opposite ends of a single continuum 
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(Judge & Piccolo, 2004). Bass (1985) believed that transactional leadership behaviors 

were aimed at ñmonitoring and controlling employees through rational or economic 

meansò (Bono & Judge, 2004, p. 902). Transactional leaders operated under three 

primary dimensions: a) contingent reward, referred to leadership behaviors that focused 

on exchange of resources. ñThat is, leaders provide tangible or intangible support and 

resources to followers in exchange for their efforts and performanceò (Bono & Judge, 

2004, p. 902); b) management by exception, portrayed leadership that monitored 

followers but remained quiet as long as his or her followers were meeting performance 

standards (Madzar, 2001); c) laissez-faire, ñnonleadership or the avoidance of leadership 

responsibilitiesò (Bono & Judge, 2004, p. 902). Organizational cultures created through 

transactional leadership ñdepend on setting a price on everything. Everyone has a price 

required for his/her motivation to workéthe organization is a marketplace comprised of 

individuals in which each individualôs reward is contingent on his or her performanceò 

(Bernard M. Bass & Avolio, 1993, p. 116). 

Servant Leadership Theory 

 Greenleaf (1977), credited for initiating current interest in servant leadership 

asked, ñservant and leader ï can these two roles be fused in one real person, in all levels 

of status or calling?ò (p. 21). ñMy sense of the present leads me to say yeséò (Greenleaf, 

1977, p. 21).  

The philosophy of leading by serving has been explained by countless leadership 

theorists to include building an environment that not only serves the needs of the 

organization, but also provides a climate for its workers to grow and develop as 

human beings. (Drury, 2003, p. 21) 
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A servant leader seeks first to serve others (Lindsay, 2005). Though there appeared to be 

many similarities between transformational leadership theory and servant leadership 

theory, ñtransformational leaders tend to focus more on organizational objectives while 

servant leaders focus more on the people who are their followersò (Stone, Russell, & 

Patterson, 2003, p. 2). The difference is in the care taken by the leader to make sure that 

other peopleôs highest priority needs are being served (Greenleaf, 1991). ñA servant 

leader understands that he/she while in an organization is committed to serving and 

supporting people and the societyò (Carthen, 2005, p. 2). Greenleaf (1977) believed that a 

great leader ñis seen as servant first, and that simple fact is key to his greatnessò (p. 21). 

Servant leaders lead through six primary dimensions: a) value people, by listening to, 

trusting, and serving others; b) develop people, by modeling appropriate behaviors, 

encouraging others, and providing opportunities to learn; c) build community, by valuing 

relationships and individual differences, and working collaboratively; d) display 

authenticity, through openness and accountability; e) provide leadership, by clarifying 

goals, and envisioning the future; and  f) share leadership, by creating a shared vision, 

and sharing decision-making power (Laub, 1998-2006). 

Transformational Leadership 

 Developed by Burns in the late 1970ôs transformational leadership was 

exemplified by leaders who were inspirational to those they lead as well as providers of 

intellectual challenges (Butler & Chinowsky, 2006). Burns (1978) believed that 

transformational leadership ñoccurs when one or more persons engage with others in such 

a way that leaders and followers raise one another to higher levels of motivation and 

moralityò (p. 20). ñTransforming leadership ultimately becomes moral in that it raises the 



 38 

level of human conduct and ethical aspiration of both leader and led, and thus it has a 

transforming effect on bothò (Burns, 1978, p. 20). ñTransformational leaders seek to raise 

the consciousness of followers by appealing to higher ideals and moral values such as 

liberty, justice, equality, peace, and humanitarian, and not to baser emotions such as fear, 

greed, jealousy, or hatredò (Masood, Dani, Burns, & Backhouse, 2006, p. 942). 

Transformational leaders ñinfluence followers to transcend personal interests and 

transform themselves into agents of collective achievementò (Chemers, 2000, p. 34). 

Burns (1978) posited ñleaders address themselves to followersô wants, needs, and other 

motivations, as well as to their own, and thus serve as an independent force in changing 

the makeup of the followersô motive base through gratifying their motivesò (p. 20). 

Transformational leadership occurred through inspiring a shared vision, and empowering 

followers and providing the resources necessary to achieve that vision (B. N. Smith, 

Montagno, & Kuzmenko, 2004).  

 Many researchers of transformational leadership such as Burns (1978), and Bass 

(1985) believed that transformational leadership behaviors were characterized by four 

separate behaviors: a) idealized influence, referred to leaders who had high ethical and 

moral standards, and who were held in high personal regard; b) inspirational motivation, 

referred to leaders with a strong vision for the future, who had the charismatic ability to 

inspire others to share that vision; c) intellectual stimulation, referred to a leaders 

propensity to challenge organizational norms, while encouraging divergent thinking; and 

d) individual consideration, referred to a leaders willingness to recognize growth and 

development opportunities and developmental needs of followers through coaching, 

consulting, and mentoring (Bono & Judge, 2004). In addition, Kouzes and Posner ( 2004) 
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believed there were five practices of exemplary transformational leadership: a) model the 

way, through finding ones voice, clarifying personal values, and setting the example by 

aligning actions with shared values; b) inspire a shared vision, through envisioning the 

future, imagining possibilities, and enlisting others through inspiration and appealing to 

share aspirations; c) challenge the process, through seeking innovative ways to change, 

grow, and improve, taking risks, learning from mistakes, and celebrating small wins; d) 

enable others to act, through fostering collaboration, building trust, and strengthening 

others by sharing power and discretion; and e) encourage the heart, through recognizing 

contributions, showing appreciation for individual excellence, and celebrating the values 

and victories by creating a spirit of community. 

 Model the way. ñTitles are granted, but itôs your behavior that wins you respecté 

Exemplary leaders know that if they want to gain commitment and achieve the highest 

standards, they must be models of the behavior they expect of othersò (Kouzes & Posner, 

2007, p. 15). Kouzes and Posner believed that in order to model desired behavior it was 

critical to first define and clarify ones values. An understanding of ones values as a leader 

required an understanding of ones personal authenticity and self-awareness. ñThe central 

ethic for all leaders is being on the path to self-awarenesséself discoveryò (Gunn, 2006, 

p.10). ñBy increasing self-awareness, people are able to behave in a way that is more 

consistent with their personal preferencesò (Goukens, Dewitte, & Warlop, 2007, p.510). 

Goukens, Dewitte, & Warlop further believed that self-aware individuals were less likely 

to compromise than those who were not self aware. To gain, or increase self-awareness 

Locander & Luechauer (2006) stated that leaders should embark on a cycle of awakening 

that resulted in ñhigher cycles of enlightenment, transforming the way they think and 
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behave, toward self and othersò (p.46). Kouzes & Posner (2003) posited that the better 

one knows himself or herself the more probable it was to make sense of the conflicting 

messages that were received daily. While discussing a leaderôs effectiveness and self 

awareness, Kouzes and Posner (2003) stated ñour research indicates that to know 

genuinely the level of commitment you are willing to make, you must discover three 

essential aspects of your selfò (p. 59). Those three essential aspects were credo, 

competencies, and confidence. Goleman, Boyatzis, & Mckee (2002) echoed Kouzes & 

Posner by pointing the three elements of self-awareness that they defined as emotional, 

accurate, and confidence, resulting in self-control, transparency, adaptability, 

achievement, initiative, and optimism.  In the process of personal discovery and in 

gaining deeper understanding of others and self ñthere is no substitute for careful and 

informed observationò (Keirsey, 1998, p. 4), taking charge of your life and personal 

development (Kouzes & Posner, 2003a). ñYou are responsible for your own 

development; you must not rely on someone in human resources or in management. You 

have to make a plan, give focus to your development, and get on with itò (Kouzes & 

Posner, 2003a, p.84). About leaders with a grounded sense of self, Burns (1979) 

hypothesized: 

They can appeal to the more widely and deeply held values, such as justice, 

liberty, and brotherhood. They can expose followers to the broader values that 

contradict narrower ones or inconsistent behavior. They can redefine aspirations 

and gratifications to help followers see their state in new, program-oriented social 

movements. Most important, they can gratify lower needs so that higher 

motivations will arise to elevate the conscience of men and women. (p. 43) 
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Inspire a shared vision. At the heart of the transformational leadership model 

ñwas the leaderôs ability to create a vision that inspires and motivates people to achieve 

more than they thought they were capable ofò (Leonard, 2003, p. 8), through ñstimulating 

enthusiasm, building confidence, and inspiring followers using symbolic actions and 

persuasive languageò (Bono & Judge, 2004, p. 901).  

Leaders are dreamers. Leaders are idealists. Leaders are possibility thinkers. All 

enterprises, big or small, begin with imagination and with the belief that whatôs 

merely an image today can one day be made real in the future. Itôs this belief that 

sustains leaders through the difficult times. Turning possibility thinking into an 

inspiring vision-and an inspiring vision that is shared is the leaderôs challenge. 

(Kouzes & Posner, 2007, p. 106)                                   

For a vision to have been shared, it must have been communicated in a way that others 

could see the same vision and goals for the future. Kouzes & Posner (2007) believed that 

visions that were shared throughout the organization attracted more people, and sustained 

higher levels of motivation. ñA shared set of goals and values provides a common 

strategic direction that ameliorates conflicting interests and disagreementò (Jansen, 

George, Van den Bosch, & Volberda, 2008, p. 986), while a lack led to distrust, and 

suspicion, making it hard to draw common characteristics and identity. Leaders inspired 

share goals and values by breathing life into their visions, enabling others to see exciting 

possibilities for the future (Cosgrove, 2003). 

 Challenge the process. ñLeaders view their future as constrained only by their 

imaginationsò (R. M. Smith, 2005, p. 43). ñLeaders are pioneers. They are willing to step 

out into the unknown. They search for opportunities to innovate, grow, and improveò 
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(Kouzes & Posner, 2007, p. 18), challenging the status quo. Kouzes & Posner (2007) 

believed that extraordinary leadership was exemplified during times of revolution and 

challenge and not times of continuation. When leaders stepped into the unknown 

searching for new opportunities, innovation, growth and improvement, they necessitated 

the need to take risks. While leaders knew that risk taking involved mistakes and failures, 

they accepted the inevitable disappointments as learning opportunities, and celebrated 

small victories. ñLife is the leaderôs laboratory, and exemplary leaders use it to conduct 

as many experiments as possible. Try, fail, learn. Try, fail, learn. Try, fail, learnò (Kouzes 

& Posner, 2007, p. 20). Exemplary leaders learned from their mistakes, failures, and 

successes and made it possible for others to do the same. Exemplary leaders also created 

a climate within the organization that encouraged and inspired experimentation of others, 

by recognizing and supporting good ideas. ñGone are the days when only the leader at the 

top of the organization learned and then taught followers; now learning and integration 

occurs through integrative thinking and collaboration at all levelsò (Spence, 2005, p. 50). 

Exemplary leaders were not only the innovators within an organization, but were also the 

ñearly patrons and adopters of innovationò (Kouzes & Posner, 2007, p. 19 ), building a 

culture of organizational learning that expanded a firms capability to create the desired 

results while rewarding and nurturing expansive thinking, aspiration, and continual team 

learning (Senge, 1990). 

 Enable others to act. Exemplary leaders enabled others to act through fostering 

collaboration by building teams, while strengthening others, and creating an atmosphere 

of trust. ñA significant act of the leader is to build collaborative teams and empower 

members of the organization to actò (Spence, 2005, p. 46). Exemplary leaders realized 
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that ñgrand dreams donôt become significant realities through the actions of a single 

personò (Kouzes & Posner, 2007, p. 20), rather, they required the commitment of others. 

Kouzes & Posner (2007) believed that the framework of enabling others consisted of two 

primary constructs: a) fostering collaboration by promoting cooperative goals and 

building trust; and b) strengthening others by giving power away, providing choice, 

allowing them to develop competence, and offering critical and visible support. ñWorld-

class performance isnôt possible unless thereôs a strong sense of shared creation and 

shared responsibilityò (Kouzes & Posner, 2007, p. 224). Kouzes & Posner further posited 

that ñat the heart of collaboration is trust. Itôs the central issue in human relationships 

within and outside organizations. Without trust you cannot lead. Without trust you cannot 

get extraordinary things doneò (p. 224). ñA leader-constituent relationship thatôs 

characterized by fear and distrust will never, ever produce anything of lasting value. A 

relationship characterized by mutual respect and confidence will overcome the greatest 

adversities and leave a legacy of significanceò (Kouzes & Posner, 2007, p. 24).  

 At the heart of a leader giving power away is the essence of empowerment. 

Empowerment is believed to unlock employeesô potential, while enhancing motivation, 

because when people were empowered they had more authority and responsibility. 

Ahearne, Mathieu, & Rapp (2005) posited that empowerment is an important driver of 

organizational effectiveness. ñTo the extent that leaders exhibit empowering behaviors, 

employees should feel more efficacious and freer to adapt their performance strategies as 

circumstances warrantò (Ahearne, Mathieu, & Rapp, 2005, p. 946), and through their 

research found that empowerment resulted in the ability to increase employee effort, 

performance and persistence, particularly in demanding situations.  
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 Encourage the heart. Leaders who encouraged the heart provided positive 

rewards to his or her employees in the form of offering encouragement, giving monetary 

bonuses, and recognizing contributions employees made. These leaders celebrated 

accomplishments of employees and the organization, making sure that all employees 

shared in the accomplishment, rather than taking credit for himself or herself (Cheng, 

2003). Kouzes & Posner (2007) stated: 

The climb to the top is arduous and long. People become exhausted, frustrated, 

and disenchanted. Theyôre often tempted to give up. Leaders encourage the heart 

of their constituents to carry on. Genuine acts of caring uplift the spirits and draw 

people forward. (p. 22) 

ñEncouraging organizational members is a critical element to energizing actionò (Spence, 

2005, p. 46). Exemplary leaders encouraged the heart in an effort to ñget everyone 

involved in the hard work to achieve the objectiveséand then allowing them to 

celebrateò (R. M. Smith, 2005, p. 47). The act of encouraging and celebrating 

accomplishments of the organization built trust and commitment to teamwork. 

History of Job Satisfaction Research and Classical Theories 

 Job satisfaction was defined as ñthe feelings a worker has about his or her job or 

job experiences in relation to previous experiences, current expectations, or available 

alternativesò (Balzer et al., 1997, p. 10). ñJob satisfaction is a result of employeesô 

perception of how well their job provides those things that are viewed as importantò 

(Kanwar, Singh, & Kodwani, 2009, p. 2). Job satisfaction was also described as a 

pleasurable or positive emotional state resulting from the appraisal of oneôs job or job 

experience (Locke & Lathan, 1990). The topic of job satisfaction attracted the attention 
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of many researchers from a variety of contexts and fields including ñvocational guidance, 

management training, economics, and governmentò (Balzer et al., 1997, p. 10). ñJob 

satisfaction is one of the most researched and critical issues in the field of organizational 

behaviourò (Kanwar, Singh, & Kodwani, 2009, p. 1). Kanwar, Singh, & Kodwani (2009) 

hypothesized that satisfied employees had a positive affect on organizations because of 

their work values, enhancing efficiency and productivity. Cosgrove (2003) posited that as 

of her research, approximately 6,000 articles and dissertations had been written related to 

the topic. Among the many correlations studied, job satisfaction was studied from the 

context of its relationship to burnout (Kanwar, Singh, & Kodwani, 2009), stress (Fried, 

Shirom, Simona, & Cooper, 2008), depression and work engagement (Hakanen, 

Schaufeli, & Ahola, 2008), leadership (Masood, Dani, Burns, & Backhouse, 2006), 

management (Lane, 1969), work-life balance (Kanwar, Singh, & Kodwani, 2009), 

organizational citizenship behavior (Purvanova, Bono, & Dzieweczynski, 2006), and 

employee turnover (Hulin, 1968). Job satisfaction has been argued by several researchers 

to be an integral part of an organizationôs success and performance (Cheng, 2003; 

Edwards, Bell, Arthur, Decuir, 2008; Luthans, Avolio, 2007; Masood, Dani, Burns, 

Backhouse, 2006; Purvanova, Bono, Dzieweczynski, 2006), due to its contribution to the 

overall health of the organization, and the individual (Kouzes & Posner, 2007). While 

Balzer et al. (1997) posited the three principal reasons for this interest included 

humanitarian, economic, and theoretical constructs.  

Humanitarian Concerns 

 ñManagement prefers that people be satisfied with their jobs. Furthermore, since 

job satisfaction has been found to be related to life satisfaction and mental and physical 
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health, improved satisfaction has become an important outcome in its own rightò (Balzer 

et al., 1997, p. 10). ñEthical climate is one of the prime factors shaping intra-

organizational relationships and employee attitudes, thereby also having considerable 

impact on the organizational outcomesò (Elci & Lutfihak, 2008, p. 297). By making 

employees feel good about their company employees felt well about themselves and their 

role within the organization. Results indicated that ethical codes and corporate social 

responsibility mediated positive associations with job satisfaction (Valentine & 

Fleischman, 2007), and pointed towards the relationship between ethical leadership, 

attitudes, and job satisfaction.     

Economic Concerns 

 Economic concerns had a great bearing on whether management was willing to 

invest time and resources to increase employee satisfaction and improve employee 

behavior. Balzer et al. (1997) stated ñGiven the significant relations observed between 

job satisfaction and work behavior, increased satisfaction with aspects of the job may 

prove to be a bonus to the organization in many areas, including reduced absenteeism, 

decreased turnover, and fewer work related accidentsò (p. 10), resulting in higher 

profitability to the organization due to reduced costs related to missed deadlines, 

recruiting, training, litigation, and employee related expenses. 

Theoretical Concerns 

 ñJob satisfaction is a principal concept in most theories of work motivation and 

work behaviorò (Balzer et al., 1997, p. 11). Many theorists have pointed to satisfaction as 

the direct antecedent of such behavior as attendance, quality, maintaining quality 
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standards, improving methods, and cooperating with other employees (Balzer et al., 

1997).  

 Several theoretical bases of job satisfaction arose out of research from the works 

of classical theorists such as Maslow, Herzberg, and McClelland, including: a) pay 

theory, believing that workerôs only concern was earning money, and would  work long 

hours in order to earn it, leading to the institution of incentive pay, rewarding them for 

productivity, long hours, hard work, and efficiency (Cosgrove, 2003); b) content theory, 

which was concerned with what aroused or started behaviors (Berl & Williamson, 1987); 

c) expectancy theory, found its roots in the belief that if an employee received a desired 

outcome for his or her high level of work, then the employee was likely to perform at a 

high level. On the other hand if the employee expected low reward for their work, they 

were likely to perform at a low level (Cosgrove, 2003); d) discrepancy theory, ñinvolved 

the belief that employeesô satisfaction or dissatisfaction with their jobs was related to 

their perceived discrepancy between what they wanted and what they had received from 

the organization (Cheng, 2003, p. 41); and e) opponent-process theory, ñviewed job 

satisfaction as an emotional state and involved the contention that emotional equilibrium 

was the most beneficialò (Cheng, 2003, p. 42).  

Maslow proposed that ones needs were arranged in a hierarchical fashion from 

lowest importance to highest importance, and assumed that it was essential to satisfy 

lower level needs before the next higher level of need became an important motivating 

factor. Maslowôs motivational theory consisted of five needs, from lowest importance to 

highest importance: a) physiological needs, such as comfortable working conditions, and 

physical well being needs such as eating, sleeping, and taking care of the physical self; b) 
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security needs, referred to the need to feel physically and emotionally safe in oneôs 

present and future; c) social needs, referred to acceptance of others, communication with 

others, and belonging to a group; d) self-esteem, referred to respecting oneself, and 

receiving respect from others; and e) self actualization, referred to realizing oneôs 

potential.   

Some researchers believed that Maslowôs theory had a tendency to become 

oversimplified in practice because it only addressed satisfaction and employee motivation 

from single dimensional approach by addressing needs as coming from one state of being 

as opposed to the possibility of several dimensions simultaneously (Craig C.  Pinder, 

1984). Herzberg (1974), extending Maslowôs work, postulated a two-factor theory of job 

satisfaction and job attitudes called motivation-hygiene theory. Herzberg suggested that 

not only were there factors that contributed to job satisfaction, but there were also factors 

that contributed to job dissatisfaction, and that those factors were not necessarily the 

same or even related. Herzberg posited:  

Motivation-hygiene theory suggests that job satisfaction and job dissatisfaction 

are produced by different work factors. What makes people satisfied at work are 

factors that relate to the content of their jobs-specifically, achievement, 

recognition for achievement, interesting work, increased responsibility, growth, 

and advancement. On the other hand, what makes people unhappy at work is not 

what they do but how well (or poorly) they are treated. These treatment factors 

(dissatisfiers) are related not to the content of work, but to the context of the job. 

The main factors in this group are company policy and administration practices, 
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supervision, interpersonal relationships, working conditions, salary, status, and 

security. (Herzberg, 1974, p. 18)  

According to Herzberg, the satisfier factors were referred to as motivators, while the 

dissatisfying factors were referred to as hygiene factors.  

 Related to Herzbergôs work, McClelland (1985) developed the theory that 

assumed employee satisfaction and behavior emerged as a consequence of: a) motives, 

deep-seated needs for power, affiliation, and personal achievement; b) values, the 

incentive worth that individuals attach to certain types of activities; and c) beliefs, the 

performance-outcome expectations and effort-performance expectancies (Cosgrove, 

2003). McClelland believed that the need for achievement was a determinant factor that 

was distinguishable from other needs, and that achievement-motivated people preferred 

personal achievement over rewards because rewards were not as fulfilling as the 

accomplishment itself (McClelland, 1985). McClellandôs theory found its roots in 

Herzbergôs work because ñhigh achievement people are more interested in the motivators 

while low achievement people are more concerned with the environment or the hygiene 

factorsò (Cosgrove, 2003, p. 62). 

Intentions to Quit and Employee Turnover 

 Intentions to quit or propensity to leave refers to ñoneôs desire or willingness to 

leave the employing organizationò (Fried, Shirom, Simona, & Cooper, 2008, p. 308), and 

is predictive of actual turnover. As the economy became increasingly dynamic, studies 

have shown that organizations that successfully retained human resources had an 

advantage over those that didnôt (Felps et al., 2009). Rad & De Moraes (2009) further 

believed that job satisfaction was not only important for attracting well-qualified 
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personnel, but was more important and essential in the increasingly complex economy to 

retaining those personnel, because job dissatisfaction was found to be a strong predictor 

of intentions to leave. Hulin (1968) suggested that increasing job satisfaction reduced 

turnover levels. This was solidified by Mobley (1977) who believed that job 

dissatisfaction stimulated thoughts of withdrawal such as absenteeism, and passive 

behavior, but ultimately had an increased potential to stimulate the intention for an 

employee to quit, and reported, ñThe relationship between employee turnover and job 

satisfaction have been reported a consistent negative relationshipò (Mobley, 1977, p . 

237), while job dissatisfaction was a major cause of absenteeism and turnover and was 

found to be a strong and consistent predictor of intention to leave as well as actual 

turnover (Rad & De Moraes, 2009). 

 Felps et al. (2009) hypothesized that employee turnover negatively effected 

performance and firms that had higher turnover significantly under performed their rivals. 

While Felps et al. (2009) believed that the average sales person with average performance 

would cost between $40,000-$60,000 to replace, others such as Helpert (2006) believed 

that the real impact of turnover can be as mush as 200 percent of the departing personôs 

salary, making retention a critical part of a leaders core competency. ñ The loss of 

talented, experienced professionals means a loss of knowledge, increased spending to 

recruit replacements, and a learning curve for new employees to become acquainted with 

the organizationôs policies and cultureò (Helpert, 2006, p. 68), partially because the 

ñinducements an organization provides will exceed the total contributions an employee 

makes for some time during a post transfer period of adjustmentò (Craig C. Pinder & 

Schroeder, 1987, p. 337). Overall, researchers discovered that job satisfaction was a 
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significant and consistent driver in predicting oneôs intentions to quit, and ultimately 

employee turnover.  

Facets of Job Satisfaction 

 The dynamic global economy forced organizations to view their employees as 

assets rather than liabilities, which caused organizations to focus on job attributes, and 

facets of job satisfaction that ascribed to success, productivity, and knowledge (Senge, 

1990). As organizations positioned themselves for success, there became a realization 

that ignoring people as assets meant risking employee dissatisfaction, which resulted in 

lower organizational performance as well as the potential for employee turnover 

(Donaldson & Folb, 2000). Identifying facets that influenced job satisfaction was found 

to provide organizational leaders the wisdom to institute appropriate decisions regarding 

interventions aimed at increasing employee satisfaction (Cranny, Smith, & Stone, 1992). 

ñUnderstanding the attitudes and motivations that employees have about their jobs 

provides insight into the level of job satisfaction and productivity  that can be achievedò 

(Mancheno-Smoak, 2008, p. 48). ñGiven that job satisfaction may be treated as a 

multidimensional construct, it would be fruitful to identify the principal facets of job 

satisfactionò (Balzer et al., 1997, p. 47). Based on numerous studies of job satisfaction 

five principal facets of job satisfaction clearly and consistently emerged as 

distinguishable (Cross, 1973). The five factors were: a) satisfaction with work itself; b) 

satisfaction with pay; c) satisfaction with promotions; d) satisfaction with supervision; 

and e) satisfaction with people on the present job (P. C. Smith, Kendall, & Hulin, 1969). 
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Satisfaction with Work Itself 

 The satisfaction literature has identified various attributes of work that may be 

related to satisfaction, including opportunities for creativity and task variety, 

allowing an individual to increase his or her knowledge, and changes in 

responsibility, amount of work autonomy, job enrichment, and job complexity. 

(Balzer et al., 1997, p. 47)   

Many people believed that happy workers were more productive, and that they were more 

satisfied with jobs that were made enjoyable and fulfilling as opposed to dull and boring 

(Greenberg & Baron, 2003). Senge (1990) believed that organizational learning and a 

healthy learning environment were key components that mediated satisfaction with 

employeeôs work. Senge (1990) further posited that most organizations were designed to 

learn poorly, creating an environment of mediocrity, and poor worker identity that not 

only affected attitudes within the organization, but overall life identities as well. When 

work identities flowed into life identities, theorists (Senge,1990; Schein, 2004) believed 

that organizations have done a poor job in defining job roles, and focused instead on job 

activities, referred to as activity orientation. ñOne element of activity orientation that is 

increasingly important today relates to underlying assumptions about the nature of work 

and the relationships among work, family, and personal concernsò (Schein, 2004, p. 185). 

Schein (2004) further stated ñIf members of a given organization have different 

assumptions about the nature of work activity and its relative importance to other 

activities, those differences will manifest themselves in frustration and communication 

breakdownsò (Schein, 2004, p. 185). Senge (1990) believed that overall satisfaction with 

work could be improved by creating a learning environment that inspired workers to 
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understand how their roles within the organization affected overall organizational 

performance, while encouraging them to take responsibility for results by enabling 

workers to be proactive and inward looking. The introduction of this type of learning 

environment was argued to inspire a shared vision for the organization, while it 

encouraged self-motivation and purpose, which must come from within as a result of an 

element of personal authenticity (Kouzes & Posner, 2007).  

Satisfaction with Pay 

Pay satisfaction addresses attitude toward pay and is based on the perceived 

difference between actual pay and expected pay. Expected pay is based both on 

the value of perceived inputs and outputs of the job and the pay of other 

employees holding similar jobs or possessing similar qualifications. (Balzer et al., 

1997, p. 48) 

Schein (2004) believed that the allocation rewards and punishment included pay as well 

as fringe benefits, and their administration constituted some of the most important 

elements of organizational culture, influencing employee satisfaction, and reveals fairly 

quickly some of the important rules and underlying assumptions in that cultureò (Schein, 

2004, p. 129). Researchers believed that rewards such as pay and fringe benefits, and 

punishment must be administered fairly, and understood throughout the organization. 

ñPeople who believe that their organizationsô pay systems are inherently unfair tend to be 

dissatisfied with their jobsò (Greenberg & Baron, 2003, p. 159). 

Satisfaction with Promotions 

 ñSatisfaction with promotions measures the employeeôs satisfaction with the 

companyôs promotion policy and the administration of that policyò (Balzer et al., 1997, p. 
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48). Todd, Harris, Harris, and Wheeler (2009) found that garnering rewards such as 

promotions were significantly related to career and life satisfaction. While those who 

ascribed to Maslowôs need hierarchy theory believed that promotions increased job 

satisfaction by meeting the employeeôs esteem needs, and self-actualization needs, others 

believed that promotions influenced job satisfaction by motivating employees through job 

enrichment and job enlargement (Greenberg & Baron, 2003).  

Satisfaction with Supervision 

 ñIn general, the more considerate and employee-centered supervisors are (e.g., 

praising good performance, taking personal interest in employees, providing feedback 

and listening to subordinatesô opinions), the greater the levels of employee satisfaction 

with supervisorsò (Balzer et al., 1997, p. 48). As social creatures, employees did what the 

leader asked primarily for the purpose of pleasing the leader (Keirsey, 1998). In doing so, 

they all wanted to feel appreciated.  

We grow up for our parents, learn for our teacher, win for our coach-and we work 

for the boss. Even the most independent among us presents his or her work as a 

gift to the boss, which makes the boss rather imprudent if he or she fails to say, in 

some manner, óI appreciate what you are doing for our causeô. (Keirsey, 1998, p. 

288) 

Employees not only wanted their contributions to be appreciated, but wanted the 

appreciation to be proportional to their contribution. Keirsey (1998) believed that without 

adequate appreciation from their supervisorôs, high achievers would eventually leave 

their jobs in search of a place they felt their work was appreciated. 
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 Listening was another leadership attribute that resulted in high levels of 

satisfaction with supervision. Kouzes and Posner (2007) believed that the best leaders 

were great listeners, attentive to quiet whisperings and subtle cues to get a sense of what 

people want, value, and dream about. ñSensitivity to others is no trivial skill; rather, it is a 

truly precious human abilityò (Kouzes & Posner, 2007, p. 119). Through this ability great 

leaders were able to create meaning to employeeôs roles, build a bridge for 

communicating a shared vision for the organizations future, and elevate the human spirit 

(Kouzes & Posner, 2007).  

Satisfaction with People on the Present Job 

 ñThe facet concerning people on present job facet assess the level of employee 

satisfaction with his or her fellow employeesò (Balzer et al., 1997, p. 48). Considering a 

40 hour work week, the average worker spent nearly as much time and in some cases 

more time with co-workers than with anyone else including their own family. Bearing 

this in mind, it was reasonable to hypothesize that the quality and scope of the 

relationships that existed on the present job, and oneôs ability to influence those 

relationships, greatly influenced job satisfaction. Todd, Harris, Harris, and Wheeler 

(2009) posited that individuals with political skills who had the ability to effectively 

understand others at work, and had the ability to use that understanding to improve their 

current circumstances were able to enhance both career satisfaction, and life satisfaction. 

ñEmployees reported items such as making quality contacts with people in the 

organization, being honest, listening to advice, enjoying people, listening often, and 

complimenting coworkers, among other things, as responses that they used to succeed in 

their careersò (Todd, Harris, Harris, & Wheeler, 2009, p. 182). Todd, Harris, Harris and 
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Wheeler (2009) defined career success ñas the sum of accumulated positive 

psychological experiences one gathers as a result of workò (p. 181). 

The Impact of Leadership Behavior upon Job Satisfaction 

 No studies were found that examined the relationship between leadership 

behavior and job satisfaction in independent autonomous professional organizations and 

specifically dental practices. Because of the lack of research specifically related to 

autonomous professional organizations, general research relating to the relationship of 

leadership behavior and job satisfaction in other types of organizations was investigated. 

 Rad and De Moaes (2009) found that a leaderôs supportive management style and 

open communication to be one of the primary contributors to satisfaction on the job. Fu 

(2009) concluded communication and an emotional attachment with management was 

critical to job satisfaction and commitment of salespeople and ultimately increased effort 

and performance. Behaviors such as loyalty, respect, and use of job enrichment strategies 

like recognition, and nurturing opportunities for growth, greatly affected job satisfaction, 

while behaviors such as showing disrespect caused employee dissatisfaction (Rad & De 

Moraes, 2009). Rad and De Moraes (2009), and Helperet (2006) also found that 

leadership behavior played a larger role in employee satisfaction and organizational 

commitment than pay. Purvanova, Bono, and Dzieweczynski (2006) contended that 

leadership behaviors such as individualized consideration and attending to followersô 

individual needs while creating meaningful work significantly improved employeesô 

perceptions of their jobs as well as employee citizenship behavior. ñWe found a positive 

link between transformational leadership and employeesô perceptions of their jobs. 

Employees who report to managers who engage in transformational leadership behaviors 
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rated their jobs as more challenging, meaningful, and significantò (Purvanova, Bono, & 

Dzieweczynski, 2006, p. 17).  

Masood, Dani, Burns, and Backhouse (2006) posited that because 

transformational leaders raised the consciousness of followers by appealing to their 

higher ideals and moral values, they built strong emotional bonds with followers, which 

resulted in a significant and positive relationship between leadership behavior, employee 

effort, satisfaction, and job performance. Elci and Alpkan (2009) found that managers 

influence work satisfaction by ensuring that organizations work by professional codes 

and ensuring an ethical climate. They stated, an ñethical climate could be used as a 

powerful tool for superior performance. Creating, announcing, and encouraging a 

convenient ethical climate appears to be a must to increase work satisfaction in 

organizations and obtain both managerial and economic benefitsò (Elci & Alpkan, 2009, 

p. 307). 

 Masood, Dani, Burns, and Backhouse (2006) concluded that 94.5 per cent of 

transformational leaders preferred to cultivate a family or clan culture that focused on 

teamwork, employee involvement programs, and commitment to employees. This type of 

culture was proven to increase employee satisfaction, while promoting teamwork, and 

innovation. A family relationship was one of the ñmost important elements that 

influenced employeesô overall satisfaction with their firmò (Mihajlovic, Zivkovic, 

Prvulovic, Strbac, & Zivkovic, 2008, p. 84) because it inspired confidence and improved 

morale. Confidence, morale, job satisfaction, and commitment; all byproducts of 

transformational leadership behavior, are argued to enhance meaningfulness and 

importance by linking jobs to the purpose, goals, and mission of the organization 
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(Purvanova, Bono, & Dzieweczynski, 2006), through promoting role clarity (Nielsen, 

Randall, Yarker, & Brenner, 2008). Other leadership behaviors that positively influenced 

role clarity and job satisfaction included setting a clear and attractive vision, displaying 

clear values through role modeling, ensuring that employees had the necessary 

information to work toward the shared vision, and giving employees knowledge and 

support while empowering them to develop skills required to do the job (Nielsen, 

Randall, Yarker, & Brenner, 2008). Through role clarity, transformational leaders gave 

ñpeople the ability to see beyond the present problems of the day-to-day endeavors and 

provide stimulation to work harder and collectively with others, realizing the meaningful 

interrelationship of both the vision and their workò (Nielsen, Randall, Yarker, & Brenner, 

2008, p. 19).        

 Results indicated that empowerment moderated the relationship of leadership 

behavior and job satisfaction (Fuller, Morrison, Jones, Bridger, & Brown, 1999). ñIf 

managers want to increase job satisfaction of employees, they must be more supportive 

and give staff opportunities for advancementò (Rad & De Moraes, 2009, p. 61).   

An employee can be satisfied with the basic content of the job but may be 

frustrated if it does not allow one to grow or move in to roles in other areas of the 

organization. Access to opportunity to learn and grow is an important component 

of structural empowerment. (Lautizi, Laschinger, & Ravazzolo, 2009, p. 447)  

 Rad and De Moraes (2009) further believed that creating satisfaction in a job by 

empowering employees to grow required motivating and challenging workers with a 

scope of enrichment and interest, and recommended that ñmanagers provide equal 

promotion opportunities for employees that would promote them to positions and 
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increase their involvement in decision-makingò (p. 61). ñTransformational leaders 

employ a visionary and creative style of leadership that inspires employees to broaden 

their interest in their work and to be innovative and creativeò (Nielsen, Randall, Yarker, 

& Brenner, 2008, p. 16). Helpert (2006) postulated that managers who failed to challenge 

or empower employees risked loosing their most valuable resource to opportunities at 

other organizations, increasing employee turnover. Helpert (2006) believed that the key 

to increasing job satisfaction and lowering the high cost of employee turnover was to 

keep employees from stagnating through empowering workers to assume responsibility 

and hone leadership skills, while promoting career development opportunities. Lautizi, 

Laschinger, and Ravazzolo (2009) echoed Helpert by pointing out that empowering 

leaders enhanced job satisfaction and prevented burnout by promoting professional 

development and enhancing person-job fit.   

Commitment 

 Organizational commitment was comprised of three dimensions: a) affective 

commitment, referred to the employeeôs ñattachment to, identification with, and 

involvement in the organizationò (Kent & Chelladurai, 2001, p. 141); b) normative 

commitment, referred to the employees feeling of obligation to the organization; and c) 

continuance commitment, referred to employees who had an awareness of the cost 

associated with leaving the organization (Kent & Chelladurai, 2001). ñCommitment is the 

strength of an individualôs identification with and involvement in a particular 

organizationò (Pataraarechachai & Ussahawanitchakit, 2009, p. 112), and was shown to 

be negatively related to turnover, burnout, and intentions to leave (Jaskyte, 2003). 

Pataraarechachai & Ussahawanitchakit (2009) believed that based on research, it 
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appeared that leadership style may have been the ñimperfectly mobile asset linked to 

followers commitmentò (p. 109). Correlation results indicated that significant positive 

relationships existed between transformational leadership behaviors, organizational 

commitment, and job satisfaction (A. N. K. Chen & Edgington, 2005), and increased 

organizational performance (L. Y. Chen, 2004). Chen, L .Y. (2004) believe that 

ñcontinuance commitment and perceived costs associated with leaving the firm were 

found to be negatively correlated with job performanceò (p. 434), while Kent & 

Chelladurai (2001) found that transformational leadership behaviors in particular 

significantly correlated to both normative commitment as well as affective commitment. 

Research indicated that transformational leadership positively influenced commitment for 

several reasons. ñTransformational leadership influences learning climate, learning 

enthusiasm, and work commitment. Learning climate and learning enthusiasm, in turn, 

affect work commitment, which then leads to behavioral outcomesò (Pataraarechachai & 

Ussahawanitchakit, 2009, p. 110), such as voluntary performance and employee 

productivity. These factors were critical in the research related to commitment because 

opposite behavioral outcomes led to absenteeism, grievances, and staff turnover that 

became very costly to organizations (T.-Y. Chen, Hwang, & Liu, 2009).  

 Chen, T.-Y., Hwang, & Liu (2009) found that another key characteristic of 

transformational leadership that effected employee commitment and voluntary 

performance was trust and satisfaction in their leader. They posited ñFollower trust 

commitment, and satisfaction exerted mediating effects on the relationship between 

idealized leadership and various measures of employee voluntary performanceò (p. 136). 

Transformational leaders strongly and positively influenced employee commitment and 
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voluntary performance because of the reciprocal relationship that existed between leader 

and follower. ñTransformational leaders typically hold a sense of moral obligation to the 

organization as an end value, which in turn is adopted by subordinatesò (Mathieu & 

Zajac, 1990, p. 447). ñLeaders who treat colleagues with dignity, respect, and 

commitment to othersô best interests have found that the pay-off from that treatment 

comes in improved performanceò (Caldwell & Dixon, 2010, p. 91). When trust was 

earned by the leader, trust was returned in-kind. 

 Jaskyte (2003) believed that leadership behaviors that initiated structure through 

creating vision, planning, clarifying roles, and problem solving, while being supportive 

and consulting, significantly correlated with commitment. Characteristic leaders not only 

articulated a vision, but made the vision shared, fostering ties with subordinates that 

resulted in goals. Because goal commitment resulted in rational appraisals and 

clarification of what was expected, visionary leadership resulted in heightened goal 

commitment.      

Summary 

ñLeadership has been studied for many centuries and can be traced to writings 

from the philosopher Epictetus in the first century A.D.ò (Butler & Chinowsky, 2006, p. 

120).  Yet, as Burns (1978) suggested, though one of the most observed, leadership 

remained one of the least understood phenomena on earth. ñFor much of its history, 

leadership theory and the empirical supporting research have been regarded as a fractured 

and confusing set of contradictory findings and assertions without coherence or 

interpretabilityò (Chemers, 2000, p. 27). Many researchers such as Butler & Chinowsky 

(2006), and Rost (1993), suggested even scholars still lacked consensus as to what the 
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definition of leadership should be. Bennis (2007) posited that because the subject was 

desperately important, it was critical for leadership scholars to understand what can be 

said with authority about leadership while attempting to develop a unifying theory 

because the discussion remained vast, amorphous, and slippery. Due to fragmentation, 

conflicting findings, and literature that lacked an integrative academic framework of 

theory (Bennis, 2007; Van Vugt, Hogan, & Kaiser, 2008; Chemers, 2000), from a 

scholarly standpoint leadership studies remained ñan emerging discipline devoted, as the 

name suggests, to the study of leadership as it is practiced in different organizations and 

societiesò (Rost, 1993, p. 1). Though during most of the twentieth century leadership was 

studied from a single discipline approach such as business leadership, psychological 

leadership, and educational leadership, a recent trend suggested that a new 

multidisciplinary approach emerged that allowed scholars to think fundamentally new 

thoughts about leadership that did not exist previously (Rost, 1993) and has greatly 

increased our understanding of the phenomenon. Interestingly however; Bennis (2007) 

posited ñafter studying leadership for six decades, I am struck by how small is the body 

of knowledgeò (p. 5) indicating we had much left to accomplish.  

The purpose of this chapter was to summarize the theories, previous research, 

concepts, and ideologies related to the independent variable (transformational leadership 

behavior), and dependent variables (job-satisfaction, and production per FTE) in order to 

identify the current body of work and explain the background of this study. This review 

of literature was organized into three sections: 

1. Theories and research related to leader behavior. 

a. History of leadership research and classical theories 



 63 

b. Transformational leadership 

c. Leadership Practices Inventory  

i. Model the way 

ii.  Inspire a shared vision 

iii.  Challenge the process 

iv. Enable others to act 

v. Encourage the heart 

2. Theories and research related to job-satisfaction. 

a. Classical theories 

b. Intentions to quit and employee turnover 

c. Job Descriptive Index 

i. Work on present job 

ii.  Present pay 

iii.  Opportunities for promotion 

iv. Supervision 

v. Coworkers 

3. Research related to the impact of leadership behavior upon job-satisfaction. 

a. Commitment 

The following chapter outlined the design of this research project as well as the 

methodology for conducting the research.  
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CHAPTER III  

RESEARCH DESIGN AND METHODOLOGY 

Introduction 

Autonomous professional organizations have been unique and as a result, have 

been difficult to compare to any other type of organization. What made these 

organizations different is that they were operated by professionals such as doctors, 

lawyers, accountants, and dentists who not only made micro-level decisions about issues 

such as patient care, but also made the macro-level decisions about the organization such 

as policy, direction, and human resources issues (Brock, 2006). Autonomous professional 

organizations presented challenges that were unprecedented versus other organizational 

structures (Satow, 1975), and have been ñan under-researched organizational formò 

(Hinnings, Brown, & Greenwood, 1991, p. 375). These challenges found their genesis in 

numerous nuances that stemmed from a professionals autonomous way of dealing with 

his or her client and peer relationships. 
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This dissertation studied the relationship of transformational leadership behaviors 

to job satisfaction, and employee performance in autonomous professional organizations. 

The study was based on a correlation of the results of two organizational assessments and 

compared to production per full-time equivalent (FTE) in independent dental practices 

located in Southwest Missouri. Dental practices in Southwest Missouri were studied 

because the majority of dental services had been provided by dentists working in private 

practice settings (Roven & Mash, 1982). Private practice dentists ñnot only treated 

patients, but they also ran a small business that addressed such concerns as customer 

satisfaction, paperwork processing, patient scheduling, and rewards as well as 

compensation for staffò (Kaldenberg & Gobeli, 1995), fitting the description of an 

autonomous professional organization. 

Research Questions 

The general question this study attempted to answer was: ñDo transformational 

leadership behaviors affect job satisfaction and production per FTE in autonomous 

professional organizations?ò That general question comprised other related questions: 

1. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect job satisfaction in 

autonomous professional organizations? 

2. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect production per FTE in 

autonomous professional organizations? 



 66 

3. Did job satisfaction have an effect on production per FTE in autonomous 

professional organizations? 

Research Hypotheses 

 The following null research hypotheses were explored in this study: 

 Null research hypothesis 1. There was no significant relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 

Alternative research hypothesis 1. There was a positive relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 

 Null research hypothesis 2. There was no significant relationship between 

transformational leadership behavior and production per FTE in the group of seven dental 

practices located in southwest Missouri. 

 Alternative research hypothesis 2. There was a positive relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri.  

 Null research hypothesis 3. There was no significant relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

 Alternative research hypothesis 3. There was a positive relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 
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Selection of Subjects 

 The target population of this study was independent dental practices in the 

southwest region of Missouri. Because there was little research available as of February 

2010; the time of this study, regarding transformational leadership behavior, job 

satisfaction, and performance in autonomous professional organizations (Hinnings, 

Brown, & Greenwood, 1991), and no scholarly research done on dental practices, 

coupled with the geographic obstacles involved in acquiring a large random sample, a 

convenience sample was conducted by the researcher consisting of seven practices. These 

practices were invited by the researcher to participate in the study during an annual dental 

continuing education lecture in Springfield, Missouri.  

 During the study, a total of 36 questionnaires were personally delivered and 

administered by the researcher to the staff employees of individual dental practices and 

seven questionnaires were personally delivered and administered by the researcher to the 

dentists owning and operating these practices. 

Instrumentation 

 This study utilized two instruments to collect data for this research. The study 

utilized the Leadership Practices Inventory (Observer) (LPI) (Kouzes & Posner, 2007), 

and the Abridged Job Descriptive Index (JDI), which includes the Abridged Job In 

General Scale (JIG) (Balzer et al., 1997). In addition to these two instruments a brief 

demographic survey was attached that included questions for staff employees related to 

age, gender, and experience and additional questions for the dentist that assisted in 

ascertaining profitability. 
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Demographic Survey 

 A demographic survey developed by the researcher (Appendix A, & B) was used 

in this study. This survey was used to collect personal data from each employee and 

dentist including: gender, age, time in profession, and time at current employer. The 

dentistôs survey also included the questions: 2009 production, number of employees in 

2009, and total number of employee hours worked in 2009. 

Leadership Practices Inventory (Observer) 

 The LPI was developed in 1987 based on the groundbreaking studies pioneered in 

1983 by Jim Kouzes and Barry Posner. The LPI (observer) measured the employeesô 

perception of the five leadership competencies of exemplary leaders exhibited by the 

dentists who participated in the study. The five competencies were 1) challenging the 

process, 2) inspiring a shared vision, 3) enabling others to act, 4) modeling the way, and 

5) encouraging the heart (Kouzes & Posner, 2007). The LPI (Appendix C) consisted of 

30 items, 6 for each leadership behavior. Each item was scored using a ten point Likert 

scale ranging from 1 = ñalmost neverò to 10 = ñalmost alwaysò (Kouzes & Posner, 

2003b), indicating how frequently a behavior was engaged. Use of the LPI was granted 

by Kouzes Posner International in January, 2010 (Appendix D). 

 Internal reliability for the LPI, as measured by Cronbachôs Alpha was strong. In 

the most recent edition of the LPI a sample from over 1.1 million respondents reported 

scores above  .70 which ñare generally regarded as very goodò (Posner, 2009, Æ 1). Each 

of the five practices of exemplary leaders for the observerôs only instrument recorded 

coefficients of: Model the way, .84; Inspire a shared vision, .92; Challenge the process, 

.86; Encourage others to act, .86; and Encourage the heart, .92 (Posner, 2009). A 
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regression analysis of the following ten demographic variables was used to examine 

whether or not variances in leadership practices could be accounted for by possible 

differences across respondents: age, country location, education, ethnicity, gender, 

functional area, hierarchical level, industry classification, length of time with company, 

and size of organization. The results indicated that the demographic variables accounted 

for no more than one percent, and that even when these variables were tested against all 

five transformational leadership practices combined, the amount of explained variance 

was still only around one percent (Posner, 2009). ñIn other words, little to no explained 

variance in leadership practices is provided by understanding various demographic 

variables about the respondentò (Posner, 2009, ¶ 8).        

Abridged Job Descriptive Index and Job in General Scales 

  The JDI and JIG scales were developed by a group of researchers led by Patricia 

Cain Smith at Bowling Green State University in 1975 to measure employeesô 

satisfaction with their jobs. The current revision of the full-length JDI and JIG scales 

consisted of 90 items measuring five facets of job satisfaction. The items were: 1) work 

on present job, 2) present pay, 3) opportunities for promotion, 4) supervision, and 5) 

people at work, while the JIG scale measured the general feelings individuals have 

toward their jobs. Due to the researcher personally delivering and administering each JDI 

and JIG assessment in conjunction with the LPI assessment, the Abridged JDI (AJDI) and 

JIG (AJIG) scales (Appendix E) were used in this research to measure job-satisfaction of 

the staffs of dental practices in the study. The AJDI consisted of five items for each facet 

of job-satisfaction (25 total items), and the AJIG contained eight items for a total of 33 

items. Each item consisted of a short statement describing the employeeôs feelings about 
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their job. The respondents were expected to respond ñyesò, ñnoò, or ñ?ò if uncertain. For 

items that were worded favorably a ñyò response indicated satisfaction and received three 

points, ñnò received zero points, and a ñ?ò received one point. For items that were worded 

unfavorably, a ñyò response indicated dissatisfaction and received zero points while an 

ñnò received three points and a ñ?ò received one point. Use of the AJDI and AJIG scales 

was granted by Bowling Green State University in February, 2010. Use of the AJDI and 

AJIG scales were granted by the Department of Psychology at Bowling Green State 

University in January, 2010 (Appendix F). 

 A five year validation process of the JDI began in 1959 as a series of studies using 

four unique samples. Based on the results, the JDI measures ñwere found to possess high 

levels of discriminant and convergent validityò (Balzer et al., 1997, p. 51) and ñfound that 

the direct scoring procedure (responding Y, N, or ? to phrases describing oneôs present 

job) was the best response formatò (Balzer et al., 1997, p. 51). In further studies the 

instrument was found to correlate to behavioral measures such as performance, 

absenteeism, and termination decisions (Balzer et al., 1997). Since 1985 the JDI has been 

revised two times. To update the instrument and ñretain the original high scale reliability 

and validity, a new five year project was begun in 1985 to revise the JDI resulting in 

revisions that reflected ñchanges over time in jobs and in the colloquial use of languageò 

(Balzer et al., 1997, p. 52) that could have affected the characteristics of several JDI 

items. In 1997 the JDI was revised again in order to address the affects of job satisfaction 

or dissatisfaction as a mental health outcome of stress (Balzer et al., 1997). ñInternal 

reliability estimates for each subscale of the 1997 JDI and JIG were calculated from the 

approximately 1600 cases of the national norm dataò (Balzer et al., 1997, p. 55). The 
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following coefficient alpha values were found: Work, .90; Pay, .86; Opportunities for 

promotion, .87; Supervision, .91; Co-workers, .91; Job in general, .92 (Balzer et al., 

1997).  

 Development of the JIG scale began in 1989 as a compliment to the JDI. The JIG 

scale was developed to evaluate how individuals feel about the global, long-term outlook 

of their job, capturing the ñgeneral affective component of job satisfactionò (Balzer et al., 

1997, p. 57). Data was collected ñfrom 4490 respondents from a large number of 

organizationsò (Balzer et al., 1997, p. 58). Validation was demonstrated by correlation 

with other global measures of satisfaction such as the Brayfield and Rothe scale, the 

ñFacesò scale, and a simple numerical rating scale, resulting in correlations ranging from 

.66 to .80 (Balzer et al., 1997). The JIG consistently correlated highly with measures 

including ñintention to leave, job satisfaction, identification with the work organization, 

and trust in managementò (Balzer et al., 1997, p. 58). Reliability of the JIG resulted in an 

alpha coefficient exceeding .90 in each of the samples from the Bowling Green data pool 

(Balzer et al., 1997).        

Data Collection 

 The data for this research were collected by the researcher personally at each of 

the seven dental practices participating in the study in February, 2010. The researcher 

made arrangements with the managing dentist practitioners to arrive at their practice 

either prior to opening for the day or during the lunch hour of each practice. During this 

time, the researcher met with the staff members, described the importance and scope of 

the study, and detailed the instructions for completing the LPI, AJDI & AJIG, 

demographic survey, and informed consent form. The participants were informed at these 
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meetings that their responses were confidential and that neither the participants nor 

practices would be named in this study. The participants were also encouraged to be 

honest and assured that their evaluation of the dentist would be anonymous. The length of 

time to complete the surveys ranged from 20 minutes to 35 minutes with a mean time of 

31 minutes. To help assure anonymity and confidentiality, each participant was instructed 

to deposit their completed instruments within an envelope that was sealed by a designated 

office staff member and not opened until the researcher left the office. As the instruments 

for each practice were completed, the data were separated into two categories: 1) staff, 2) 

dentists, for data analysis. 

Data Analysis 

 Quantitative data were obtained from the LPI, and AJDI which included the 

AJIG. T-tests, correlations, and regressions were used to answer the following research 

questions:  

1. Did the five practices of exemplary leadership (model the way, inspire a shared 

vision, challenge the process, enable others to act, and encourage the heart) as 

defined by Kouzes and Posner (2007) affect job satisfaction in autonomous 

professional organizations? 

2. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect production per FTE in 

autonomous professional organizations? 

3. Did job satisfaction have an effect on production per FTE in autonomous 

professional organizations? 
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The researcher correlated perceived transformational leadership behaviors of 

dentists to job satisfaction of staff members, and production per FTE. In addition, the 

researcher determined the extent to which each of the five leadership competencies as 

defined by Kouzes and Posner (2007) related to each measure of job satisfaction as 

defined by Balzer et al. (1997). In the following chapter, tables and graphs were used to 

present and analyze the data and findings.  
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CHAPTER IV 

PRESENTATION AND ANALYSIS OF THE DATA 

Introduction 

This dissertation studied the relationship of transformational leadership behaviors 

to job satisfaction, and employee performance in autonomous professional organizations. 

The study was based on a correlation of the results of two organizational assessments and 

compared to production per full-time equivalent (FTE) in independent dental practices 

located in Southwest Missouri. Dental practices in Southwest Missouri were studied 

because the majority of dental services had been provided by dentists working in private 

practice settings (Roven & Mash, 1982). Private practice dentists ñnot only treated 

patients, but they also ran a small business that addressed such concerns as customer 

satisfaction, paperwork processing, patient scheduling, and rewards as well as 

compensation for staffò (Kaldenberg & Gobeli, 1995), fitting the description of an 

autonomous professional organization. 
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Research Questions 

The general question this study attempted to answer was: ñDo transformational 

leadership behaviors affect job satisfaction and production per FTE in autonomous 

professional organizations?ò That general question comprised other related questions: 

1. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect job satisfaction in 

autonomous professional organizations? 

2. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect production per FTE in 

autonomous professional organizations? 

3. Did job satisfaction have an effect on production per FTE in autonomous 

professional organizations? 

Research Hypotheses 

 The following null research hypotheses were explored in this study: 

 Null research hypothesis 1. There was no significant relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 

Alternative research hypothesis 1. There was a positive relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 
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 Null research hypothesis 2. There was no significant relationship between 

transformational leadership behavior and production per FTE in the group of seven dental 

practices located in southwest Missouri. 

 Alternative research hypothesis 2. There was a positive relationship between 

transformational leadership behavior and production per FTE in the group of seven dental 

practices located in southwest Missouri.  

 Null research hypothesis 3. There was no significant relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

 Alternative research hypothesis 3. There was a positive relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

Selection of Subjects 

 The target population of this study was independent dental practices in the 

southwest region of Missouri. Because there was little research available as of February 

2010; the time of this study, regarding transformational leadership behavior, job 

satisfaction, and performance in autonomous professional organizations (Hinnings, 

Brown, & Greenwood, 1991), and no scholarly research done on dental practices, 

coupled with the geographic obstacles involved in acquiring a large random sample, a 

convenience sample was conducted by the researcher consisting of ten practices. These 

practices were invited by the researcher to participate in the study during an annual dental 

continuing education lecture in Springfield, Missouri.  
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 During the study, a total of 36 questionnaires were personally delivered and 

administered by the researcher to the staff employees of individual dental practices and 

seven questionnaires were personally delivered and administered by the researcher to the 

dentists owning and operating these practices. 

Instrumentation 

 This study utilized two instruments to collect data for this research. The study 

utilized the Leadership Practices Inventory (Observer) (LPI) (Kouzes & Posner, 2007), 

and the Abridged Job Descriptive Index (JDI), which includes the Abridged Job In 

General Scale (JIG) (Balzer et al., 1997). In addition to these two instruments a brief 

demographic survey was attached that included questions for staff employees related to 

age, gender, and experience and additional questions for the dentist that assisted in 

ascertaining profitability. 

Demographic Survey 

 A demographic survey developed by the researcher (Appendix A, & B) was used 

in this study. This survey was used to collect personal data from each employee and 

dentist including: gender, age, time in profession, and time at current employer. The 

dentistôs survey also included the questions: 2009 production, number of employees in 

2009, and total number of employee hours worked in 2009. 

Leadership Practices Inventory (Observer) 

 The LPI was developed in 1987 based on the groundbreaking studies pioneered in 

1983 by Jim Kouzes and Barry Posner. The LPI (observer) measured the employeesô 

perception of the five leadership competencies of exemplary leaders exhibited by the 

dentists who participated in the study. The five competencies were 1) challenging the 
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process, 2) inspiring a shared vision, 3) enabling others to act, 4) modeling the way, and 

5) encouraging the heart (Kouzes & Posner, 2007). The LPI (Appendix C) consisted of 

30 items, 6 for each leadership behavior. Each item was scored using a ten point Likert 

scale ranging from 1 = ñalmost neverò to 10 = ñalmost alwaysò (Kouzes & Posner, 

2003b), indicating how frequently a behavior was engaged. Use of the LPI was granted 

by Kouzes Posner International in January, 2010 (Appendix D). 

 Internal reliability for the LPI, as measured by Cronbachôs Alpha was strong. In 

the most recent edition of the LPI a sample from over 1.1 million respondents reported 

scores above  .70 which ñare generally regarded as very goodò (Posner, 2009, Æ 1). Each 

of the five practices of exemplary leaders for the observerôs only instrument recorded 

coefficients of: Model the way, .84; Inspire a shared vision, .92; Challenge the process, 

.86; Encourage others to act, .86; and Encourage the heart, .92 (Posner, 2009). A 

regression analysis of the following ten demographic variables was used to examine 

whether or not variances in leadership practices could be accounted for by possible 

differences across respondents: age, country location, education, ethnicity, gender, 

functional area, hierarchical level, industry classification, length of time with company, 

and size of organization. The results indicated that the demographic variables accounted 

for no more than one percent, and that even when these variables were tested against all 

five transformational leadership practices combined, the amount of explained variance 

was still only around one percent (Posner, 2009). ñIn other words, little to no explained 

variance in leadership practices is provided by understanding various demographic 

variables about the respondentò Posner, 2009, Æ 8).        
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Abridged Job Descriptive Index and Job in General Scales 

  The JDI and JIG scales were developed by a group of researchers led by Patricia 

Cain Smith at Bowling Green State University in 1975 to measure employeesô 

satisfaction with their jobs. The current revision of the full-length JDI and JIG scales 

consisted of 90 items measuring five facets of job satisfaction. The items were: 1) work 

on present job, 2) present pay, 3) opportunities for promotion, 4) supervision, and 5) 

people at work, while the JIG scale measured the general feelings individuals have 

toward their jobs. Due to the researcher personally delivering and administering each JDI 

and JIG assessment in conjunction with the LPI assessment, the Abridged JDI (AJDI) and 

JIG (AJIG) scales (Appendix E) were used in this research to measure job-satisfaction of 

the staffs of dental practices in the study. The AJDI consisted of five items for each facet 

of job satisfaction (25 total items), and the AJIG contained eight items for a total of 33 

items. Each item consisted of a short statement describing the employeeôs feelings about 

their job. The respondents were expected to respond ñyesò, ñnoò, or ñ?ò if uncertain. For 

items that were worded favorably a ñyò response indicated satisfaction and received three 

points, ñnò received zero points, and a ñ?ò received one point. For items that were worded 

unfavorably, a ñyò response indicated dissatisfaction and received zero points while an 

ñnò received three points and a ñ?ò received one point. Use of the AJDI and AJIG scales 

was granted by Bowling Green State University in February, 2010 (Appendix F).  

 A five year validation process of the JDI began in 1959 as a series of studies using 

four unique samples. Based on the results, the JDI measures ñwere found to possess high 

levels of discriminate and convergent validityò (Balzer et al., 1997, p. 51) and ñfound that 

the direct scoring procedure (responding Y, N, or ? to phrases describing oneôs present 
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job) was the best response formatò (Balzer et al., 1997, p. 51). In further studies the 

instrument was found to correlate to behavioral measures such as performance, 

absenteeism, and termination decisions (Balzer et al., 1997). Since 1985 the JDI has been 

revised two times. To update the instrument and ñretain the original high scale reliability 

and validity, a new five year project was begun in 1985 to revise the JDI resulting in 

revisions that reflected ñchanges over time in jobs and in the colloquial use of languageò 

(Balzer et al., 1997, p. 52) that could have affected the characteristics of several JDI 

items. In 1997 the JDI was revised again in order to address the affects of job satisfaction 

or dissatisfaction as a mental health outcome of stress (Balzer et al., 1997). ñInternal 

reliability estimates for each subscale of the 1997 JDI and JIG were calculated from the 

approximately 1600 cases of the national norm dataò (Balzer et al., 1997, p. 55). The 

following coefficient alpha values were found: Work, .90; Pay, .86; Opportunities for 

promotion, .87; Supervision, .91; Co-workers, .91; Job in general, .92 (Balzer et al., 

1997).  

 Development of the JIG scale began in 1989 as a compliment to the JDI. The JIG 

scale was developed to evaluate how individuals feel about the global, long-term outlook 

of their job, capturing the ñgeneral affective component of job satisfactionò (Balzer et al., 

1997, p. 57). Data was collected ñfrom 4490 respondents from a large number of 

organizationsò (Balzer et al., 1997, p. 58). Validation was demonstrated by correlation 

with other global measures of satisfaction such as the Brayfield and Rothe scale, the 

ñFacesò scale, and a simple numerical rating scale, resulting in correlations ranging from 

.66 to .80 (Balzer et al., 1997). The JIG consistently correlated highly with measures 

including ñintention to leave, job satisfaction, identification with the work organization, 
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and trust in managementò (Balzer et al., 1997, p. 58). Reliability of the JIG resulted in an 

alpha coefficient exceeding .90 in each of the samples from the Bowling Green data pool 

(Balzer et al., 1997).        

Data Collection 

 The data for this research were collected by the researcher personally at each of 

the seven dental practices participating in the study in February, 2010. The researcher 

made arrangements with the managing dentist practitioners to arrive at their practice 

either prior to opening for the day or during the lunch hour of each practice. During this 

time, the researcher met with the staff members, described the importance and scope of 

the study, and detailed the instructions for completing the LPI, AJDI & AJIG, 

demographic survey, and informed consent form. The participants were informed at these 

meetings that their responses were confidential and that neither the participants nor 

practices would be named in this study. The participants were also encouraged to be 

honest and assured that their evaluation of the dentist would be anonymous. The length of 

time to complete the surveys ranged from 20 minutes to 35 minutes with a mean time of 

31 minutes. To help assure anonymity and confidentiality, each participant was instructed 

to deposit their completed instruments within an envelope that was sealed by a designated 

office staff member and not opened until the researcher left the office. As the instruments 

for each practice were completed, the data were separated into two categories: 1) staff, 2) 

dentists, for data analysis. 
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Analysis and Presentation of Findings 

 Regressions, T-tests, and correlations were used to measure relationships between 

the variables of this study. Pearson correlations however were very useful in describing 

the variable relationships and therefore used to articulate the correlations within all 

hypotheses. Positive correlations were represented by values between 0.00 and +1.00. 

The closer the values were to +1.00, the stronger the correlation. A weak correlation was 

represented by values between 0.00 and 0.30. A moderate correlation was represented by 

values between 0.30 and 0.70, while values greater than 0.70 represented strong 

correlations. The researcher used LPI total scores to represent leadership behavior, JIG 

scores to represent overall job satisfaction, and production per FTE to represent the 

production of each practice.  

 The values of Pearson correlations in this study ranged from a low of -.170 

representing the relationship of leadership behavior to production per FTE to a high score 

of .691 representing the relationship of leadership behavior to overall job satisfaction. 

Because the highest Pearson correlation fell in the moderate scale each null research 

hypotheses were accepted, while each alternative research hypotheses were rejected.    

 Null Research Hypothesis1: There was no significant relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri.  

 As evidenced by table 1, though the relationship between leadership behavior and 

overall job satisfaction was the most significant within the study, they only attained a 

Pearson correlation value of .691 which represented only moderate significance. For this 

reason the null was accepted while the alternative was rejected.  
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        Null research hypothesis 2. There was no significant relationship between 

transformational leadership behavior and production per FTE in the group of seven dental 

practices located in southwest Missouri. 

 As evidenced by table 1, the relationship between leadership behavior and 

production per FTE resulted in a negative Pearson correlation value of -.170. Therefore, 

the null hypothesis was accepted while the alternative hypothesis was rejected. 

   Null research hypothesis 3. There was no significant relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

 As evidenced by table 1, the relationship between job satisfaction and production 

per FTE resulted in a Pearson correlation value of .108, representing only a weak 

relationship. For this reason the null hypothesis was accepted and the alternative was 

rejected.   
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Table 1 

Correlations 

  Average 

Employee LPI 

Score 

Average Job 

Satisfaction 

Production 

Per FTE 

Average Employee LPI 

Score 

Pearson Correlation 1 .691 .108 

Sig. (2-tailed)  .086 .819 

Sum of Squares and 

Cross-products 

9671.554 229.806 976781.871 

Covariance 1611.926 38.301 162796.979 

N 7 7 7 

Average Job 

Satisfaction 

Pearson Correlation .691 1 -.170 

Sig. (2-tailed) .086  .716 

Sum of Squares and 

Cross-products 

229.806 11.451 -53025.396 

Covariance 38.301 1.908 -8837.566 

N 7 7 7 

Production Per FTE Pearson Correlation .108 -.170 1 

Sig. (2-tailed) .819 .716  

Sum of Squares and 

Cross-products 

976781.871 -53025.396 8.533E9 

Covariance 162796.979 -8837.566 1.422E9 

N 7 7 7 

 

Table 2 represented evidence that amalgamated the Pearson correlations providing 

evidence that leadership behavior had an insignificant relationship with overall job 

satisfaction and production per FTE in the group of seven dental practices studied in 

southwest Missouri. While table 1 displayed the overall relationships between leadership 

practices, job satisfaction, and production per FTE, table 2 was expanded to display 

paired sample correlations of each of the five measurements of transformational 

leadership behavior as defined by Kouzes and Posnerôs LPI and overall job satisfaction as 
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measured by the JIG. As evidenced by table 2, the highest correlation was the 

relationship between enabling others to act and job satisfaction which resulted in a value 

of .462. While the lowest correlation was the relationship between challenge the process 

and job satisfaction which resulted in a value of .383. Each of the eight correlations 

measured in this dissertation resulted in values below the significant level. The following 

chapter discussed those findings, and conclusions, and made recommendations for further 

research. 

   

Table 2 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Paired Samples Correlations 

  N Correlation Sig. 

Pair 1 Model The Way & Job 

In General 

43 .395 .009 

Pair 2 Inspire A Shared Vision 

& Job In General 

43 .414 .006 

Pair 3 Challenge The Process 

& Job In General 

43 .383 .011 

Pair 4 Enable Others To Act & 

Job In General 

43 .462 .002 

Pair 5 Encourage The Heart & 

Job In General 

43 .418 .005 

Pair 6 Total LPI Score & Job 

In General 

43 .447 .003 

Pair 7 Total LPI Score & 

Production Per Full 

Time Equivalent 

7 -.119 .800 

Pair 8 Job In General & 

Production Per Full 

Time Equivalent 

7 .387 .390 
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CHAPTER V 

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 

Introduction 

 This dissertation studied the relationship of transformational leadership behaviors 

to job satisfaction, and employee performance in autonomous professional organizations. 

The study was based on a correlation of the results of Kouzes & Posnerôs (2003) LPI, and 

the abridged JDI and JIG, as compared to production per full-time equivalent (FTE) in 

independent dental practices located in Southwest Missouri. The five practices of 

exemplary leaders as defined by Kouzes & Posner (2003) were compared for correlation 

to employee overall job satisfaction as measured by the abridged JDI and JIG, and finally 

compared to each organizationôs 2009 production per FTE. The following sections 

summarized the study while discussing the conclusions and recommendations for further 

research. 
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Purpose of the Study 

 In this dissertation, autonomous professional organizations were defined as 

organizations primarily sustaining professionalized occupations such as physicians, 

dentists, and lawyers (Brock, 2006, p. 4). ñThese organizations have a significantly 

different authority structure from corporations because of their control through a 

partnership of professionalsò (Hinnings, Brown, & Greenwood, 1991), or a single 

professional. Autonomous professional organizations presented challenges that were 

unique versus other organizational structures (Satow, 1975), and have been ñan under-

researched organizational formò (Hinnings, Brown, & Greenwood, 1991, p. 375). These 

challenges found their genesis in numerous nuances that stemmed from a professionalôs 

autonomous way of dealing with his or her client and peer relationships. De Caluweô 

(2003) pointed to several of these characteristics: each professional is learned/has learned 

a lot, knew best how to practice his profession, decided himself how his relationship with 

clients would be, identified himself more with his profession and fellow professionals 

than with the organization, and learned through his own experience and shaped his own 

professionalization. Accordingly, ñthe opinion of someone else is valued less than their 

own opinion, for why should a colleague know better?ò (Hinnings, Brown, & 

Greenwood, 1991, p. 377), further amplifying employee antipathy that can occur within 

an autonomous professional organization such as a dental  practice where dentists ñnot 

only make the micro-level patient care decisions, but also controlled the macro-level 

decisions about organizational policy and directionò (Brock, 2006, p. 159).  

 For the purpose of this research dental practices in southwest Missouri were 

studied because the majority of dental services had been provided by dentists working in 
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private practices (Roven & Mash, 1982). Private practice dentists ñnot only treated 

patients, but they also ran a small business that addressed such concerns as customer 

satisfaction, paperwork processing, patient scheduling, and rewards as well as 

compensation for staffò (Kaldenberg & Gobeli, 1995). In addition, over the past two 

decades, the practice of dentistry has undergone a demographic transformation that has 

changed the dynamics of financial, business, and leadership models within the industry. 

This change bread increased occupational stress in the practice of dentistry in response to  

time-related pressures, high case loads, financial worries, fearful patients, and staff 

problems (Cooper, Watts, Baglioni, & Kelly, 1988). Work-related stress and staff 

problems reduced job satisfaction and performance by diverting effort away from 

performing job functions and toward the stressors that afflict the organization and 

increase an employees propensity to leave, resulting in increased employee turnover 

(Fried, Shirom, Simona, & Cooper, 2008). In other healthcare related research Rad & De 

Moraes (2009) posited ñjob dissatisfaction is a major cause of absenteeism and turnover 

among healthcare employees, and as such, it affects employeesô organizational 

commitment and the quality of healthcare servicesò (p. 51). ñJob satisfaction is critical to 

attracting and retaining well-qualified personneléwhere long-term specialist training and 

retention issues are highly importantò (Rad & De Moraes, 2009, p. 51). The bridge 

between job satisfaction and financial results was leadership in the dental practice. 

ñGreat leaders move us, they ignite our passion and inspire the best in usò 

(Goleman, Boyatzis, & McKee, 2002, p. 3). ñLeadership means questioning and 

challenging the status quo so that outdated unproductive, or socially irresponsible norms 

can be replaced to meet new challengesò (Daft, 2005, p. 22). In studies conducted by 
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Kouzes and Posner (2007), exemplary leaders, regardless of the type or size of 

organization they lead, were able to mobilize others to accomplish extraordinary things 

by engaging in five common practices of effective leadership: a) modeling the way; b) 

inspiring a shared vision; c) challenging the process; d) enabling others to act; e) 

encouraging the heart (Kouzes & Posner, 2007). These practices characterized 

transformational leadership which ñoccurs when one or more persons engage with others 

in such a way that leaders and followers raise one another to higher levels of motivation 

and moralityò (Burns, 1978, p. 20). Transformational leaders raised the level of 

awareness of followers about the importance of achieving a shared vision, while getting 

followers to transcend their own self-interests for the sake of the organization (Burns, 

1978). Transformational leaders created meaningful work (Purvanova, Bono, & 

Dzieweczynski, 2006), promoted employee well-being (Nielsen, Randall, Yarker, & 

Brenner, 2008), and empowered employees (Kouzes & Posner, 2007) arguably increasing 

job satisfaction, productivity and organizational commitment (Loke, 2001). However, 

ñvery little research related to this subject has been done in health care settings in this 

countryò (Loke, 2001, p. 191), and none was undertaken within the field of dentistry.  

Design and Procedures 

The general question this study attempted to answer was: ñDo transformational 

leadership behaviors affect job satisfaction and production per FTE in autonomous 

professional organizations?ò That general question comprised other related questions: 

4. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 
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heart) as defined by Kouzes and Posner (2007) affect job satisfaction in 

autonomous professional organizations? 

5. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect production per FTE in 

autonomous professional organizations? 

6. Did job satisfaction have an effect on production per FTE in autonomous 

professional organizations? 

The research questions led to the following research hypotheses which were explored in 

this study: 

 Null research hypothesis 1. There was no significant relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 

Alternative research hypothesis 1. There was a positive relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. 

 Null research hypothesis 2. There was no significant relationship between 

transformational leadership behavior and production per FTE in the group of seven dental 

practices located in southwest Missouri. 

 Alternative research hypothesis 2. There was a positive relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri.  
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 Null research hypothesis 3. There was no significant relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

 Alternative research hypothesis 3. There was a positive relationship between job 

satisfaction and production per FTE in the group of seven dental practices in southwest 

Missouri. 

During the study, a total of 36 questionnaires were personally delivered and 

administered by the researcher to the staff employees of individual dental practices and 

ten questionnaires were personally delivered and administered by the researcher to the 

dentists owning and operating these practices. 

This study utilized two instruments to collect data for this research. The study 

utilized the Leadership Practices Inventory (Observer) (LPI) (Kouzes & Posner, 2007), 

and the Abridged Job Descriptive Index (JDI), which includes the Abridged Job In 

General Scale (JIG) (Balzer et al., 1997). In addition to these two instruments a brief 

demographic survey was attached that included questions for staff employees related to 

age, gender, and experience and additional questions for the dentist that assisted in 

ascertaining profitability. 

Qualitative data were obtained from the LPI, and AJDI which included the AJIG. 

T-tests, correlations, and regressions were used to answer the following research 

questions:  

1. Did the five practices of exemplary leadership (model the way, inspire a shared 

vision, challenge the process, enable others to act, and encourage the heart) as 
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defined by Kouzes and Posner (2007) affect job satisfaction in autonomous 

professional organizations? 

7. Did the five practices of exemplary leadership (model the way, inspire a 

shared vision, challenge the process, enable others to act, and encourage the 

heart) as defined by Kouzes and Posner (2007) affect production per FTE in 

autonomous professional organizations? 

8. Did job-satisfaction have an effect on production per FTE in autonomous 

professional organizations? 

The researcher correlated perceived transformational leadership behaviors of 

dentists to job-satisfaction of staff members, and production per FTE. In addition, the 

researcher determined the extent to which each of the five leadership competencies as 

defined by Kouzes and Posner (2007) related to each measure of job-satisfaction as 

defined by Balzer et al. (1997). Tables and graphs were used to present the findings. 

Findings 

The findings of this study were summarized as follows by null hypothesis. The 

first null hypothesis proposed that there was no significant relationship between 

transformational leadership behavior and job satisfaction in the group of seven dental 

practices located in southwest Missouri. Within the seven dental practices surveyed, the 

correlation between transformational leadership behavior and job satisfaction was the 

most significant score. However, the relationship fell just short of reaching high 

significance level resulting in a .691 correlation. Of the five leadership behavior 

categories studied within the LPI, enabling others to act proved to be the highest rated 

leadership behavior within the practices studied as well as resulted in the highest paired 
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correlation to job satisfaction with a value of .462. Out of a total possible score of 60, 

enable others to act had a mean of 43.5, and had the second lowest standard deviation of 

10.4250. Results of this study indicated that encourage the heart confirmed the second 

most significant measurement of leadership behavior producing a correlation to job 

satisfaction of .418, and a mean score of 42.5 out of a total score of 60 with the overall 

lowest standard deviation of 9.7. Though this research somewhat contradicted previous 

research by accepting the null hypothesis, the results affirmed that empowerment 

moderated the relationship of leadership behavior and job satisfaction (Fuller, Morrison, 

Jones, Bridger, & Brown, 1999; Helpert, 2006; Lautizi, Laschinger, & Ravazzolo, 2009; 

Nielsen, Randall, Yarker, & Brenner, 2008; Rad & DeMoraes, 2009), and that ñIf 

managers want to increase job satisfaction of employees, they must be more supportive 

and give staff opportunities for advancementò (Rad & De Moraes, 2009, p. 61).  Rad and 

De Moraes (2009) further believed that creating satisfaction in a job by empowering 

employees to grow required motivating and challenging workers with a scope of 

enrichment and interest, and recommended that ñmanagers provide equal promotion 

opportunities for employees that would promote them to positions and increase their 

involvement in decision-makingò (p. 61). ñTransformational leaders employ a visionary 

and creative style of leadership that inspires employees to broaden their interest in their 

work and to be innovative and creativeò (Nielsen, Randall, Yarker, & Brenner, 2008, p. 

16). Helpert (2006) postulated that managers who failed to challenge or empower 

employees risked loosing their most valuable resource to opportunities at other 

organizations, increasing employee turnover. Helpert (2006) believed that the key to 

increasing job satisfaction and lowering the high cost of employee turnover was to keep 
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employees from stagnating through empowering workers to assume responsibility and 

hone leadership skills, while promoting career development opportunities. Lautizi, 

Laschinger, and Ravazzolo (2009) echoed Helpert by pointing out that empowering 

leaders enhanced job satisfaction and prevented burnout by promoting professional 

development and enhancing person-job fit.   

The second null hypothesis proposed that there was no significant relationship 

between transformational leadership behavior and production per FTE in the group of 

seven dental practices located in southwest Missouri. Within the practices studied, the 

research indicated a small relationship between leadership behavior and production per 

FTE resulting in a correlation of .108. This relationship was not significant enough to 

reject the null hypothesis, contradicting previous research (Elci & Alpkan, 2009; Kouzes 

& Posner, 2007; Mosood, Dani, Burns, & Blackhouse, 2006). Interestingly, within the 

seven practices studied, the researcher identified that the dental practice with the highest 

level of production per FTE ($207,000) scored fourth out of seven in transformational 

leadership behavior (192.9), while the dentist scoring third in transformational leadership 

behavior (220.5) had the lowest production per FTE ($100,000), and less than half the 

production per FTE of the highest producing practice. In addition, the dental practice 

with the highest transformational leadership behavior score (265), ranked fifth out of 

seven in production per FTE ($125,000).  

The third null hypothesis proposed that there was no significant relationship 

between job satisfaction and production per FTE in the group of seven dental practices in 

southwest Missouri. The results of this research indicated a correlation of -.170 between 

the relationship of job satisfaction and production per FTE, and concluded that the null 
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hypothesis could not be rejected. This belies the work of previous researchers such as 

Belzer et al. (1997), Elci & Alpkan (2009), Kouzes & Posner (2007), and Mosood, Dani, 

Burns, & Blackhouse (2006), who indicated that job satisfaction had a positive 

relationship to organizational performance. As with the previous null hypothesis; the 

researcher identified an inverse relationship between job satisfaction and production per 

FTE in the seven practices studied. The dental practice that scored highest in job 

satisfaction with a score of 24 out of a possible 25 had the lowest production per FTE in 

the seven practices studied, while the dental practice ranking sixth out of the seven 

practices studied with a job satisfaction score (21.125) enjoyed the highest production per 

FTE.  

   As of the time of this research, the researcher found no studies that examined the 

relationship between leadership behavior and job satisfaction in independent autonomous 

professional organizations and specifically dental practices. These types of organizations 

are ñan under-researched organizational formò (Hinnings, Brown, & Greenwood, 1991, 

p. 375), with challenges that found their genesis in numerous nuances that stemmed from 

a professionalôs autonomous way of dealing with his or her client and peer relationships. 

De Caluweô (2003) pointed to several of these characteristics: each professional is 

learned/has learned a lot, knew best how to practice his profession, decided himself how 

his relationship with clients would be, identified himself more with his profession and 

fellow professionals than with the organization, and learned through his own experience 

and shaped his own professionalization. Accordingly, ñthe opinion of someone else is 

valued less than their own opinion, for why should a colleague know better?ò (Hinnings, 

Brown, & Greenwood, 1991, p. 377), further amplifying employee antipathy that can 
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occur within an autonomous professional organization such as a dental  practice where 

dentists ñnot only make the micro-level patient care decisions, but also controlled the 

macro-level decisions about organizational policy and directionò (Brock, 2006, p. 159). 

Because of the unique nuances of autonomous professional organizations, specifically; 

dental practices located in southwest Missouri, this research challenges the findings of 

previous leadership research that has historically concluded that positive relationships 

existed between transformational leadership behaviors and job satisfaction, 

transformational leadership behaviors and organizational production, and job satisfaction 

and organizational production, begging for further research in the area. 

Conclusions and Recommendations 

 The results of this study offered compelling evidence supporting that 

transformational leadership behaviors have different affects on job satisfaction and 

organizational performance in autonomous professional organizations than in other types 

of organizations that have been historically researched. In fact the results of this research 

found, contrary to previous findings, that transformational leadership behaviors not only 

have less impact on job satisfaction in autonomous professional organizations, but in 

some cases may have an inverse relationship to organizational performance in 

autonomous professional organizations. However, despite the unique findings of this 

research, interesting questions were raised about why results from autonomous 

professional organizations differ from previous research. 

 The first recommendation of this researcher was to further this study to include 

more dental practices than was currently available because increasing the sample size 

could increase the statistical validity of the research. Adding significantly more dental 
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practices might require the researcher to secondly recommend expanding the research 

area beyond the southwest Missouri region, potentially increasing the demographic 

within the study. 

 Secondly, because autonomous professional organizations have been an 

understudied segment of the U.S. economy, it was the recommendation of this researcher 

to expand this study beyond dental practices. Researching other categories of autonomous 

professional organizations such as lawyers, CPAs, private practice medical doctors, 

architects, and private practice financial advisors would further the study of leadership 

behavior, job satisfaction, and organizational production in autonomous professional 

organizations. 

 Finally, because transformational leadership behaviors have historically proven to 

be significantly related to job satisfaction and organizational performance, yet the results 

of research related to professional organizations departed from previous findings, this 

researcher considered the possibility of exploring the importance of additional 

transformational leadership behaviors within the context of this unique type of 

organization. The researcher asked the question: because of the unique nuances of 

autonomous professional organizations, was it possible that the role of perceived 

professional competence played a larger role for leadership in informing organizational 

and role identity, leading to increased job satisfaction and organizational performance 

within autonomous professional organizations? Previous research on transformational 

leadership did little to focus on the role of perceived competence of transformational 

leaders, assuming a generic level of professional competence. However, in autonomous 

professional organizations, perceived professional competence was the entire foundation 
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of the leadersô professional craft and the cornerstone of their entrepreneurial practice. 

Hall (2010) argued that because of its virtue rich paradigm, widespread adoption of 

transformational leadership from an abstract theory required a practical application that 

evolved into a defined discipline aligning more with organizational advancement and less 

with intrinsic enrichment. ñThe study focused on the informing role competence as it was 

both perceived in relation to other servant leadership attributes, and its unique ability to 

inform other attributesò (Hall, 2010, p. 4). He posited that perceived competence was a 

key contributing attribute that aligned achievement, education, certification, intelligence, 

experience, training, and being informed, but little had been done to advance the research 

of competence as an informing value construct of other attributes of transformational 

leadership. To that end, this researcher asked the question; does the role of perceived 

competence inform other attributes of transformational leadership, and have an affect on 

job satisfaction and organizational performance in autonomous professional 

organizations?                   
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APPENDIX A 

STAFF DEMOGRAPHIC SURVEY 
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DEMOGRAPHIC SURVEY (STAFF) 

 

 

Age: _________ 

 

Gender: M/F 

 

Position: _______________________________________________ 

 

Time at Current Employer: ________________________________ 

 

Time in Profession: ______________________________________ 

 

Home Zip Code: _________________________________________ 

 

Zip Code of Practice: ______________________________________ 
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APPENDIX B 

DENTIST DEMOGRAPHIC SURVEY 
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DEMOGRAPHIC SURVEY (DENTIST) 

 

 

Age: _________ 

 

Gender: M/F 

 

Position: _______________________________________________ 

 

Time at Current Employer or in Current Practice: ________________________________ 

 

Time in Profession: ______________________________________ 

 

2009 Production: _________________________________________ 

 

Number of Employees in 2009: _______________________________ 

 

How many Total Hours Did All Employees Work in 2009 (sum the hours of all 

employees for the entire 

year):_____________________________________________________ 
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APPENDIX C 

LEADERSHIP PRACTICES INVENTORY 

(LPI) 
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