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Abstract 

To date no academic research has been conducted to study peer leadership with an 

opportunity to explore how peer leaders affect player motivation and a player’s sense of 

team cohesion on a varsity baseball team.  This study will provide a data analysis based 

on one-on-one interviews with varsity baseball players representing one of six high 

schools in the Portland Oregon Metro-area for data collection.  An evidence-based 

solution will be presented as a result of the data collection and data analysis conducted 

during the dissertation study period.    

Keywords: academic research, peer leadership, motivation, team cohesion, varsity 

baseball, data analysis, evidence-based solution, dissertation 
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CHAPTER ONE: INTRODUCTION 

The ability to motivate a baseball player is a high priority for a baseball team’s 

coaching staff.  The coaching staff must also provide an environment that fosters a 

cohesive team environment.  A study by Light Shields et al. (1997) revealed that baseball 

teams with a lack of cohesion perform poorly compared with teams that possess good 

team unity.  The coaches have the responsibility of ensuring that they get the most out of 

the players on their team as well as ensuring the team is functioning as one unit.  The 

personality and leadership style of a coach can have a great influence on a baseball 

player’s motivation to play (Shepherd, Lee, & Kerr, 2006).  However, researchers believe 

that having peer leadership amongst the players is an important factor to maintaining 

success in a team environment (Price & Weiss, 2012). 

Background of the Problem 

 Peer leaders may be able to provide additional motivation beyond the coaching 

staff for teammates on a baseball team.  Although the coaching staff has the majority of 

the influence on how a team practices, the batting lineup, pitching rotations, as well as the 

player fielding position assignments, the coaching staff does not have as much influence 

on how a team performs during a game.  Ultimately the players themselves are 

responsible for how they perform during a game.  However peer leaders have the 

capability of providing motivation or can de-motivate the players on a baseball team.  

The focus of this dissertation study was to determine how peer leaders provided 

motivation and a sense of team cohesion for their teammates to overcome obstacles 

during practices as well as live games and the leadership styles that were used.  The peer 
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leaders were analyzed to determine if they were able to create a cohesive environment for 

their team.   

In most cases a player has to find a way to create self-motivation in order to have 

sustained success in baseball (Mallett & Hanrahan, 2004).  However, peers can provide 

extrinsic motivation that can lead to an individual’s success (Spiridoula Vazou, 

Ntoumanis, & Duda, 2005).  This dissertation study explored how much a peer was able 

to motivate a fellow baseball player to achieve success. This study also explored if a 

player was able to sustain motivation achieved through peer leader extrinsic forces.  The 

results of this study presented data to help determine if peer leadership can assist in 

motivating a player and support in creating team cohesion.  Peer leaders may be the key 

to assist in creating a motivating and cohesive climate for their team.  A cohesive team 

has been shown to work together toward a common goal regardless of gender (M. Eys et 

al., 2015).  This dissertation study will attempt to address the areas of peer leadership and 

provide valuable insight for coaching staffs working with adolescent age athletes.     

Introduction and Statement of the Problem  

 This study will discuss the effects of peer leadership on a varsity baseball player’s 

motivation and sense of team cohesion as well as provide an evidence-based solution.  

Much has been written about how coaches create motivation and team cohesion for 

athletes. To date there are no studies that have addressed how peer leaders on a varsity 

baseball team affect player motivation and team cohesion.  Peer leaders can be a valuable 

source of extrinsic motivation beyond the coaching staff.  Academic research on the 

effects of peer leaders on varsity baseball players has been studied and will be explored 

with this dissertation.        
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 Discovering the motivational factors for a varsity player would assist a coaching 

staffs trying to provide player incentives for higher performance.  Exploring factors that 

improve team cohesiveness would assist a coaching staff attempting to create unity for 

the players on the varsity baseball team.  This dissertation study will provide data 

analysis results that would address how peer leaders affect player motivation and team 

cohesion.    

Purpose of the Study 

The purpose of this Constructivist Grounded Theory study was to observe how 

youth peer leadership contributes to player motivation as well as team cohesion for 

varsity baseball players on a high school varsity baseball team.  

Research Questions 

The epistemological research questions were designed to address the areas of 

player motivation, team cohesion, informal peer leadership, and formal peer leadership.   

The following research questions guided this qualitative study:  

1. What do players on a high school varsity baseball team identify as behavior 

that leads to motivation? 

2. What do players on a high school varsity baseball team identify as behavior 

that leads to team cohesion? 

3. How does a leadership style provide motivation for a varsity baseball player? 

4. How does a leadership style provide team cohesion for a varsity baseball 

player?  
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Significance of the Study 

 Leadership research in athletics has evolved since Chelladurai’s creation of the 

Leadership Sport Survey in 1978 to study the effects of leadership in a sports 

environment.  It has only been since the late 1990’s that researchers have begun to study 

the effects of peer leadership on player motivation and cohesion for a sports team.  

Typically the peer leadership research studies have included a sample population of 

athletes participating at a collegiate level.  There is some research with underage athletes 

that discusses how they react to a coach’s leadership but none where peer leadership was 

the focus.  Research on the effect of peer leadership on youth athletes exists but is 

limited. 

To date, research studying formal and informal peer leadership on a varsity level 

high school baseball team is non-existent.  This dissertation study was designed to 

provide academic research in the area of youth peer-leadership and how leadership 

provides motivation as well as team cohesion amongst players participating in high 

school varsity baseball.  The research results of this dissertation study will provide 

valuable insights for coaching staffs working with adolescent age athletes involved in a 

peer-leader role. 

 The qualitative data collected for this study helped to provide insight into 

motivational factors as well as factors that lead to cohesion for varsity level high school 

baseball players.  The results of this dissertation study also provided valuable data for 

varsity baseball coaching staffs intent on developing leadership capabilities with players 

on their baseball teams.  Coaches that appoint formal leaders for their respective baseball 

teams will benefit from the insight provided by the study population’s feedback on their 
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interactions with formal leaders on their teams.  Coaches will also gain insight into the 

role of informal leaders on their baseball teams and how these informal leaders created 

motivation, de-motivation, and cohesion for the players on the team.         

MacNeil (2006) discussed the lack of youth leadership literature in comparison to 

the amount of adult leadership literature that is produced.  Development of youth 

leadership is a relatively new area of research but is vital to creating future leaders.  By 

creating learning environments to apply leadership theories, adolescents would have 

lifelong skills that would improve the communities these individuals would be associated 

with.  By creating opportunities for youth leaders, the individuals become more engaged 

in their communities and can effectively influence change as they grow into adulthood 

(Libby, Rosen, & Sedonaen, 2005).         

Aim of the Study 

The aim of this study was to create a proposal for varsity baseball head coaches to 

implement an evidence-based peer leadership program based on how youth peer 

leadership would be able to provide player motivation and team cohesion for varsity 

baseball players. 

 Methodology Overview 

 This study used a Constructivist Grounded Theory (CGT).  The Constructivist 

Grounded Theory Method was selected for this dissertation study due to the opportunity 

for “the researcher’s involvement in the construction and interpretation of data” 

(Charmaz, 2014, p. 14).  CGT provided freedom for the author to be an active observer 

instead of a neutral observer in the collection and interpretation of data.  CGT also 
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provided the basis that there is no single truth since each individual’s truth is based on 

their environment and perceptions (Charmaz, 2014).   

The research utilized investigative interviews constructed with epistemological 

questions designed to encourage the interviewees to share their leadership experiences of 

their baseball season.  Particular attention was paid to the language and open sharing by 

the players during the interviews.  Use of CGT provided freedom for the interviewer to 

be spontaneous and modify questions to allow the interviewee to “reflect upon their 

experiences during the interview in fruitful ways for advancing theory construction” 

(Charmaz, 2014, p. 95).  The interviewer took notes that describe the setting before the 

interview and noted after the interview anything unusual that took place during the 

interview.  Digital transcripts produced from the interviews and the observations recorded 

at the interviews created data for coding and analysis.  In order to expedite coding and 

analysis of data, the author did not wait until all interviews of the entire sample were 

completed before creating transcripts. 

Definition of Relevant Terms 

 The following terms were used operationally within this study: 

 High school: An educational institution housing students in grades 9-12. 

 Varsity baseball: The highest ability level of baseball provided by a high school 

 Head Coach: An individual that in charge of the entire high school baseball 

program which includes players and assistant coaches 

 Epistemological: A theory of knowledge in regards to methodology, validity, and 

scope.  

 Autonomy: The ability to be self-directive 
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 Intrinsic motivation: Motivation created from an internal force  

 Extrinsic motivation: Motivation created by external forces 

           Competence: A demonstrated expertise 

Delimitations and Limitations 

Limitations to the Study 

Parents had the ability to create limitation for the study by not allowing their high 

school player to participate as part of the study population. The population included 

players considered legal minors as well as players that were considered as adults.  To 

work with minors, parental approval was required in accordance with the Creighton 

University Institutional Review Board sections 116.1 IRB Member Checklist for Projects 

Involving Children and 118.1 IRB Member Checklist List: Informed Consent: Basic and 

Additional (IRB, 2016).  If parental approval for the interviews was not obtained, the 

player did not be able to participate in this study.  The inability to gain this portion of the 

population had the potential of creating an inaccessibility of important data. 

The epistemological questions did not request the names of the leaders on the 

team.  Therefore the author was not able to cross reference the population to ensure it 

does not contain current team leaders.  Having leaders in the population has the 

possibility of skewing the results of the study as their responses may be tainted based on 

their experience of being a team leader.  Players participating in the study may have had 

previous leadership experience on previous teams, but may not have been in a formal 

leadership position on their current team. 
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Delimitations to the Study 

 Focusing this dissertation research only on varsity baseball players not in a 

leadership role created the main delimitation to this study.  Players on the varsity baseball 

team currently in formal leadership roles, players on the junior varsity baseball team, and 

players without parental consent to participate in the study were not selected as 

participants in this study.  By narrowing the sample population to varsity players not in 

current formal leadership roles, this dissertation study provided insight into an area of 

youth peer leadership with little to no associated research. 

 The sample for this study included baseball players participating on their high 

school varsity baseball team who are not current formal leaders on their baseball team 

and veterans of a varsity baseball program.  The sample was selected from high schools 

located in the Portland Oregon metro area.  The Portland Oregon metro area has 15 

school districts that have high schools that offer a varsity baseball program where the 

sample can be drawn from (Premiere Property Group, 2015).  

 Due to the nature of the study a variety of themes presented themselves during the 

interview analysis portion.  The scope of this dissertation study only accounts for peer 

leadership research of the varsity baseball player.  This study intended to discover only 

the peer leadership influences of a varsity level baseball player and did not take into 

account the possible influences from parents and coaches.                                  

Leader’s Role and Responsibility in Relation to the Problem 

 This dissertation study focused on adolescent peer leadership in a varsity baseball 

setting.  Scholarly research (Chen, 2010; Cillessen, Rose, & Rose, 2014; Crust & Azadi, 

2009; S. Vazou, Ntoumanis, & Duda, 2006) has shown that there are multiple leadership 
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styles that are used by leaders in order to create motivation in sports.  Previous scholarly 

works (Coleman, 2012; M. Eys et al., 2015; García-Calvo et al., 2014; Light Shields et 

al., 1997; R. Martens & Peterson, 1971) have supported the fact that leadership not only 

creates motivation but also cohesion for a sports team.  The results of this qualitative data 

collection and data analysis will give insight into how peer leadership styles provide 

motivation and team cohesion for varsity baseball players. 

 The results from this dissertation study will reveal how peer leadership influences 

player motivation and peer leadership can affect team cohesion. The author will explore 

if the leadership styles used by peer leaders creates motivation and team cohesion for 

varsity baseball players.  The results of this study will provide an evidence-based solution 

presented for varsity baseball head coaches that would assist in the development of a peer 

leadership program. 

Summary 

The ability for a coaching staff to develop peer leaders to encourage player 

motivation and create cohesive team environment can result in a better environment for 

the players on the baseball team.  Leadership can play a vital role for both motivation and 

cohesion on a varsity baseball team.  Baseball coaching staffs are responsible for 

providing leadership direction for their teams but they cannot fulfill all leadership needs.  

Formal and informal peer youth leaders can fill the gaps and provide leadership influence 

for their teams beyond the coaching staff. 

This dissertation study focused on adolescent peer leadership in a varsity baseball 

setting.  Scholarly research has shown that there are multiple leadership styles that are 

used by leaders in order to create motivation in sports.  Previous scholarly works have 
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supported the fact that leadership not only creates motivation but also cohesion for a 

sports team.  The data analysis provided a clearer picture of what peer leadership styles 

produce the best results with motivation and team cohesion for a varsity baseball team. 

To date, research studying formal and informal peer leadership on a varsity level 

high school baseball team is non-existent.  Much of the research studies for peer 

leadership have been designed as quantitative studies that analyze sample populations 

that either contain collegiate level athletes or athletes participating in sports other than 

varsity baseball.  This dissertation study was designed to provide focus on the area of 

youth leadership that measures motivation as well as cohesion amongst players 

participating on a high school varsity baseball team.  The results of this study provide 

coaches with insights that assist in development of youth peer leadership skills.  
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CHAPTER TWO: LITERATURE REVIEW 

Introduction 

 The literature review for this dissertation study outlined the research of leadership 

in a sports environment.  The literature mapped the progression from coach-centric 

leadership research to peer leadership focused research.  The specific areas of literature 

will present the player motivation and team cohesion aspects of sport leadership.  The 

literature review discusses the development of youth leadership. 

Literature about the Professional Practice Field 

An article written by Chelladurai and Saleh (1978) created a foundation to study 

leadership in sports.  Their work consisted of a leadership measurement survey designed 

by using modified surveys created from existing leadership scales created by Halpin 

(1957), two by Fleishman (1973a, 1973b), and Stogdill (1963).  Halpin, Fleishman, and 

Stogdill focused their leadership measurements on military personnel and leaders in 

business organizations.  Chelladurai and Saleh attempted to study how the same 

measurements created by Halpin, Fleishman, and Stogdill could correlate to leadership 

with individuals participating in the sports programs. Chelladurai and Carron (1978) 

created a Multidimensional Model of Leadership (MML) framework designed for 

studying sport-specific influences of leadership behaviors on personal satisfaction, 

athletic performance, and team cohesion. 

Chelladurai and Saleh (1978) design of the Multidimensional Model for Sport 

Leadership (MMSL) survey and was the precursor in the development of the Leadership 

Scale for Sport (LSS).  The MMSL was created to measure a coach’s leadership abilities 

as interpreted by athletes’ enrolled in physical education degree programs at Canadian 
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universities.  Per Chelladurai and Saleh (1978) the areas of measurement for the 

Multidimensional Model for Sport Leadership survey were:  

1. Training Behavior – Measurement of improved athletic performance 

through training 

2. Autocratic Behavior – Measurement of coaches making decisions for the 

athletes and staying aloof from their athletes 

3. Democratic Behavior – Measurement of athletes being a part of the 

decision-making process with pertinent matters 

4. Social Support – Measurement of coaches providing personal support to 

the athletes 

5. Rewarding Behavior – Measurement of rewarding athletes for 

achievements and performances 

Each area was based on perceived needs of the athletes in order to be considered 

successful.  The measurements were also critical to understand how a coach affects each 

area. 

Chelladurai and Saleh (1980) revised their Multidimensional Model for Sport 

Leadership survey based on their data analysis from their first survey.  The second survey 

was once again administered to individuals participating in physical education degree 

programs at Canadian universities.  The second survey modified the measurements in the 

Training Behavior and Social Support to gain richer data in those areas based on the 

results of their first study (Chelladurai & Saleh, 1980).  Gathering richer data was 

achieved by placing seven additional measurement items to Training Behavior and six 

additional measurement items to Social Support.         
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The creation of the Leadership Scale for Sport (LSS) attempted to answer sport 

team leadership questions with the focus remaining only on the coaches and how their 

leadership style influenced the players.  The LSS was constructed based on the results of 

Chelladurai and Saleh’s two Multidimensional Model for Sport Leadership (MMSL) 

survey studies that measured a coach’s leadership abilities as interpreted by their athletes.  

Chelladurai and Saleh’s (1980) LSS study results indicated that the following five 

leadership areas that athletes desired from their coaches:  

1. Training and instruction 

2. Democratic Behavior 

3. Autocratic behavior 

4. Social support 

5. Positive feedback                                                             

Chelladurai and Saleh’s Leadership Scale for Sport (LSS) would become a benchmark 

for other researchers measuring leadership in sports.  With the groundwork created, many 

researchers viewed sports leadership as a viable research topic and the amount of 

scholarly works began to increase exponentially.  Terry (1984) surmised the perception 

of many sports research scientist during the 1980’s with the correlation of a coach’s 

leadership style as the sole influence for the athletes on a sports team.     

However, many of the studies did not take into account other factors that can 

affect athletes on a sports team and researchers began to branch out to investigate other 

influences on athletes.  Researchers like Vazou, Ntoumanis, and Duda (2005), Loughead, 

Hardy, and Eys (2006), and Holmes, McNeil, and Adorna (2010) shifted their focus away 

from the coaches and more toward the athlete.  By creating athlete-centric studies, 
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researchers could get a clearer picture of how motivation and cohesion work in a team 

environment.   

Motivation     

Deci and Ryan (1985) discussed driving forces for motivation with the concepts 

of Intrinsic Motivation (IM), Extrinsic Motivation (EM), and Amotivation in order to 

understand motivation for individuals participating in sports.  This study led to the 

creation of the Self-Determination Theory (SDT).   SDT discusses three psychological 

factors that create motivation in an individual.  Per Deci and Ryan (2002) the three 

factors and their definitions are as follows: 

1. Relatedness – Where individuals desire the ability to connect with others, 

interact with others, and care for others. 

2. Competence – Where individuals work to master their skills and have 

greater influence in the outcome. 

3. Autonomy – Where individuals act as a causal agent in their own life.                                          

Deci and Ryan determined that once an individual experienced the three factors of 

Intrinsic Motivation, they were able to set and achieve goals for their own fulfillment.  

They also determined that support from a social setting was necessary for an individual to 

accomplish their goals.  However, they realized that providing too much extrinsic 

motivation may be counterproductive for an individual’s autonomy thus affect that 

individual’s Intrinsic Motivation and possible Amotivation.  

 Deci (1975) defined Intrinsic Motivation (IM) as an individual partaking in an 

activity solely on the enjoyment and self-satisfaction provided by participation in the 

activity.  IM is a based on cognitive theory that an individual’s success leads to better 
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self-esteem and results in receiving higher rewards.  An individual’s perception of 

competence plays a key role in aspiring to continually improve performance and skill 

level in order to maintain an advantage over others (Deci & Ryan, 1985).  

Extrinsic Motivation (EM) can be created when an individual’s participation in an 

activity is solely based on an external factor.  There are three categorizations of EM 

through Self-Determination Theory:  

1. External Regulation – Defines how behaviors are controlled by 

external factors. 

2. Introjected Regulation – Defines how an individual’s self-imposed 

factors affect an activity. 

3. Identified Regulation – Defines when an individual chooses to 

participate in an activity that is meaningful to them. 

                                                                                                               (Brunel, 1999) 

Deci (1971) conducted a three experiment study that validated a hypothesis that 

externally provided rewards can create a negative effect on an individual’s intrinsic 

motivation. 

Deci (1975) discussed how Amotivation occurs when individuals lose the 

motivation to achieve.  Amotivation can be manifested as a sense of helplessness for an 

individual engage in an activity that they are not interested in being a participant.  Deci 

and Ryan (1985) discuss how individuals that are forced to engage in an activity may 

experience Amotivation.  Per Barkoukis, et al. (2008) the following four definitions of 

behaviors are measures to determine if an individual is experiencing Amotivation: 

1. A perception of the being incapable of performing an activity. 
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2. A perception that changing an approach to the activity will not change 

the outcome. 

3. A perception that the activity is too difficult. 

4. A perception that providing additional effort will not result in a better 

outcome. 

Researchers state that dismissing an individual’s needs of competence, autonomy, and 

relatedness has the potential to lead to Amotivation (Ntoumanis, Martin, & Pipe, 2004; 

Standage, Duda, & Ntoumanis, 2005).  Deci and Ryan (2000) discuss that individuals 

that do not equate their behavior as having an impact on the results of an activity could 

create Amotivation when results do not end up the way they intended.  Ntoumanis et al. 

(2004) also found that Amotivation arises when an individual perceives a lack of 

importance in an activity.   

 Deci and Ryan (1985) discuss how autonomous behavior and controlling behavior 

affect Self-Determination Theory.  Autonomous behavior is defined as how an individual 

values an activity and how the activity gratifies their sense of self.  If an individual has 

achieved autonomy, they would feel as though they are in control of their own actions 

and own successes.  Controlling behavior is defined as how an individual responds to 

external influences such as rewards or punishments.  Individuals that experience 

Controlled Motivation could feel as though they have to perform certain ways in order to 

experience fulfillment.  Introjected Regulation is a form of extrinsic motivation that 

introduced factors such as guilt, anxiety, and ego enhancement to affect the individual’s 

participation (Gillison, Osborn, Standage, & Skevington, 2009).  Deci and Ryan (1987) 
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determined that autonomous support was essential as an element of Intrinsic Motivation 

and thus assist an individual in fulfilling Self-Determination behavior.               

The desire to study an athlete’s Intrinsic Motivation, Extrinsic Motivation, and 

Amotivation was instrumental in the creation of the Sport Motivation Scale (SMS) to 

measure athlete motivation in sports.  The SMS was a quantitative sport survey originally 

designed in French and titled l’Echelle de Motivation vis-à-vis les Sports (EMS) (Brière 

et al., 1995).  The EMS was based on the l’Echelle de Motivation en Education (EME) 

which was translated into an English version and called the Academic Motivation Scale 

(AMS) (Vallerand et al., 1992).  The EME was a survey designed to measure Intrinsics 

Motivation, Extrinsic Motivation, and Amotivation amongst university students 

(Vallerand et al., 1989).  The  l’Echelle de Motivation vis-à-vis les Sports was translated 

into English by Pelletier et al. (1995) and validated in a dual study. The dual study 

measured seven subscales that tested Intrinsic Motivation, Extrinsic Motivation, and 

Amotivation.  The following are the seven subscales, what motivation they are associated 

with, and definition of each subscale: 

Intrinsic Motivation 

1. IM to Know – Measured a player’s experience of discovery, gaining 

knowledge, and trying something new. 

2. IM Toward Accomplishments – Measured the player experiencing a sense 

of accomplishment or manufacturing something. 

3. IM to Experience Stimulation – Measured how a player feels stimulus 

while engaged in an activity. 
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Extrinsic Motivation 

4. External Regulation – Measured the player’s reaction to external stimuli 

such as rewards or punishments. 

5. Introjection Regulation – Measured how much factors like guilt, anxiety, 

and ego enhancement affected a player’s motivation. 

6. Identification Regulation – Measured a player’s reaction to activities for 

external reasons but motivation is controlled by internal regulation. 

Amotivation 

7. Measured a player’s lack of intrinsic and extrinsic motivation to want to 

continue participating in a sport. 

                                                                                                       (Pelletier et al., 1995)         

The results of SMS research revealed the factors and influences that provide motivation 

for a sports athlete.  

 Mallet et al. (2007) proposed a modified version of the Sport Motivation Scale 

called the Sport Motivation Scale-6 (SMS-6).  The SMS-6 was proposed to help address 

empirical issues that would arise with results from the Sport Motivation Scale in research 

studies.  Martens and Weber (2002) discussed how the inability to differentiate empirical 

factors and the inability to categorize results into hypothesized factors affected the 

validity of the SMS.  The SMS-6 revised the wording used in the SMS questionnaires, 

included revised measurements for Integration Regulation, and a resolution to clarify the 

three Intrinsic Motivation factors of the SMS which resulted in the following six 

subscales: 

1. Amotivation – Measured a player’s lack of intrinsic and extrinsic 

motivation to want to continue participating in a sport. 
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2. External Regulation – Measured the player’s reaction to external 

stimuli such as rewards or punishments. 

3. Introjected Regulation – Measured how much factors like guilt, 

anxiety, and ego enhancement affected a player’s motivation. 

4. Identified Regulation – Measured how a player felt about the outcome 

and not the activity itself.    

5. Integrated Regulation – Measured a player’s reactions to activities for 

external reasons but motivation is controlled by internal regulation. 

6. Intrinsic Motivation – The player’s satisfaction, excitement, and 

pleasure were measured during an activity.   

                                                                                                             (C. Mallett et al., 2007)     

 Lonsdale, Hodge, and Rose (2008) conducted a four experiment study in order to 

establish and validate a new motivation assessment called the Behavioral Regulation in 

Sport Questionnaire (BRSQ).  The BRSQ used a new set of measurements for Intrinsic 

Motivation, Extrinsic Motivation, and Amotivation.  The Behavioral Regulation in Sport 

Questionnaire was based on Self-Determination Theory in a sports context and was 

offered as a more robust version of the Sport Motivation Scale and the Sport Motivation 

Scale-6.  The BRSQ study was also able to correlate with studies researching athlete 

burnout.  The Behavioral Regulation in Sport Questionnaire had two different survey 

forms created for the study called BRSQ-6 and BRSQ with measurements containing the 

following subscales: 

  BRSQ-6 with a single Intrinsic Motivation Subscale 

1. Amotivation – Measured an athlete’s lack of intrinsic and extrinsic 

motivation to want to continue participating in a sport. 
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2. External Regulation – Measured an athlete’s reaction to external 

stimuli such as rewards or punishments. 

3. Introjected Regulation – Measured how much factors like guilt, 

anxiety, and ego enhancement affected an athlete’s motivation. 

4. Identified Regulation – Measured how an athlete felt about the 

outcome and not the activity itself.   

5. Integrated Regulation – Measured the belief by the athlete that their 

participation in an activity was voluntary and aligned with their 

personal values and self-worth. 

6. Intrinsic Motivation-General – Measured the basic intrinsic motivation 

of an athlete while engaged in an activity. 

BRSQ with three additional Intrinsic Motivation subscales that could be 

modified based on requirements of the study 

1. Amotivation – Measured an athlete’s lack of intrinsic and extrinsic 

motivation to want to continue participating in a sport. 

2. External Regulation – Measured an athlete’s reaction to external 

stimuli such as rewards or punishments. 

3. Introjected Regulation – Measured how much factors like guilt, 

anxiety, and ego enhancement affected an athlete’s motivation. 

4. Identified Regulation – Measured how an athlete felt about the 

outcome and not the activity itself.   
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5. Integrated Regulation – Measured the belief by the athlete that their 

participation in an activity was voluntary and aligned with their 

personal values and self-worth. 

6. Intrinsic Motivation-General – Measured the basic intrinsic motivation 

of an athlete while engaged in an activity. 

7. Intrinsic Motivation-Knowledge – Measured an athlete’s experience of 

discovery, gaining knowledge, and trying something new. 

8. Intrinsic Motivation-Stimulation – Measured how an athlete feels 

stimulus while engaged in an activity. 

9. Intrinsic Motivation-Accomplish – Measured how an athlete 

experiences a sense of accomplishment or manufacturing something.   

                                                                                                 (Chris Lonsdale et al., 2008) 

The Behavioral Regulation in Sport Questionnaire provided much needed flexibility in 

the determination an athlete’s activity motivation.             

 Jackson (1992, 1995, 1996) conducted qualitative studies to measure an athlete’s 

ability to experience Flow.  Flow is a form of Intrinsic Motivation that enables the 

individual to completely engage in an activity to the point where the activity requires no 

conscience thought to accomplish.  Flow is normally characterized as a high functioning 

positive state where the individual feels as though all actions are accomplished 

automatically (S. Jackson & Eklund, 2002).  Csikszentmihalyi (1990) posited how Flow 

is created and how an individual experiencing Flow would be at the peak of satisfaction 

and enjoyment.  Research reflects that Flow can be a useful determinant to measure an 

athlete’s competence with an activity.  Building off of Csikszentmihalyi’s framework, 

Jackson and Marsh (1996) proposed the following nine dimensions as a psychometrically 
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valid scale to measure Flow from a recently completed activity which they named the 

Flow State Scale (FSS): 

1. Challenge-Skill Balance – Measured when an individual is operating 

at an extremely high level and the skills match the task.  

2. Action-Awareness Merging – Measured the spontaneity and feeling a 

being unaware of actions while performing. 

3. Clear Goals – Measured how well an individual was prepared to 

perform once clear goals were established. 

4. Unambiguous Feedback – Measured the instant feedback received 

from the performance in order to measure success. 

5. Concentration on Task – Measured how focused the individual was in 

relation to their performance. 

6. Sense of Control – Measured how much in control an individual felt 

while the individual was not actively exerting control. 

7. Loss of Self-consciousness – Measured how much the individual lost 

conscience thought while performing. 

8. Time Transformation – Measured how an individual perceived time 

based of their expertise with the task.  

9. Autoletic Experience – Measured how much intrinsic pleasure was 

experienced by the individual that had experienced Flow.  

Jackson and Eklund (2002) followed up their Flow State Scale work by 

developing two instruments called the Flow State Scale-2 (FSS-2) and Dispositional 

Flow Scale-2 (DFS-2) created to measure Flow experiences during physical activities.  



Peer Leadership, Motivation, and Team Cohesion  23 

The FSS-2 and DFS-2 provided a multidimensional assessment to measure Flow without 

an interruption in the activity.  The ability to self-report during a physical activity 

lessened the possibility of inaccuracies in responses from participants that would attempt 

to reflect on a completed activity.  The Dispositional Flow Scale-2 was developed to 

measure how often Flow was experienced by an individual in order to determine 

differences in tendencies between individuals to experience Flow (Jackson & Eklund, 

2002).          

 Athlete’s experiencing sports burnout could be misconstrued as Amotivation due 

to an observable lack of motivation.  Freudenberger (1974) first suggested burnout in the 

workplace as a possible motivation issue with employees.  Maslach and Jackson (1981) 

proposed the Maslach Burnout Inventory (MBI) that would measure an individual’s 

activity burnout based on the following three factors: 

1. Emotional Exhaustion – Measured feelings of being emotionally 

overextended and activity exhaustion. 

2. Depersonalization – Measured feelings of apathetic and indifferent 

responses experienced by the survey taker. 

3. Personal Accomplishment – Measured feelings of success and 

competence in an activity.  

Raedeke (1997) suggested a definition of athletic burnout as athletes suffering from a 

lack of accomplishment, sports devaluation, and emotional exhaustion & physical 

exhaustion.  Recently researchers have tried to incorporate Self-Determination Theory 

into investigations of the cause of athlete burnout (Cresswell & Eklund, 2005; C 

Lonsdale & Hodge, 2011; C Lonsdale, Hodge, & Rose, 2009).   
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Raedeke and Smith (2001) proposed a psychometrically robust evaluation for 

burnout experienced by athletes instead of employees in the workplace called the Athlete 

Burnout Questionnaire (ABQ).  A psychometrically robust evaluation was designed in 

order to create a framework for future research on athlete burnout.  Three studies were 

conducted in order to validate the psychometric measurements.  The following fifteen 

subscales and their definitions were used as measurements in the ABQ: 

1. Emotional/Physical Exhaustion – Measured an athlete’s feelings of 

being emotionally overextended and physically exhausted. 

2. Reduced Sense of Accomplishment 

3. Devaluation – Measured an athlete’s feelings of indifference towards 

an activity. 

4. Somatic Anxiety – Measured an athlete’s experience of physical 

anxiety versus cognitive anxiety in relation to the activity. 

5. Worry – Measured an athlete’s feelings of anxiety as described by 

worries about activity performance.  

6. Concentration Disruption – Measured an athlete’s ability to focus only 

on the activity and the tasks involved in the activity. 

7. Enjoyment – Measured how much pleasure the athlete derived from 

the activity. 

8. Commitment – Measured how much the athlete was willing to 

sacrifice to participate in the activity. 

9. Intrinsic Motivation-Stimulation – Measured how an athlete senses 

stimulation while engaged in an activity. 
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10. Intrinsic Motivation-Accomplish – Measured an athlete experiencing a 

sense of accomplishment or manufacturing something.  

11. Intrinsic Motivation-Know – Measured an athlete’s experience of 

discovery, gaining knowledge, and trying something new. 

12. Identified Regulation – Measured how an athlete felt about the 

outcome and not the activity itself.   

13. Introjected Regulation – Measured how an athlete attempted to avoid a 

negative emotional state or poor sense of self-worth while engaged in 

an activity. 

14. External Regulation – Measured how external influences and the 

desire to appease others affected an athlete engaged in an activity. 

15. Amotivation – Measure an athlete’s lack of intrinsic and extrinsic 

motivation to want to continue participating in a sport. 

                                                                                                                          (T. D. Raedeke & Smith, 2001)    

The ABQ has been used as the main instrument for researchers in the study of athletic 

burnout (Li et al., 2013) 

Vellerand (1997) proposed a hierarchical model to understand the motivation of 

individuals engaged in an activity through the measurement of Intrinsic Motivation, 

Extrinsic Motivation, and Amotivation.  Vellerand’s model was based on Deci and 

Ryan’s Self-Determination Theory.  The Hierarchical Model of Intrinsic and Extrinsic 

Motivation (HMIEM) presented researchers with a framework to analyze and understand 

the psychological phenomenon of Intrinsic and Extrinsic Motivation as well as providing 

a multidimensional approach to studying an individual’s overall motivation or 

amotivation (Vellerand, 2007).  HMIEM differed from typical analysis models by 
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addressing social factors and the phenomenon of proximal development as determinants 

for an athlete’s motivation.  Vellerand’s (1997) Hierarchical Model of Intrinsic and 

Extrinsic Motivation framework would prompt future research on an athlete’s intrinsic 

motivation, extrinsic motivation, and amotivation.  

Ames (1992) discussed how a motivational climate is created when individuals 

that are influenced by others and experience situational cues, create a goal achievement 

state for themselves.  Ames and Archer (1988) collaborated to distinguish the following 

teaching behaviors that created the acronym of TARGET to encourage accomplishment 

of achievement goals: 

1. Tasks – Discussed a climate that encouraged democratic leadership 

and collaborative efforts. 

2. Authority – Discussed the use of leadership within a group. 

3. Recognition – Discussed the value of recognition, mixed abilities, and 

individual improvement. 

4. Grouping – Discussed cooperation within the group. 

5. Evaluation – Discussed the use of individual evaluations. 

6. Timing – Discussed the need for sufficient time for individuals to learn 

a new skill. 

                                                                                             (Ames, 1992; Ames & Archer, 1988)   

A motivational climate is a basis for Achievement Goal Theory (AGT) and states that an 

individual will either use a task-related climate or an ego-involved climate for goal 

achievement (Ames & Archer, 1988; Dweck & Leggett, 1988; John G Nicholls, 1984).  

A task-related climate refers to a state that encourages an individual to aspire to a level of 

task-mastery through effort and reward as well as a focus on self-improvement (Atkins, 
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Johnson, Force, & Petrie, 2014).  For a task-involved AGT athlete, learning and mastery 

of the assignment for their own satisfaction becomes the primary result.  Task-involved 

Achievement Goal Theory will appear when the athlete is intrinsically motivated to 

perform an activity (Nicholls, 1984).  An ego-involving climate encouraged perceptions 

of ability based on comparisons between the individual and those deemed as social equals 

performing the same activity (Nicholls, 1989).  For ego-involved AGT athletes their 

competence is related in terms of interpersonal and normative comparisons (Nicholls, 

1984).  Task-involved goals reflected a perceived competence in terms of mastery of the 

assignment.  Ego-involved Achievement Goal Theory is associated with the willingness 

to participate in easier tasks, concern for status socially, a superficial learning approach, 

and thoughts of escape and behavioral withdrawal when the activities become difficult, 

whereas task-involved AGT is related to selection of challenging assignments, effective 

study strategies, positive attitudes toward learning, and positive emotions (Biddle, Wang, 

Kavussanu, & Spray, 2003; Dweck & Leggett, 1988; Kaplan & Maehr, 2007).  The 

development of the Task and Ego Orientation in Sport Questionnaire (TEOSQ) assisted 

researchers in measuring the tendencies of athletes employing task-involved or ego-

involved states in order to accomplish goals (Duda, 1989; Duda & Nicholls, 1991).  

Studies have also concluded that motivational climate can influence a teammate’s moral 

beliefs, attitudes towards fair play, as well as sportsmanship values and beliefs  

Walling, Duda, and Chi (1993) performed a study to validate the Perceived 

Motivational Climate in Sport Questionnaire (PMSCQ).  The PMSCQ was designed to 

measure an athlete’s motivational climate in relation to their sport experience and how 

the climate contributed to the outcome (Seifriz, Duda, & Chi, 1992).  The Perceived 
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Motivational Climate in Sport Questionnaire was modified in 2000 by Newton, Duda, 

and Yin during their study creating the Motivational Climate in Sport Questionnaire - 2 in 

order to add the following measurement dimensions to the PMSCQ: 

  Task-oriented climate 

1. Effort and improvement 

2. Cooperative learning 

3. Role importance 

Ego-oriented climate 

1. Intra-team rivalry 

2. Unequal recognition 

3. Punishment for mistakes 

                                                                    (Newton, Duda, & Yin, 2000)   

These added dimensions provided a clearer insight and clarity of how athletes view how 

their climate affects their goal outcome.     

Elliot and McGregor (2001) proposed a 2 X 2 Achievement Goal framework as a 

more advanced hierarchical model of Achievement Goal Theory that measured 

motivation through competence and incompetence of an activity.  The 2 X 2 framework 

introduced four measurable factors for competence instead of just the two factors of Ego-

involved AGT and Task-involved AGT in order to have more clarity on achievement 

motivations.  The following are the four achievement goals and their definitions: 

1. Performance-approach Goals – When the individual is seeking to 

achieve normative competence. 

2. Performance-avoidance Goals – When the individual is seeking to 

avoid normative incompetence. 
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3. Mastery-approach Goals – When the individual is seeking to achieve 

task mastery competence. 

4. Mastery-avoidance Goals – When the individual is seeking to avoid 

task mastery incompetence. 

                                                                                                                           (Elliot & McGregor, 2001)   

Elliot (1999) discussed the need to integrate a distinction between avoidance motivation 

and approach motivation in order to have a true measure of achievement goal motivation 

as well as a robust test for competence.   

When individuals become adolescents, the need for competence information shifts 

from adults to peers (Horn & Hasbrook, 1986; Horn & Weiss, 1991).  There is evidence 

that shows peers have a role with creating motivation in a sport environment (Allen, 

2006; Ullrich-French & Smith, 2006; Spiridoula Vazou et al., 2005).  Smith (2003) 

discussed how peer leader operating as a social agent is important aspect to 

understanding motivation in a physical activity setting.  Brunstad, Babkes, and Smith  

(2000) discussed how a peer play a significant role in an individual’s motivation as that 

individual enters into adolescence.  Evidence has been provided that reveals the influence 

peers have on a youth athlete’s motivational climate (Harwood & Swain, 2001; Pintrich, 

Conlet, & Kempler, 2003).   

Vazou, Ntoumanis, and Duda (2006) performed a study to measure motivational 

indices in a coach- and peer-created climate.  The study used a newly formed tool to 

measure peer-created climates called the Peer Motivational Climate in Youth Sport 

Questionnaire (PeerMCYSQ) developed by Ntoumanis & Vazou which measured the 

following five dimensions: 

1. Improvement – Measured the task-involved climate factors.   
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2. Relatedness Support – Measured how well the teammates created an 

accepting environment. 

3. Effort – Measured how the teammates would encourage others to try 

harder. 

4. Intra-team Competition/Ability – Measured how the teammates 

supported each other in an ego-involving climate.   

5. Intra-team Conflict – Measured the amount of conflict between 

participants on the same team. 

The study concluded a strong peer-created climate can affect motivation.  Keegan, et al. 

(2009) conducted a qualitative study to understand how coaches, parents, and peers can 

affect the motivational climate in a sport environment.  The results of the study 

determined themes that were unique to the measurement of peer motivation.  The peers 

presented an environment that fostered a need of individuals to feel like they belonged 

and the possibility of friendships being affected by poor performance (Keegan et al., 

2009).      

 Loughead and Hardy (2005) examined leadership behaviors of coaches and peers 

in a sports environment.  The results of the quantitative study revealed that team 

members viewed peer leadership as an important function of the team.  The study also 

revealed that there was a distinction in the leadership styles between the coaches and peer 

leaders.  Loughead and Hardy (2005) determined that coaches were perceived as 

providing more instruction and training as well as being autocratic leaders; whereas the 

peer leaders were perceived as providing social support and giving positive feedback as 

well as being democratic leaders.  The distinction of leadership styles between the 
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coaches and peer leaders led to Loughead and Hardy’s next study with a focus on athlete 

leadership.        

  An article written by Loughead, Hardy, and Eys (2006) was one of the first 

studies that focused on the team leadership provided by athletes with a distinction 

between formal team leaders and informal peer leaders.  The quantitative study collected 

258 surveys from university varsity athletes that measured three leadership function 

categories of task leadership, social leadership, and external functions as it pertains to 

team leaders as well as peer leaders (Loughead, Hardy, and Eye, 2006).  The discussion 

of informal peer leadership separates this study from previous studies and lends 

credibility that team leadership does not have to be only formal leaders.  The results of 

the surveys indicate that informal peer leadership supports task oriented goals, provides 

social support for fellow players, and provides influence outside of the sport team 

(Loughead et al., 2006). 

 Self-efficacy is a theory of motivation where an individual has a belief that they 

will be able to accomplish tasks, acquire critical knowledge for success, or achieve goals 

(Heery & Noon, 2008). An individual that experiences self-efficacy is more likely to be 

motivated to pursue goals or tasks when their sense of self-efficacy is high.  Bandura 

(1977) presented the following four psychological factors as a framework that could 

affect the power and belief in person’s self-efficacy: 

1. Performance accomplishment – The achievement of skill mastery 

enhances the perception of ability which leads to higher self-efficacy. 

2. Vicarious experience – Self-efficacy gained through observation of a 

peer’s ability to perform a task successfully. 
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3. Verbal persuasion – Having peers provide verbal encouragement in 

order to increase an individual’s self-efficacy. 

4.  Psychological states – How stress, emotions, moods, and physical 

experiences can affect an individual’s self-efficacy. 

Team Cohesion 

Carron and Chelladurai (1981) defined cohesion as the ability for a group to stay 

together and remain united towards a common goal.  Widmeyer et al. (1993) emphasized 

the importance of team cohesion in relation to a team’s performance.  The research 

conducted by Schriesheim (1980) concluded that cohesion is influenced by leadership 

styles and the behavior of the leaders.  This determination was critical to push inclusion 

of leadership influences in cohesion research.  Martens, Landers, and Loy (1972) 

developed an unpublished measurement tool named the Sport Cohesiveness 

Questionnaire (SCQ) that possessed the following seven measurements for cohesions:  

1. The degree of friendship or interpersonal attraction among group 

members. 

2. The relative power or influence of group members. 

3. The sense of belonging the individual feels towards the group. 

4. The value the individual attaches to membership in the group. 

5. The degree of enjoyment the individual experiences from participating 

in the group’s activities. 

6. The level of team work the individual perceives occurs with the group. 

7. The degree of camaraderie the individual feels within the group.   



Peer Leadership, Motivation, and Team Cohesion  33 

Researchers desiring to measure sport team cohesion used the SCQ as an assessment 

inventory instrument.     

Carron and Chelladurai (1981) performed a study that measured an athlete’s 

perception of group cohesion on their sport team.  The study utilized the unpublished 

measurement tool Sport Cohesiveness Questionnaire designed by Martens, Landers, and 

Loy to measure the dynamics of cohesion in sport (Martens et al., 1972).  The study 

formed a conclusion that revealed that there was a strong indication of individual-to-

group cohesion that led to higher productivity within the population they surveyed.  

Carron (1980) discussed how the wording of the seven measurements in the SPQ could 

be formed into three categories.  The following three categories further classified team 

cohesion in a sport environment: 

1. Individual-to-individual Relationships – Measured influence/power 

and friendships on the team. 

2. Individual-to-group Relationships – Measured sense of belonging, 

enjoyment, and value of membership in the group. 

3. Group-as-a-unit – Measured teamwork and closeness. 

                                                                                               (Carron & Chelladurai, 1981) 

The results of the study revealed that sport cohesion is a multi-dimensional construct.                                 

Carron (1982) then added a new dimension to sport leadership research by 

creating a conceptual system of team cohesion.  His approach broadened the scope of 

sport leadership research by adding the factor of a sports team’s cohesion as a measurable 

result of a coach’s leadership (Carron, 1982).  Carron would go on to work with Brawley 

and Widmeyer to develop the Group Environmental Questionnaire (GEQ) that contained 

cohesion inventory to measure the following four constructs with athletes age 18 to 30  
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years old: 

1. Individual attraction to group-task – Measured how an athlete felt 

about their involvement with the group’s tasks, objectives, 

productivity, and goals. 

2. Individual attractions to group-social – Measured how an athlete felt 

about their involvement, social interaction, and acceptance within the 

group.  

3. Group integration-task – Measures how an athlete felt about closeness, 

similarity, and bonding within the group’s tasks.  

4. Group integration-social – Measures how an athlete felt about 

closeness, similarity, and bonding within the group from a social 

setting.  

                                                                                        (Carron, Widmeyer, & Brawley, 1985) 

Eyes et al. (2009) developed the Youth Sport Environment Questionnaire (YSEQ) 

specifically to measure perceptions of cohesion with athletes age 13 to 17 years old due 

to a lack of validity the GEQ demonstrated with the results from a high school sample.  

Carron (1982) developed the Multidimensional Model of Group Cohesion (MMGC) that 

would be used as a leadership measurement of social and task dimensions for a  group.  

This model was used as a framework for future leadership based cohesion studies. 

Gardner et al. (1996) used the Leadership in Sport Scale (LSS) and Group 

Environment Questionnaire (GEQ) in a study to verify the relationship between 

leadership behaviors and team cohesion among baseball and softball players.  Light 

Shields et al. (1997)  conducted a study with three different versions of the LSS 

(perceived version, preferred version, and self-described version) plus the GEQ and 
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concluded that leader behaviors were related to team cohesion with perceived leader 

behaviors and task cohesion having the strongest relationship.  Carron et al. (2002) 

conducted a study to assess the GEQ between two different sport types of soccer & 

basketball and concluded that group sport teams have a strong relationship between 

cohesion and success.  Loughead and Carron (2004) concluded that athletes felt as though 

they had much better cohesion as a group once their coaches provided “higher 

frequencies of positive feedback, democratic style, and training and instruction (sic)” (p. 

369). 

Eys et al. (2015) performed a qualitative study to determine if cohesion of a sport 

team could be effected based on gender and the conclusion found noticeable differences 

in how males and females achieved team cohesion.  The researchers performed semi-

structured interviews of four female coaches and seven male coaches each coaching 

gender specific teams participating in various sports.  The results of the interviews 

revealed that female players viewed cohesion more from a social aspect with players 

striving to get along to win, whereas males viewed cohesion from a task aspect and 

winning allowed them to get along (M. Eys et al., 2015).        

Glenn and Horn (1993) conducted a study with 106 female soccer athletes to 

determine emergent peer leadership on a sport team by measuring perceived athletic 

competence, perceived soccer competence, self-worth, sex-role orientation, and 

competitive trait anxiety.  The results of the study supported their hypothesis that certain 

characteristics present in an athlete would encourage leadership behaviors with female 

soccer athletes.  Price and Weiss (2011) followed up on the Glen and Horn (1993) study 

with a quantitative study of female soccer players ranging in age from 14 – 18 years old 
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that participated on competitive travel teams.  The study was designed to measure team 

cohesion and collective efficacy. Their research concluded that effective peer leaders 

contribute significantly to team cohesion and player efficacy.  In a later study Price and 

Weiss (2012) use a qualitative study to determine how coaches and peer leaders create 

cohesion for a sports team through the use of transformation leadership theory.  They 

concluded that peer leadership is just as important as a coach’s leadership in creating 

strong team cohesion (Price & Weiss, 2012). 

Filho, Tennebaum, & Yang (2015) discuss how the use of Team Mental Models 

(TMM) and Collective Efficacy (CE) can determine a team’s cohesion.  TMM is defined 

as a process to observe efficient teams and how those teams function within dynamic, 

uncertain, and complex contexts (Mohammed, Ferzandi, & Hamilton, 2010).  CE is based 

in self-efficacy and are beliefs held by individuals that have an influence on how much 

effort team members put forth in an activity, how individuals will act within the team, 

and how influence how a team will react to adversity (Bandura, 1985, 1997, 2000).  Filho 

et al. (2015) used the Group Environment Questionnaire (GEQ), Team Assessment 

Diagnostic Measure (TADM), Collective Efficacy Questionnaire for Sports (CEQS), and 

Team Outcome Questionnaire (TOQ) to measure TMM & CE for their study and 

concluded that their findings “supported the factorial and conceptual validities of an 

integrated framework of team dynamics in sport”(p. 650). 

Johnson et al. (2007) designed the Team Diagnostic Measure (TADM) as a team-

related theoretical framework based off of the Shared Mental Models (SMM).  SMMs are 

processes that examine failures to find the root cause and to encourage discussion on how 

to improve the performance of a team (Cannon & Edmondson, 2001).  The Johnson et al. 
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(2007) TADM was an instrument designed to measure the sharing of team-related 

knowledge through the following five factors: 

1. General Task and Team Knowledge – Measured team knowledge and 

task knowledge of the group. 

2. General Task and Communication Skill – Measured the physical 

ability or cognitive ability to interact with teammates. 

3. Attitude Toward Teammates and Tasks – Measured the influential 

forces that effect team behavior and choices under certain conditions. 

4. Team Dynamics and Interactions – Measured the processes and 

procedures for successful teamwork. 

5. Team Resources and Working Environment – Measured the 

environment within the team. 

The results of the study produced a validated measurement instrument to 

understand factors that can influence the performance of a team and would be used in 

future studies to research team cohesion. 

 Short, Sullivan, and Feltz (2005) presented the Collective Efficacy Questionnaire 

for Sports (CEQS) instrument to measure an athlete’s belief in their team’s capabilities 

when participating in sport-relevant tasks.  The CESQ was specifically created to 

measure Collective Efficacy (CE) across all sports.  The Short et al. (2005) CEQS was 

designed as a data-driven and theoretically-driven questionnaire that assessed the 

following five factors: 

1. Ability – Measured how an athlete felt their team was able to perform.  
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2. Effort – Measured how an athlete felt their teammates were putting 

forth effort for the team. 

3. Preparation – Measured how an athlete felt their team worked to 

prepare themselves for a game. 

4. Persistence – Measured how an athlete felt when their team 

experienced adversity. 

5. Unity – Measured how an athlete felt their team as a whole worked 

together. 

The study measured Collective Efficacy in performance issues, ability issues, and also 

offered a multidimensional framework to understand how the factors were related to one 

another. 

 The Team Outcome Questionnaire (TOQ) was designed for a leadership and 

cohesion dissertation study conducted by Jeffrey Coleman at the University of Florida.  

The TOQ was specifically designed to assess team goal accomplishment with nine items 

measuring Strategy, Skills, Effort, Fitness, and Competitive Outcome (Coleman, 2012).  

The TOQ was one of four instruments used in the study to measure team leadership and 

team cohesion on NCAA Division I – III softball and baseball player.  The results of the 

study revealed that Transformational Leadership played a significant role in creating 

positive team cohesion.     

Literature about the Professional Practice Setting 

Developing youth leadership is critical for creating future leaders.  Often youth 

leadership is overlooked as a means to improve the community (Mortensen et al., 2014).  

The eventual climate of the community is impacted by creating a leadership learning 
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environment with youth who can influence future decision-making (Burnett & Spelman, 

2011).  MacNeil and McClean (2006) discuss that much of the literature and training 

performed today is targeting only adult leaders.  Without options for youth to learn 

proper leadership, the competency of our next generation of leaders will be at risk (Pace, 

2012).   

 MacNeil and McClean (2006) discuss how youth leadership is learned by doing 

through creation of opportunities for young people to engage in active leader roles.  

Starting youth early with opportunities will increase their leadership aptitude as they 

encounter various trials that put their skills to the test (Nelson, 2010).  Having leadership 

roles has also shown to increase an individual’s self-esteem (Hickman, 2006).  Although 

development of youth leadership skills is still relatively new, the movement is gaining 

momentum as adult leaders look at ways to promote youth leadership activities (Mitra, 

2005).            

Leadership Theories 

 Leadership is a key component to the success of any team trying to achieve a 

common goal (Pratt & Eitzen, 1989).  Coaches are looked to for leadership on their 

teams, but peer leaders also have an influence to motivate their teammates (Keegan et al., 

2009).  A bad leadership style tends to create low team morale and poor leader 

effectiveness (Reed, 2004).  One of the goals of this dissertation study is to determine an 

effective leadership style for peer leaders.  Throughout the literature review the following 

five common leadership themes emerged as major influencers for sport teams: 

transformational leadership theory, transactional leadership theory, leader-member 

exchange theory, autocratic leadership style, and democratic leadership style.  This 
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section will discuss the three leadership themes that are considered to be influencers for 

team motivation and group cohesion. 

 Transformational leaders provide their team with a long-term inspirational group 

goal and give their team members autonomy in how they will help the group achieve the 

goal (Hamstra, Van Yperen, Wisse, & Sassenberg, 2014).  Transformational leaders like 

to take personal risks in order to affect the current conditions within their group (Bass, 

1985).  Cronin et al. (2015) discussed how researchers distinguish two forms of 

transformational leadership as global and differentiated.  Global leadership “combines the 

transformational leadership behaviors into a single overarching construct” whereas 

differentiated leadership is viewed as “a set of distinctive behaviors” (Cronin et al., 2015, 

p.23).  Transformational leaders inspire their members to go beyond their perceived 

limitations and to sacrifice their personal goals to align with the goals of the group (Den 

Hartog, Van Muijen, & Koopman, 1997). 

 Transactional leaders provide their team with a short-term group goal while 

outlining each step for their team in order to accomplish the goal (Hamstra et al., 2014).  

Transactional leaders are hands-on leaders that set up rewards and punishments in order 

to keep their team members compliant with achievement of the team’s objectives (Bass, 

1985).  Bass and Avolio (1989) discussed a form of transactional leadership called 

management-by-exception that focused on leadership only becoming involved when 

performance goals were not achieved.  Transactional leaders inspire their members to 

maintain focus on the short-term goals set for their group and reward their members that 

perform as expected (Den Hartog et al., 1997). 
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 Leader-Member Exchange (LMX) leaders use interaction with their followers 

through a vertical dyad linkage in order to develop a relationship of trust (Sparrowe & 

Liden, 1997).  The more effective the exchange between leader and member, the better 

the results of achievement of the goal (Dansereau Jr., Graen, & Haga, 1975).  LMX 

followers link their identity to their leader (Huang, Wang, & Xie, 2014).  Leader-Member 

Exchange leaders treat each interaction with a follower individually and work to create a 

rapport with that follower (Dansereau Jr. et al., 1975).  When the leaders in LMX create a 

superior relationship with their followers, high group achievement is created for the team 

(Liden & Maslyn, 1998).     

The autocratic (or authoritative) leader is very structured and desires to maintain 

as much control as possible over the activities of the group (Sage, 1975).  In a baseball 

setting the head coach is viewed as the authoritarian of the team and is the leader with the 

final say with regards to all functions on the team.  Edwards (1973) discusses the need of 

coaches to feel in control of all aspects of their team in order to overcome forces they 

have no control over such as injuries.  Carron (1978) determined the need for coaches to 

overcome uncertainty with control as well as having full commitment from their players. 

 The democratic leader encourages higher feelings of self-worth of individuals, a 

sense of satisfaction within team members, better productivity for a group, and a sense of 

players working towards a common goal (Pratt & Eitzen, 1989).  Democratic leaders are 

less directive than autocratic leaders when working with followers and do not impose 

unreasonable controls on their group (Filley & House, 1976).  Autocratic leaders, such as 

coaches, rarely distribute authority thus informal and formal peer leaders tend to employ 

a democratic form of leadership to influence their teammates.         
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Summary 

 This literature review maps the beginnings of the study of leadership in sport with 

the creation of the Leadership Sport Scale (LSS) by Chelladurai and Saleh (1978). The 

early studies focused only on the leadership styles of the coaches and how those styles 

impacted athlete motivation and team cohesion.  Marten et al. (1972) created a 

foundation to measure cohesiveness in sport through the development of the Sports 

Cohesiveness Questionnaire instrument. Throughout the literature review the following 

five common leadership themes emerged as major influencers for sport teams: 

transformational leadership theory, transactional leadership theory, leader-member 

exchange theory, autocratic leadership style, and democratic leadership style.   

As studies on player motivation and team cohesion began to grow, researchers 

changed their focus from coaches as the sole influencer to studying how athletes create 

influence for motivation and cohesion.  Carron et al. (1978, 1982, 1981) contributed in 

creating instruments to measure cohesiveness within a sport environment. In 2005 

Loughead and Hardy examined leadership behaviors of coaches and peers in a sports 

environment.  This cutting edge study opened up a research area that focused on peer 

leadership.  Loughead, Hardy, and Eys (2006) followed up with a study that was one of 

the first studies that focused solely on the team leadership provided by athletes with a 

distinction between formal team leaders and informal peer leaders.  The introduction of 

peer leadership studies pushed athletic research in a new direction and provided a clearer 

view of athlete motivation as well as team cohesion.          

 The development of youth leadership is critical to creation of future leaders.  

Often youth leadership is overlooked as a means to improve the community (Mortensen 
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et al., 2014).  The eventual climate of the community is impacted by creating a leadership 

learning environment with youth who can influence future decision-making (Burnett & 

Spelman, 2011).  MacNeil and McClean (2006) discuss that much of the literature and 

training performed today is designed for adult leaders.  Without options for youth to learn 

and use leadership skills, the competency of our next generation of leaders will be at risk 

(Pace, 2012).  The Ignatian Pedagogy for the common good can be realized by investing 

in the future generation through creating youth leadership opportunities.                 
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 CHAPTER THREE: METHODOLOGY  

Introduction 

The qualitative research method was selected to provide an in-depth analysis for 

this study.  The results of the data collection and data analysis will provide an insight into 

how peer leaders play a role in providing motivational and team cohesion for players on a 

varsity baseball team.  Specifically Charmaz’s Constructivist Grounded Theory was the 

methodology chosen for this qualitative study.  The Constructivist Grounded Theory 

provided the researcher freedom to be an active observer instead of a neutral observer in 

the collection and interpretation of data.  Chapter three will discuss the methodology used 

for the study, creation of the research questions for this study, the methodology of the 

data collection, the data analysis plan, the quality as well as verification of the data, and 

the ethical considerations for the study. 

Purpose of the Study 

The purpose of this Constructivist Grounded Theory study was to observe how 

youth peer leadership contributes to player motivation as well as team cohesion for 

varsity baseball players on a high school varsity baseball team. 

Aim of the Study 

The aim of this study was to create a proposal for varsity baseball head coaches to 

implement an evidence-based peer leadership program based on how youth peer 

leadership would be able to provide player motivation and team cohesion for varsity 

baseball players. 
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Research Questions  

 The following epistemological research questions were designed to address the 

areas of player motivation, team cohesion, informal peer leadership, and formal peer 

leadership and guided this qualitative study:  

1. What do players on a high school varsity baseball team identify as behavior 

that will lead to motivation? 

2. What do players on a high school varsity baseball team identify as behavior 

that will lead to team cohesion? 

3. How did a leadership style provide motivation for a varsity baseball player? 

4. How did a leadership style provide team cohesion for a varsity baseball 

player?  

Method 

 This study used a Constructivist Grounded Theory (CGT).  The Constructivist 

Grounded Theory Method was selected for this dissertation study due to the opportunity 

for “the researcher’s involvement in the construction and interpretation of data” 

(Charmaz, 2014).  CGT provided freedom for the author to be an active observer instead 

of a neutral observer in the collection and interpretation of data.  CGT also provides the 

basis that there is no single truth since each individual’s truth is based on their 

environment and perceptions (Charmaz, 2014).   

The research utilized investigative interviews constructed with epistemological 

questions designed to encourage the interviewees to share their leadership experiences of 

their varsity baseball season.  Particular attention was paid to the language and open 

sharing by the players during the interviews.  Use of CGT provided freedom for the 
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interviewer to be spontaneous and modify questions to allow the interviewee to “reflect 

upon their experiences during the interview in fruitful ways for advancing theory 

construction” (Charmaz, 2014, p.95).  The interviewer took notes that describe the setting 

before the interview and noted after the interview anything unusual that takes place 

during the interview.  The digital transcripts produced from the interviews and the 

observations recorded at the interviews created data for coding and analysis.  In order to 

expedite coding and analysis of data, the author did not wait until all interviews of the 

entire sample were completed before creating digital transcripts.  Once each sample from 

their respective high school was interviewed, digital transcripts were created and coding 

commenced.  Continuous coding occurred throughout the interview process.  This 

process led to changes in the questions asked in future interviews when trends began to 

show up with interview coding.         

Incident-with-Incident coding was performed for the initial phase.  While coding 

the author used gerunds to create action words that do not encourage creating theories 

prior to analysis.  Charmaz (2014) states how coding for action also limits concentrating 

on labeling individual types and how labeling the individual will inhibit their contribution 

to what is occurring in the data.  The author’s ability to keep an open mind during the 

initial coding phase lessened the impact of biasing the coded data.   

Comparative methods were used during coding by analyzing data with data.  

Once coding was completed for a high school group, the data was compared to note any 

variance or similarities.  Initially the author compared data with data in each individual’s 

interview noting differences and likenesses.  The author then compared data with data 

between all interviews for similarities and variances.  Charmaz (2014) discusses how 
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comparative methods allow the researcher to  understand what individuals were 

experiencing and encourages the researcher to not create assumptions while interpreting 

data. 

The step of Focused Coding assisted the author in organizing the data for 

comparison and analysis.  Focused coding further refined the process and also allowed 

for adjustments to be made to initial Incident-with-Incident coding performed.  Code 

comparison during this phase created a direction for the study and also assisted in a 

clearer analysis of the data.  Charmaz (2014) points out that the researcher is able to have 

a more “concentrated, active involvement in the process” of data interpretation during 

this emergent process (p.142). Categories for the study were created after Focused 

Coding was completed.  

Memoing provided an opportunity to capture thoughts and ideas while collecting, 

coding, and analyzing data.  Charmaz (2014) confers that memo writing is a critical 

activity that promotes involvement in the process of data analysis and interpretation as 

well as encourages connections in the data.  The author commenced memo writing in a 

notebook at the beginning of the study in order to create reflections during the entire 

process.  Memoing allowed the author to increase the scrutiny of the data, perform deeper 

analysis of the coding, brainstorm to discover new categories, and maintain a continual 

thought process throughout the study.  

The framework for the study was social constructivism based on establishing a 

relationship with the interviewee through mutual reciprocity. With the creation of an 

interview relationship void of a hierarchy, there is a realization that both the author and 

the interviewee each brought “social contexts, interaction, sharing viewpoints, and 
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interpretive understandings” to the meeting (Charmaz, 2014, p. 14).  Through mutual 

sharing the interview became less about data collection and more about inquisition into 

the meaning of what is being revealed (Mills, Bonner, & Francis, 2006).  It was critical 

that a healthy form of give and take was established in order to find the true meaning of 

the answers given.  The current world view is that coaches alone provide the necessary 

motivation and cohesion for the players on their team.  The theory this study attempts to 

establish is how youth peer leaders can play a critical role in player motivation and assists 

in creating team cohesion.                   

Description of Sample 

 The sample for this dissertation study was drawn from current and former high 

school level varsity baseball players located in the Portland Oregon metro-area.  The 

varsity baseball players were selected based on the specific criteria of the population for 

this study.  The author had the following criteria for the varsity baseball programs to 

determine which varsity players will be selected for this study:  

1. A varsity baseball program that had formal peer leaders  

2. A varsity team program that had informal peer leaders 

3. A varsity player that is interested in sharing how their experiences with peer 

leadership impacted their motivation and sense of team cohesion.   

The sample, which consisted of current and former varsity baseball players not in 

a current formal leadership role with their varsity baseball team, participated in one-on-

one interviews with the author of this dissertation study.  Former varsity players were 

defined as players that participated on a varsity baseball team, but were no longer active 

members of the team.  An individual could not have been away from the varsity baseball 
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team for greater than three years in order to be considered as a participant in the study.  

The author determined that former players would still be able to provide rich data about 

their experiences as a varsity player and the length of time away from being on the team 

was not a potential detriment to their memories of their peer leadership experiences.  The 

former players that participated in the study were all considered legal adults.  The author 

took notes that describe the setting before the interview and will noted after the interview 

anything unusual that took place during the interview.   

The combination of one-one-one interview results, interview notes, and reviews 

of the author’s personal journal during interview days provided the methodological 

triangulation for this study.  The comparison of data across all interviewees, use of 

interview notes, and reflections in the interviewer’s personal journal provided insight to 

determine if the interviewees were providing answers that were influenced by the 

researcher and not truly their own answers.  The author reviewed the interviewee’s 

answers and grouped them by high school to note if excessive variations in answers given 

existed.  If all answers given were identical, then it may be possible that the interviewees 

had provided answers only to satisfy the interviewer’s expected results which result in 

interview bias.  After careful assessment of triangulation, the author determined that the 

data collected did not show any bias and would be considered valid. 

The author visited as many of the participating baseball players as possible in the 

timeframe afforded and conducted interviews with the sample in order to collect the 

maximum amount of data.  The author attempted to complete interviews of the entire 

sample from the same high school prior to moving onto another high school.  It was 
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critical that there were enough participants from each high school in order to perform the 

methodological triangulation of data within the high school and across the high schools.            

Data Collection Tools 

The interviewees were asked epistemological questions (Reference Appendix A) 

meant to reveal observations of peer leadership linked to their motivation and cohesion 

experiences during the baseball season.  The questions were designed to encourage the 

players to elaborate their motivation and cohesion interactions with team leaders.  The 

interviews were recorded with a digital voice recorder. Transcription Puppy, an online 

company that provides transcription, caption, subtitle, and translation services, was used 

for the study (Transcription Puppy, 2017).  Digital transcription took place after 

interviews from each high school were completed.  By completing digital transcription 

after all players from their respective high school were interviewed, the author did not 

have to wait until all players participating in the study completed their interviews to begin 

coding data.  Coding of digital transcripts while interviews were occurring allowed the 

author to determine when saturation of the data occurred.   

Interview notes were taken by the author prior to the interview to list the 

interview environment and were taken after the interview was completed to record any 

unusual behavior or issues that occurred during the interview.  Interview notes provided 

the author with a written report that gauged results of the digital transcripts.  A personal 

journal with entries during interview days was used to reflect any issues occurring to the 

author that day that may have influenced the results of the interview.  The use of 

interview notes and personal journal were key components for the methodological 

triangulation of this study.   
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The participants’ anonymity in the study was secured with the use of numerical 

coding within an overall code that only represented the school the player attended. The 

player was assigned a code only within the high school group so proper triangulation 

could take place.  This protocol was implemented as a research requirement in 

accordance with the Creighton IRB Regulations section 103.1 (IRB, 2016).   

The Researcher’s Role 

 The researcher’s role was to provide data collection, data analysis, and to create 

an evidence-based solution for the study.  During the one-on-one interviews the 

researcher took extensive journal notes prior to and after every interview to ensure 

researcher bias would not be introduced into the study.  The review of bias was critical 

since the researcher was a former baseball player that participated in multiple seasons 

playing in Little League Baseball, as a high school varsity baseball player, in collegiate 

leagues, semi-professional baseball, men’s leagues, and has been a youth baseball head 

coach for over 15 seasons.            

Data Collection Procedures 

 Once parental approval for varsity players legally considered minors and verbal 

acceptance by former varsity players considered legal adults was gained by the author, 

the scheduling of the player interviews was initiated.  The interviewees that were legally 

considered minors and were protected in accordance with the Creighton University IRB 

regulation procedures with Member Confidentiality (103), Recruiting Subjects (113), 

Guidance for Classroom Projects (114.5), IRB Members Checklist for Projects Involving 

Children (116.1), Risk Assessment (105.8), and Non-Compliant Conduct (131) (IRB, 

2016).  The author suggested interview locations that provided the study participants a 
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familiar and safe environment.  The author presented the interviewees with a series of 

epistemological questions that supported the overarching research questions for this 

dissertation study.  The interviews provided data that revealed how peer leaders impacted 

the interviewee’s motivation and how peer leadership affected team cohesion. 

Data Analysis Plan 

 Initial coding was performed using the Incident-with-Incident Coding Method and 

further refined using Focused Coding.  Use of the Comparative Method and Memoing 

assisted the author in creating category groups for analysis of study data.  The author 

used a clustering method to create a visual map that displays relationships between 

“codes and codes” as well as “categories and codes”.  While performing clustering, 

patterns emerged that drove the direction of the study which helped the author define 

what was essential and arranged ideas to proceed with analytical writing (Charmaz, 2014) 

Quality and Verification 

 The author verified the results of the transcription by reading the transcripts while 

listening to the digital recording of that interview.  Reviewing of the coding based on 

one-one-one interview results, interview notes, and personal journal entries measured 

within the sample for each high school and across all of the high schools provided the 

methodological triangulation for the study.  Triangulation verified that bias was not 

introduced into the data and that the data was validated for use in the study.     

Ethical Considerations 

 The study subjects were protected by the rules and regulations of the Creighton 

University Institutional Review Board (IRB).  The author of the study was required to 

work with the IRB in accordance with 105.5 Social-Behavioral Application for Initial 
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IRB Review (IRB-02) Attachment B: Research Involving Children due to the study’s 

research working with athletes that are under the age of eighteen (IRB, 2016).  Please see 

appendix A for the IRB Approval Letter and Request for Waiver of Consent.    

All of the participants of the study were protected by using a numerical coding 

known only to the author of the study.  The use of numeration eliminated the need for 

subject’s names to be attached to study documents.  Having numerical coding protected 

the subject’s privacy from individuals that would review the results of the study.  By 

minimizing the risk of exposing personal information gathered on the subjects, the 

members felt more comfortable participating in the study. Please see appendix A for 

Players Information Letter. 

 The parents of the baseball players were made aware of their ability to remove 

their player from the study during every interaction with the player.  The comfort with the 

option to remove their player from the study encouraged more parents to allow their 

player to participate in the research study.  Coaches, parents, and players were made 

aware of the ability of the players to withdraw from the study at any time.  Please see 

Appendix A for Player Information Letter, Parental Information Letter, and Coach’s 

Information Letter.    

Summary 

 This chapter discussed Charmaz’s Constructivist Grounded Theory methodology 

and why it was selected for this study.  The four qualitative epistemological research 

questions that shaped this study were presented for review.  The sample for this 

dissertation study was drawn from current and former high school level varsity baseball 

players located in the Portland Oregon metro area.  The varsity baseball players were 
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selected based on the specific criteria of the population for this study.  The interviewees 

were asked epistemological questions about how their peer leadership provided 

motivation and cohesion experiences during the varsity baseball season.  The questions 

were designed to encourage the players to elaborate their motivation and cohesion 

interactions with team leaders.  The data analysis plan, quality verification of the data, 

and the ethical considerations for the study were discussed in this chapter.       
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CHAPTER FOUR: STUDY FINDINGS  

Introduction 

 This chapter will present the data collection and data analysis results from all of 

the interviews conducted.  Interview response saturation was achieved after conducting 

21 interviews with players representing six public and private high schools in the 

Portland Oregon Metro-area.        

Summary and Presentation of the Findings 

 The study reached saturation with 21 interviewees representing six high schools 

located in the Portland Oregon metro area.  The six high schools were made up of both 

public and private institutions.  Public institutions were considered to be high schools that 

are funded though taxes collected by the local county government.  Private institutions 

were considered high schools that are funded by student tuition fees as well as 

institutional fundraisers and do not accept funding by the local county government.  The 

author submitted digital audio recordings from one-on-one interviews that were 

transcribed for data analysis by an online firm specializing in transcription.  The 

transcripts were checked for accuracy by the author through the reading of the transcripts 

while the audio was being played to ensure wording in the transcripts matched what was 

being said by the interviewees.  Initial Coding was performed using the Incident-with-

Incident Coding and further refined using Focused Coding.  The author used the 

Comparative Method and Memoing which assisted in creating category groups for 

analysis of study data.  The use of clustering created relationships between ‘codes and 

codes’ as well as ‘categories and codes’.  While performing clustering, patterns emerged 

that drove the direction of the study.  Triangulation was accomplished by analyzing 
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interviewee answers grouped by high school, the author reviewed journal entries and 

notes to ensure the interviewee answers were not influenced during the one-on-one 

interview process, and then the grouped answers were measured across the high schools 

to verify commonality. 

The following ten themes emerged during data analysis: 

1. Formal Leadership Selection and Roles 

2. Appointed Formal Leader’s Leadership Styles 

3. Team Selected Formal Leader’s Leadership Styles 

4. Formal Leader’s Motivation Style 

5. Informal Leadership Roles 

6. Informal Leadership Style 

7. Informal Leader’s Motivation Style 

8. Team Cohesion Related to Formal Leadership 

9. Team Cohesion Related to Informal Leadership 

10. Peer Leadership 

Formal Leadership Selection and Roles 

 The selection of formal leaders was not performed through a specific method and 

varied by teams.  Some teams had formal leaders that were selected by the head coach 

and some teams had formal leaders that were voted for by the players on the team.  There 

were some teams that did not even select formal leaders and opted to have coaches and 

informal leaders provide leadership for their team.  Due to the varied selection process, 

there was an inability to discover a singular formal leadership role that applied across all 

of the teams.   



Peer Leadership, Motivation, and Team Cohesion  57 

 Teams that had a formal leader selected by the head coach reported that the 

formal leaders on the team were extensions of the coaching staff.  The formal leaders 

ensured that players were following what the coaches wanted them to do.  An example is, 

“…they would keep us on track, make sure people are listening to coach, like I said, they 

wouldn’t really set their own rules, they would just do coach’s rules.”  Some formal 

leaders even acted as coaches during team drills.  An example is, “…the leaders would 

mainly do like stretches and then our coach kind of tells them what to do and they’d go 

out and set the example of what we’re having to do.” 

 The majority of the teams that voted for their formal leaders did not see formal 

leaders as extensions of their head coach.  Some teams viewed the formal leaders as a 

facilitator to communicate between the coaching staff and the players.  An example is, 

“…one of the biggest ones was just communicating between the coaches and the players 

because sometimes having a spokesperson for the players which will be like the captains 

to talk to the coaches to help communicate between the two.”   

 Some teams viewed their team appointed formal leaders as extensions of the head 

coach.  In these cases the formal leader was usually a senior in grade level and had been 

in the baseball program for a while.  These formal leaders were usually conditioned by 

the coaching staff during their time within their high school’s baseball program.  Many of 

these formal leaders modeled behaviors and ensured players on the team stayed out of 

trouble.  An example is, “Kind of show them like the way we play baseball here”.  A 

player example of a formal leader keeping players out of trouble, “…team leaders would 

lead the team in a good way, like kind of keep their eye on us and make sure that we are 

not causing any trouble”. 
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Appointed Formal Leader’s Leadership Styles 

 Formal leaders that were appointed by the head coach used a similar autocratic 

style of leadership by being more directive with the players.  These actions usually 

occurred when formal leaders would lead team drills and assist in accomplishing team 

goals.  However, the formal leaders did not possess any real authoritative power.  An 

example is, “…pretty much in charge of like leading stretches and pretty much just being 

another coach on the field…have the responsibility to make sure everyone’s being a part 

of what our goals are”.  Another example is, “…they would keep us on track, make sure 

people are listening to coach, like I said, they wouldn’t really set their own rules, they 

would just do coach’s rules.” 

Team Selected Formal Leader’s Leadership Styles 

 Formal leaders that were voted on by the team rarely had much authority provided 

by the coaching staff.  The players recognized them as formal leaders based on the results 

of the voting and through their teammate’s respect.  The formal leaders facilitated 

information from the coaches to the players but did not have any authority conveyed to 

them by the coaching staff.  An example is, “They were kind of like the communicators 

like if anybody had any questions and they go to them and ask or if we’ve got a question 

about something like a play or something like that you can go to them and they could 

clarify for you”.  An example of the lack of authority the team elected formal leaders had 

is, “…they didn’t have a lot of say and they didn’t have the ability to kind of maneuver 

the things as they wanted. Yeah, it was pretty like tight and they concentrated about what 

they could do and they couldn’t do”. 
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Formal Leader’s Motivation Style 

 The majority of teams that had formal leaders that were assigned by the head 

coach created motivation through positive encouragement and the players responded to 

positive encouragement.  An example of how positive motivation was desired from 

formal leaders is, “If someone goes and makes a mistake and they’re down on 

themselves…….it’s time to be positive and pick them up.”  Another example, “I prefer to 

respond better to positive because typically I knew what I did wrong.”  An example of a 

formal leader that created demotivation is, “Yeah, he got pissed off about stuff we would 

do…He wasn’t well liked….yeah definitely demotivating”. 

 The majority of teams that had formal leaders voted on by the team created 

motivation through positive encouragement and the players responded to the positive 

encouragement but felt some negative helped change poor results.  An example of the 

importance of formal leader positive encouragement is, “…the positive encouragement 

part again that was very key for us.”  Another example of positive encouragement from a 

formal leader is, “…sometimes like if I made an error then one of them would come up to 

me and be like, ‘Hey are you okay?’ like shake it off.”  A n example of how formal 

leaders would move from positive encouragement to becoming more negative is, 

“…positive is always the best way to handle it but it comes to a point I think where like it 

( a mistake) was repeated over and over again….it becomes negative in order to figure 

this out”.  Another example of how some negative motivation helped is, “There’s always 

a little bit of negative stuff that has to come out of the positive that will help push towards 

being better so the negative stuff, occasionally, not often, but occasionally, when it did 

come out it did help push the majority of the guys to be better or be a better person.” 
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Informal Leadership Roles 

 All of the teams had informal leaders participating in one role or another but had 

smaller roles when teams had formal leaders.  There were also some teams that did not 

have any formal leaders and only had informal leaders.  The informal leadership role was 

not limited in terms of grade level and was mostly based on who the players respected 

and the experience as well as skill level they possessed.  An example of informal 

leadership roles not being limited to grade level is, “one person whether be an 

underclassman had the same amount of influence as another person”.  Another example 

of informal leaders being different grade levels is, “…we had one kid who was a 

sophomore at the time but yeah for the most part, it’s upper classmen.”  An example of 

an informal leader that had experience and was respected is, “I think I modeled a lot of 

my game after him because he was our shortstop when I was a freshman and sophomore 

in high school so that’s where I kind of got the quite confidence part in there it’s because 

he just did. He went and brought his own business and he, you know, worked out himself 

and I worked out with him all the time”.  An example of informal leader skill level is, 

“…kind of like the best players are informal leaders, whether or not the coach recognizes 

them as captains or not.  So, the informal leaders were definitely the best players I would 

say.”      

Some teams had informal leaders that led practice drills, facilitated 

communication between players and coaches, while many of the informal leaders acted 

as mentors for younger players.  An example of informal leaders leading in practices is, 

“…every day we would have a certain practice planned, but it was kind of based on the 

informal leader, like how they dictated how practice went”.  An example of informal 
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leaders facilitating is, “A lot of it was leading stretches, being the main communication 

with the head coach and just really all the coaches whether it’s about, you know, an upset 

player, whether that’s how practices are going, even just something like what’s the attire 

for practice that day.”  Another example of an informal leader facilitating is, “The 

informal leaders would ensure that people knew and were okay with what was going on.  

If there’s a problem they would talk to them about it and they potentially talk to the coach 

about it.”  An example of informal leader mentoring is, “I felt more comfortable going to 

an informal leader in my position because I mean he’s in my position and he’s been doing 

drills for a longer time”.  Another example of informal leader mentoring is, “…so they 

would connect with the players a little bit more and try to get us to tackle as a unit so a lot 

of that was like teamwork and a lot of the informal stuff….playing together just like 

traditional baseball.”                   

Informal Leadership Styles 

 Informal leaders had very little official authority given to them by the coaching 

staff.  Due to this fact, the informal leaders used their status on the team in order to 

influence teammates.  Players interviewed discussed how they would listen to informal 

leaders that were upperclassmen because they were veterans of the baseball program and 

had knowledge they wanted to gain.  Many of the players interviewed discussed how 

their informal leaders led by example.  An example of upperclassmen mentoring is, “Just 

having the whole season with the older guys definitely help me to mature as a baseball 

player and definitely helped me work on things I needed to work on to make me better.”  

An example of informal leaders that led by example is, “I would say that informal leaders 

I guess they kind of led more by example I would say they weren’t necessarily as 
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outspoken….elected captains would be more vocal leaders and then the informal leaders 

were the guys that had been there, you know, they had played for a while but weren’t 

necessarily elected as the team captain so we would kind of just watch them go about 

their business and then we would know how to go about ours.”  Another example of 

informal leaders leading by example is, “Your informal leaders, in my opinion, are 

typically your best leaders because they’re not saying anything or doing anything, they’re 

just playing the game the right way. They’re playing hard. They want to be the best that 

they can be.”         

Informal Leader’s Motivational Style 

In all interviews the players discussed how they responded better to positive 

encouragement from their informal leaders versus negative feedback.  Although some 

players discussed that their informal leaders would use negative feedback to create 

motivation, the negative feedback would lead to players becoming demotivated.  An 

example of informal leaders using a positive encouragement approach is, “I like positive 

encouragement more. Like I don’t really care for being yelled at”.  Another example of 

informal leader using positive encouragement is, “You know I think it was definitely 

more positive….So a lot of positivity. It’s like you know, ‘You made a mistake. Yes, you 

messed up. Just if you get on to the next one and you’re fine.’ You know it was totally 

positive.”  An example of informal leaders using negative feedback is, “I can think of a 

few guys in particular that kind of took the more negative route to it and I would say were 

not that well respected amongst the rest of the team”.  Another example of informal 

leaders providing negative feedback is, “There were times where people had to pull 

people aside and kind of rip them a little bit….I would say even if you’re getting on 



Peer Leadership, Motivation, and Team Cohesion  63 

someone it is constructive as well but sometimes you really need to push some buttons to 

get a reaction out of certain people so there were times when stuff like that would 

happen.”         

Team Cohesion Related to Formal Leaders 

 For teams that had formal leaders assigned by the head coach, the formal leaders 

created an inclusive environment by making new players feel welcomed as well as setting 

up events outside of baseball for team cohesion.  The formal leaders also ensured a 

positive environment existed for the players on the team.  An example of formal leaders 

making a new player feel welcomed is, “I was the youngest kid on the team and they 

definitely helped me feel like at home and like part of the team because that group of kids 

were playing together since they were like little and I was just like an extra on the team. 

So they definitely made me feel at home and made me feel comfortable to be on the 

team.”  Another example of making a new player feeling welcomed is, “I knew most of 

them but never played baseball with them….I didn’t play a lot during the playoffs when I 

got pulled up. But they encouraged me.  I mean, I did play and when I got a hit to right 

field, it was a good feeling and they went crazy for me and it just made me see how much 

respect they had for younger guys.”  An example of formal leaders setting up events for 

team cohesion is, “…we had team breakfasts and dinners, stuff like that before and after 

games and they would set that up and you they would plan the whole thing and that 

definitely helped.”  An example of formal leaders creating a positive environment for 

team cohesion is, “…they made sure that everyone was cheering for the team”.  Another 

player example of formal leaders creating a positive environment foe team cohesion, 

“…just my opinion on that in terms of making them feel a part of the team, is having a 
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good captain pick them up. Maybe some of the other players are trying to put him down 

and not make him part of the team. A good captain or good leaders goes, ‘Hey, you 

know, we all make mistakes.’ It’s time to pick him up and make him feel a part of the 

team.” 

 Teams that had formal leaders voted on by their teammates created team cohesion 

by promoting a positive environment with their teammates.  Some formal leaders worked 

to make everyone feel like they were a part of the team and some formal leaders acted 

beyond the baseball field.  An example of formal leaders creating a positive environment 

is, “…they were always being high energy in the dugout.  Always kind of chattering, 

chirping, encouraging guys. Stuff like that, and their biggest role was always just if 

someone struck out, they would not let him sit on the bench but get him up to the fence to 

encourage his teammates.”  An example of formal leaders creating a positive 

environment is, “No, we never had negativity…If there was a bad play during the game 

they would say, ‘Don’t worry about it.’ Or let’s get the next play, anything like that.”  An 

example of formal leaders that used inclusion and also went beyond the baseball field for 

team cohesion is, “Nobody ever got left out, nobody….even kids in school who weren’t 

the most popular and well-known kids even though they were varsity athletes that was 

supposed to make you cool in high school, but even those kids that weren’t like top of the 

food chain in high school, they just made sure that they were looked after, always by their 

side, not like getting left out or anything. It’s just like when somebody says, ‘Team is 

family.’ That actually is like having a bunch of brothers.”  
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Team Cohesion Related to Informal Leaders 

Every team represented in the interviews had informal leaders.  The majority of 

informal leaders provided support to the team by giving positive encouragement when 

other players were struggling.  Some informal leaders would ensure that all the players 

felt included.  An example of an informal leader providing encouragement is, “…to have 

someone show that they care about you and your success, it makes you feel better as a 

player and as a person. So I really think it helps.”  Another example of an informal leader 

providing positive encouragement is, “…they did a good job in knowing like, hey this is 

the direction we wanna (sic) go so come with us. Let’s be successful together.”  Another 

example of an informal leader providing positive encouragement is, “But, it goes the 

same way with like, say you’re in a game and you boot a ball to make an error.  

Someone, one of the informal leaders calls a timeout and goes and talks to the player that 

made the error, or gathers the whole infield together, or after the inning talks to that 

player to give them encouragement.”  An example of an informal leader providing 

inclusion is, “…they included everyone and everything so you’re not feeling left out at 

all.” Another example of an informal leader providing inclusion is, “…informal leaders to 

go up and say, ‘Hey I know you’re doing this already, but we need you.’ and, ‘keep 

working hard,’ just stuff like that.  I think the personal conversations were important for 

leaders to have with the people on the team.”   

Peer Leadership  

 All of the interviewees felt that peer leadership was an integral part of their team.  

Peers played a key role as a mentor for new players to learn how processes within their 

varsity baseball program worked.  Peers would provide mentoring for players working to 
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improve their skills and held players accountable for their actions.  Modeling success was 

the main operating mode for peer leaders.  Many of the interviewees viewed their peer 

leaders as their inspiration.  All of the players interviewed preferred when their peer 

leaders used a positive approach to leadership.  An example of a peer leader as a mentor 

is, “They were always there to help if you had a problem you could always go to these 

guys.”  Another example of peer leaders mentoring is, “…they shared how much time 

they spent before and after games, before and after practices, and stuff like that in order 

to be successful.”  An example of peer leaders providing insight into players improving 

their skills and holding players accountable is, “…I think the peer leaders did a really 

good job of sharing what was needed to be successful but also held other guys 

accountable to be the best they could be on and off the field.” An example of a peer 

leader modeling success is, “…he just did things the right way and tried to show others 

that working hard and everything, having dedication and all can make you successful and 

all that. He was trying to show how to be a leader by being an example.”  Another 

example of a peer leader modeling success is, “…He went on to play Division I baseball 

and he was working his butt off every day and leading by example on and off the field 

which was a big part to me.”  An example of peer leaders inspiring players is, “…they 

keep you going at the end of the day because someone believes in you and what you are 

doing even when you don’t believe in yourself at that time.  That’s ultimately is what a 

good leader does.  Because he keeps everyone in a good belief system and believing in 

themselves.”  An example of a peer leader encouraging a positive environment is, “…he 

was always just like so positive and loved the game so much it kind of was like when I 

screwed up I am like I can stay positive and be a good teammate.  I can really do this 
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even if I screw up.”  Another example of peer leaders encouraging a positive 

environment is, “I feel like they really believed in me, especially I know in times when I 

struggled.  For example, like maybe I wasn’t hitting well.  I was kind of in a slump, and 

it’s like they were always with me and encouraging me.  So that kind of takes over your 

mindset. I feel like, as I was saying earlier, it’s just they want you to do better. They want 

you to do better even if you think you can’t do better. Then you start to think, ‘Hey you 

know what? I got this.’        

Analysis of Findings 

 The data analysis presented results that there were many commonalities of 

player’s perceptions of their formal and informal peer leaders.  Formal and informal 

leaders attempted to create a positive environment for their teammates.  Players looked to 

their formal and informal leaders for mentoring and providing facilitation with the 

coaching staff.  Formal and informal leaders provided supplemental support to clarify any 

confusion experienced during practice drills and situations that would arise during 

baseball games.  Team cohesion was a high priority for all formal and informal team 

leaders.  The similarities between the two forms of leadership revealed that there is a 

small distinction from the players interviewed between those considered as formal 

leaders and those considered in a leadership role but not officially assigned as team 

leaders by the head coach or voted as official team leaders by the players.  The interview 

results affirm that there is a need for peer leadership on a baseball team to assist the 

coaching staff and for players to have a support system of experienced fellow players on 

their team.                 
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During data analysis, there were leadership distinctions between formal leaders 

that were selected by a head coach and formal leaders selected by the varsity baseball 

players on their team.  Formal leaders selected by the head coach had a perceived 

authority over teammates that allowed them to make corrections during practice drills and 

to act as the main facilitators between the coaching staff and the players on the team.  

These formal leaders were viewed as an extension of the head coach which is how their 

perceived authority was created.  Although little evidence was provided that these leaders 

had any real authority with their teammates other than leading stretching and practice 

drills, the perception of the interviewees was when the coaching staff was not present 

these formal leaders were in charge.  Interview results from players that had their formal 

leaders selected by the head coach indicated that not all of the head coach selections were 

respected as leaders.  Formal leaders that were selected by their teammates did not have 

perceived authority given by the head coach and were seen more as facilitators between 

players and coaches.  These leaders used their status within the team to influence their 

teammates.  The interview results indicated that players had more respect for formal 

leaders that were elected by the team members versus formal leaders that were assigned 

by the head coach.  This could indicate that players that voted for their formal leaders 

selected players they recognized with the best leadership capabilities versus teams that 

had their formal leaders selected by the head coach.  The selection of formal leaders by 

the head coach versus the selection of formal leaders by the players may demonstrate a 

difference of perspective with how leadership is viewed.  This result may reveal the 

fundamental difference between autocratic and democratic leadership styles.    



Peer Leadership, Motivation, and Team Cohesion  69 

Based on interview results, informal leaders existed on every team represented in 

this study.  Some teams did not have formal leaders and only had informal leaders in 

leadership positions on their baseball team, which meant that the head coach was the 

complete authority figure.  All interviewees viewed informal leaders holding important 

roles on their varsity baseball team.  The roles of the informal leaders were not clearly 

defined with each team but they usually were in support roles to help keep the team 

organized and assisted in creating a positive environment.  Due to the lack of perceived 

authority on the team, many of the informal leaders would use ‘leadership by example’ as 

their leadership style. Informal leaders were usually upperclassmen and would try to 

facilitate between the coaching staff and the players.  Informal leaders also provided 

mentoring for players new to the varsity team.  The informal leaders played a vital role 

on the baseball team as role models for the players and try to facilitate between the 

coaching staff and players.  Informal leaders also attempted to bridge any gaps in 

knowledge from the coaching staff to the players by helping to correct mistakes that 

occurred during practice drills and to help maintain the focus of the team during games or 

practices.  Based on the interview results, the informal leaders were an integral 

component for the players on a varsity baseball team.  In the interviews, the players 

discussed the ability to have a closer relationship with a fellow player versus having a 

close relationship with coaches.  Without the presence of informal leaders, the players 

would struggle relying solely on the coaching staff for all leadership for the team.           

Creating proper motivation was a key element for both formal and informal 

leaders. There was not a disparity in the desire to create player motivation between teams 

that had formal leaders selected by head coaches and teams that elected their formal 
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leaders.  There was a commonality for formal and informal leaders to ensure that all the 

players on their teams were properly motivated.  The players interviewed indicated that 

their leaders worked hard to keep them motivated during practices and during games.  

Some leaders used verbal encouragement to produce player motivation while other 

leaders used a hard work ethic to instill motivation in players.  The majority of the 

interviewees reflected that their team leaders used positive motivation to encourage their 

teammates.  Some interviewees indicated that at times their leaders created a negative 

environment during practices and games which led to de-motivation.  The negative 

environment was created by harsh criticism and verbal demeaning directed at players 

performing poorly.  Those individuals interviewed that experienced de-motivation 

reported that they tended to withdraw from the team and felt extreme pressure to not 

make any kind of mistakes.  The results provide clear evidence that a positive 

motivational environment created a better baseball climate for the players on the team 

and allowed them to stay motivated even when encountering adversity. 

All players interviewed reported that formal and informal leaders viewed team 

cohesion as a high priority.  There was not a noticeable divergence between teams that 

had formal leaders selected by head coaches and teams that elected their formal leaders in 

regards to the desire to create a cohesive team.  Interview results found that all teams that 

had informal leaders believed their informal leaders attempted to create team cohesion.  

The interviewees discussed how their leaders use combinations of verbal encouragement, 

and would provide support outside baseball.  The players indicated that the verbal 

encouragement was provided in a positive manner and was usually associated with an 

attempt to make the player overcome a negative situation.  Some of the players discussed 
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that leaders provided support outside of baseball practice or game. The leaders would set 

up extra-curricular team bonding activities that emphasized inclusion for all the players 

on the team.  The conclusion based on the results of the interviews reflects that the formal 

and informal leaders understood the need for players to feel included and important on 

their team.  The players interviewed emphasized that having team cohesion helped them 

overcome a lapse in confidence or a feeling that they were not contributing to the team.  

The results of the interviews reveal that team cohesion is required for a varsity baseball 

team to have a healthy functionality.  Alienation of players by leadership creates an 

extremely negative and detrimental atmosphere for all players on the team.  This would 

lead to a low functioning team that possesses too many divisions within the unit to 

achieve a singular goal.                 

The themes ascertained from the analysis of data reflect a desire for players to 

have positive encouragement as well as a positive environment to play varsity baseball.  

Peer leadership is a key element to creating and maintaining a positive environment on a 

varsity baseball team.  Although the coaching staffs are known to create the environment 

for the baseball team, peer leaders can be influential in either maintaining that 

environment or creating dissention within the team.  A division of leadership between the 

coaching staff and peer leaders could lead to internal strife on the team.  When peer 

leadership is in sync with the coaching staff, the baseball team has the ability to operate 

with synergy to achieve a common goal.          

Summary 

 This chapter provided an opportunity for reporting the results of the data 

collection and data analysis of the baseball player interviews.  Saturation was achieved 
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after interviewing 21 players representing six private and public high schools in the 

Portland Oregon Metro-area.  Constructivist Grounded Theory was used as the 

methodology for interviews for data collection and for data analysis.  Data analysis 

established ten themes that assisted in determining an evidence-based solution.  The ten 

themes were established through Initial Coding, Incident-with-Incident Coding, and 

further refined using Focused Coding.  The use of the Comparative Method and 

Memoing assisted in creating category groups for analysis of study data.  Clustering 

created relationships between ‘codes and codes’ as well as ‘categories and codes’.  While 

performing clustering, patterns emerged that drove the direction of the study.  The results 

of the data analysis concluded that peer leaders have a substantial influence on a player’s 

motivation and a player’s sense of team cohesion.  Interview’s revealed that peer leaders 

who provided emotional and mental support for players that were struggling during the 

baseball season, were able to help those players overcome adversity as well as keep the 

players from experiencing amotivation.  The data analysis results also indicated that 

players prefer a positive environment to keep them motivated and to feel a sense of unity 

as a team.               
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CHAPTER FIVE: PEER LEADERSHIP MODEL, EVIDENCE-BASED SOLUTION, 

CONCLUSIONS, AND RECOMMENDATIONS 

Introduction 

To date there has been no academic literature created that specifically studies peer 

leadership on a high school varsity baseball team.  The purpose of this Constructivist 

Grounded Theory study was to observe how youth peer leadership provided player 

motivation as well as team cohesion for varsity baseball players on a high school varsity 

baseball team.  The aim of this study was to create an evidence-based leadership proposal 

that discusses how youth peer leadership would be able to provide motivation and team 

cohesion for varsity baseball players.  The results of the data collection and data analysis 

allowed the author to formulate an evidence-based solution of creation of a varsity 

baseball peer leadership program for this dissertation.  The proposed solution will discuss 

the implementation recommendations, the existing structure to implement the 

recommendations, the potential issues with implementation, and the potential 

internal/external issues related with the proposed solution.  This chapter will discuss the 

stakeholders for the peer leadership program and the process for implementation of the 

program at the varsity baseball head coach’s high school  

Summary of the Study 

The focus of this dissertation study was to determine how peer leaders provided 

motivation and a sense of team cohesion for their teammates in order to overcome 

obstacles during practices as well as live games and the leadership styles that were used.  

Epistemological research questions were designed to address the areas of player 

motivation, team cohesion, informal peer leadership, and formal peer leadership.   
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The following research questions guided this qualitative study:  

1. What do players on a high school varsity baseball team identify as behavior 

that leads to motivation? 

2. What do players on a high school varsity baseball team identify as behavior 

that leads to team cohesion? 

3. How does a leadership style provide motivation for a varsity baseball player? 

4. How does a leadership style provide team cohesion for a varsity baseball 

player?  

Twenty-one players representing six public and private high schools in the 

Portland Oregon Metro-area participated in this study.  The data collection occurred over 

a three month period and resulted in rich data for analysis.  Initial coding was performed 

using the Incident-with-Incident Coding and further refined using Focused Coding.  

Comparative Method and Memoing assisted in creating category groups for analysis of 

study data.  Clustering created a visual map that displayed relationships between codes 

and codes as well as categories and codes.  While performing clustering, patterns 

emerged that drove the direction of the study.  Triangulation was accomplished by 

analyzing interviewee answers grouped by high school to verify commonality, the author 

reviewed journal entries and notes to ensure the interviewee answers were not influenced 

during the one-on-one interview process, the grouped answers were then measured across 

the high schools to verify commonality.        

Constructivist Grounded Theory (CGT) was used as the methodology for 

interviews for data collection and for data analysis.  CGT provided freedom to be an 

active observer instead of a neutral observer in the collection and interpretation of data.  
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Data analysis established ten themes that assisted in creation of a sports leadership 

training program for peer leaders as an evidence-based solution.  Implementation of a 

leadership training program for a varsity baseball team was the evidence-based solution 

presented in this dissertation.  A peer leadership training and mentoring program would 

be able to groom players to become effective as well as empowered leaders for their 

baseball team.  Having strong leadership throughout the varsity baseball team will 

improve relationships between coaches, peer leaders, and players on the team which 

would lead to strong team cohesion and a positive motivational climate. 

Implementation of a leadership training program for a varsity baseball team is the 

evidence-based solution that will be presented in this dissertation.  Having training and 

mentoring opportunities for formal leaders will allow them to become effective leaders 

with the capability improving team cohesion and player motivation.  The coaching staff 

and the current leaders were considered the existing support structure for the training 

program.  A peer leadership training and mentoring program would be able to groom 

players to become effective as well as empowered leaders for their baseball team.  

Having strong leadership throughout the varsity baseball team will improve relationships 

between coaches, peer leaders, and players on the team which would lead to strong team 

cohesion and a positive motivational climate.   

A lack of desire in building a peer leadership program would be the biggest 

obstacle to the program implementation.  The players themselves may not want to 

participate in a formal leadership training program due to the amount of extra work that 

would be required and may not want to participate as a leader on the team.  The costs 

associated to hire a leadership trainer may affect the high school’s baseball budget.       
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The high school administration would possibly be an internal impediment to carry out a 

varsity baseball peer leadership program.    

The coaching staff and the leaders on the team were considered the existing 

support structure for the training program.  A lack of desire in building a peer leadership 

program would be the biggest obstacle to the program implementation.  The high school 

administration would possibly be an internal impediment to carry out a varsity baseball 

peer leadership program.  The costs associated to hire a leadership trainer may affect the 

high school’s baseball budget. 

The Peer Leadership Model for Baseball Players 

 The Peer Leadership Model for Baseball Players (PLMBP), reference Appendix 

B, was designed through this research study for peer leaders to create a sustainable 

positive environment for players on a baseball team.  The Transformational Leadership 

Theory forms the basis for the PLMBP.  The Transformation Leadership Theory is 

predicated on leaders providing a positive environment for their followers.  The Peer 

Leadership Model for Baseball Players emphasizes mentoring of future leaders in order 

to sustain player leadership for the baseball program when current leaders move on from 

the baseball team.  The PLMBP focuses on supporting player efficacy and avoiding the 

introduction of a negative climate that leads to amotivation.  This model requires that 

peer leaders practice player inclusion thus increasing the baseball team’s overall 

cohesion.   

Creation of the Model of Peer Leadership for Baseball Players 
 

Due to the fact that peer leaders have little to no authority on a baseball team, the 

leadership styles of Leader-Member Exchange, Transactional Leadership, Autocratic 
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Leadership, and Democratic Leadership cannot be employed as a leadership style for peer 

leaders.  Use of the Transformational Leadership style does not require that a leader 

possess authoritative power over their followers in order to achieve a goal, instead a 

transformation leader uses their influence to accomplish an objective.  Transformational 

leaders “stimulate and inspire followers to both achieve extraordinary outcomes and, in 

the process develop their own leadership capacity…help followers grow and develop into 

leaders by responding to individual follower’s needs by empowering them and by 

aligning objectives and goals of the individual followers, leader, the group, and the larger 

organization” (Bass & Riggio, 2006, p. 3).   

Mentoring plays a critical role for sustaining peer leadership for the baseball 

program as leaders graduate or leave the baseball program each season.  Reiss (2015) 

discusses how mentors provide information and support for future leaders as well as 

assist in making those future leaders comfortable with their roles as a leader.  Passing on 

the valuable lessons learned to future leaders minimizes the potential of making cyclical 

mistakes within the baseball program.   

Player inclusion is vital to promote team cohesion.  Vincer and Loughead (2010) 

concluded in their study that athlete leaders that provide social support create better team 

cohesion for the players.  Players not experiencing team cohesion may experience 

amotivation and lack of desire to participate on the baseball team. 

Providing a positive environment will help with development of player efficacy.  

Bandura (1997b) discussed how an individual’s belief in their ability can dictate how an 

individual responds to situations.  By creating an environment that promotes a strong 
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self-belief system, peer leaders can assist players encountering adversity to overcome 

those difficulties more quickly than a player experiencing poor self-efficacy.           

Proposed Solution 
 

The proposed solution for this study is to implement a formal peer leadership 

program for leaders on a varsity baseball team.  The program would be based on the 

Model of Peer Leadership for Baseball Players in order to create the optimum 

environment for the players on the varsity baseball team.        

Peer leaders are usually not formally trained or mentored and are placed in 

leadership roles based on athletic ability and/or time within the baseball program.  Based 

on the Constructivist Grounded Theory questions asked within the framework of the 

research questions, the interviewees indicated that none of their formal leaders were 

selected with a set leadership criteria.  There was not a defined leadership criterion for 

informal leaders other than having the respect of others on the team.  Providing 

mentoring and formal training opportunities for potential leaders within the baseball 

program would create players empowered with the ability to drive the organization 

towards a collective goal set out by the head coach.  Properly trained peer leaders could 

assist the coaching staff in overcoming issues that may lead to negative environments and 

aid in overcoming potential breakdowns in goal achievement.  Experienced peer leaders 

would be an asset for creating positive motivation and be instrumental in creating a 

cohesive team. 

Support for the Solution from Data Collected 

     Data analysis revealed that the interviewees did not mention what criteria had 

been used for selecting their formal leaders.  Some formal leaders were selected by the 
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head coach and those players went on to be viewed as an extension of the head coach.  

However, none of the players interviewed indicated that these leaders were chosen 

because of a leadership background or that they were experienced leaders.  Some formal 

leaders were selected by their teammates and not the head coach.  Those leaders were 

viewed as facilitators between the head coach and the players.  None of the players 

interviewed stated what qualifications those leaders had to be selected to be 

representatives as the formal leaders of their team.  Having training and mentoring 

opportunities for formal leaders will allow them to become effective leaders with the 

capability improving team cohesion and player motivation.   

 The interviewees discussed that they all had informal leaders on their teams.  

Many of the informal leaders were viewed as leaders based on their athletic ability while 

others were viewed informal leaders based on their baseball experience level.  The result 

of the interviews did not divulge if any of the informal leaders participated in leadership 

mentoring or had participated in any leadership training.  It was clear through the data 

analysis that informal leaders played a critical role on the varsity baseball team by being 

a peer other players look to for support.  An informal leader’s contribution to team 

cohesion and player motivation should not be overlooked since they have close 

relationships with players on the team.  Due to the fact that every team possessed 

informal leaders and their contribution was critical for their team, leadership training 

should be made a priority to ensure effective goal achievement.            

 A player being placed into a leadership position with little to no training and 

having expectations of being successful can set that individual up for failure.  Being a 

good leader requires more than being selected to be a leader or being viewed as a leader 
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by others.  Due to an inadequate knowledge of a leadership role, many players will 

attempt to accomplish leadership through trial and error or through leadership behavior 

modeled by previously untrained leaders.  A peer leadership training and mentoring 

program would be able to groom players to become effective as well as empowered 

leaders for their baseball team.  Having strong leadership throughout the varsity baseball 

team will improve relationships between coaches, peer leaders, and players on the team 

which would lead to strong team cohesion and a positive motivational climate.       

Existing Support Structure 

 The varsity baseball coaching staff and the current peer leaders would suffice as 

an existing support structure in order to implement a leadership training program.  The 

initial leadership training would more than likely have to be provided by an external 

agent that has expertise in sports leadership development.  Individual and group training 

of the peer leaders would take place during the baseball season, so support from the head 

coach would be critical for coordinating training times.   Once the leadership training 

program commences, the training would have to include a strong mentorship program 

that would pass the knowledge gained by the current varsity baseball peers leaders onto 

future leaders in the organization. 

Potential Barriers and Obstacles to the Varsity Baseball Peer Leadership Program 

A desire to create a peer leadership program within the baseball organization has 

to exist in order for the program to be successfully implemented.  The opportunity for 

creating effective peer leaders while building a baseball program is a difficult task for any 

head coach.  With the limited amount of time available for head coaches to work with 

their team, adding more to do in their already busy schedule could be challenging.  
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Finding time for peer leaders to meet with a sports leadership trainer could interfere with 

the head coach’s baseball training schedule.  The players themselves may not want to 

participate in a formal leadership training program due to the amount of extra work that 

would be required and may not want to participate as a leader on the team.  The costs 

associated to hire a leadership trainer may affect the high school’s baseball budget. 

Recommendation for the Potential Barriers and Obstacles to the Varsity Baseball 

Peer Leadership Program 

A recommendation for the potential barriers and obstacles for the leadership 

program would be to determine the peer leaders prior to the baseball season.  If the 

formal leaders are selected by the varsity head coach, the peer leaders would be chosen 

early enough for the peer leaders to begin their training with the leadership trainer in 

order to be prepared when the season starts.  If the formal leaders are selected by the 

team, then the team should select these leaders at the end of the current season so they 

can prepare to participate in the leadership program the following season.  Players that 

wish to act as an informal leader because they were not selected as a formal leader would 

have the opportunity to volunteer as a participant in the leadership training program.  

Starting the leadership training program prior to the baseball season would ease the 

potential conflicts with the varsity head coach’s training schedule and also provide more 

time for the players to work with the leadership training in a less strenuous environment.   

The budget for the leadership training program rests solely on the cost of 

contracting the leadership trainer.  The varsity head coach has full control over the hiring 

of a leadership trainer for the varsity baseball team, so has the ability to set the budget for 

the leadership program.  Once a budget has been set for the program, the head coach 
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would be able to move forward with contracting a leadership trainer that would be 

affordable for the baseball program.             

Internal Issues Related to the Varsity Peer Leadership Program 
   
 Gaining approval from the varsity head coach may only be one of several 

approvals in order to commence a peer leadership training program.  The high school’s 

Athletic Director, Principle of the high school, and the District Superintendent may have 

to be part of the approval process before the program can be implemented.  The school 

administration would have to determine if the leadership program would align with the 

goals of the school district.  The varsity head coach may be able to overcome any 

reservations by the high school administration by discussing the long-term benefits of 

providing a formal youth leadership program for their school.      

 Implementation of the Varsity Peer Leadership Program Processes and 

Considerations 

 Approval by the required head coach and administrators associated with the high 

school would be critical for the implementation of the varsity baseball peer training 

program.  Once approval is gained, the leadership program would be initiated at the 

beginning of the varsity baseball season.  For the training to commence the varsity 

baseball peer leaders for the team would be determined, their acceptance of the role 

would be secured, plus agreement to participate in the leadership program would have to 

be gained.  The peer leaders would have to understand the incredible opportunity and 

responsibility that their roles would hold for their baseball program.  A suitable sports 

leadership trainer versed in Transformational Leadership who has a working knowledge 

of the Peer Leadership Model for Baseball Players is a requirement for commencing the 
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peer leadership program for varsity baseball players.  The leadership trainer must also be 

able to support the goals of the head coach for the varsity baseball program.  Once the 

trainer is located, the trainer would be introduced to the coaching staff as well as the peer 

leaders for the team.  The goals of the varsity baseball program would be set up by the 

varsity head coach and can vary from head coach to head coach so no one goal will work 

for every varsity baseball team.  Once all of the key pieces are in place, the process of 

creating an efficient and empowered peer leadership program would become a reality.      

Roles and Responsibilities of Key Players in Implementation of the Varsity Baseball 

Peer Leadership Program 

 The head coach for the varsity baseball team would be the biggest key player for 

the implementation of the peer leadership program.  The varsity head coach is usually the 

leader of the entire baseball program for the high school which would include several 

teams that have underclassmen being groomed to play on the varsity team.  The varsity 

head coach would be responsible for determining the direction of the baseball program 

and would be the person that would set achievement goals for the program.  The head 

coach must possess a desire to create a peer leadership program for the baseball 

organization in order for the implementation to commence. 

 The high school’s Athletic Director, Principle of the high school, and District 

Superintendent for the high school would be key players due to administrative approval.  

With all programs that school attempt to implement, administration has to be part of the 

process.  The administrators have to determine the value of the program, the long term 

effect of the program, and how to work the costs of the program into the school’s budget.  

The costs associated with the leadership program would only be the initial contract price 
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agreed upon by the leadership trainer and the varsity head coach.  Potential refresher 

training could also be negotiated into the original contract with the leadership trainer in 

order to ensure all aspects of costs are accounted for.  The Athletic Director would be 

responsible for the approval to implement the peer leadership program once the varsity 

baseball head coach determined a need for the program.  The Athletic Director would 

then bring the request to the Principle of the high school to determine need and if the 

program would fit into the school’s budget.  If the program is vetted for approval it 

moves to approval by the District Superintendent.  The District Superintendent would be 

the final approval required for the peer leadership program to be implemented since the 

Superintendent has the ultimate responsibility for all decisions made within their district. 

 The peer leaders would be key players in the peer leadership program.  Without 

any peer leaders willing to participate, the leadership program would not be able to move 

forward.  An element that has to be introduced for potential peer leaders to help decide 

whether or not to participate would be the privilege and experience gained from being 

selected for the leadership program.  Even though the head coach has authority over the 

team and can assign a leader to participate, the leader may not be compliant with their 

role and the potential of the training would not be fully realized. 

 The sports leadership trainer is a key player in the peer leadership program.  The 

trainer would be responsible to providing the education necessary to create a start-up 

program that can remained sustainable for many seasons.  The sports leadership trainer 

would be required to meet the expectations and goals of the head coach in order to 

structure the program to work in sync with the varsity baseball coaching staff.   
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Leader’s Role in Implementing the Varsity Baseball Peer Leadership Program 

 The head coach would be considered the leader for the peer leadership program 

and responsible for the implementation of the program.  The head coach would be 

responsible for selecting the sports leadership trainer for the team.  The head coach would 

ensure that the curriculum would be the most beneficial for the program and could be 

sustained for multiple seasons.  The vetting process would be rigorous due to the 

interviews the head coach would have to conduct to locate a suitable trainer and the 

budget that would be set for the program.  The vetting process would have to occur prior 

to the varsity baseball season in order for a timely implementation to take place.           

Evaluation and Timeline for Implementation and Assessment 
 
 The timeline for implementation of the varsity baseball peer leadership program 

would be at the start of varsity baseball season.  The varsity baseball season usually 

begins with the returning players and players new to the varsity team meeting with the 

coaching staff to commence practices.  This start time will vary from baseball program to 

baseball program and would not usually be a set date for all high schools.  The head 

coach would set the goals for the program and share those goals with the sport leadership 

trainer.  The sports leadership trainer would work with the peer leaders throughout the 

entire varsity baseball season in order to get the program properly implemented. 

 The initial evaluation of the peer leadership program will take place after the 

varsity baseball season ends.  The head coach, coaching staff, and peer leaders will meet 

to review the season from a leadership stand point.  The sports leadership trainer would 

not be invited to the meeting as the group will be also evaluating the trainer’s 

performance.  The head coach, coaching staff, and peer leaders would determine if the 
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goals set for the leadership program by the head coach were met during and after the 

season.  The evaluation would then be shared with the Athletic Director, Principle, and 

Superintendent.  The evaluation would also be shared with the sports leadership trainer. 

 An assessment for the peer leadership program would take place every season 

after the initial season of implementation.  The assessment would measure how the peer 

leadership program is working within the varsity baseball team.  If the head coached 

decided to make mentoring future team leaders a requirement for the peer leadership 

program, an assessment of the other teams in the high school’s baseball organization 

would be subject to assessment.  The assessment may reveal if the program is 

accomplishing the team goals or may need to have the sports leadership trainer provide 

refresher training to help the team align with the head coach’s goals.          

Convincing Others to Support the Varsity Baseball Peer Leadership Program 
 
 Creating competent leaders requires a lot of hard work, time commitment, and 

investment with the leader in training.  Trying to convince a young adult who is 16 – 19 

years old to put in extra work before or after their practices and sacrificing their free time 

during a very busy varsity baseball schedule would be a difficult task to accomplish.  The 

head coach would have to figure out what aspects of being a peer leader on the baseball 

team might make it worthwhile for the player.  The head coach would also have to 

convince the school’s administration that the monetary investment would be a benefit for 

the baseball program as well as the potential leader.   

 The potential peer leaders would have to view the positive long-term benefits of 

participating in a youth leadership program.  An option to have professional instruction in 

a real-world environment to test concepts and learn a leadership style would be 
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considered invaluable skills that can be applied for future leadership opportunities for the 

player.  The leadership opportunities would go beyond being a leader on the baseball 

field and would be able to be listed on college application.  The head coach would have 

to instill the value associated with having the privilege of being a leader of the team. 

 The school administrators consisting of the Athletic Director, Principle, and 

District Superintendent could potentially provide pushback with the implementation of 

the peer leadership program.  Due to the fact that the program only affects one sports 

program at the high school, it would be imperative that the varsity baseball head coach 

present the return on investment for the program with a one-time cost of hiring a 

professional sports leadership trainer resulting in a sustainable leadership program every 

season due to mentoring.  The administration would be responsible to apply school funds 

that provide the greatest benefit for the high school.  The head coach may have a 

difficulty getting the funding from the school and may have to offer that the baseball 

program would engage in a fundraising activity if the administration deems the funds 

would not be available for the varsity baseball peer leadership program.      

Internal and External Implications for the Organization 
 
 Creation of competent leaders would have internal and external implications for 

the high school.  Since the peer leadership program would be designed to be self-

sustaining, the current leadership would have to pass their knowledge onto the incoming 

leadership.  This would create an effective mentoring program for the baseball program.  

Having motivated and empowered peer leaders will benefit the baseball program by 

aligning the coaching staff and players towards the goals set by the head coach each 
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season.  The improvements in goal achievement may encourage other programs to create 

peer leadership programs for their sport. 

 Players who participate as leaders in the peer leadership program will gain the 

benefit of having formal training plus have an environment to practice their leadership 

skills.  These skills could translate to other areas of interest and may lead these 

individuals to become leaders in their community.  The results of competent and educated 

leadership going out to serve the community would be a reflection on the school and 

would encourage other schools to look into peer leadership programs for their students.       

Implications and Considerations for Leaders Facing Implementation the Varsity 

Baseball Peer Leadership Program 

 The head coach may encounter strong resistance from the school administration 

for implementation of the peer leadership program.  Because the program would be 

something not experienced before at the high school, there would be no precedence to 

measure if the program is valuable enough to implement.  The head coach may have to 

work with school administrators who are unwilling to change the way the varsity baseball 

team functions in favor of a new direction.  If the varsity baseball team has had 

successful seasons, there may be even more resistance to changing the program.  There 

has to be a strong enough conviction that the program would be beneficial not only for 

the players, but also the team and the school.  The head coach would have to stake his 

reputation that the peer leadership program would produce better leaders and improve the 

varsity baseball team’s chances of achieving the goals set out at the beginning of the 

season.  If the head coach does not fully invest in the decision to move forward with 
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creating educated and empowered peer leaders, the program will not have a chance to be 

implemented at the high school. 

Recommendations for Further Research 

 The research presented in this study is an initial attempt to study peer leadership 

on a varsity baseball team since no academic literature currently exists for this area of 

research.  This qualitative study has provided rich data for analysis, but has been limited 

to only four research questions.  There are still opportunities to research how peer leaders 

can affect aspects of creating player motivation and a player’s sense of team cohesion.  

Using the four research questions presented in this dissertation study as a framework for 

creating future epistemological questions that provide more depth to each question would 

be a recommendation for future researchers. 

 Conducting a study that addresses the implementation of the peer leadership 

program on a varsity baseball team would be recommended for future research.  Since the 

evidence-based solution presented in this study was not able to be implemented during 

this dissertation period, there may still be factors that affect the creation of a varsity 

baseball peer leadership program that were not addressed.  Having an opportunity to learn 

positive and negative results from program implementation will make the process better 

and would allow creation of a viable protocol for commencing a peer leadership program 

for a varsity baseball team.   

 Researching how to increase youth leadership opportunities at a high school level 

is another recommendation.  Providing options for adolescents to create leadership 

experiences is critical for the creation of future leaders.  Starting leadership programs at 
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an early age will have educated and accomplished individuals ready to step into critical 

roles to support their communities.  

Summary of the Study 

 Prior to this study, no academic research had been conducted to study peer 

leadership with a focus on how peer leaders affect player motivation and a player’s sense 

of team cohesion on a varsity baseball team.  This study used four epistemological 

research questions for one-on-one interviews with varsity baseball players representing 

six high schools in the Portland Oregon Metro-area.  Charmaz’s Constructivist Grounded 

Theory methodology was chosen as the qualitative method for this dissertation.  The 

Constructivist Grounded Theory approach provided the author of this study the freedom 

to be an active observer instead of a neutral observer in the collection and interpretation 

of data.  The results of the data analysis concluded that peer leaders have a substantial 

influence on a player’s motivation and a player’s sense of team cohesion.  The data 

analysis results also indicated that players prefer a positive environment to keep them 

motivated and to feel a sense of unity as a team.         

A leadership training program for a varsity baseball team was the evidence-based 

solution presented in this dissertation.  Having training and mentoring opportunities for 

formal leaders will allow them to become effective leaders with the capability improving 

team cohesion and player motivation.  The coaching staff and the current leaders were 

considered the existing support structure for the training program.  A peer leadership 

training and mentoring program would be able to groom players to become effective as 

well as empowered leaders for their baseball team.  Having strong leadership throughout 

the varsity baseball team will improve relationships between coaches, peer leaders, and 
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players on the team which would lead to strong team cohesion and a positive 

motivational climate.   

A lack of desire in building a peer leadership program would be the biggest 

obstacle to the program implementation.  The players themselves may not want to 

participate in a formal leadership training program due to the amount of extra work that 

would be required and may not want to participate as a leader on the team.  The costs 

associated to hire a leadership trainer may affect the high school’s baseball budget.  The 

high school administration would possibly be an internal impediment to carry out a 

varsity baseball peer leadership program.  The unlimited potential of creating future peer 

leaders to shape their communities would be a goal worthy of approval by the high 

school administration.  The Ignatian Pedagogy for the common good can be realized by 

investing in the future generation through creation of youth leadership opportunities. 
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Appendix A 

Research Information Player Letter 
 
Protocol Title: Formal and Informal Peer Leadership on a High School Varsity Baseball 
Team: A Qualitative Study of Peer Leadership Effects on a Varsity Baseball Player’s 
Motivation and Team Cohesion 
Protocol Number: 897109-1 
Principal Investigator’s Name and Department: Troy Stearns, Arts & Sciences 
Department 
Principal Investigator’s Phone Number: (512) 663-9480 

 
Introduction 

 
This project was created to study the effects of peer leadership on motivation and team 
cohesion for a varsity baseball player.  This study is intended to assist future peer 
leaders by creating a theory that improves player motivation and increases a sense of 
team cohesion for varsity baseball players.  You have been selected because you are a 
varsity baseball player that can provide a unique insight into the interactions between 
formal and informal team leaders.  I am available by phone for any questions about 
this project. 

 
BASIC ELEMENTS 

 
Study Purpose and Procedures 

• This project will collect data for research purposes 
• This study will contain research intended to create a theory of peer 
leadership’s influence on varsity baseball player’s motivation and sense of 
team cohesion 
• Your player will only be required to participate on a single one-on-one interview 

 
Benefits of Participating in the Study 

• This study will create a theory that will help peer leader develop more 
effective leadership skills to create better motivation for varsity baseball 
players. 

• This study will create a theory that will help peer leader develop more effective 
leadership skills to create a better sense of team cohesion for varsity baseball 
players. 

 
Risks of Participating in the Study 

• The risks and/or discomforts are minimal and no more risk than is 
encountered in everyday life is expected. 

• Your personal information will not be included in the study. 
• Knowledge if you accept or decline to participate in the study will not be 

shared with your teammates or coaches. 
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Research Information Parental Letter 
 
Protocol Title: Formal and Informal Peer Leadership on a High School Varsity Baseball 
Team: A Qualitative Study of Peer Leadership Effects on a Varsity Baseball Player’s 
Motivation and Team Cohesion 
Protocol Number: 897109-1 
Principal Investigator’s Name and Department: Troy Stearns, Arts & Sciences 
Department 
Principal Investigator’s Phone Number: (512) 663-9480 

 
Introduction 

 
This project was created to study the effects of peer leadership on motivation and team 
cohesion for a varsity baseball player.  This study is intended to assist future peer 
leaders by creating a theory that improves player motivation and increases a sense of 
team cohesion for varsity baseball players.  Your player was selected because he is a 
varsity baseball player that can provide a unique insight into the interactions between 
formal and informal team leaders. 
I am available by phone for any questions about this project. 

 
BASIC ELEMENTS 

 
Study Purpose and Procedures 

• This project will collect data for research purposes 
• This study will contain research intended to create a theory of peer 
leadership’s influence on varsity baseball player’s motivation and sense of 
team cohesion 
• Your player will only be required to participate on a single one-on-one interview 

 
Benefits of Participating in the Study 

• This study will create a theory that will help peer leader develop more 
effective leadership skills to create better motivation for varsity baseball 
players. 

• This study will create a theory that will help peer leader develop more effective 
leadership skills to create a better sense of team cohesion for varsity baseball 
players. 

 
Risks of Participating in the Study 

• The risks and/or discomforts are minimal and no more risk than is 
encountered in everyday life is expected. 

• Your player’s personal information will not be included in the study. 
• Knowledge if your player accepts or declines to participate in the study 

will not be shared with his teammates or coaches. 
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Research Information Coach’s Letter 
 
Protocol Title: Formal and Informal Peer Leadership on a High School Varsity Baseball 
Team: A Qualitative Study of Peer Leadership Effects on a Varsity Baseball Player’s 
Motivation and Team Cohesion 
Protocol Number: 897109-1 
Principal Investigator’s Name and Department: Troy Stearns, Arts & Sciences 
Department 
Principal Investigator’s Phone Number: (512) 663-9480 

 
Introduction 

 
This project was created to study the effects of peer leadership on motivation and team 
cohesion for a varsity baseball player.  This study is intended to assist future peer 
leaders by creating a theory that improves player motivation and increases a sense of 
team cohesion for varsity baseball players.  Your player was selected because he is a 
varsity baseball player that can provide a unique insight into the interactions between 
formal and informal team leaders. 
I am available by phone for any questions about this project. 

 
BASIC ELEMENTS 

 
Study Purpose and Procedures 

• This project will collect data for research purposes 
• This study will contain research intended to create a theory of peer 
leadership’s influence on varsity baseball player’s motivation and sense of 
team cohesion 
• Your player will only be required to participate on a single one-on-one interview 

 
Benefits of Participating in the Study 

• This study will create a theory that will help peer leader develop more 
effective leadership skills to create better motivation for varsity baseball 
players. 

• This study will create a theory that will help peer leader develop more effective 
leadership skills to create a better sense of team cohesion for varsity baseball 
players. 

 
Risks of Participating in the Study 

• The risks and/or discomforts are minimal and no more risk than is 
encountered in everyday life is expected. 
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Interview Questions 

1. I am interested in studying leadership. Did you have formal leaders on your team? 

2. What roles did your formal leaders have on your team? 

3. How did your formal leader help motivate you? 

4. How did your formal leader help you feel like part of the team? 

5. How did informal leaders influence you?  

6. Did you feel like any of your peer leaders inspired you to play better? 

7. If yes, then how did they inspire you? 
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Appendix B 

The Peer Leadership Model for Baseball Players (PLMBP) 

 

 

 

 

 

Transformation 
Leadership 

 
• Intellectual 

Stimulation 
• Individualized 

Consideration 
• Inspirational 

Motivation 
   

 
 
 
 

Team Cohesion 
 

• Created By All 
Players Feeling 
Included 

 
 
 

Player Motivation 
 

• Positive Environment 
Supports Player 
Efficacy 

• Promotes 
Encouragement 

• Discourages 
Amotivation 

  

Mentoring 
 

• Creates Sustainable 
Leadership 
 
 
 




