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Abstract 

Workplace engagement is essential to enhance productivity, improve employee 

retention, and ensure overall organizational success. The behaviour of leadership has 

a major influence on the outcomes accomplished by employees, especially in 

operationally and procedurally oriented companies such as those found in most 

manufacturing industries. The purpose of this study was to evaluate the influence of 

situational leadership on employee engagement in Manufacturing in the provinces of 

Gauteng, KwaZulu-Natal, and Eastern Cape in South Africa. The research employed 

a quantitative, cross-sectional survey design within a positivist paradigm, and used an 

adapted situational leadership scale and engagement scale to survey participants 

digitally; 280 usable responses were received. Data were analysed using descriptive 

and regression statistics. 

The results indicate that there is a significant positive relationship between situational 

leadership style and employee engagement; Directive and Delegating styles of 

leadership were found to be the most influential on employee engagement. These 

findings demonstrate the importance of providing task clarity as well as the ability to 

make decisions autonomously for employees in structured industrial working 

environments. Coaching and Supporting styles of leadership were positively related to 

employee engagement, but at a comparatively lower level than directive and 

delegating styles. Additionally, employee engagement was found to provide a 

statistically significant prediction of job satisfaction, retention intention, and perceived 

performance.  
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Chapter 1: Introduction 

1.1 Background  

Economic growth and technology advancement, particularly in emerging economies, 

manufacturing remains the key driver. Employee engagement defined as the 

emotional, cognitive, and behavioural commitment to one’s organisation is critical for 

industrial sustainability and competitiveness (Kumar & Pansari, 2020). Engagement in 

this context is identified as a strategic HR priority connected to innovation, productivity, 

and profitability (Al Mehrzi & Singh, 2022). The fast-changing global market and 

diverse workforce demographics compel leaders to foster high-performance, 

psychosocially healthy workplaces. Leadership style that adapts to workers skills and 

evolving operational needs is required within Manufacturing due to its complexity, high 

pressure deadlines and standardised processes (Elbaz et al., 2023).  

Research shows that employee engagement enhances manufacturing performance 

(Ngwenya & Pelser, 2020), particularly when aligned with responsive leadership 

(Zamzam et al., 2023). Situational leadership, which adjusts to followers’ readiness, is 

well-suited to dynamic manufacturing environments (Thompson & Glasø, 2021). By 

alternating between directive and supportive behaviours according to task complexity 

and employee competence, leaders can foster enthusiasm, commitment, and job 

satisfaction (Woodard, 2022; Akbar & Manurung, 2020). However, recent scholarship 

notes that while situational leadership is conceptually robust, its direct influence on 

engagement in manufacturing especially in volatile operational contexts remains 

under-researched, signalling a clear gap (Kim & Park, 2023). 

The COVID-19 pandemic illustrated the importance of adaptive leadership, with 

managers balancing empathy and performance during uncertainty. Manufacturers 

remained operational during lockdowns, heightening leadership responsibilities for 

sustaining output and employee well-being (Francisco & Nuqui, 2020). Yet the link 

between situational leadership and engagement indicators such as vigour, dedication, 

and absorption has not been extensively tested in industrial settings. Additionally, 

current studies frequently overlook the multi-level structures of factories, where 

engagement and dynamics vary across roles, responsibilities and department (Osei-

Tutu et al., 2024). 
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Leadership flexibility is linked to greater satisfaction and performance in the 

manufacturing sector (Sabil et al., 2023). When leadership styles align with employee 

competencies, it boosts engagement (Pratama et al., 2021). Adaptive leaders foster 

psychological safety, which helps reduce errors and ease workplace conflicts (Dong & 

Zhong, 2022). Conversely, a rigid leadership approach can lead to employee 

disengagement and compromise quality. Factors like resource limitations and a 

diverse skill set heighten the need for responsive leadership, especially in the context 

of Sub-Saharan Africa (Mensah & Bawole, 2023). 

Situational leadership also supports retention, innovation, and continuous 

improvement. Under social exchange theory, leaders who tailor their approach to 

employee maturity and task demands foster fairness perceptions and organisational 

commitment (Xuecheng et al., 2022). Participatory and supportive leadership styles 

enhance environmental performance and engagement in innovation initiatives (Begum 

et al., 2022). Considering these considerations, this study will examine the relationship 

between situational leadership styles directing, mentoring, supporting, and delegating 

and employee engagement in manufacturing, and assess whether adaptive leadership 

predicts motivation, job satisfaction, and retention. 

1.2 Problem Statement  

Despite employee engagement being recognised as a strategic organisational goal, 

many manufacturing companies continue to record suboptimal engagement levels, 

resulting in lower productivity, higher absenteeism, and reduced job satisfaction (Al 

Mehrzi & Singh, 2022; Kumar & Pansari, 2020). Ngwenya and Pelser (2020) 

discovered that a large percentage of Zimbabwean industrial employees were 

emotionally detached from their jobs, which caused irregular performance and high 

employee turnover, highlighting the necessity for leadership styles that respond to 

situational needs. While departure and transactional leadership styles have been 

widely researched within the field of employee engagement, situational leadership 

understood as style flexibility depending on follower readiness and task complexity 

has attracted limited attention in manufacturing (Puni et al., 2021). Although existing 

research, e.g., Zamzam et al. (2023), suggests its potential, it has largely been 

conducted in general business settings rather than industrial ones, leaving uncertainty 

about its sector-specific impact.  
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Further, leadership mismatches have been proven to be a long-term cause of 

disengagement; for instance, Sabil et al. (2023) demonstrated in Jakarta's automotive 

industry that engagement was higher only where leadership style was aligned with 

employee needs, but their findings were not broken down by manufacturing 

subsectors. A lot of the current research tends to be qualitative or conceptual, which 

provides valuable insights but lacks solid statistical backing (Akbar & Manurung, 

2020). To fill these gaps, this study will use quantitative methods to explore the 

connections between specific situational leadership styles like directing, mentoring, 

supporting, and delegating and their impact on engagement outcomes. This approach 

aims to offer evidence-based recommendations for boosting commitment, satisfaction, 

and performance in the manufacturing sector. 

1.3 Aim of the Study 

The aim of this study is to examine the impact of situational leadership on worker 

engagement in the manufacturing industry in South Africa. It seeks to establish the 

way adaptive leadership behaviours directing, mentoring, supporting, and delegating 

impact motivation, job satisfaction, and commitment of industrial workers. The study 

will also establish whether leadership adaptability can fight disengagement, turnover, 

and productivity issues in the sector 

1.4 Research Objectives 

1. To examine the relationship between the four key situational leadership styles 

directing, coaching, supporting, and delegating and employee engagement in 

South African manufacturing firms. 

2. To evaluate the extent to which situational leadership influences specific 

employee engagement dimensions: vigour, dedication, and absorption. 

3. To determine the overall impact of situational leadership on job satisfaction, 

retention, and performance in manufacturing contexts. 

4. To generate evidence-based insights that can guide manufacturing leaders in 

applying situational leadership practices to enhance employee engagement. 
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1.5 Research Questions 

1.5.1 Main Research Question 

How does situational leadership drive employee engagement in the manufacturing 

sector in South Africa? 

1.5.2 Sub-Research Hypotheses 

• H1: Directive leadership style is positively related with levels of employee 

engagement among manufacturing employees in South Africa. 

• H2: Coaching leadership style is positively related with levels of employee 

engagement among manufacturing employees in South Africa. 

• H3: Supporting leadership style is positively related with levels of employee 

engagement among manufacturing employees in South Africa. 

• H4: Delegating leadership style positively correlates with the extent of 

employee engagement among South African manufacturing employees. 

• H5: An adaptive leadership style to be able to move fluidly among directive, 

coaching, supporting, and delegating styles is more strongly correlated with 

employee engagement than to be wedded to one or a limited number of styles. 

1.6 Rationale of the Study  

South Africa's manufacturing sector is still plagued by problems such as decreasing 

productivity, excessive staff turnover, and low levels of engagement. The sector has a 

very high contribution to employment and GDP, but the leadership style is persistent 

in remaining rigid and non-adaptive in responding to the diverse needs of the workers 

(Alefari et al., 2020). Previous research has shown just how crucial adaptability is for 

leaders, especially in tough, resource-limited situations. However, most studies have 

mainly looked at developed economies or general business settings, which makes it 

hard to apply these findings to the South African manufacturing sector (Sabil et al., 

2023). Additionally, there’s a noticeable lack of local studies exploring the connection 

between leadership and employee engagement from a situational standpoint. We still 

need to understand how context-specific factors like workforce diversity, skill levels, 

and production pressures affect this relationship. 

A recent sample survey of five Gauteng medium-sized manufacturing firms found that 

only 38% of employees reported being fully engaged in their work, citing low 
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managerial support and ambiguity of expectations as significant barriers rates 

significantly below best-practice international standards. This points to an urgent need 

for evidence-based responses to address disengagement and improve organisational 

performance. Although earlier studies have highlighted transformational and 

transactional leadership when it comes to engagement, empirical testing of whether 

leadership styles aligned with employee readiness and task complexity can impact 

higher motivation, satisfaction, and retention in the industrial context is minimal 

(Woodard, 2022; Puni et al., 2021). By focusing its analysis on the South African 

manufacturing sector, this study seeks to generate contextually relevant insights that 

can address both organisational practice and policy, and ultimately towards more 

participative, productive, and resilient manufacturing workforces. 

1.7 Significance of the Study  

This study is theoretically, empirically, and practically relevant to leadership in the 

South African manufacturing sector. It tests Hersey and Blanchard's situational 

leadership theory in a context defined not just by skills shortages, unionisation, and 

operational rigidity, but also by exogenous shocks such as the 2021 civil unrest, 

prolonged energy outages, and pandemic-induced supply chain disruptions that have 

uniquely affected KwaZulu-Natal-based companies. These conditions make the 

province, and South Africa more broadly, an ideal context in which to investigate 

leadership adaptability, with potential extension to other emerging markets with a dual 

economy made up of formal and informal sectors. 

The study addresses a clear empirical gap by applying situational leadership theory to 

a production-intensive setting in an emerging economy, contrasting with most prior 

work which has been conducted in digital, service, or general business contexts (Akbar 

& Manurung, 2020). By quantifying the relationship between leadership styles and 

specific employee engagement dimensions vigour, dedication, and absorption the 

research moves beyond aggregated engagement measures. Such disaggregation 

allows for more targeted intervention, particularly considering research linking 

disengagement to absenteeism and lost productivity in Southern African 

manufacturing (Ngwenya & Pelser, 2020). A South African sample provides much-

needed contextual insight into the limited local empirical research, aligning with 

Xuecheng et al. (2022) who argue that culturally relevant leadership responsiveness 

improves retention. 
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1.8 Chapter Organization of the Study 

Chapter 1: Introduction 

This chapter introduces the study by explaining the background, research problem, 

aims, objectives, and research questions. It also explains the significance of situational 

leadership and employee engagement within the South African manufacturing sector. 

The chapter concludes by outlining the structure of the dissertation. 

Chapter 2: Literature Review 

This chapter critically reviews theoretical and empirical literature on situational 

leadership and employee engagement. It discusses Situational Leadership Theory, 

Social Exchange Theory, and engagement dimensions relevant to manufacturing 

environments. The chapter concludes by identifying research gaps and presenting the 

conceptual framework guiding the study. 

Chapter 3: Research Questions 

This chapter presents the main research question, sub-research questions, and 

research hypotheses derived from the literature and theoretical framework. It explains 

how the research questions address identified gaps in situational leadership and 

employee engagement research. The chapter establishes the empirical direction of 

the study. 

Chapter 4: Research Methodology and Design 

This chapter explains the research paradigm, quantitative research approach, and 

survey research design used in the study. It describes sampling strategy, data 

collection instruments, and data analysis techniques. The chapter also outlines 

validity, reliability, and ethical considerations supporting methodological rigour. 

Chapter 5: Results 

This chapter presents the empirical findings obtained from statistical data analysis. It 

includes demographic analysis, descriptive statistics, and inferential statistical results 

related to the study hypotheses. The chapter demonstrates statistical relationships 

between situational leadership behaviours, employee engagement, and organisational 

outcomes. 
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Chapter 6: Discussion of Results 

This chapter interprets the empirical findings in relation to theory, literature, and the 

South African manufacturing context. It discusses the results against the research 

hypotheses and explains theoretical and practical implications. The chapter also 

highlights study contributions, limitations, and areas for future research. 

Chapter 7: Conclusions and Recommendations 

This chapter provides a summary of key findings and links them back to the research 

objectives. It presents theoretical and practical contributions, leadership practice 

recommendations, and study limitations. The chapter concludes by highlighting the 

overall contribution of the study to leadership and employee engagement research in 

manufacturing contexts. 
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CHAPTER 2: LITERATURE REVIEW 

2.1 Introduction  

Chapter 2 identifies the empirical and theoretical bases that contextualize situational 

leadership and employee engagement in the manufacturing sector. Specifically, it 

examines literature pertaining to leadership and organizational behaviour to the extent 

to which leadership styles impact employee engagement and organizational efficiency. 

Following the empirical and theoretical bases provided by earlier authors, this chapter 

argues that to grasp the complexity and to some extent the effectiveness of industrial 

workforce engagement, situational leadership and employee engagement are 

important. This provides the necessary academic rationale for the study’s objectives, 

research questions, hypotheses, and the conceptual framework.  

The literature review substantiates the empirical and theoretical bases of the study. It 

helps to establish the predominant theories of leadership, specific models of 

engagement, and gaps in the literature. It is the case that the literature review, in this 

study, serves to expose and show the construction of an integrated theoretical 

framework that associates leadership styles, employee engagement, and 

organizational effectiveness in the manufacturing sector. 

This chapter describes situational leadership and employee engagement. It analyses 

situational leadership as a flexible leadership style and explains how the modification 

of a leader’s behaviour is based on the employee and task at hand. Employee 

engagement is described as a psychological state of an employee that is Energetic, 

Enthusiastic, and fully absorbed in the work at hand. In Retention, these variables 

describe different leadership styles, and how these styles impact employee motivation, 

job satisfaction, job retention, and above all, job performance, in an organizational 

setting where employees’ performance behaviour directly affects the quality of the 

system’s output and operational efficiency. 

The focus on manufacturing and developing economies is defended in the chapter 

because of the specific, and distinct, workforces and operational systems in these 

environments. Besides, the chapter discusses the conceptual framework of the study 

and provides an explanation for the linkage between the literature review and the 

methodology section of the study. 
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2.2 Conceptual Foundations of Situational Leadership 

2.2.1 Evolution of Situational Leadership Theory 

Situational Leadership Theory (SLT) founded by Hersey and Blanchard, critiques 

leadership models which over the years, positioned certain leadership styles as more 

superior compared to others more equally. This critique gives rise to the phenomenon 

of leadership effectiveness, which considers the fit of a leadership style in relation to 

the ability and the willingness of a follower. This model attempts to illustrate the value 

of the organizational context and the need for flexible leadership behaviours, in 

distinction to the more classical approach to leadership which emphasizes rigid and 

unchanging styles. As reported by Del Pino-Marchito et al. (2025), organizational 

crises pose a challenge for leaders to rapidly diagnose and modify their behavioural 

adjustments to their organizational goals, for which, especially, contingency leadership 

is critical (Fernandez & Shaw, 2020). Gergia et al. (2025) suggest contemporary 

organizations need to extend the definition of readiness beyond to incorporate the 

motivational and relational dimensions. To date, the primary concern for the industry 

is the need for a contextualized approach, which, although the theoretical foundation 

of SLT is still valid, is more closely aligned to industry demands. 

As operationalizing leadership effectiveness according to both task and relationship 

behaviours and varying levels of employee readiness, Del Pino-Marchito et al. (2025) 

situationally focuses leadership theory (SLT) operationalizing leadership effectiveness 

of task and relationship behaviours and varying levels of employee readiness. 

“Adaptive leadership is triggered by environmental ambiguity” (Fernandez & Shaw, 

2020). Alefari et al. (2020) show in manufacturing, the balance that the leader must 

obtain between operational control and employee lean self-directed performance is to 

attain and sustain the desired optimum performance. This shows that context in 

leadership behavioural approach is also important. This is also the reason why the 

model is commendable in the sense that it elevates leadership beyond the behavioural 

rut of viewing leadership as merely a set of behaviours. 

Recent studies facing the limitations of SLT in the context of the principles of digital 

change, sustainability, and other forms of change continue deriving meaning from 

these literatures. Orkamo et al. (2025) claim effective modern leaders exercise 

balanced behavioural portfolios, and not behavioural predominance. Behavioural 
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predominance means the heavy (and potentially exclusive) reliance on one type of 

behaviour. Dióssy et al. (2025) contend that in order for manufacturing to change, 

leaders have to simultaneously respond to the situational need for improved 

organizational efficiency and the need for increased employee autonomy. Ramesh et 

al. (2023) contend that the extent to which organizational adaptability is explained by 

operational and human fluctuations directed by leadership patterns. Some critics 

believe that despite its relevance, SLT continues to simplify the analysis of leadership 

readiness and shifts. Analysing contemporary research SLT still holds relevance, 

nonetheless, additional measurement constructs remain to address the intricacies of 

modern organizational contexts. 

2.2.2 Core Components of Situational Leadership 

Different contexts of interplay among leadership behaviours and follower readiness 

determine the effectiveness of leadership. SLT prioritizes task-focused and employee 

relationship-focused behaviours. Here, Fernandez and Shaw (2020) argue that 

effective leaders must modify both the instructional and emotional supportive styles 

based on the various employee states. Furthermore, Giergia et al. (2025) suggest that 

follower readiness consists of motivating, relational trust, as well as competent and 

committed. This shows that leadership effectiveness is more about equilibrium. This is 

especially true in production systems, as operational systems require both the 

enforcement and the humane side. 

Follower readiness is the type of support leaders need to provide to their followers. 

This is what makes it an important aspect of SLT. Giergia et al. (2025) show how the 

prediction of employee performance is enhanced when the readiness is captured in a 

systematic way. Alefari et al. (2020) illustrate how leaders in the manufacturing domain 

need to quite often revise their assessments of the ability and the self-assurance of 

the employees as it is skilfully diversified. Medeiros et al. (2025) suggest that 

employee prediction of involvement in the lean system is a result of the workforce 

leaders being determined regarding the readiness of employees before a set of tasks 

is assigned to them. All these works support the growing phenomenon of readiness as 

a function of the experience and self-assurance of employees. It is therefore evident 

that the leadership models are such constructs that need to be oriented towards a 

continuous recalibration of readiness within the framework of the specific operational 

context. 
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Leadership adaptability refers to the practice of situational leadership. According to 

Orkamo et al. (2025), flexible leadership refers to how an organisation aligns itself to 

constant changes in both technology and the organisation itself. Dióssy et al. (2025) 

suggest that to achieve operational effectiveness, a leader has to move often between 

the controlling and the empowering. Ramesh et al. (2023) explain that for an 

organisation to demonstrate change, leadership must be strong and at the same time 

flexible and adaptive, which helps at empowering and guiding the communication 

towards the patterns that adapt to the changing context. There is no doubt that 

situational leadership is pertinent to industries that are highly variable and in a strategic 

perspective, leadership adaptability is an organisational capability rather than an 

individual. 

2.3 Situational Leadership in Manufacturing Contexts 

2.3.1 Leadership Requirements in Manufacturing Environments 

The manufacturing industry has specific operational challenges that require different 

types of leadership to manage uncertainty in the industry’s both technical and human 

components. Among the paradoxical challenges manufacturing leaders confront, 

improving process efficiencies and Self-managing teams and process re-engineering 

Dióssy et al (2025). In manufacturing, the systems’ performance depends on the type 

of managerial style that encourages the subordinates to exploit the systems that the 

manager is trying to run Alefari et al (2020). From those who manage complex 

operational challenges, describing a leadership role as moving away from the 

operational core with respect to the subordinates is common, and this is what 

situational leadership is all about in the domain of engineering systems. 

Discipline and consistency in processes and systems of production lines provide a 

foundation for quality and performance. O'Connor et al. (2022) suggest that in the 

absence of leadership, processes don't exist that employees can use to normalize 

their work, and systems don't exist that managers can use to incentivize them. 

According to Medeiros et al. (2025), the standard production system and the 

production system engagement of employees, are due to the leadership's equalization 

of the emotional perception of the workforce regarding the overwhelming of the system 

and the underwhelming of the system. Belinski et al. (2020) states that the leadership 

and the imitative organizational learning, empowers the workforce to function in an 
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Industry 4.0 environment. These studies, amongst many things, show the relevance 

of standardization and the relevance of variability of leadership. If a leader is to 

maintain process discipline, then it is a given that she/he must engage in situational 

leadership. The intricacies of leadership in manufacturing environments are intensified 

due to the pressing need of adhering to safety regulations and the diverse employee 

skill set.  

Díaz-Reza et al. (2024) note that Industry 4.0 includes an emphasis on the rapid 

adoption of new technologies and the dual challenges for leaders on the cultivation of 

a positive organisational environment and the adoption of the relevant technological 

tools. For Díaz-Reza et al. (2024), safety and operational compliance are a function of 

the leadership style of the occupant burnt that balances the psychological state of the 

employees and their operational skill. Ramesh et al. (2023) noted that workforce 

diversity, or workforce heterogeneity, demands leadership models that are agile 

enough to respond to varying degrees of different levels of competence and skills. 

These studies indicate that the level at which leadership demonstrates a capacity to 

respond to and manage workforce diversity is a dominant marker of the effectiveness 

of that leadership. Thus, all the studies support the notion that situational leadership 

is most suited to the demands of the modern manufacturing workforce. 

2.3.2 Situational Leadership and Lean Manufacturing Systems 

Lean manufacturing systems practitioners’ engagement with improvement initiatives 

necessitates balancing operational control and employee self-empowerment. This 

balancing act involves practitioners of sustaining improvement initiatives developing 

control over operations and self-empowerment of employees. Alefari et al. (2020) 

identify successful lean systems implementation as the result of one type of leadership 

that solicits employee involvement in improvement initiatives. On iterative 

improvements and standard definitions, O’Connor et al (2022) state that lean leaders 

should move from direct leadership to other supportive roles. More flexible a leader, 

as noted by Medeiros et al. (2022), the higher the employee involvement in lean 

initiatives. Thus, the findings indicate that lean manufacturing systems advocate for a 

specific type of leadership that balances control and self-empowerment. This 

illustrates the importance of situational leadership in manufacturing systems that aim 

for systemic innovations. 



13 
 

 

In an era where improvement is constant, adaptive leadership allows for all 

participants to learn, create, and resolve issues pertaining to the everyday workings 

of an entity. For Belinski et al. (2020), the core of operational excellence, as well as 

the ecosystem of the fourth Industrial revolution, is learning. Dacre et al. (2024) purport 

that for the so-called sustainable systematic revolution of manufacturing, there is a 

necessity for what is referred to as human-centred leadership. According to Orkamo 

et al. (2025), effective leadership is a particular combination of the so-called hard and 

soft “sides”; that is, of the managerial and the people managerial. All the above-

mentioned studies indicate that if a culture of continuous improvement is to prevail, 

adaptive leadership is a critical factor. As such, when it comes to manufacturing 

cultures that value learning the predominant approach is situational leadership. 

According to Dióssy et al. (2025), quality management and operational performance 

within manufacturing systems are influenced by situational leadership. They claim that 

stream able leadership along with the operational performance of processes 

undergoing digital transformation is improved by advocacy of leadership toward the 

efficiency and involvement of staff. Employee involvement is regarded by Neuber et 

al. (2022), in varying organizational situations, as one of the most powerful predictors 

of performance. Leadership styles that foster employee involvement are performance 

predictors (Kissi et al. 2024). All scholars point out that operational performance is 

improved by situational leadership through employee involvement and engagement. 

Therefore, situational leadership in manufacturing systems has a simultaneous 

twofold effect on employee engagement and operational performance. 

2.3.3 Situational Leadership in Emerging Economy Industrial Contexts 

Owing to the particular challenges found in emerging markets manufacturing sectors, 

especially the socio-economic factors as well as the institutional landscape, there are 

particular challenges regarding leadership. Lerutla et al. (2025) states that in the case 

of African business leadership, there is situational potency regarding the expectations 

from the employees and the organisational context. In such contexts of limited 

resources, Ly (2024) argues that inclusive leadership is likely to foster higher levels of 

employee engagement and participation. Fernandez and Shaw (2020) illustrate that 

crisis-sensitive leadership helps workforce sustain during periods of uncertainty and 
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turbulence. The above studies illustrate that in developing markets, emerging 

economies, and effective leadership hinges on the extent to which the workforce is 

responsive and adaptive. This reinforces the case of situational leadership in the 

manufacturing contexts of developing economies. 

Due to the nature of developing economies, their industries tend to have different 

systems of trade unions and distinct styles of leadership within individual industries. 

Peral and Weitz (2025) comment that within an institution, the emotional responses of 

employees varied depending on the style of a particular leader, and that influence then 

affects the participation level of different employees. Farid et al. (2021) propose that 

supportive leadership strengthens an employee’s psychological capital, particularly in 

times of uncertainty in an organization. Contrary to the above, Yu et al. (2024) views 

leadership in uncertainty in an organization as a psychological burden to the 

employees. All these agree that leadership styles have a psychological effect on 

employees, and the situation drives the structure of the organization. From this 

perspective, situational leadership and vertical management can be viewed as labor 

relations and psychological management systems in an industrial framework. 

IN the manufacturing sector of developing countries, the shortage of skilled labor, 

diversity within the workplace, and limited resources all shape the scope of leadership 

requirements. Ramesh et al (2023) cite the extent to which adaptive leadership is 

responsive to gaps in workforce skill as the hallmark of that organization’s adaptive 

capacity. Leadership that promotes the development and transformative learning of 

the people is said to foster (Hansen et al., 2024) technology. In the 5th Industrial 

Revolution, it is posited that (Seidel et al., 2025) manufacturing leadership  will be 

needed that is an upgraded version of the people-centric style to be able to balance 

and synergize the enhancement of the people’s potential with the organizational 

functional efficiency. The manufacturing sector in the developing world is faced with 

perplexing operational and workforce change and is in dire need of more advanced 

leadership style to steer through the Dual Challenges. In the light of the above, 

Situational Leadership is applicable to the Developing World phenomenon as 

operational change is prioritized, and the leadership style sufficiently addresses the 

workforce variability challenges. 
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2.4 Conceptualising Employee Engagement 

2.4.1 Evolution of Employee Engagement Theory 

Psychological states can be characterized as either passive or active. Passive 

psychological states are states that do not require a lot of cognitive resources or 

energy. Such states are characterized by feelings of job satisfaction. In contrast, states 

that require active psychological energy are characterized by feelings of engagement. 

As Schaufeli (2021) explains, “engagement is not simply job satisfaction in a more 

enthusiastic form” (Schaufeli, 2021). Job satisfaction, as well as organizational 

commitment, are synonyms that can be used in place of each other, whereas 

engagement is a construct that extends beyond psychological organizational 

behaviour (Schaufeli, 2021). Rahmadani et al. (2020) discuses engagement as a 

psychological need, in this case, the psychological need of autonomy and 

competence. Unlike job satisfaction and organizational commitment, engagement is 

positively and strongly related (Neuber et al., 2022). The literature gaps in the studies 

above are concerning the different aspects of engagement and motivation and how 

they are related. The studies go on to prove that as engagement increases, the 

organizational performance increases as well. 

Engagement encompasses both psychological and behavioural dimensions. It 

originates from the motivation theory and the work resource-based engagement 

theory. According to Schaufeli (2021), engagement is shaped by the availability of 

sufficient job resources and the presence of meaning in work. Some enhancement in 

engagement is attributed to the psychosocial resources, perceived organisational 

support, and specific leadership styles (Wang et al, 2023). Engagement, besides 

individual performance, also focuses on the team and organisational climate levels 

(Van Tuin et al, 2021). The research shows that engagement is affected more by the 

organisational structures and the leadership style than the individual. This view is more 

pragmatic, focusing on engagement more as a management of an organisational 

resource, particularly in the manufacturing sector, which is a highly competitive and 

performance-driven sector. 

 



16 
 

2.4.2 Dimensions of Employee Engagement 

Engagement is understood across three constructs: Absorption, Dedication, and 

Vigour. According to Merino-Soto et al. (2022), while network engagement is common 

among professionals, the engagement is not on an individual basis. Schaufeli (2021) 

describes Vigour in Schaufeli's and analyse it as “high level of energy, and 

perseverance and resistance” to the completion of work tasks. Heveri et al. (2025) 

also agree on the UWES model as one of the reliable and validated measuring 

instruments for a number of relevant socio-cultural contexts/regions. Clearly, the 

attributes of complexity, multidimensionality, and psychology of the a phenomenon 

describe employee engagement. Additionally, the nature of work necessitates a range 

of different and deeper engagement, hence, the justification for formal engagement 

measurement instruments in the studies of the employment manufacturing sector. 

Dedication response emotionally, and individual feels good and enjoys the value of 

his/her role and the tasks involved. Rahmadani et al. (2020) stated that the most 

observable expression of dedication is when the subordinates experience 

psychological satisfaction as a result of the positive behaviours of the managers. 

Referring to South Africa, Brand and Potgieter (2025) endorse the NVIVO frameworks 

case study of South Africa. 

Capacity to survive and protect operational personnel from burnout during turbulent 

periods have been described and validated by Mäkikangas et al (2022). Absorption is 

the ability to concentrate to such an extent that an individual is so immersed in a 

particular task that he/she fails to notice external distractions. Absorption, as per Choi 

et al, (2020) is one of the several constituents of performance in a particular context. 

This phenomenon explains the engagement dimensions in production environments 

that are likely to require continuous effort and concentration. 

2.4.3 Determinants of Employee Engagement in Manufacturing 

One main factor influencing employee engagement in the workplace is leadership The 

style(s) of leadership may either positively or negatively impact engagement by 

developing resources and the meaning of the work (Schaufeli, 2021). Leadership may 

also positively impact employee engagement by satisfying the psychological needs of 

the employee (Rahmadani et al., 2020). Wang et al., (2023) state that evaluative 

transformational leadership is the most positive style of leadership in terms of 
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improving employee engagement, and this is because of the focus on the employee’s 

perception of the organizational support and psychological capital. The above 

mentioned authors show the impact that leadership has on the engagement of the 

employees. This also indicates that the leadership style(s) that demonstrate 

behavioural flexibility will most likely be relevant in the manufacturing industry, and this 

is due to the heterogeneity of the workforce and the high operational pressure. 

Employee engagement is also influenced by the workplace conditions, organizational 

culture, and design of the job. In a situation where there is rapid change in the 

technology, there are improvements of employee ability and the integration of new 

technologies, and this is due to the learning culture of the organization (Belinski et al., 

2020). Medeiros et al. (2025) argue that there is improvement in engagement and 

performance outcomes when the employees become a part of the operational systems 

of the organization. Kissi et al. Studies conducted recently show that engagement 

mediates the impact of organizational practices on performance outcomes. In 

operational settings, psychological safety perception, and compensation and 

recognition, contribute to high levels of employee engagement. Extensive studies 

show that both the behavioural and structural elements of the organization have an 

impact on employee engagement. Hence, it is evident that organizational strategies in 

conjunction with leadership are needed to enhance employee engagement in the 

manufacturing industry. 

2.5 Leadership and Employee Engagement Relationship 

2.5.1 Leadership as a Driver of Engagement 

Schaufeli (2021) posited that a significant determinant of employee engagement is 

leadership. Depending on the resource and meaning/ purpose of the work that the 

type of leadership developed, there could be positive or negative impacts on 

engagement. Furthermore, leadership can address employees psychological needs, 

which is a reason why leadership is an engagement booster (Rahmadani et al., 2020). 

Evaluative transformational leadership is the type of leadership that Wang et al., 

(2023) argue is the most effective of all the leadership types in enhancing employee 

engagement. This is because of the regard for the employee’s perspective of 

organizational support and psychological capital. The authors focus on the role that 

leadership plays in employee engagement. Therefore, it may be concluded that the 
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leadership styles characterized by behavioural flexibility are most likely to be the most 

useful in the manufacturing industry, considering the diverse employee base and the 

nature of the work. 

The method of conceptualization in situational isolation exemplifies, in part, the theory 

of situational attribution in social psychology. This method integrates situational 

isolation, social impact theory, interdisciplinarity, and situational social psychology. 

Social isolation, particularly in conjunction with negative and/or antisocial outcomes, 

can lead to the following: extreme social isolation, a lack of attention, destructive 

behaviours, taunting, and bullying. This suggests the need to reinterpret the situational 

isolation conceptualization method to the situational isolation method. Social isolation 

can lead to extreme negative outcomes, particularly in self-destructive behaviours and 

attitudes, extreme antisocial behaviours, and the destruction of social systems. Social 

isolation entails antisocial outcomes; extreme negative outcomes can evolve. These 

extreme outcomes exhibit the negative impacts of social isolation and reinforce a 

situational attribution of causation. Self-destructive behaviours and attitudes, in 

addition to extreme antisocial behaviours, may result in the destruction of formal social 

systems. 

2.5.2 Empirical Evidence Linking Situational Leadership and Engagement 

Many research areas explore the relationship between adaptive leadership styles and 

employee engagement. Rahmadani et al. (2020) analyse multiple countries on the 

connected triad of leadership styles, employee engagement, and psychological needs 

of employees. Van Tuin et al. (2021) study the effect of leadership on engagement on 

a personal and group basis within organizational units. Ly (2024) claims that in the 

world’s developing economies, the organizational engagement marginally shifts 

upward with the increasing inclusive leadership. The leadership practices influence 

psychological and organizational engagement, and these studies reiterate the 

necessity of leadership agility across various organizational settings. Moreover, the 

literature in the domain of industrial and operational research further confirms the 

relationship between leadership and employee engagement. In a manufacturing 

context, Alefari et al. (2020) described the impact of leadership practices on 

employees’ performance and their acceptance of change. Medeiros et al. (2025) found 

in operational systems that there is an increase in employees’ participation as a result 
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of leader behavioural responsiveness. Kissi et al, (2024) elaborate that leadership 

behaviours affect performance outcomes through employee engagement. 

These studies confirm that engagement mediates the relationship between leadership 

behaviours and operational performance and illustrates the importance of situational 

leadership and performance management within the manufacturing industry.  

For flexible leadership to ensure employee engagement sustainability in post-COVID 

and future organisational contexts, it is imperative within the post-COVID 

organisational context. In crises and uncertain times, flexible leadership is seen to 

enhance employee retention (Fernandez & Shaw, 2020). Disruptive periods call for 

resilient leadership as an added benefit for employees (Yu et al., 2024). Researched 

crises demonstrate that engagement is a function of support, organisational direction, 

leadership, and the engagement of the employees (Makikangas et al., 2022). These 

studies showcase the significance of rapidly evolving leadership in the current 

business climate which situational leadership at its core. 

2.5.3 Leadership Style Alignment and Workforce Outcomes 

Leaders' effectiveness hinges on their ability to adapt their leadership approaches to 

their followers' levels of readiness. Giergia and colleagues (2025) state that readiness 

as an abstraction influences work performance. In their view, Del Pino-Marchito et al. 

(2025) consider that something as simple as aligning one’s leadership behaviour with 

an employee’s ability and willingness is one of the most significant determinants of 

leadership effectiveness. As per Ramesh et al. (2023) most organisational readiness 

is to work on the developed workforce. These studies indicate that the alignment of 

leadership is critical to the engagement of workers and to the overall efficiency of the 

organisation. For leadership theorists, the impact of leadership behaviour is situational 

and not about the rigidity of the leadership style, making the theorists situationists. 

This is what underpins situational leadership theory. 

It appears the design of an activity impacts productivity, retention, and satisfaction the 

most. Neuber et al. (2022) state that the predictive power of engagement, even, and 

within industries, and the performance of the workforce. According to Kissi et al. 

(2023), the results of performance outcomes stem from Leadership and engagement. 

Heyns (2021) notes that engagement enhances the worth of an employee due to the 

output they produce. The results of these studies show that the impact of leadership 
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on the engagement and the performance results of the organization is indirect. This 

shows that the elasticity of leadership is critical for sustained performance of the 

workforce, especially in the manufacturing industry. 

Peripheral and Weitz (2025) state that showing a gap in leadership and displaying 

certain behaviours might lead to employees psychologically suffering and ceteris 

paribus cause mental dysfunction of employees. This is posited by Reiter and 

Schaufeli (2019) who explain that there is absence of psychological capital, as well as 

employee engagement, which is the case when absence of support and guidance is 

present from leadership, is an absence of everything. Schaufeli (2021) contends that 

employee disengagement is exacerbated when employees have limited job resources, 

and there is an absence of managerial support and guidance. A number of studies 

have shown that there is a mismatch in leadership, and there is a behavioural process 

that leads to employee and performance disengagement. This case demonstrates that 

situational leadership is helpful in reducing employee disengagement through the 

adjustment of such leadership behavioural processes to fulfil employee needs. 

2.6 Situational Leadership and Organisational Performance Outcomes 

2.6.1 Leadership and Productivity 

Leadership style significantly impacts employee behaviour, employee motivation, 

quality of employee task performance, and level of employee productivity. Neuber and 

others in 2022 suggested employee engagement in their tasks and responsibilities 

directly affects organisational performance in every industry. For Dióssy and others in 

2025, the leadership 's operational and behavioural flexibility and adaptation facilitate 

the accomplishment of the organisational objectives by balancing the operational 

effectiveness transformational change and employee/ workforce improvement. For 

Alefari and others in 2020, the workforce productivity level within lean manufacturing 

systems is greatly determined by the leaders' conduct. The authors empirically 

illustrate the way the leadership conduct influences jo, the organisational performance 

and production results, and the employee engagement and behavioural alignment. 

Thus, productivity leadership in an organisational context means the leader's style 

needs to adapt to the organisational needs and concerns of the workforce. 
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Leaders directly aid productivity by helping refine processes, improving quality, and 

reducing errors. According to O'Connor et al. (2022), leaders exhibit process 

refinements by establishing steadiness and collecting employee suggestions on 

process refinements. Employees’ innovative suggestions assist in reducing 

operational errors and improving consistency in output (Medeiros et al. 2025). In the 

Industry 4.0 era, Belinski et al. (2020) note that leading organizational learning in the 

workplace boosts performance and quality. All studies indicate the cultivation of 

employee skills and competencies aids operational efficiency, underscoring that 

situational leadership is paramount in offering the ideal balance of control and flexibility 

in structured manufacturing systems. 

2.6.2 Leadership and Employee Retention 

Retention can be determined by employee satisfaction, the psychological attachment 

and trust towards the organization. Rahmadani et al. (2020) state that certain 

leadership behaviours positively influence engagement at the satisfaction 

psychological needs level. Peral and Weitz (2025) show that certain leadership 

behaviours influence psychological perception of the job and the sense of stability that 

comes with it. According to Ly (2024), inclusive leadership in resource poor settings 

engenders greater employee commitment and reduces intention to leave. The 

identified studies indicate that leadership behaviours influence employee retention 

decisions. In this sense, situational leadership is especially likely to promote retention 

by exercising various leadership styles to meet employees’ developmental and 

psychological needs. 

Retention can also be influenced by leadership through the psychological contract and 

the commitment to the organization that comes with it. Kissi et al. (2024) state that the 

influence of leadership practices on employee engagement results in certain 

organizational outcomes. Leadership behaviours, as Wang et al. (2023) argue, 

positively influence psychological resources which in turn benefit organizational 

commitment. Sustained employee engagement and organizational commitment is the 

result of job resources that leadership provide (Schaufeli, 2021). This study shows that 

leadership behaviour influences employee loyalty and commitment. 
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Evidence shows that situational leadership may also lower turnover by tailoring 

leadership style to the particular needs and developmental aspirations of the team 

members. 

2.6.3 Leadership and Innovation and Continuous Improvement 

It begins with leadership when developing ways to improve and innovate an 

organization. Belinski and Orkamo show that in regard to the Industry 4.0 ecosystem, 

organizational learning and knowledge management, the interest of the workforce in 

the innovation process, and the knowledge management, learning, and performance 

innovation involvement can be driven used (2020, 2025). Industry 5.0 Manufacturing 

Transformational Leadership (Seidel, 2025) demonstrates behavioural flexibility and 

employee-centered (Seidel, 2025) responses, and demonstrates that such 

behavioural flexibility is needed to improve organizational the workforce's innovation 

and learning culture. It can be stated that situational leadership is an innovative 

approach that encourages employee participation and active involvement in the 

continuous advancement of the operational goals and objectives of the organization. 

The leadership of employees can bring about the operational transformation goals of 

the organization. Employee engagement in operational goals and objectives, in 

conjunction with integrated systems of continuous improvement, augments the 

performance systems (Medeiros, 2025). When operational goals and objectives are 

altered, leadership plays a role in sustaining the drive towards the achievement of the 

organizational goals (Dacre, 2024, Kissi, 2024). Moreover, leadership posits that 

situational leadership, coupled with continuous improvement, synthesizes the 

operational behavioural goals of leadership with the employee transformed 

operational goals and systems performance (Medeiros, 2025) and elevates 

operational performance in conjunction with leadership. 

2.7 Theoretical Framework of the Study 

2.7.1 Situational Leadership Theory as the Primary Framework 

This study utilises Situational Leadership Theory (SLT) as it explains how leadership 

encourages the effectiveness of the match between certain leadership behaviours and 

the task at hand and the readiness of the followers. SLT posits that leadership needs 

to be adjusted in relation to the skill and will of the workforce and the situation (Del 

Pino-Marchito et al. 2025). Gergia et al. (2025) build on this and suggest that in 



23 
 

addition to the technical dimension, readiness also consists of motivational and 

relational aspects. According to Fernandez and Shaw (2020) adaptive leadership is 

most pertinent during turbulence in the organisation as such leaders are required to 

perform the situational behavioural shifts within limited time frames. These theoretical 

considerations show that SLT is an appropriate leadership framework for 

contemporary organisational settings. This means that SLT is an appropriate 

framework to elucidate the complexities of the role of leadership in the manufacturing 

sector. 

Variations in roles among employees in the manufacturing sector are influenced by 

different skill levels, experiences, and intricacies of the tasks. The applicability of SLT 

is particularly relevant to these work configurations. The adaptive capacity of the 

employees to different task complexities determines the production efficiency. 

O’Connor et al. (2022) mention that manufacturing managers need to learn how to 

manage the processes and, at the same time, need to be willing to lose control to the 

employees. For Medeiros et al. (2025), participation in the workforce is at the highest 

when a leader’s current style is compatible with the readiness of the employee. All 

these studies highlight the need to adapt to the structural composition of the 

manufacturing workforce and advocate the use of SLT in the manufacturing sector to 

evaluate the different leadership styles and their effects in such productivity-centered 

organizations. 

Applying SLT in Africa's Global South emerging economies, such as South Africa, 

South Africa's emerging economies, South Africa's emerging SLT, Such as South 

Africa's South Africa, such as SLT, South Africa, emerging South Africa. They believe 

that SLT exists within Africa in manufacturing based on continent-specific emerging 

economies in Africa. Lerutla et al. (2025) point out that in Africa, the effectiveness of a 

leader is dependent on how sensitive the leader is to the workforce. In resource 

negligent organizations, employee involvement is highest when the leadership is 

inclusive (Ly, 2024). Ramesh et al. (2023) argue that in developing countries, the 

flexibility of leadership is what creates organizational resilience. It is clear that in order 

to meet the emerging socio-economic and workforce changes, the leadership theories 

must be flexible. 
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2.7.2 Integration with Social Exchange Theory 

The application of Social Exchange Theory provides description of how particular 

types of leadership affect employees' psychological commitment and willingness to 

mutually engage with the organization. According to Rahmadani et al. (2020), the 

organization’s relational fulfilment to employees, combined with leadership 

behaviour(s) that average-influence(s) relational engagement behaviour, satisfies 

employees’ psychological needs. Wang et al. (2023) describes psychological 

organizational support as the enhancement of relational engagement behaviour via 

psychological mobilization. As stated by Schaufeli (2021), leadership behaviour(s) that 

average-influence(s) the optimization of job resources and the facilitation of a socio-

psychological supportive system, make the experience of work more meaningful as 

well as improve relational engagement behaviour. The studies have shown that the 

relational engagement behaviour of employees and the organizational engagement 

behaviour of employees are a result of the organizational perceived investment 

towards employee’s engagement wellbeing. It demonstrates that leadership 

behaviour(s) average-influence(s) psychosocial exchanges and relational 

engagement behaviour. 

The connections formed via Leader-Member Exchange also focuses on the degree of 

behavioural engagement and the degree of organizational commitment. Leadership 

behaviour(s) average-influence(s) engagement behaviour(s) at both the individual and 

collective team level of organizational climate(s) functioning cascades (Van Tuin et al., 

2021). Peral and Weitz (2025) state that leadership behaviour(s) impact(s) on the 

psychological functioning of employees and the process of trust – building at the 

workplace. Leadership behaviour(s) in most cases as stated by Farid et al. (2021) 

is/are contributory to the improvement of psychological capital and the stretchability of 

the workforce. It is of note that the quality of leadership-employee relationship 

augments the sustainability of engagement. This distinct phenomenon is the 

continuation of the pruning of SLT and SET; the pruning is constructive disengagement 

to explain the engagement outcomes of leadership. 

Based on Social Exchange Theory, trust and reciprocity are key drivers in participant 

involvement. As shown positively by Rahmadani et al. (2020), employee engagement 

increases when there is a perception of fairness in treatment and a supportive 

structure in the organization. In these scenarios, Ly (2024) argues that inclusive 
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leadership increases the reciprocal commitment and loyalty of employees to the 

organization. Kissi et al. (2024) describes a leadership style where engagement is said 

to moderate the results of performance. The overall effect, as described, is that in an 

organization, reciprocal relationships enhance engagement. Thus, it is justified to state 

that SLT and Social Exchange Theory are integrated, complementary theories in 

understanding the connection between leadership and employee engagement. 

2.7.3 Justification for Theoretical Selection 

Analysing the study is done best by using Situational Leadership Theory (SLT), which 

is flexible enough to encompass multiple leadership styles depending upon the 

developmental needs of the followers, as opposed to mono-style theories. Del Pino-

Marchito et al. (2025) assert that leadership effectiveness is not about a singular style, 

but more about the leadership style adaptability, i.e. behavioural flexibility. 

Contemporary leadership, in organizational settings, Orkamo et al. (2025), assert that 

there is a need for what is termed as behavioural instrumental flexibility to effect the 

desired transformations and improvements in performance. Leadership in 

manufacturing, Dióssy et al. (2025), proposes a paradoxical style that combines both, 

controlling and liberating, the people. This affirms that situational leadership styles are 

more flexible than operative leadership styles. This justifies the choice of SLT to 

analyse leadership in the manufacturing sector. 

Considering the intricacies involved in the South African industry, the South African 

context, particularly the variety in the workforce, the complexity of the labour, the 

pressure of the operations, and the South African industry as a whole, the relevance 

of SLT is indisputable. African organizational contexts have also interested Lerutla et 

al. (2025). Hansen et al. (2024) hold that the present digital era has created a demand 

for certain leadership models that also provide and direct the learning and 

development of the organization. Flexible adaptive leadership has also been described 

as a demand for the fast-evolving world of human-centred manufacturing (Seidel et 

al., 2025). SLT, however, is regarding the South African manufacturing industry, and 

not just the South African manufacturing industry. South African manufacturing, more 

than other South African manufacturing, focuses on leadership. South African 

manufacturing has been proven to require leadership frameworks that manage the 

variability of the workforce as well as the variability of operations. With the evidence in 

previous statements, the necessity of SLT has been established. 



26 
 

The conceptual framework coordinates the variables and hypotheses guiding the 

study. The prediction of performance of the workforce can be improved if there is 

alignment (Giergia et al., 2025). Schaufeli (2021) points out that leadership behaviour 

is a determinant of engagement and of the constituent parts of engagement which 

include vigour, dedication and absorption. Neuber et al. (2022) asserts that 

engagement is a strong predictor of performance of the workforce. Engagement Social 

Exchange Theory and SLT posits that there is an emphasis on certain leadership 

styles; this strong relationship with the theory provides support for both the conceptual 

framework and hypotheses of the study. 

2.8 Empirical Literature Synthesis and Research Gaps 

2.8.1 Global Empirical Trends 

When analysing global leadership studies, the constant variables become the 

adaptability of leadership, the involvement of the workforce, the concern for the 

wellbeing of employees, and the organization’s overall performance. Schaufeli (2021) 

cites leadership studies on the frontiers as looking at the nexus of the impact of 

leadership behaviour on resources, the engagement subsumed positive, and the 

resources outcome. According to Orkamo et al. (2025), the current leadership 

effectiveness paradigm is on the behaviourally constructive or transformational 

positive of the spectrum of cultural transformation and performance driving vertically 

inclusive at all levels of the workforce. Independently of industry and organizational 

subdivision, workforce performance and their engagement is the leading predicator of 

the organizational performance (Neuber et al, 2022). Global leadership studies 

indicate leadership adaptability and employee engagement as most elaborated. They 

also indicate behavioural emphasis of leadership as most flexible and emerging as a 

key driver of organizational performance. 

The most recent global events have indicated a need for examining the influence of 

leadership on employee engagement and wellbeing. Mäkikangas et al. (2022) 

describes the impact of crisis change on the influence supportive leadership has on 

employee engagement and burnout. Positively, supportive leadership during an 

organizational crisis enhances employees' psychological capital and resilience (Farid 

et al. 2021). Supportive leadership practice is also a psychological buffer and 

increases employee engagement (Wang et al, 2023). The most recent trends in 
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leadership studies solidly integrate employee wellbeing and engagement. The 

leadership phenomena in relation to the evolving organizational structures hinges on 

the wellbeing and engagement of employees. 

2.8.2 African and Emerging Economy Evidence 

Compared to the developed economies, the emerging economies research on 

leadership and employee engagement is still nascent. Empirical model testing is 

absent in most studies regarding African leadership which is a leadership model 

responsive to specific contexts (Lerutla et al, 2025). According to Ly (2024), research 

on leadership in emerging economies primarily focuses on organizational commitment 

and workforce stability instead of employee engagement. Advanced leadership 

frameworks that nurture organizational flexibility in resource-constrained 

environments are needed in emerging economies (Ramesh et al, 2023). Such findings 

indicate that the leadership studies in emerging economies are primarily focused on 

the macro perspective. As a result, in the context of industry in emerging economies, 

the micro level engagement mechanisms are poorly understood. 

There is scant research on leadership at the sector-specific level within the 

manufacturing contexts of the developing world. While Alefari et al. (2020) illustrate 

how leadership affects employee performance within the developing world’s 

manufacturing contexts, how leadership affects employee performance is not the 

focus of their study. Among other things, the work of Medeiros et al. (2025) centers on 

the design of operational systems, yet the engagement of an organization’s members 

undeniably affects the operational performance. Hansen et al. (2024) consider 

leadership’s role in the development of technology, but employee engagement is not 

considered at all. The above studies clearly reflect how disparate the research is 

regarding leadership in manufacturing in the developing world. The above studies 

clearly reflect how disparate the research is regarding leadership in the developing 

world’s manufacturing sector, and they underscore the urgency for the study of 

leadership in conjunction with engagement in the manufacturing sector. 
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2.8.3 Identified Research Gaps 

The SLT framework still holds some relevance according to Del Pino-Marchito et al. 

(2025); however more empirical research is needed regarding SLT’s relevance to the 

context of this research. A gap exists regarding research that applies situational 

leadership theory to the empirical analysis of workforce engagement in the 

manufacturing sector. This is illustrated by Giergia et al. (2025), whose study attempts 

to measure readiness in new, advanced, and improved ways, yet fails to link the 

concept to workforce engagement, and Dióssy et al. (2025), whose study focuses on 

the manufacturing sector of adaptable transformational leadership; yet, the bulk of his 

analysis is aimed at operational performance outcomes. Resistance to the  empirical 

analysis of situational leadership theory (SLT) within the context of employee 

engagement in the manufacturing sector is unjustified. 

While there are advocacy research gaps in the South African manufacturing sector in 

regards the empirical evidence available for the South African contextual positions of 

leadership and employee engagement, there continues to be research advocacy gaps. 

Although Schaufeli (2021) supports the measurement of engagement in Schaufeli yet 

provides no opportunity for further empirical measurement of the dimensions of 

engagement in South African developing contexts or the specific positions of 

leadership in the various South African contexts. South African developing contexts, 

and South African developing contexts, range through all South African developing 

contexts and South African developing contexts and thus research advocacy gaps are 

more required in order to address the various dimensions of situational leadership. 

2.9 Conceptual Framework of the Study 

This study will review the constructional and evaluative relationships of various 

situational leadership styles, employee engagement, and organisational performance 

outcomes, specifically focusing on the manufacturing sector. For example, Del Pino-

Marchito et al. (2025) notes that the degree of effectiveness of situational leadership 

hinges on the correlation of leadership behaviours with the readiness and requirement 

of a given employee. This means that Schaufeli (2021) notes leadership behaviours 

catalyse the engagement of employees by offering the resources and sense needed 

to perform. According to the work of Neuber et al. (2022), in every type of engagement 

within an organisational context, it is a key determinant of performance outcomes. All 
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empirical studies confirm that leadership behaviour impacts organisational outcomes 

through the engagement process and this establishes employee engagement as an 

essential mediating variable in the leadership and organisational performance 

outcomes framework. 

Figure 1: Conceptual Framework for the study  

 

The framework conceptualizes leadership styles as situational variables and 

employee engagement as the only dependent variable. Giergia et al. (2025) contend 

that the results of employee performance are enhanced by the alignment of leadership 

styles with the stage of development of employees. Rahmadani et al. (2020) describe 

leadership behaviour as stimulating engagement by fulfilling employees’ mental 

needs. Leadership behaviour, as described by Wang et al. (2023), considers 

employees’ psychological capital and organizational support as the intervening 

variable. These studies are unanimous that leadership behaviour, psychological, and 

organizational dimensions impact employee engagement. It reaffirms and sustains the 

hypothesis that leadership elasticity positively influences employee engagement 

through several organizational dimensions. 

Employee engagement comprises robust and resilient dedication and absorption. 

Heveri et al. (2025) certify reliability and structural validity of engagement 

measurement across various sociocultural contexts. Merino-Soto et al. (2022) support 

multidimensional engagement measurement at various working ages, environments, 

and social relations continuum. Brand and Potgieter (2025) extend engagement 

measurement in South African organisational system, supporting relevance of 

engagement measurement. These instances demonstrate the complexity of 

engagement, impacting employee attitude and performance at work. This means the 
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complexity models of employee engagement were selected for the study on the 

manufacturing workforce. 

The model shows the impact of employee engagement on the organisation’s retention, 

job satisfaction, and performance. Kissi et al. (2024) illustrate that, “Engagement acts 

as an active mediating variable between the leadership practice and the performance 

outcomes of an organisation.” Peral and Weitz (2025) illustrate that a leadership 

behaviour affects an employee’s psycho-mental, job, and equilibrium systems. Heyns 

(2021) states that the engagement and experience of work adds value to the 

organisation. All of them demonstrate that engagement mediates the relationship 

between leadership behaviour and organisational outcomes. This justifies retention, 

satisfaction, and performance as outcome variables in the conceptual framework. 

Dióssy et al. (2025) claim that the reason for a positive directional relationship between 

situational leadership behaviour and employee engagement and organisational 

outcomes is flexible or adaptable leadership behaviour style impacts positive 

operational outcomes via employee behaviours. Alefari et al. (2020) also shows this 

with respect to the behaviour of leadership and the employee performance within the 

operational task. Orkamo et al. (2025) claims that adaptable leadership and positive 

employee performance are the two major contributors of an organisation performance 

outcome. These studies and others posit that leadership behaviour impacts employee 

behaviour and thereafter the performance of the organisation, thus situational 

leadership, employee engagement and the performance outcomes of manufacturing 

organisations are interlinked. 

2.10 Chapter Summary 

This chapter comprised an examination of available theoretical and empirical evidence 

regarding a prospective correlation of situational leadership and employee 

engagement in the manufacturing sector. The analysis revealed that situational 

leadership is a viable and adaptive form of leadership that is able to address the 

challenges posed by employee readiness, operational variability, and organizational 

change. In addition, literature suggests that employee engagement entails a few 

critical employee-related outcomes, such as retention, job satisfaction, operational 

performance, and of course, engagement. In the leadership and organizational 

behaviour literature, it is accepted that adaptive leadership is of paramount importance 
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in the intricate and multifaceted contexts in which employees work, in particular, in the 

manufacturing industries. 

Negative outcomes seem to show new patterns in the literature. There is an increasing 

literature on global scope p encompass and p concentrate modular frameworks within 

and f construct a p leadership of p modify. Adaptability and engagement drivers and 

employee wellbeing are the primary determinates of organisational performance. 

There is more literature on leadership and engagement, however very few empirical 

literatures exist on situational leadership in the manufacturing sector of the emerging 

economies. Furthermore, most of the studies reviewed on the leadership-engagement 

nexus concentrated on general organisational samples and left out sector-specific 

organisational samples. Also, very few empirical literatures exist on the situational 

leadership and the different facets of employee engagement. There is a strong 

justification for sector-specific empirical studies. 

The chapter described the challenges of leadership within the manufacturing industry 

the operational details, the demand for consistency, the need to adhere to safety 

requirements, and the differing levels of employee expertise. The literature suggests 

that leadership in such contexts is about control, giving up control, and fostering a 

culture of continuous incremental improvements. In developing economies, the 

additional complexity of industrial relations, the poorly defined developing workforce, 

and the scarce/limited resources or budget further complicate the developing industrial 

context, making situational leadership a very relevant theoretical and practical 

leadership model for industrial people management. 
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CHAPTER 3: RESEARCH QUESTIONS 

3.1 Main Research Question 

An influential variable concerning leadership behaviour is the factor that determines 

employee engagement and subsequently, success of organisations in operational 

domains such as manufacturing (Bliss, 2017). As defined by Schaufeli (2021), 

employee engagement is a positive, work-related state is energised and focused and 

is total of the person’s self. On the other hand, Wang posits that leadership behaviours 

influence engagement by fostering organisational support and the psychological 

resources. The psychologically engaged employee exemplifies greater performance 

and greater commitment to the organisation (Neuber, 2022). This behaviour of 

leadership demonstrates psychological and behavioural support to the employee. 

Manufacturing operations have varied work pressures, diverse staff and the need for 

operational consistency, and this makes the challenges leadership is faced with 

unique. This proposes that leadership behaviour is not homogeneous but is a 

collection of diverse behaviours that makes ease and drastic changes in leadership 

approaches possible. This is why literature underpins flexible leadership as a 

necessity to enhance employee engagement in the manufacturing sector. 

In Situational Leadership Theory, a leader's effectiveness is related to how fluidly they 

modify their leadership style to fit the readiness of the workers and the task's level of 

simplicity or complexity. Del Pino-Marchito (2025) suggests that leadership is 

successful when the leader's behaviour is responsive to the employees’ ability, 

motivation, and affective the feedback of the leader to the employees and the work 

situation variables, positively impacts the organizational responsiveness (Ramesh, 

2023). These authors help explain the situational leadership theories and the flexibility 

of industrial contexts. The flexibility that situational leadership offers is particularly 

important when there is a need to strike a balance between organizing work processes 

and empowering people during production. 

The theoretical arguments presented above help in understanding the importance of 

situational leadership theory and its relevance to the manufacturing sector. This theory 

is so finely divided that it considers one style of leadership to be labelled as controlling 

and another to be labelled as collaborative. With this, it is pertinent to mention that the 

focus of this study is to explore the relationship between situational leadership 
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behaviour and employee participation within the manufacturing sector in South Africa. 

This leads to the following primary research question: 

How does situational leadership influence employee engagement in the 

manufacturing sector in South Africa? 

Addressing this question contributes to both theoretical and practical knowledge by 

strengthening empirical understanding of adaptive leadership in industrial 

environments and providing evidence-based leadership guidance for manufacturing 

organisations operating in emerging economy contexts. 

3.2 Sub-Research Questions and Hypotheses 

To comprehensively address the main research question, the study is structured 

around the following sub-research questions derived from the theoretical framework 

and conceptual model of the study. 

Sub-Research Questions 

1. What is the relationship between directive leadership behaviour and employee 

engagement among manufacturing employees in South Africa? 

2. What is the relationship between coaching leadership behaviour and employee 

engagement among manufacturing employees in South Africa? 

3. What is the relationship between supporting leadership behaviour and 

employee engagement among manufacturing employees in South Africa? 

4. What is the relationship between delegating leadership behaviour and 

employee engagement among manufacturing employees in South Africa? 

5. To what extent does overall leadership adaptability (fluid movement between 

situational leadership styles) influence employee engagement compare to 

reliance on a single dominant leadership style? 
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3.3 Research Hypotheses 

Compliance with Empirical literature suggesting adaptive leadership improves 

psychological resource availability, organizational trust, and engagement dimensions, 

as well as Social Exchange Theory and Situational Leadership Theory, the following 

statements are provided for empirical scrutiny: 

H1: Directive leadership behaviour is positively related to employee engagement 

among manufacturing employees in South Africa. 

H2: Coaching leadership behaviour is positively related to employee engagement 

among manufacturing employees in South Africa. 

H3: Supporting leadership behaviour is positively related to employee engagement 

among manufacturing employees in South Africa. 

H4: Delegating leadership behaviour is positively related to employee engagement 

among manufacturing employees in South Africa. 

H5: Leadership adaptability, defined as the ability to transition fluidly between 

directive, coaching, supporting, and delegating leadership behaviours based on 

situational requirements, is more strongly associated with employee engagement than 

reliance on a single leadership style. 
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CHAPTER 4: RESEARCH METHODOLOGY AND DESIGN 

4.1 Introduction 

Chapter 4 outlines the methodology and design used to research the impact of 

situational leadership within employee engagement in the manufacturing sector. This 

chapter aims to explain how the research was structured given the research goals in 

relation to the time frame and the measurement and analysis of the research 

objectives and the research problem context in the framework of Chapter 2. The 

research methods were focused on the relative importance of the specific objectives 

and qualitative information regarding the variables involved in the different types of 

leadership and their respective levels of employee engagement.  

This section of the chapter will demonstrate the relationship between the theoretical 

and empirical aspects of the literature review and the research methodology. The 

literature review demonstrated that situational leadership in conjunction with adaptive 

leadership influences the behavioural outcomes of employees. Employee 

engagement is a complex construct that has an impact on productivity, retention and 

overall organisational performance. Thus, to capture the levels of operational 

leadership and the dimensions of engagement, a quantitative approach was used to 

ensure the analysis and measurement of the examined variables were adequate and 

in accordance with the established standards. 

This research problem investigates the impact of a leader's situational style on 

employee engagement at a specific manufacturing sector which includes operational 

complexity and diversity of the workforce and performance demands. The aims of the 

research are focused on understanding the relationships as well as the predictive 

relations of leadership behaviour and engagement, engagement, and organizational 

performance. The industrial workforce context is used to develop the research 

methodology to achieve hypothesis testing, variable isolation, and statistical 

modelling. 
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4.2 Research Paradigm 

4.2.1 Positivist Research Paradigm 

The limits of the positivist research approach provide utility and value in situational 

leadership and employee engagement research. Simply put, the positivist research 

approach is like standard research techniques. It entails the presence of an objective, 

empirically measurable, and positivist truth that does not rely on theory to explain. In 

other words, reality can be determined within the bounds of an empirically based 

framework. The framework for this type of research is grounded in the elements of 

behaviour that can be defined and measured within the framework of a production 

environment. In the case of positivist research, Saunders, Lewis, and Thornhill (2023) 

explain that researchers try to measure and test the relationships between a limited 

number of variables in the quantitative research framework in order to achieve one of 

the researcher's predefined objectives, and this is a common expectation. According 

to Bryman (2021), positivism invites a focus on order, rationality, and structure, and 

this is what he refers to as a systematic treatment of any of the issues within the social 

or organizational phenomena. It is this emphasis on behavioural matrices, which are 

conducive to measurement and quantification within a productive context, that 

Neuman (2022) identifies as the basis of positivist (empirical) research, and this 

provides the rationale for the construction of the framework. 

The primary components of research involving leadership and engagement stem from 

hypothesis testing and statistical modelling based in positivism. Creswell and Creswell 

(2023) commented in their analysis of research in positivism that positivist research 

can yield theoretical constructs that can be subsequently converted into 

operationalized variables. The empirical relationships and cause-and-effect 

relationships in organizational behaviour are, according to Sekaran and Bougie 

(2020), a hallmark of positivist approaches. Organizational research, particularly the 

work of Hair, Page, and Brunsveld (2020), has shown the greatest improvement in 

reliability and generalizability in the statistical modelling of the last several years. The 

positivism approach in this research enabled the study to incorporate regression and 

correlation techniques to assess the impact of leadership on employee engagement, 

thereby enhancing the evidence-based management of industrial workforce research. 
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4.2.2 Justification for Positivism in This Study 

A positivism paradigm was formulated since the research required a measurable value 

for each of the situational leadership styles and each of the dimensions of employee 

engagement. Apuke (2020) states that for relational research, operationalization of 

variables is a necessity. Positive methodology advocates the use of behavioural 

frameworks and constructs and bolsters the empirical scrutiny of these by fully 

structured and, operationalized and closed response testing (Barella et al, 2024). For 

organizational research and studies in which empirical legal positivism is used, Crow 

(2024) contends that the quantitative paradigm is sufficient. In order to engagement 

and leadership behaviour, a paradigm that permits and/or advocates a numerical value 

is required. This was done in order to ensure that the outcome results in empirical 

research which can be generalized to the target population of the manufacturing 

workforce. 

The interpretivism and constructivism frameworks rely too strongly on individual 

meaning construction and lack consideration of relational, behavioural, and empirical 

frameworks. Kawar et al. (2024) claim (interpretivism) is the most appropriate 

paradigm for perception-based and exploratory research. Daniel (2020) proposes that 

within a given paradigm, qualitative and/or constructivist frameworks focus on 

interpretive understanding of an occurrence or event, as opposed to the empirical 

verification of a theory or hypothesis. Munther et al. (2024) contend that in population-

based research, the quantitative paradigm allows for greater generalizability, whereas 

in behavioural studies of the manufacturing workforce, the behavioural phenomena to 

be studied are required to be observable, and this speaks to the empirical dimension 

of the study. It is not by chance that the selected paradigm aligns most closely with the 

research aims of exploring and explaining the nexus between leadership and 

engagement in industrial contexts. 

4.3 Research Approach 

4.3.1 Quantitative Research Approach 

A quantitative approach was taken to facilitate the measurement of the specific 

leadership behaviours and employee engagements levels in our manufacturing 

employees. Johnson and Christensen (2020) state that to conduct quantitative 

research, one must perform data collection as well as some form of statistical 
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hypothesis testing. Mohajan (2020), states that the essence of the quantitative method 

is to derive objective measurement regarding the linkage between the variables. 

Quantitative research is noted for facilitating the collection of structured data and 

subsequent statistical analysis (Sardana et al.,2023). This method of research made 

it possible to assess leadership styles and dimensions of engagement using previously 

defined instruments of the Likert scale. Because of the clear and objective nature (as 

well as the absence of research bias), the numerical data helped to strengthen the 

objectivity of this study. 

Research bias was also reduced through the increased reliance and repetition 

facilitated by quantitative bias. Babbie (2021) states that through the facilitation of 

standardized methods of data collection, the research bias is reduced. Neuman 

(2021), as opposed to Babbie, states that quantitative research approaches bias in the 

absence of consistency in the samples and the contexts of the research. It is noted 

(Kamolov and Tarazevich,2023) that in organizational environments, research bias is 

more evident in non-quantitative methods. The use of research bias highlighted the 

study’s quantitative leadership that was research based on employee engagement 

outcomes. This demonstrated the study’s capability of managing workforce in 

manufacturing to produce research-based bias. 

4.3.2 Justification for Quantitative Approach 

The reason for selecting a quantitative approach involves measuring the extent of the 

relationship of situational leadership styles to the various levels of employee 

engagement. The relationship within the levels of employee engagement and 

situational leadership styles are viewed as dependent and independent variables. 

Besides, it has been proven that quantitatively oriented research works more efficiently 

than qualitatively focused research in designing regression and correlation analyses. 

Also, it has been argued (2020) that the use of more sophisticated statistical methods 

in the study of organisational behaviour analyses tends to make the study 

concentrated on the predictive behavioural outcomes of the organisation. In the 

research, leadership engagement is independent, whereas engagement is dependent. 

Hence, the variable in question should yield results that can be analysed through 

regression. Again, in this research, the focus is to study the outcomes of engagement 

to ascertain the extent to which leadership affects the outcomes of engagement. 
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Engagement levels can be measured quantitatively along with behavioural patterns, 

and the manufacturing workforce is no exception. Also, Barella et al. (2024) Canada 

say that they do behavioural analysis at scale concerning the workforce. Thelwall 

(2024) argues that the workplace engagement quantitative method captures 

organisational performance indicators well enough. For Walliman (2021), a well-

formed organisational policy and management decision-making bottom line is 

recommended to be result of quantitative data. The present study focuses on the 

necessity to distinguish between different styles of leadership and the engagement 

levels that each one perceives. As such, the study is obliged to describe different 

leadership styles and engagement levels to show practical suggestions for leadership 

in the industrial manufacturing sector. 

4.4 Research Design 

4.4.1 Survey Research Design 

Structured questionnaire surveys allow the research to collect data in a standardised 

way from the large workforce population in the large-scale manufacturing sector. 

Surveys allow geographical dispersion to collect data in a quantifiable way in an 

organised setting. Research surveys have standardised and large sample research 

measurement. Survey research focuses on the statistical generalisation and 

measurement of large defined sample populations. Survey research in organisational 

behaviour uses the measurement of multiple variables and sets of standardised and 

survey behaviours. Using survey research captured employee manufacturing data on 

behaviour and engagement and the result became a standard for survey engagement 

research. 

Structured questionnaires provide the comparability of participant responses and 

engagement, and Behaviour research and research instruments Surveys reduce 

variability in research and make research on the organisation of standardised 

engagement behaviours and research positive. Survey research is large in scope to 

provide evidence for the formulation of statistical hypotheses. Surveys in Behaviour 

research provide a large set of data with standardisation and quantify the behaviours 

and engagements in multiple manufacturing settings. It improves the generalisation 

and research in the context of an industrial workforce. 
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4.4.2 Questionnaire Structure and Measurement Scales 

The behaviours of individuals have been assessed using standardised scale 

frameworks with situational leadership style/employee engagement behaviour 

frameworks, and to describe the framework of the developed structured questionnaire, 

a five-point Likert scale was used (people range from strongly disagree to strongly 

agree). Likert scales have proven to be used to capture attitudes and behaviours 

(Kaur, Stoltzfus and Yellapu, 2020). Apuke (2020) states that Likert scales offer a 

measurement tool for behavioural analysis. Barella et al. (2024) state that structured 

scales are thought to improve the measurement’s reliability and measurement’s 

internal consistency. In the manufacturing industry, specific groups of workers have 

been subjected to a statistical study of leadership engagement behaviour and the 

Likert scale. 

The various leadership styles included are directing, coaching, supporting, and 

delegating, while engagement styles are vigour, dedication, and absorption. 

Concerning measurement, DeVellis and Thorpe (2021) explain measurement scales 

in a study are construing in a study's behavioural portion. Johnson and Christensen 

(2020) explain measurement in studies of organisations tends to be this way, and that 

is seen as an advantage. In this study, in a bid to improve accessibility and in turn the 

response rate, a digital questionnaire was sent to the participants via emails and the 

company’s intranet. In the framework of digital data acquisition, Zhang and Liang 

(2024) states that response rate and the role of the manager in data collection are 

maximized. The study also employed a modified approach to deal with organisational 

study ethics to an improved extent in relation to ethical compliance, response 

reliability, response bias, and the accuracy of data. 

4.4.3 Statistical Analysis Compatibility 

There was the application of the survey methodology that was compatible with the 

data testing hypotheses and the necessary methods of the statistics. The data that 

was obtained from the structured questionnaires made coding and statistical analysis 

with SPSS possible. The data collected from surveys serves as the foundation for 

multivariate statistical analysis (Hair, Page and Brunsveld, 2020). In the realm of 

statistics, data obtained from surveys is used to analyse and model relationships 

between behaviours that were previously recorded (Creswell and Creswell, 2023). In 
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the field of management research, survey data is applied for the purposes of 

correlation and regression analysis (Sekaran and Bougie, 2020). The survey data was 

organized in such a manner that it facilitated the efficient transformation of the survey 

data into a dataset. 

Engagement of employees and leadership behaviours were examined for correlation 

and regression. Quantitative statistical modelling, in the opinion of Kamolov and 

Tarazevich (2023), augments the evidential base for organisational decision making. 

Regression analysis, as stated by Hayes (2022), allows one to predict the relationships 

and behaviours within a particular network. Kline (2023) advocates that statistical 

modelling is of great value in reducing the complexity of the interrelations in a system. 

All of the survey data and the statistical analysis and the decision making (hypothesis 

testing) were the methodological components of the survey design. 

4.5 Time Horizon 

4.5.1 Cross-Sectional Research Design 

With respect to situational leadership and employee engagement, at a certain time, 

cross-sectional research methodology was used. Researchers, regarding cross-

sectional methods, explain relationships to behaviours, without having to collect data 

over time. “Cross-sectional methods are best for research when the relationships 

among many different variables across a large population need to be documented” 

(Saunders, Lewis and Thornhill, 2023). For Neuman (2022), correlation studies fit best 

cross-sectional studies. Cross-sectional research methods in practice-oriented 

organizational research are the most applied given its efficacy (Babbie, 2021). It also 

made it possible to measure and collect data from the sample population on leadership 

and engagement in the manufacturing sector employees. 

In light of time and resource settings typical of longitudinal studies, a cross-sectional 

method is chosen. Time related issues have Creswell and Creswell (2023) noting 

cross-sectional studies as the most potential. When time issues are critical in 

organisational studies, Bryman (2021) recommends cross-sectional studies as the 

most potential. This approach, for example, made it possible to collect data on regional 

leadership and engagement across the entire manufacturing spectrum. Knowing this 

is a way to be methodologically open. Even without a cause, data to explain a 

relationship are available. In spite of this, cross-sectional methods provided the most 
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rudimentary relationship analysis in the leadership and engagement in the industrial 

workforce. 

4.6 Target Population 

4.6.1 Geographic Scope 

The target population chosen included employees from the manufacturing sector in 

Gauteng, KwaZulu-Natal, and the Eastern Cape. Focussing on these provinces is 

justified as they have the highest density of manufacturing operations in the whole 

country. Sectoral Insights/Stats SA 2023 mentioned that these provinces have the 

highest contribution in the manufacturing sector of the automotive, steel, food, and 

textiles industries. Selecting Gauteng, KwaZulu-Natal, and the Eastern Cape as the 

sample reduces the likelihood of obtaining homogeneous data. The variation in the 

manufacturing operations of these provinces will result in differing data. 

The chosen provinces also improved the study's external validity as they have different 

patterns of the industrial workforce and different ways of organizing divisions. 

Geographic diversity is important in cross-sectional workforce studies (Neuman, 

2022). Within the manufacturing sector, the various regions have different workforce 

structures, the use of technology in divisions, and different management systems. The 

information collected from the various industrial zones in the study was able to address 

the reality of the manufacturing workforce, and to some extent, these results improved 

the findings. 

4.6.2 Industrial Workforce Structure 

The target population comprised employees at all levels of the organization including 

shop floor employees, supervisors, middle, and senior management. Including 

different organizational levels captures the exposure and engagements of leadership 

and/or contacts across hierarchical manufacturing structures. Multi-tier work samples 

enhance the organizational behaviour research precision (Hair, Page and Brunsveld, 

2020). Studies on organizational behaviour become more comprehensive and result 

in better conclusions when research subjects are employees at various levels of the 

organizational hierarchy (Sekaran and Bougie, 2020). Inclusion of employees at all 

levels in the organizational hierarchal structure is essential in empirical determination 

of the organizational behavioural relationship (Johnson and Christensen, 2020). 
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Including employees at different levels of the organization helped to better depict 

leadership influence across the operational and strategic continuum. 

The various roles and levels of decision-making that exist within manufacturing 

workforces include various dimensions of technical skill, role specialization, and 

decision-making hierarchy. With respect to heterogeneous populations, there is an 

increased improvisation on the measurement of the behavioural variability (Babbie, 

2021). Diversity of workforce increases the behavioural reliability of the relationships 

under consideration, and, hence, the relationships are stronger (Mohajan, 2020). 

When all tiers of the workforce are considered, manufacturing organizational 

structures are more likely to have broader applicable findings. This is the reason the 

study achieved an enhanced measurement of leadership-engagement relationships in 

the production processes and managerial contexts. 

4.6.3 Justification for Manufacturing Sector Selection 

The manufacturing sector is particularly valuable for its contribution to the gross value 

added and job creation for the South African economy. It is evident from the South 

African stats report that manufacturing has been one of the top contributors to the GDP 

and employment in our country. From Creswell and Creswell (2023), it is advisable 

that the sectors to research should be those that have high economic and employment 

value. Organisational research is the research that focuses on economic and 

employment value sectors. Manufacturing is the only sector that provides job 

opportunities with similar arrangements in the behavioural aspects of management, 

that is, management's control over the productivity of all the workers. That is what 

afforded the industry the opportunity to analyse the dynamics of management and 

employee involvement. 

With regards to the research study of leadership, the essence of the manufacturing 

industry is equally operationally intensive, and equally reliant on leadership. 

Behavioural leadership findings are best located within the realms of the factory, to 

support this claim, 19 Saunders et al (2023) observe that. Empirical studies are 

supported by the sectors with a larger labour size. The manufacturing industry is 

among the greatest contributors to the industrialization of a developing economy. 

There is an emerging economy workforce, which is studied concerning global 

leadership and Neuman (2022) observes that there is a correlation. The selection of 
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manufacturing as the industry of study has further amplified the focus on the study of 

industrial leadership in a developing economy. 

4.7 Sampling Strategy 

4.7.1 Sampling Method 

Manufacturing experiences were selected using purposive sampling because it allows 

selection according to researcher criteria. With regards to the knowledge the 

participants have, Saunders, Lewis, and Thornhill (2023) say that purposive sampling 

works best for participants who have little to no knowledge. Regarding the relevance 

of the research at hand, Sekaran and Bougie (2020) note that this relevance is 

because of the use of purposive sampling. Creswell and Creswell (2023) note that the 

use of purposive sampling is essential if the researcher is to obtain useful data. This 

was the case with contact with leadership behaviour as this type of sampling ensured. 

In organizational research, the most fitting stream for purposive sampling is the 

workforce stream. Bryman (2021) notes that organizational studies, the sampling of 

work units is imperative. Apuke (2020) explains that certain studies of organizational 

behaviour must employ purposive sampling. In the research of organizational 

behaviour, Johnson and Christensen (2020) assert that purposive sampling is 

important. The purposive sampling of manufacturing employees at various 

organizational levels provided sufficient exposure to leadership and engagement. This 

further improved the study's ability to evaluate the leadership–engagement nexus in 

real organizational contexts. 

4.7.2 Sample Size 

The objective of the research was to gather data from at least 300 individuals. This 

would enable the computation of adequate statistical strength when addressing the 

correlational and regression analyses. In the end, 280 usable questionnaires were 

obtained. Hair, Page, and Brunsveld (2020) claim that for most behavioural regression 

modelling, having more than 200 surveyed individuals is considered sufficient. In the 

context of Saunders, Lewis and Thornhill (2023), having more than 100 participants is 

said to increase the statistical sufficiency of the study. According to Kline (2023), a 

sample size, however small, provides for a moderate level of statistical modelling. The 

study obtained 280 responses which was adequate for statistical power for the 

purpose of hypothesis testing. 
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Prior discussions have shown that sample size adequacy is essential to 

generalisability and model stability, so we begin there. Creswell and Creswell (2023) 

argue that larger samples favour the most precise estimation of a class population 

figure. Conversely, Barella et al. (2024) argue that in behavioural studies, larger 

sample sizes lead to more manageable sampling errors. The difference between the 

desired sample size and the actual sample size was quantitatively small enough to 

compromise the robustness of the analysis. The final sample size was sufficient to 

facilitate the representation of all levels of the organization and regional dispersion. 

Consequently, the relationships of leadership and engagement in the manufacturing 

workforce demonstrated a statistically reliable analysis. 

4.7.3 Sampling Access Strategy 

The Participants Manufacturing Networks noted the construction contact industry 

access. The contacts provided access to the people with the organisational 

knowledge. Saunders, Lewis, and Thornhill (2023) noted the use of contacts in 

organisational workforce research. In workplace research, contacts are used from 

Bryman (2021) and this improves participation. The response rate in workforce 

research increases and documented by Creswell and Creswell (2023) effective 

organisational access strategies. Contacting employees across several organisations 

provided access to the survey. 

Prioritised sampling was done across several organisations to limit the possibility of 

bias from one organisation. Neuman (2022) states that cross organisational sampling 

is preferred for better external validity. This is supported by Sekaran and Bougie (2020) 

who state that cross organisational sampling better findings on organisational 

behaviour. Direct access to employees served to minimise the influence of 

organisational gatekeepers. Managerial control was reduced with this access. The 

approach used improved data quality and the ethical principles of the participation of 

the organisational workforce research. 

4.8 Data Collection Instrument 

4.8.1 Structured Questionnaire 

To obtain raw data, an attempt was made to measure in situational leadership and its 

effects on employee engagement through the adoption of a structured questionnaire. 

This type of questionnaire helped capture the same data points for all employees 
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within a particular organization. Constructed questionnaires aid in the reliability and 

comparability of the answers as described by Saunders, Lewis, and Thornhill (2023). 

In addition, Bryman (2021) states that using a structured questionnaire helps remove 

researcher bias and measurement bias from the study. In data analysis, Sekaran and 

Bougie (2020) state that for research on behavioural theory of organizations, the data 

collection must be logically comprehensive and institutional. With only structured 

questionnaires, the only way to be objective about measuring leadership and 

engagement variables across employees in the manufacturing sector, was through the 

adoption of in situational leadership strategies. 

The questionnaire employed a closed-format approach to facilitate both the statistical 

coding and analysis of the questionnaire response data. Closed questions make it 

possible for a numerical and algorithmic approach to be applied in the response 

(Creswell and Creswell, 2023). In the context of closed-ended questionnaires and the 

behavioural sciences, greater standardisation of responses is achieved (Apuke, 

2020). Furthermore, in organisational studies, the use of clear, structured questions 

enhances data standardisation (Hair, Page and Brunsveld, 2020). The presence of 

closed response questions resulted in a greater ability to conduct statistical analyses, 

while also reducing the range of responses and their interpretations. This confidence 

was used to draw the statistical conclusions available from the responses of the 

manufacturing workforce. 

4.8.2 Measurement Scales 

The Situational Leadership Questionnaire has been amended for the purposes of 

assessing behaviourally oriented leadership in the components of directing, coaching, 

supporting, and delegating. Construct validity concerns the actual measurement and 

the theoretical constructs, and, in conjunction with DeVellis and Thorpe (2021), who 

argue that in behavioural measurement, the simplifying of scales makes concerns 

around construct validity less of an issue, such concerns can be alleviated. The 

behavioural measurement scale adaptation has been proposed in Johnson and 

Christensen (2020). Saunders, Lewis and Thornhill (2023) state that in organizational 

research, the adapted measurement scales have a higher reliability. The modified 

leadership scales for this research aim to capture the measurement leadership 

behaviour reliability in the various organizational structures of the manufacturing 

workforce. 
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According to DeVellis and Thorpe (2021), the adoption of a validated scale, in theory, 

should increase both the reliability of the measurement and the validity of the 

measurement of the construct in question. Creswell and Creswell (2023) also 

emphasize that the reliability of the instrument strengthening the research increases 

the overall reliability of the study. The adaptation of the UWES scale-maintained 

reliability and ensured that both the measure and the manufacturing workforce were 

current, thereby increasing the study’s effectiveness in measuring engagement in the 

operational workforce environment. 

4.8.3 Pilot Testing 

Before starting wide-ranging data collection, pilot testing is done to determine the 

measuring instrument’s comprehension, clarity, and coherence. Testing enables 

researchers to sort out vagueness and ambiguity and/or poor arrangement in their 

instruments. According to Saunders, Lewis, and Thornhill (2023), questionnaire testing 

positively affects the instrument’s validity and reliability. Bryman (2021) states that 

survey studies also enable pilot testing to help refine measurement. Measurement 

error correction, before starting extensive data collection, is pilot testing as cited in 

Creswell and Creswell (2023). Survey piloting showed that survey questions directed 

to manufacturing employees at different hierarchical positions were understood. 

Pilot testing is done to improve the measuring instrument’s reliability and validity by 

examining the respondents’ feedback from the pilot study and the subsequent 

adjustments made to the questions. According to DeVellis and Thorpe (2021), pilot 

studies show internal consistency. Hair, Page, and Brunsveld (2020) claim that pilot 

studies are associated with increased pre-statistical modelling reliability, and are 

therefore, predictive of reliability. 

Sekaran and Bougie (2020) suggested that pilot studies improve measurement 

accuracy in business studies. Ambiguous and repetitive questions were either edited 

or eliminated. Thus, increased measurement reliability was achieved during final data 

collection about the leadership and engagement instruments. 

4.8.4 Data Collection Platforms 

Data collection was performed using Google Forms and Microsoft Excel for better data 

management and access. Digital tools also help with quick data collection across the 

organization. As noted by Zhang and Liang (2024), the management of digital data 
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collection brings greater control over response management. The principles regarding 

collection and organization of data by digital means have further been echoed by Crow 

(2024). Furthermore, Saunders, Lewis and Thornhill (2023) assert that digital surveys 

enhance collection of responses and their distribution across borders. The above 

insights explain the reason for the rapid digital data collection across diverse 

manufacturing organizations. 

Data collection and storage, response tracking, and initial data processing have all 

been improved due to digital technology. Barella et al. (2024) argue that digital data 

collection eliminates the necessity for manual data entry which concomitantly 

eliminates the possibility of data entry errors. Thelwall (2024) argues that the digital 

technology improved the collection of data by providing better traceability, improved 

management, and better overall collection of data. Also, Creswell and Creswell (2023) 

argues that the accuracy of the data collection systems was improved by the digital 

survey system. Digital survey technology improved the quality of data and lessened 

the data management errors. This improved the trustworthiness of the surveys 

conducted from the workforce data collection. 

4.9 Data Analysis 

4.9.1 Data Preparation 

Prior to engagement with any form of statistical analysis, coding, data cleaning, and 

missing data treatments were addressed. For the purposes of data cleaning, surveys 

with incomplete, irrelevant, and erroneous data were discarded. Reliability and ease 

of cleaning data, the author states, is the basis of reliability of any statistical analysis. 

Cleaning data, the author states, is a prerequisite for any statistical analysis. In regard 

to any given analysis, cleaning data, is a prerequisite for any given analysis. For the 

previous cleaning, data, any responses were received prior to final analysis. This 

cleaning maximises data precision. 

Survey responses were encoded and converted into numerical data. For the encoding 

of data, the author argues, is the basis of any statistical analysis. The author states, 

that quantitative research the basis of any statistical analysis due to the encoding of 

data. The author states that data. The author states that only statistically insignificant 

data is achieved if missing data is outside of given parameters. Research the author 
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states that allows for statistically insignificant data is achievable. For the preceding 

data, the author states that no statistically insignificant data is lost. 

4.9.2 Descriptive Statistics 

The techniques described are the first level of analysis or in this case, the preliminary 

analysis. Regarding the engagement and leadership variables, by calculating the 

averages of the means. Kaur, Stoltzfus and Yellapu (2020) clarify that “means” are the 

summary of average response patterns. Saunders, Lewis and Thornhill (2023) affirm 

that the first step in the analysis of any data set should include descriptive statistics. 

The patterns of the demographic and categorical data were summed up in terms of 

frequencies. Creswell and Creswell (2023) indicate that the best way to understand 

response distribution patterns is through frequency distribution. A set of manufacturing 

employees was described using descriptive statistics. Descriptive statistics 

summarized response patterns from the entire sample population. 

Standard deviation was used to calculate the response variability for leadership and 

engagement. Hair, Page and Brunsveld (2020) assert that standard deviation is the 

dispersion of data. Bryman (2021) noted that for a given workforce, variability 

measures provide a better grasp of behavioural differences. Descriptive analysis 

engaged the distribution patterns of workforce engagement, variations in the 

leadership and engagement behavioural manifestation within and across the groups 

of manufacturing workforce. 

4.9.3 Inferential Statistics 

The Pearson correlation analysis has been used to find the relation between 

situational leadership behaviours to specific dimensions of employee engagement. 

correlation analyses deal with strength and directions of relationships between 

different variables (Creswell and Creswell, 2023), while Saunders, Lewis and Thornhill 

(2023) argue that correlation analyses deal best with behavioural relationships. In 

correlation analysis, hypotheses can be tested (Hair, Page and Brunsveld, 2020). 

correlation analysis identifies important leadership–engagement relationships. This 

analysis has aided in testing the research hypotheses on how much leadership has of 

an effect on engagement. 
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To find the effect of different leadership styles on the different outcomes of 

engagement, multiple regression analysis was carried out. Regression modelling is 

predictive of behaviours (Hayes, 2022). Regression explains relationships of 

behaviours that are intertwined in complexity (Kline, 2023). Regression analysis is a 

transcendental way of modelling behaviours of an organisation (Hair, Page and 

Brunsveld, 2020). In multiple regression analyses, the effect of leadership on the 

different dimensions of engagement has been assessed. This assed the adequate of 

the study to find leadership behaviours that are aligned to most models of employee 

engagement. 

4.9.4 Statistical Software 

All analyses have been conducted using SPSS software. Saunders, Lewis, and 

Thornhill (2023) state that for organizational studies, SPSS is the most reliable and 

most used software. As stated by Hair, Page, and Brunsveld (2020), SPSS can also 

conduct multivariate statistical modelling. In Creswell and Creswell (2023), SPSS is 

cited for its ability to conduct quantitative analysis of varying complexities. The 

analyses using SPSS also ensured that the analysis of both descriptive and inferential 

statistics was reliable and accurate and hence increased the robustness of the 

analyses.    

Large datasets of the workforce can also be analysed using SPSS because it can 

carry out regression and correlation modelling. As stated by Kamolov and Tarazevich 

(2023), the statistical software contributes to the organizational research. Thelwall 

(2024) mentions that statistical software improves reproducibility and the traceability 

of datasets. The use of SPSS also ensured that the study had sufficient 

methodological rigor, statistical consistency, and integrity in the statistical analyses 

and the reporting. 

4.10 Trustworthiness of the Study 

4.10.1 Validity 

The study's situational leadership and employee engagement variables were able to 

stay valid because of the tools that were aligned for each. A tool's validity means that 

it will measure what the tool is meant to measure. As cited by Saunders, Lewis, and 

Thornhill, (2023), validity of the tool means the survey questions pertain to the study 

research variables. When Creswell and Creswell (2023) say that valid tools help to 
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improve research credibility and the validity of the findings, they mean that researchers 

should use valid tools. According to DeVellis and Thorpe (2021), using validated scales 

leads to greater precision in measurement in studies of behaviour. Validity in the tool 

made it possible to measure the leadership and engagement variables accurately 

within the respondents of the manufacturing workforce. 

Construct validity was improved by the agreement of the theoretical constructs and 

the measurements. Hair, Page and Brunsveld (2020) state that construct validity is the 

one that ensures the theoretical constructs have been metamorphosed into 

quantifiable variables. Johnson and Christensen (2020) acknowledge that construct 

validity increases the ease of interpretation in research that involves human behaviour. 

Sekaran and Bougie (2020) construct alignment is the one that enhances the scholarly 

research in the organization. Through the meticulous management of constituency 

surveys and strategic statistical tests, Internal Validity was attained. It is the reason 

the correlations of leadership and engagement are genuine behaviour and not mere 

measurement error. 

4.10.2 Reliability 

The measurement tool standardization increased trustworthiness across all 

participants. In measurement, trustworthiness refers to repeatability and consistency. 

Standardized measurement tools improve reliability of measurement relevant to larger 

population (Saunders, Lewis and Thornhill, 2023). Bryman (2021) comments that 

collating all measures uniformly will improve the quality of the data collected in survey 

research. DeVellis and Thorpe (2021) observed that the measurement of reliability of 

internal consistency is improved by scale measurement. Consistency in the 

assessment of the participants in the manufacturing sector was realized by employing 

standardized measures of leadership and engagement. 

The reliability of the data collection instruments was strengthened, as the pilot testing 

brought to light ambiguous and unclear items in the questionnaires prior to the full data 

collection. Creswell and Creswell (2023) also state that pilot testing promotes the 

reliability of research instruments and diminishes the measurement errors. Before any 

statistical testing, Hair, Page and Brunsveld (2020) say that pilot testing is used to 

clarify the scales. In the opinion of Sekaran and Bougie (2020), pilot testing is a means 

of improving the research instrument and the precision of the measurement. Increased 
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thoroughness in data collection and analysis, alongside a focus on supporting 

replication, increased the likelihood of the research study being conducted again within 

the same area of industrial research. 

4.10.3 Generalisability 

The generalizability of results could be improved if sampling is done in multiple sectors 

in various provinces such as Gauteng, KwaZulu-Natal and Eastern Cape. 

Generalizability is associating the results of the research with the bigger population. 

Saunders, Lewis, and Thornhill (2023) mention that a multi-faceted sample aids 

external validity in organisational research. A broad population as noted by Creswell 

and Creswell (2023) is a plus to generalizability of quantitative results. Neuman (2022) 

states that representative sampling strengthens the external relevance of research 

findings. The fact that multi-province sampling encompasses various manufacturing 

workforce settings, it enhances generalizability. 

The focus on the manufacturing sector as the representative also strengthens 

generalizability because it has various roles and operational contexts in the workforce. 

Sekaran and Bougie (2020) state that diversity of sector has a positive impact on the 

external applicability of the research. Representation is required in organisational 

studies across the workforce structures, according to Bryman (2021) This is what Hair, 

Page and Brunsveld (2020) mean when they say that sampled workforce diversity 

improves the generalisability of research. At different hierarchical levels of the 

workforce, greater representation strengthened the relevance of the findings in the 

context of industrial leadership. 

4.10.4 Confirmability 

For the sake of maintainable confirmability, each processing and analysing of the data 

undertaken was constructed with a statistical audit trail. Confirmability focuses on the 

extent of the researcher’s bias or impartiality regarding the results. In research, audit 

trails have proven to increase transparency (Creswell and Creswell, 2023). Regarding 

accountability, good documentation is an important element (Saunders, Lewis & 

Thornhill, 2023). Audit trails have been said to increase the objectivity of research 

(Bryman, 2021). Therefore, for the analysis, engagement and leadership was 

transparent due to the statistical audit trails.  
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What was the research evidence regarding the findings supported by the SPSS Output 

documentation? Research findings have been transparent when they have been 

supported with statistical evidence (Hair, Page & Brunsveld, 2020). In organizational 

research, the statistical software is said to have enhanced the traceability of the 

processes undertaken to reach a decision (Kamolov & Tarzavevich, 2023). The 

reproducibility of the research is enhanced with the digital statistical outputs (Thelwall, 

2024). The findings of the research from the SPSS outputs have demonstrated that 

the findings were data-based. This enhanced the methodological transparency and 

credibility of the research. 

4.11 Ethical Considerations 

4.11.1 Ethical Approval 

Prior to the commencement of data collection, Institutional Review Board (IRB) 

approval was required, demonstrating the study's commitment to international and 

national standards for ethical research. According to Saunders, Lewis, and Thornhill 

(2023), ‘ethical approval’ protects the research integrity and the participants’ rights. 

Ethical clearance, according to Creswell and Creswell (2023), is a requirement of 

research ethics. Responsible research conduct is a result of ethical approvals (Babbie, 

2021). Applying for ethical approval ensured the study was in accordance with the 

institution's research ethics. 

Ethics approval is a manifestation of acceptable research methods, and the ethical 

processes to protect participants. Sekaran and Bougie (2020) state that “an ethical 

review is a step towards research transparency.” Bryman (2021) suggests that ethical 

review fosters participants’ trust. Johnson and Christensen (2020) state that with 

ethical approval research is of higher quality. Ethical clearance positively impacted the 

data collection integrity in the study of leadership and engagement. 

4.11.2 Informed Consent 

All participants signed informed consent prior to taking part in the study. Participants 

learn the purpose of the study and the procedures that will be undertaken when given 

informed consent. Authors of the study Saunders, Lewis and Thornhill (2023) describe 

informed consent as a way to protect the participant's autonomy. According to Creswell 

and Creswell (2023), informed consent is a way to show researchers are being ethical. 

Author Babbie (2021) argues that informed consent is a way of saying participants are 
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not obliged to do the study. Ethical compliance to the workforce research data 

collection is demonstrated by obtaining informed consent. 

Participants had the right to withdraw at any moment, and this was communicated to 

them. Author Bryman (2021) states the ability to leave a study at any time and 

informing the participant about that is a way to strengthen the ethics of a study. 

According to Sekaran and Bougie (2020), the right to withdraw from a study is one 

way of protecting the participant’s autonomy. 

According to Johnson and Christensen (2020), when participation is voluntary, and 

this is communicated to the participant, response bias is apt to be lower. The 

participant's ability to withdraw from the study bolstered the ethical protections 

afforded to the participants in the research on the manufacturing workforce. 

4.11.3 Confidentiality and Anonymity 

The organizations' sensitive data and participants' identities were kept confidential. 

While using the data, Saunders, Lewis and Thornhill (2023) state that confidentiality 

means participants' privacy is protected. As a constituent of a research study, you have 

the right to confidentiality. In the case of Babbie (2021), the right of the participants is 

recognized, and protection is also extended to them. By not breaching confidentiality, 

the identities of volunteer participants and sensitive data of the organizations are 

safeguarded.  

The volunteer participant data, and a clear data summary example were provided to 

data Bryman (2021) to demonstrate worry regarding the volunteer validated outlines. 

Volunteer respondents provided data, and the approach outlined by Sekaran and 

Bougie (2020) regarding honest data and the consequence of social desirability 

hindered bias were supported by Johnson and Christensen (2020). The ethical 

standing in the data provided by the employees and the accountability in the data 

provided in the employee engagement response was enhanced by the summarized 

data. 

4.11.4 Data Security 

In a form of digital steganography, research data is protected by a secure system 

whose access is not permitted to unauthorized persons. Saunders, Lewis, and 

Thornhill, (2023), state that secure storage not only facilitates confidentiality and 
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protection of sensitive research data from unauthorized access, but the integrity of the 

research is protected. As noted by Creswell and Creswell (2023), data storage 

ethically has a major importance and to them, the importance of secure data storage 

is beyond question.  Reiterating the importance of the protection of research 

participants’ identities through secure data collection, Babbie (2021), voices the 

frustrations of most researchers. Secure data storage will keep the data collected in 

the survey of the workforce confidential. 

In accordance with the institutional policy, research data will be secured for the next 

ten years. Bryman (2021) places retention of data prior to findings verification. In 

research, Sekaran and Bougie (2020) illustrate the retention of data promotes 

accountability. Adopting the same stance, Johnson and Christensen (2020) state that 

retention of data promotes transparency in research. The long-term secure storage of 

data guarantees the research can be followed, and that the ethical standards are not 

in question. 

4.11.5 Risk Minimisation 

To mitigate any potential risks arising from an invasion in regard to the study's 

construction, a non-invasive questionnaire was deployed. Non-invasive methods tend 

to minimize both participant's psychological concerns, as well as the professional 

risks. Saunders, Lewis and Thornhill (2023) state that research with little to no risk in 

turn maximizes the degree of ethical research. Non-invasive methods assist in the 

research participant’s psychological comfort; this has been found by Creswell and 

Creswell (2023). Babbie (2021) states that the response rate is increased to the 

greatest extent by the lowest potential risk. Non-invasive questionnaires were used in 

this study to reduce the psychological risks from the participants in the manufacturing 

workforce. 

The psychological safety of the participants was the focus in the design of the 

questionnaire and in the choice to make participation voluntary. Bryman (2021) notes 

that the more ethical a study is, the more psychological safety is offered to the 

participants. Sekaran and Bougie (2020) demonstrate that an ethical framework is one 

that minimizes the risk of psychological harm. Johnson and Christensen (2020) remark 

that the more participants are given protections, the more effective the research will 
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be. The psychological safety of participants not only improved the ethical credibility of 

the research but also the validity of the information collected. 

4.12 Research Limitations 

4.12.1 Cross-Sectional Design Limitations 

The cross-sectional technique has created a timeline barrier which has limited the 

ability of the study to ascertain the correlational causations of situational leadership 

and the employee’s engagement. Such a barrier allows the study to detect 

relationships and patterns but excludes temporal alterations. While there are other 

dimensions of situational leadership and employee engagement that merit longitudinal 

data, in this case the cross-sectional approach is preferred.  To reasonably assign 

causal value to longitudinal relational tracking of leadership and engagement, 

relational dynamics a considerable amount of time is needed. 

The cross-section data collection method has created a time abundant situation for 

the collection of data from the large population of the manufacturing workforce. The 

cross-section method has further assisted in the elucidation of the present condition 

of the leadership and engagement relational dynamics in the workplace. Even in the 

absence of sponsorship for patronage, the data and insights, are valuable and 

applicable to the current state of the industry and the leadership engagement relational 

dynamics. 

4.12.2 Sampling Limitations 

Even though the researcher has established prior linkages using purposive sampling 

to construct the first sample, this can lead to selection bias. Participants within the 

same organizational culture and leadership tenure experience bias, thereby 

diminishing the representation of the South African manufacturing industry. The 

sample, despite the attempts to obtain participants from different provinces, industries, 

and organizational levels, is most likely to not from the rest of the manufacturing 

workforce. 

Nevertheless, given the sampling approach, the study was able to access participants 

with the requisite organizational knowledge and leadership tenure. The presence of 

participants from different organizational strata added to the leadership spectrum. 
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While this must be approached with caution, the sample, especially the non-industrial 

work, was quite enriching to the study. 

4.12.3 Self-Reported Data Limitations 

Responding socially desirable is when individuals respond to questions with the 

sentiment, they believe is the most positive instead of responding accurately. This 

phenomenon is especially true for studies in this area because most perceptions, 

attitudes, and experiences in organisational behaviour research use surveys. This bias 

is part of the research environment and cannot be controlled. 

Anonymity, standardized measurement scales, and aggregation of responses are3 of 

the strategies researchers use to attempt to minimize these behavioural biases. These 

strategies have been shown to reduce the impact of behavioural bias in self-report 

questionnaires, and strengthen the research based on validated measurement 

instruments. 

4.12.4 Contextual Generalisation Limitations 

The specificity of the study to South African manufacturing makes it difficult to 

extrapolate findings to other countries and other economic areas. Emerging 

economies will differ in labour market configurations, organisational culture, policy and 

practice of industrialisation, and forms of leadership. Hence, the findings will most 

probably be of no consequence to developed economies and their manufacturing and 

non-manufacturing services. 

In relation to comparative analysis, the findings, to some extent, also apply to other 

developing countries’ manufacturing sectors that face similar workforce diversification, 

industrial structuring and leadership gaps. This study offers contextual evidence and 

once again, calls for cross-country and cross-sector leadership studies. 

4.13 Chapter Summary 

This chapter outlines the methodology for examining the connection between 

situational leadership and employee engagement in the manufacturing sector. The 

chapter justifies selection of the positivist paradigm along with a quantitative 

methodology that enables objective measurement, hypothesis testing, and statistical 

modelling of leadership and engagement. It includes both engagement and leadership 

variables. Engagement variables will include survey research, cross-sectional time 
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frame, purposive sampling, and a structured questionnaire that will allow the efficient 

and reliable collection of data from the expansive industrial workforce. 

The Research Methodology aligned with the objective of the study by measuring the 

situational leadership styles, employee engagement dimensions, and organizational 

outcome variables the chosen methodology for the statistical analysis contributed to 

the examination of the different relationships between leadership behaviours and 

engagement outcomes, as well as to the prediction of the workforce performance. The 

Ethical, Trustworthiness, and Data Protection measures during the research ensured 

protective measures for the participants, and methodological rigor. 
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CHAPTER 5: RESULTS AND ANALYSIS  

This chapter will address the main research problem of this study, which seeks to 

understand how situational leadership impacts employees’ engagement, by analysing 

the quantitative study conducted on 280 employees from purposefully sampled 

manufacturing companies in the South African manufacturing sector and pilot study 

research involving 20 employees. This chapter analyses the quantitative results in 

relation to the hypotheses of the study and subsequently analyses the quantitative 

results along with the findings from the pilot study which was conducted to test the 

consistency and overall understandability of the research tools. The employee 

responses to the structured questionnaires (Likert scale), together with the responses 

from the pilot study, formed the data set that was examined using both descriptive and 

inferential statistical methods. 

5.1 Introduction 

This chapter explains how statistical outcomes were obtained and how they 

associated with the study hypotheses (H1–H5). This chapter explains the reliability 

analysis and different methods used in statistical inference. The study is centered on 

the behavioural elements of situational leadership, the various facets of employee 

engagement, organizational outcomes, and the measurement of leadership insight, all 

drawn from responses to a structured Likert-scale questionnaire. The results are 

structured in a way that first covers the demographic details of the study participants, 

followed by testing the reliability of the tools employed in the study, descriptive 

statistical analysis, and finally the correlation analysis to determine the relationship 

between the primary variables of the study. 

5.2 Demographic Profile of Respondents (n = 280) 

5.2.1 Age Distribution of Participants 

Most participants are between the ages of 26 and 35, while the second largest group 

is between 36 and 45 years of age. This indicates that the majority of the chosen 

manufacturing employees are young and mid-career. Leadership styles at this point in 

their career can play a significant role in their motivation and engagement at work. 

Younger employees may need more clarity and more direction, while mid-career 

employees may be more open to coaching and task delegation due to their higher 
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level of experience. The very small proportion of employees over 46 years indicates a 

scarcity of older workers and more than likely this is due to the physically demanding 

nature of the roles associated with the labour-intensive manufacturing jobs. 

Table 5.1: Age Distribution of Participants 

Age Group Count Percentage (%) 

18–25 years 16 5.71% 

26–35 years 142 50.71% 

36–45 years 97 34.64% 

46–55 years 21 7.50% 

56+ years 4 1.43% 

Total 280 100% 

 

 

As demonstrated in the table, respondents are largely concentrated in the 26–35 age 

category, indicating a relatively young workforce profile. A significant proportion of 

respondents are under the age of 45, suggesting representation of early- to mid-career 

employees. The low representation of older employees may reflect workforce 

dynamics associated with physically demanding operational roles within 

manufacturing environments. 
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5.2.2 Gender Distribution 

Male employees comprise slightly more than half of the sample, with females 

representing a substantial proportion of the sample population. This indicates a 

relatively balanced gender representation within the sampled manufacturing 

workforce, although male representation remains higher overall. The distribution may 

reflect differences across manufacturing sub-sectors included in the sample, where 

certain industries may have higher female participation while others may remain more 

male-dominated. 

A relatively balanced gender representation may require leadership approaches that 

are responsive to diverse workforce expectations and communication needs within 

operational teams. The small number of respondents identifying as ‘Other’ or ‘Prefer 

not to say’ suggests a very low level of gender non-disclosure within the sample. 

Overall, the sample distribution highlights the presence of workforce diversity within 

the participating manufacturing organisations. 

Table 5.2: Gender Distribution 

Gender Count Percentage (%) 

Male 157 56.07% 

Female 121 43.21% 

Prefer not to say 1 0.36% 

Other 1 0.36% 

Total 280 100% 
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5.2.3 Highest Educational Attainment 

An overview of the qualifications of employees indicates that the employee workforce 

largely possesses skills at the bachelor and diploma level. This indicates that 

employees are more likely to have the requisite skills that would enable them to 

comprehend various forms and models of leadership and respond to them. The 

existence of degree holders is indicative of a workforce that can work in more 

advanced positions that are technical in nature. Employees with diplomas and 

certificates will likely depend more on teaching and coaching leadership styles while 

building their experience. The small percentage of employees with master’s and 

doctorate qualifications is a typical scenario in manufacturing environments, as 

practice-based skills are deemed more important. 

Table 5.3: Highest Educational Attainment 

Education Level Count Percentage (%) 

High School 37 13.21% 

Diploma/Certificate 80 28.57% 

Bachelor’s Degree 143 51.07% 

Master’s Degree 18 6.43% 

56%
43%

1%0%

Figure 2: Gender Distribution

Male

Female

Prefer not to say

Other
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Doctorate 2 0.71% 

Total 280 100% 

 

Figure 3: Distribution of Participants by Education Level 

 

 

5.3 Pilot Study Results (n = 20) 

5.3.1 Purpose of the Pilot Study 

The purpose of this pilot test was to assess the reliability, clarity, and structural 

suitability of the modified Situational Leadership Questionnaire (SLQ) and the UWES-

9 Work Engagement Scale. The goals were to identify items that were ambiguous or 

unclear, evaluate internal consistency, and assess whether the instrument was 

appropriate for use within the manufacturing workforce context. The pilot test helped 

refine the questionnaire before it was distributed to the larger sample group. 

The measurement items used in this study were adapted from established situational 

leadership and employee engagement scale structures to ensure contextual relevance 

to the manufacturing environment while maintaining alignment with the underlying 

theoretical constructs. The adaptation process involved modifying wording and 

contextual references rather than reproducing original instruments verbatim. This 
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approach ensured conceptual consistency while supporting appropriate academic use 

of established measurement frameworks. 

5.3.2 Reliability Analysis of Pilot Data 

Table 5.4: Pilot Study Reliability Analysis (Cronbach’s Alpha) 

Scale / 

Dimension 

No. of 

Items 

Cronbach’s 

Alpha 

Interpretation 

SLQ 16 0.81 Acceptable reliability 

UWES-9 9 0.86 High reliability 

Full Instrument 25 0.89 Strong internal 

consistency 

 

Table 5.5: Pilot Study Reliability by Subscale 

Subscale Items Cronbach’s Alpha 

Situational Leadership Q7–Q11 0.891 

Work Engagement Q12–Q16 0.633 

Outcomes Q17–Q21 0.912 

Insights Q22–Q26 0.898 

Full Instrument Q7–Q26 0.893 

 

It looks like the instrument had good reliability since it showed results from acceptable 

to excellent internal consistency across every dimension. 

5.3.3 Instrument Clarity and Completion Trends 

Table 5.6: Pilot Study Completion & Clarity Evaluation 

Indicator Result Interpretation 

Average completion 

time 

7.4 minutes Acceptable 
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Items flagged as 

unclear 

2 items (8%) Minor revisions 

needed 

Respondent 

acceptance 

100% No dropouts 

Recommended 

adjustments 

Reword two manufacturing-

context items 

Improved clarity 

 

The pilot demonstrated that only two questions needed rephrasing as respondents 

completed the survey with ease. 

5.3.4 Pilot Study Descriptive Statistics 

Table 5.7: Pilot Study Descriptive Statistics (Composite Scores) 

Composite Scale Mean Standard Deviation 

Situational Leadership 3.88 0.64 

Work Engagement 3.95 0.58 

Outcomes 3.97 0.66 

Insights 4.10 0.60 

 

The scores from the instrument indicated the positive perceptions of the leadership, 

engagement, and outcomes of members, thus validating the appropriateness of the 

instrument. 

5.3.5 Decisions Made After Pilot Testing 

There were some decisions made based on the pilot study before the complete study 

could be carried out. First, all pilot study responses were excluded from the final 

dataset so as not to contaminate the primary analysis. Then, some context specific 

questions were changed to improve clarity and coherence to manufacturing vocab. 

Finally, the high reliability scores provided evidence that the tool was consistent 

internally and thus suitable to be used on the entire sample. 



66 
 

5.4 Results Presented Against Study Hypotheses 

Here, I elucidate the primary findings pertaining to the study's hypotheses. By examine 

the statistical correlation of the various styles of situational leadership (independent 

variables) influencing the level of employee engagement (dependent variable) and 

consider the other hypothesis pertaining to leadership adaptability/flexibility. By 

examining the hypotheses using a blend of descriptive and inferential statistical 

methods to ascertain whether the data sufficiently supports the hypothesis. 

5.4.1 Descriptive Analysis of Situational Leadership Styles 

The employees characterizing their direct supervisors' behaviour spoke of five different 

types of leadership behaviour: directing, coaching, supporting, delegating, and 

adaptive leadership. Including adaptive leadership considers flexibility in the 

hypothesis and blends different styles instead of one being categorized as a separate, 

fundamental style of leadership. 

The pattern of responses shows that employees are aware, to a significant extent, of 

the leadership behaviours in question, as most responses were in the ‘Agree’ and 

‘Strongly Agreed’ categories. It was also observed that supervisors, overall, provided 

task direction, offered coaching, provided support, and appropriately delegated tasks, 

to the extent necessary to a given level. 

Most data described the highest level of behavioural consensus under directing and 

delegating. Leading behaviours employees experienced the most, were directing and 

delegating. There was less consensus on coaching and supporting. There was also 

less than average response to adaptive leadership behaviours as compared to 

directing and delegating, showing the most moderate consensus. These findings 

demonstrate the variabilities in situational leadership behaviours employees in the 

manufacturing sector were exposed to. 

Table 5.8: Distribution of Responses for Leadership Styles (%, n = 280) 

Response 

Category 

Directin

g 

Coachin

g 

Supportin

g 

Delegatin

g 

Adaptive/Flexib

le 

Strongly 

Disagree 

3.57% 6.07% 7.14% 4.29% 6.79% 
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Disagree 7.50% 14.29% 16.43% 11.07% 10.36% 

Neutral 18.21% 19.64% 26.07% 19.29% 26.79% 

Agree 51.07% 43.93% 34.29% 42.86% 36.43% 

Strongly 

Agree 

19.64% 16.07% 16.07% 22.50% 19.64% 

Total 100% 100% 100% 100% 100% 

 

               

Most survey respondents claimed that their managers exhibit some facets of 

situational leadership behaviours. Most agreement was for directing behaviour at 

51.07% and was followed by delegating behaviour at 42.86%. This shows that 

employees most frequently encounter leadership behaviours that concern the 

operational needs and the capabilities of the employees regarding the direction of 

tasks and the redistribution of responsibility. The greater neutral responses for 

supportive and adaptive leadership behaviours demonstrate that there is some 

inconsistency in the sample regarding emotional support and leadership flexibility. 

Coaching behaviours also showed inconsistency as 14.29% of employees disagreed 

that this was available. Although the survey showed that there was most presence for 

task-oriented behaviour, this overshadowed the more relationship-oriented behaviours 

that were less common. 
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5.4.2 Reliability of Leadership and Engagement Instruments 

Using the Leadership and Engagement Measurement Scales as the foundation for the 

first assessment of measuring the stability and constancy of the results, as well as the 

measurement scales with the various respondents, has begun. In research pertaining 

to behaviour, as a rule of thumb, a benchmark that is generally accepted is the value 

of a Cronbach's Alpha that is equal to or greater than 0.70. In this behavioural research 

study, all the measuring instruments used in this study reported several of Cronbach's 

Alpha values that were above the accepted benchmark, thus showing that this study 

possessed greater than the acceptable of internal consistency among the measuring 

instruments. Respondents perceived the scales pertaining to the directing, coaching, 

supporting, delegating, adaptive leading, and engaging constructs uniformly, across 

all the supporting respondent groups. In addition, the greater the reliability in the 

measuring instruments the greater the trust in the subsequent correlation and 

regression analysis, as the focus of the behavioural study was the relationships, and 

the behaviour that stemmed from the engagement outcomes of the employees. 

Table 5.9: Reliability of Leadership and Engagement Scales 

Scale Items Cronbach’s Alpha 

Situational Leadership (SLQ) Q7–Q11 0.911 

Work Engagement Q12–Q16 0.853 

Full Instrument 20 items 0.925 

 

The situational leadership scale and engagement scale produced Cronbach’s alpha 

values of 0.911 and 0.853 respectively, indicating high internal consistency. The overall 

instrument reliability score of 0.925 across all 20 items indicates very low levels of 

random measurement error across responses. The results indicate that respondents 

interpreted the measurement items consistently, supporting the suitability of the scales 

for inferential statistical analysis within this study. Strong reliability results also suggest 

that observed differences in responses are more likely to reflect genuine perception 

differences rather than measurement inconsistency.  
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5.4.3 Correlation Between Leadership Styles and Overall Engagement 

We evaluated the behaviours of the leaders to ascertain any correlation with the 

employee engagement levels of the participants in the manufacturing sector. All five 

leadership behaviours: directing, coaching, supporting, delegating, and adaptive 

leadership, had significant and positive results. 

Those who exhibited greater leadership style versatility had a more highly engaged 

workforce and, therefore, greater involvement and focus on the work at hand. This 

illustrates a strong positive correlation between leadership behaviours and employee 

engagement. 

Most respondents showed strong positive correlations with directing and adaptive 

leadership behaviours. Coaching, supporting, and delegating leadership behaviours 

also demonstrated strong positive correlations with engagement, though at somewhat 

lower correlation strengths. This illustrates some variation in correlations among the 

various leadership behaviours. 

Table 5.10: Correlation between Leadership Styles and Overall Engagement (n = 

280) 

Leadership Style Correlation (r) Significance 

Directing 0.422 p < 0.001 

Coaching 0.382 p < 0.001 

Supporting 0.347 p < 0.001 

Delegating 0.364 p < 0.001 

Adaptive/Flexible 0.412 p < 0.001 

 

The analysis indicates that the highest positive correlations with overall engagement 

were associated with directing leadership. This suggests that employees whose direct 

supervisors organized their work and provided them with structure and guidance were 

more likely to be engaged. Adaptive leadership scored at r = 0.412 which suggests 

engagement and the perception of leadership are positively correlated. Coaching and 
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delegating styles of leadership or behaviours demonstrated the same degree of 

correlation but were more negatively associated with engagement than the directing 

and adaptive leadership behaviours. Supporting leadership was the least positive, but 

still statistically positive, associated with engagement. 

The analysis shows that there are varying degrees of relationships that situational 

leadership behaviours have with employee engagement. Even though the data may 

have been assumed to be statistically positive for each behaviour, it has also been 

assumed to be less likely to be due to random chance. In essence, the data 

demonstrated a positive correlation for the different behaviours of situational 

leadership with employee engagement from the data available from the manufacturing 

sector workforce. 

5.5 Results Presented Against Study Hypotheses 

5.5.1 Descriptive Statistics for Engagement Dimensions 

The data shows all three engagement levels of vigour, dedication and absorption 

indicate a positive response pattern. Most respondents agreed with the absorption 

level which shows that many employees were highly engaged and focused on the 

work. Dedication also had a high level of agreement indicating positive feelings of work 

role commitment and purpose. The positive level response of vigour had the greatest 

variability when compared to all engagement levels. 

The positive lingering effect of the engagement at the cognitive, emotional, and 

behavioural level of the employees is also evident. The operational demand, working 

condition, and task intensity variation of the manufacturing role may explain the varied 

vigour response. 

Table 5.11: Distribution of Responses for Engagement Items (%, n = 280) 

Response 

Category 

Vigour 

1 

Dedication 

1 

Absorptio

n 

Vigour 

2 

Dedication 

2 

Strongly Disagree 1.79% 1.43% 2.50% 1.07% 2.50% 

Disagree 6.43% 2.14% 0.36% 2.14% 2.86% 

Neutral 27.14% 17.14% 12.86% 11.79% 20.71% 
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Agree 51.07% 54.64% 46.79% 47.14% 46.07% 

Strongly Agree 13.57% 24.64% 37.50% 37.86% 27.86% 

 

Note: Vigour 1 and Vigour 2, as well as Dedication 1 and Dedication 2, represent 

separate questionnaire items measuring the same engagement dimension using 

different statements within the scale structure. 

Figure 5: Engagement Items 

 

Most participants selected “Agree” or “Strongly Agree” on items about their 

engagement. Over 79% of respondents stated they felt purposeful and committed to 

their work roles. Respondents’ high involvement in their work tasks, which indicates a 

high level of engagement, was 84%. There is a smaller proportion of respondents to 

neutral responses about the amount of physical energy exerted at work, which 

indicates job roles differ to some degree in the physical energy exerted at work. 

Table 5.12: Descriptive Statistics for Engagement Items (n = 280) 

Engagement Item Mean Std. Dev Mode 

Vigour 1 3.68 0.85 4 

Dedication 1 3.99 0.80 4 
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Absorption 4.16 0.85 4 

Vigour 2 4.19 0.80 4 

Dedication 2 3.94 0.91 4 

 

Figure 6: Descriptive Statistics for Engagement Items 

           

The descriptive statistics indicate that absorption recorded the highest mean scores, 

followed by vigour and dedication. Mean scores close to 4 indicate generally positive 

engagement responses across the sample. The modal value of “Agree” across items 

indicates that most respondents reported moderate to high engagement levels. 

Variation reflected in standard deviation values indicates differences in engagement 

experiences across respondents. 

5.5.2 Reliability of Composite Engagement Scales 

Table 5.13: Composite Engagement Dimensions and Reliability (n = 280) 

Engagement Dimension Items Used Mean Score Cronbach’s Alpha 

Vigour Q12, Q15 3.93 0.592 

Dedication Q13, Q16 3.96 0.693 
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Absorption Q14 4.16 — 

 

Reliability analysis reveals some degree of potential dedication but for vigour, there is 

even less, which may have been due to a small number of items that make up each 

composite scale. Absorption’s Cronbach’s alpha cannot be calculated as it was 

assessed using a single measure. 

The mean value captures the different levels of employee engagement, and even 

though the reliability was low, the engagement scores portray constructive comments. 

5.5.3 Correlation Between Leadership Styles and Engagement Dimensions 

Analysing correlation was performed on the variables of leadership behaviours with 

engagement dimensions of vigour, dedication, and absorption. All dimensions of 

leadership behaviours and the engagement dimensions have been measured 

positively and correlated with each other. 

Employees with higher exposure to directing and flexible leadership behaviours, 

reported higher levels of vigour. Coaching and delegating leadership behaviours also 

illustrated under than average vigour. Positive relationship was also illustrated under 

average compared to other leadership behaviours the supporting leadership with 

vigour. 

All leadership behaviours positively correlated with all dedication and absorption 

dimensions. Directing and adaptive leadership behaviours had relatively average 

dedication. Positive relationships were also illustrated average in directing, delegating, 

and adaptive leadership behaviours with absorption. Supporting leadership illustrated 

the least, and still positively, correlations, within the engagement dimensions. 

Table 5.14: Correlation Between Leadership Styles and Engagement 

Dimensions (n = 280) 

Leadership Style Vigour (r) Dedication (r) Absorption (r) 

Directing 0.417 0.393 0.284 

Coaching 0.376 0.362 0.249 
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Supporting 0.339 0.337 0.216 

Delegating 0.367 0.319 0.271 

Adaptive / Flexible 0.403 0.387 0.279 

 

Figure 7: Correlation Between Leadership Styles and Engagement Dimensions 

             

 

Higher levels of employee engagement for all dimension of engagement were 

mentioned by employees who perceived higher exposure to directing and adaptive 

leadership behaviours. The most directing leadership behaviour and engagement 

outcome linkages were found for vigour, dedication, and absorption. 

The results indicate that employees who perceived leadership as providing clear 

structure, guidance, and task clarity reported higher levels of engagement. Adaptive 

leadership behaviours also showed positive relationships across engagement 

dimensions, although at slightly lower correlation strengths compared to directing 

leadership behaviours. Across engagement dimensions, directing leadership 

consistently demonstrated strong positive relationships with engagement outcomes. 

Only moderate positive correlations were formed between different adaptive 

leadership behaviours and various outcomes of employee engagement. However, 

these statistics show that both the structured guidance of tasks and the flexible 
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leadership approach positively correlated with employee engagement within the range 

of manufacturing workers that were surveyed. 

5.6 Results Presented Against Study Hypotheses (H1–H5) 

5.6.1 Descriptive Statistics for Job Satisfaction, Retention, and Performance 

The results being analysed pertain to hypotheses H1, H2, H3, H4, and H5, which 

concern the situational leadership styles (directing, coaching, supporting, delegating, 

and adaptive leadership) and the case variables of employee engagement and 

employee outcomes. 

Most of the respondents displayed constancy with the positive pattern of job 

satisfaction, job performance, and retention. There is a majority agreement, if not an 

outright consensus, among the respondents to the positive outcomes of the 

job/performance and satisfaction, and, Subsequently, there is a positive perception of 

the work outcomes within the cached organisations. 

Though there is a positive perception of retention, there was a larger proportion of 

neutral retention responses as compared to job satisfaction and performance, 

suggesting a differing perception of long-term commitment to the organisation, Overall, 

the perceptions of the workforce with regard to employee outcomes is positive. 

The pattern of these outcomes is consistent to the expectation that positive leadership 

behaviours and strategies positively correlate with perception of employee outcomes. 

This is true, to the extent that these hypotheses survive the statistical tests. 

Table 5.15: Distribution of Responses for Job Satisfaction, Retention and 

Performance (%, n = 280) 

Response 

Category 

Job 

Satisfaction 

Retention 

1 

Loyalty & 

Trust 

Performanc

e 

Retention 

2 

Strongly 

Disagree 

1.79% 1.79% 2.14% 2.50% 4.29% 

Disagree 3.21% 3.57% 5.36% 5.71% 7.86% 

Neutral 18.93% 19.64% 22.14% 16.43% 25.71% 
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Agree 58.21% 48.57% 54.64% 55.00% 46.79% 

Strongly 

Agree 

17.86% 26.43% 15.71% 20.36% 15.36% 

 

Note: Retention 1 and Retention 2 represent separate questionnaire items measuring 

different aspects of retention perception using distinct statements within the outcome 

measurement scale. 

Figure 8: Distribution of Responses for Job Satisfaction, Retention and 

Performance 

            

More than 75% of respondents indicated that leadership behaviours positively 

influence their work experiences, with job satisfaction and performance showing the 

highest positive response distributions. Retention responses were also generally 

positive, although higher neutral response levels suggest some variability in long-term 

organisational commitment perceptions. Loyalty and trust responses also showed 

generally positive distributions across respondents. 

The response distribution indicates generally positive employee outcome perceptions 

across the sampled organisations. The results suggest positive associations between 

perceived leadership behaviours and employee outcome perceptions across job 

satisfaction, retention, and performance measures. Collectively, these descriptive 
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findings provide preliminary support for Hypotheses H1, H2, and H5, which are further 

evaluated using inferential statistical analysis in subsequent sections. 

5.6.2 Reliability of the Outcomes Composite Scale 

The outcome scale data showed that employee job satisfaction, retention, and 

performance items reflect a single construct with high internal consistency. The 

Cronbach’s alpha of 0.878, indicates that the items fall within the same range as highly 

interrelated items. The consistency here suggests that respondents used similar 

frames of reference when responding to the outcome items which increases the 

reliability of the results. Results with high reliability such as these are essential for valid 

analyses, and, in this study, a high alpha score is a strong justification for the 

composite outcome scale. 

Table 5.16: Reliability of Outcomes Scale (n = 280) 

Scale Description Items Cronbach’s Alpha 

Outcomes Composite Q17–Q21 0.878 

 

As a result of a 0.878 value showing a high level of confidence in the \textit{Cronbach's 

alpha} results, it can be argued that the five outcome items measure the same 

construct for the purposes of job satisfaction, retention, and performance. This 

suggests a plausible assumption that the items measure the same construct and fully 

capture the employees’ perceptions on work outcomes as influenced by the leadership 

behaviours. Given the strong internal consistency in Cronbach's alpha, the outcomes 

composite can be trusted for use in other statistical procedures, for example, 

correlations and regression analyses. This enhances the integrity of the study as the 

findings from the outcome items are trustworthy. 

5.6.3 Correlation Between Leadership Styles and Organisational Outcomes 

The results in this section relate to Hypotheses H1, H2, H3, H4, and H5, and the 

correlations from those hypotheses that explain how the different types of situational 

leadership styles and employee engagement relate to one another. Job satisfaction, 
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retention, and performance may not be considered engagement measurement scales, 

but they do have evidence outcomes that connect to the leadership behaviours. It is 

also said that the four main styles of situational leadership, which are called directing, 

coaching, supporting, and delegating, and adaptive leadership behaviour, have 

positive correlations with job satisfaction, retention, and performance, and that these 

are statistically significant. 

The delegating style of leadership shows the highest correlations, meaning that when 

employees are assigned work and responsibilities in accordance with their level of 

competence and readiness to tackle the tasks, they respond positively. Strong positive 

correlations are present for the directing style of leadership, which means that in the 

manufacturing work environment, positive correlations are likely to be found when 

tasks are instructed and work is guided. 

Coaching and adaptive leadership behaviours exhibit positive correlation to the 

organisational outcome variables, but when compared to directing and delegating 

leadership, they are positive with the outcome variables to a lesser extent. Supporting 

leadership demonstrates positive correlations with the outcome variables, but those 

correlations are again of a lesser extent, meaning that even though the employee 

might provide some relational and emotional support, that support is minimally, if at 

all, related to the performance outcomes. 

Table 5.17: Correlation Between Leadership Styles and Outcomes Composite (n 

= 280) 

Leadership Style Outcomes Correlation (r) Significance 

Directing 0.374 p < 0.001 

Coaching 0.371 p < 0.001 

Supporting 0.276 p < 0.001 

Delegating 0.417 p < 0.001 

Adaptive 0.371 p < 0.001 
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Results show that distributing leadership tasks has the greatest positive correlation of 

all the leadership styles with the employee outcome variables, then comes directing 

leadership. This is a repeat of previous research that reported strong positive 

correlations with task-oriented leadership behaviours and employee engagement in 

this sample. 

This correlation pattern shows that employees show positive responses to leadership 

behaviours that strike a perfect balance between giving structured task direction and 

giving the employees the necessary autonomy to complete the tasks. 

Coaching and adaptive leadership styles also reported positive correlations with 

employee outcome variables which shows that flexible leadership and developmental 

direction are positively related to how employees perceive outcomes.  

Relational leadership behaviours are positively related to employee outcome 

variables, but the relationships are much weaker in comparison. This is a sign that for 

the sampled manufacturing workforce, operational and task leadership behaviours 

have much stronger positive relationships with job satisfaction, employee retention, 

and performance outcomes than supportive behaviours. 

5.7 Results Presented as Supporting Evidence Relevant to Hypotheses H1–H5 

The focus here is on the manufacturing workplaces and ways to better understand 

employees' feelings toward situational leadership to support the connection to 

hypotheses H1–H5 to continue building evidence toward employees' engagement with 

the concern about leadership on the flexibility and adaptability of their support of efforts 

relative to the engagement focus of the organization. 

Research Objective Four focused on the use of situational leadership to constructively 

support employees' feelings of engagement and the smooth operation of the entire 

workforce. When looking at the descriptive results for the insights of leadership 

flexibility, a large portion of the respondents showed a clear, strong indication of a 

positive working environment perception toward leadership flexibility and the 

situational application of leadership within the confines of manufacturing. 

The other areas showed a good number of respondents for each category with ‘Agree’ 

and ‘Strongly Agree’ to reflect positive support for leaders and situational leadership. 

Hitting each of the areas for positive perceptions of employees regarding the influence 
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a leader promotes is advanced innovation, the overall wellbeing of the workforce, and 

managing the behaviours of the workforce who show signs of being disengaged. 

5.7.1 Descriptive Statistics for Situational Leadership Insights 

Response 

Category 

Training 

focus on 

flexibility 

SL effective for 

disengagement 

Styles 

improve 

innovation 

Adaptive 

style 

improves 

well-being 

Integrate 

SL into 

policy 

Strongly 

Disagree 

1.43% 1.79% 1.79% 1.43% 1.07% 

Disagree 2.14% 1.43% 1.43% 2.50% 1.43% 

Neutral 6.43% 15.36% 9.29% 9.64% 11.43% 

Agree 45.00% 53.21% 42.86% 47.14% 47.86% 

Strongly 

Agree 

45.00% 28.21% 44.64% 39.29% 38.21% 

 

Figure 9: Distribution of Responses for Insights on Situational Leadership 

        

Most of the people who've completed the survey believe that organisational training 

programmes should include situational leadership training that teaches flexibility in 

leadership. Most people believe that flexible leadership can help managers reduce 
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employee disengagement and assist in innovation-related practices in the work 

culture. 

There were also positive patterns regarding leadership support and employee 

wellbeing and situational leadership being considered in organisational policy. The low 

amount of neutral and negative responses reflects positive perceptions among 

employees regarding situational leadership within the surveyed manufacturing 

organisations. 

There is a positive perception among employees regarding situational leadership as 

an organisational supportive leadership approach. Although these positive perceptions 

do not directly examine the statistical relationship between leadership and 

engagement, they are in line with most positive perceptions of leadership behaviours 

and employee outcome perceptions. 

Table 5.18: Descriptive Statistics for Insight Items (n = 280) 

Insight Item Mean Std. Dev Mode 

Flexibility and adaptability in training 4.30 0.80 4/5 

Leadership effective for disengagement 4.05 0.81 4 

Styles improve innovation 4.27 0.83 5 

Adaptive leadership improves well-being 4.20 0.82 4 

Integrate SL into policy and training 4.21 0.78 4 

 

Analysis of averages indicates that all sample averages are high and this shows that 

a majority of respondents feel that situational leadership significantly enhances 

engagement. Innovation especially shows a high level which shows that a majority of 

respondents feel that adaptive leadership fosters high levels of creativity, problem and 

overall leadership. The strong estimates for disengagement management shows that 

a majority of respondents feel that leadership who can flexibly respond to the 

behavioral engagement cues is for disengagement and overall leadership. The mode 

of average of these estimates also shows that these perceptions are held with strong 
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conviction by a considerable proportion of the population. All the results show that the 

flexibility of leadership is not only useful but also indispensable for the effective 

operation of the manufacturing environments. 

5.7.2 Reliability of Insight Scale 

The results from the IIST (Insight Items) show a high Cronbach’s alpha (0.901), 

indicating in those five IIST items, respondents consistently show the same pattern of 

responding. This confirms the items are indeed measuring the same thing, thus 

reliability of the Insight Scale as a leadership-related phenomena measure is 

strengthened. This is also evidenced, in the case of the Insight Scale, the empirical 

credibility of the subsequent analyses (e.g. the correlations with engagement and 

outcomes). Given this, the reliability results suggest the insight items are effective 

together in capturing the situational leadership employees perceived. 

Table 5.19: Reliability of Insights Scale (n = 280) 

Scale Description Items Cronbach’s Alpha 

Insight Scale Q22–Q26 0.901 

 

Table 1 depicts how the insight scale demonstrated excellence in its constant reliability 

with an alpha score being above \textbf{0.9}. This infers that the items incorporated to 

gauge insights pertaining to situational leadership were likely to be homogeneous in 

that they measure the same underlying construct. This degree of reliability permits an 

assured examination of the employee perception of leaderships ability to adapt. This 

level of reliability becomes even more crucial in the field of organizational studies, 

where perception-based measures tend to be even more diverse. Because of these 

reasons the alpha score indicates and confirms the standing the insight scale has in 

this study. 

5.7.3 Correlation Between Insight Scale, Engagement, and Outcomes 

The analysis reveals that employees who perceive situational leadership to be 

effective tend to have higher engagement and achieve better outcomes. There are 

notable correlations on Insight Scale with engagement (r = 0.580) and with 

organisational outcomes (r = 0.599). 
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While previous sections established direct relationships between leadership 

behaviours and both engagement and organisational outcomes, this is the first study 

that attempts to construct integrative relationships between all three. The evidence 

from this study shows that perceptions of leadership flexibility may result in 

engagement and that engagement, in turn, leads to positive organisational outcomes, 

including job satisfaction, retention intention, and performance perceptions. 

Given the context of this research, the data suggests that employee engagement may 

be the pathway between leadership behaviours and organisational outcomes in 

manufacturing. The data also fills a gap in the existing literature regarding the Southern 

Africa manufacturing sector, considering this sector's unique workforce, operational, 

and leadership structure, and how these may affect employees' psychological and 

organisational outcomes. 

Even though this research study did not formally conduct statistical tests on mediation 

effects, the way the correlations spread relates to leadership behaviour, engagement, 

and outcomes, a situational leadership effectiveness may possibly work through 

employee engagement pathways when affecting organisational outcomes. 

The correlations between leadership insight perceptions and organisational outcomes 

(r = 0.599) are slightly stronger than engagement (r = 0.580) means employee views 

on leadership changes have both direct and engagement supplemented influence on 

the indicators of effective organisation. This means that, leadership adaptability is an 

important organisational capability in the operational manufacturing environments. 

Table 5.20: Correlation of Insight Scale with Engagement and Outcomes (n = 

280) 

Relationship Pearson r Significance 

Insight ↔ Engagement 0.580 p < 0.001 

Insight ↔ Outcomes 0.599 p < 0.001 

 

Results show Absenteeism Situational Leadership insights significantly relate to 

engagement and organizational results. Absenteeism Situational Leadership insights 
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have a greater impact on organizational results. This suggests adaptable leadership 

is even more effective than engagement aligned leadership focused on satisfaction, 

retention, and performance. Such positive motivational leadership is also viewed 

flexible, and with greater organizational support and commitment. The Absenteeism 

Situational Leadership positive impacts on organizational results/tasks strengthen the 

claim that situational leadership is an emotional and behavioural driver of work life 

framework.   

5.8 Summary of Key Quantitative Results 

This section brings to light the central quantifiable results discussed in the chapter that 

pertain to the study hypotheses. The chapter explored descriptive statistics, reliability 

testing, and correlation testing examining the various relationships among the different 

types of situational leadership, employee engagement, and organizational results in 

the research sample from the manufacturing industry. Demographic analysis indicated 

that most participants in the study were between the ages of 26 and 35, consisting of 

slightly more males than females. Also, the respondents were highly qualified, with 

most participants holding a diploma or bachelor’s degree. These demographics are 

critical in providing context to the association between leadership and employee 

demographics in the manufacturing industry. 

Regarding the measurement of situational leadership behaviours, employee 

engagement, organizational outcomes, and leadership perception, the reliability 

analysis indicated that all of those measurement scales exhibited strong or acceptable 

reliability. This means that the sample used the measurement instruments to produce 

accurate and consistent results. 

Concerning Hypotheses H1-H5, the outcomes reflected a statistically significant 

positive relationship between situational leadership behaviours (SLBs) and employee 

engagement (EE) with “Directing” leadership behaviour (DLB) being the most 

positively correlated with employee engagement (EE), while adaptive and delegating 

leadership behaviours (DLBs) follow, Coaching and Supporting leadership behaviours 

(LSBs) also positively correlate with engagement, but the relationship may be too 

trivial to consider. Leadership behaviours (LBs) showed more relationship with 

engagement (EE) vigour, and dedication (E) than with absorption. This reflects that 
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leadership behaviours were more prevalent with employee energy, motivation, and 

commitment to the task rather than with immersion to the task. 

Concerning situational leadership behaviours (SLBs) and the organizational 

outcomes, the results showed a statistically significant positive relationship with job 

satisfaction, retention intention, and performance perception. Among organizational 

outcomes, directing and delegating leadership behaviour (DLB) relationships were the 

strongest, while adaptive, coaching, and supporting leadership behaviours (SLBs) had 

some moderate positive relationships. 

Additional correlations involved the employee’s perception of leadership displayed 

(engagement and organizational outcomes) and showed positive relationships with 

leadership (outcomes). These relationships affirmed the interconnectedness of 

leadership behaviours, engagement, and organizational outcomes perceptions within 

the sampled manufacturing environment. 
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CHAPTER 6: DISCUSSION OF RESULTS 

6.1 Introduction  

This chapter interprets outcomes from the preceding chapter about the definitions and 

context provided in the earlier segmented study about the manufacturing sector. 

Whereas earlier chapter housing the data, this chapter explains findings in the 

essence of the findings and the role of the findings in understanding the relationship 

between the behaviour of the leader and the behaviour of the employee because of 

the behaviour. It seeks to explain the reason why some styles of leadership have been 

beneficial and positively and relationally strengthened the employees and positively 

impacted organisational impact in the manufacturing sector.  

The study aimed to describe the phenomenon of positive influence of some leadership 

styles on employees and the positive organisational impact in the manufacturing 

sector. The focus was the impact of situational leadership behavioural of the 

employees in the manufacturing sector and the positive organisational ends that such 

behaviours promoted, such as job satisfaction, retention intentions and perceived 

performance. Therefore, the discussion interprets this study within the leadership–

engagement–outcomes framework of the study. 

The leadership styles of this study’s data model consisted of organizational dependent 

variables, while employee work engagement was the primary dependent variable. The 

focus was to examine if each of the situational leadership styles had a significant 

positive impact on employee work engagement, and whether the adaptive leadership 

capability magnified this impact beyond single leadership styles. Hence, this chapter 

seeks to evaluate the empirical evidence that either affirms or contradicts these 

relational hypotheses.  

The structure of the chapter presents a summary of major empirical findings first, prior 

to delving into a more detailed discussion of the findings in relation to each hypothesis. 

Subsequently, the chapter presents a comprehensive analysis of the interrelation 

between leadership, work engagement, and organizational outcomes, and the 

theoretical, pragmatic, and situational/contextual implications of the outcomes. The 

chapter concludes with the study’s limitations and a segment in which the researcher 

provides recommendations for future studies. 
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6.2 Overview of Key Empirical Findings 

All the different formats of situational leadership were engaged positively by the study 

participants, although the degree of engagement varied. By far the most extreme 

engagement came from participants interacting with the delegative and directive 

leadership styles. Here, employees valued the combination of clarity of tasks together 

with trust and autonomy. Coaching and supporting, while positively engaging 

employees, did not do so as strongly as the others. This suggests that in the 

manufacturing context, coaching and supporting are styles that engage employees 

only to a secondary degree.  

There was a study of pronounced positive correlation between the engagement of 

employees and the outcomes of the company. Employees who presented engaged 

behaviours, in addition to being productive, expressed greater satisfaction in their jobs 

and had a high intent to remain in the company. The findings of the study indicate that 

employees' engagement acts as a driver, facilitating the leadership behaviours to 

achieve outcomes for the organization. The findings also show that adaptive 

leadership, while positively correlating with engagement, does not create stronger 

engagement levels than dominant, directive, or delegative leadership styles. This 

suggests that adaptive leadership is perhaps more of an ancillary or supporting 

leadership style than a primary or dominant engagement driver. It appears that 

employees appreciate adaptive leadership, and while this is often the case, it does 

appear that adaptive leadership alone, in the absence of a clear leadership structure, 

and role definements within the leadership team, is less potent than adaptive 

leadership with a more defined structure, roles, and greater guidance. 

Flexible leadership style is more appreciated than leadership styles that are rigid and 

is best used within the context of strong task definition. These findings provide the 

opportunity for the theoretical contextual range to be further expanded in subsequent 

sections. The empirical data confirm that situational leadership, in the form of an 

extension or interpretation of structured industrial environments, is alive and relevant. 

It appears that the effectiveness of leadership, however, is determined by the 

operational demands, the allocation of the workforce (or operating team) capacity, and 

the organizational structure. 
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6.3 Discussion of Results Against Study Hypotheses 

5.3.1 Discussion of Hypothesis 1 (Directive Leadership → Engagement) 

The style of leery of control leadership has been found to be correlated with employee 

engagement, but only in the context of the manufacturing industry, and only in that 

context, of leery of control has a practical correlation. This is because the 

manufacturing industry is the most process-oriented and controlled of all industries, 

therefore the operational efficiency of a manufacturing unit depends on a well-

constructed and well-executed micro definition of each of the tasks involved. In 

manufacturing industry context, Alefari et al. (2020) describe the need for leader- ship 

that is sophisticated enough to create and sustain productivity and control the process 

flow. Schaufeli (2021) states that a clear understanding and common agreement on 

the roles, objectives, and criteria to be achieved is when employees are most likely to 

raise their engagement. In technical environments, Ngwenya and Pelser (2020) 

indicate that leadership in a structured organization can enhance employees' 

psychological safety. Therefore, in the discussed contexts, leery of control leadership 

style operationally defines control, while psychosocially, it encourages employee 

engagement by providing clear and predictable structures around the work tasks. 

The evidence aligns with the situational leadership model of readiness research 

conceptualizations of lower task ambiguity requiring more normative (more directive) 

behaviours. Del Pino-Marchito et al. (2025) note that the situational leadership model 

is most effective with an optimum leadership style, employee readiness and task 

challenge fit. Considering that mistakes in lean manufacturing are damaging to the 

operational bottom line, O’Connor et al. (2022) indicate that such situations appreciate/ 

require clear and direct guidance. Peral and Weitz (2025) argue that in more 

constrained contexts, the engagement is mainly the result of competence signalling 

rather than relational leadership. This implies that in the South African manufacturing 

sector, and in relation to the larger institutional context of South Africa, the higher 

degree of directive leadership reflects a compliance/commitment paradox, with a 

predominant focus on the operational/functional instrumental dimension of the task 

and little regard to the psychosocial/emotional dimension. 
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6.3.2 Discussion of Hypothesis 2 (Coaching Leadership → Engagement) 

In regard to the impact coaching leadership has on employee engagement, this impact 

is positive, but rather the impact that more direct leadership is likely to be more 

significant in the engagement phenomenon, within the operational context. Woodard 

(2022) suggests that this phenomenon occurs primarily because coaching leadership 

fosters an employee's perception of his or her competence, and that the attainment of 

a particular level of competence revitalizes the employee’s desire to learn even more. 

Dong and Zhong (2022) suggest that a supportive leadership style characterized by 

the cultivation of the team under him/her tends to increase the level of psychological 

engagement, and the impact of this style tends to be more pronounced over time. 

Pratama et al. (2021) also suggest that coaching leadership tend to increase the level 

of psychological engagement, because of the perception that the leader is expending 

developmental effort. All of this suggests that coaching is important, however, it should 

be considered a secondary engagement tool, after a particular level of technical 

competence is attained. 

The less strong impact than directive style leadership may be due to the workforce 

and technical sophistication related to the manufacturing job functions. For Belinski et 

al. (2020), in the context of Industry 4.0, there is a strong operational control 

dependence, but there is also a strong requirement for operational control to be 

supplemented continuously. Hansen et al. (2024) argue that in mature organizations, 

the need for a developing supervisory role is low. Autonomy in problem-solving is also 

preferred by manufacturing employees, according to Ramesh et al. (2023), when they 

reach the foundational level of competence. All these seem to suggest that coaching 

leadership may enhance operational engagement over the long run; however, in 

manufacturing workplaces that are technologically homogeneous, it is highly probable 

that coaching leadership is not the most decisive factor for operational engagement. 

6.3.3 Discussion of Hypothesis 3 (Supporting Leadership → Engagement) 

The positive, though weak, correlation between concern and leadership suggests 

concern is, if anything, peripheral and not central, to the engagement phenomena in 

manufacturing. Cheung and Wu (2023) posit that concern leadership enhances 

engagement via emotional trust. Supportive leadership is considered important during 

ambiguous and or crisis situations by Farid et al. (2021). In Puni et al. (2021) claim, 
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and in isolation, emotional leadership is the reason for the extraordinarily few cases of 

performance-related engagement being spurred in the manufacturing sector. 

Employees may appreciate emotional support, but in a manufacturing setting, where 

the workload is substantial, emotional support is unlikely to stimulate work 

engagement. 

The organizational culture/interface provides an explanation to this behaviour. In 

Africa, within the industry, Lerutla et al. (2025) reference instances of comparatives of 

equal balancing of positional authority and relational respect for leaders. Supportive 

case of leadership (Chanana and Sangeeta, 2021) comes out stronger in instances of 

emergency or crises and remote work. Leadership is argued when emotions are 

triggered (Rahmadani et al. 2020). In stabilizing high-performance environments, 

emotional support becomes more of stabilizer role rather than a driver of engagement. 

However, it is more of glue to the team, and in addition, the presence of clearer or 

directive leadership is likely to ensure operational efficiency. 

6.3.4 Discussion of Hypothesis 4 (Delegating Leadership → Engagement) 

The employee engagement exemplifies the growing trusting link and autonomy along 

with the delegated leadership to skilled manufacturing employees. Sabil et al. (2023) 

support this with optimal performance saying delegation is a championing the 

employee/ company match. Wang et al. (2023) explains that the more autonomy an 

employee is given, the more psychologically they possess the task, thus the more 

engaged they will be. Kissi et al. (2024) Engagement is the most Mediating Variable 

of the relationship leadership involvement and employee’s empowerment, and 

performance. It can most likely be stated that employees appreciate the leadership 

support to the engagement with the constructive and decisive parts of their job. 

The world manufacturing literature demonstrates autonomy and engagement as 

positive. Medeiros et al. (2025) have noted that lean manufacturing success hinges 

on employee engagement. Digital Manufacturing, Dióssy et al. (2025) argues that 

leadership fostering Operational Ownership of the employees is directly linked to 

performance. Neuber et al. (2022) is the relationship engagement and performance 

found in all the Industrial sectors. Therefore, across sectors, employee operational 

ownership (reflected leadership) and positive performance are essential. 
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6.3.5 Discussion of Hypothesis 5 (Adaptive Leadership → Engagement Strength 

Comparison) 

Adaptive leadership has shown that it correlates well with engagement. However, 

there are no instances of engagement proving of greater strength than predictive 

leadership. Seidel and others (2025) say adaptive leadership is the ability of leadership 

to modify behaviours based on what is needed operationally. Francisco and Nuqui 

(2020) state that adaptive leadership is the most visible where there is uncertainty in 

the environment. Zamzam and others (2023) state that the flexibility of leadership is 

what aids the organisation in the improvement of the engagement of the employees. 

The evidence suggests that adaptive leadership is operating as some sort of 

behavioural meta-capability and not as a single leadership style. 

The data indicates the need for clarity in engagement and flexibility, as well as the 

need for a dominant directive in manufacturing. Orkamo and others (2025) state that 

adaptive leadership can work for enhancing performance when there are balanced 

systems. Yu and others (2024) state that leadership that is flexible enhances the 

resilience of the organisation as opposed to the execution of tasks on a day-to-day 

basis. Alamri (2023) states that flexibility that is transformational enhances 

engagement when it is based of a structure of performance. These trends show that 

adaptive leadership enhances the stability of engagement over time, and directive 

leadership enhances the immediate engagement of operations, thus putting a spotlight 

on the need for enhanced leadership in complex manufacturing areas. 

6.4 Integrated Variable Relationship Discussion 

6.4.1 Leadership Styles  

The data shows that employee engagement acts both as a behavioural and a 

psychosocial channel through which leadership impacts organizational outcomes. 

Schaufeli (2021) describes engagement as a cognitive, emotional, and behavioural 

phenomenon that is directed towards (and subsequently impacts) retention and 

performance outcomes. Schaufeli (2021) describes that engaging leadership 

behaviours foster employee energization by providing clear, trustful, and 

psychosocially safe structures of meaningful work. Kissi et al. (2024) state that, in 

leadership studies, engagement as a construct often lays in the causal pathway of 

leadership behavioural engagement and organizational performance outcomes. 
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Neuber et al. (2022) show that engagement as a construct, regardless of the type of 

work environment, is associated with increased productivity and performance. The 

data shows that leadership behaviours not only psychosocially engage but also 

demonstrate direct outcomes. 

This study aims to analyse the different leadership styles and the resulting impact on 

organization outcome starting with developing specific initiations of engagement. The 

authors Wang et al, (2023) argues that leadership sends behaviours engagement on 

psychological levels on the perception of mobilizing organizational support, The 

authors also state that, Dong and Zhong (2022) in reference to engagement, 

responsible leadership most positively engages because of trust and need 

satisfaction. Engagement as a behavioural state is a primary construct, and in its 

absence, the relationship between leadership and performance is very diluted and this 

is what Zamzam et al. (2023) try to explain. Zamzam et al. state that, in relation to 

manufacturing, the pattern of responses shows that employees modulate their 

organizational task commitment and operational temperature and their performance, 

and their retention intentions to operational temperature. 

The pathways demonstrate relational alignment with the dynamics involved in the 

manufacturing industry, where, from an operational perspective, engagement is the 

only variable that can be quickly and easily converted to measurable output 

performance. As described by Alefari et al. (2020), engaged employees are more likely 

to be present and more critical to the process and the standards of quality. Medeiros 

et al. (2025) argues that in all the possible variables that are crucial for maintaining 

operational efficiency and continuous improvement, the most important factor is 

employee engagement. Out of all the existing types of engagement, leadership 

engagement is most likely to sustain the continuous flow of production and the 

integration of the teams, according to O'Connor et al. (2022). The pathway model 

illustrates the growing power of engagement as a performance multiplier within the 

context of organized manufacturing systems, and by extension, the integrated 

pathway model illustrates that within the context of leadership, engagement has an 

indirect effect on performance as opposed to direct impact, and therefore, constitutes 

a performance multiplier. 
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6.4.2 Role of Leadership Insight  

Flexible leadership is perceived positively in terms of both employee engagement and 

organizational performance. Defining flexibility, employee engagement is described as 

integrated trust and engagement. Positive leadership perception hinges on 

psychologic trust. Addressing ambiguity and role confusion increases engagement, 

enhanced by the perception of flexible leadership. Leadership insight, at least 

informally, seems to bolster the leadership-engagement-outcomes nexus. Employees 

may be positively engaged because of leadership providing psychologically the 

supportive and responsive role (Rahmadani et al, 2020). Leadership, as stated by 

Alamri (2023), is Examiner’s gaps, at least to some extent, may be addressed with 

insight into leadership. This example shows where there is room to positively reinforce 

the individualistic leadership-engagement nexus. In the case of leadership in the 

African context, there is likely to be effectiveness in leadership that is contextually 

specific in contrast to the more traditional and static variances of leadership. This is 

what is stated by Peral and Weitz (2025), in that leadership actions are contextualized, 

and leadership styles are experienced and interpreted differently across contexts. For 

Chanana and Sangeeta (2021), the leadership phenomenon in the face of uncertainty 

is described as the most prominent in the continuum of leadership engagement. The 

evidence is a pointer to the execution of leadership with more flexibility and ii. the more 

insight in leadership as advantageous to the situational leadership theory particularly 

as the context specific industrial climate is likely to dictate to the leader the appropriate 

behaviours and concurrently elevate the engagement and performance despite the 

employees. 

6.5 Theoretical Implications 

6.5.1 Extension of Situational Leadership Theory in Emerging Market 

Manufacturing Context 

Specific leadership styles can help with operational and sustainable goals of the 

organization, and so situational leadership theory remains applicable (Del Pino-

Marchito et al. 2025). There is not much empirical research on situational leadership 

theory because of operational and structural constraints that may give restrictive 

manufacturing ecosystems. Leroy et al. (2025) state that in African firms, a leader is 

effective if and only if the leader adapts and works through the situational and 
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contextual fluidity of the environment. In the structural transformation of the industry 

aimed at the human factor, Seidel et al. (2025) point to the greater need for leadership 

that is primarily more transformational. 

This focuses on the contrast task-positive and relational types of organizational 

structures. Manufacturing for Alefari et al. (2020) talk about the operational clarity, 

operational efficiency, and operational compliance focusing because of the demands 

of the production. O'Connor et al. (2022) talk about a certain type of managerial style 

in lean manufacturing, which means that there is a need to motivate and exert control 

over work at that level. Concerning the operational transformation approach Dióssy et 

al. (2025) states that a leader is required to find the middle ground between control 

and approach the flexibility. While a more relational type of leadership is likely to 

dominate the more service parts of the organization, in the more task parts of the 

organization, the degree of situational (or flexible) leadership is likely to be 

considerably higher. 

Ramesh et al. (2023) argue that in some manufacturing contexts, the situational 

leadership theory neglects the importance of behavioural dominance and focuses 

more on the specifics of the performance context. They claim that in manufacturing 

industries, \organizational flexibility constrains leaders flexibility to adapt” (Ramesh et 

al. 2023). With respect to the puzzling pivot of the technological disruptions where the 

leader’s organizational role could lean towards some equilibrium and others a 

disequilibrium, Hansen et al. (2024) state that \regarding the leader, the organizational 

capacities become inoperative.” Dacre et al. (2024) pinpoint the overwhelming 

dominant imbalance of the leader’s bias in the human-centric leadership approach 

during the disruptive periods of sustainable manufacturing. This justifies the rationale 

of the claim that situational leadership theory has to examine the structure of 

performance situational complexity as a border within/outside of which a leadership 

style could be effective. 

6.5.2 Contribution to Leadership–Engagement Literature 

Balancing the impact of both directive and delegating leadership appears to have 

reinforced the engagement-process model with the aid of literature within the industrial 

environment. Engaging leadership, as Schaufeli (2021) outlines, entails expectation 

accountability and psychological empowerment. Kissi et al. (2024) point out that the 
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strongest impact of leadership styles on performance occurs when there is 

engagement mediation, and the outcome is engagement driven at the behavioural 

level. In all organizational contexts, Neuber et al. (2022) demonstrates that 

engagement results in increased performance variability and productivity. It empirically 

justifies that the engagement resulting from the clarity of directive leadership, as 

opposed to delegating leadership, sustains engagement by offering the autonomy and 

trust in one’s ability. 

The findings suggest that supportive leadership is less effective in high-structure 

industrial contexts when coupled with clarity of tasks. Organizational contextualization 

is important, as Cheung and Wu (2023) note that supportive leadership has a positive 

effect on engagement, although this influence varies across contexts. Supportive 

leadership is, according to Farid et al. (2021), less effective in operationally structured 

environments as compared to more psychologically demanding ones. Supportive 

leadership is most effective in environments with high relational and instrumental tasks 

(Puni et al. 2021). This indicates that supportive leadership is more likely to apportion 

engagement ‘stabilizer’ rather than ‘producer’ role in manufacturing settings. 

The study contributes to the body of knowledge in support of leadership pluralism 

rather than leadership exclusivity. “The barriers to sustained engagement are more 

easily crossed with the involvement of leaders at multiple levels of a system” (Van Tuin 

et al. 2021). “Leader’s behaviours at different levels of a system (i.e. multi-level 

leadership) are likely to sustain engagement over time and across different contexts” 

(Wang et al. 2023). “The leadership predictors of employee engagement are likely to 

vary for different cultural and organisational contexts” (Peral and Weitz 2025). This 

leads to the conclusion that for employee engagement to reach optimal levels, a 

pluralistic approach to leadership, or the combination of different leadership styles 

must be preferred over an authoritarian approach. 

6.5.3 Conceptual Contribution  

This study attempts to enhance understanding of adaptive leadership by reframing it 

as a capability of leadership rather than a singular leadership style. While Seidel et. al 

(2025) views adaptive leadership as a constructive organizational ability that people-

focus transforming in a sector, Seidel et al. (2025) adaptive leadership is a people-

transformative ability. Orkamo et al. (2025) claim that for leadership to be effective, 
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there must be leadership adaptiveness as it is closely tied to the outlined intricacies of 

leadership. Giergia et al. (2025) assert that for situational leadership to be effective, 

there must be an element of leadership preparedness. Hence, the study posits that 

adaptive leadership is best understood as a fragment of leadership agility, that 

dimension of leadership which contains the ability to shift and/or pivot between the 

directive, coaching, supporting, and delegating behaviours. 

Adaptive leadership is explained as behaviour integration instead of behaviour 

dominance. Yu et al. (2024) among leadership theorising suggest adaptive leadership 

describes and underlines resilient organisational responses to obstacles. Alamri 

(2023) mentions that embracing flexible and psychologically empathetic leadership 

behaviour as a function of employee demand may stimulate higher employee 

participation. Along the same lines, Rahmadani et al. (2020) define psychologically 

positive and constructively satisfying leadership as adaptable and responsive to 

participation. Therefore, adaptive leadership is viewed as an engagement multiplier 

not in a direct sense as a primary engagement driver, but through the focus on 

participative leadership behaviour. 

The difficulties encouraging the development of theories changing adaptive leadership 

theory to leadership agility theory outline the forecasting of theorizing. Most employee 

engagement of the operational context of leadership behaviour is regarded of the 

context of the behaviour displayed. Alongside this goes the assertion that for systems 

of organizational learning to be effective, leadership must be more flexible, or 

adaptable, than rigid. Furthermore, the more flexible leadership theorists plan to be, 

the more they theorize about the future of leadership. It is therefore plausible to posit 

that the upcoming theorization of the situational leadership models should treat 

flexibility as a meta competency that resolves situational leadership paradox across 

multiple operational contexts. 

6.6 Practical Implications for Manufacturing Leadership Practice 

6.6.1 Leadership Development and Training Implications 

This case study shows the need for developing leadership strategies in the 

manufacturing domain to understand the degree of prescriptiveness/selectiveness in 

the leadership style of the industry. Operative consistency, role clarity, adherence to 

OSHA, and disciplined production require a ‘prescriptive’ style of leadership. In 
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contrast, the ‘motivating’ factor of a delegative style of leadership is the recognition of 

a professional’s ability and the provision of the required (or sufficient) freedom to the 

employee. Motivating, clarifying and engaging are Schaufeli’s (2021) perspective of 

empowering. From a situational leadership view, Sabil et al. (2023) observes that 

employee performance is optimal when the leadership style in practice is the best fit 

to the competence of the employee. This implies that developing leadership skills may 

require a focus on the ability of the leader to both clearly and constructively outline 

tasks, and to permit the employee a degree of freedom to take responsibility for the 

outcome of the tasks or processes. 

A new trend in leadership training is to teach practitioners how to incorporate 

behavioural versatility as an integral part of their practice. Seidel et al. (2025) 

emphasize the need for versatility in leadership to respond to varying complexity in a 

workforce as well as varying degrees of ambiguity in an operational cycle. Leaders 

who successfully pivot their style to incorporate both the dominant and the submissive 

styles of liberating leadership achieve effective results. This means that for effective 

leadership style training to take place, the emphasis should be on going beyond the 

practice of a single style to include the ability to perform a thorough situational analysis 

and the behavioural versatility to accommodate the fluid operational situation and the 

diverse workforce. 

6.6.2 HR and Organisational Policy Implications 

The findings suggest a need for manufacturing companies to incorporate aspects of 

situational leadership into their organizational leadership competencies. This makes 

situational leadership operational for leadership evaluations and adds behavioural 

flexibility and relational work with the impacted employees. For Lerutla et al. (2025), 

the leadership responsiveness within Africa will largely depend on the ability to reach 

out and extend her guiding hand to the involved parties. The guiding frameworks of 

Peral and Weitz (2025) corroborate that the dominant leadership behaviour that is 

likely to elicit employee engagement is different from one organizational setting to 

another. This reiterates the need for contextual specificity in designing leadership 

competency frameworks. 
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The performance management and talent development systems should include the 

situational leadership model. When assessing leadership performance, one must 

consider the degree of employee engagement, team development, and your capacity 

to bring about changes in the organizational processes. Kissi et al. (2024) state that 

the success or failure of an organization boils down to the leader and the extent to 

which he/she involves the employees. This is also backed by Wang et al. (2023) where 

he argues that organizational performance is bound to increase with effective 

leadership because such leadership can utilize the employees' latent psychological 

potentials. This is to confirm that situational leadership i n the organization’s HR 

practices will enhance employee involvement and organizational performance. 

6.7 Contextual Implications for South African Manufacturing Sector 

The study corroborates the South African manufacturing sector's reliance on the 

alignment of leadership approaches with the skill set distribution among the 

employees. Where the manufacturing employees possess heterogeneous skills and 

the production workflow requires a high degree of synergy and adherence, the 

adoption of a directive leadership style is deemed advantageous. For the 

manufacturing environment that entails a considerable amount of technological 

complexity and operational accuracy, a leadership style that is prescriptive is 

warranted. The operational heterogeneity and technical homogeneity of the workforce 

exemplify the importance of situational leadership. 

In South Africa's manufacturing sector, the leadership style's effectiveness is heavily 

dependent on the risk factors present within South Africa's manufacturing risk and 

supply chain volatility, energy resource scarcity, and poor infrastructure. Manufacturing 

leaders need to display clear, stable, and decisive leadership. Adaptive leadership is 

also crucial for such organisations to retain operational staff during periods of 

disruption and to help maintain operational staff during periods of high manufacturing 

demand. 

Leaders' effectiveness can also be associated with the demographic characteristics of 

the workforce in specific sectors. More youthful and technologically educated 

workforce cohorts may be more responsive to leadership that balances structure and 

clarity with freedom, ownership, and opportunities for further development. From this 
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study, it can be posited that leadership with coaching and delegation is in close 

relations to the development of the workforce and the operational control. 

The post-crisis industrial recovery makes the need for leadership adaptability urgent. 

Manufacturing firms are affected by global supply chain disruption, technological 

shifts, and changes in the labour force. Leadership that ensures the confidence of the 

workforce, the clarity of the processes, and the innovative capacity is bound to be the 

most significant for the prolonged recovery and for the competitive edge of the industry. 

6.8 Study Contribution to Knowledge 

The study contextualizes empirical findings of situational leadership effectiveness in 

the context of an emerging market manufacturing environment. South African 

situational leadership theory studies are few and far between and are almost non-

existent for studies that focus on structured industrial environments. The findings show 

situational leadership behaviours theory performance framework that is contextually 

dependent on operational structure, skill matrix of the labour force, and environmental 

ambiguity. 

In this regard, the study also demonstrates the conceptual integration of leadership 

behaviours, employee engagement, and organisational performance outcomes. It is 

the integration of the model that reinforces the existing leadership–employee 

engagement literature. Notably, the study clarifies and establishes the pathway 

relationships, as opposed to the isolated variable relationships, within the leadership 

engagement framework. 

The study empirically validates situational leadership relationships with quantitative 

data from employees in the manufacturing sector for situational leadership theory. The 

findings indicate that leadership effectiveness is dependent on the environmental 

structure's intensity and the distribution of the skill set within the workforce. This sets 

the stage for future exploration of contextual moderators within leadership–

engagement relationships. 

6.9 Limitations Influencing Interpretation of Results 

The cross-sectional study does not allow establishing cause and effect relationships 

between leadership behaviours and engagement along with organisational results. 

Current findings only demonstrate relationships that exist at one moment in time but 
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not over time. With the focus on one moment in time, the present study stands to 

benefit greatly from the longitudinal research stream so that the researcher can better 

explain the ways in which leadership behaviours affect engagement and sustainability 

of performance. 

Self-report data brings in the threat of response bias. Employees may perceive 

leadership behaviours and engagement to be at a level which is either higher or lower 

than what is the case based on their subjective observation rather than some objective 

behavioural reporting. While reliability testing has shown acceptable internal 

consistency, the limitations of perceptual data is an unavoidable reality in the study of 

organisational behaviour. 

Concentration in one sector may confine the findings to the manufacturing industry 

which can be a limiting factor in the generalisability of the findings. There are likely to 

be similar, but different, patterns of leadership effectiveness in the service or the 

knowledge-based industries where some relational leadership behaviours may be 

more dominant in the development of employee engagement. 

Not conducting formal mediation tests lacks the methodological rigor to statistically 

demonstrate that engagement does act as a mediator between leadership and 

organisational results. While there is a theoretical and correlational justification for the 

relationships, subsequent research adopting structure equation modelling or 

mediation analysis will be necessary to substantiate the relationships as cause and 

effect. 

6.10 Recommendations for Future Research 

The range of organisation can be used to measure actor engagement is virtually 

limitless. Other things being equal, future empirical work should investigate the formal 

mediation of employee engagement to determine if it statistically mediates various 

leadership styles and their consequences toward an organisation. While pathway 

relationships can be established, mediation relationships involve more advanced 

techniques, such as structural equation modelling, regression-based mediation, and 

various simulation methods. Kissi et al. (2024) demonstrates that, to some extent, 

engagement, especially in formal employment, mediates the leadership-performance 

relationship; Rahmadani et al. (2020) posits that, from the behavioural sciences 

perspective, satisfaction and engagement are psychological mediators in the 
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leadership performance relationship. The initial studies in the field of engagement 

mediation will clarify the models and the theory, and the relationship of leadership and 

engagement will be stronger. 

Future studies should aim to be longitudinal in order to comprehend the sustainability 

and causal mechanisms of the behaviour. This will allow researchers to identify and 

analyse the evolution of leadership behaviour and engagement over an extended 

period. Examining leadership behaviour through a cross-sectional approach will result 

in a fragmented view of the phenomenon, leading to a loss of the relevant systemic 

context. Mäkikangas et al. (2022) illustrates the phenomenon where the rate of change 

of employee engagement and the rate of change of the surrounding environment and 

the organization is not aligned. 

While the analysis appreciates the efficacy of leadership, it is Yu et al. (2024) who 

takes the lead most comprehensively explaining the effectiveness of leadership using 

the most time-based approach of behavioural tracking through periods of 

organisational disruption. This demonstrates the need for longitudinal studies as the 

primary impact of cyclical operational change on behavioural engagement and 

performance is described as the leadership behaviour that instigates stability and 

retention. 

Cross-sector comparative studies may expand understanding of situational 

leadership. Leadership effectiveness depends on the situation. For example, 

knowledge and service-based industries differ from manufacturing industries where 

there are more task structuring and operational control. Leadership engagement 

predictors are context specific (Peral and Weitz, 2025) within work design, 

organisational structure, and specific psychological/cognitive frameworks influenced 

by leadership behaviour (Wang et al., 2023). This line of inquiry may determine 

whether a particular balance of directive and delegative leadership is characteristic of 

the manufacturing sector or of something more universal.  

When considering the effect of different leadership styles on employee engagement, 

a case can be made for including organisational culture and psychological safety as 

moderating variables. Where psychological safety exists, supportive leadership 

becomes even more impactful (Farid et al., 2021). The combination of psychological 

safety, organisational commitment, and cultural alignment is a notable addition to 
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engagement literature (Ly, 2024). Including moderating variables within situational 

leadership may allow for more robust theoretical contributions by articulating the 

specific contexts in which situational leadership demonstrates its fullest effectiveness. 

The study of situational leadership will shift from measuring direct effect to focus on 

conditions under which leadership is effective, thereby broadening situational 

leadership research. 

6.11 Chapter Summary 

This chapter covers the findings of the study concerning research hypotheses, 

theories of situational leadership, and literature on employee engagement. The five 

leadership styles show positive relationships with employee engagement; however, 

some show that the relationships are stronger. The greatest relationship was present 

in the case of Delegating and Directive leadership in which role (task) clarity and trust 

autonomy, (as was the case with engagement) were present in the structured 

manufacturing engagement positive contexts. The findings help situational leadership 

theory by showing how effective leadership is in structured industrial contexts.   

The findings affirm the situational leadership theory and the significance of contextual 

analysis in the context of emerging markets manufacturing. The study provides a novel 

perspective on the leadership–engagement literature by demonstrating that the 

leadership behaviour configuration is more crucial than the prevalence of a particular 

leadership style. The findings indicate that manufacturing leadership is more effective 

when there is a high adaptive leadership capacity to equilibrium a supportive and 

instructive (structured) as well as a delegative (empowered) leadership approach. The 

following chapter presents the study's overview findings and conclusions with 

suggestions on the leadership, organizational policy, and prospective research growth 

based on the study findings. 
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CHAPTER 7: CONCLUSION AND RECOMMENDATIONS 

7.1 Introduction 

This chapter outlines the study's conclusions stemming from the quantitative analysis 

paired with empirical findings from the study's flagship analysis involving 20 

participants, and the study's analysis involving 280 participants. Here, the most 

relevant findings with regards to the South African manufacturing sector and the 

effects of situational leadership and employee engagement, job satisfaction, retention 

intention, and perceived performance are presented. 

This chapter describes the evaluated results of the study in correspondence with the 

initial objectives of the study to close the gap of the research loop established in 

Chapter 1. Further, the chapter describes the theoretical and practical contributions of 

the study, offers recommendations to organizational policy and leadership practice, 

and delineates the limitations of the study and directions for further research. 

7.2 Principal Findings 

7.2.1 Findings Related to Objective 1: Relationship Between Situational 

Leadership Styles and Employee Engagement 

This research indicated that it has been confirmed that various aspects of situation 

leadership show a positive impact on employee engagement in manufacturing. When 

looking at all the various factors, the impact of the direct and delegate leadership styles 

on employee engagement was the strongest. Employees appreciate positive 

leadership that combines and balances path direction and trust with the employee's 

autonomy.    

Regarding coaching and supporting it was mentioned that positive leadership relations 

was valued, but regarding employee engagement the impact was less. Relational 

leadership, in traditional structured industrial environments, serves more to perpetuate 

employee engagement rather than driving it. 

7.2.2 Findings Related to Objective 2: Influence of Leadership Styles on 

Engagement Dimensions 

Research confirmed that situational behaviour impacts all three components of 

engagement: vigour, dedication, and absorption. In terms of vigour, energetic 
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investment and effort of employees is encouraged by Directed leadership, as it 

establishes clear expectations and an organized structure for tasks. 

 

In the case of Delegating leadership, they have sustained relationships with dedication 

and absorption. This means that for an individual to singularly focus on something, 

and sustain that Psychological Absorption, they need to have autonomy. For people 

to have the ability to concentrate psychologically on something, they must possess the 

psychological focus to do so. The behaviours of coaching and supporting dimensions 

have relationships that are moderate when compared to the rest. This is likely because 

they want to focus on the emotions of an individual and help them gain confidence, as 

opposed to simply encouraging the individual to improve the level engagement. 

The components of engagement, especially in manufacturing environments, are 

strengthened when task autonomy and support are combined. Support alone is not 

enough. Clarity and autonomy also are highly impactful, especially when compared to 

solely relational support. 

7.2.3 Findings Related to Objective 3: Impact of Situational Leadership on Job 

Satisfaction, Retention and Performance 

The results showed the presence of positive relations between situational leadership 

behaviours and organisational results including job satisfaction, retention intention, 

and perceived performance. Of the different leadership styles, the delegating 

leadership style showed the strongest relationship with organisational results 

especially with the results that are performance related.  

Robust relationships were also seen between directive leadership and organisational 

outcomes, which once again established the need for and value of clarity, structure, 

and guidance in operationally focused, performance driven environments. Coaching 

and Adaptive leadership show moderate, positive relationships with outcomes and 

Supporting leadership, although weaker, still suggests positive outcomes. Empirical 

evidence shows leadership behaviours affect organisational results directly and 

indirectly through the engagement of employees. 
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6.2.4 Findings Related to Objective 4: Leadership Insights for Enhancing 

Engagement Through Practice 

The research showed that adaptable leadership affects employee engagement and 

the results stay true for the organization as well. Flexible leaders often sustain 

employee engagement over long periods. The positive results show that leaders can 

assess the level of employee competence and adjust the level of detail included in 

their instructions and supervision based on the complexity of the task. Additionally, 

adaptable leadership is most effective when used in conjunction with strong, positive, 

and clear directional and delegation-oriented leadership. 

7.3 Theoretical Contribution of the Study 

The research contributes to theory to situational leadership theory for emerging 

markets and the manufacturing sector, and specifically, for the case of South Africa. 

While the situational leadership theory has been examined for the services sector and 

the developed world, the South African case demonstrates that the situational 

leadership theory is able to explain the South African case effectively for the dominant 

and rigid structured manufacturing environments. The South African case 

demonstrates that situational leadership is applicable and useful where operational 

structure is high, job standardization is high, and where there are a defined job and 

functional specialization of the operating workforce. In environments that have a high 

emphasis of safety to workers, high focus on production and work control within a 

deceased bed flow, direct and or delegated leadership is more pronounced and more 

critical than the classical relational leadership. This illustrates that there is potential to 

operational focus when situational leadership theory is used to clarify the boundaries 

within each of the leadership styles. 

The research furthers comprehension of the interconnected route involving leadership 

behaviours, employee engagement, and organisational outcomes. The analysis 

provides a basis for the descriptive assertion of the secondary analysis, as employee 

engagement serves as the behavioural and psychological conduit linking leadership 

behaviour to organisational performance outcomes. This analysis furthers the 

leadership-performance paradigm by demonstrating that the effects of leadership 

behaviours on organisational outcomes result, not from the leadership behaviours 

alone, but from the psychological and emotional conditions of the employees. The 
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findings contribute to the leadership-engagement literature by reinforcing that 

employee engagement is an important intervening variable through which leadership 

behaviours positively affect organisational outcomes such as performance, retention, 

and job satisfaction. 

7.4 Practical Contribution of the Study 

This study outlines the specific behavioural leadership combinations that can be 

utilized in the manufacturing sector with an operational structure and performance 

accountability. Developmental research indicates the combination of adaptable 

leadership, clear instructions, and placed trust in the delegation of authority creates 

the most effective leadership. Thus, manufacturing leaders must realize that the 

implementation of a single leadership behaviour may be effective, but the most 

impactful will be an integrated leadership behaviour style that encompasses task 

direction, performance control, and employee empowerment. Furthermore, research 

identifies constructive leadership behaviours that yield high employee engagement 

and performance. Leaders must direct employees’ tasks, then empower through 

delegation. 

This research outlines the behavioural and situational flexibility, and workforce 

readiness assessment that aids leaders within manufacturing. The research indicates 

that situationally flexible leadership approaches are most effective within 

manufacturing organizations rather than relying on empirical leadership style theories. 

Effective leadership within flexible operational environments requires situationally 

defining the construct of employee competence, motivation, and task complexity within 

the framework of behavioural leadership and performance objectives of the work 

design. The need requires operational leadership training to be developed further, 

continuously adapting to the constant changes in operational environments. 

Furthermore, the findings support the promotion of situational leadership in the 

assessment criteria of leadership and the development of leadership skills in the 

organization. These findings can help organizations construct competency 

frameworks for leadership that incorporate the ability of a leader to provide 

constructive, supportive, coaching, development, and delegating guidance to 

employees. The findings also advocate for leader flexibility to be included in the criteria 
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of performance appraisal systems and, alongside results, the behavioural side of 

leadership to address the varying and fluid operational people and needs. 

7.5 Recommendations 

7.5.1 Strengthen Leader Capability in Adaptive Communication 

To improve employee engagement and confidence while reducing operational errors 

due to miscommunication, adaptive communication will be key. This along regarding 

feedback systems, operational mistakes, and communicative coaching will be 

important. This is why manufacturing organisations should implement systematic, 

structured feedback systems. This along with regard feedback to operational mistakes 

communicative coaching will improve hierarchal levels of feedback and 

communication systems. The more concerned employees feel about feedback and 

coaching at their jobs, the more likely feedback and coaching systems with employees 

will be incorporated into the operational systems processes. Improved systems 

feedback and coaching will have operational, and systems feedback and coaching 

built in to their processes. 

7.5.2 Promote Coaching and Supportive Leadership Behaviours 

Manufacturing companies can improve coaching abilities through mentoring 

programs, frameworks for coaching the job, and leadership programs aimed at the 

transfer of technical and behavioural skills. Leadership training should focus on 

teaching how to support employees through guided problem-solving and skills 

demonstration, supported by performance feedback, rather than providing instructions 

from the front.  

Companies should also incorporate the supportive leadership behaviours of positive 

recognition, practical feedback, and emotional support into the daily supervisory roles, 

especially during the stressful and high-tempo cycles of the production process. 

Developing coaching and supportive leadership skills will enhance staff confidence, 

lead to greater retention of skills, and improve team cohesion in operational 

environments. 

7.5.3 Apply Delegation Based on Employee Readiness 

Before leaders assign tasks, they need to consider the employee's skill, experience, 

and motivation for the job. Delegation should be used as a leadership development 
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strategy, not just to spread out the work. When used correctly, delegation can increase 

an employee's confidence, develop their skills, and improve their ownership of results. 

Companies in the manufacturing sector need to develop frameworks for delegation 

that guide leadership for readiness to delegate. Thoughtful delegation should help 

companies improve the productivity of their employees while developing them and 

growing their careers. 

7.5.4 Strengthen Leadership Practices That Support Retention 

In order to improve employee retention, manufacturing companies should integrate 

leadership style with reward systems, open dialogue and employee recognition 

activities. Leaders ought to be coached on how to foster psychologically safe work 

environments. 

Companies must include manager style expectations in retention plans, specifically 

those styles seen as fostering equity, trust and the advancement of one’s career. 

Improving retention linked leadership behaviours will lower turnover costs and improve 

the overall organizational capacity to retain employees as the workforce becomes 

more stable. 

7.5.5 Embed Situational Leadership into Organisational Systems 

The principles of situational leadership should be included in the leadership 

competency frameworks, performance appraisal systems, and promotion criteria for 

managerial positions in the organization. Organizations should, therefore, standardize 

situational leadership potential as a core leadership competency and evaluate leaders 

on the extent to which they practice contextually relevant leadership behaviours for 

different levels of employee readiness and operational situational variables. 

Integrating situational leadership in organizational systems will enhance cross-

functional leadership compliance and create a contextually adaptive leadership fluidity 

framework which is organizationally aligned to the workforce capability gaps. 

7.5.6 Invest in Continuous Leadership Development 

The emphasis here is placed upon especially large manufacturing organisations. They 

ought to enact a continual system of leadership advancement reinforced by metrics of 

engagement, performance, and feedback systems from the workforce. It is 

recommended that manufacturing organisations carry out continual leadership 
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capability and capacity evaluations to ensure that development deficiencies and 

leadership training needs are addressed. Manufacturing organisations ought to enact 

continual development of leadership systems reinforced by e-learning systems, 

leadership coaching systems, and systems of performance monitoring and coaching. 

This is to ensure that the manufacturing organisations can sustain the effectiveness 

of their leadership relative to operational changes, declining workforce skills, and 

industrial changes. 

7.6 Limitations of the Study 

This study represents a step forward in both theory and practice, but there remains an 

inability to make certain types of generalizations based on the results; a few limitations 

have been attributed to the research approach, dimensions, sector, and analysis. 

Considering the research design in terms of its cross-sectional nature, there would be 

no way to ascertain the underpinnings of the leadership behaviour, employee 

engagement, and organizational outcomes. Research of this type is designed to 

establish whether perceptions and relationships are present within a single period. 

Since leadership behaviour and employee engagement are dynamic in nature, the 

findings from this study should be interpreted from an outcome-based perspective 

concerning the existence of relationships and nothing more. 

In relation to this study, self-report bias can play a big part. Respondents reported their 

observations of behaviours and actions of the employees and based on their 

observations, they may tend to over-exaggerate or under emphasize the degree of 

leadership, engagement or employee value that they see. To address this issue, 

perception-based confidentiality measures are implemented, although this kind of data 

is based on perception that is conjectural. In the future, other studies may have a 

degree of validity of the measurement improved or established, from an evaluative 

perspective, by using a multi-source approach, for instance, input from supervisors. 

The generalizability of findings from this study is limited because the focus of the study 

is one sample from one industry-- the manufacturing industry-- as opposed to the more 

varied service, knowledge, and creative industries. In manufacturing industries, the 

environment is designed with inflexible safety measures, and a rigid organizational 

structure with hierarchies, and job roles and responsibilities defined. Also, 

manufacturing industries operate with a predetermined set of compliance-driven 

safety measures and operational directives. As a result, there are production quotas 
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and targets that are safety and operationally directive. For all these reasons, the 

manufacturing production environment findings of the study are limited to the 

manufacturing production environment.   

There was no formal testing of mediation in the study, and so the role of employee 

engagement as a mediating variable in the relationship between leadership behaviour 

and organizational outcomes remains to be established. In the integrated model of 

leadership behaviour, employee engagement, and organizational performance 

outcomes, the findings showed the model as integrated. For the relationship in this 

study, there can be a call for mediation and more complex modelling in subsequent 

studies to strengthen the empirical support for the proposed structural equation.  The 

proposed disengagement, leadership, and outcomes framework can be improved 

significantly through empirical verification, and more composite structural equations 

and modelling. 

7.7 Suggestions for Future Research 

It is recommended that future research studies concentrate on formal mediation 

testing to establish, in a statistically formal way, employee engagement as a definitive 

causal variable between leadership behaviours and organisational outcomes. While 

the current study provided some indicators that engagement serves as a behavioural 

contact point that channels leadership to performance outcomes, it was, by all 

accounts, a relational modelling undertaking that lacked sophistication. Future studies 

are encouraged to use structural equation modelling and/or path analysis to clarify the 

extent and significance of the indirect effects. This would improve the state of theory 

and provide considerable support for the pathways involved in the provision of 

leadership behaviours to organisational performance. 

The most relevant research method to effectively understand the influence of 

leadership behaviours on employee engagement and performance over time is 

longitudinal research design. The impact of leadership behaviours on employees is 

not uniform and can fluctuate due to the influence of the organisation, technology, or 

the employees themselves. The longitudinal design method allows researchers to 

capture and analyse variations of leadership behaviours and employee engagement 

over time to understand the existence of causal relationships and leadership 

behaviours, as well as the stagnation of behaviours, and the influence of leadership 
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behaviours over time. This helps to understand the influence and impact of leadership 

developmental interventions on employee engagement and performance in the longer 

term. 

Future research would benefit from examining different sub sectors of industries to 

capture more varied patterns in the effectiveness of leadership. The manufacturing 

sector, for instance, may require more directive and delegative types of leadership due 

to the nature of work and the need for adherence to safety and production accuracy. 

Conversely, more relational or transformational types of leadership may be required in 

service and knowledge work. Cross sector studies may provide insight into whether 

the effectiveness of situational leadership is context bound and expand the leadership-

engagement theoretical frameworks. 

Psychological safety and organizational culture should be incorporated into future 

examinations of theoretical models. These two elements help demonstrate how and 

why varying leadership styles are seen and accepted; and how differing constructs of 

psychological safety can affect employee participation in discussions about leadership 

and delegation. These moderators, if addressed, are likely to capture the need for the 

next generation of psychologically informed leadership and engagement models that 

are more nuanced and tailored to specific contexts. 

7.8 Final Conclusion 

In the South African manufacturing sector, the participants acknowledged that 

situational leadership had a considerable effect on employee engagement and the 

attainment of organizational objectives. A leader's clarity of the situation and 

objectives, confidence in employees enough to allow them to complete tasks without 

micromanaging, and the ability to modify behaviour and approaches based upon the 

situation are correlated with high employee engagement and performance. 

Your research has offered a modern and timely perspective on the outcomes of 

situational leadership and the importance of retaining agile leadership in a modern 

industrial context. In an industrial setting with a defined hierarchy and a wide variable 

range of employee engagement, the industrial contact situational leadership and 

articulated challenges of employee engagement, retention and performance provide 

situational leadership a relevant and invaluable framework. 
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APPENDIX A:Survey Questionnaire and Consent Letter 

Content Statement 

Analysis of the Impact of Situational leadership on Employee Engagement in 

Manufacturing 

I am currently a student at the University of Pretoria’s Gordon Institute of Business 

Science, completing my research in partial fulfilment of the requirements for an MBA 

degree. 

As part of this research, I am conducting a study titled “Analysis of the Impact of 

Situational Leadership on Employee Engagement in Manufacturing.” The aim is to 

explore how different leadership styles influence employee motivation, commitment, 

and overall engagement within manufacturing environments. 

You are invited to participate by completing a short survey based on your experiences 

and perceptions. The survey should take no more than 10 minutes of your time. 

Your participation is voluntary, and all responses will be treated with strict 

confidentiality. Your responses will remain anonymous, and data will be analyzed in 

aggregate form. Individual responses will not be disclosed under any circumstances. 

By completing the survey, you indicate your voluntary consent to participate in this 

research. If you have any questions or concerns, please feel free to contact either my 

supervisor or me. Our contact details are provided below. 

Researcher:  

Email:  

Research Supervisor:  

Email:  

 

 

 

Questionnaire 
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Title: Analysis of the Impact of Situational Leadership on Employee Engagement in 

Manufacturing 

Section A: Demographics of Participants 

 

 

Section B: Situational Leadership Styles and Employee Engagement 

(Objective 1: Relationship between situational leadership styles and engagement) 

 

 

 

Section C: Leadership Influence on Engagement Dimensions 

Q.No Question 1 2 3 4 5 6 7 8

A1 What is your age group?

18–25 years 26–35 years 36–45 years 46–55 years 56 years and above – – –

A2 What is your gender?

Male Female Prefer not to say Other (specify) Not applicable – – –

A3
What is your highest 
level of education?

High school Diploma/Certificat
e

Bachelor’s degree Master’s degree Doctorate or above – – –

A4

How many years of 
work experience do you 
have in the 
manufacturing sector?

Less than 1 year 1–3 years 4–6 years 7–10 years More than 10 years – – –

A5
What is your current 
role in the 
organisation?

Shop floor worker Supervisor/Team 
leader

Middle 
management

Senior 
management

Executive/Director – – –

A6
Which manufacturing 
sector do you belong 
to?

FMCG Pulp and paper Textiles Chemical Pharmaceuticals Electronics Metal 
(Aluminium & 

Steel)

Automotive

Q.No Question
1 = Strongly 

Disagree
2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly Agree

B1

My supervisor provides clear 
directions and closely 
monitors tasks when 

required.

○ ○ ○ ○ ○

B2
My supervisor coaches and 

mentors me to build my 
skills and confidence.

○ ○ ○ ○ ○

B3

My supervisor provides 
emotional and social 

support to help me stay 
motivated at work.

○ ○ ○ ○ ○

B4
My supervisor delegates 

tasks appropriately based on 
my skills and readiness.

○ ○ ○ ○ ○

B5
My supervisor is flexible in 
adjusting leadership style 
according to the situation.

○ ○ ○ ○ ○
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(Objective 2: Influence on vigour, dedication, and absorption) 

 

Section D: Leadership and Job Satisfaction, Retention, and Performance 

(Objective 3: Overall impact on job satisfaction, retention, and performance) 

 

 

 

 

Section E: Evidence-Based Insights for Leadership Practices 

Q.No Question
1 = Strongly 
Disagree

2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly Agree

C1
I feel energetic and resilient 
when my supervisor adapts 
their leadership style.

○ ○ ○ ○ ○

C2
Adaptive leadership 
enhances my dedication and 
sense of purpose at work.

○ ○ ○ ○ ○

C3

I am more absorbed in my 
tasks when my leader 
provides the right balance of 
direction and support.

○ ○ ○ ○ ○

C4
Leadership flexibility makes 
me more focused and 
enthusiastic about my job.

○ ○ ○ ○ ○

C5

When my supervisor tailors 
their leadership, it improves 
my commitment to achieving 
goals.

○ ○ ○ ○ ○

Q.No Question
1 = Strongly 
Disagree

2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly Agree

D1
Adaptive leadership by my 
supervisor improves my 
overall job satisfaction.

○ ○ ○ ○ ○

D2
Leadership flexibility 
motivates me to remain with 
my organisation.

○ ○ ○ ○ ○

D3
Situational leadership 
increases my loyalty and 
trust toward my supervisor.

○ ○ ○ ○ ○

D4

My supervisor’s adaptive 
style contributes to higher 
quality work and 
performance.

○ ○ ○ ○ ○

D5

Situational leadership 
reduces my likelihood of 
considering leaving the 
organisation.

○ ○ ○ ○ ○
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(Objective 4: Generating insights to guide leadership practices) 

 

 

 

 

 

 

 

 

 

 

 

 

APPENDIX B: Statistical Test Results Data  

DEMOGRAPHIC PROFILE OF RESPONDENTS (N = 280) 

Q.No Question
1 = Strongly 
Disagree

2 = Disagree 3 = Neutral 4 = Agree 5 = Strongly Agree

E1
Leadership training should 
focus on developing 
flexibility and adaptability.

○ ○ ○ ○ ○

E2

Situational leadership is an 
effective approach for 
addressing disengagement 
in manufacturing.

○ ○ ○ ○ ○

E3

Applying different leadership 
styles improves team 
innovation and 
collaboration.

○ ○ ○ ○ ○

E4
Leaders who adapt their 
style contribute to better 
employee well-being.

○ ○ ○ ○ ○

E5

Situational leadership 
should be integrated into 
organisational policy and 
training programmes.

○ ○ ○ ○ ○
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Table 5.1: Age Distribution of Participants 

Age Group Count Percentage (%) 

18–25 years 16 5.71% 

26–35 years 142 50.71% 

36–45 years 97 34.64% 

46–55 years 21 7.50% 

56 years and above 4 1.43% 

Total 280 100% 

Interpretation: Most participants (50.7%) are in the 26–35 age group, indicating a 

relatively young manufacturing workforce. 

Table 5.2: Gender Distribution 

Gender Count Percentage (%) 

Male 157 56.07% 

Female 121 43.21% 

Prefer not to say 1 0.36% 

Other 1 0.36% 

Total 280 100% 

 

 

 

Table 5.3: Highest Educational Level 
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Education Level Count Percentage (%) 

High school 37 13.21% 

Diploma/Certificate 80 28.57% 

Bachelor’s degree 143 51.07% 

Master’s degree 18 6.43% 

Doctorate 2 0.71% 

Total 280 100% 

Pilot Study Results (n = 20) 

The pilot study results are reported briefly to demonstrate instrument reliability and 

clarity. 

Table 5.4: Pilot Study Reliability Analysis (Cronbach’s Alpha) 

Scale / Dimension No. of 

Items 

Cronbach’s 

Alpha 

Interpretation 

Situational Leadership 

Scale (SLQ) 

16 0.81 Acceptable reliability 

UWES-9 Work 

Engagement Scale 

9 0.86 High reliability 

Entire Instrument (All 

items) 

25 0.89 Strong internal 

consistency 

 

5.5 Pilot Study Reliability (Cronbach’s Alpha, n = 20) 

Scale / Subscale Items Included 

(Index) 

Cronbach’s 

Alpha 

Situational Leadership (SLQ) Q7–Q11 0.891 

Work Engagement 

(Vigour/Dedication/Absorption) 

Q12–Q16 0.633 

Outcomes (Job satisfaction, retention, 

performance) 

Q17–Q21 0.912 
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Insights / Recommendations about SL Q22–Q26 0.898 

Full Instrument (All Likert items) Q7–Q26 0.893 

 

Table 5.6: Pilot Study Completion & Clarity Evaluation 

Indicator Result Interpretation 

Average completion 

time 

7.4 minutes Within acceptable survey 

completion duration 

% of items flagged 

as unclear 

2 items (8%) Minor wording revisions 

required 

Respondent 

acceptance 

100% completion No refusals or dropouts 

Recommended 

adjustments 

Rephrasing of two 

manufacturing-context 

questions 

Instrument strengthened 

 

5.7 Pilot Study Descriptive Statistics (Composite Scores, n = 20) 

Composite Scale Mean (1–

5) 

Standard 

Deviation 

Situational Leadership (SLQ total) 3.88 0.64 

Work Engagement (overall) 3.95 0.58 

Outcomes (job 

satisfaction/retention/performance) 

3.97 0.66 

Insights about Situational Leadership 4.10 0.60 

 

 

Objective 1: To examine the relationship between the four key situational leadership 

styles directing, coaching, supporting, and delegating and employee engagement in 

South African manufacturing firms. 
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Table 5.8: Distribution of Responses for Leadership Styles (%, n = 280) 

Percentages by response category: 

Response 

Category 

Directing – 

clear 

directions 

Coaching 

– mentors 

skills 

Supporting 

– emotional 

support 

Delegating 

– based on 

skills 

Adaptive / 

Flexible 

style 

Strongly 

Disagree 

3.57% 6.07% 7.14% 4.29% 6.79% 

Disagree 7.50% 14.29% 16.43% 11.07% 10.36% 

Neutral 18.21% 19.64% 26.07% 19.29% 26.79% 

Agree 51.07% 43.93% 34.29% 42.86% 36.43% 

Strongly 

Agree 

19.64% 16.07% 16.07% 22.50% 19.64% 

Total 100% 100% 100% 100% 100% 

Interpretation: For all five leadership aspects, most respondents selected Agree or 

Strongly Agree, indicating generally positive perceptions of situational leadership 

behaviour. 

Table 5.9: Reliability of Leadership and Engagement Scales  

Scale Items Cronbach’s 

Alpha 

Situational Leadership (SLQ: Directing–Adaptive) Q7–Q11 0.911 

Work Engagement (overall: 

vigour/dedication/absorption) 

Q12–

Q16 

0.853 

Full Instrument (all Likert items Q7–Q26) 20 items 0.925 

 

Descriptive Statistics for Leadership Styles (n = 280) 

(Scale: 1 = Strongly Disagree … 5 = Strongly Agree) 
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Leadership Style Mean Std. 

Deviation 

Mode (Most 

Frequent) 

Directing (clear directions, 

monitors tasks) 

3.76 0.97 4 = Agree 

Coaching (coaches and mentors) 3.50 1.11 4 = Agree 

Supporting (emotional and social 

support) 

3.36 1.15 4 = Agree 

Delegating (tasks based on 

skills/readiness) 

3.68 1.07 4 = Agree 

Adaptive / Flexible leadership style 3.52 1.12 4 = Agree 

 

Table 5.10: Correlation between Leadership Styles and Overall Employee 

Engagement (n = 280) 

(Engagement = composite mean of Q12–Q16; Pearson r) 

Leadership Style Correlation with 

Engagement (r) 

Significance (p-

value) 

Directing (clear directions, 

monitors tasks) 

0.422 p < 0.001 

Coaching (coaches and 

mentors) 

0.382 p < 0.001 

Supporting (emotional and 

social support) 

0.347 p < 0.001 

Delegating (tasks based on 

skills/readiness) 

0.364 p < 0.001 

Adaptive / Flexible leadership 

style 

0.412 p < 0.001 

 

All leadership styles show moderate, positive, and statistically significant relationships 

with overall engagement, with directing and adaptive styles showing the strongest 

correlations. 
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OBJECTIVE 2: TO EVALUATE THE EXTENT TO WHICH SITUATIONAL 

LEADERSHIP INFLUENCES SPECIFIC EMPLOYEE ENGAGEMENT 

DIMENSIONS: VIGOUR, DEDICATION, AND ABSORPTION. 

Table 5.11: Distribution of Responses for Engagement Items (%, n = 280) 

Response 

Category 

Vigour 1 

– 

energetic 

& 

resilient 

Dedication 

1 – sense 

of purpose 

Absorption 

– absorbed 

in tasks 

Vigour 2 – 

focused & 

enthusiastic 

Dedication 2 

– 

commitment 

to goals 

Strongly 

Disagree 

1.79% 1.43% 2.50% 1.07% 2.50% 

Disagree 6.43% 2.14% 0.36% 2.14% 2.86% 

Neutral 27.14% 17.14% 12.86% 11.79% 20.71% 

Agree 51.07% 54.64% 46.79% 47.14% 46.07% 

Strongly 

Agree 

13.57% 24.64% 37.50% 37.86% 27.86% 

Total 100% 100% 100% 100% 100% 

 

Table 5.12: Descriptive Statistics for Engagement Items (n = 280) 

Engagement Item Mean Std. 

Deviation 

Mode (Most 

Frequent) 

Vigour 1 – energetic and resilient 3.68 0.85 4 = Agree 

Dedication 1 – sense of purpose 3.99 0.80 4 = Agree 

Absorption – more absorbed in 

tasks 

4.16 0.85 4 = Agree 

Vigour 2 – focused and enthusiastic 4.19 0.80 4 = Agree 

Dedication 2 – commitment to 

achieving goals 

3.94 0.91 4 = Agree 

Table 5.13: Composite Engagement Dimensions and Reliability (n = 280) 

Composite dimension scores were computed as follows: 

• Vigour = mean of Q12 and Q15 
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• Dedication = mean of Q13 and Q16 

• Absorption = Q14 (single-item dimension) 

Engagement 

Dimension 

Items Used Mean Score (1–

5) 

Cronbach’s 

Alpha 

Vigour Q12, Q15 3.93 0.592 

Dedication Q13, Q16 3.96 0.693 

Absorption Q14 (single 

item) 

4.16 – (single item) 

 

Table 5.14: Correlation between Leadership Styles and Engagement Dimensions 

(n = 280) 

(Pearson r; all p-values < 0.001) 

Leadership Style Vigour 

(r) 

Dedication 

(r) 

Absorption 

(r) 

Directing (clear directions, monitors 

tasks) 

0.417 0.393 0.284 

Coaching (coaches and mentors) 0.376 0.362 0.249 

Supporting (emotional and social 

support) 

0.339 0.337 0.216 

Delegating (tasks based on 

skills/readiness) 

0.367 0.319 0.271 

Adaptive / Flexible leadership style 0.403 0.387 0.279 

Vigour, dedication, and absorption all increase as perceptions of situational leadership 

improve, with particularly strong links for vigour and dedication. 

 

OBJECTIVE 3: TO DETERMINE THE OVERALL IMPACT OF SITUATIONAL 

LEADERSHIP ON JOB SATISFACTION, RETENTION, AND PERFORMANCE IN 

MANUFACTURING CONTEXTS. 
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Table 5.15: Distribution of Responses for Job Satisfaction, Retention, and 

Performance Items (%, n = 280) 

Response 

Category 

Job 

Satisfaction 

Retention 

1 – remain 

Loyalty 

& Trust 

Performance 

– quality work 

Retention 2 

– reduced 

leaving 

likelihood 

Strongly 

Disagree 

1.79% 1.79% 2.14% 2.50% 4.29% 

Disagree 3.21% 3.57% 5.36% 5.71% 7.86% 

Neutral 18.93% 19.64% 22.14% 16.43% 25.71% 

Agree 58.21% 48.57% 54.64% 55.00% 46.79% 

Strongly 

Agree 

17.86% 26.43% 15.71% 20.36% 15.36% 

Total 100% 100% 100% 100% 100% 

 

Descriptive Statistics for Job Satisfaction, Retention, and Performance (n = 280) 

Outcome Variable Mean Std. 

Deviation 

Mode (Most 

Frequent) 

Job satisfaction 3.87 0.80 4 = Agree 

Retention 1 – motivates me to 

remain 

3.94 0.87 4 = Agree 

Loyalty and trust toward 

supervisor 

3.76 0.86 4 = Agree 

Performance – higher quality work 3.85 0.90 4 = Agree 

Retention 2 – reduces likelihood of 

leaving 

3.61 0.98 4 = Agree 

 

 

Table 5.16: Reliability of Outcomes Scale (Main Sample, n = 280) 

(Out Comes scale = Q17–Q21 composite) 
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Scale Description Items Cronbach’s 

Alpha 

Outcomes (job satisfaction, retention, 

performance) 

Q17–

Q21 

0.878 

 

Table 5.17: Correlation between Leadership Styles and Outcomes Composite (n 

= 280) 

(Outcomes composite = mean of Q17–Q21, Pearson r) 

Leadership Style Correlation with 

Outcomes (r) 

Significance (p-

value) 

Directing (clear directions, 

monitors tasks) 

0.374 p < 0.001 

Coaching (coaches and mentors) 0.371 p < 0.001 

Supporting (emotional and social 

support) 

0.276 p < 0.001 

Delegating (tasks based on 

skills/readiness) 

0.417 p < 0.001 

Adaptive / Flexible leadership 

style 

0.371 p < 0.001 

Delegating and directing show the strongest positive associations with the combined 

outcomes of job satisfaction, retention, and performance. 

 

 

 

 

OBJECTIVE 4: TO GENERATE EVIDENCE-BASED INSIGHTS THAT CAN GUIDE 

MANUFACTURING LEADERS IN APPLYING SITUATIONAL LEADERSHIP 

PRACTICES TO ENHANCE EMPLOYEE ENGAGEMENT. 

Distribution of Responses for Insights on Situational Leadership (%, n = 280) 
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Response 

Category 

Training 

focus on 

flexibility 

SL effective for 

disengagement 

Styles 

improve 

innovation 

Adaptive 

style 

improves 

well-being 

Integrate 

SL into 

policy 

Strongly 

Disagree 

1.43% 1.79% 1.79% 1.43% 1.07% 

Disagree 2.14% 1.43% 1.43% 2.50% 1.43% 

Neutral 6.43% 15.36% 9.29% 9.64% 11.43% 

Agree 45.00% 53.21% 42.86% 47.14% 47.86% 

Strongly 

Agree 

45.00% 28.21% 44.64% 39.29% 38.21% 

Total 100% 100% 100% 100% 100% 

 

Table 5.18: Descriptive Statistics for Insight Items (n = 280) 

Insight Item Mean Std. 

Deviation 

Mode (Most 

Frequent) 

Training should focus on flexibility 

and adaptability 

4.30 0.80 4 = Agree / 5 high 

SL is effective for addressing 

disengagement 

4.05 0.81 4 = Agree 

Applying different styles improves 

innovation 

4.27 0.83 5 = Strongly Agree 

Adaptive style improves employee 

well-being 

4.20 0.82 4 = Agree 

SL should be integrated into policy 

and training 

4.21 0.78 4 = Agree 

 

Table 5.19: Reliability of Insight Scale (Main Sample, n = 280) 

(Insights scale = Q22–Q26 composite) 

Scale Description Items Cronbach’s Alpha 
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Insights / Recommendations on SL Q22–Q26 0.901 

 

Table 5.20: Correlation of Insight Scale with Engagement and Outcomes (n = 

280) 

(Insight composite = mean of Q22–Q26; Engagement = Q12–Q16 composite; 

Outcomes = Q17–Q21 composite) 

Relationship Pearson 

r 

Significance (p-

value) 

Insight scale ↔ Work engagement 0.580 p < 0.001 

Insight scale ↔ Outcomes (job 

satisfaction/retention/performance) 

0.599 p < 0.001 

 

 

 

 

 

 

 

 

 

APPENDIX C :Descriptive Statistics Graphs 
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