CHAPTER 1
GENERAL ORIENTATION OF THE STUDY

1.1 Introduction

1.1.1 Background of the study

Our future and quality of life depend on the quality of our leaders.
Leadership is a crucial factor in the success, or failure, of South African
organisations. Leaders in organisations have to realise that good leadership
largely determines the smooth running of an organisation. The ongoing
working relationship between the leader and the worker calls for leadership
styles that stimulate employees to give of their best. The organisation under
investigation here requires high productivity from employees as it operates in
a highly competitive market. It has to meet stringent monthly targets and
produce products of consistent high quality.

Falke Hosiery, as a manufacturing company with interdependent sections
(products moving from one section to the other), requires leaders who can
influence subordinates to work willingly to avoid backlogs in the overall
production; in other words leaders who can motivate employees to contribute
to the success of the business. In order to maximise production from
workers, to satisfy customers, to maintain a competitive advantage and to
compete globally, the leaders at Falke have to employ work behaviours that
will - stimulate employees to work consistently towards achieving

organisational goals. This is depicted in the following model:



Figure 1: Relationship between leadership style and worker

behaviour

Unit of analysis in this study
Worker motivation : High or Low

Leadership style e.g. autocratic

Worker behaviour (reaction) e.g.
worker coming early or not

AV ¢
Leadership behaviour (action) e.g.
giving orders

PRODUCTS e.g. productivity or lack
thereof

In employing different leadership styles, leaders have to ensure that their
work behaviours are congruent with employees' work behaviours so that
organisational goals such as high productivity can be achieved.

Leaders have to assess the nature of their business to ensure appropriate
leadership behaviour. In the case of Falke Hosiery the following factors
determine the nature of the business: black labourers from different ethnic
groups, level of literacy in the organisation — postschool qualifications,
geographical location of the company and the gender composition of the
workforce. The leaders have to identify the work behaviours of their
subordinates and see such behaviours in the context of the situations and
problems brought to their attention. As a result they will interact with their

subordinates on a more individual level and consequently know which

leadership style to employ to motivate them optimally.




It is also essential to realise that organisational structures are changing.
Organisations are becoming flatter as entire layers of hierarchies are being
done away with. Many organisations are restructuring their operations due to
changes in technology, mergers and the introduction of virtual offices. These
changes have a powerful impact on production and workers, compelling
leaders to ascertain how well their subordinates can work on their own: in
other words the ability and willingness of people to take responsibility for
directing their own behaviour (motivation). Once the maturity level (ability to
work autonomously) of the employees has been established, the leaders will
know which leadership style will be most consistent with specific motivational
factors in a particular situation — this is called situational leadership.
Situational leadership is based on the interplay between (1) the amount of
guidance and direction (task behaviour) a leader gives, (2) the amount of
socio-emotional support (relationship behaviour) a leader provides, and (3)
the readiness (maturity) level that followers exhibit in performing a specific
task or function (Hersey and Blanchard, 1982: 150). The basic assumption of
situational leadership is therefore that there is no one best way of influencing
people. The leadership style a person should use with individuals or groups
will depend on the maturity or motivation level of the people the leader is
attempting to influence in a given situation.

1.2 Statement of problem

There is a growing need for a situational approach to leadership in South
African organisations, that is matching leadership styles to the maturity level
of employees, to different situations and to the problems encountered in the
workplace. An adversarial approach to labour conflict, which attributes blame
and focuses on past injustices rather than attempting to resolve conflict
jointly, currently pervades in many South African businesses. According to
Saunders (1998:32), over the last ten to fifteen years, the power base in



organisations has shifted from management to labour. Managers can no
longer coerce employees. To obtain the co-operation of people in
organisations, managers need to develop co-operative relationships with
employees, based on an understanding of employees’ needs. Failure to
achieve this kind of relationship between management and labour often
results in psychological withdrawal on the part of workers. They will produce
just enough to keep their jobs and no more. In other words, they become
alienated from a work environment that provides no personal satisfaction or
fulfillment.

The onus is therefore on managers not to coerce their subordinates to get
work done, but to adapt their leadership styles to particular situations in
order to gain the co-operation of workers. The various labour movements in
South Africa in the pursuit of democracy enlightened employees about their
rights in the workplace. Employees, too, pursue “win win” situations and not
"I will work and you pay” situations. Thus the need for managers to take into
consideration task behaviour and relationship behaviour when working with
subordinates. According to Hersey and Blanchard (1982: 96), task behaviour
is the extent to which leaders are likely to organise and define the roles of
the members of their group (followers); to explain what activities each
member has to carry out, and when, where and how tasks are to be
accomplished.

Relationship behaviour is the extent to which leaders maintain personal
relationships between themselves and members of their group (followers) by
opening up channels of communication, providing socio-emotional support
and facilitating behaviours. Relationship behaviour involves actively listening
to people and supporting them in what they do; it includes motivating
employees. Once the leader has established the task and relationship
behaviours of his/her subordinates, he/she then decides which leadership



style to employ in a particular situation. Therefore the appropriateness of the

leadership style chosen will be evident in the willingness of the employees to

do their work efficiently or not.

1.3 Aims of the study

The aims of this study are:

To use Hersey and Blanchard’s Situational Leadership Theory to explore
the relationship between leadership styles and worker motivation in a
South African context (Falke Hosiery). The theory serves as a theoretical
framework for this study as it deals with the relationship between
different leadership ?styles, the maturity level of employees and the
different motivational factors derived from Maslow and Herzberg's
research. The theory will be explained in more detail in Chapter 2.

To investigate employee perceptions of the leadership styles used at Falke
Hosiery.

To examine the level of worker motivation at Falke Hosiery.

The following are some of the factors that will be looked into to determine

the level of worker motivation in this company.

Table 1: Difference between high and low worker motivation

HIGH WORKER MOTIVATION LOW WORKER MOTIVATION

Less complaints about superiors. Complaints about superiors.
Feelings of togetherness. Isolation.
Willingness to work extra hours. Unwillingness to work extra hours.

Optimism about the organization. | Pessimism about the ofganization.




























