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Leadership styles and the impact on participants intrinsic motivation, within a range of dance contexts. 

Abstract:

The study at present examined the effect and impact leadership styles have on dance participants. The concept of a positive leader was expected to present higher intrinsic motivation in their participants, which has been tested in this study. Five leaders were observed for their behaviour as a leader, using the Coaching Behaviour Assessment System. The intrinsic motivation of their dancers - a total of 28 across all leaders - was gauged using the Intrinsic Motivation Inventory (recognised as a sub-theory in the Self Determination Theory [SDT], Deci and Ryan 1985; 2000). Analysis of the results confirmed that positive leadership styles, i.e. positive reinforcement had a positive impact on dancers’ intrinsic motivation (IM). It is also suggested, based on the findings, that recognising the motivation of your dancers as a leader is a necessity, as wrongly motivating dancers can cause higher pressure and tension, as well as causing a higher risk of de-motivating participants.

Intro:

Research into dancers motivation is a growing field. In 2018, roughly 543,000 people ‘in the UK took part in creative and/or artistic dance sessions for more than 150 minutes a week’ (Statista, 2018). In 2016, the number of people was higher at 587,000 (Statista, 2018). The number of people has taken a significant decrease, which is potentially likely due to becoming unmotivated and losing interest and enjoyment. Therefore, it becomes imperative for dance leaders to foster a style of leading that continues and develops their participants internal motivation, in order to allow the dance industry within the UK to grow further. There is little research, currently, about leadership styles and their impact on dance participants intrinsic motivation. This study aims to investigate the relationship between leadership behaviour and the influence this has on IM of dancers. 
	Deci and Ryan (1985; 2000) became interested in what motivates humans, more specifically their intrinsic motivation. They designed a framework titled the ‘Self Determination Theory’, which has been used as a theory for a multitude of studies within human motivation. The theories concept is that extrinsic factors, such as rewards or opinions from leaders, and intrinsic motives and needs are reciprocal/interchangeable. When broken down, Deci and Ryan found individuals held desire in being competent, autonomous and having a sense of relatedness. These three things were found to be clear and distinct impactors on IM; they also impacted on the performance, creativity and persistence (SDT 1985; 2000). The two theorists have made it clear in their theory that if one of these factors is ‘thwarted’ in a social context, their wellness and motivation decreases significantly towards that social setting. In relation to this study, if negative leadership behaviours are exhibited, it is likely motivation towards that social setting (dance class) will decrease, even more so over time if continued negative leadership behaviour is offered. 




Aims and Objectives:

This study aimed to assess the relationship between positive and negative leadership styles and the intrinsic motivation (IM) of their participants. It was hypothesised that more positive leaders will show higher levels of IM within their participants. Achieving the aim of this study was possible through detailed observation of dance leaders using the Coaching Behavior Assessment System (CBAS); IM levels were obtained through participants completing the Intrinsic Motivation Inventory (IMI). 

Methodology:

Five dance leaders (three female, two male) were observed; they were recruited through an email forwarded to several known dance leaders in both educational and professional settings. The leaders were all over the age of 30, with a mean age of 39.8 and all leaders were teachers and/or professional dancers. Twenty Eight (twenty two female, six male) participants took part across the leaders taught sessions. The age ranged between 14 at youngest and 31 at eldest, with a mean age of 19.25. They varied from studying dance at GCSE, Foundation, Undergraduate and Professional levels. All participants and leaders were required to give written consent before any records and observations were made. 
	The methods of choice to collect data were the CBAS and IMI; each session observed was marked on the CBAS during the class and the IMI was given to participants at the end of the sessions. The CBAS is a popular test and has previously been used in studies to determine the leadership style in which leaders use (Morgan, 2006, p22). Similarly, the IMI is also a popular and effective tool in concluding participants IM. (McAuley, Duncan & Tammen, 1987, 48-58)
	Prior to each observation, the observer familiarised themselves with the language and behaviour of each category listed on the CBAS. Each observation lasted for an hour and fifteen minutes as to standardise data collection, and each session was a technique class (two ballet, three contemporary). If behaviour/language observed, fitted or directly linked to a category, one tally mark would be marked for that category. 
	At the end of the sessions, IMI questionnaires were handed out to participants. They were asked to answer these in relation to the class they just took part in, with the questions being minorly adapted to focus more on dance. Participants answered these individually, without discussion, and were asked to answer as truthfully as possible. Statements were answered on a scale of 1 (Not at all true) to 7 (Very True), with the average of each category being indicative of their intrinsic motivation. 











Analysis of Data:

Once the data was collected, several processes were applied to analyse the data. The tallies per category, per leader in the CBAS were added up and converted into percentages. This would form a guide as to which behaviours are more dominant in each leader. Additionally, the tallies for each category were converted into ratios against another category, for example specific general reinforcement: total communications recorded. This enhanced the accuracy of determining preferred behaviours in each leader. 
The IMI was analysed using the IMI scoring information, reversing specific questions scores, that were marked on the generic template (Self Determination Theory, 1985; 2000). These were reversed by subtracting the answer from 8. The scores for each category were added up and divided by the amount of questions in each category to find the average score for that specific category, giving clearer scorings on their IM. 

Results:

Data was initially screened for any anomalies; most of the data was found to be accurate representations of leadership behaviour and IM. However, some answers - in relation to the IMI - were either left unanswered (average was worked out based on the number of questions answered for that category instead), or multi-scored (the highest value marked for multi-scored questions were used in finding the average). The results on leadership style/behaviour, based from the CBAS, can be seen in graph 1 and table 1. Analysing these results, it is suggested that leaders 1, 2, 3 and 4 show more positive and reinforcing behaviours as opposed to negative. However, Leader 5 displayed a considerable amount more of negative behaviour compared to positive. 
Interpreting the data from graph 1, leaders 1 and 2 favour positive reinforcement to negative by a considerable amount (leader 1: 20-22% positive, 4-6% negative. Leader 2: 22-25% positive, 5-8% negative). This is supported by data shown in table 1. It is clear leaders 3 and 4 also favour positive reinforcement to negative, however by smaller margins (leader 3’s margin <4%, leader 4’s margin <8%). Leader 5, on the other hand, has clear interest in using negative reinforcement over positive. However, leader 5 places the biggest value on giving technical instruction, more so specific technical instruction (28%). Similarly, leader 3 places their biggest value on technical instruction. Leaders 1, 2 and 4 clearly value technical instruction also, but to a lesser extent. Leader 1 shows more interest in giving these instructions generally (STI - 15%, GTI - 24%), whereas leaders 2 and 4 value both equally (15% leader 2, 11% leader 4). 











Graph 1
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SPR – Specific Positive Reinforcements, GPR – General Positive Reinforcements, SNR – Specific Negative Reinforcements, GNR – General Negative Reinforcements, STI - Specific Technical Instruction, GTI - General Technical Instruction, KC - Keeping Control, O - Organisation..

Table 1 indicates the ratios to which particular forms of communications compare to others. The data shown supports the previous prose and its suggestions. Leader 1 and 2’s positive to negative reinforcements are more than double i.e. 23 positive reinforcements for every 5 negative reinforcements (leader 1). Whereas leader 3 and 4’s ratios are much closer, still in favour of positive however, for example 33 positive for every 21 negative. Leader 5 uses more than double negative compared to their positive (29:49). 

Table 1
	 
	Leader 1
	Leader 2
	Leader 3
	Leader 4
	Leader 5

	TPR/TNR
	23:5
	49:14   s.=7:2
	33:24   s.=11:8
	33:21 s.=11:7
	29:49

	TPR/TC
	23:54
	49:106
	33:104
	33:88 s.=3:8
	29:150

	TNR/TC
	5:54
	14:106 s.=7:53
	24:104 s.=3:13
	21:88
	49:150

	TI/TC
	21:54  s.=7:18
	32:106 s.=16:53
	39:104 s.=3:8
	20:88 s.=5:22
	64:150 s.=32:75

	SPR/TPR
	11:23
	26:49
	17:33
	17:33
	18:29

	SNR/TNR
	2:5
	5:14
	11:24
	11:21
	31:49


TPR – Total Positive Reinforcements, TNR – Total Negative Reinforcements, TC – Total of all Categories, TI – Total Instructions, SPR – Specific Positive Reinforcements, SNR – Specific Negative Reinforcements, s.= - Simplified ratio


Graph 2 indicates the participants average IM scores for each leader, based on the IMI. The graph shows that participants mostly scored similar across each of the leaders. Participants from leaders 1, 3, 4 and 5 all had similar scoring for interest and enjoyment with an average score of 6, whereas participants from leader 2’s session averaged a score of 5. According to the Self Determination Theory (2018), interest and enjoyment is the category most representative of participants’ intrinsic motivation; ‘the interest/enjoyment subscale is considered the self-report measure of intrinsic motivation’, (Self Determination Theory, 2018). Similarly, effort and importance scores were the same across each leader - a score of 6. 
Graph 2 shows that leader 1’s participants perceived themselves fairly competent with an average score of 6; leaders 2, 3 and 4 averaged a slightly lower score of 5, however there is still a clear amount of competency with this score. Participants from leader 5, on the other hand scored themselves a 4, suggesting a lack of perceived competence. They were also the group that felt the most pressure and tension scoring a 4 again. Other leaders groups scored 3 (leader 2 and 3) and 2 (leader 1 and 4). Value and usefulness scored the highest among groups, particularly those from leaders 1, 3 and 5 who averaged a score of 7. 

Graph 2
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I/E -Interest and Enjoyment, P/C - Perceived Competence, E/I - Effort and Importance, P/T - Pressure and Tension, V/U - Value and Usefulness. 








Discussion:

In this current study, leadership behaviours were examined to determine their impact on IM of dance participants. There are a few possibilities the data could have tested: leadership behaviour affects IM; the amount of IM a dancer has affects leadership behaviour; the relationship between leadership behaviours and IM of dancers is reciprocal.  With respect to leadership styles affecting participants IM, the current findings have suggested a correlation as expected. Dancers with leaders exhibiting positive leadership styles tend to show higher, or more consistent, IM. Leaders 1, 2, 3 and 4 portrayed positive reinforcement more often than negative, resulting in their participants scoring/averaging consistent scores and showcasing a lower sense of pressure/tension, highlighting their intrinsic motivation is more prevalent than extrinsic factors. 
The participants from leader 5’s session scored the lowest within their perceived competence; they on average scored 4 for their perception of their own competence. Lack of competence could be due to a number of reasons. Firstly, participants could simply be having a bad day - mood can affect a person’s sense of competence and control, with recent findings suggesting ‘good mood made people feel better about their competence and control, while being in a bad mood made people feel worse about those things’ (North Carolina State University, 2019). Lack of perceived competence can also suggest those dancers have lower self esteem. Low self esteem has a multitude of symptoms, anxiety being one; anxiety heightens a person’s sense of pressure and builds physical tension (NHS, 2019). This has been supported by the current findings of this research, with leader 5’s group having lowest competence and highest pressure/tension. 
	Another possibility is dance leaders not recognising their students needs psychologically or style of teaching that motivates them best. Autonomy plays a key role in dancers motivation with a sense of thriving often occurring when leaders emphasise their progression and effort (Aujli et al. 2015), suggesting positive reinforcement is a more common positive impactor for dancers and therefore needs to be a stronger behaviour exhibited by leaders. Adding to this, leaders that lead in an autocratic extrinsic motivating style could potentially cause the lack of perceived competence, as well as an ego involving nature, witnessed in these findings. Deci and Ryan (1985; 2000), as part of the SDT, created the Organismic Integration Theory (OIT) which found that a feeling of competence towards an activity facilitated internalisation - prevention of becoming intrinsically motivated to the activity at hand can occur when leaders wrongly motivate dancers. Listening to participants needs and motivation as a leader is essential in creating intrinsically motivated dancers. ‘It is presumed that a task-involved goal perspective should foster intrinsic motivation while an ego-involved goal perspective is more likely to lead to decreased intrinsic motivation’ (Duda et al. 1995). From the findings of this study, aided by research, there poses a suggestion that leadership behaviour influences dancers IM, while the amount of IM of one being also influences leadership behaviours - the relationship between the two is reciprocal, supporting the SDT. However, this study doesn’t unilaterally prove this theory, so further research into this would be required. 




There are many variables within this study, including the profession of the dancers, age and dance style. Firstly, four leaders taught in an educational setting (leaders 2-5), whereas one leader taught in a professional dance company setting. A dance leader in a professional dance environment, technique specifically, would be more concerned about improving and maintaining their dancers technique, rather than reinforcing their behaviours. This is supported by the findings of this study; leader 1 gave more general technical instruction than any other form of communication (24%). Leaders may perceive professional dancers to have high levels of IM, hence favouring technical instruction to reinforcing. This may be due to age; Juliet Hodges (2016) notes that with age, motivation towards physical activity decreases in the general public, however those that continue have a strengthened motivational essence - professional dancers contain a stronger sense of IM. On the contrary, younger dancers, particularly in educational settings, are in higher demand of extrinsic factors (positive reinforcement), due to a variety of reasons. A common reason for this is due to a certain disregard for the value and relatedness of the activity at hand. Further data collecting in this study would have highlighted these ideas, particularly in adding relatedness to the IMI categories. 
The style of the technique classes differed also. Two sessions were in the style of ballet (leader 3 and 5), whereas the rest were taught in a contemporary style. Previous research has found those that participate in ballet classes, present higher levels of stress - ‘they did not find the activity as relaxing and stress relieving as the students from other dance forms’ (Thesleff, 2014). This is also clear in the findings of this study: the two classes taken in the style of ballet scored highest in pressure tension, and lowest in perceived competence. 
A limitation of the study was there was a restriction in time resulting in a smaller sample size - ideally for this study to accurately represent the dance industry, a wider sample size would be needed. However, this sample size can give an indication and support towards expected results in a larger piece of research in a similar area. Additionally, the CBAS could potentially be argued to be based on personal opinion, as the categories are opened up to observers opinion on the type of communication used at any given point - there are only a select few exemplar statements, so interpretation is necessary in marking communications. The CBAS can also be questioned, as some observers may include non verbal communications in the categories, such as physical touch, whereas some observers may not. In a future study, other methods of assessing leadership behaviour may be of use in addition to the CBAS. 

Conclusion:

The current research from this study has started to inform the relationships and roles between dance leaders and their participants. One of the main roles of a dance leader has been found to motivate those in their classes, appropriately. Positive reinforcement from leaders is found to be a more successful style of leading in enhancing intrinsic motivation of dancers. Negative behaviours, as a leader, seemingly increases the stress of dancers causing an increase in pressure/tension, as well as a lack of perceived competence, particularly in the style of ballet. The study has also highlighted that technical instruction is a more valuable behaviour to present as a leader in a professional dance context.


Appendix

CBAS; NDCWALES – 
https://drive.google.com/file/d/1-eFkcX18tRuY1d0ybmZvp0nqR03H4vGP/view?usp=sharing
Consent Forms; NDCWALES -https://drive.google.com/file/d/1L8ih0AECgxrnbRhMhldURDMrxCVLhCmO/view?usp=sharing 
IMI; NDCWALES -
https://drive.google.com/file/d/14a_ziFNtxYxLaQCpjEh43DK3-Gg4g3g-/view?usp=sharing
CBAS; GCSE YR2 - 
https://drive.google.com/file/d/10vKE6sUvj63Wh12XNrWkVt7foLqQL57x/view?usp=sharing
Consent Forms; GCSE YR2 -
https://drive.google.com/file/d/1Uwx9csl76S2OVMoJpdXw5DxhnLru5tFI/view?usp=sharing
IMI; GCSE YR2 -
https://drive.google.com/file/d/1xsetzzN5za3OqErcSCgDgnfAnNvBa1KC/view?usp=sharing
CBAS; BA DANCE -
https://drive.google.com/file/d/15ujxgUkvsUjh8ot3wiZr37E3ezGLeyO9/view?usp=sharing
Consent Forms; BA DANCE -
https://drive.google.com/file/d/1vVhqnUwxv2iA9XzHoBmaGhDmPS_LJ_Yk/view?usp=sharing
IMI; BA DANCE -
https://drive.google.com/file/d/1p7hWY1sPhPBZPgiBweqbmrivd0RaLm0c/view?usp=sharing 
CBAS; GCSE YR1 -
https://drive.google.com/file/d/17W1F7Owjjb_g8N4E55DwOMsdnU74Ra65/view?usp=sharing
Consent Forms; GCSE YR1
https://drive.google.com/file/d/1OM7LnEemHeOorIFxohehvhIi16aKQxOV/view?usp=sharing 
IMI; GCSE YR1 -
https://drive.google.com/file/d/1ftQKl-Ixg8vyMlAfWWwUc-MzgvUuok4r/view?usp=sharing
CBAS; RUBICON -
https://drive.google.com/file/d/13nyb5nbrP4GTnGCc1g0wuq7vcQBZWeQ0/view?usp=sharing
Consent Forms; RUBICON -
https://drive.google.com/file/d/11KW3ie6CmRoBj41A7Kh1KXbCUO-wVSYb/view?usp=sharing 
IMI; RUBICON -
https://drive.google.com/file/d/16KGm7OhWW6KXKpahfdT47e1W8ZJ_qKMm/view?usp=sharing 
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