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Abstract

The primary purpose of this quantitative study was to determine whether or not a
relationship existed between job satisfaction offimie business faculty within the
Wisconsin Technical College System and the leadership practices of the direct
supervisor. The research was also used to determine whether demographics such as
gender, age, level of education, or years of service to the institution played a role in the
level of job satisfaction amongst the respondents. The target population includdd al
time faculty members in the sixteen colleges of the Wisconsin Technical College System,
and the survey instruments used were the Job Satisfaction Survey and the Leadership
Practices Instrument. The surveys were conducted using Survey MonkeyJiaad on
surveying toal Spearman Correlation and Chi Square tests were performed on the data.
Theresearchefound positive correlations between seven of the nine subscales of the Job
Satisfaction Survey and leadership practices of the direct superviearevilr,
insufficient data existed to prove any of the four demographics played a role in the job
satisfaction levels of the respondentsie conclusions drawn from this research study
were ggnificant to the Wisconsin Technical College System, becausa jwshe
satisfaction within a department is an issue, demographics such as age, gender, level of
education, and years of service do not have to be looked at separately, as these factors
play no significant role in job satisfaction amongst thetinlie facuty. Furthermore,
when looking at job satisfaction amongst faculty, this research can be used to hire leaders
who practices are consistent with high job satisfaction. Finally, when promoting leaders

from within, the leadership practices that relate tdvé@igob satisfaction can be used in



training those leaders. Further studies could expand to different divisions within the
Wisconsin Technical College System, stratify the results by college, or expand to a

different educational system altogether.
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CHAPTER 1. INTRODUCTION

Introduction to the Problem
Many industries are experiencing high levels of turnover due to a vast number of
employees eligible to retire. Twgear educational institutions are no different, and
faculty, staff, and administratoos these institutions aretieng each year. With the
turnoverdue to retirementsjoluntary turnover due to job dissatisfaction can cause
additionalproblems at albrganizationalevels. Therefore, institutions must work
diligently to ensure job satisfaction among remaining eyges, and leadership must

take an active role in this endeavor.

Background of the Study

Two-year colleges in the United States have been around for many years, and are
noted for their open admissions poli®an Ast, 1999). Tweyear institutions have
much different philosophy from many foyear institutions, and some of the differences
can lead to dissatisfaction among the ranks, and ultimately voluntary turnover within the
institutions, which can be extremely costly (Rosser & Townsend, 2006)-y&aro
colleges must be able to respond quickly to the educational needs of the stakeholders, and
must be able to deliver relevant, flexible, higinality instruction for a competitive cost
(Murray & Murray, 1998). According to Hammons (1984), supervisbtefaculty

members delivering the instruction are instrumental in ensuring that type of education the
1



stakeholders demand. Cano & Miller (1992), Glick (1992), Milosheff (1990) and
Simpson (1984) all conclude a direct connection between job dissatisfant

voluntary turnover within tweyear institutions. Baker, Roueche, and Giketram

(1990) discuss how the faculty and students are essential ingredients for achieving the
mission of the college. Without quality faculty, a college cannot survieeording to
Rosser & Townsend2006, understanding what leads to faculty job satisfaction is
critical to understanding how to retain quality faculty.

Although most higher education research is conducted ory&arrinstitutions,
several studies havargeted tweyear community and technical colleges within the
United States. Rosser & Townsendoaywar (2006)
colleges found faculty who are dissatisfied with their job are likely to leave, and some
causes for thisidsatisfaction include unclear job expectations, heavy work assignments,
and low salaries. Additionally, Finkelstein, Seal, & Schuster (1997) and Hutton & Jobe
(1985) found evidence that gender plays a role in the satisfaction of faculty-yeawo
institutions. Conversely, Milosheff (1990) did not find any significance of gender,
department, or degree earned on faculty job satisfaction in thgearacolleges.

Many two-year colleges have union environments where faculties are members of
the union ad administrators are not. Flanigan (1994) found differing personal agendas
and values, as well as the Awe/theyo ment a
created distrust between the sides and dissatisfaction amongst faculty members.
Additionally, according to Van Ast (1999), a study of lowa community colleges showed
one of the key problems for faculty leading to dissatisfaction was inconsistent leadership

and declining standards.



Two-year institutions are very important to the communities agens in which
they operate, and it is essential to ensure the continued quality of those institutions
According to the State of Wisconsin Executive Summary (Christopherson & Robinson,
2001), the Wisconsin Technical College System accounts for apptekrd.851
billion of all Wisconsin Annual earnings, which accounts for approximately 124,810
jobs. Additionally, on average for every credit a student earns in the Wisconsin
Technical College System he or she earns an extra $131 per year for evéry geahe
is part of the work force. Finally, the Wisconsin Technical College System existence
means there are approximately 1,853 fewer people on welfare each year and 772 fewer
people drawing unemployment, saving the State of Wisconsin over $8 mlioyeqr.
Faculty and leadership must both be willing to work toeahhigh quality and achieve
the mission of the organization. Low job satisfaction levels will impede this growth and
success and can cost colleges a great deal of money in the prbloessfore,
understanding what causes job satisfaction or dissatisfaction amongst faculty can be an

important step to ensuring continued success ofytwar colleges.

Statement of the Problem
All sixteen colleges comprising the Wisconsin Technical Colieggem are
beginning to experience higher turnover rates in both faculty and leadership due to
retirements According to Berry, Hammons, and Denny (2001) a survey ocfifué
faculty in twoyear colleges showed between 25,000 and 30,000 faculty plemnetite
within ten years. In addition, Chief Academic Officers at the institutions surveyed state
concerns over whether qualified people will be found to fill the vacancies. At the time

3



this research was conducted, one of the sixteen colleges haoisgrimp for 50% of its
administrative positions due to retiremenBecruiting qualified individuals to fill the

faculty and leadership positions is an important step in maintaining and continually
improving the quality of education each institution pdes learners. Leadership

candidates must be able to relate to faculty needs, and faculty members must be satisfied
with their job or retaining them may be difficult. Additionally, if faculty members show

low job satisfaction levels, the quality of ingttion in the classroom may reflect these

low levels, threatening the quality of education in the institution.

Purpose of the Study

The primary purpose of this studsasto determine whether a significant
relationship exists between fillme business fadty members in the Wisconsin
Technical College System and the leadership practices of their direct supervisor.
Business faculty members were chosen becau
management for her degre€he secondary purpose ofghiesearch studyasto
determine whether demographics, such as gender, years of service at the current
institution,age,or highest educational level of the faculty member have any direct impact
on the relationship between faculty job satisfaction ardieleship practices of the direct
supervisor. Finally, the research study progtidecurrent status of job satisfaction levels
in full-time Wisconsin Technical College System faculty members, as well as the faculty
perception of the current status of leadhgp within the Wisconsin Technical College

System.



Rationale
The rationale behind this stughasto beginresearchig two-year colleges
regardingleadership and faculty job satisfaction. This study pra/&@&amework of a
small population within the Wconsin Technical College System, arachbe replicated
within the system in other areas, as well as within other college systems. It is the hope of
the researcher that she is able to share the results of the research at several of the colleges
in the Wiconsin Technical College System to help raise awareness of the issues and start

discussions about what can be done to ensure continued success at the institutions.

Research Questions
Research Question 1

Does a relationship exist between job satisfaabibfull-time business faculty in
the Wisconsin Technical College System as identified by the Job Satisfaction Survey
(Spector, 1999) and leadership practices of their direct supervisor as identified by the
Observer Portion of the Leadership Practices Itorgr(Kouzes & Posner, 2002)?

Null Hypothesis 1.1No relationship exists between overall job satisfaction of
full-time business faculty in the Wisconsin Technical College System as identified by the
Job Satisfaction Survey (Spector, 1999) and leadepshigices of their direct supervisor
as identified by the Observer Portion of the Leadership Practices Inventory (Kouzes &
Posner, 2002).

Null Hypothesis 2. No relationship exists between ftlli me busi ness f a

Satisfaction with Pay as identifleby the Job Satisfaction Survey (Spector, 1999) and



leadership practices of their direct supervisor as identified by the Observer Portion of the
Leadership Practices Inventory (Kouzes & Posner, 2002).

Null Hypothesis 1.3.No relationship exists betwedul-t i me busi ness f a
Satisfaction with Promotion as identified by the Job Satisfaction Survey (Spector, 1999)
and leadership practices of their direct supervisor as identified by the Observer Portion of
the Leadership Practices Inventory (KouzeB@&sner, 2002)?

Null Hypothesis 1.4 No relationship exists between ftlli me busi ness f a
Satisfaction with Supervision as identified by the Job Satisfaction Survey (Spector, 1999)
and leadership practices of their direct supervisor as identii¢ldebObserver Portion of
the Leadership Practices Inventory (Kouzes & Posner, 2002).

Null Hypothesis B. No relationship exists between falli me busi ness f a
Satisfaction with Fringe Benefits as identified by the Job Satisfaction Survey (Spector,
1999) and leadership practices of their direct supervisor as identified by the Observer
Portion of the Leadership Practices Inventory (Kouzes & Posner, 2002).

Null Hypothesis 1.6.No relationship exists between falli me busi ness f a
Satisfactiorwith Contingent Rewards as identified by the Job Satisfaction Survey
(Spector, 1999) and leadership practices of their direct supervisor as identified by the
Observer Portion of the Leadership Practices Inventory (Kouzes & Posner, 2002).

Null Hypothesis . No relationship exists between falli me busi ness f a
Satisfaction with Operating Procedures as identified by the Job Satisfaction Survey
(Spector, 1999) and leadership practices of their direct supervisor as identified by the

Observer Portionfahe Leadership Practices Inventory (Kouzes & Posner, 2002).



Null Hypothesis 1.8.No relationship exists between ftlli me busi ness f a
Satisfaction with Coworkers as identified by the Job Satisfaction Survey (Spector, 1999)
and leadership practs of their direct supervisor as identified by the Observer Portion of
the Leadership Practices Inventory (Kouzes & Posner, 2002).
Null Hypothesis 1.9No relationship exists between ftlli me busi ness f a
Satisfaction with Nature of Work as iddied by the Job Satisfaction Survey (Spector,
1999) and leadership practices of their direct supervisor as identified by the Observer
Portion of the Leadership Practices Inventory (Kouzes & Posner, 2002).
Null Hypothesis 1.10No relationship exists beeen fullt i me busi ness f a
Satisfaction with Communication as identified by the Job Satisfaction Survey (Spector,
1999) and leadership practices of their direct supervisor as identified by the Observer
Portion of the Leadership Practices Inventorpkes & Posner, 2002)?
Research Question 2
Doesarelationshipexist between demographics adderall Job Satisfaction of
full-time business faculty in the Wisconsin Technical College System as identified by the
Job Satisfaction Survey (Spector, 1999) madiership practices of their direct supervisor
as identified by the Observer Portion of the Leadership Practices Inventory (Kouzes &
Posner, 2002)?
Null Hypothesis 2. No relationship exists betwe&enderandOverall Job
Satisfaction of fultime busness faculty in the Wisconsin Technical College System as
identified by the Job Satisfaction Survey (Spector, 1999) and leadership practices of their
direct supervisor as identified by the Observer Portion of the Leadership Practices

Inventory (Kouzes & Psner, 2002).



Null Hypothesis 2.2No relationship exists between Age @derall Job
Satisfaction of fulitime business faculty in the Wisconsin Technical College System as
identified by the Job Satisfaction Survey (Spector, 1999) and leadership prattiveis
direct supervisor as identified by the Observer Portion of the Leadership Practices
Inventory (Kouzes & Posner, 2002).

Null Hypothesis 2.3No relationship exists betweémvelof Educationand
Overall Job Satisfaction of futime business fadty in the Wisconsin Technical College
System as identified by the Job Satisfaction Survey (Spector, 1999) and leadership
practices of their direct supervisor as identified by the Observer Portion of the Leadership
Practices Inventory (Kouzes & Posner, 2P0

Null Hypothesis 2.4No relationship exists betwe&fears of Service to the
Current InstitutiorandOverall Job Satisfaction of futime business faculty in the
Wisconsin Technical College System as identified by the Job Satisfaction Survey
(Spector,1999) and leadership practices of their direct supervisor as identified by the

Observer Portion of the Leadership Practices Inventory (Kouzes & Posner, 2002).

Significance of the Study
This studyis significant to those within the Wisconsin Technical l€gé System
currently in leadership positions as well as those in charge of recruitment and retention of
gualified leaders and faculty members. The intention of the stadto be able to make
generalizations within the system based on the data collegedell as to be able to

replicate the study in other organizations or industries.



Definition of Terms

Wisconsin Technical College SysténThe Wisconsin Technical College System
Is a statdunded system comprising sixteen colleges with one or moreussas@ach
located in the state of Wisconsin. Each is a-ywar, technical college providing
students with technical diplomas and associates degrees.

Full-TimeT Full-time refers to those faculty members in each of the sixteen
colleges whose formal emploent contract states they are a-tirthe faculty member.
Usually, this means the faculty member is contracted to work at least 190 days per year.

Business Faculty Business faculty refers to the faculty within the Wisconsin
Technical College System wlawe certified by the state of Wisconsin to teach in a
businesgelated area, and are currently teachingtiode in that area of certification.

The certification from the state will specify the faculty is certified to teach in a 1XX area,

signifying thearea is busines®lated.

Assumptions and Limitations

The researcher assumes the listing of all faculty certified in the 1XX area given to
her by the Wisconsin Technical College System Office is accurate;dgte, and
includes all current fultime faculty teaching in a businesslated program.

The researcher assumes those individuals who may receive the surgeyaila
and no longer meet the requirements of the population included in the study will be
honest and not complete the survey.

The reseacher assumes those individuals who may receive the surveynwal
and do not meet the requirements of the population included in the study will realize they

9



are not part of the target population and will not be confused and complete the survey
anyway.

The researcher assumes the faculty members filling out the survey do so honestly
with the understanding that their answers will remain completely anonymous to the
researcher, and there is no way to track individual respond@mis limitationof the
seltreport instrument include the chance the respondent does not feel comfortable with
the questions, and fears his or her answegnot be anonymous, so the answers given
may not be what the respondent actually feels. Another limitation efegwift is he
respondent may not have a clear-pelfception and it is possible his or her answers are
incorrect based on this sglérception.

The first limitation of the study is that it only includes a srpalicenage of the
overall population of faculty workingn the Wisconsin Technical College System. The
businesgelated faculty members workirigll-time make up only pproximatelys % of
the entire faculty within the sixteen colleges comprising the Wisconsin Technical College
Systen. However, usually fuitime faculties arell under the same bargaining unit, and
therefore salary and benefits are the same as ftarcalkieswithin a particular college.

The survey is being conducted online using Survey Monkey, and a link to the
survey will be sent vig-mail to each individual in the population. However, some may
be caught by spam filters, some inadvertently deleted, and some possibly undeliverable.
Therefore, a limitation of the study could be in the technology used to collect the data
Additionally, ladk of access to the Internet and lack of experience using a computer can
significantly limit the responses given, and can also attribute to incorrect or incomplete
survey responses.

1C



Nature of the Study

This is a quantitative study using correlation analys determine whether a
relationship exists between any of the sub
Satisfaction Survey and the responses to the Observer portion of the Leadership Practices
Inventory (Kouzes and Posner, 2002) regarding the diopersisor. In addition to the
two surveys, the respondents will be asked to answer demographic questions regarding
age, years of service, gender, and level of education to determine whether any of these
four demographics play a role in the level of jotisfaction of employees within the
businesgelated programs at the sixteen colleges comprising the Wisconsin Technical

College System.

Organization of the Remainder of the Study

Chapter2 of this study comprises a review of the literature relatingpeéceirea of
leadership, education, and job satisfaction. This chapter will provide the reader
background information on all three of these topics, and show what has already been
done in regard to research on each. Additionally, seminal thinkers on pachre
discussed.

Chapter3 of this study provides an overview of the research methodology used.
This chapter will provide the instrumentation, measures, data collection procedures, data
analysis procedures, and statistical software used to measudheTtie research
guestions and null hypotheses are included in this chapter. Additionally, the chapter
provides an overview of the reliability and validity tests conducted on the two survey
instruments.

11



Chapter4 of this study provides an analysis oéttiata collected. This chapter
will provide charts, graphs, and correlation analysis of the relationships. Each null
hypothesis will be discussed in detalil in regard to whether it is rejected or the researcher
failed to reject it based on the data cdakketand analyzed. Additionally, the researcher
will discuss the demographic information of the respondents to the survey, and will show
whether or not she achieved an adequate response rate based on the population size.
Chapter5 of this study provides thconclusions drawn from the analysis of the
data and provides the reader with ideas for additional research studies which can be

conducted in the future either by the researcher of this study or another researcher.
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CHAPTER 2. LITERATURE REVIEW

This chapter will provide an #depth review of the literature surrounding
leadership and job satisfaction. Historical perspectives of leadership and job satisfaction
will be discussed, as well as the status of leadership and job satisfaction todalatesit re
to the literature. The researcher will focus on the leadership theory of Kouzes and Posner
(2002 as well as the job satisfaction theory of Paul Spedt@®4, as these theorists
created the instruments used to conduct the primary researchstuttys Finally,
education will be discussed in terms of leadership and job satisfaction, and the researcher

will draw conclusions from the literature review pertinent to this research study.

Historical Perspectives of Leadership

Every organization is ruby a single leader or a team of leaders who want to be
successful. Different theorists have different ideas about what makes an effective leader.
Barnard (1938) was one of the first theorists to discuss factors contributing to the success
of the leader.However, the world is much different today than in 1938, and many
researchers have developed new theories about what makes an effective leader. The
leadership models from theorists such as Dru¢k@67) Heifetz(2002; 2003) Kotter
(1999) Mintzberg(1973; 2001) and Kouzes and Posrn@992; 1997; 2002Will be

introduced and discussed.

13



Barnarddés Contribution

Barnardds contributions to the successtf
1938 book;The Functions of the LeadeBarnard (1938) gtained the survival of an
organization depends heavily upon many forces, including the cooperation amongst the
individuals within the organization. The leaders of the organization are responsible for
this cooperation. Barnard discussed three functesselrs must accomplish in order to
be considered successful: Maintaining communication, security essential services from
individuals, and formulating a purpose and objectives.

Successful | eaders must maintain the or
1938), a function which requires leaders to both establish and maintain the systems of
communication within the organization, including both the means of communication and
the system of communication. The | eader 6s
organization positions, including the hierarchy of the organization. Following the
creation of positions, the | eaderods next f
personnel. Once the formal system of communications is in place the inkysterin
can be created and maintained. The purpose of this function is to expand
communication, reducing the need for the leader to make formal decisions and
minimzing undesirable influences within t

The second leadeuffiction Barnard (1938) discussed is securing essential
services from individuals. This function is an interpersonal function and it relies heavily
on the formation of a cooperative relationship. The first part of this function is
recruitment of individus who can become a cooperating asset to the organization.

14



Although it seems as though recruitment often occurs as the beginning of an
organizationb6s existence, |l eaders must be
within the organization with quaiéd individuals who can integrate with the current
cooperative employees. The leader must be able to negotiate with individuals and
emphasize the importance their contributions to the organization.

The third essential function discussed by Barnard (1@88)the formulation of
purpose and objectives. This is essential in an organization, because without a purpose
and clear objectives it is difficult to perform work within the organization. Although it
sounds as though forming a purpose and objectivesssly thought processes, Barnard
(1938) showed there is a great deal of action required on behalf of the leader in this
function. Since no leader can plan the purpose and objectives alone, he can only do what
is within his own area of power. He mushaounicate and cooperate with other leaders
to determine whether his own objectives align with the objectives for the rest of the
organization.

Barnard paved the way for other theorists to build on his theory of successful
leaders. Some of these theoristdude Drucker, Heifetz, Kotter, Mintzberg, and Kouzes
and Posner. Although these leaders range in ideas for effectiveness, each provides a
substantial contribution to the theory of leadership and management.
Druckerés Contribution

Druckerwasoneofte fbri dgeso bet ween management
1970s and today (Wieand, 2002). Drucker ds
iIs commonly used in business today. Although his theories do not precisely align with
those of Barnard, he has prded a great building block for the practice of leadership.

15



Druckerdés theory of the | eader focuses
He understood the need for leaders to have both of these abilities to be successful.
Drucker (2004) discussedghit practices that that effective leaders follow, including
finding out what needs to be done in the organization, understanding what is right for the
enterprise, developing an action plan, taking responsibility for decisions, taking
responsibility for cormunicating, focusing on opportunities, running productive
meetings, and thinking Aweo instead of #l
have more success than those who do not, a
the effective leader r&s on the transactional processes leaders must deal with, similar to
Barnardods theory.
Mi ntzbergds Contribution

Mintzberg (1973) discussed the leader in terms of management, somewhat similar
to Drucker (2004) and Barnard (1938). According to Mintzbleagership is a
component of successful management, accounting for a portion of one of three
manageri al rol es. Mi nt zbergbs successful
much the same as Barnard and Dr uectikeer . Il nc
leaders are ten roles that fall into three distinct categories. The main three categories
include interpersonal roles, informational roles, and decisional roles, and the ten roles
include figurehead, leader, liaison, monitor, spokesman, dissemieatcepreneur,

disturbance handler, resource allocator, and negotiator.
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Current Leadership Theories
Kotterds Contribution

Kotter (2001) discussed the differences between leadership and management.
Although Kotter understood companies need effectiemagers and leaders, he felt very
few individuals were effective at both functions. Additionally, he asserted successful
companies actively seek people with leadership potential as opposed to management
potential. Kotter (1999) discussed how his redealowed a lack of effective leadership
and strong effective management.

According to Kotter (2001) leadership is not about charisma and personality.
Instead, Kotter stated leadership involves coping with change, developing a vision for the
future, aligring people, and motivating and inspiring. Kotter discussed management in
terms of coping with complexity, planning and budgeting, organizing and staffing, and
controlling and problem solving. Although these functions are important in a successful
busines, the leadership functions are equally important to success according to Kotter.
Hei fetzds Contribution

Heifetz (2002) took a different approach to effective leaders in the way he
stressed the importance of personal relationships in leadership. kafetd emphasis
on six critical steps in forming and maintaining these relationships, including finding
partner s, keeping the opposition close, ac
responsibility, modeling behavior, and accepting casualties. Althcagihad these is
important for successful leadership, Heifetz discussed other attributes of leaders as well.

Since leadership is a position where one must take risks and chances, Heifetz
(2003) discussed another set of performance criteria for effectiderte First, Heifetz
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stated leaders should be able to maintain perspective at all times, especially during times
where a great deal of change is occurring. Second, Heifetz referred back to the

importance of keeping people cldsénding partners and eoting the opposition.

Managing conflict appropriately was third

Leaders today must also be extremely adaptive, because they are to model the behavior
for the rest of the organization. Today, organizations ieistdaptive to remain

competitive. Finally, Heifetz discussed the importance ofigadierstanding in a leader

as well as the ability to overcome weaknes

substantial amount of merit and there are many similaiiti¢he two perspectives.

Kouzes and Posnerds Leadership

Kouzes and Posner are considered two of the most important leadership theorists
today. Their work in leadership goes well above their articles and books, as they have
instruments for useybother researchers, seminars on becoming a better leader, and many
other resources to help the leaders of today become extraordinary. Kouzes and Posner
(1997) took a different perspective on effective leaders. The framework they designed
for effective adership revolves around a transformational style, where leaders are able
to achieve extraordinary things in organizations because of five practices, including
modeling the way, inspiring a shared vision, challenging the process, enabling others to
act, and encouraging the heart.

One reason for the transformational perspective, as opposed to the earlier
theorists, could be that each theorist has his own opinions and research to back up what
works in specific situations. However, another reason coultddieas time has passed
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some theories are no longer as relevant as they once were, and they have evolved with
business and organizations into something a bit less transactional and more
transformational.
Challenging the Process

Challenging the procesag¢cording to Kouzes and Posner (1997), involves several
opportunities for | eaders. This | eader shi
part to motivate people to change. It involves the leader creating change and not falling
into routine. Howeer, it also involves motivating the employees toward change, which
requires the arousal of intrinsic motivation (Kouzes and Posner, 1997). The leader must
seek out opportunities to move toward change and improvement, and must be able to help
employees sethe need to move toward those opportunities as well.

Challenging the process also requires experimentation anthkislg (Kouzes &
Posner, 1997). The leader who challenges the process will not only take risks as a leader,
but will allow employees toake risks and learn from mistakes without the fear of harsh
consequences from the leader. According to Kouzes and Posner (1997) the leaders who
experiment and take risks, and allow employees to do so, make something happen in the
organization, and providexcellent learning opportunities for themselves and the
employees. When the employees take a risk and are successful the entire department can
celebrate, creating a more positive working environment.
Inspiring a Shared Vision

It is not difficult for a ader to have a vision of what the department or
organization could be. However, to inspire others toward that vision, or to inspire others
to create vision, is not as easy. An effective leader, according to Kouzes and Posner

16



(1997), must be able to eswn the future and commit to focusing that vision and
achieving it. However, it is not enough for a leader to focus on a vision. The leader must
enlist others to focus on that vision as
and demortsate personal conviction toward that vision, which will help others to share in
the vision.

To enlist others in the vision, the leader must help the employees to discover a
common purpose, help them understand why the vision is good for the depachent
the individuals. The leader must help to foster a shared sense of destiny (Kouzes &
Posner, 1997), which will help to bring the employees together to focus on the common
vision. To foster this shared sense of destiny requires the employees todries@ect
the leader, and is not something that even good leaders are able to achieve. The leader
must focus this shared vision around all of his or her leadership, and the vision should be
a part of all functions of the leader, so the employees camoseéhe vision is important
to the department or organization.
Enabling Others to Act

The leader, according to Kouzes and Posner (1997) must empower employees and
let them gain control of their own actions. Many leaders tend to exercise their right to
have control over everything and everyone they lead. However, a good leader will put
people in control of their own actions, which will help employees develop confidence and
competence, build trust between leader and follower, and help to train futunesleade

In addition, the leader must foster collaboration between employees, encouraging
them to work together, build relationships, and develop cooperative goals (Kouzes &
Posner, 1997). The leader should show the employees how collaboration improves both
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individual and group performance, and how importance it is to build trust within the
department or the organization. Finally, the leader should step back and serve in a
supporting role, fostering this collaboration and providing employees with theatabls
resources necessary to function productively. This ability to let go of the power and
allow others to act is one that many leaders never fully grasp.
Modeling the Way

Many of these challenges require trust between the leaders and the employees, but
trust is not something that is built over night, nor is it something that will automatically
happen over time. Leaders must earn the trust of the employees by modeling the way
(Kouzes & Posner, 1997). To foster trust leaders must clarify their valuesiinda
way that supports those values. Leaders must be consistent in actions and ensure words
and actions align consistently. Additionally, to build trust leaders can create small wins
for employees. Celebrating even small wins together can helgter felationships and
build trust within departments or organizations.
Encouraging the Heart

The final leadership practice defined by Kouzes and Posner (1997) is encouraging
the heart. Leaders must recognize contributions of employees and celebrate
accanplishments. Leaders can build sedinfidence of employees by setting high
expectations, use rewards, staying positive and supporting employees. Additionally,
celebrating accomplishments through being personally involved, making celebrations
public, andcreating social support networks. Kouzes and Posner (1992) discuss the

importance about loving what you do as a leader, which is vital to leadership success.
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When a leader loves being a leader it reflects on the employees, who then become

happier and kern to love what they do as well.

A Synthesis of the Theorists

Each theorist has his own ideas about what is important in a leader. Even though
on the surface these theories look very different from one another important similarities
exist between théheories. Some of these theorists point out important factors that others
have omitted or felt were less important. Some of the theorists used the same terms but
defined them differently. The author will attempt to synthesize the material and theories
presented by each of the theorists to help determine what is most important in an
effective leader today.
Communication

Each of the theorists discussed the importance of communication in the leader
function. Barnard worked for a telecommunications compsmyis entire theory
evolved around communication. However, when he discussed the maintenance of
communication within the organization his meaning was different from other theorists.
Barnard talked about communication in terms of the structure of ¢famiaation and the
needs of each position to find qualified individuals to fill the vacancies. Even when
Barnard discussed forming cooperative relationships with others within the organization,
a function that would certainly require communication, heuwdised it in terms of a very
transactional process.

Drucker (L967) also discussed communication, but in terms of the leader taking
responsibility for communication within the organization as opposed to thetasited,
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top-down approach of Barnard. riicker (1967) discussed how communication is often
accomplished from the tegown approach, and managers usually do not allow
employees to communicate back up the chain
Is a main downfall of leaders in organizason

Kotterod6s (2001) theory stated managemen
from one another, and most people were not good at both roles. For Kotter,
communication falls into the category of leadership, where the leader must align,
motivate,andispi r e t he people in the organization
i's not wused in Kotterds |ist of necessary
motivation, and inspire people to work hard, one must possess excellent communication
skills to d so. These three tasks would also require the type of communication Drucker
discussed where the communication occurs from the employees up the chain of command
as well as the topown approach.

Three roles exist withi neadgri Withindaehrog 6 s (1
these roles is a component which requires the leader to be a good communicator. Within
the interpersonal role is the liaison task, which requires being a spokesperson and
advocate. The informational role requires the leader temisste information to others
internally and externally. The decisional role requires the leader to be a negotiator,
anot her task requiring communication. Mi n
throughout his theory.

Heifetz (2002) focused morandhe interpersonal relationships related to
leadership, and communication is very evident in his theory. Relationship development
is one of the main priorities of this theory, and relationship development cannot occur
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without communication from both sid@f the relationship. From a transactional
standpoint, Heifetz also discussed the need for the leader to manage conflict.
Communication skills are essential in conflict managernenaybe even more so than
with relationship development.

Kouzes and Psmer (1997) discussed the importance of communication within
several aspects of their theory. When Kouzes and Posner talk about leaders enabling
others to act they are referring to processes that require communication. To build a
climate of trust, collatration, and cooperation, effective tw@y communication must
occur between leader and employees. Additionally, Kouzes and Posner showed the need
for communication by recognizing others, creating a community spirit, and showing
appreciation.

Althoughthese theorists differ from one another in definition, communication is a
central point of focus for each theorist when discussing important leader characteristics.
Communication can come in many different forms. However, the underlying importance
of communication is very obvious for the success of both the leader and the organization.
Vision

Vision is another term in which each theorist has a different definition or use.
Barnard (1938) discussed the importance of strategic planning, a very transéetidea
function. However, to participate in strategic planning one must have a vision or
direction of where the organization or department should be heading. Barnard
emphasized the importance of the leader being able to formulate a purpose for the
leaer 6s organization or department. Thi s
purpose require vision on behalf of the leader.
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Drucker (2004) discussed vision in terms of the leader understanding what needs
to be done within the organization or departmenis approach to vision is transactional,
similar to Barnard. Drucker showed the importance of developing an action plan for
accomplishing tasks. Al t hough there may
approach to leaders having vision, muélit avolves a tastoriented, logical and
methodological approach to vision and strategic planning.

Kotter discussed vision in two different terms; leadershipraadagement.
Within Kotterbés approach, the | eneatefashi p
vision. This is a more peoptiented approach, where the leader looks at where the
company should be in terms of values, goals, and mission. However, Kotter also
discussed vision from the managerial standpoint, where the manager musttbep&ie
and budget for the vision of the organization. Since Kotter says few are effective at both
leadership and management his approach would support the notion that a leader may not
be capable of both aspects of vision

Heifetz (2003) did not discusssion in his theory of the leader, but it is prevalent
in his theory nonetheless. Heifetz discussed adaptability to change, and stated a leader
should be guided by a strategic plan and the vision of the organization. He did not cite
the leader should nessarily be involved in the creation of such plans, however. What
Heifetz felt was important in a leader was that he looks into the future and sees how the
actions of today fit into the plan and vision. If the actions are inconsistent with the plan
and vsion, the leader must focus on what direction the current actions take the

organization and determine if change is necessary.
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Kouzes and Posner (1997) discussed vision from a transformational perspective.
These theorists believed inspiring a sharedwiss an important part of leadership, and
they stressed the importance of having other individuals working with the leader in this
role. Kouzes and Posner stressed that foraokiing leaders are more successful. They
also discussed the importance oving vision, especially during times of rapid change,
somet hing very common in todayOds organizat
Kouzes and Posner, is not enough, however. The effective leader must share the vision
with others and help othersderstand the importance of the vision in order to gain their
commitment to achieving the vision.

Each theorist views vision as important for a leader, but the context in which each
leader puts vision is different. Some look at vision as a transactarzdegycreation
process, while others view vision from both the leadership and management perspective.
Still others view vision as a peopieiented process by which others are motivated and
inspired to help achieve the vision. Although each theoastahdifferent view of a
| eader 6s part in vision for an organizatio
important.
Change

When Barnard wrote his book on leaders the world was different. The concept of
technology in 1938 was much difeart, as was the general type of industry in which
leaders functioned. He wrote about leaders during the industrial era, and society has
since moved to an information era full of change, increased competitiveness,

globalization, and technology. Barnand dot discuss the importance of change in
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regard to the leader, possibly due to the time in which he wrote. Change was not nearly
as common in organizations as it is today.
Wi eand (2002) discussed how Druckero6s w
leackrship have changed over time. When Drucker (2004) referred to change in his
writing he was not discussing change in terms of high competition, the information age
versus the industrial age, or the advances in technology. He discussed how the demands
of the social capital in the business world have changed. What effective leaders must do
is realize how people in organizations have changed over time and how maximizing
human potential can provide a company with
discussion in regard to leaders and change was for leaders to understand how
organizations have changed over time and take advantage of the human potential that is
now so vital to the organizationds success
Mintzberg (1973) did not include much aboutthe ker 6 s r ol e regar di
in his theory of the leader either, possibly for the same reason as Barnard. One role
Mi ntzberg did discuss in regard to | eaders
environment and gathers information to detect changdswhe organization.
However, the type of change described within this role is that of problems and
opportunities that may arise. This is not
i nformation age. Mintzbkrgdbsthbhe@a®PyY0066,th
organizations were different in 1970 than they were in 1938, the information age was just
beginning, and organizations did not see the change they see today. This could explain

why it is not viewed as essential in these eatleories.
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Kotter (1999) discussed the importance of the leader to be able to cope with
change. However, Kotter took this one ste
creating change. Since change is inevitable in organizations today leadetsemble
to accept it, create it, and get others on board with accepting it. Change, according to
Kotter, takes a great deal of time and complexity. Kotter added the importance of the
transformational characteristics in dealing with change from arlgeispective since
much resistance to change occurs amongst individuals within the organization. An
effective leader should be able to gauge the resistance he or she will face and create an
appropriate plan for change based on the specific situatiotierknbraced the need for
leaders to cope with, accept, create, and help others cope with change.

Heifetz (2002) discussed change in terms of the leader being adaptive. According
to Heifetz, the | eaderds rol eengecanoceugar d t o
and challenges will arise within the organization. The leader must take responsibility for
the challenges and changes and develop a plan to be successful. Leaders must accept
these challenges to model the behavior of adapting to show aglbow to accept and
adapt to change. Although Heifetz did not discuss change in terms of the rapidly
changing world, he recognized the importance of a leader being adaptive when changes
and challenges to arise, and he discussed the importance o leambkling appropriate
behavior in regard to challenges.

Kouzes and Posner (1997) discussed change in terms of growth and creating
change from within the organization. They believe leaders should take initiative to
innovate and create within the organiaa. Additionally, they should seek innovative
ways to change, grow, and improve. According to Kouzes and Posner, a good leader
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empowers his or her employees to do the same by allowing them to develop confidence
and competence and by sharing the powén employees. When Kouzes and Posner
discussed change they did so from an internal perspective and looked at change as growth
and innovation from within the company. Theirs is a much more proactive, internal
approach to change.

Relationships

Each theast discussed the importance of relationships to some extent. Barnard
(1938) discussed relationships in terms of negotiations and very transactional processes
between leaders and employees. No evidence of the transformational relationship
betweenemploye and | eader exists in Barnardods th
the times in which he wrote about leaders.

Drucker (2004) discussed the importance of leaders building relationships with
employees. According to Drucker, one key to the effectsenéa leader is his or her
ability to look for peopledbdés potential and
potential. He stated mentoring, coaching, challenging employees, and encouraging
employees were important responsibilities for a leader.

Mintzberg (1973) discussed interpersonal roles as the figurehead, leader, and
liaison. However, his perception of interpersonal roles was much less {oeigpieed
t han some of the other theoristsoé percepti
as deisiornrmaking and formal authority the leader exhibits to the subordinates.

Mi nt zbergdés idea of interpersonal relation
displaying his or her formal authority and relating his or her requests to the employees of
the orgaization.
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Kotter (1999) discussed the | eadero6s ro
inspiring. For a leader to be able to motivate and inspire or to align employees toward a
specific goal, he has to develop a relationship with them. Kotter desttiss
Il mportance of delegation in todayo6s inform
the managerial work. In order to know whom these tasks can be delegated to the leader
must have a relationship with the employees enough to know strengthsiessead
abilities, and motivations.

Heifetz (2003) focused on relationshi@velopment as an important factor for
leaders. Much like Kotter (1999), Heifadiscussed the importance of empowering
employees to do some of the work leaders used to do. Wiweiraging responsibility
in the employees the leader is showing trust in them and a commitment to their growth.

This type of relationshibuilding can motivate employees to want the organization to be
successful and stimulate a stronger sense of conynwithin the organization.

Kouzes and Posnerodos (1997) theory revol
fact, according to Kouzes and Posner, leadership itself is a relationship. To inspire others
and motivate people to act, a relationship must existiden leader and follower.

Relationships must exist if the leader is to enable others to act by collaborating, building
trust, supporting interaction, and empowering others. Finally, when the leader practices
encouraging the heart, he must develop aadhtain relationships with individuals.

Kouzes and Posner stressed the importance of relationships throughout every aspect of

their leadership theory.
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The Leadership Practices Inventory

The Leadership Practices Inventory (Kouzes and Posner, 2002)rigeg s
designed to measure a personéd6s |l eadership
Posner (1997) stated are important in exemplary leaders. These elements include:
Challenging the process, inspiring a shared vision, enabling others to actnmaoloke|
way, and encouraging the heart. The Leadership Practices Inventory is a commonly used
survey instrument in all subject areas of academic research today, so the measures of
validity and reliability discussed earlier are very important within thigesy.

The Leadership Practice Inventory has been used in academic research covering
many areas of industry, including business (Day, 2003; Ridgway, 1998; Lock, 2001;
Sumner, Brock, & Giamartino, 2006), secondary and-pesbndary education
(Balcerek, P00; Krause & Powell, 2002; Brown & Posner, 2001), government agencies
and nonprofit agencies (Sessoms, 2003), health care organizations (MecNegite
1999; Tourangeau et al, 2003; Burke, Rodgers, & Duthie, 2002), and religious
organizations (Pattersoh997; Hillman, 2004).

The survey itself consists of thirty statements, including six statements to measure
each of the five practices listed above (Kouzes & Posner, 2002). The survey also
contains a robudtikert scale with ten different choices framl ) A Al most Never
AAl most Always, 0 which was changed from on
instrument, according to Kouzes and Posner. The instrument consists of two
components, which can be either used together or asakamel instuments. The self
evaluation is designed for a leader to evaluate his or her own leadership characteristics,
and the observegvaluation is designed for employees or other people familiar with a
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| eader to evaluate t hat durgegsthe usedthecdatar act er
from the seHevaluation and the observer evaluation provide more insight and ability for
statistical analysis than either instrument taken alone. However, it depends on the

research questions whether one or both of the comp®aee used.

History of TwoYear Colleges

Il n t he ear | yearlcéllegesirsthetUmited statesistarted to experience
overcrowding due to some changes in admission requirements and the political nature of
the times (Lucas, 1994), which is paftthe reason that twgear institutions started
becoming increasingly popul ar. Community
accredited to award the Associate in Arts or the Associate in Science as its highest
degreeo ( Cohen, meednpassepmanyierhnical inkthuies, bothe r
public and private, as well. According to Lucas, in 1918 there were approximately 85
two-year institutions in this country with a total of 4,500 students, which accounted for
approximately two percent of alhdergraduate students at that time. By 1938, however,
the percentage of students who were enrolled in the increasing numberyaamwo
colleges was eighteen percent. Most of the students who attended these colleges at that
time were lowerclass studentwho needed an inexpensive alternative in higher
education.

During the beginning years oftwpe ar i nst i tutions they se
four-year colleges, where students could start at theyao institution and then transfer
to a fouryear colle@ or university as a junior after two years of junior college (Lucas,
1994). However, the culture of these tyaar institutions began to shift in the early
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1930s, when the mindset changed from feeder institutions to terminal institutions where
students dlimited means could prepare for skilled trades and g®ofessions a trend

that still exists today (Lucas, 1994). This was a very important shift in paradigm for
these institutions, because now they could provide education to basically anyone who
warted some type of higher education, but this also required a shift in the mission of the
institutions, fostered and carried out by leaders within these institutions.

Part of the reason why community colleges became so important to society,
according to Coén (1996) was because of a demand from society. Schools were
supposed to solve many of societyds proble
conditions, and such. However, community and-ywar colleges embraced this
challenge more so than the uerigities because the community colleges did not have
traditions to defend, alumni to answer to, or philosophies to uphold (Cohen, 1996).

The governance model that is often used in universities does not normally apply
well to community colleges, so thesaganizations tend to use a more bureaucratic style
of governance, which constitutes an organized hierarchy with a formalized structure and
where authority is delegated from the top down with the leadership receiving greatest
benefits (Cohen, 1996). Tloeganizational leadership has specific roles within the
community college as well. There is a board of trustees who establish the policy, and the
president of the college reports directly to this board. Below the president are the vice
presidents and thdeans who manage the business affairs, the student personnel, the
instruction, and the technical education (Cohen, 1996). One of the risks of this highly

formalized, centralized, and efficient type of organizational structure is that some of the
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personakation is taken out of the leadership, and the resulting factor is low morale

within the ranks of the system.

Leadership in Tweyear Colleges

Leadership has a significant role in the success (or failure) of the community
college. Wharton (1998) discusste importance of leadership in the overall success of
the community college organization, citing that all employees within the college must
maintain a high level of energy, creativity, and dedicated performance. Wharton states
that each person in theganization can only accomplish these attributes if the leadership
of the organization models the behavior and sets the example for everyone else to follow.
Wharton iterates that the leadership of the college is the determining factor in the overall
effediveness of the college. Mobilizing followers toward a goal that is shared by both
leaders and followers is the goal of successful leadership and can significantly improve
the success of the organization (Cohen, 1996). The best administrators, adcording
Cohen (1996), seem to be those who do not let their status and position go to their head,
and who consider administration a process of continuous improvement. Walker (1979)
states that the personality of the leader tends to be the determining faetparihto the
success of a leader within the community college, and those leaders who have similar
adherence to policies but different leadership styles will ultimately have different
outcomes in terms of their success as leaders.

Since many of the leadewithin the community colleges have moved up through
the ranks from either support staff or faculty into administrative roles they can appreciate
some of the functions of the administrators in regard to the leadership role and the
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administrative functios as well as the relationship that must exist between faculty and
administration. However, some colleges may assume that since these administrators
were once faculty they would automatically know much of the bureaucratic models that
exist, when in fact itk may or may not be the case. The new leaders of the community
colleges, according to Romero (2004) will need to be grounded in the knowledge and
research in relationship to leadership development, and training programs will need to be
established to addss policies, research and practical skills, and values and behaviors that
reinforce the climates in which community college leaders function. One of the major
problems with the traditional process of faculty moving into administration and
leadership pdsons within these colleges is that not only are the current leaders reaching
retirement age, but the potential pool of qualified faculty to move into those positions are
also reaching retirement age (Romero, 2004).

One of the largest challenges thatrenunity college leadership seems to face is
that of building community within the ranks of the organization. Part of the rift between
faculty and administration (leadership) within the colleges may be partly due to the union
existence in many institutisn However, in order for leaders to be successful within their
units in the community college, Baker (1990) says that these leaders must increase
coordination among faculty, and cause the faculty to see their role as first serving the
college community athsecond serving their respective professional community. In other
words, the leaders must gain the support of the faculty enough to stimulate loyalty toward
the organization as a whole. This will require transformational characteristics on behalf
of theleaders as well as empowerment, which somewhat goes against the traditional
bureaucratic structure that community colleges were built upon. According to Baker
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(1990) the leadership within these colleges must build unique structures and systems to
innovatiely meet not only the needs of students and communities, but also the needs of
faculty members.

Desjardins (2001) discusses five characteristics that are important in the success
particularly of community college presidents. However, they are imponrtaiitlevels
of community college leadership. They include a demonstration ofimgtive ment
leadership, a shared vision, a champion of change, maintenance of perspective, and
maintenance of equilibrium. As these are looked at more closely it wihireevident
that these qualities in community college leaders are important at all levels within the
organization.

High-involvement leadership involves staying connected and involved in the
teaching and learning activities within the college, and maing@n identity as an
educator as well as a leader (Desjardins, 2001). The hig\dywed leader is also highly
accessible to faculty, staff, students, and board members as well as those constituents in
the communities, and makes it a priority to getriow as many people on an individual
level within the college, and specifically the department in which he/she oversees, as
possible.

Creating a shared vision (Desjardins, 2001) involves attaining organixeitien
input in creating and revising the vigsigtatement for the college. Additionally, shared
vision involves inspiring followers to realize what can be achieved through teamwork,
creativity, and dedication. Finally, the leader who creates a shared vision helps followers

to see the connection beten their everyday activities and the broader vision for the
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college. This can happen in a department as well as collelge so it relates to all
levels of leadership.

Community college leaders need to be champions of change (Desjardins, 2001),
which means that they must have a high energy for moving ideas within the college
forward. They must maintain an open mind to change, and manage the change taking
into consideration the perspectives of all stakeholders involved in the change. Finally,
these leders must select priorities for change carefully, making sure not to exhaust
resources away from the central mission of the college. This becomes exceedingly
difficult in times of very limited resources, increasing budget constraints, and human
resourcedeing spread too thin already.

Community college leaders at all levels must maintain perspective in their
leadership (Desjardins, 2001). This involves maintaining a clear representation of the big
picture and not getting caught up in one detail. db ahvolves understanding that those
who do not study history are bound to repeat it. These leaders must research the history
behind the institution and the evolution it has undergone in order to make clear,
appropriate decisions for the future. Finathese leaders must continually reflect on
his/her own leadership practices and work toward continuous development and
improvement in this area.

Maintaining equilibrium as a community college leader involves proper
delegation of duties and tasks to quetifand reliable followers, balancing work and
personal life so as not to burn out, maintaining a sense of humor and taking ones self
lightly, and trusting others to help out in times of trouble or in situations where no easy
alternative is accessible (Daslins, 2001).
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Many of the attributes of effective community college leaders as previously
described are congruent with those characteristics of transformational leadership (Bass,
1999), and relate specifical Iffsctiveé l@adelshippy 6 s (
Karre (2004) interviewed the executive director of the Chair Academy, Gary Filan. The
Chair Academy provides worldwide training for pasicondary leaders (Chair Academy
Website, 2006). In that interview, Filan stated that thersiareomponents associated
with effective postsecondary leadership, including understanding self, establishing and
maintaining relationships, using transformational leadership, building and leading teams,
using strategic planning, and connecting to otirec®mmunity (Karre, 2004).

According to Filan, community college leaders have to be skilled at communication in
order to be effective and successful. They must give effective feedback, coach, motivate,
pay attention, listen, and encourage effectivéigditionally they must motivate and

inspire.

Transformational leadership is an important aspect for community college leaders,
according to Filan (Karre, 2004). Much of what Filan discusses in relationship to
transformational leadership is helpinglfod wer s devel op i nto tomorr
i nvolves developing followersd needs to mo
encouraging them to transcend their own-geHrest for the sake of the organization.
Transformational leadership, accordiagFilan (Karr, 2004) involves creativity, vision,
interaction, empowerment, and passion, and is important in the community college

setting because of the multiple and compl e
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Leadership Conclusions

T o d a Heotise leader is different from leaders in the past, mostly due to the
change in the environment in which leaders operate. Each theorist provided insight into
what is important in a leader during a given time period. What may have been important
nanef fective |l eader during Barnardds era ma
some aspects of leadership may still be as important today as they were-figgenty
years ago.

Managerial functions are still important for leaders. Although Kotterq)L99
stated people are not too often |l eaders an
competent in management functions, such as planning, budgeting, staffing, and
controlling. Business today is dynamic and competitive, and these functions ate vital
the overall success of an organization. Although these types of functions used to be the
focus of successful leaders, no longer can leaders be successful just by performing
managerial functions.

A successful leader cannot overlook communication.pldgoday want to be
i nformed, and it is the | eaderés job to co
must be a tweway channel where leaders can inform employees of the vision, mission,
values of the organization, as well as other vital information, the leader must
encourage the employees to communicate with each other and with the leaders. The
leader must be a good listener and a good communicator and encourage others to
communicate.

Vision cannot be over | ook kedderimuestrbe di scus
able to envision the future and develop a plan for achieving the goals set within that
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vision. However, creating a vision is not
IS able to communicate that vision to the employees andénspd motivate them to

achieve the vision. Many leaders are excellent at creating a vision, but lack the ability to
inspire and motivate others to work toward it. Without the employees on board the vision
cannot be achieved.

Todayos | e aebplecentmredldadebwho umderstands that employees
are the most important assets to an organizationortdeemust understand that each
employee is both an individual and a part of a team, and must know each employee well
enough to determine thatemple e 6 s st r engt hsorshamsttneata k ne s s e ¢
each employee as an important asset to the organization, and work with each employee to
improve, grow, and develop both personally and professionally within the organization.

Finally, the leader mugdtnow him or her selthoroughly. Heor sherecognizes
hisor herstrengths and weaknesses, and focuses on improving the strengths. The
effective leader takes responsibility for bisheractions, modeling that behavior to the
employees. Her shemairtains a set of values and morals and understands how those
affect hisor herrole as a leader. Ha shedoes not hide behind others, but focuses on
selfimprovement and the improvement of bisherresponsibilities within the
organization.

T o d a y Gtise leaderfissaananager and a leader.oHgheis an effective
communicator and an effective listener. dtesheunderstands the employees working in
the organization and works to help them reach their fullest potential. The leader has the
ability to create a vision for the organization, and also to inspire and motivate others to
work toward that vision. Finally, the effective leader knows hinwelferself, his or her
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strengths and weaknesses, and his otifmtations within the organization. Hg she

does not try to be someone else, but rather focuses empetfivement throughout har
hercareer. The effective leader serves as a model for the employees and empowers the
employees to grow and develop beyond expectations. The effective neastervear

many hats in order t ochamgngBusiessevarld.f u l i n tod

Historical Perspectives of Job Satisfaction

Researchers have been interested in improving productivity amongst employees
for many years. Theorists such as Maslow @961d Herzberg (1966) spent time
researching needs of employees and employee motivation. Both researchers found the
more the organization focuses on developing human relationships and motivation within
an organization the more productive the employeas i@ be. Edwin Locke (1969)
stated job satisfaction was the relationship between what a person wants from a job and
what the job actually offers.

Brayfield and Crockett (1955) determined there is no evidence of a relationship
between job satisfaction demployee performance. However, much of the research
conducted by Locke (1969; 1976; 1979), Maslow (1954), McGregor (1960), Herzberg
(1966), and more recently Bryman (1992) has shown a relationship between job
satisfaction and performance. Althoughamgations today are much different from
organizations sixty years ago, the impact of employee job satisfaction on an organization

can stil!]l i mpact the organizationébés succes
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