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TRANSFORMATIONAL LEADERSHIP: ITS EFFECTS ON JOGBATISFACTION
AND PROFIT PER FULETIME EQUIVALENT IN AUTONOMOUS

PROFESSIONAL ORGANIZATIONS

By
Danny M. Powell Jr.
Oakland City University, 2010

Dr. Bart McCandless, Committee Chairperson

The gener al guestion this study attempted
leadership behaviors affect jaatisfaction and production per FTE in autooos
professional organi zations?06 That gl@neral qu
Did the five practices of exemplary leadership (model the way, inspire a shared vision,
challenge the process, enable others to act, and encourage the hedimpdsg Kouzes
and Posner (2007) affect jeltisfaction 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 encouragatt)eb defined by Kouzes
and Posner (2007) affect production per FTE in autonomous professional organizations?
3) Did jobsatisfaction have an effect on production per FTE in autonomous professional

organizations?



The population of the study constitdteevenindependent 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. 12nd the Abridged Job Descriptive Index (JDI), which
includes the Abridged Job In General Scale ({EBaJzer et al., 1997)n addition to
these two instruments a brief demographic survey was attached that included questions
for staff employees related to age, gended, @xperience and additional questions for the
dentist that assisted in ascertaining profitability.

Based on the findings, the following conclusions are warraiiteelresults of this
study offered compelling evidence supporting that transformationalrrapdehaviors
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 foundacpnib 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 autonomouggsmnal 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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CHAPTERI
INTRODUCTION TO THE STUDY

AOne of the most common and controversial
psychol ogy i s t he(Wearth, Markelp& Forstér, 2006, p.dE3nd hi p o
though one of the most observed, leadership remained one casheelerstood
phenomena on ear{Burns, 1978)In an attempt to undersid 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 behantsubordinate commitment
and satisfaction (Hulin, 1968; Hulin & Smith, 1964; Loke, 2001), yet others have spent
years attempting to simply define the complex t¢piost, 1993) St i | | Al eader shi
remained poorly define(Rost, 1993)with its nature and outcomes transcendbatft,
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 organizatssesisments as
compared to production per falme 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, descrilesighificance, 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 fassional organizations were defined as
organizations primarily sustaining professionalized occupations such as physicians,
dentists, and lawye(®rock,2006) A These organizations have a
authority structure from corporations because of their control through a partnership of
pr of es @Hinmngsa Breva, & Greenwood, 1991)r a single professional.
Autonomous professional organizations presented challenges that wegre veisus
other organizational structur€Satow, 1975) and have -reseaechedian under
ogani zat i (®dlinnngs, Browm, &Greenwood, 1991, p. 37Bhese challenges
found their genesis in numerous nuances that
way of dealing with his or her client and pe
several of these characteristics: each professionalrieel@@as 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 eigoexe and shaped his own
professionalization. Accordingly, fAthe opini

own opinion, for why s h(dinings, Bowng& | | eague know
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Greenwood, 1991, p. 37, Aurther amplifying employee antipathy that can occur within

an autonomous professional organizatiorhsucas a dent al practice wh

only make the micrdevel patient care decisions, but also controlled the rHaee)

deci sions about or gan iBroekt2006,mpalb9) pol i cy and di
For the purpose of this research dental practices in southwest Missouri were

studied because the majority of dental services hadgregied by dentists working in

private practice¢Roven & Mash, 1982) Pr i vat e practice denti sts

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

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

compensat i(Kadenbavg& Gelielg 1995§n addition, over the past two

decades, the practice of distry 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 presures, high case loads, financial worries, fearful patients, and staff

problems(Cooper, Watts, Baglioni, & Kelly, 1988Work-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 @ajeon and

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

(Fried, Shirom, Simona, & Cooper, 2008) other healthcare @ied research Rad & De

Moraes (2009) posited fAjob dissatisfaction i

among healthcare employees, and as such, it

commi t ment and the quality uvsfactitnesa&ritidalioc ar e ser

attracting and retainingwej u al i f i ed p e r sterm specialiétwadnengand | on g
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retention i ssue qRad& [2e Moraeg, 2009, p. bIhinp loridge a nt 0
between job satisfaction and financial results was leadership in the dental practice.

AGreat | eaders movenuandtheygpigaitbeobesrtp
(Goleman, Boyatzis, & McKee, 2002, p.3) iLeader shi p means quest.i
challenging the status quo so that outdated unproduotigacially irresponsible norms
can be repl aced t(Daft,2@08, p. 23)Irestudies koadudteel hyg e s 0
Kouzes and Posner (2007), exemplary leaders, regardless of the type or size of
organization they lead, were able to ntiab 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 hegiouzes & Posner, 2007y hese practices characterized
transformati onal | eadership which Aoccurs wh
in such a way that leaders and followers raise one another to higher levels of motivation
and mo(Buarls,il1978, . 20)Iransformational leaders raised the lefe
awareness of followers about the importance of achieving a shared vision, while getting
followers to transcend their own séffterests for the sake of the organizat{Barns,

1978) Transformational leaders created meaningful wWBrkvanova, Bono, &

Dzieweczynski, 2006)promoted employee welleing(Nielsen, Randall, Yarker, &

Brenner,2008) and empowered employe@ouzes & Posner, 200&rguably increasing

job satisfaction, productivity and organizational commitn{enke, 2001) However,

Avery | ittle research related to this subjec

c 0 u n(Lakey 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 uniqae ancksult,
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, andwbatisis
only made micrdevel decisions about issues such as patient care, but also made the
macralevel decisions about the organization such as policy, direction, and human
resources issugBrock, 2006) Autonomous professional organizations have been built
around the expertise of one professional as sole practitioner, or in many cases structured
as partnerspis 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 firfHinnings, Brown, & Greenwood, 1991) A Thi s pr oduces
di stinctive structure of ownership and autho
(Hinnings, Brown, & Greenwood, 1991, p. 376)

As de Cal uw¢2003)&oinkd outnl@eeakse of their autonomous
pursuit of client and professional rel ations
keen to renounce their independent and cocksure nature, and they behave as if they are
still sel-fe mp | oy e d ohis (igtinctivd characteristic created challenges related to
leadership, culture, politics, and human resources within such structures and resulted in
fragmentation within the organization, medi 0
effectiveness, and necommitment of organizational focde Caluwe' & Vermaak,
2003) These phenomenon sometimes resulted in lowesatibfaction (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
leadership behaviors affect jshtisfactio and revenue per FTE in autonomous
professional organi zations?0 That general qu

1. Did the five practices of exemplary leadership (model the way, inspire a
shared vision, challenge the process, enable others tmd&neourage the
heart) as defined by Kouzes and Posner (2007) affesgjidfaction in
autonomous professional organizations?

2. Did the five practices of exemplary leadership (model the way, inspire a
shared vision, challenge the process, enable otharg,tand 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 populain 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 leadship behavior, job satisfaction, and performance in autonomous
professional organizatiorgslinnings, Brown, & Greenwood, 19919nd 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 okevenpracices. 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 byhte 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 researchypotheses 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 reseach hypotheses 2. There was no significant relationship between
transformational leadership behavior and production per FTE in the greepesidental
practices located in southwest Missouri.

Null research hypothesis 3. There was no significant rektiprbetween job
satisfaction and production per FTE in the groupesfendental practices in southwest
Missouri.

Definition of Terms

The following definitions were terms relevant to this research:

Autonomous professional organizati@drganization opeted 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
manager é

Job SatisfactionFeelings and attitudes a worker had about his or her job.

Leadership BehaviofFor 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 investigad: modeling the way, inspiring a shared vision, challenging
the process, enable others to act, and encouraging the heart.

Model the WayA leadership behavior whereby leaders provided an appropriate and
effective example for others to follow establishingg r i nci pl es concerni
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
exampl e for (Kouzes®& Posrterp2001ppl.4) o wo

Inspire a Shared Vision A | eader ship behavior whereby dl
common Vvision by appe@®duzen&Posner, 2804, p.r ed aspi
6).

Challenge the ProcssA leadership behavior whereby leaders searched for opportunities
Aby seeking innovative waHKoszest&Posoen,ange, gr
2004, p. 8)In this process, leaders experimented and took risks, celebrating small
wins and littlevictories while learning from mistakes and failu(geuzes &

Posner, 2007)
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Enable OtherstoAct A | eader ship behavior whereby | ea
promoting cooper at (Keuges § Bogners2004b10)i | di ng t r u
strengthening ot hers fibKouzesk&d&osnen g004 ower an
p. 10)

EncouragetheHeart A | eader shi p behavi ontribmibnebyeby | ea
showing appreci at i on(Kotizesx& Posnel, 2004, pl. 423 | excel
celebrating Athe values and v({Kautesr i es by
& Posner, 2004, p. 12)

Leadershipi Leader s are people who influence other
and what they din(Manthey, 202, p. 56) It wasthe 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 oftiale empbyees in the
dental practice working over 1500 hours per year. A-ivaké employee equaled
0.5 FTE.

Leadership Practices Inventory (LPQuestionnaire with thirty behavioral statements
six for each of The Five Practices that accessed leadership cooggten

Abridged Job Descriptive Index (JDRuestionnaire consisting of a total of thittyee
statements used to access the overall feelings one has about their job.

Limitations
This study was limited to the subjects, procedures, and instrument®used t
conduct this research. Withgevendental 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 Kouzessmer P
(2007). It was possible that other leadership behaviors affecteshjdbaction that were
not included in this study. Further, jshtisfaction was measured based on five facets of
job satisfaction as defined by Patricia Cain Smith et al. (199ngalvith measuring the
general feelings an individual has about their job. It was possible that there were reasons
for a subjectdos dissatisfaction that were un
the staffs of many autonomous professional migions 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 alonghwifte 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 lectuneSpringfield, 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
persomlly 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 surveyompleted properly and in its entirety, and increased the probability that the

responses were true reflections of theirgalisfaction and feelings they had about their
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job, increasing the researchers ability to generalize the results of the studytteeross
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 hopesidl fully reflecting true
perceptions of their | esatistactians behavi or s
3. All respondents understood the content of the questionnaires and demographic
survey.
4. The convenience sample was assumed to provide a valid represent#tien of
population of the study.
Summary
AOne of the most common and controversial
psychol ogy i s t he(Wearth, Markelp& Forstér, 2006, p.dE3nd hi p o
though one of the most observed, leadership remained one of the least understood
phenomena on ear{Burns, 1978)In an attempt to understand the subject and dynamics
of leadership, some scholatempted 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, B8; Hulin & Smith, 1964; Loke, 2001), yet others have spent

years attempting to simply define the complex t¢piost, 1993) St i | | Al eader shi
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remained poorly define(Rost, 1993)while its nature and outcomes transcen¢eatt,
2005)

The general question this study attempted tos wer was: fiDo transf o
leadership behaviors affect jshtisfaction and production per FTE in autonomous
professional organi zations?0 The foll owing c
thorough review of the current literature from resbars on the subjects of leadership,
job satisfaction, organizational behavior, and organizational performance, described the

design, methodology, and instruments for conducting this resehschssed the results

of this research, and finally summarizéeé conclusions and recommendations.
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CHAPTER I
REVIEW OF LITERATURE

This dissertation studied the relationship of transformational leadership behaviors
to job satisfaction, and employee performance in autonomous professionakatiges.
The study was based on a correlation of the results of two organizational assessments and
compared to mduction per fulltime equivalent (FTE) in independent dental practices
located in Southwest Missouri. Dental practices in Southwest Misseuei studied
because the majority of dental services had been provided by dentists working in private
practice settingéRoven & Mash1982,p.68) Pr i vate practice denti s
patients, but they also ran a small business that addressed such concerns as customer
satisfaction, paperwork processing, patient scheduling, and rewards as well as
compensat i (Kaddenberg& Gelelg 1995§itting the description of an
autonomous professionalgamization.

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 {galtisfaction, and pouctionper FTH 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-gattisfaction.
a. Classical theories
b. Intentions to quit and enfigyee 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 upesajaaction.

a. Commitment
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History of Leadership Research and Classical Tieso

AGreat | eaders move us, they ignite our p
(Goleman, Boyatzis, & McKee, 2002, p.3) iLeader s are pedpl e who |
what they say, how t (Manyheys28Q2, pi 56ji Saocnadi emhya tt e rhdesy
to regard peopl e who occu(flgwsine2802,e.r6hisi p posi t
power of influence can be and has been affelst used for unethical influence if not
A i mmo(Wletstone, 2002. 387)influence over followersDuring good times, we
tend to forget that leadership matters, and discount the urgency of its study (Bennis,
2007; Van Vugt, Hogan, & Kaiser, 2008) . nEVe
leaders determine whetheewtruggle through our final years, whether our drugs are
safe, and whether our courts proBenmd the rigd
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) iThe concept of | eader shi
aura of | ege (Bpeace, 2009, p. BIYHe kidioa of dydamic, powerful
individuals who commanded victorious armies, and corporate empires while shaping the
course of nationgYukl, 2002)embellished an image of leadership that was inaccurate
and required scholarly attention.

A Leader sdnstpdiedhfer manp eenturies and can be traced to writings
from the phil osopher Ep(Buatleré& Chinewskyn2006,lp.e f i r st
120) Yet, as Burns (1978) suggested, though one of the most observed, leadership
remained one of the | east understood phenome

leadership thegrand the empirical supporting research have been regarded as a fractured



3C

and confusing set of contradictory findings and assertions without coherence or
i nt er pr(Ehermadss| 2000 tpy2@ylany 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 unifyingytheor
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
schohrl'y standpoint | eadership studies remai ne
name suggests, to the study of leadership as it is practiced in different organizations and
s 0 c i €Rost, @993 p. 1)Though during most of the twentietintery 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 fundaltyerew
thoughts about leadership that did not exist previo{ighst, 1993pand has greatly
increased our understanding of the phenomenon. Interestingly however; Bennis (2007)
posited fiafter studying | eadership for six d
of knowledgeo (p. 5) indicating we had much
Trait Theories
Leadership studies in as early as the 180
traits possesEalde, 1849 ngTeatt mapproaches domin

decades of sci ent ({Zdccam, 200€, p.deypothdsizing thate s ear ¢ h o
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characteristics of individuals such as personality, charatbeninance, assertiveness,
intelligence, and physical stature determined whether one could become an effective
| eader. Some scholars argued that these unigq
genetic makeup, were naturally endowed, and passeddeneration to generation
(Galton,1869) I n t he mi dd| e ancherstdibcarded teein€edtheory o me r e s
by arguing that it was unable to adequately explain leadership effecti{&tegdill,
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 prediot of who would become great leaders.
Behavioral Theories

AThe i1 dentification of behavioral | eader s
i mportant advance in both the (lpeonard, 2003, i on and
p. 6) Di sturbed by resear cher sdilictieadarshipl i ty to u
success, scholars were unwilling to abandon the concept of individualistic explanations
for ones propensity to |l ead, precipitating b
patterns of behavior. Extensive research conducted at OheBtatersity(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 | eader 6s Jremteaandor . The r ese
relatiorship-oriented behavioral patterns predicted variability in leader behavior. A task
oriented leader focused on operating procedures, directing followers, and solving

problems, while relationshipriented leaders showed concern for the feeling of
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subordinats, attempted to reduce conflict, making sure that minority viewpoints were
considered in decision making, attempting to support group morale and satisfaction
(Chemers, 2000)n 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 neeffective than the other, and therefore refined their model to
incorporate four systemexploitive-authoritative, benevolesguthoritative, consultative
system, and participative system. The exploiawghoritative system was characterized

by fear andcontrol 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 exploitiv@uthoritative system, benevolemithoritative systems
lacked communication and teamwork but did motivate followers through rewards.
Leaders in the consultative system used teamwork and communication at moderate
levels, butacked trust between leaders and followers encouraging an environment that
was unsupportive of subordinate growth and e
system included active and genuine participation of subordinates in goal setting and
decisionmaking. Leadership was exercised by superiors who have complete confidence
in their subordinates, and cornfCosgrovec ati on and
2003, p. 35)Early behavioral leaddrnig 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 léal 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
FiedleW s cont i n(@riedec 1967noid €h e c o ndl postdatesticaythemo
performance of interacting groups is contingent upon the interaction of leadership style
and situat i onFellerflary p.n128b ILe keesdsdh e LBDQ, Fiedl
contingency model also proposed totented, | eader 0
or peopleoriented, however; Fiedlevent a step further by questioning whether one
leadership personality or style resulted in better organizational effectiveness across
various situations. Fiedler (1979) believed
two interacting factors: a)then di vi dual 6s goals and needs or
b) the degree to which the situation provides the leader with control and influence over
the outcome of the tasko (p. 248). By taking
leadership styles asgell as situational favorableness lending itself to empirical testing
(Fiedler, 1971)Su di es f ound t h adriented leadepssarefhé modt by t ask
effective in situations that are favorable or unfavorable to the exercise of leadership.
Groups led by perseariented leaders are most effective in situations that are moderately
favorablet o t h e(Stbgdilp IB@6r po 5)Through his research, Fiedler built
leacership training programs that were different from all other approaches at the time
where | eaders were taught to Amodify the | ea
needs and goals rather than to(Fedem8 ge t heir

Mahar, 1979, p. 247)
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Two additional major contingendiieories developed as a result of the desire to
link different leadership styles to specific contextual demands in an effort experience
better performance out comesandbpHersdyandseds (197
Bl anchardods ( 19&heos.iThewcentrai concept of phtle goal taory
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 h@r she believed would result from the outcafiHeuse, 1971)
Situational ledership theory rested on the construct that a leaders primary situational
determinant in their approach to dealing with followers was based on thesksant
maturity of the subordinatéblersey & Blanchard, 1969 askrelevant maturity consists
of two factors: 1) jJjob maturity, and 2) psyc
reflect the capacity or abi(Graeff, 988 p.285he i ndi v
APsychol ogi cal maturity appears to reflect t
i ndividual €stkewmehnd(Gasfalbd3 L858 eOEf f ect i ve
leaders adapt their style according to the development level of the peoplesthey a
ma n a g(Blanghard, 2008, p. 19Based ors u b o r dmatusity Béaschard (2008)
proposed four styles: 1) directing, 2) coaching, 3) supporting, and 4) delegating

Power and Influence Theories

AThe power and influence approach ai ms to
terms of the power and authority possessed by a leader, the types of power and the ways
i n which the [gG®Guwe2006,ip.sl50¢ xfieTrwcoi sterdaoc k s wer e dev
study of power and influence: a) social powe

(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(Rgéinh & Buntzman,
1989) It was posited that social power defined the level of power influence a leader had
over his or lr 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 holde(Ward, 2001)

Social Exchange Theory

Social exchange theory posited fAthat peop
they 6investo6 in a relati otheyhecepeinreturng. , t i me,
(e.g., appreciation, p(doplet& Redwedl, @009, p. 55BN ) f or t

In determining how equitable a reward is compared to the required inputs to receive that
reward, equilibium is established between inputs and rewards constituting a reciprocal
(Fu, Bolander, & Jones, 2008)lationship between leader and follower that has the
potential to lead to both positive or negative reqiNtzblet & Rodwell, 2009)
Transactional Leadership Theory
AThe transactional | eadership model i's of
(Spence, 2005, p. 37and was originally viewed as existing jointly with traorsiational
leadership theor{Burns, 1978)until other researche(B. M. Bass, 1985argued that

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

were aimed at fAmonitoring and controlling en
me a r{Boro & Judge, 2004, p. 90Z)ransactional leaders operated under three

primary dimensions: a) contingent reward, referred to leadership behaviorsctisgdo

on exchange of resources. AThat is, | eaders
resources to followers in ex(@Bona&dudge,f or their
2004, p. 902)b) management by exception, portrayed leadership that monitored

followers but remained quiet as long as his or her followers were meetifaymance
standard¢Madzar, 200%)c) laisseZ ai r e, 0 n othel aromaheerofdeladenghipo r
respon s (@Bdo & Judge, 20849 p. 90APrganizational cultures created through
transactional | eadership Adepend on setting
required for his/her motivation to workéthe
i ndividual s i n whewahr de aicsh cionndtiivni gdeunatl éosn hi s
(Bernard M. Bass & Avolio, 1993, p. &)L

Servant Leadership Theory

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

asked, s erivcanhese avo bled be fasgceinm one real person, in all levels
of status or <cal |l i nge?s0entp.| alds (deddyleals esnasye yoef
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 keos to grow and develop as

human beingqDrury, 2003, p. 21)
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A servant leader seeks first to serve others (Lindsay, 2086ugh there appeared to be
many similarities between transformational leadership theory and sendersleip
theory, Atransformati onal |l eaders tend to fo
servant | eaders focus mor e (Btone,Rissel,fgeopl e who
Patterson, 2003, p. .ZJhe difference is in the care taken by the leader to make sure that
ot her peopl eds shrelpingessrigGeaniead 1991 yi A eear vant
leader understands that he/she while in an organization is committed to serving and
supporting pe o gQarthena200b, pt2preeniead (2977 hefeved that a
great | eader Adis seen as servant first, and
Servant éaders 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
relaionships 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 decisiemaking poweiLaub, 19982006)
Transformational Leadership
Devel oped by Burns in the | ate 197006s tr a
exemplified by leaders who were inspirational to those they lead as vpethaders of
intellectual challenge@utler & Chinowsky, 2006)Burns (1978) believed that
transfo mat i on al | eadership Aoccurs when one or
a way that leaders and followers raise one another to higher levels of motivation and

moralityo (p. 20). ATransforming | eadership
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level of human conduct and ethical aspiration of both leader and led, and thus it has a
transf or mi ng(Buenk,fl9%8& p. 200 nii Droa mxOf or mat i onal | ead
the consciousness of followers by appealing to higher ideals and moral values such as
liberty, justice, equality, peace, ahdmanitarian, and not to baser emotions such as fear,
greed, | eal assod,2nipBurnsh&Backkodseé, 2006, p. 942)
Transformati onal | eaders #fAinfluence foll ower
transform themsel ves i nt oChanges,2000,p.84) col | ect i
Burns (1978) posited Nl eaders address themse
motivations, as well as to theiwo, and thus serve as an independent force in changing
the makeup of the foll owersd motive base thr
Transformational leadership occurred through inspiring a shared vision, and empowering
followers and providing the seurces necessary to achieve that vigirN. 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 betviors: 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 t
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 recogmaeéhgand
development opportunities and developmental needs of followers through coaching,

consulting, and mentorind@@ono & Judge, 2004)n 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 whgege,

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 thetiheargh recognizing
contributions, showing appreciation for individual excellence, and celebrating the values
and victories by creating a spirit of community.

Modelthewayti Ti t | es are granted, but i1 tds your
Exemplary leders know that if they want to gain commitment and achieve the highest
standards, they must be modelKouzes® Pdsiee behavi
2007, p. 15)Kouzes and Posner believed that in order ed@hdesired 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 aradl 8ei r e n e s s . AThe ce
ethic for all leaders is being on the paitselfa war ene s s é s gGuhn,2006s cover yo
p.10) ABy | n cawaemess, pegpleare dbfe ébhdve in a way that is more
consistent with t H®ukens,Dewitts, & Marlop, 2007ept580) e nc e s 0
Goukens, Dewitte, & Warlop further believed that selfare ndividuals were less likely
to compromise than those who were not self aware. To gain, or increage/aedhess
Locander & Luechauer (2006) stated that leaders should embark on a cycle of awakening

thatresukdi n A hi gher cycl e sornungtheway they thibkemdme nt , t r &
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behave, toward self and otherso (p. 46). Kouz
one knows himself or herself the more probable it was to make sense of the conflicting

messages that were received daily. While discussing eader 6s ef fectivene:c
awareness, Kouzes and Posner (2003) stated i
genuinely the level of commitment you are willing to make, you must discover three
essential aspects of yoialaspestewefearedo,p. 59) . Tho
competencies, and confidence. Goleman, Boyatzis, & Mckee (2002) echoed Kouzes &

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

accurate, and confidence, resulting in-selhtrol, transparery; adaptability,

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

gaining deeper understanding of others and s
i nfor med dKeisseyrl1998,tp.i4paking charge of your life and personal
developmen{Kouzes & Posner,2003a) fnYou are responsi bl e or vy
development; you must not rely on someone in human resources or in management. You

have to make a plan, give focukouzes& your deve

Posner, 2003a, p.84)bout leadersvith 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 inconsisteahavior. They can redefine aspirations
and gratifications to help followers see their state in new, pregréented social
movements. Most importantygy can gratify lower needs so that higher

motivations will arise to elevate the conscience of men ardem. (p. 43)
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Inspire a shared visiorAt the heart of the transformational leadership model
Awas the | eaderdés ability to create a Vvision
more than they t hou(gebnard, 20 y.8)weheocoagpahbhbkeéei amiub
enthusiasm, building corfénce, and inspiring followers using symbolic actions and
per suasi v@onbt&Judge 2004 m 901)
Leaders are dreamers. Leaders are idealists. Leaders are possibility thinkers. All
enterprises, big or small, begin with i ma
merely an image today can one day be made real initheud r e . ltds this b
sustains leaders through the difficult times. Turning possibility thinking into an
inspiringvisiorand an inspiring vision that is sh
(Kouzes & Posner, 200p, 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 throughdug brganization attracted more people, and sustained
higher | evels of motivation. fAA shared set o
strategic direction that amel i @Qaseir,es confl ic
George, Van den Bosch, & Volberda, 2008, p. 988)le a lack led to distrust, and
suspicionmaking it hard to draw common characteristics and identity. Leaders inspired
share goals and values by breathing life into their visions, enabling tilsss exciting
possibilities for the futuréCosgrove, 2003)
Challenge the proces.Leader s view their future as c:
i magi n@tM. 8nmmtls, 2005, p. 43) A L e a d e r s Thayraee wifing torstepe r

out into the unknown. They search for opport
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(Kouzes & Posner, 2007, p. 18hallenging the status quo. Kouzes & Posner (2007)
believed that extraordary 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. Waileaders knew that risk taking involved mistakes and failures,
they accepted the inevitable disappointments as learning opportunities, and celebrated
small victories. ALife is the | eaderds | abor
asmanyexperment s as possible. Try, f af®dbuzesl ear n.
& Posner, 2007, p. 20Exemplary leaders learned from their mistakes, failures, and
successes and made it possible for others to deathe. Exemplary leaders also created
a climate within the organization that encouraged and inspired experimentation of others,
by recognizing and supporting good ideas. A C
top of the organization learned andrittaught followers; now learning and integration
occurs through integrative (Spence,RA0OR P 50nd col |
Exemplary leaders were not only the innovators within an organization, but were also the
Aarly patrons and (KodzesptPesnes, 2007, p. 19uidmyaa t i on O
culture of organizational learning that expanded a firms capability to create the desired
results while rewarding and nurturing ergave thinking, aspiration, and continual team
learning(Senge, 1990)

Enable others to acExemplary leaders enabled others to act through fostering
collaboration by building teams, while strengthening others, and creating an atmosphere
of tr ust .ntadciéftheleagenis tb buddacollaborative teams and empower

members of t he (Bpergg 20052 @ 46Exemplary leadeasadalized
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that Agrand dreams dondét become mgiegni fi cant

p e r gKouzés & Posner, 2007, p. 20ather, they required the commitment of others.

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

primary constructs: a) fostering cdil@aration by promoting cooperative goals and

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

all owing them to develop competence; and of f

class performancéaerens8t apsssioblgesenkbessft shas

shar ed r e &Kpuaas & Posnerl 2007 yp022&ouzes & Posner further posited

that nat the heart of coll aboraonshpa i s trust

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

get extraordinary thicoqistddmue®ht( p.el2a24)o.nsfhA |

characterized by fear and distrust will never, ever produce anythingioglaalue. A

relationship characterized by mutual respect and confidence will overcome the greatest

adversities and | eaWazea& Rogngra200y,p.24) si gni fi can
At the heart of a leader giving pewaway is the essence of empowerment.

Empower ment is believed to unlock empl oyees?é

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

Ahearne, Mathieu, & Rapp (2005) posited that empowetmsean important driver of

organi zational effectiveness. fATo the extent

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

ci rcumst an(dheane\vivathieuad&nRapp, 2005, p. 948)d 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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Encouraye the heartLeaders 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 empftees and the organization, making sure that all employees
shared in the accomplishment, rather than taking credit for himself or {€&etig,
2003) Kouzes & Posner (2007) stated:

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

and di senchanted. Theyore often tempted t

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

people forward. (p. 22)
AEncouraging organi zlateloammaé ntmetmdb egBpsered, i Al g i
2005,p.46) Exempl ary | eaders encouraged the hear
involved in the hard work to achieve the ob]j
c e |l e HR. ®.tSeith, 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 defboutkidorhergobirt he f eel
job experiences in relation to previous experiences, current expectations, or available
al t er nBalzeret &.s1897,p.10) " Job satisfaction is a res
perception of how well their job provides those things that are viewed as intpartan
(Kanwar, Singh, & Kodwani, 2009, p. 2)ob satisfaction was also described as a
pl easurable or positive emotional state resu

experiencglLocke & Lathan, 1990)The topic of job satisfaction attracted the attention
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of many researchersfro a vari ety of contexts and fields
management training, @Gazmoamild®s p.10x Md oggov er n me
satisfaction is one of the most researched and critical issues in the field of organizational
b e h a v(Kanwar, 8ingh, & Kodwani, 2009, fi). 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 6,000ckes 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 burno{ikanwar, Singh, & Kodwani, 2009%tresgFried,
Shirom, Simona, & Cooper, 2008)epression and work engagemg@tdkanen,
Schaufeli, & Ahola, 2008)eadershigMasood, Dani, Burns, & Backhouse, 2006)
managemeniLane, 1969)work-life balancgKanwar, Singh, & Kodwani, 2009)
organizational citizenship behavi@?urvanova, Bono, & Dzieweczynski, 200&hd
employee turnoveHulin, 1968) Job satisfaction has been argued by several researchers
to be an integral part of an organizationos
Edwards, BellArthur, 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 individikuzes & Posner, 200./\Vhile
Balzer et al. (1997) posited the three principal reasons for this interest included
humanitarian, economic, and theoretical constructs.
Humanitarian Concerns
AManagement prefers that people be satisf

job satisfactiorhas been found to be related to life satisfaction and mental and physical
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heal th, i mproved satisfaction has(Bdzercome an
etal,1997,p.10) AEt hi cal <c¢limate is omre of the pri:i
organizational relationships and emy#e attitudes, thereby also having considerable
i mpact on t he or {Ech&lLatfinaki2008,8.1297iBymakimgyme s 0
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 positivesaxiations with job satisfactigivalentine &
Fleischman, 2007)yand pointed towards the relatghip 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
behaviorBal zer et al . (1997) stated AGiven the s
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,
decased turnover, and fewer work related acci
profitability to the organization due to reduced costs related to missed deadlines,
recruiting, training, litigation, and employee related expenses.

Theoretical Concerns

A J o tsfaddian is a principal concept in most theories of work motivation and

wor k b e(Bakzer etalr 1®97, p. L1Many theorists have pointed to satisfaction as

the direct antecedent of such behavior as attendance, quality, maintaining quality
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standards, improving methods datooperating with other employe@alzer et al.,
1997)
Several theoretical bases of job satisfaction arose out of re$emrcthe works
of classical theorists such as Maslow, Herzberg, and McClelland, including: a) pay
theory, believing that workerds orMohgy concern
hours in order to earn it, leading to the institution of incentive pay, rewarding them for
productivity, long hours, hard work, and efficiengosgrove, 2003)) content theory,
which was concerned with whatoused or started behavigBerl & Williamson, 1987)
c) expectancy theory, fountsiroots 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 perbrm at a low leve{Cosgrove, 2003) d) di screpancy theor
the belief that employeesd satisfaction or d
their perceived discrepancy between what they wanteavhatlthey had received from
the organizatioffCheng, 2003, p. 41land e) opponesir ocess t heory, fAvi ewe
satisfaction as an emotional state and involved the contention that emotional equilibrium
was the most beniefc i (@hkeng, 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 beforegmext higher level of need became an important motivating
factor . Masl owds motivational theory consi st
highest importance: a) physiological needs, such as comfortable working conditions, and

physical well being eeds such as eating, sleeping, and taking care of the physical self; b)
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security needs, referred to the need to feel
present and future; c) social needs, referred to acceptance of others, communication with

others,and belonging to a group; d) seteem, referred to respecting oneself, and

receiving respect from others; and e) self a
potential.
Some researchers believed that Masl|l owbs t

oversinplified 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 simultang@rslig C. Pinder,
1984) Herzberg (1974), ext eatdofactgrthsayofjoabwds wor |
satisfaction and job attitudes called motivatfoygiene theory. Herzberg suggested that
not only were there factors that contributed to job satisfaction, but there were also factors
that contributed to job dissatisfaction, @hdt 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 jebgecifically, 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 pdy) 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 relationshipg®rking 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.

Rel ated to Herzbergbds wor k, McCl el l and (1

assumed employee satisfaction and behavior emerged as a consequence of: a) motives,
deepseated needs for power, affiliati, and personal achievement; b) values, the

incentive worth that individuals attach to certain types of activities; and c) beliefs, the
performanceoutcome expectations and effgetrformance expectanci@sosgrove,

2003) McClelland believed that the need for achievement was a determinant factor that
was distinguishable from other needs, and that achievema&ntated people preferred

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

acomplishment itsel{McClelland, 1985) Mc Cl el | andds t heory found

Herzbergds work because 0hiaeptediratiembdtieatossme nt pe

while low achievement people are more concerned with the environment or the hygiene
f a c t(@osgsove, 2003, p. 62)
Intentions to Quit and Employee Turnover

Intentns t o quit or propensity to | eave
|l eave t he empl ¢Fyied BSigrono Simanay &aopet, 2008n 0 308and
is predictive of actual turnover. As the economy became increasingly dynamic, studies
have shown that organizations that successfully retained human resources had an
advant age oV e (Felpsletals 2009{Rada&tDe MaradsnZD@9) further

believed that job satisfaction was not only important for attractingaguellified

ref e
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personnel, but was more important and essential in the increasomghtex 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) whbdwed 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

empl oyee to quit, and report edverandljdbe r el at.

0

satisfaction have been r epo(Mobkeyy19d/,pconsi st ent

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 highenturer significantly under performed their rivals.
While Felps et al. (2009) believed that the average sales person with average performance

would cost between $40,068%0,000 to replace, others such as Helpert (2006) believed

that the real impactofturner can be as mush as 200 percent

salary, making retention a critical part of

talented, experienced professionals means a loss of knowledge, increased spending to
recruit replacements, andearning curve for new employees to become acquainted with

t he organi zat i on (Hslpeq, @d06, g. 68patially bedausethé t ur e 0

Ai nducements an or gcedihe tatal cootmbutipns anvemploges  wi | |
makes for some time duri ng (GaiglCoRinder& r ansf er

Schroeder, 1987, p. 33Qverall, researchers disared that job satisfaction was a
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significant and consistent driver in predict
employee turnover.
Facets of Job Satisfaction

The dynamic global economy forced organizations to view their employees as
assets ré&er than liabilities, which caused organizations to focus on job attributes, and
facets of job satisfaction that ascribed to success, productivity, and knov/G=agge,
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)dentifying facets that influenced job satisfaction was found
to provide organizational leaders the wisdom to institute appropriate decisions regarding
interventions aimed at increasing employee satisfa¢@oanny, Smith, & Stone, 1992)
AUnder standing the attitudes and motivati ons
provides insight into the | evel of job satis
(MancheneSmoak, 2008, p.48) A Gi ven that job satisfaction
multidimensional construct, it would be fruitful to identify the principal facets of job
sat s f a ¢Baltepeba.1997, p. 47)Based on numerous studies of job satisfaction
five principal facets of job satisfaction clearly and consistently emerged as
distinguishablgCross, 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 presen{folC. Smith, Kendal 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 loer 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 fulfjlias opposed to dull and boring
(Greenberg & Baron, 2003penge (1990) believed that organizational learning and a
heathy learning environment were key components that mediated satisfaction with
empl oyeebs work. Senge (1990) further posite
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 focussatiost job
activities, referred to as activity orientat
increasingly important today relates to underlying assumptions about the nature of work
and the relationships among work, family, and personal corcg3nkein, 2004, p. 185)
Schein (2004) further stated Alf members of
assumptions about the nature of work activity and its relative importance to other
activities, those differences will manifest themselvegsustration and communication
br e ak d(®cheins2004, p. 1855enge (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 theganization 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 shatsbn for the organization, while it
encouraged selhotivation and purpose, which must come from within as a result of an
element of personal authenticitgouzes & Posner, 2007)
Satisfaction with Pay
Pay satisfaction addresses attituoledrd 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 qualibcai{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 satisfactioneaedls fairly

guickly some of the important rul(Seinand unde
2004, p. 129)Researchers believed that rewards such as pay and fringe benefits, and

punishment must be administered fairly, and underdtomdighout the organization.

APeople who believe that their organizations

di ssati sf i e dGregnbérdn& Barore 2003, p. 1% s 0

Satisfaction with Promotions

ASatisfaction with promotions measures th

companyo6s promotion policycéBalzbretah,d99®n.dmi ni str
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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 Masl|l owds need hierarchy theory ©b
satisfaction by meeti ng t {acualication heeds otbelss e st e e
believed that promotions influenced job satisfaction by motivating employees through job
enrichment and job enlargemé@reenberg & Baron, 2003)
Satisfaction with Supervision

Al n general, the morcentecdsupeivisbsara®.g, and e mp
praising good performanceaking personal interest in employees, providing feedback
and |istening to subordinatesd opinions), th
wi t h s u [Baleev et &.01093,@. 48)\s social creatures, employees did what the
leader asked primarily for the purposeptdasing the lead€Keirsey, 1998)In doing so,
they all wanted to feel appreciated.

We grow up for our parents, learn for our teacher, win for our eaadtwe work

for the boss. Even the most indeperidanong 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, Ol appreci at éeimmdydd98pou ar e d

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 appreciat i on chievecssnvould bventuellylsawvep er vi sor 0

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 thesbless

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

people want, value, and dream about. ASensit

truly preci o(Keuzds & Roaner, 2007, pl 1lThrough this ability great

| eaders were able to create meaning to empl o

communicating a shared vision for the organizations future, and elevate the human spirit
(Kouzes& Posner, 2007)

Satisfaction with People on the Present Job

AThe facet concerning people on present |

satisfaction with h(Bazeretmal., 1087 p. 48eohsiderimgae mp|l oy e e

40 hour work week, the average worker spearigeas much time and in some cases
more time with ceworkers than with anyone else including their own family. Bearing

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

rel ationships that exisablitywinftuencetthose pr esent

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 &thiat understanding to improve their
current circumstances were able to enhance both career satisfaction, and life satisfaction.
AEmpl oyees reported items such as making
organization, being honest, listening to advegpying people, listening often, and
complimenting coworkers, among other things, as responses that they used to succeed in

t hei r (CTodd, ldaeris, Blayris, & Wheeler, 2009, p. 182ddd, Harris, Harris and

j ©



56

Wheeler (2009) def isumdf accumulaeel positvel ccess fHas th
psychol ogi cal experiences one gathers as a r
The Impact of Leadership Behavior upon Job Satisfaction
No studies were found that examined the relationship between leadership
behavior and job satisfactiom 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 andb satisfaction in other types of organizations was investigated.
Rad and De Moaes (2009) found that a | ead
open communication to be one of the primary contributors to satisfaction on the job. Fu
(2009) concluded commmication 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 recognitionand nurturing opportunities for growth, greatly affected job satisfaction,
while behaviors such as showing disrespect caused employee dissatigRatid 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. PurvanoBgno, and Dzieweczynski (2006) contended that

|l eadership behaviors such as individuali zed

i ndi vidual needs while creating meaningful w
perceptions of their jobs aswellasenyplwe ci ti zenship behavior. 0
l ink between transformational |l eadership and

Employees who report to managers who engage in transformational leadership behaviors
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rated their jobs as more challenging, méan g f ul , a (PdrvasovagBomof& cant 0O
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 strongtenal 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 tleagjanizations work by professional codes
and ensuring an ethical climate. They stated
powerful tool for superior performance. Creating, announcing, and encouraging a
convenient ethical climate appears to be a musictease work satisfaction in
organi zations and obtai n b o(Eld& Atpaam,2@08,r i al and
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 cdment to employees. This type of
culture was proven to increase employee satisfaction, while promoting teamwork, and
i nnovation. A family relationship was one of
influenced empl oyeesd o v(Mihaldvit, Zikavic,i sf acti on w
Prvulovic, Strbac, & Zivkovic, 2008, p. 8#gcause it inspired confidence and improved
morale. Confidence, morale, job satisfaction, and commitment; all byproducts of
transformational leadership belay 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, 2008)rough promoting role clarit{Nielsen,
Randall, Yarker, & Brenner, 2008pther leadership behavgthat 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 givengployees knowledge and
support while empowering them to develop skills required to do th@Nielsen,
Randall, Yarker, & Brenner, 2008)hrough role clarity, transformational leaders gave
Apeopl e t he althepresenyproblems sfeéhe dimpdaygraeadorand
provide stimulation to work harder and collectively with others, realizing the meaningful
interrelationship of (NesnRandalleYarker,&iBremtmer,and t he
2008, p. 19)
Results indicated that empowerment moderated the relationship of leadership
behavior and job satisfacti¢Ruller, Morrison, Jones, Bridger, & Brown, 1999) i | f
managers want to increase job satisfaction of employees, they must be more supportive
and give staff oppo(Radé& be Moraess2000,@.r6l)adv ancement
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
organkation. Access to opportunity to learn and grow is an important component
of structural empowermen(l.autizi, Laschinger, & Ravazzolo, 2009, p. 447)
Rad and De Moraes (2009) further believed that creating satisfaction in a job by
empowering emplyees to grow required motivating and challenging workers with a
scope of enrichment and interest, and recomn

promotion opportunities for employees that would promote them to positions and
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increase their involvementindsonma ki ngo ( p. 61) . ATransf or ma
employ a visionary and creative style of leadership that inspires employees to broaden
their interest in their whlielden, Ramdhll, Yackerb e i nnov
& Brenner, 2008, p. 16Helpert (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. He{p@06) 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 agveént 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 pergob fit.
Commitment

Organiational commitment was comprised of three dimensions: a) affective
commi t ment, referred to the employeeds fatt a
i nvol vement i nKenhtld&€hekadugpiaa®ilzpaltl))mormative
commitment, referred to the employees feeling of obligation to the organization; and c)
continuance commitmentferred to employees who had an awareness of the cost
associated with leaving the organizat{®&ent & Chelladurai, 2001) A Co mmi t ment i s
strength of an individual s identification w
or g ani (Paaraeechacbai & Ussahawanitchakit, 2009, p. 1B2)d was shown to
be negatively related to turnover, burnout, and intentions to (dagskyte, 2003)

Pataraarechachai & Ussahawanitchakit (2009) believed that based on research, it
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appeared that | eader s hifectlysnbbjd assetimkeg tohav e been
foll owers commitmento (p. 109) . Correlati on
relationships existed between transformational leadership behaviors, organizational
commitment, and job satisfactigA. N. K. Chen & Edgington, 2005and increased
organizational pgormance(L. Y. Chen, 2004)Chen, L .Y. (2004) believe that
Acontinuance commitment and perceived costs
found to be negatively correlated with job p
Chelladurai (2001) found th&ransformational leadership behaviors in particular
significantly correlated to both normative commitment as well as affective commitment.
Research indicated that transformational leadership positively influenced commitment for
sever al r e amationasleadershiprirdluerscésdearning climate, learning
enthusiasm, and work commitment. Learning climate and learning enthusiasm, in turn,
affect work commitment, whi Patatadieehachdi& ads t o
Ussahawanitchakit, 2009, p. 118uch as voluntary performance and employee
productivity. These factors were critical in the research related to commitment because
opposite behavioral outcomes led to absenteeism, grievances, amarstafér that
became very costly to organizatigfis-Y. Chen, Hwang, & Liu, 2009)

Chen, T-Y., Hwang, & Liu (2009) found that another key characteristic of
transformational leadership that effected employee comemt and voluntary
performance was trust and satisfaction in th
commitment, and satisfaction exerted mediating effects on the relationship between
idealized leadership and various measures of employee voluntary pedon c e 0 ( 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. ATransf or mat imoralalligatioretatdieer s t ypi
organi zation as an end value, (Matheu&h i n turn
Zajac, 1990, p.447) nLeaders who treat coll eagues witHh

commi t ment to ot herso6 be sofffromthatéreatnent s have f o
comes i n i mpr o(Caddell g Bixoh, @Flinp. A1 \hen trust was
earned by the leader, trust was returnekiiral.

Jaskyte (2003) believetidt 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 visin, 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.

Summay

ALeader ship has been studied for many cen
from the phil osopher Ep(Buatleré& Chinewskyn2006,lp.e f i r st
120) Yet, as Burns (1978) suggested, though one of the most observed, leadership
remained one of the | east understrpod phenome
leadership theory and the empirical supporting research have been regarded as a fractured
and confusing set of contradictory findings and assertions without coherence or
i nt er pr(€hermdss, 2000,tpy2@any researchers such as Butler & Chinowsky

(2006), and Rost (1993), suggested even scholars still lacked soasento what the



62

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 ldgva 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; Cher260), from a
scholarly standpoint | eadership studies r ema
name suggests, to the study of leadership as it is practiced in different organizations and
s 0 c i €Rost, @993 p. 1)Though during mosif 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 saisdia think fundamentally new
thoughts about leadership that did not exist previo{ighst, 1993pand has greatly
increased our understanding of the phenomenon. Interestingly however; Bennis (2007)
posited fiafter studying | eadvemalliBthggbodyor si x d
of knowledged (p. 5) indicating we had much

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 @edtisfaction, 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 relatedgader 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 researchlated to jobsatisfaction.
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 upesatigbaction.

a. Commitment

The following chapter outlined the design of this research project as well as the

methodology for conducting the research.

63
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CHAPTERIII
RESEARCH DESIGN AND METHODOLOGY
Introduction
Autonomous professional organizationsyé&deen 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+ieicel decisions about issues
such as patient care, but also made the rawel decisions about the organization such
as policy, direction, and human resources isfBesck, 2006) Autonomous professional
organizations presented challenges that wereegepented versus other organizational
structure§Satow, 1975) and have -reseehedaorgaderzati onal
(Hinnings, Brown, & Greenwood, 1990, 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.

f
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This dissertation studied the relationship of transformational leadership brshavio
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 pmuctionper full-time equivalent (FTE) in independent dengedctices
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 settingéRoven & Mash, 1982) Pr i vat e practice denti sts
patients, but they also ran a small businessathdtessed such concerns as customer
satisfaction, paperwork processing, patient scheduling, and rewards as well as
compensat i(Kadenberg& Golielg T995§itting the description of an
autonomous professional organization.
Research Questions
The gener al guestion this study attempted
leadership behaviors affect jshtisfaction and pructionper FTE in autonomous
professional organizations?0 That general qu
1. Did the five practices of exemplary leadership (model the way, inspire a
shared visiongchallenge the process, enable others to act, and encourage the
heart) as defined by Kouzes and Posner (2007) affestjiidfaction in
autonomous professional organizations?
2. Did the five practices of exemplary leadership (model the way, inspire a
shared ision, challenge the process, enable others to act, and encourage the
heart) as defined by Kouzes and Posner (2007) affedtuptionper FTE in

autonomous professional organizations?
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3. Did job satisfaction have an effect on drtionper FTE in autonomous
professional organizations?
Research Hypothes

The following null research hypotheses were explored in this study:

Null research hypothesis 1. There was no significant relationship between
transformational leadership behavior andgahbsfaction in thgroup ofsevendental
practices located in southwest Missouri.

Alternative research hypothesis 1. There was a positive relationship between
transformational leadership behavior andgaksfaction in the group skevendental
practices located in southsteMissouri.

Null research hypothesis 2. There was no significant relationship between
transformational leadership behavior andductionper FTE in the group afevendental
practices located in southwest Missouri.

Alternative research hypothesis 2.€f& was a positive relationship between
transformational leadership behavior andgakisfaction in the group skevendental
practices located in southwest Missouri.

Null research hypothesis 3. There was no significant relationship between job
satisfation and prauctionper FTE in the group afevendental practices in southwest
Missouri.

Alternative research hypothesis 3. There was a positive relationship between job
satisfaction and pouctionper FTE in the group afevendental practices in soutlest

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 transfornreldeadership behavior, job
satisfaction, and performance in autonomous professional organizgtionsgs,

Brown, & Greenwood, 19915and 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 consigagrgbractices. 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 &6 questionnaires were personally delivered and
adminisered by the researcher to the staff employees of individual dental practices and
sevenquestionnaires were personally delivered and administered by the researcher to the
dentists owning and operating these practices.

Instrumentation

This study utilized tw instruments to collect data for this research. The study
utilized the Leadership Practices Inventory (Observer) ((Kduzes & Posner, 200;7)
and the Abridged Job Descriptive Index (JDI), which includes the Abridged Job In
General Scale (&) (Balzer et al., 1997)n addition to theseno 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.



68

Demographic Survey

A demograplt 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
dent i st 0 sinclsdedthe guestians: 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 byJimKouzes and Barry Posner. The LPI (obser
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) insgng a shared vision, 3) enabling others to act, 4) modeling the way, and
5) encouraging the hegKouzes & Posner, 2007The LPI (Appendix C) consisted of
30 items, 6 for each leadership behavior. Each item was scored using a ten motnt Lik
scale ranging from 1 = fal(Koozet&Posmer,er 06 to 10
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 LPl,asmeaur ed by Cronbachds Al pha
the most recent edition of the LPI a sample from over 1.1 million respondents reported
scores above .70 which fAare generally regar
of the five practices of exemplaryleads f or t he observerds only i
coefficients of: Model the way, .84; Inspire a shared vision, .92; Challenge the process,

.86; Encourage others to act, .86; and Encourage the hegRog#er, 2009)A
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regression analysis of the following ten demographic variabdssused 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, lengtime 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 alll
five transformational leadership practices combinegl atmount of explained variance
was still only around one percegftosner,2009) Al n ot her words, | ittl
variance in leadership practices is provided by understanding various demographic
vari abl es abo(Posnet,B009, 8 spondent o
Abridged Job Descripre 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
satisfaction with their jobs. The current revision of the-letigth 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 thergkefezlings 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 tieisearch to measure jgltisfaction 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 consistedosah ort st at ement describing the
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their jJjob. The respondents were expected to
items that were worded favorably a Ayo respo
points, dfinzoerroecpeoiivnee s, and a A?0 received on
unfavorably, a Ayo response indicated dissat
Aindo received three points and a A?0 received
was grated by Bowling Green State University in February, 2@1$e 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 1859 series of studies using
four unique samples. Based on the results, t
|l evel s of discri min galterenah,d99¢, p.B)red giemaumwval ti lda
the direct scoring procedure (responding Y, N, or ? to phrases desgribione 6 s pr esent
j ob) was t he b ¢Balteretat,sl990, p. 5N fufthersmdies the
instrument was found to correlate to behavioral measures such as performance,
absenteeism, and termination decisi@alzer et al., 1997)Since 1985 the JDI has been
revised two times. To ulpedrginhathighscae reliabdity r u me n t
and validity, a new five year project was begun in 1985 to revise the JDI resulting in
revisions that reflected Achanges over ti me
(Balzer et al., 1997, p. 5#at could have affected the characties 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 sfBzdzger etal., 1997) Al nt er nall

reliability estimates for each subscale of the 1997 JDI and JIG were calculated from the

approximatehl 6 00 cases of t hHRalzenet&l.jl897,pl555heor m dat ao
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following coefficient alpha values were found: Work, .90; Pay, .86; Opportunities for
promotion, .87; Supervision, .91; @wrkers, .91; Job in general, .Ralzer et al.,
1997)

Development of the JIG scale began in 1989 as a compliment to the JDIGIhe
scale was developed to evaluate how individuals feel about the globatelomgutiook
of their job, capturing the fngeBaearebl, affect.i
1997,p.57) Data was coll ected Afrom 4490 respond
or gani ftBalter ebah,sl997, p.8). Validation was demonstrated by correlation
with other global measures of satisfaction such as the Brayfield and Rothe scale, the
AFaceso scale, and a simple numeri cal rating
.66 to .80(Balzer et al., 1997)The JIG consistently correlated highly withasares
including Aintention to | eave, job satisfact
and trust i(BalzenatalalPernpeS58Rel@bility 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

Thedata for this research were collected by the researcher personally at each of
thesevendental 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,

denographic 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 wastets
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 intategories: 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
guestions:

1. Did the ive 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 orgartinas?

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 jolsatisfaction of staff members, and production per Fiiiaddition, the
researcher determined the extent to which each of the five leadership competencies as
defined by Kouzes and Posner (2007) related to each measuresafigfaction as
defined by Balzer et al. (19971h the following chapterables and aphs were used to

presentand analyze the data afddings.
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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,ra 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 fillme equivalent (FTE) in independent dental practices
located in Sothwest Missouri. Dental practices in Southwest Missouri were studied
because the majority of dental services had been provided by dentists working in private
practice settingéRoven & Mash, 1982) Pr i vat e practice denti sts
patients, but they also ran a small business that addressed such concerns as customer
satisfaction, paperwork processing, patient scheduling, and rewards as well as
compers at i on (Katenbesgt&&obklip1995Jitting the description of an

autonomous professional organization.
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Research Questions

The general question t hibDotrang¢farntatyonaht t e mpt e d
leadership behaviors affect jshtisfaction and pructionper FTE in autonomous
professional organi zations?0 That general qu

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

shared vision, challenge the process, enable others to act, and encourage the
heart) as defined by Kouzes and Posner (2007) affestgjidfaction in
autonomous professional organizations?

2. Did the five practices of exemplary leadership (model the wapire a

shared vision, challenge the process, enable others to act, and encourage the
heart) as defined by Kouzes and Posner (2007) affeduptionper FTE in
autonomous professional organizations?

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

professional organizations?
Research Hypothes

The following null research hypotheses were explored in this study:

Null research hypothesis 1. There was no significant relationship between
transformational leadership behavior andgakisfaction 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 rese@h 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 relatipritiveen 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 severaberactices 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,garding transformational leadership behavior, job
satisfaction, and performance in autonomous professional organizgionsgs,

Brown, & Greenwood, 1991and 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 relseaconsisting 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 personaledsd 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) ((Kduzes & Posner, 2007)
and the Abridged Job Descriptive Index (JDI), which includes the AbridgebhJob
General Scale (JIGBalzer et al., 1997)n 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 8rvey

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
det i st 6s survey also included the questions:
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 gdbimeer
1983 by Jim Kouzes and Barry Posner. The LPI
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 hegKouzes & Posner, 2007 The LPI (Appendix C) consisted of

30 items, 6 for each leadership behavior. Each item was scongdautgn point Likert

scale ranging from 1 = fal(Koozed&Posmar,er 0 to 10
2003Db) indicating how frequently a behavior was engaged. Use of the LPI was granted

by Kouzes Posner International in January, 2010 (Appendix D).

Internal reliabilitybr t he LPI, as measured by Cronba
the most recent edition of the LPI a sample from over 1.1 million respondents reported
scores above .70 which fAare generally regar
of the five practices f exempl ary | eaders for the observe
coefficients of: Model the way, .84; Inspire a shared vision, .92; Challenge the process,

.86; Encourage others to act, .86; and Encourage the hegRog#er, 2009)A

regression analysis of the following ten demographic variables was used to examine

whether or not variances ieadership 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 organizatio The results indicated that the demographic variables accounted

for no more than one percent, and that even when these variables were tested against alll

five transformational leadership practices combined, the amount of explained variance

was still onlyaround one percefPosner2009) Aln other words, |ittl
variance in leadership practices is provided by understanding various demographic

vari ables about the respondento Posner, 20009
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Abridged Job Descriptive Index and Job in General Scales

The JDland JIG scales were developed by a group of researchers led by Patricia
Cain Smith at Bowling Green State University
satisfaction with their jobs. The current revision of the-letigth JDI and JIG scales
consisted of 90 ites 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 jols. Due to the researcher personally delivering and administering each JDI
and JIG assessment in conjunction with the LPIl assessment, the Abridged JDI (AJDI) and
JIG (AJIG) scales (Appendix E) were used in this research to meastgatisfaction of
the saffs 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
it ems. Each item consisted of a ingsaboutt st at en
their job. The respondents were expected to
items that were worded favorably a Ayo respo
points, find received zer o opiemsthatsverevworddd a @A ? 0
unf avorably, a Ayo response indicated dissat
Ano received three points and a A?70 received
was granted by Bowling Green State University in Faibyu2010(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, t
|l evel s of discri minBalzrenah,d99¢ p.bdredoup@that v al i di

the direct scoring procedure (responding Y,
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j ob) was t he b ¢Balteretat, L1990, p. 5N fuftherstdies the
instrument was found to correlate to behavioral measures such as performance,
absenteeism, artdrmination decision@Balzer et al., 1997)Since 1985 the JDI has been
revised two times. To update the instrument
and validity, a new five year project was begun in 1985 to revise the JDI resulting in
revisions that refl eathad ifmcharegeol dwaruitail mal:
(Balzer et al., 1997, p. 58)at 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 stBzdger etal., 1997) Al nt er nal
reliability estimats for each subscale of the 1997 JDI and JIG were calculated from the
approxi mately 1600 c as(kBakeretél., 1097,.58)aet i on all nor
following coefficient alpha values were found: Work, .90; Pay, .86; Opportunities for
promotion, .87; Supervision, .91; @mrkers, .91; Job in general, .QRalzer 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 globatelomgutlook
of their job, capturing the nAgeBakarebl, affect.i
1997,p.57) Data was coll ected Afrom 4490 respond
or gani tBalterebah,sl997, p. 58yalidation was demonstrated by correlation
with other global measures of satisfaction such as the Brayfield and Rothe scale, the
AFaceso scal e, anmyscale, sesultiny ineorrelationerangimgdrom r a
.66 to .80(Balzer et al., 1997)The JIG consistently correlated highly with measures

including Aintention to | eave, job satisfact
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and trust i(BalzenatalalPernpeS58Relability 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 daa 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
eitherprior 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,
demograhic 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
honestand 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 wast@astruc
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 égorczd: 1) staff, 2)

dentists, for data analysis.
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Analysis and Presentation of Findings

Regressions, -Tests, and correlations were used to measure relationships between
the variables of this study. Pearson correlations however were very usefutrbidgs
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 arealatton 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 leallergtvijor, 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 lot76f
representing the relationship of leadership barao 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 ealtbrnative research hypotheses were rejected.

Null Research HypothesisThere 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 locateoh southwest Missouri.

As evidenced by table 1, the relationship between leadership behavior and
production per FTE resulted in a negative Pearson correlation valui& 0f Therefore,
the null hypothesis was accepted while the alternative hypothesiejeeted.

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 satigiaatioo production
per FTE resulted in a Pearson correlation value of .108, representingvoedk a
relationship. For this reason the null hypothesis was accepted and the alternative was

rejected.
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Table 1
Correlations
Average
Employee LP| Average Jold Production
Score Satisfaction| Per FTE

Average Employee LPIPearson Correlation 1 .691 10§
Score Sig. (2tailed) 086 819

Sum of Squares and 9671.554 229.80¢ 976781.87

Crossproducts

Covariance 1611.92¢ 38.301 162796.97

N 7 7 7
Average Job Pearson Correlation .691 1 -.17(¢
Satisfaction Sig. (2tailed) .086 716

Sum of Squares and 229.80¢ 11.453 -53025.39|

Crossproducts

Covariance 38.301 1.909 -8837.56

N 7 7 7
Production Per FTE  Pearson Correlation .108 -.17¢ 1

Sig. (2tailed) .819 .716

Sum of Squares and 976781.87| -53025.39¢ 8.533E!¢

Crossproducts

Covariance 162796.97 -8837.56¢ 1.422E¢

N 7 7 7

Table 2 represented evidence that amalgamated the Pearson correlations providing

evidence that leadership behavior laadnsignificant relationship with overall job

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

southwest MissourMhile table 1 displayed the overall relationships between leadership

practices, job satisfaction, apdoduction per FTE, tabwas expanded to display

paired sample correlations of each of the five measurements of transformational

| eader shi

behavior

def i

ned by

Kouzes

and
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measured by the JIG. As evidendsdtable2, 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 resedl in a value of .383. Each of the eight correlations
measured in this dissertation resulted in values below the significantTeediollowing

chapter discussed those findings, and conclusams madeecommendations for further

research.
Table2
Paired Samples Correlations
N Correlation Sig.

Pair 1 Model The Way & Job 43 .395 .009
In General

Pair 2 Inspire A Shared Visio 43 414 .006
& Job In General

Pair 3 Challenge The Proces 43 .383 011
& Job In General

Pair 4 Enable Others To Act 43 462 .002
Job In General

Pair 5 Encourage The Heart 43 418 .005
Job In General

Pair 6 Total LPI Score & Job 43 A47 .003
In General

Pair 7 Total LPI Score & 7 -.119 .80(¢
Production Per Full
Time Equivalent

Pair 8 Job In General & 7 .387 .39
Production Per Rl
Time Equivalent
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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 performancautonomous professional organizations.
The study was based on a correlation of the
the abridged JDI and JIG, as compared to production peirhdlequivalent (FTE) in
independent dental practices located intBwest 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 actigngper FTEaTha falowihgse@dh®d 9 pr od
summarized the study while discussing tbaausions and recommendations for further

research.
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Purpose of the Study

In this dissertation, autonomous professional organizations were defined as
organizations primarm sustaining professionalized occupations such as physicians,
dentists, and lawye(®rock, 2006,p.4) A These organizations have
different authority structure from corporations because of their control through a
parfmer s hi p of (Hnniogs, 8reve&Gneanwsod, 19910r a single
professioml. Autonomous professional organizations presented challenges that were
unique versus other organizational struct&stow, 1975) and have -been fAan
resear ched or gHnningz Brown,&rGeénwdod, 19810 p. 37Bhese
chall enges found their genesis in numerous n
autonomous way of dealing with his or her cl
(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 fetleMessionals
than with the organization, and learned through his own experience and shaped his own
professionalization. Accordingly, fAthe opini
own opinion, for why s h(dinnings, Bownc&® | | eague know
Greenwood, 1991, p. 37 Aurther amplifying employeantipathy that can occur within
an autonomous professional organization such
only make the micrdevel patient care decisions, but also controlled the reved
decisions about organizational policy and direct@Brock, 2006, p. 159)

For the purpose of this research dental practices inwest Missouri were

studied because the majority of dental services had been provided by dentists working in
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private practice¢Roven & Mash, 1982) Pr i vat e practice denti sts
patients, but they also ran a small business that addressed such concerns as customer
satisfaction, paperwork processingtipnt scheduling, and rewards as well as
compensat i(@adenbarg&Gabelial®9b)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 octignal 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, 1988Work-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, ShiromSimona, & Cooper, 2008)n other healthcare related research Rad & De

Moraes (2009) posited Ajob dissatisfaction i

among healthcare employees, and as such, it
commitmentandthgual ity of healthcare serviceso (p.
attracting and retainingwefj u al i f i ed p e r stermspecialiétwdnengand | ong

retention i ssue qRad&De Maraeg, BO0Yy p. b1Jmp loridge a nt 0
between job satisfaction and financial results was leadership in the dental practice.

AGreat | eaders move us, they ignite our p
(Goleman, Boyatzis, & McKee, 2002, p.3) iLeader shi p means quest.i
challenging the status quo so that outdated unproductive, or socially irresponsible norms

can be repl aced t(Daft@8, p.22)esudies boadudteel hyg e s 0
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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 practicesaffective leadership: a) modeling the way; b)
inspiring a shared vision; c) challenging the process; d) enabling others to act; e)
encouraging the hediiouzes & Posner, 200.7) hese practices characterized
transformational leadershipwhiéhoc cur s when one or more perso
in such a way that leaders and followers raise one another to higher levels of motivation
and mo@Buans,il978, p. 20)lransformational leaders raised the level of
awareness of followers about the importance of achieving a shared vision, \ttimig ge
followers to transcend their own sétfterests for the sake of the organizat{Barns,
1978) Transformational leaders created meaningful wWBrkvanova, Bono, &
Dzieweczynski, 2006)promotecemployee welbeing(Nielsen, Randall, Yarker, &
Brenner, 2008)and empowered employe@uzes & Posner, 200&rguably increasing
job satisfaction, productivity and organizational commitn{enke, 2001) However,
Avery | ittle research related to this subjec
c o u n(Lakey 2001, p. 191)and none was undertaken within the field of dentistry.
Designand Procedures
The gener al guestion this study attempted
leadership behaviors affect jshtisfaction and pructionper FTE in autonomous
professional organizations?0 Thationgeneral qu
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) affesigjtidfaction in
autonomous professionalgamizations?

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) affedtuptionper FTE in
autonomous profegonal organizations?

6. Did job satisfaction have an effect on duxtionper FTE in autonomous
professional organizations?

The research questions led to the following research hypotheses which were explored in
this study:

Null research hypothesis 1. Thevas no significant relationship between
transformational leadership behavior andgakisfaction in the group skevendental
practices located in southwest Missouri.

Alternative research hypothesis 1. There was a positive relationship between
transformabnal leadership behavior and jeatisfaction in the group skevendental
practices located in southwest Missouri.

Null research hypothesis 2. There was no significant relationship between
transformational leadership behavior anddurctionper FTE in he group osevendental
practices located in southwest Missouri.

Alternative research hypothesis 2. There was a positive relationship between
transformational leadership behavior andgakisfaction in the group skevendental

practices located in sduwvest Missouri.



91

Null research hypothesis 3. There was no significant relationship between job
satisfaction and pauctionper FTE in the group afevendental practices in southwest
Missouri.

Alternative research hypothesis 3. There was a positivéoreship between job
satisfaction and pauctionper FTE in the group afevendental practices in southwest
Missouri.

During the study, a total &6 questionnaires were personally delivered and
administered by the researcher to the staff employees ofdndi 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 theLeadership Practices Inventory (Observer) ((RDuzes & Posner, 200;7)
and the Abridged Job Descriptive Index (JDI), which includes the Abridged Job In
General Scale (JIGBalzer et al., 1997)n addition to these two instruments a brief
demographic survey was attached that includedtores 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, diregressions were used to answer the following research
guestions:

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 andoBner (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 Kouz@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 leadershipdetod
dentists to joksatisfaction 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 measuresatighiction 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 relatiobhshieen
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 jokasttisfwas 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 LRInabling others to agiroved to be thaighest 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 at¢tad a mean of 43.5, and had the sedonest standard deviation of

10.4250. Results of this study indicated teiatourage théeartconfirmed the second

most significant measurement of leadership behavior producing a correlation to job

satisfaction of .418, and a mean score of 42.5 outatbascore 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 behavioj@mndatisfaction (Fuller, Morrison,

Jones, Bridger, & Brown, 1999; Helpert, 2006; Lautizi, Laschinger, & Ravazzolo, 2009;

Ni el sen, Randall, Yarker, & Brenner, 2008, F
managers want to increase job satisfaction of employle@g must be more supportive

and give staff oppo(Radé& be Moraess2000,@.r6lRadlanca n c e me n't
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

enri chment and i nt er e sagessprauwiddequakpoomotione nded t h a
opportunities for employees that would promote them to positions and increase their
involvementindecisioma ki ngo (p. 61). ATransformati onal
and creative style of leadership that inspires emplolyeksoaden their interest in their

wor k and to be i rNetsenaRandalleYarken & Brennee, 2008, v. e 0

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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enployees 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 enhared job satisfaction and prevented burnout by promoting professional
development and enhancing pergo fit.

The second null hypothesis proposed that there was no significant relationship
between transformational leadership behavior and productidfiliiem 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 natssignificant 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 identifieditbatental 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 produntjger 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 correlatidif @fbéween

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. (1997Elci & Alpkan (2009), Kouzes & Posner (2007), andddod, 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 andtpmogber
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 sixi thet 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 saiisfiaict independent autonomous
professional organizations and specifically dental practices. These types of organizations
are nfamexuamareahed or ¢Hnningg Brown,&rGeénwdod, L9810
p. 375) with challenges that found their genesis in numerous nuances that stemmed from
a prof es s i ouswdyofsdealmgwittohis@rmher client and peer relationships.
De Caluwed (2003) pointed to several of thes
learned/has learned a lot, knew best how to practice his profession, decided himself how
his relationship vih 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. Acco
valuedlesstan t heir own opinion, for (Hinmggs,shoul d a

Brown, & Greenwood, 1991, p. 37 further amplifying employee antipathy that can
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occur within an autonomous professional organization such as a dental practice where
dentists fAnot -levwllpatienttaré decistorsebut alsmzolled the
macrel evel decisions about or(B&kn20®BptlbYP nal pol i
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 concludepdsisive relationships
existed between transformational leadership behaviors and job satisfaction,
transformational leadership behaviors and organizational production, and job satisfaction
and organizational production, begging for further researcteiartsa.
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 aa@mms 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 asmous 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 aboutegwts from autonomous
professional organizations differ from previous research.

The first recommendation of this researcher was to further this study to include
more dental practicaban was currently availableecause increasing the sample size

couldincrease 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 ausonomo
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 proédss
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 deplasiedprevious 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 oithe nmances 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 orgemabperformance
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. étpweautonomous

professional organizations, perceived professional competence was the entire foundation
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of the | eadersodo professional craft and the c
Hall (2010) argued that because of its virtue rich paradigdespread 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 enr i chrmémingrolécbrhpetensetasiiobwas f oc us e
both perceived in relation to other servant leadership attributes, and its unique ability to

i nform ot h(elall 2010, p.4)Hé positedthat perceived competence was a

key contribuing 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 enthis researcher asked the questaiwes the role of perceived

competence inform other attributes of transformational leadership, and have an affect on

job satisfaction and organizational performaimcautonomous professional

organization®
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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

(LPT)
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