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Enhancing Online Resources for Agricultural Teachers Through Path-Goal Leadership 
Introduction & Need for Study
Teachers in [State] have access to a Course Management System (CMS) that provides access to resources for use within the classroom.  The CMS is used to provide targeted online information to a selective audience (Meerts, 2003; Morgan, 2003). Originally developed for academic courses, CMSs have been used effectively outside of the formal classroom (Ullmann, 2009).  Although the CMS has operated in the state for two years, the teachers in the state received little to no instruction in operating the system.  A regional study of agricultural education teachers tells us a lack of teacher training in instructional technology is a barrier for the potential program use of a technology program (Alston, Miller and Williams, 2003). 
Seeing a need to provide training for the state’s agricultural teachers, Path-Goal Leadership Theory was applied to create a plan for training teachers within the state.  Path Goal Leadership Theory is defined by “how leaders motivate subordinates to accomplish designated goals” (Northouse, 2010, p. 125).  The theory is known as “a dyadic theory of supervision,” where the focus is on the relationship between the leader and the follower (House, 1996, p. 325).  The theory works by having the leader to select a leadership style that best fits the specific situation (Northouse, 2010).  The four main parts of path goal leadership are to: (1) Identify the goal, (2) clarify the path, (3) remove obstacles, and (4) provide support (Northouse, 2010).  The theory relies heavily upon directing the motivation of followers, thus the theory is an excellent way to explain how leaders motivate their followers to achieve pre-determined goals.

How the program works

The CMS site for teachers within [State] serves as a clearinghouse for teacher resources including lesson plans, CDE training materials, SAE record books, and numerous other documents of use to the high school teacher.  The researchers, as former high school teachers, understood the value of having documentation in one location, but they were alarmed by how few teachers were actually accessed the site.  After seeing a need for increased use of the CMS, the researchers developed a plan for improvement based on path-goal leadership theory.  For the first step of the path-goal leadership model, the researchers identified two main goals: (1) increase the number of teachers and support personnel with access to the site, and (2) increase the amount of traffic generated by the CMS.  To clarify the path, the researchers officially began the project in the spring of 2011 by working with teachers through one-on-one school visits to encourage them to access the CMS site.  The researcher removed obstacles by assisting the teachers with problems that they had when they signed up for the CMS Site.  Through these initial visits, the researcher agreed that they needed to provide support by providing a workshop that was to be held at the State FFA Convention.  The workshop was advertised three times prior to convention through the state agricultural teacher e-mail listserv.  At the state convention, the workshop was also advertised in the convention program and at the convention registration.  A room with computer access was secured for the workshop, and four sessions were offered to teachers to introduce them to the CMS and make them aware of the available resources.  Twenty-five teachers attended the workshop sessions during convention.  Many more wanted to attend, but they could not due to prior commitments at the convention.  To provide support for these teachers, the lead researcher created two tutorials using screen shots and PowerPoint format to guide teachers on how to access and use the CMS site.  The tutorials were sent through the state agricultural teacher e-mail listserv on two different occasions and have been made permanently available on the CMS site.  The volunteer program officially ended in August 2011, but the lead researcher still assists the state staff in helping teachers get access to the CMS Site.  The lead researcher has also had direct e-mail communication with all teachers that joined the site through October 2011.  Assistance is provided through answering individual questions and addressing individual CMS site access issues.
Results to Date 
The CMS Site originally went online in September 2009.  Prior to the beginning of the project in the spring of 2011, 51 teachers had signed up for access to the CMS website.  As of October 2011, 136 teachers have signed up for the CMS website, a 167% increase in membership. Site traffic information taken at the beginning of the project showed that prior use included 33,657 logins to the site and 7,550 files uploaded, with 970 of the files having been opened by users other than the individual who uploaded the document.  As of October 2011, there were 38,569 logins and 7,658 uploaded files, with 1,684 of the files having been opened by users other than the individual who uploaded the document.  Accordingly, there has been an increase of 4,912 logins (14.6% increase), 108 file uploads (1.4% increase), and 714 new file openings (73.6% increase). Looking at another report of the days with the most traffic, 28 of the top 100 days in traffic on the CMS site since its start in 2009 have happened after the workshop series held at the 2011 State FFA Convention.
Implications

From the data provided by the CMS site statistics, we can deduce there has been a large increase in site membership and new file openings, along with a modest increase in file uploads and total logins.  We can also deduce that there has been a large increase in steady usage since the workshop series.  Based upon these two deductions, we can say that the program has been successful in meeting both goals of the program by increasing membership and usage of the CMS site.
Future Plans/Advice for Others

Because Path-Goal Theory is pragmatic, it works well in application as a model of leadership between state staff and agricultural education teachers within the state (Northouse, 2010).  By selecting a goal that positively impacts teachers, state staff can operate within path-Goal Leadership Theory to affect the motivations of the high school teachers.

This project was completed as a volunteer leadership project to complete the requirements for a graduate level certificate program.  Because the work was completed on a volunteer basis, the lead researcher was unable to devote time to overhauling the website to make it more user-friendly.  It would be advisable for a site with this many users to have more dedicated monitoring of the site, perhaps once or twice weekly, to assist the operation of the CMS site.
Costs/resources needed
All costs for this project where indirect; no direct costs were used in this program.  The computers and Internet access had already been secured by the state FFA association for use with another event at the convention.  Access to the CMS site was also free to participants, so the program worked directly with pre-existing resources.
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