Leadership - MBADS821

Individual Assignment

Due date: 31 August 2020

DJ Le Roux
21063990

Crod foi7 -
4 August 2020

1 hereby declare that this assignment, which I submit to the North-West University as partial completion of the
requirements set for the MBA degree, is my own work.




Tahle of Contents

LASE OF FIGUIES .11veviirieiaiiiees ittt seessstreeses st eenrsene s sebassasbesnasbesssasbessesssaassssrsentsssentesnentessnnsens ii
Lo TOEPOQUCHION 1ot e et eab st b e ess e s be et e s e eas e san e b b araeens 1
2. Research Problemm ...t e et e 1
3. LIUerature REVIEW .c.cccoviiiiiiiieicenieniene ettt sre st sra e sae s e et ene e e esn s e sneas s ernenes 2

3.1 EMployee Well-DEING ..coivvveriiiiiriieiininiireisiiiieses e ssiesss e ssesreesassesnsssssessssssssessessens 2

3.2 Defining leadership attribUtes ....ovvecioveeciccie e e s e 3
4, ReSEarch MethOw ...ceeviiieiriiecie ettt e st n s s sens s e ensnes 4
5. ReESUIS oo TN PP Y 5
6.  Practical IMPIICALIONS .icvivviiveeiiiiiieeeis ettt er e s eress e etessbee b sbsesbetreesbeerenbasss 7
T CONCIUSION ...ttt e r et s e s ee e e e b ebr e b b e s eabtbas et sessae 8
B, RETCICICES .ieieiiriee e e s e 9
Appendix A — Summary of leadership factors used for data coding......covcieeviiiiniecninninen. 11
Appendix B — Consent letter and SUrvey qUESHIONS ...c.vvevrcrirecineicreencneen e v 12
Appendix C — Raw data and content analysis........coceerieereninncnreieci i 14

List of Figures

Figure 1 - Gender CHSLETBUEON 11 e1 s veesesseeseeeeeesseseeeseeseesesseesessesseeesssseessseeseaeestemesessenessssenenes 6
Figure 2 - Age diStIDULION. ..cc.vveeeeiec vttt ceve st ae s e aees e et sressas e resssenesesrnansee 6
Figure 3 - Positive leadership attributes frequency table........covevvvcriincmircmniccncinen 6
Figure 4 - Negative leadership attributes frequency table ..., 7

ii




1. Introduction

From a macro-economic viewpoint South Africa is treading water (Aljazeera, 2015).
Contributing significantly is the inability of Eskom to meet the electricity requirements of the
cconomy. This has been cited by various rating agencies as one of the key concerns for the
future growth of the country (Cameron, 2020). This is having a severe impact on various
sectors of the economy and especially the mining Wocessing sector which is
heavily reliant on electricity. As an example, Samaneof (Kulkarni, 2020) and Glencore
(Creamer, 2020), two of the largest ferrochrome producers in the world, have recently issued
Section 189’s (intention to retrench employees) citing increasing costs associated with poor

and expensive electricity supply as one of the main reasons. In light of such a morbid

backdrop, employee performance and innovation has never been more important.

In order for employees to be productive and innovative, the correct climate n to be
created for them to thrive in. One of the key aspects in creating this cliffiate is leadership
(Gong, et al., 2009). The aim of this research is to investigate the effects of various leadership
attributes and how it affects employee well-being, which in turn has been shown to affect
performance and innovation (Dutschke, et al., 2019).

A qualitative study design was used. Employees working currently at a South African
ferrochrome smelter were surveyed. The focus of this study was to explore these constructs in
the South African context. Because these employees arexworking in this industry, and with
the constant threat of retrenchment hanging over their heads, might also provide new insight

into what attributes a good leader should have in these trying times.

2. Research Problem

From literature it has been confirmed that work performance is, amongst others, a function of
subjective well-being (Priatna, et al., 2020). Subjective well-being on the other hand can be
affected by the employees’ physical environment, as well as the psychological work
environment (Gilbreath & Benson, 2004), According to Kelwrling (2010}, one of
the primary ways in which employee well-being can be affectéd is through leadership. In
other words, different leadership styles impact on the psychological work environment of the

employee, which in turn affects the employees’ subjective well-being, which is one of the

factors impacting the performance of the employee. In modern businesses where competition
1




is extensive the performance of employees are critically important to ensure sustainability,
This is especially true in the South African context. The country is currently facing extensive
economic upheaval. Understanding what constitutes good leadership in South Africa has
never been more important. Taking above into account, the research problem can be
summarised as follow: what is the effect of various leadership attributes on the subjective

well-being of employees working in the South Afiican Jerrochrome industry.

3. Literature Review

In this literature review the construct of well-being will be defined and elaborated upon.
Thereafter, various leadership attributes will be identified. Where convenient, known
telationships between a specific attribute and well-being will be cited, but it is not critical.
Recall that the aim of this study is to determine what leadership attributes affect well-being in
the South African context, hence it is only important to compile an adequate collection of
leadership attributes to be used when coding the qualitative data collected. In literature there
is a plethora of leadership theories with many of them overlapping in some instances, Some
have been formalised in terms of the individual traits of leaders (i.e. confidence, degree of
extraversion etc.), whereas others focus on the transaction between the leader and the
subordinate. A best attempt will be made to compile a list which encapsulates these

differences, yet is aligned with mainstream literature fo facilitate a process of comparison.

3.1 Employee well-being

The constructs happiness and well-being are regularly used interchangeably (Ong & Lin,
2016). Depending on the theory considered, well-being are often also referred to as subjective

well-being or psychological well-being (Dutschke; et al., 2019), According to Locke ( 1976),

“employee well-being refers to a pleasuke-67 positive emotional state resulting from the
appraisal of one's job or job experience”. In literature this subject is typically broached from
two viewpoints: negative and positive (Choi, et al., 2017). When investigating from the
negative side, focus is typically on job burnout and stress whereas from the positive side, the
focus is on sources of experienced pleasure and the level of arousal (Cartwright & Holmes,

2006).




3.2 Defining leadership atiributes
A logical place to start would be with a leadership theory that already aggregates a certain
amount of distinct leadership theories. Such a model exists and is called the Full Range
Leadership Theory (Avolio, et al., 1999), According to Verlage ef al. (2012) the Full Range
Leadership Theory (FRLT) consists of 9 factors. Five of these factors are so-called

transformational in nature and four transactional.

The Transformational Leadership Theory has arguably atfracted more research attention than
any other of the leadership theories (Barling, et al., 20] 1), especially as it relates to well-
being and innovative behaviour (Sharifirad, 2013), Its considered one of the superior
leadership styles, because these leaderw\ye/wﬂmability to, “broaden and elevate the
interests of their employees, when they generate awareness and acceptance of the purposes
and mission of the group, and when they stir their employees to ook beyond their own self-
inferest for the good of the group”. They achieve this through five factors (Verlage, et al.,
2012, p. 69): inspirational motivation, idealised influence (attributed), idealised influence

(behaviour), intellectual stimulation and individual consideration. Each of these factors will

be briefly defined, before turning attention to the transactional leadership factors,

Inspirational motivation — According to Kelloway e al (2012, p. 40), “Leaders exhibiting
inspirational motivation encourage their employees to achieve more than what was once
thought possible. These leaders inspire employees to surmount psychological setbacks, and
instil in them strength to tackle Juture hurdles ™. 1dealised influence (attributed) — According
to Verlage e al. (2012, p. 69), this factor refers to the, “degree to which followers attribute
positive traits (e.g. charisma) to their leader”. Idealised influence (behaviour) — According to
Kelloway er al. (2012, p. 40) leaders exhibit this behaviour when, “they are guided by their

moral commitment to their Jollowers, and go beyond self-interest Jor the interest of the

to forego organisational

organisation. Leaders who manifest idealised influence are
pressures for short-term financial outcomes, and instead focus their efforis on the long-term
health and well-being of their employees”. Intellectual Stimulation — According to Verlage et
al. (2012, p. 69), “Intellectual stimulation describes the leadership behaviour a leader shows
to involve followers in decision making processes, ", Kelloway er al. (2012, p. 40) expands on
this definition and states, “Leaders who manifest interllectual stimulation help employees to
question their own commonly held assumptions, reframe problems, and approach matters in
innovative ways. Given the Opportunity to arrive af their own personal strategies to tackle

psychological and work-related setbacks, employees become more confident in protecting




and developing their own well-being”. Individual consideration According to Kelloway er
al. (2012, p. 41), “individual consideration occurs when leaders pay special attention to
employees’ needs for achievement and development; they provide needed empathy,

compassion, support, and guidance that influence employees’ well-being’”.

The four transactional leader factors are: contingent reward, active management-by-
exception, management-by-exception passive and laissez-faire. All below definitions are
from Verlage et al (2012, p. 69). Contingent reward can be defined as, “a more or less
implicit contract berween leader and follower, gs, in exchange for the work done by the
Jollower, the leader promises a reward”. Active manage ﬁr-by—excepﬁon can be defined as,
“leaders who interfere only to prevent failure Cb’—l‘h{folzﬁ;m " Management—by—exception
passive describes leaders who, “intervene afler mistakes have occurred fo limit possible

damage ", Laissez-faire is characterised by an absence of transactions.

A critique that has been levelled against the FRLT is that is doesn’t account for several other
important leadership factors (Antonakis & House, 2004). Verlage et al. (2012) refers to these
factors as implicir leadership factors. These authors surveyed 694 respondents in Germany
using the Multifactor Leadership Questionnaire (MLQ) which is typically used to measure
the fﬁctors associated with the FRLT, but they also included several open ended questions to
determine these implicit leadership factors. They discovered 17 implicit leadership factors,
which will be added to the nine already distussed. These 26 factors will be used for coding
the data of the current research. From the assigned names, the meaning of these 17 factors are

largely self-explanatory and will not be elaborated upon. Please see Appendix A for a

summary of all factors, | 7; Yr L ﬁé edler féuf 7

4. Research Method /
This study design can broadly be defined as qualitative in nature. The aim of the study was to
do a confirmatory thematic a@gis as related to the effect of leadership attributes on well-
being. The literature review was used to assist in pre-coding impol:tan’rﬂé{les/factors
(Appendix A). Non-probability samplihgas deemed appropriate, given the fact that all

sampling units are currently working in the South African context.

Two questions were prescribed by the North-West University, The first question asked the
respondent to think of a time he/she flourished (excelled’at work) and describe the role the
leader/manager had played in facilitating it. The second question was the opposite of this in
that the respondent had to think of a time he/she really struggled at work and feit depressed.
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Respondents were asked to focus on the behaviours, skills, atiitudes Mies of the

leader,

These questions were loaded onto the Goq%_lyFaﬁﬁs platform (Appendix B) and distributed
to earmarked employees working at a South African ferrochrome smelter, Before any
questions were asked, a consent form was displayed describing the research and the voluntary
and anonymous nature of the participaWileaﬂy stated to the respondent, by
completing the survey he/she gives approval for the data to be used. It was also explicitly
stated that the respondent can immediately seize participation should he/she feel
uncomfortable.

The projected deliverable of the data analysis phase are quency tables listing all the
leadership attributes that both contribute and detract from the subjective well-being of

employees functioning in the South A frican work environment,

5. Results

Eleven responses (from eleven) were received Google Forms platform, The majority of
the respondents were male (Figure 1), T}rem/ajo:?ty of the respondents fell within the ages of
31t0 50 (Figure 2). This is favourable because it means the respondents have more likely,
over the span of their careers, been exposed to a wide range of leadership styles. Time has the
effect of blurring things and often C‘m/eia’l&‘t with the memories and images that had the most
pronounced effect on you as a person. For the sake of this research, it means it is likely the
attributes highlighted are those that had the most pronounced effect on the respondents. Six
of the respondents have attained matric and {ive have received some form of higher

education,

Using the factors identified a thematic content ahalysis was conducted (Appendix C). Figure
3 illustrates the results obtained from the content analysis of positive feadership attributes. In

total, 68 references that related to positive leadership attributes could be identified.
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A standout feature was the value respondents placed in being trusted and being delegated to
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Figure 3 - Positive feadership aitributes frequency rable

imported responsibilities. This transaction between leader and follower acts as a validation
step and assists in safisfying higher order needs (as defined by Maslow) such as self-
actualisation. Efficient communication was the atiribute that received second most references.
Efficient communication primarily involved setting clear goals and objectives but critically,
also invelved discussions surrounding respondent performance (or the lack thereof). So even
though feedback might not have been favourabie, the act of communicating the concerns
were valued by the respondents. Following these two attributes were five atfributes that
scored similarly. These five attributes were Inspirational motivation, Individual
consideration, Idealised influence (behaviour), Administrative activity and long term
Planning and finally Emotional self-control. The first three attributes mentioned form an
integral part of Transformational Leadership, once again highlighting why so much research
6




attention is directed towards this leadership style. Administration activity and long term
Planning involved leadership vision and allowing for development of skills that will be
required in future. Respondents praised leaders who wef@ emotional intelligent, who could
effectively manage their own emotions and “N%{revceo/g'nisam of social interactions and the

potential emotional effects on individuals in the team.

Difficulties were experienced classifying the negative leadership atiributes. There were
already 26 factors at play and the author felt it not prudent to add to this number, Where
applicable, existing factors were used to classify negative behaviours whenever the leader
etther omitted or deliberately acted in an opposite manner as described by the factor (these
were denoted as “DO” — Directly Opposite).

In total, 48 references that related to negative leadership attributes could be identified. Chief

aviour. This involved “faking the

among these attributes were the opposite of idealised

easy route” when it came to acting in a fair, reljable and ethical manner. The second and third

atiributes involved active dominance (such as belitiling respondents in front of co-workers)

and laissez-faire behaviour. Various references were also made to leaders who did not have

the necessary technical knowledge.

Negative Leadership Attributes - FF requency table

- 00 - Team mindedness and wilingness fo collaborate  ewwen 1
0Q - Asserliveness and Insislepce  vews 1
QG - Delegating Trusiiully  emen 1
00 - Individual consideration e 4
00 - Emotionat self-coniro! SEEETEE D
QO - Inspirational molivation e 2
QO - Encouraging team splfit, cooperation and. . ez, 3
QO - Efficient communication and meetings emosssmrams 3
Q0 - Spacialized knowledge  ersssseompaemmy 4
QO - Idealized influence {(atributed) 5
laissez-fatre 6
Doniinance, tyranny and intolerance : 7
GO - ldealized influence (behaviour) : : 11

0 2 4 [¢] 8 10 ie

Figure 4 - Negative lecdership ativihutes fiequency wable

6. Practical Implications and Recommendations

This research highlights attributes and belm?;rs*leaders should both embody and refrain
from doing. Leaders should focus on con unication and having the necessary discussions, as
well as taking that first step by delegating responsibilities to subordinates, Transformational

leadership is at the core of increasing well-beiug./lfe;ining in this regard is advised, as well as

7




emotional intelligence training, Formal processes such as succession planning can be
introduced to force leaders to consider development and having those uncomfortable
discussions about performance. If good senior leadership is at the helm and mechanisms put
in place to gather information about leaders from subordinates, these negative behaviours
should be weanedout over time. To act in a certain manner, people need to be appropriately
motivatedvFor some leaders transformational leadership comes naturally, but unfortunately,
so does destructive leadership to others, Before one can appropriately motivate these
individuals, you need to identify them. Motivation will depend on the root cause of why the
person prefers act in the unwanted manner-1t is recommended that follow-up research make
use of quantitative methods to better research relationships between identified leadership

attributes and subjective well-being,

/. Conclusion and Limitations

A sample of respondents working in the South African ferrofhrome industry were surveyed
to establish what leadership atiributes both add and detract from subjective well-being, It has
been found that respondents value responsibility (being trusted), good communication and
behaviours associated with transformational leadership. Leaders who were unfair, unreliable
and unethical detracted from overall well-being. Active dominance and a laissez-faire attitude
were also referenced extensively.

Limitations include a small sample simact that coding was done on the principle of
one data reference to one leadership attribute which was deemed the most appropriate. For
similar future studies it is proposed that a coding manual be compiled and additional _
researchers used to validate thgetﬁh-g. It is also recommended that interviews be used as

opposed to a survey,
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Appendix A — Summary of leadership factors used for data coding

Full Range Transformational Factors —’
Leadership Theory 1. Inspirational motivation

2. Idealised influence (attributed)

3. Idealised influence (behaviour)

4. Intellectual stimulation

5. Individual consideration

Transactional Factors

0.
7.
8.
9.

Contingent reward
Active management-by exception
Management by exception passive

Laissez-faire

Implicit Leadership

Factors

10.
11.
12,
13.
14,
15.
16.
17,

18.
19.
20.
21.

22,
23.
24,
25.
26.

Stress resistance

Assertiveness and Insistence

Administrative activity and long-term planning

Practical self-management

Emotional self-control

Delegating trustfully

Efficient communication and meetings

Encouraging team  spirit, cooperation and conflict
management

Dominance, tyranay and intolerance

Perfectionism and focussing on details
Team-mindedness and willingness to collaborate
Self-reflection in respect of leadership behaviour and
prioritizing role of leadership

Humour and joy

Specialized knowledge

Flexibility, spontaneity and pragmatism

Rhetoric ability to communicate and social acceptance

Experience
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Appendix B - Consent letter and survey questions

Informed Consent

North West University — South Africa
MBA Leadership Research

Title of study: The effect of leadership on employee well-being in
the minerals processing industry in South Africa
Researcher: Danie le Roux

Dear Participant

The purpese of this stucly Is to obtain information from employees about leadership in South
Africa and specifically within the minera processing indusiry.

The procedure to be followed is that of qualitative research design, using an open ended
questionnalre whereby respondents are given the opportunity to communicate their views on the
noted topic. Estimated compistion time for the questionnaire is 30minuies.

I at any point during the completion of the open ended guestionnaire, the respondent should
feel uncomfortable, hefshe is welcome to abandon the online form. By compteting the online
form, the respondent gives consent for the information to be used)]

it should also be emphasized that participation in this study is on a voluntary basis and with the
consent of the respondent without any form of coercion,

The confidentiality, anonymity and privacy of respondents are guaranteed. A summarised copy
of the completed research will be made available 1o the respondents on fequest.

Should you have any concerns or require assistance please contact me at
Celk: 079 675 7188

E-mail: danie leroux@glencore.co.za

Your participation In my research will be much appreciated.

Kind regards,

Danie le Roux
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¥4

Basic Background Information

Cheeoyiplion foplicnal

Plasse enter YOUT aga

Pleass select your gender
% Female

i Male

i Prefer nol to say

T Db

What ks vour highest qualificatinn?

el fudl

Effect of Leadership on Well-being X

Vhen answering the next questions, consider behaviours, skills, attitudes and abilities exbibited by the leader -«
i question. -

Think about and report a time in your career when you have prospared (flourished. thrived, Qrown. or
succzeded} at work. Explain, using concrete examplas, the rofe that your leader [direct supervisor or
manager) played that enabled you to fzel this way.

Lontpanawer fodd

Think aizout and report 5 tme in your career when you were feeling very down {depressed,
miserable. unhappy and despondent’ at wark, Explain, using concrete examples, the role that your
feader {direct supervisor or manager) playad that enabled you ta fael this way.

Lang-answar text
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