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ABSTRACT OF DISSERTATION

LEADERSHIP STYLES OF STATE EXTENSION SPECIALISTS

Cooperative extension is one of three components, along with teaching and research
that form the mission of land grant universities. The focus of extension work is to
take knowledge gained through research conducted at the university, and disseminate the
information, in a practical manner to the end user. In most instances, extension work
revolves around agriculture. Within the extension system are personnel that help to foster
this program of educating clientele who work in the agricultural industry. County level
agents are in place to teach and address the needs of local constituents, specialists are
generally housed at the university campus and are hired for their expertise in a specific
field of agriculture, and administrators help to keep the system functioning. Many
studies have been conducted on the leadership characteristics of county agents and
extension administrators, however the current knowledge base concerning leadership
behaviors of extension specialists is lacking.

Traditionally, specialists were strictly used as a resource for subject matter
information; however, changes overtime to cooperative extension have seen specialists
move to a leadership position that involves leading agents groups and conducting
programing that directly serves the clientele. With newly acquired expectations to
perform in a leadership capacity, yet without training or educational background to ensure
these skills, there is potential for complications to arise. Using a mixed
methodological approach, this sequential explanatory study was conducted using Burn’s
(1978) transformational leadership as a theoretical framework, with the purpose of
examining current transformational leadership characteristics among extension specialists
in addition to gaining information concerning demographic and professional information
pertaining to this group.

The sample group consisted of equine extension specialists, an initial survey was
sent which contained questions relating to educational background, make-up and tenure
of their position, as well as the Multifactor Leadership Questionnaire (MLQ) to analyze
self-perceived transformational leadership characteristics. This survey was followed by a
voluntary individual interview with the researcher. The purpose of the semi-structured
interview was to gain a broader example of the leadership perspectives of this particular

group.

Although no significant connections could be made concerning demographic
information and MLQ leadership scores, the group as a whole registered below average
for displaying transformational leadership characteristics, ranking in the 40 percentile
for composite MLQ scores compared to the general population. The interview data
showed that as a whole there was agreement with the concepts of transformational
leadership, however MLQ scores and anecdotal evidence show that practical application
of transformational leadership is lacking. Most participants indicated they did not feel
prepared for their job, and many indicated that interpersonal relationship skills were used



more often than their degree specialization. The findings from this study may help to
encourage leadership training focused towards extension specialists, and to emphasize the
need for leadership skills within this position.

KEYWORDS: Cooperative Extension, Extension Specialists, Leadership,
Transformational Leadership
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CHAPTER1

INTRODUCTION

It is commonly assumed in our society that a person who proves to be proficient
at a particular skill or supremely knowledgeable in a certain subject matter should be
designated to lead others in the specified area. However, as we see all too often, one’s
leadership characteristics are in large part separate and unrelated to expertise in a given
subject. Therefore, organizations often hire leaders based solely on their educational
background or experience level and hope that they also possess the leadership skills

necessary for the position.

On occasion, this type of hiring philosophy can be randomly successful.
Unfortunately, even though a person can successfully raise livestock without a degree in
Animal Science Production Animal Nutrition, it does not mean that we are not also reliant
on researchers to study animal nutrition to find ways to maximize potential production
in an efficient and cost effective manner that will be imparted to the farmer.

As in leadership, there are people who have an inherent ability to influence those around
them, inspire others to work for the benefit of the organization, and organize and manage
resources and conflicts. Still, scholars are needed in order to find the best ways to lead, to
conclude how leadership theories and methods are used in different situations, and how

to teach those who are in leadership roles but lack the innate abilities to perform the

desired outcomes.

Rost (1991) suggests that leadership should be defined as an “influence

relationship among leaders and followers who intend real changes that reflect their



mutual purposes” (p. 102). The turn of the current century brought an addition to the
original Rost definition, adding that leadership is the ethical use of influence to achieve
goals and positively alter the behavior of others with the purpose of achieving a certain
outcome (Rankin & Ingersoll, 2006; Yukl, 2002). This definition allows for the
interpretation that anyone who is in a position of influence and stands as a catalyst for

change would then be considered a leader.

Cooperative Extension Service

The cooperative extension service is a key component of the tripartite mission of
the Land Grant University system. Teaching, research, and extension in the area of
agriculture are the intended purposes of the creation of Land Grant Institutions (National
Research Committee, 1995). Teaching and research were already well within the realm
of university activities, but the idea of extension created an entire dimension not fulfilled
by the rest of the university. Thus came the creation of the position known as “extension
specialist”. This role would take people who were experts in a given subject area who
would then extend the knowledge created through university research and share it with
people in a particular industry who could subsequently apply it, simultaneously
converting scholarly work into practical endeavors (National Research Committee,

1995).

The people who filled these positions were intended to not only help the
individual farming communities, but to also contribute to the agricultural industry of the
United States. Following a model set by European colleges that primarily emphasized
scientific research simply did not fit the mold of agriculture, and the American

pragmatism that underscored the importance of applying knowledge to improving
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industry production. In addition, a single professor in a department, supported by staff,
which was widely the model used in the late 1800s, could not be expected to cover all of
the various aspects of agriculture. The depth and reach was too wide and varied when
considering all that agriculture encompasses. Multiple experts would be needed in order
to sufficiently cover one person could be expected to know all. Therefore, people who
specialized in the individual topics were hired to answer questions and lead programs in

their given area of capability (National Research Council, 1995).

This position, established to aid rural Americans in agricultural endeavors, would
not only serve these individuals, the personnel hired in this capacity were also serving the
community and the country as a whole. Farmers were able to increase yields,
consequently increasing the gross domestic product of the United States and therefore
strengthening the country. It behooved the government to support programs that
increased the education and efficiency of rural Americans who were involved in
agriculture. Not only were farmers able to stay in business with improved knowledge and
technologies, but the country benefited from lower costs of food and textiles (National
Research Council, 1995). This was an investment into the public education system that

would pay multifaceted dividends for years to come.

With each region of the country having different agricultural identities based on
climate, geography, and topography, each university would have to tailor its extension
programs to meet the needs of the people in its region. In addition, as new research was
conducted and new knowledge generated, unique methods and programs would need to be
created to keep farmers up-to-date with the latest information. Therefore, the nature of

extension services is one of dynamic programing that continually adjusts to meet the



needs of the local populous. This requires the specialists to be informed of the latest
research as well as the current industry concerns. Not only do the specialist need to have
the information, but it is necessary that they be able to effectively disseminate the
knowledge. As times and technology change, the specialist can no longer rely on giving
speeches to gathering crowds from the back of train cars (University of Kentucky, 2011),
as was performed in the early days of extension. Now it takes coordinated efforts of
county extension agents, the recruitment of volunteers, fund raising, marketing, conflict
resolution, and event planning in addition to being able to influence and convince a group
of people to change something they are accustomed to doing. This responsibility of
influencing people to change in order to benefit themselves and the group harkens back to

our accepted definition of leadership.

Problem Statement

We can begin to see the connection between this specific role in extension and its
ties to leadership, however there is no current literature that specifically examines
leadership characteristics of people in the role of extension specialists. This gap in
literature is particularly alarming since the person in this role is typically hired for the
position based on his or her subject matter knowledge not background in leadership.
Thus, a look into the leadership practices of extension specialist can be an important step
into understanding the position, meeting the needs of the people that occupy that role, and

addressing issues that may appear in specialist-led programing.

A quick look at job postings and descriptions for extension specialist reveal a
paradox. A recent job opening at West Texas A&M University (2017) for the position of

Assistant Professor and Extension Swine Specialist requires a PhD in animal science with

4



emphasis on swine production and management, or a doctorate in veterinary medicine.
However, another qualification for the job requires “proven ability to provide leadership
and implement meaningful educational programs”. The disconnect lies between the
curriculum for most animal science PhD programs and the requirement to provide
leadership in educational programing. A study of West Texas A&M University’s (2017)
required curriculum for a doctor of philosophy degree for the college of agriculture
contains a host of advanced science courses with no mention of classes in leadership or
education. This begs the question as to where people are supposed to obtain these unique

skills in leadership and education that are required in the position of extension specialist.

Job descriptions require extension specialists in animal science fields to have
achieved a PhD in an animal science related field, which makes sense because applicants
are assumed to be an expert in the subject. However, when providing leadership in
extension programing and education, is the primary job responsibility, some assessment
is necessary to answer three questions: What kind of leadership methods are being used
by people in these roles, where they are learning their leadership skills and styles, and
what can be done to assist people in these roles to gain the required skills they may be

lacking.

A critique of leadership styles was performed by using transformational and
transactional leadership theory. The idea of transformational leadership originated form
the writings of Burns (1978) and is focused on the notion that the role of transformational
leaders is to serve as models as well as to nurture the followers’ needs for growth. The
theory of transformational leadership perspective is often juxtaposed to transactional

leadership perspectives. Transactional leadership tends to center on give-and-take



exchanges, and focuses on reward and punishment based on performance or adherence to

rules (Bolman & Deal, 2013).

Since the nature of the cooperative extension service is to influence and convince
the people in agriculture fields to learn new strategies that better their production and
management, transformational leadership would be the logical approach to most
situations. However, there is value in transactional leadership. Burns (1978) used the idea
of transforming leadership to describe the differences between management and
leadership, equating transactional leadership to that of a role of a manager, not necessarily
a leader. But, transactional leadership has proven to be effective in certain situations.
Deichmann and Stam (2015) showed that transactional leadership was key for
innovation while other studies concluded that providing rewards upon task completion, a
transactional approach, increased motivation (Vaccaro, Jansen, Van Den Bosch, and

Volberda, 2012).

If, instead of approaching transformational leadership and transactional leadership
as mutually exclusive, we considered the two approaches on a continuum and available as
tools in a tool box for leaders to use based upon circumstance, then we might enhance the
impact of the person’s leadership abilities (Gibson & Birkinshaw, 2004). Understanding
which theory most specialists lean towards can also help us to understand how followers
are responding to leaders and potentially how effective their programing is. This study
will not imply that either style of leadership is inherently superior, but instead offers that
the value of each is situation dependent. The Multifactor Leadership Questionnaire

(MLQ), will be used to see if there are any types of trends within the specialist



community pertaining to leadership style and attempt to hypothesize the significance of a

common leadership style and its potential implications.

Purpose and Significance of Study

During the last fifteen years, literature on leadership practices within extension
services has focused on the county agent or on administrators rather than on the position
of extension specialist. This position of extension specialist has been identified by
universities as a leadership position (University of New Hampshire Cooperative
Extension, 2011; Missouri University Cooperative Extension, 2016; Virginia Cooperative
Extension, 2016). Most universities base hiring qualifications largely on subject matter
knowledge with little concern for leadership or educational experience or skills based on
the typical requirement of a doctoral degree in a science based field. This contradiction
of expectations paired with actual abilities poses a potential gap in the system and begs
the question as to whether people currently in these roles are able to adequately perform
the requirements of their position. It is evident that the knowledge base in the field
would be enriched by studies not only on the current leadership skills and practices of
these individuals, but also on whether additional training or programing should be offered

to assist in the understanding of leadership concepts and characteristics.

The purpose of this explanatory study was to (a) examine the current
transformational leadership characteristics among extension specialists, (b) ascertain
these individual’s training and educational background that would prepare them to enact
this leadership style, and (c) learn more about the position of extension specialist from

their perspective.



Research Questions and Design

1) To what extent are transformational leadership characteristics exhibited by
extension specialists in the area of equine science?

2) Can any differences in leadership characteristics be explained by demographic
factors such as educational background, or years in the position?

3) What leadership skills and training do the individuals feel are necessary to
perform the duties of this position?

4) How are leadership methods learned or developed among this population?

Since research has not examined the role of extension specialist, this study will
rely on previous studies’ in the field of extension as well as studies in alternative fields
that had similar objectives. Creating a knowledge base for this group of people who to
this point had not been studied regarding leadership styles, will require an initial phase of
data gathering that will shed some light on the subject, as well as paint a picture of how
transformational leadership theory applies and is practiced by this group of individuals.
Once themes emerge from the initial gathering of data, those theories will need to be
confirmed and explained by using a more focused qualitative approach. To this accord,
the research design that makes the most sense for the task at hand is a sequential
explanatory approach (Creswell, 2009). The sequential explanatory method is a mixed
method style that is characterized by an initial data collection phase that is quantitative in
nature, followed by the collection and analysis of qualitative data that is meant to explain

and build on the results of the first phase (Creswell, 2009).

Logically, when looking to understand the leadership characteristics of extension

specialists and understand the presence of transformational leadership within this

8



population, it is important to allow participants to frame the data by expressing personal
opinions and experiences. Once data trends and correlations emerge from the quantitative
phase, qualitative methods can be used to explain and broaden our

understanding of the themes by conducting personal interviews of people in these

positions. The quantitative data will be used to generate some of the interview questions.

Participants

Several people who operate under the umbrella of cooperative extension services
at land grant institutions have the title of extension specialist. Specialists can be widely
varied within a given specialty; there are also numerous specialties that are not
necessarily uniform from one university to the next. Areas can range from specific
species within the department of animal sciences, to plant and soil sciences, to more
personnel based specialties such as leadership or volunteerism. In the early days of land
grant institutions, the specialists were strictly agriculturally based in either animal, plant,
or soil science. These specific areas are where the current discrepancies come onto play.
People trained in traditional bench science fields are then asked to fill a leadership role
across the state. The more recently acquired positions that involve personnel enrichment
lack this assumed discrepancy since their backgrounds typically align with their job

description in a more logical manner.

Therefore, this study will choose to focus on the traditional science-based fields
of extension specialists. For ease of sampling and clarification, this study will sample
extension specialists in the department of animal sciences with a focus on the equine

species. This group was chosen because it is concise and easily defined, and this group



of people is accessible to the researcher. It also allows further studies in other fields of

extension.

Instrumentation

Two data collection instruments were used in this study: an online survey was
sent to study participants via email, and individual interviews based on the survey data
collection. The survey consisted of a series of demographic questions such as
educational background, and length of time as a specialist, and whether the participant
had received any leadership training. Also contained within the survey were questions
from the Multi-factor Leadership Questionnaire (MLQ) (Avolio & Bass, 2004). The
MLQ is a tool that evaluates a person’s tendency to use transformational leadership

styles.

The MLQ has been the primary instrument used for research on the full-range
theory of leadership (Tejada et al., 2001). Since it has been used frequently and has
undergone several revisions, the MLQ is considered the most stringently validated
measure of transformational leadership (Ozaralli, 2003). Furthermore, many leadership
characteristic studies that have been performed within the extension system have also
utilized the MLQ which more easily allows for future comparison of results and
reflection (Brown et al., 1996; Hastings Elizer, 2011; Moore & Rudd, 2006; Sinasky &

Bruce, 2006;; Stedman & Rudd, 2006; Woodrum & Safrit, 2003).

Following the data collection and analysis of the quantitative phase, an interview
phase took place to complete the qualitative portion of the mixed methods study. The

interviews were conducted either by phone or face-to-face. The interviews were semi-
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structured so that questions were largely based on the data collected by the survey, but
the interviewer had freedom to ask for more explanation or to explore new themes that
may arise. The number of interviews conducted was dependent upon the number of

individuals willing to participate in the interview portion.

Delimitations

The decision to only use equine extension specialists was for the purpose of
keeping the study organized and concise while remaining thorough. Equine extension
specialist do not differ from other animal science extension specialists when posed with
the problem statement of this study. The species of equine was chosen because that is the
field in which the researcher currently works, therefore, the hope was that this fact would
produce a higher response rate than that of another species where participants are not

familiar with the researcher.

Limitations

The MLQ is being used in this study as a self-assessment tool. It is recognized
that colleagues, followers, and superiors to the individual participant may have differing
opinions as to the level of transformational leadership displayed by the participant.
However, since this is an initial explanatory study (Creswell, 2009) seeking to collect
data on a group of people that has not been studied before in this capacity, the self-
assessment will be used as our clearest indicator of personal choices the specialist makes.
This also allows for additional research that would perform a more thorough analysis of

the transformational leadership characteristics of extension specialist.
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Summary

This study is a sequential explanatory mixed methods projects set to evaluate the
leadership characteristics of equine extension specialists. This specific group has not
been researched in the past regarding leadership characteristics and poses as an
interesting group due to their paradox of required educational background being subject
matter specific, while job responsibilities require the additional aspect of leadership and
educational knowledge and skills. The study consisted of a quantitative phase based on a
survey which included demographic and background questions, plus a transformational
leadership analysis tool called the Multi-factor Leadership Questionnaire. The survey
was followed by a qualitative portion consisting of interviews that would provide a more

in-depth explanation of trends displayed in the survey data.
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CHAPTER 2

LITERATURE REVIEW

The purpose of this study was to understand the leadership characteristics of
equine extension specialists, given that they are a group that is naive to leadership
research and more specifically are a population with explicit leadership and educational
responsibilities in their job duties. This sample population is especially interesting
considering they are hired for their position based on their education and research
background which is typically focused in bench science and enter the position without
studying or formal training in leadership or education. The study hopes to produce a
knowledge base of leadership practices and characteristics among extension specialist,

and to understand how those characteristics are learned or developed.

The following literature review is divided into three sections. The first is intended
to give the reader background information as to the progression of leadership theory as
well as the theoretical framework associated with this study. The second section looks at
the literature pertaining to the cooperative extension service, which will provide
information on the role of an extension specialist, and how these people fit into the
extension system. Finally, the third section will explore prior research that addressed
leadership within extension to build the argument for the purpose of the study, that the
position of specialist should be studied with regards to leadership, and how the chosen

theoretical framework fits within this research topic.
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The Study of Leadership Theory

In its infancy, the study of leadership relied mostly on the assumption that good
leaders were born possessing a particular set of traits, and leadership skills were simply
inherited. Galton (1840) produced a study supporting the theory that “greatness” or what
we would consider proficient leadership skills were not only inherited, but that great men
frequently begat great men, and therefore society should take notice by specifically
breeding for this purpose. Apparently, at the time of Galton’s writing even Charles
Darwin agreed with his “great man” theory (Galton, 1840). However, as seemingly
obvious today, Galton failed to recognize the power of social and financial privilege.
One of Galton’s main arguments was that not only were certain men powerful and held
political prestige, but that these men’s brothers also held societal clout. Socioeconomic
status and its effect on one’s ability to succeed was apparently uncharted territory at the
time. But the creation of the great man theory led to later work which would attempt to

identify similar traits shared by these powerful individuals.

Trait theory emerged and became the next wave in the study of leadership. Trait
theory assumed that people possessing specific traits of character were more likely to
emerge as leaders. Traits commonly associated with leadership characteristics included
intelligence, insight, adaptability, extroversion, initiative, self-efficacy, and cooperation
(Stodgill, 1948). Bowden (1926) also noted that extroverted personalities often
correlated with people in leadership roles. Once again, context seemed to be a
confounding limitation for early leadership scholars since Bowden’s study looked at the
student body president of forty universities, of which the very nature of the position and

how one would rise to it would assume some level of extroversion. However, being
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extroverted proved to be an area of potential failure during a study by Hogan and Hogan
(2001) where it was stated that this particular personality trait may lead to estranging
followers who wished to have more input in the organization. This finding would
suggest a major conflict in the notion that personality traits can predict or determine one’s

success in a leadership role.

Both the great man theory and the traits theory relied heavily on the intrinsic
properties of the individual person; and failed to take note of the interaction between the
leader and the followers. This relationship, which is largely dictated by situational
decisions made by the leader, was looked at more closely during the Industrial

Revolution when people became interested in increasing productivity of the work force.

Management versus Leadership

It could be postulated that the modern study of leadership would not exist without
management theorists. Scholars from the early twentieth century were largely motivated to
examine the relationship between management and laborers with the intention of
discovering methods to increase production (Taylor, 1916, Fayol 1916). Further evidence
to support this notion comes from classical theory that promotes the ideas that efficiency
of resources, the potential for personal gain, and complete comprehension of
one’s responsibilities is only achieved through rigid organizational structure (Weber,
1922). In essence, strong management. Unlike trait theorist who made the assumption
that successful leadership relied solely on the personality of the leader, the idea of
management was based on the interaction between superior and subordinate. This thought
process dominated many early leadership studies where the labels of management and

leadership became synonymous (Rost, 1991). These interchangeable definitions made
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sense during the industrial era where most relationships were dyadic in nature and
included people who were securely set within either authoritative or subordinate roles.
Principles of classical leadership theory include a unilateral flow of communication,
increased training equating to greater efficiency, and strict adherence to procedure as the

first step to circumvent conflict (Gulick & Urwick, 1937).

One of the assumptions of this theory suggests that workers can be trained to
perform a given task to the highest level of efficiency. Consequently, the burden of
training the workers to perform at this level falls on the supervisors, with the belief that
this will in turn maximize the potential production of the organization (Taylor, 1916).
The conclusion was that the integrity of this organizational structure made it possible to
more efficiently utilize resources, provide promotions as a means for motivation to work
diligently, threaten penalties for unsatisfactory behavior, and that it would give everyone

a clear understanding of their positional responsibilities (Weber, 1922).

However, as society moved into the post-industrial era, the separation between
management and leadership became somewhat murky. Questions arose about the idea
that one could be a good manager, but whether they were also demonstrating leadership,
or simply a relationship based on positional authority (Rost, 1991). Therefore,
researchers set out to define the two terms. Rost (1991) argues that leadership studies
traditionally lack an agreed upon definition, and the inconsistency of definitions makes it
difficult to compare leadership studies thus, Rost (1991) attempts to formulate his own;
“Leadership is an influence relationship among leaders and followers who intend real
changes that reflect their mutual purposes,” (p. 102). This definition stands out from

other scholars’ interpretations in that it emphasizes a relationship that is more complex in
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nature and purpose. Traditional managerial relationships focus on production and sales,
and beyond supplying necessary resources, does not require a concerted effort and

meeting of the minds to accomplish.

Another anomaly in Rost’s (1991) definition of leadership is his explanation of
the relationship between the leaders and followers. The first implication is that the
followers are actively and willingly participating. Both leaders and followers are
involved in the influence relationship and both are doing so with the intention of actual
change occurring from their actions. This breaks from the customary understanding of
management in which the focus of the relationship relies on production, and the driving
motivation comes from not wanting to lose one’s job as opposed to a shared desire to

bring about overall change.

As mentioned, Rost’s (1991) definition of management describes the relationship
as “An authority relationship between at least one manager and one subordinate who
coordinate their activities to produce and sell particular goods and/or services” (p. 145).
This would infer a much more rudimentary relationship that exists on the notion of
positional power (Bolman & Deal, 2013), and is void of the complexities that come with

the idea of influence and real change.

Based on Rost’s (1991) definitions of management and leadership, leadership is
not simply a connection between the manager and worker at an organization, but is much
more complex and may arise from any number of relationships between people that
encompass numerous leaders and followers. In this sense, leaders may come from the
group of followers, or leaders and followers may change roles. Where managerial

relationships may be successful by maintaining the status quo, Rost (1991) suggests that
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leadership relationships can bring about real change that is both substantive and
transforming. A management decision could also involve change, but the relationship
does not require both parties to be intellectually committed to such change. Contrarily,
leadership revolves around the notion that both leaders and followers are devoted to the

mission at hand.

Rost (1991) makes a compelling argument that management and leadership are not
one in the same, and should not be considered synonymous. It is easy to see that actions
performed by a manager do not inherently constitute leadership. One could serviceably
fulfil all responsibilities of a manager by directing workers, ordering
supplies, and arranging schedules. However, if done in a manner in which it is
unfavorable to the workers and therefore resulted in poor production, it would be easy to
identify these actions as lacking leadership qualities. Rost (1991) acknowledges that
y st scholars do not equate the terms management and leadership, but instead categorize
them as management and good management where good management would constitute
leadership. This was the essence of leadership study within the industrial paradigm,

however this concept still fails to identify the process by which to discern the two.

This idea would suggest that management and leadership are not mutually
exclusive, but that one is a better version of the other. Rost (1991) is of the opinion that
management and leadership are in fact two distinct and separate relationships. Those
who follow the theory of transactional and transformational leadership may postulate that
the two are mutually exclusive to some extent (Burns, 1978; Bass & Avolio, 1993), in
that they are often perceived as opposite approaches to leadership. However, if you

believe as Burns has stated, that transactional does not depict managerial, then
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transactional and transformational being mutually exclusive would have no bearing on

leadership and management being mutually exclusive as well (Rost, 1991).

However, this study takes the opinion that management and leadership are
actually complementary in practice. Organizations can be effectively managed but lack
the leadership necessary to inspire, create positive change or evolve the organization
(Dubin, 1979). In the same light, leadership can influence a group of people to believe
and work toward a common goal, however, if not managed properly, the efforts are often
futile and misguided (Dubin, 1979). Effective leadership requires a certain element of
good management as well. Organization, directives, and daily custodial diligence, are all
necessary to keep an idea and a process afloat. Meanwhile, good management without

leadership many result in stagnation, resentment, and questioning of purpose.

In this light, one could view management and leadership on a spectrum and
conclude that a person in a leadership role must constantly be adjusting the pendulum
back and forth in order to inspire and influence followers, while also managing in a way

that tasks are sure to be accomplished.

Four Frames of Leadership

With the focus on management as leadership in the industrial era, classical theory
was dominant. By narrowing in on rigidity and rules, the classical theory could easily be
seen to increase production while utilizing minimal resources. Assumptions surrounding
the structural frame begin with the aforementioned idea that the organization exists in
order to meet preconceived goals and therefore the needs of the organization supersede

the needs of the employees. This strictness to the adherence of rules and regulations
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failed to address many needs of the organization and its workers, and proved insufficient

over time.

The notion of flexibility lends to the postulations by Bolman and Deal (2013) that
leadership should be approached as if the leader possessed a series of frames or lenses to
use in various situations. Still addressing leadership from a relationship aspect, Bolman
and Deal (2013) suggest that there are a total of four frames in which to approach
leadership; (a) structural or classical frame, (b) human resource frame, (c) symbolic
frame, and (d) political frame. This also echoes the researcher’s opinion that
management and leadership are on a spectrum which both can and should be used by
leaders. Bolman and Deal (2013) go even deeper to suggest that a leader should possess

even more tools.

As Bolman and Deal (2013) describe, a frame is a mental model that is based on a
set of assumptions that one can use to help understand or negotiate particular
circumstances. Frames can also be compared to a map, a guide to a landscape that allows
one to decipher a situation and find the best solution. An analogy that Bolman and Deal
used in their book is to compare frames to maps and included an example that a map of
Chicago would not help you to find your way around Paris, similarly, multiple frames are

needed to recognize different situations and a need for a different set of solutions.

Where having a plan or diagnosing a situation is imperative to addressing
problems, framing is just the first step. Understanding the assumptions and also the
limitations of each frame is important. Each frame has positive and negative attributes. If
there was just one frame that fit and fixed all problems then effective leadership would

need no further study nor would it seem so elusive in many organizations. Being able to
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accurately assign frames and subsequently adjust the situation to align with a different

frame is the essence of reframing (Bolman & Deal, 2013).

Classical/structural frame. Characteristics of the structural frame harken to the
industrial days of manufacturing plants with many workers at essentially the bottom of
the hierarchy, abiding by the instructions of managers. Those managers then report to yet
another level of managers or superiors and on up until one reaches the executive level of
the organization. Organizations that strictly adhere to the structural frame typically
believe that increased training along with strictly enforced rules and procedures lead to
exceedingly efficient labor forces and prevent problems from occurring (Taylor, 1916).
The individuals at the top of the hierarchy are the ones concerned with overarching
organizational goals and positions, while each tier bellow is responsible for a narrower

focus concerning just its direct subordinates (Fayol, 1916).

An assumption within this frame is that a higher level of efficiency can be
obtained through appropriate division of labor and specialization (Gulick & Urwick,
1937). This idea focuses on the notion that people can operate at a higher level if they are
not given multiple responsibilities. Dividing up jobs and having people do only what they
are good at, makes for a highly productive work force (Bolman & Deal, 2013). A
separation of labor can only properly succeed when expertly coordinated and controlled
by upper management. This assumption is followed logically by the premise that an
organization operates the best when rational thinking takes precedence over emotions and

personal agendas (Bolman & Deal, 2013).

The classical theory has many valid points and is why it is still used today in

certain situations, however, there are weaknesses to this leadership approach as well.
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With all of the production driven, and seemingly efficiency inducing strengths of the
classical theory, one of its main short comings is where the priorities of the organization
lie. Fayol (1916) calls this Subordination of Individual to General Interests. It is the
expectation that workers within an organization should resign their own needs so that the
interests of the organization can be met. It can also be assumed that an organization
would put its goals before the workers as well. This means that to the organization,
workers are somewhat dispensable, and leadership within this theory would be more

inclined to get rid of a worker as opposed to fixing a problem within the organization.

It is this idea that the organization should be placed before the individuals when
paired with the rigidity of its structure and principles that causes the structural frame to
fall short in many cases. Fayol (1916) indicated a need for managers to be able to assess
and adjust the amount of centralization within an organization in order to adapt to the
needs of the organization. This dynamic principle suggests that organizations have a
need to be somewhat flexible in order to adapt to changing climates both within the
organization and in the external environment. This inability to be flexible is what causes

the greatest failures in the classical theory.

Human resource frame. In response to the short comings of the classical frame,
lying on the extreme opposite end of the spectrum, is the human resource frame. The
main shift in doctrine comes from a belief that the people are dependent on the
organization, therefore the organization is dependent on the people. This change in
ideology came about in the 1950’s even though people began to realize the importance of
catering to the needs of workers prior to the reference of the frame itself (Shafritz & Ott,

2001). This frame acknowledges that people’s feelings, attitudes, and general wellbeing
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have a direct impact on their productivity (Bolman & Deal, 2013). It was soon
recognized by leaders, who were able to cast off the assumptions of what an organization
is supposed to look like, that meeting a worker’s needs actually had the result of
improving production. When the organization took care of its employees, when the
employees felt respected, and when they were given the opportunity to have input and
develop their skills, the entire organization benefitted (Bolman & Deal, 2013). The
organization was not only able to achieve its goals, it was also able to grow, change, and

advance.

The assumptions of the human resource frame are in many ways contradictory to
the structural frame. For example, the first assumption is that the organization exists to
serve human needs (Bolman & Deal, 2013). It also assumes that there is a symbiotic
relationship between organizations and people. Neither can exist and thrive without the
other. Organizations provide people with careers, salaries, and the opportunity for self-
actualization, while people are the driving force for an organization’s ideas, energy,
talent, and man power. In keeping with this theme, not only do people and organizations
need one another, if a problem arises specifically caused by a poor fit between the person

and the system, both are negatively affected (Bolman & Deal, 2013).

The strengths of the human resource frame should be somewhat obvious, as there
are definite benefits to treating people with respect and acting in their best interest. By
paying attention to the working conditions, as well as emotional and physical needs of
individuals, the people in return will often choose to respond by growing and improving
themselves which in turn improves the organization (Maslow, 1943). People who are

dissatisfied with their work will not perform to their full potential (Herzbergs, 1966). In
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order to motivate individuals to give full effort at their work there must be some benefit
for them. This can come in the form of performance-based positive reinforcement. The
combination of eliminating dissatisfaction while simultaneously providing opportunities
for personal and professional gains has shown to be an optimal mix to maximize worker

potential (Herzbergs, 1966).

The human resource frame emphasizes worker input, collaborations among people
of different skills and positions, and prioritizes flexibility. It offers the option of
having a smaller, more flexible and diversified workforce, which in theory, would reduce
cost, have the potential to increase production, and allow the organization the ability to
respond to environmental fluctuations (Bolman & Deal, 2013). This ease and flexibility
is in sharp contrast to the rigidity of the structural frame, but in many ways it makes
sense. Instead of dividing up work and categorizing people, it allows them to cooperate
on projects to accomplish a task more quickly and with fewer departments and therefore,
fewer supervisors. It is easy to see where each approach to organizational frames could

have a place that would be dependent upon the type of work being done.

Another strength of this frame is the continuity of satisfied workers. Workers
who feel as though their needs are being met and have positive feelings towards the
organization are more likely to stay with the organization for an extended period of time
(Bolman & Deal, 2013). This allows for a reduction of costs required to hire and train
new workers, as well as allowing people with experience in the company to assist in
problem solving from a front line perspective. Communication flow is also a main
feature of the human resource frame. As opposed to the structural frame where

communication flows from the top down in directives, the human resource frame stresses
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a multidirectional flow of information. Management seeks the input of workers,
managers discuss common issues among their ranks and executives welcome suggestions
and feedback from subordinates (Bolman & Deal, 2013). This encouraged flow of
communication makes everyone in the organization feel as though they have purpose. It
also allows those in leadership positions the possibility of receiving information first

hand, in turn creating the means of addressing a problem before it gets out of hand.

With all of the positive aspects of the human resource frame it is not without its
downsides. Unfortunately, people do not always behave as anticipated. The success of
this frame relies on the ambition and response of the workers to motivational triggers.
Some people will avoid work whenever possible regardless of incentives and positive
motivators (Bolman & Deal, 2013). There is a limit to what organizations are actually
able to pay people or to provide as incentives for advancement. Even if the organization’s
philosophy is to value the worker, if they are unable to pay a person a salary
that meets his or her needs, there is very little else the organization can do. At that point,
any amount of inclusion in office decisions, rhetoric of appreciation, or opportunity

of skills advancement becomes a moot point (Bolman & Deal, 2013).

Another weakness of the human resource frame, is just like anything in life, too
much of a good thing can be a negative. Being free of structural shackles may seem like
a brilliant and progressive idea, however an organization completely devoid of structural
parameters will have a hard time getting anything accomplished (Bolman & Deal, 2013).
If the organization is negligent with policies and guidelines then it is difficult to hold
people accountable. If everyone is able to have equal input in decision making, then it

may become increasingly problematic to arrive at a final conclusion. Organizations that
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have implemented this style of organization are extremely reliant on the autonomy and
work ethic of individuals. If people within the organization have a personality that needs
constant supervision; and directives, it will be a struggle for that person to succeed in an

environment that is committed to the human resource frame (Bolman & Deal, 2013).

Symbolic frame. The idea of the symbolic frame is that the organization projects
its priorities and goals through the use of various symbols that can be expressed in a
multitude of ways (Bolman & Deal, 2013). The culture of an organization is created by
visuals, attitudes, history, and stories passed down over the years. This all creates an idea
of what the organization is about, and how its workers are expected to act, look, respond,
believe, and any number of additional expectations. Some organizations are acutely
aware of the symbols they project to people both inside and outside of the establishment,
whereas other organizations are completely unaware of how their culture is perceived,

was created, or continues to exist.

The assumptions of the symbolic frame include the understanding that what
actually happens is in most cases not as important as what it means or how it is perceived
(Bolman & Deal, 2013). This also carries with it the notion that an action taken by the
organization may be more for the purpose of taking action as opposed to the action itself.
An example of this would be a company that is being sued for a wrong-doing, that
responds by firing a person in a managerial role even though the manager may have had
nothing to do with the problem. The action taken was to demonstrate to the public that
they were taking the matter seriously and that they responded, regardless of whether the

problem was solved.
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The symbolic frame is often used to attempt to communicate the strength of an
organization. It can communicate any number of desired messages, including cohesion,
power, humor, efficiency, and ambivalence. The combination of symbols generated

create the culture of an organization. Schein (1993) defines culture as.

A pattern of shared basic assumptions that the group learned as it solved its
problems of external adaptation and internal integration that has worked well
enough to be considered valid and, therefore, to be taught to new members as the
correct way to perceive, think and feel in relation to those problems (p. 11).

In essence, culture gives an organization, and those within an organization, an
identity and a commonality. Culture is also used to teach people how things were
successfully dealt with in the past so that they can be dealt with in the future (Schein,
1993). This gives people a foundation on which to base their decision-making as well as
reassurance that they are complying with organizational principles. When new people
enter an organization it is the culture that helps them to not only understand expectations

and procedures, but also to help a new employee.

This shared identity that incorporates people within an organization can foster
loyalty to people as well as to their place of work. Symbols and loyalty also create a
sense of ownership and pride. These elements are key in many organizations and allow
people to tolerate unfavorable changes or subprime conditions since their belief in the
organization is solid and they are proud to be a part of it (Bolman & Deal, 2013). This
loyalty produced by culture can lead to tight bonds among workers that results in more
collaboration, greater pressure to increase production, and an increased occurrence of

assistance between workers.
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One of the leading causes for weakness within the symbolic frame is the
acknowledgment that symbols are vulnerable to interpretation. A symbol may not reflect
the intended message and in turn project an unwanted image or understanding. Very
rarely are the symbols verbally communicated, leading to individual interpretation. This
scenario requires leaders to not only think through how something may be perceived, but

the various iterations of how something may be construed (Bolman & Deal, 2013).

Another problem with this frame takes place when an intended symbol fails to
communicate any message and the action is therefore seen as pointless or unnecessary
(Bolman & Deal, 2013). Sometimes the best efforts to create a culture or send a message
fall short, and are either ignored or seen as a waste of time and money. Even actions that
seem to be entrenched in the culture of an organization can become obsolete. As new
generations of workers become involved, people may begin to question the purpose of
certain actions or processes. If the intended purpose of the action is not effectively
communicated, or if the only reason for it is because the organization has always done
things that way, the act can actually detract from the overall goal and render people

disconnected or resentful (Bolman & Deal, 2013).

Culture can also keep an organization from advancing. When the group is more
focused on tradition than progress, culture can become a stumbling block. A problem can
also arise when the message is obtuse, overly complex, or so abstract that people either
reject the message or do not understand it (Bolman & Deal, 2013). This can result at best

in wasted time and energy, and at worst in people offended or put off by the symbol.

Political frame. The political frame differs from the other three frames that have

been discussed in that the structural frame, human resources frame, and the symbolic
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frame are all initiated by the leader or can be easily altered by the leader. The political
frame requires more recognition than implementation. Politics is the natural phenomenon
that occurs between people and groups of people when forced to compete for limited
resources (Bolman & Deal, 2013). Those resources can include time, personnel,
influence, power, materials, facilities, and of course, money. With the competition that
ensues for the ownership of these resources, conflict is inevitable (Bolman & Deal,
2013). One must be aware of this internal struggle so that the leaders are not unwittingly
swayed by false pretenses, and also so that the leaders do not lose control of the

organization.

When discussing the assumptions that accompany the political frame it is
important to understand the definition of the term, “coalition”. An organization is a
coalition made up of diverse people and multiple interest groups (Bolman & Deal, 2013).
As these people vary in their experiences and therefore their perspectives, so do priorities
and perceptions of reality. This means that not everyone is going to agree on where
resources should be allocated. Conflict is hence unavoidable as differing opinions arise.
Subsequently, one of the most important jobs of a leader within an organization is to
make the difficult decisions about how limited resources will be allocated (Lasswell &
Kaplan, 1950). As the conflict and competition for resources divides interest groups,

power becomes the most valuable resource out of necessity (Bolman & Deal, 2013).

This ongoing struggle between intra-organizational interest groups gives rise to a
potentially hectic environment filled with bargaining, lobbying, and negotiation (Bolman
& Deal, 2013). The need for the limited resources motivates individuals to behave in

such a way. The constant conflict forces the leader’s hand in prioritizing one interest
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group over another, which either intentionally or unintentionally, begins to define the

goals and motivations for the organization (Bolman & Deal, 2013).

An understood strength of the political frame is the thought that embracing
conflict will bring about positive change (Bolman & Deal, 2013). Conflict is sometimes
viewed as a negative component, however, without conflict, outdated processes and
ideology becomes antiquated and begins to hurt production. A reasonable amount of
conflict, handled in the correct way, can be the catalyst that brings forward necessary
changes that allow the organization to progress. When people compete for resources,
they must justify their needs. This allows issues to be thought out, prioritized, and

addressed in a logical manner.

Negotiation paired with conflict resolution tactics can lead to interest groups
working to find common ground and potentially broadening each other’s perspective. If
the leadership within an organization is cognizant of how to properly handle a situation,
the political frame can ensure that all parties are heard, which enables a well thought out
solution that serves the greater good. This can also create working relationships between
interest groups that can bridge gaps and create a more cohesive unit (Bolman & Deal,
2013). Negotiation, if handled correctly, can resolve conflicts by addressing the most
pressing needs of each party thereby allowing the organization to function at its optimal

level.

Conlflict, in some cases, is the only way issues are realized, understood, and
properly resolved. However, it requires leaders to handle conflicts appropriately. In
many circles, the idea of politics receives a bad reputation because if handled incorrectly,

politics has the potential to create division, nasty competition between workers, and can
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influence a leader to make a decision that is not in the best interest of the organization
(Bolman & Deal, 2013). This is especially true if the leader is out of touch with

organizational needs and susceptible to manipulation (Bolman & Deal, 2013).

If a leader decides to award one sector with contested resources without due cause
or without communicating the intended purpose and reasoning behind the decision, gaps
in interest groups can widen, causing further division within the organization (Bolman &
Deal, 2013). This can also give a particular group an inordinate amount of power within
the organization which could tilt the balance and result in conflict based on greed or envy
instead of actual needs of various departments. Politics can also present a major problem
if the leader is dishonest. If a leader can be persuaded by the chance of personal gain,
then often the goals of the organization are pushed aside in trade for individual wants and
greed (Bolman & Deal, 2013). This scenario is why many leaders and people in general
choose to ignore politics. However, the decision to overlook politics can create greater
problems. According to Wirt and Kirst (2001), politics within the organization will
continue to exist but failure of acknowledgment by the leader will leave the person

susceptible to manipulation by the interest groups.

Transformational Leadership Theory

Following the notion that leaders must be flexible and be able to adjust the frame
in which they use to assess and analyze the system, this study will focus on the idea of
transformational and transactional leadership theory. Burns (1978) originated the idea of
transformational leadership, which is based on the concept that a transformational
leader’s role is to transform the followers’ ideas and thoughts in order to develop a

unified mission that not only serves to further the organization but also allows the
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followers to grow as individuals. The categorical opposite of transformational leadership
is considered transactional leadership. The theory of transactional leadership is built on
the idea that leaders and followers’ interactions are based on a give-and-take relationship.
The followers are thereby rewarded or punished depending on their adherence to

organizational policy and their performance (Bolman & Deal, 2013).

The post-industrial realization that leaders must not only manage but also inspire
others to excel (Kouzes & Posner, 2003) led to the creation of new leadership theories
that more aptly apply to the various complexities of post-modern organizational needs.

In Rost’s (1991) expanded version of his leadership definition, he notes “Leadership is
about transformation” (p. 123). This bolsters his argument for a leadership definition that
states that leadership is “An influence relationship among leaders and followers who
intend real changes that reflect their mutual purposes” (p. 102). Rost further explains this
concept by breaking down his definition to three components that are all based on the
notion of transformation.

Rost’s (1991) first argument is that actual influence relationships are not built by
coercion, but are instead achieved by persuasion. This would align with the human
resource frame that places an importance on the relationship between worker and leader.
Next, Rost offers that the sole purpose of a leadership relationship requires the element of
transformation. According to Rost, the only way to have leadership take place is if there
is the intent for real change to occur, or in other words, transformation. Finally, real
change, or transformation, can only be obtained when the group as a whole develops a
common purpose. If one is to embrace Rost’s definition of leadership, then the concept

of transformation must be a key component.
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Thus, the idea of a transformational leadership theory pairs nicely with Rost’s
(1991) definition. Transformational leadership theory is often juxtaposed with
transactional leadership. Transactional leadership fits more with the idea of the structural
frame whereby leaders tend to focus on give-and-take exchanges along with reward and
punishment in dealing with followers (Bolman & Deal, 2013). In stark contrast,
transformational leaders focus on serving as role models, and shepherd the followers’
needs for growth (Bass & Avolio, 1993). Transformational leaders are able to generate
interest along with awareness for the task at hand, as well as promote the individual’s
desire to expand their skills and knowledge base as both parties embrace their collective
goals (Burns, 1978). Transformational leadership theory emphasizes emotions and
values, where other leadership theories focus on rational processes (Yukl, 1999).

In addition to the overarching theme of influence relationships, Bass and Riggio
(2006) further identified five dimensions of transformational leadership. These are
considered components of transformational leadership and have emerged as
conceptualizations and the ability to measure transformational leadership has been
refined. The first components are idealized influence, which can be separated into
attributes and behavior. Idealized influence-attributes is concerned with the elements
attributed to the leader by the followers. Idealized influence-behavior is addressing how
the leader behaves regarding leadership. Leaders who excel in the component of
idealized influence are willing to take risks and are consistent with their follower, not
known to make arbitrary decisions. The next dimension of transformational leadership is

inspirational motivation. This component deals with how a leader motivates and inspires
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their followers. It can also be measured by how well the leader articulates the shared
mission of the group.

Intellectual stimulation is the next component. This element of transformational
leadership is concerned with empowering their followers to be creative, innovative, and to
find new ways to approach existing situations. This dimension is one of the elements that
separates transformational leadership from many other leadership styles, since it
empowers followers, uses them as resources, and relies on them to create the necessary
change. The final dimension is individualized consideration. Transformational leaders
tend to understand each individual follower’s needs for growth and individual
improvement, and therefore encourages followers to develop leadership skills. This is
achieved through the leader serving as a mentor or coach to the follower as they learn the
necessary skills to achieve their goals. These five components of transformational
leadership were identified by Bass and Riggio (2006) and used in the Multifactor
Leadership Questionnaire as categories used to measures a person’s tendency toward
transformational leadership.

Cooperative Extension Service

In 1862 the United States Government sought to increase its influence on a
significant portion of the population. During this time, the federal government realized
that food needs, human health needs, agricultural economy, and proper training for each,
were not only issues with people in rural America, but also had national implications
concerning the overall well-being of the country (National Research Council, 1995).
Increasing the wealth of the nation, logically involved increasing gross domestic product,

which meant bolstering agricultural returns since agriculture was a dominant economy at

34



the time and affected a major portion of the population. This mindset led to President
Lincoln signing three acts that bolstered the U.S. agricultural industry. First, an act