<@ sustainability

Article

Leadership Style in Amateur Club Sports: A Key Element in
Strategic Management

Alfonso Martinez-Moreno *

check for

updates
Citation: Martinez-Moreno, A.;
Cavas-Garcia, F.; Diaz-Suérez, A.
Leadership Style in Amateur Club
Sports: A Key Element in Strategic
Management. Sustainability 2021, 13,
730. https://doi.org/10.3390/
su13020730

Received: 28 October 2020
Accepted: 8 January 2021
Published: 13 January 2021

Publisher’s Note: MDPI stays neu-
tral with regard to jurisdictional clai-
ms in published maps and institutio-

nal affiliations.

Copyright: ©2021 by the authors. Li-
censee MDPI, Basel, Switzerland.
This article is an open access article
distributed under the terms and con-
ditions of the Creative Commons At-
tribution (CC BY) license (https://
creativecommons.org/licenses /by /
4.0/).

, Francisco Cavas-Garcia and Arturo Diaz-Suarez

Faculty of Sport Sciences, University of Murcia, 30720 Santiago de la Ribera-San Javier, Spain;
francisco.cavas@um.es (F.C.-G.); ardiaz@um.es (A.D.-S.)
* Correspondence: almamo@um.es

Abstract: Leadership is key in sports management, as it allows organizations to endure over time.
Leadership style determines how an organization or sports club works. The purpose of this study is
to investigate employees’ perceptions of the leadership style of presidents (managers) in amateur
clubs and how it influences the effort, efficiency and satisfaction of those employees. The sample
consists of club managers (1 = 334), of whom 286 are men and 48 are women, with an average age of
42.05 (£9.64). The subordinate version of the Multifactorial Leadership Questionnaire is used, and it
is found that club presidents mostly use the transformational style, regardless of sports discipline. A
descriptive analysis of the qualitative variables consists of absolute and relative frequencies. ANOVA
is used for comparisons between groups, and forward multiple regression is used to determine the
effects of different variables. There are significant differences between the managers of collective
and individual sports clubs in terms of efficiency (p = 0.014) and satisfaction (p = 0.04). Leadership
style had significant effects on effort, effectiveness and satisfaction, while the genre and type of sport
did not, corroborating the positive predictive power of the transformational and transactional styles.
Transformational and transactional leadership styles positively and statistically significantly predict
the extra effort of subordinates, the perceived effectiveness of leadership and satisfaction with the
leader. Leadership training brings advantages in the stability and sustainability of sports clubs.

Keywords: leadership; strategic managers; sport; amateur clubs

1. Introduction

Leadership mixes tangible and intangible elements within organizations. A leader
must create a positive emotional environment, which has an impact on work efficiency [1].
Leaders use words and actions as tools to lead organizations to success [2,3], and use their
influence, abilities and knowledge to help groups achieve objectives [4].

Leadership is the result of an intersectional process in which the objectives, the leader
and the followers must be taken into account [5]. In the literature on types of leadership,
there is no clear consensus on how to measure the capacity for leadership, or the types of
leadership that exist [6]. Hence, the definition of leadership is not without its problems [7].

1.1. Leadership Styles

Various theories have been developed concerning leadership, each emphasizing differ-
ent aspects: the theory of traits and roles (which highlights the attributes of the leader) [8,9],
the theory of situational leadership (which places emphasis on the context and evolution
of the group) [10], the theory of transformational leadership (which identifies leadership
not as an attribute but as a behavior) [11] and the theory of transactional leadership (which
places emphasis on the leader’s relationship with the group and its basic needs) [12]. How-
ever, the theory of transformational leadership [13] is the most accepted theory, and it
concentrates on how organizations and the human capital that supports them transform
under different styles of leadership. Transformative leadership can be differentiated from
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transactional leadership in terms of the dimensions used to describe them: transformative
leadership is described in terms of behavior, attributions, inspiring motivation and intel-
lectual stimulation, whereas transactional leadership is described in terms of individual
considerations, rewards and a laissez-faire style [14]. Transactional leadership deals with
the effectiveness of employee performances, and transformational leadership is directed
towards the workers’ sense of pride in the work done, arousing high levels of motivation,
satisfaction and effectiveness [15]. In addition, the laissez-faire (or nonleadership) style
is described as a passive leadership style in which leaders avoid interaction with their
followers and maintain great social distances [16], and is associated with high levels of
dissatisfaction, conflict and ineffectiveness on the part of their workers [13].

Currently, there has been discussion concerning emerging leadership in organiza-
tions [17]. A good leader is one who puts their strategic, tactical, operational and human
knowledge at the service of the organization [18]. They must be a person who stimulates
and encourages collective participation and focuses on commitment and responsibility
in order to respond to the complex changes taking place in society [19]. Leaders need to
motivate followers to make changes and contribute to the desired outcomes [20]. Today’s
leaders must provide responsible guidance, be willing to play more proactive roles and
initiate multistakeholder initiatives and technological innovations [21]. These new needs
favor the transformational leader style [22]. Transformational leadership seems to have
an intense influence on the organizational learning process and thus improves innovation,
performance and competitiveness. It is also a positive influence on an organization’s
commitment to change [23,24]. Studies have shown that there is a strong relationship
between team cohesion and success and that team cohesion is related to leadership be-
havior [25]. Leadership is important for sports clubs because there is a consensus that
leadership is necessary to guide organizations and human resources towards strategic
objectives [26], in addition to the fact that good leadership is key to the performance of a
sports team/organization [27,28] and its ability to grow and endure over time.

Hypothesis 1. The leadership styles most used by the directors of amateur sports clubs are
transformational and transactional.

1.2. Management in Sports Organizations

Sports management is important for making sport valuable and meaningful, similar
to how companies make their products valuable to customers [29]. The literature related
to the organizational management of organizations and leadership styles indicates the
existence of a relationship between leadership, management and business results [30].
Among the organizational elements that influence people’s behavior and engagement
with an organization or team are transformational and transactional leadership styles [31].
Leadership is key for the nonprofit sports sector [32].

Furthermore, the approach to sports governance by managers is often characterized
by a “leisure mentality” rather than a more objective business approach to governance [33].
The complexity of the internal and external environments of most sports organizations
often requires an understanding of the entire organization and multiple levels of leadership
experience [34]. Leadership behaviors can have both positive and negative consequences
on job satisfaction [35-37]. Given changing work environments, Salacuse [38] suggests that
staff must be more educated and intelligent than ever before, and leaders must lead by
negotiation. Antoldi et al. [39] indicate that the clubs they analyzed needed to provide a
pool of professional managers and advisors for their members, moving from an “amateur”
or “voluntary” way of thinking to a more structured and professional approach.

Today’s organizations must adapt to a globally competitive environment, which
exerts an exponential pressure on performance [40]. All of these changes jeopardize the
stability of some organizations [41]. In today’s organizational environments, new forms of
work are required, meaning that organizations require leadership and innovation [42,43].
The process of mobilization and social change is underpinned by two elements, that is,
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leadership and community resilience [44]. Organizational adaptation demands certain
changes in organizational policies, including greater transformational leadership, which
can influence people to perceive their work more positively [45].

Hypothesis 2. Leadership styles predict extra effort from subordinates and increased satisfaction.

1.3. Justification of the Study

Leadership style in amateur sports clubs can help to make fewer mistakes in daily
and future decisions, as well as provide an environment that helps clubs live longer.
The sports club environment brings additional difficulties to the decisions that must be
made in any organization, since the decisions are conditioned by the uncertainty of the
results. Today, clubs, as organizations, are increasingly facing demanding customer-users
with great knowledge of their needs and the characteristics they want to see in products.
This situation requires that organizations and/or clubs seek tools/strategies to help them
survive in this competitive global landscape. Hence, the type of leadership has become
vital due to the impact it has on individual motivation and performance. While the survival
of an organization depends on its leaders, the leadership style used reflects the nature of
the organization and its relationship with the community.

This is enhanced if we review the management of the clubs from a gender perspective,
since, historically, sport is a male space both in its practice and its management. This is
integrated into the organizational structure of sport, which makes it difficult for women
to access leadership positions, excluding them from decision-making bodies and making
them invisible [46]. Studies on sports management positions identify and point to a number
of barriers and limits to the promotion of women in decision-making positions [47]. There
are infinite barriers for women, making it difficult for them to hold management positions
on an equal footing with men, with the same opportunities within organizations [48],
even though gender diversity has been found to significantly reduce human and financial
resource problems in sports clubs [49]. Administrations are currently establishing quotas
by gender to correct these differences.

In complex organizations and sports clubs (managers, coaches, athletes, parents,
amateurs, referees), there are no correct or incorrect leadership styles [50]. Hence, people
trained in leadership must be able to promote the changes and innovations required in
their organizations [41].

Leadership styles have changed according to the needs and requirements of modern
organizations [51]. Leadership styles have been studied in many fields, including edu-
cation [52-54], policing [55,56], and health [57,58]. The field of sports management lacks
studies that have investigated combined leadership and governance [59]. In terms of clubs,
there is a notable absence of focus on leadership issues [60-62]. There are some studies,
such as that of Jian and Chen [63], which have explored the types of leadership used on
boards of directors of sports systems, but few studies have looked into understanding
clubs as organizations/companies.

Amateur organizations are vulnerable because of their size, lack of formal skills and
weak and undefined organizational structure [64]. The environment of the nonprofit
sports sectors has become more complex than ever [36,65]. A vital factor in improving
organizational performance, organizational failure and success is effective leadership at all
levels [66].

The study of Barbado and Martinez-Moreno [67] on workers’ perceptions of the
leadership styles used in fitness centers, that of Arriola [68] on the coaches of a sports club
and that of Burmaoglu [69] analyzing the relationship between the service leadership and
ability of managers with the organizational trust of sports clubs staffs in Erzurum are some
of the studies related to this object of study.

Thus, the importance of this study lies in its examination of the style of leadership
as the basis of the sustainability and stability of clubs over time. An effective leader
has been shown to facilitate substantive achievements and improvements in employees
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and organizational productivity [70-73]. Leadership in business developments can lead
to the empowerment of workers [53]. Organizations should consider empowerment,
innovation and leadership as relevant and impactful factors in achieving competitive
advantages [74]. It is more common to find subordinates with a high level of extraversion,
awareness and kindness in organizations where there is an environment of transformational
leadership [75].

Ferkins et al. [60] indicate that little research has been done on leadership in relation
to boards of directors in all sectors—private, public and amateur—of sports organizations,
and that it was time for leadership literature to play a more important role in informing
governance literature and vice versa. An essential requirement for strengthening today’s
sports organizations is to investigate how the work experiences and well-being of sports
employees can be improved [29].

If the success of an organization depends largely on people and how they do their
work, the effort they put into that work becomes a major element to be developed in
these organizations. By effort, we mean the energy/strength/performance with which
individuals/organizations face a difficulty or aim to achieve a goal. Closely linked to
effort is satisfaction, which is directly proportional to the workers” involvement in the
organization. Satisfaction is a person’s general attitude towards their work, where their
beliefs, values and interactions with colleagues and superiors are framed. Both effort
and satisfaction are needed, along with efficiency, to make up an excellent employee. By
limiting efficiency, organizations lose out on using the least number of resources to achieve
an objective, or even achieving more with the same or fewer resources.

All of the above leads us to consider the following objectives for this study: (i) in-
vestigate the leadership styles of amateur club presidents in collective, individual and
adversarial sports; and (ii) determine the influence of the style of leadership used on the
efforts, satisfaction and effectiveness of subordinates.

2. Materials and Methods

A nonexperimental, observational, transversal, descriptive and correlational study was
carried out using a quantitative research design, with similarities to other investigations [76-78].

2.1. Participants

The sample was collected through convenience sampling. The selection of this type
of sampling is justified on the basis of economic costs and the time spent in collecting
responses, which is common in studies of this type [79-82]. The sample was made up of
the directors (n = 334) of amateur sports clubs in Spain from 20 sports: the group sports
of football (156 directors), basketball (37), indoor football (25), volleyball (9), rugby (6),
water polo (12) and paddle (3); the individual sports of tennis (10), badminton (6), rhythmic
gymnastics (7), skating (3), triathlon (6), equestrianism (3), swimming (6), athletics (11)
and canoeing (3); and the oppositional sports of tackwondo (9), judo (9), karate (6) and
wrestling (7). Of these 334 managers, 286 were men and 48 were women, with an average
age of 42.05 (£9.64), and they were led by 79 presidents. Law 10/1990 [83] on sport in
Spain determines that amateur sports clubs are private associations, constituted by natural
or legal persons, whose aim is to promote one or more sports modalities and the practice
of these modalities by their members, as well as to participate in sports activities and
competitions. It also indicates that amateur athletes are all those persons who practice a
sport within a club, receiving from the club only the compensation for the expenses derived
from their sports practice. In terms of the levels of study of the participants, more than
one-third (35.9%) had completed high school, 12.6% had a primary education, 6.3% were
physical education graduates, 13.8% had a degree in physical education and almost another
third (31.4%) had other university qualifications. The managerial positions held were
secretary (17.7%), treasurer (10.8%), vice president (18.3%), vocal (15%) and other functions
(38.4%). Anyone on the management team of a club at the time of the investigation could
participate in this study, with the exception of the president of the club. Club presidents
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were ruled out, as the object of the study was to find out how their subordinates perceived
leadership style and other variables. The sample of 334 subjects was left after eliminating
12 questionnaires that were incomplete.

2.2. Instruments

The Spanish subordinate version of the Multifactorial Leadership Questionnaire (MLQ-
5X) [84] developed by Molero et al. [85] was administered. The instrument consists of
45 items, 36 of which cover four types of leadership [85]: transformational leadership
(idealized attribution influence, idealized influencing behavior, inspirational motivation
and intellectual stimulation) with 16 items, facilitating leadership with developmental
and/or transformational elements (transformational factor of individualized consideration
and the transactional factor of contingent rewards) with 8 items, corrective leadership
(direction via active exception) with 4 items and passive/avoidant leadership (direction via
exception (laissez-faire) with 8 items. The remaining nine items collect information about
strengthening the board as a result of the president’s conduct (three items), the president’s
effectiveness as a leader (four items) and associations with the club president as a leader
(two items). The questionnaire begins with the phrase “My president ... “, and responses
to individual items are marked on a Likert scale with a range of 0 (never) to 4 (almost
always). Examples of items include “Speaks optimistically about the future”, “Takes time
to respond to urgent topics” and “Spends time teaching and training the group”.

2.3. Procedures

After contacting the different clubs and explaining the purpose of the investigation,
visits were arranged for the administration of the questionnaires. Participation was vol-
untary and anonymous. All participants signed informed consent in accordance with the
principles of the Helsinki Declaration [86]. Approval was sought from the Committee on
Research Ethics of the University of Murcia, which determined that the study, despite using
human subjects, was observational and therefore did not require committee approval.

2.4. Statistical Analysis

A nonexperimental study (i.e., an observational, transversal, descriptive and correla-
tional study) was carried out using a quantitative research design. A descriptive analysis
of the qualitative variables involving absolute and relative frequencies was performed.
ANOVA was used for comparisons between groups, and forward multiple regression was
used to determine the effects of different variables. Statistical analyses were performed
using SPSS 25.0 for Windows (IBM, New York, NY, USA), and a significance level of p < 0.05
was assigned to all tests.

3. Results

Table 1 shows the correlations between the leadership styles and the result factors. The
developer/transactional and corrective transformational leadership styles relate positively
and significantly to the three outcome factors—extra effort, efficiency and satisfaction.
However, the passive/avoidant style is negatively and statistically significantly related to
efficiency and satisfaction.

The relation between leadership style and extra effort depends on the type of sport (see
Table 2). The subordinates of the managers of sports clubs, whether they are managers for
group, individual or adversarial sports clubs, mostly perceive that their leaders (presidents)
prefer using transformational leadership. There are significant differences between the
managers of group sports clubs (p = < 0.01) and those of individual and adversarial
sports clubs. There are also significant differences in efficiency between the managers of
group and individual sports clubs (p = 0.014) and those of adversarial sports clubs, as
well as differences between group and individual sports managers and adversarial sports
managers (p = 0.04). Among the remaining variables, there were no significant differences,
which indicates that these variables are not associated or correlated.
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Table 1. Bivariate correlations between leadership styles and result factors.

Leadership Styles 1 2 3 4 5 6
1. Transformational 1 - - - - -
2. Developer/Transactional 0.72 *** 1 - - - -
3. Corrective 0.64 *** 0.44 ** 1 - - -
4. Passive/avoidant —0.37 *** —0.08 —0.38 ** 1 - -
Result factors - - - - - -
5. Effort 0.58 *** 0.45 *** 0.36 *** —0.08 1 -
6. Efficiency 0.59 *** 0.55 *** 0.41 *** —0.31% 0.74 *** 1

7. Satisfaction 0.65 *** 0.53 *** 0.43 *** —0.38 ** 0.57 *** 0.65 ***

Note: *p < 0.05, ** p < 0.01, ** p < 0.001.
Table 2. Leadership styles and extra effort depending on the type of sport.
Sport Type
Leadership Styles P P p-Value
Group Individual Adversarial
Transformational Leadership 3.23(0.4) 3.31 (0.37) 3.38 (0.36) 0.305
Developer/Transactional
Leadership 2.95(0.48) a 3.21(041)b 3.32(0.37) b 0.0

Corrective Leadership 3.13 (0.54) 3.22 (0.51) 3.1(0.42) 0.257

Passive/avoidant Leadership 1.03 (0.77) 1.06 (0.81) 0.8 (0.55) 0.213

Effort 3.17 (0.63) 3.26 (0.53) 3.37 (0.57) 0.219

Efficiency 3.06 (0.59) a 3.17(0.57) a 34049 b 0.014

Satisfaction 3.09 (0.66) a 3.25(0.53) a 3.37(0.39) b 0.04

Note: p < 0.05. ab: two-to-two column comparisons. Between two different columns, the letters indicate

statistically significant differences (Bonferroni correction).

In order to determine the effect of the variables sex, type of sport and type of leadership
on the efficiency and satisfaction variables, forward multiple regressions were performed.
Neither sex nor sport had significant effects. Transactional leadership was introduced in
the first step, and transformational leadership was introduced in the second. Table 3 shows
the hierarchical regression in relation to effort. Transformational leadership influences
effort; therefore, the more pronounced the transformational leadership, the greater the

effort. The passive/avoidant style had less significance.

Table 3. Hierarchical regression analysis for effort.

Step B (ET) B T R? AR? F(gl)
1 0.33 F (1;304) x 152.74 ***
L Developer/Transactional 0.89 (0.07) 0.58 12.36 ***
2 0.34 0.01 F (2,303) x 79.48 ***
L Transformational 0.93 (0.07) 0.61 12.53 ***
L Passive/avoidant 0.07 (0.03) 0.10 212

Note: * p < 0.05, ** p < 0.001.

Table 4 presents the regression results for efficiency. Both transformational and trans-

actional leadership positively influence efficiency.

Table 4. Hierarchical regression analysis for efficiency.

Step B (ET) B T R? AR? F(gl)
1 0.34 F (1,306) x 157.73 ***
L Developer/Transactional 0.85 (0.07) 0.58 12.56 ***
2 0.37 0.03 F (2,305) x 90.18 ***
L Transformational 0.58 (0.1) 0.4 6.06 ***
L Developer/Transactional 0.32 (0.08) 0.26 3.91 ***

Note: *** p < 0.001.
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In Table 5, we can see that both transformational and transactional leadership signifi-
cantly influence satisfaction. So, the more pronounced the transformational or transactional
leadership, the greater the satisfaction of subordinates.

Table 5. Hierarchical regression analysis for satisfaction.

Step B (ET) B T R? AR? F(gl)
1 0.41 F (1,306) x 218.23 ***
L Transactional 1.02 (0.07) 0.65 14.77 ***
2 0.43 0.011 F (2,305) x 114.33 ***
L Transformational 0.83 (0.1) 0.53 8.43 ***
L Developer/Transactional 0.21 (0.08) 0.16 2.55 *

Note: * p < 0.05** p < 0.001.

4. Discussion

This study analyzed the leadership styles of amateur club presidents for group, indi-
vidual and adversarial sports, and examined the influence of the leadership style used in
terms of the efforts, satisfaction and effectiveness of the club managers.

Hypothesis one was confirmed (i.e., the leadership styles most used by the directors
of amateur sports clubs are transformational and transactional). The managers mostly
perceived that their presidents used the transformational leadership style, coinciding
with the findings of Martinez-Moreno et al. [87], where cruise crew members witnessed
a high level of transformative leadership, Arriola [68], who investigated sports coaches,
Nifio and Parra [88], who surveyed private security personnel, and Rivera [89], who
investigated the perceptions of female heads and supervisors’ collaborators. This study
also agrees with Rabanal and Huaman [90], who emphasized that office heads most
commonly used the transformational leadership style, Morales et al. [91], who found the
same results for teachers, Martinez-Moreno et al. [92], who studied sports science students,
and Alvarez et al. [5], who obtained the same results for local policemen. Similarly, Alvarez
et al. [93] indicated that transformational leadership relates to healthier and more effective
motivational styles. However, we do not agree with Barbado and Martinez-Moreno [67],
who found that workers’ perceptions of the leadership styles at fitness centers indicated
that they were laissez-faire or passive. Therefore, in our case, the managers considered
their leaders (presidents) best suited to drive the processes of change and innovation.
Consequently, managers felt that they are important to their organizations and perceive
themselves as using the same style of transformational leadership in the future.

Although the transformational leadership style scored highest in this study, it was
closely followed by transactional leadership, coinciding with the findings of Garcia-Morales
et al. [94], who indicate that leaders use both transactional and transformational leadership
to varying degrees. The first style is used to reward and compensate employees for
contributions to transformation and deliberate change, while the second style is used to
bond emotionally with employees to inspire and motivate them to accept transformation
and deliberate change as a personal imperative.

Hypothesis two was also confirmed (i.e., leadership styles predict extra effort from
subordinates and increased satisfaction). The results confirm that these relationships
statistically significantly predicted the extra effort of subordinates, perceived leadership
effectiveness and satisfaction with the leader. These findings corroborate previous stud-
ies [95-100] that have found significant associations between transformational leadership
and job satisfaction. That being said, a combination of styles is more effective, since no
single leadership style is the best [101].

In short, the subordinates of the sports club presidents in the sample exerted higher
levels of effort, were more efficient and were more satisfied with their leaders, with
significant differences between group and individual sports and adversarial sports.
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5. Conclusions

Transformational leadership helps leaders adapt in complex and dynamic socioeco-
logical systems such as amateur sports clubs.

With the help of amateur sports club managers, this study has corroborated the
assumptions of the transformational leadership theory and brought cross-cultural validity
to that theory. Based on the data, it is recommended that the presidents of sports clubs use
transformational, developer/transactional and corrective leadership behaviors to benefit
their subordinates.

5.1. Limitations and Future Lines of Research

The work has some limitations. First, convenience sampling was used, so we must
be cautious in generalizing the results. Another limitation is the nonhomogeneity of the
sample, although this is a reflection of reality, since it is mainly men who direct and manage
sports clubs. As for future lines of research, we would like to analyze other leadership
styles and profiles in order to determine what styles are most effective in the management
of amateur sports clubs.

5.2. Managerial Implications

The results of the research lead us to demand specific training for managers from sports
federations (as is done with coaches and referees). It would be beneficial for managers
to obtain a minimum training in the leadership and management of organizations, as
well as in other areas necessary for the proper management of sports clubs. As has been
demonstrated with coaches [102-105] and referees [106-108], the completion of specific
training leads to considerable evolution and improvement in sport. This will lead to more
professional managers, which will translate to the increased stability and permanence of
amateur sport clubs. Seeing as how presidents and managers will have tools that help
them in their decisions to manage their sports clubs, this will also lead to the efficient
management of amateur clubs.
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