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Agriculture and its related industries play important roles in the
economy of Nebraska. In 1996, the agricultural industry accounted for
approximately nine billion dollars to the state's economy and provided for
half of the state's workforce.

The purposes of this study were to (1) identify the leadership
behaviors of Nebraska farmer cooperative managers and (2) determine the
relationship of farmer cooperative manager behaviors to organizational
outcomes.

The Multifactor Leadership Questionnaire (self and rater) and a
demographic survey developed by the researcher were mailed to a sample
of 55 managers and 165 followers in Nebraska. A total of 34 managers
and 102 followers (61.8%) returned usable questionnaires. All the
respondents were males.

Major findings of the study are as follows:

1. None of the group subscale means of farmer cooperative
managers in this study attained the optimum transformational leadership
score of 3.00. Managers practiced constructive transformational leadership
(contingent reward) and laissez-faire leadership to a greater extent than
they thought.

i
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2. There was a negative relationship between age and
transformational and laissez faire leadership.

3. Income had a significantly positive relationship on
transformational leadership.

4. Outcome measures were significantly related to transformational
leadership. The more transformational a leader, the more positive
outcomes attained.

5. Transactional leadership was positively related to the amount of
extra effort and organizational effectiveness only when contingent reward
was included in the mean but to a lesser degree.

6. Laissez faire leadership had a significantly negative relationship

to satisfaction.
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CHAPTER I

INTRODUCTION

Agriculture and its related industries play vital roles in the economy
of Nebraska. The Nebraska Agricultural Statistics Service (1996) stated
that agriculture in Nebraska is a nine billion dollar per year industry and
employs approximately half of the states’ workforce. Unquestionably,
benefits derived from the agricultural industry are significantly important
for the states’ sustenance. Considering this, greater emphasis should be
placed on promoting the continued viability of this industry for the benefit
of the entire populace. Because cooperatives foster success of the
agricultural industry, this study specifically focuses on the leadership
behaviors of the people that lead them to ascertain how their leadership
styles affect their organizational outcomes. Farm coopératives like other
organizations need strong leadership to guide them to accomplish desired
goals. Buford and Bedein (1989) stated that a properly managed and
supervised cooperative fostered progress and the satisfaction of human
needs. An application of Bass’ (1985) transformational model to study the
leadership behaviors of Nebraska farmer cooperative managers will be a
ground breaking study that may reveal relationship of leadership behaviors

to organizational outcomes.

!
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Problem Statement

This study concerned the lack of adequate knowledge by the
cooperative council to specify leadership development needs. Thus,
leadership development planning could lead to more effective leadership

performance in participating cooperatives.

Emsg Statement

Specifically, this study attempted to identify the leadership behaviors
of Nebraska farmer cooperative managers and to determine their
relationship to organizational outcomes. Leadership behaviors in this
context included transformational leadership behaviors (idealized influence,
inspirational motivation, intellectual stimulation, and individualized
consideration), transactional leadership (contingent reward, management-
by-exception which can be active or passive), and laissez-faire or non-
leadership. Organizational outcomes included willingness of followers to

expend extra effort, organizational effectiveness, and job satisfaction.

Research Questions

The following research questions were formulated to identify
undefined factors of leadership behaviors of Nebraska’s cooperative

managers as they related to the outcomes of their farmer cooperatives.
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Descriptive
1. What are the selected demographic information/variables of

Nebraska farmer cooperative managers?
2. What are the leadership behaviors of Nebraska farmer

cooperative managers?

Multivari esti
3. What are the organizational effectiveness criteria as perceived by

followers of farmer cooperative managers?

4. How do follower ratings on leadership behaviors compare to self-

ratings of their managers?
5. What is the relationship between leadership style and

organizational outcome?

Objectives

The specific objectives of the study were to:

1. Present selected demographic information about managers.

2. Identify leadership styles of Nebraska farmer cooperative
managers.

3. Determine the perceptions of followers about the leadership
behaviors of their managers.

4. Determine the relationship between leadership behaviors and

organizational outcomes of Nebraska farmer cooperative managers.
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Sicnif ¢ the Stud

Results of this study could be used as a means to properly identify
training needs of farmer cooperative managers and assist in planning and
delivering meaningful educational programs through the cooperative
council. It will also add to the leadership literature from a farm
cooperative perspective, since no prior study has been done with farmer
cooperative managers using the transformational leadership theory.
Moreover, findings from this study can be used to enlighten policy makers
about the significance in shaping organizational outcomes, thus influencing
their support in sponsoring leadership training programs. Finally, the
design of the study can be replicated in studies involving farmer
cooperatives in other areas to see if similar behavioral styles account for

organizational outcomes.
Theoretical P tive

Theoretically, the outcome of an organization can be reflected in its
effectiveness and performance (Singh & Bhandarker, 1992). However,
since performance reflects achievement of short-term outcomes while
effectiveness reflects both short and long-term goals, it can be implied that
effectiveness encompasses performance. Therefore, the theoretical
perspective that was used in this study was the systems theory, specifically
as it relates to organizational effectiveness since it is the greatest outcome

determinant (see Figure 1)..

i
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Figure 1. Systems Theory as It Relates to Organizational Effectiveness

Systems theory was developed by Bertalanaffy (1972), a biologist;
therefore, the theory has its roots in the natural and physical sciences.
First applied to organizational settings in the early 1900s (Luthans, 1981),
the theory has since been applied to various organizational settings by
scholars to understand and explain organizations and organizational
effectiveness (Etzioni 1964; 1975; Katz & Kahn, 1966). The theory has
also been applied to economics (Boulding, 1956). With regard to
organizational effectiveness, the systems theory views an organization as a
collection of interdependent, organized parts that work together in an
environment to achieve the purpose of the whole (McClagan, 1989). The
theory posits that organizations function with four systematic processes
(Spray, 1976). These include the following:

1. Inputs from various resources, such as capital, human resources,
technology, and raw materials

2. Transformation of resources through processes

3. Outputs transmitted to other systems

4. Feedback from internal and external sources

I
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Koehler and Pankowski (1997) defined a system as “an arrangement
of things related or connected to form a unified or organic whole” (p. 24).
They further asserted that organizational leaders must refrain from
thinking and acting functionally, a concept Rummler and Brache (1995)
called the “silo effect.” Leaders must therefore adopt a systems perspective
and think of the organization holistically. For some leaders, the pursuit of
this silo phenomenon has been responsible for creating gaps between tasks
and departments. As such, processes that facilitate efficiency and
effectiveness components of organizational outcomes are stalled at these
blank spaces. Cross-functionality between tasks and departments is a viable
method of rectifying the problem. Because of this view, Koehler and
Pankowski (1997) stated that “an effective leader can use the systems
approach to predict and proactively cope with change” (p. 13). The
implication of this approach is that leaders must not view organizations
from a silo perspective but as an interconnected process whose outcome is
contingent upon the functionality of all subsystems within the system.
Jacobs (1988) supported this concept by stating that if human performance
in an organization is expected to contribute to the accomplishment of
organizational goals, a systems approach must be used for development and
management.

Organizations in themselves consist of systems that have goals.
However, it is the combined contribution of these systems to the
organization that determines their effectiveness. Therefore, leaders in
organizations must adopt a leadership style that not only caters to the

achievement of organizational goals, but one that considers individual
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systems and their interrelationships. Considering this notion, Cameron and
Whetten (1983) stated that organizational effectiveness can and must be
evaluated from the perspective of all the different subsystems that make up
an organization. This is due to the fact that properly managed and
coord{nated sub-systems within an organization determine the direction of
goal attainment in the organization. Moreover, when all the components
within a system are present and adequately managed, one would expect to
get exemplary performance. In effect, organizational outcome must be
described and evaluated in terms of all attributes within the organization.
Leaders need to monitor, properly lead, and direct all components in an
organization to foster organization-environment interactions needed for

goal attainment.
Definition of Terms

Nebraska farmer cooperatives. Enterprises that are normally

incorporated, owned by members, and organized and operated by them to
perform specified services (Jewett & Voorhies, 1963). In this study,
references to farmer cooperatives include only those registered with the

Nebraska Cooperative Council.
Farmer cooperative managers. Individuals designated as managers

in the various farmer cooperatives involved in this study.
Followers. Employees of respective farmer cooperatives,
sometimes referred to as subordinates, who rated their managers in this

study.

i
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Leadership. Leadership is (1) a process whereby leaders induce
followers to act for certain goals that represent the values, motivations,
wants, needs, aspirations, and expectations of followers. The genius of
leadership lies in what leaders see and act on their own and their followers’
values and motivations (Burns , 1978); and (2) an influence relationship
between leaders and their collaborators who intend real change that reflects
their mutual purposes (Rost, 1991). Bray (1995) elaborated on the
elements of this definition by advancing:

1. It is a relationship based on influence.

2. The relationship is active involving leaders and collaborators
influencing each other.

3. Leaders and their collaborators intend real change.
4. What leaders and their collaborators intend reflect their mutual

purposes. (p. 17)
In leadership, therefore, change is a crucial element. It comes about

through a noncoerciveness that influences relationships.

Leadership behavior. For the purpose of this study, leadership
behavior / style will be used synonymously. It is the leadership style a
leader adopts in delegating, participating, selling, and telling followers
(Hollander, 1978), which in this study involves transformational,
transactional, and laissez-faire leadership behaviors.

Leadership effectiveness. This is the degree of success with which a
group does primary assigned tasks (Fiedler & Garcia, 1987).

Organizational outcomes. These are the organization's dependent

variables that portrays the achievements of the organization. In this study,
it is the willingness of followers to expend extra effort to attain
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organizational goals, organizational effectiveness, and job satisfaction (Bass
& Avolio, 1993b).

Systems theory. A theory that views organizations as a collection of
interdependent, organized parts that work together in an environment to
achieve the purpose of the whole (McClagan, 1989).

Transformational leadership (TR.L)- Leadership that attempts to
(1) raise the needs of followers and promote dramatic changes of
individuals, groups, and organizations (Avolio et al., 1988); and
(2) inspire change and empower followers to achieve greater heights and to
improve themselves and the organizational process. It is an enabling
process causing followers to accept responsibility and accountability for
themselves and the process to which they are assigned (Koehler &
Pankowski, 1997).

Transactional leadership (TL)- A leadership style that attempts to
motivate followers by exchanging rewards for services they render (Bass,

1985).
Laissez-faire or non-leadership(LF)- A leadership behavior in which

the leader is virtually absent from the scene (Bass & Avolio, 1993a).

Multifactor Leadership Questionnaire (MLQ). An instrument

developed by Bass & Avolio (1988a) to measure transformational,
transactional, and laissez-faire leadership styles as they relate to

organizational outcomes.

Transformational mean The composite average score for all the

transformational leadership subscales. Included in this average are the

following individual subscales:
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