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The impact/influence of leadership and management style on staff behavior and work organizational performance





At our ever-changing workplace has an important proportional of people who influence the staff behavior –The Managers and Leaders.’’ In the light of history and the evaluation of organizations I can see that leadership is playing very important role in achieving the goals and outputs’’. (Iqbal 2011, p11) ‘‘Leadership is the art of getting someone else to do something you want done because he wants to do it’’. (Dwight D. Eisenhower,1890-1969,34th president of America 1953-1961). In the modern sources of information can often be find comparisons and differences between leaders and managers.
A leader is someone who can see how things can be improved and who rallies people to move toward that better vision. Leaders can work toward making their vision a reality while putting people first. Just being able to motivate people isn’t enough — leaders need to be empathetic and connect with people to be successful.
 (Chief Learning Officer,2020)
 ‘’Manager-someone who coordinates and oversees the work of other people so that organizational goals can be accomplishment.’’ (Trippe, 2015, p1) Leadership is a process by which an executive can direct, guide and influence the behaviour and work of others toward the accomplishment of specific goals in a given situation. Leadership is an ability of a manager to induce the subordinates to work with confidence and zeal. Leadership can be defined as the capacity to influence a group realization of the goal. Leaders are required to develop the future vision, and to motivate the organizational members to want to achieve the visions and to improve the performance.
(Juneja,P,MSG)
One thing is for sure –They both must influence not only the staff but the overall work organization. The greater the influence of the leader/manager, the more he become an ‘Effective Manager’. To impact the team as a Manager and Leader you need to have some characteristics which distinguish you as an ‘Effective Manager’. We can list some characteristics definitions from IT manager -Tom who spoken with large number of people in the IT sector and beyond about what they consider make an effective manager:
· Provides Clear direction
· Readily takes control in a crisis
· Sets specifics goals and guidelines
· Is committed to the team and the people in IT
· Makes the time to listen to other
· Delegates responsibility and accountability 
· Provides timely feedback
· Act as a coach to other
· Willingly share skills and knowledge 
· Help other develop
· Is competent and caring
·  Creates a good team spirit
· Help other manage change
· Take responsibility for the actions and outcomes of the department
· Manages difficult situations
· Looks beyond the department to understand the organizational as a whole.
(Cook,2009, p11,12)
In order to acquire all these characteristics and achieve results for the company managers must have creativity and specific approach. To learn it they have to follow already established leadership model.’’ The Leadership Styles are the behavioural patterns that a leader adopting to influence the behaviour of his followers, i.e. the way he gives directions to his subordinates and motivates them to accomplish the given objectives.’’(Megha,M, Business Jargon,2019)
The three most famous styles of management are Authoritarian, Democratic and Liberal (Laisses or Faire) leadership.
 Autocratic leadership has been one of the most frequently-used types of leadership at all times from past to present. However, there are serious difficulties in the defining the concept. The idea that autocratic leadership is incorrect and dangerous management style in dictatorships and there is no place for authoritarian leadership. These ideas are due to an incorrect understanding of the meaning of autocracy and autocratic leadership notion. Autocratic leadership can be the right kind of leadership at time and where quick decisions need to be taken. The concept provides benefits to organizations when it is used by the correct person at the correct place. At this stage, the basic characteristics of autocratic leadership should be well knowns as well as the conditions under which an autocratic leader should take decisions must be well planned. When autocratic leadership is used correctly and effectively, it can be the savior of organizations in crisis situations; it creates a strong team spirit, leads to time advance, reduce the cost of organizations, and ensures that more work can be completed in a short time with fewer employees.
 (Demirtas and Karaca, 2020, p294,)
As we can see between the lines above is that the Autocratic style is often used and gives reasons in the past to check the behavior of staff in different situations. One of the founders of the study of staff performance is Kurt Lewin.’’Kurt Lewin (1890-1947) was born in Poland, studied and worked in Berlin between 1922-1931 then he emigrated in USA at 1931, where he is a professor at Stanford University, Cornell University, The University of lowa, California, and Harvard Since 1940 is a professor and director the Centre for Group Dynamic Research at the Massachusetts Institute of Technology and a consultant to various Government agencies. After his all in-depth researches in the various areas of behaviour most excellent distinctive was ’The experiment with children’s clubs in 1939. Kurt Lewin reveals the results of study of three leadership styles and outlines the effect that each style has on employee. His study published in ‘Fundamental of Aggressive Behaviour in an Experimentally Created Social Climate’, demonstrates that leaders achieve different results when managing their employee differently. Lewin along with his colleagues conduct an interesting experiment, them in groups (called ‘children’s clubs’) and gives them the task of making toys. Each children’s club was headed by a one adult leader. In different clubs experimented with three different leadership style: Autocratic (Authoritarian), Democratic(Participative) and Liberal approach. The very first group was Authoritarian and was characterised with followings:
· Authoritarian leaders made decisions themselves
· Issued orders
· They were responsible for their own actions
· Used one-way communications
· Suppressed individual initiative 
· The leaders take the decisions, not the subordinates
The experiment showed that productivity in this group was the highest from another two groups, but the downside of this experiment was when the leader left workers unattended and they did not know how to proceed and they did nothing. Also the biggest disadvantages were low motivation, less orientation of the tasks, small friendliness in the group, lack of group thinking, aggression towards the group leader and other participants. 
 (novavizia, 2019)
If we look at the UK’s organizations today, some of the Public sectors still use Authoritarian style in the Army. This style of management must exist and cannot be completely eliminated because sometimes the situations require it. Authoritarian leadership has its place in management styles, however, the days of this one style working are long gone. Since the introduction of situational leadership and transformational leadership theories, it is widely regarded that this style is only one of many in your tool box of styles. Each leadership method has its strengths and weaknesses and must be used when the situation calls upon it.
(Educational business article,06.03.2016)
If we trace the history of the styles we can clearly distinguish that the opposite of the Autocratic style was the Democratic style of management or called also Participative leadership. Here is that Lewin and his colleagues found about the behaviour of the experiment mentioned above:
· Democratic leaders allowed subordinates to participate in decision-making
· Delegated some of their rights but retained responsibility for themselves
· The leaders carried out two-way communication between the members of the group
· The subordinates were committed to the goals and decisions made
Lewin found that the greatest satisfaction with work was in the Democratic group but same like in the Autocratic group the participants did not know what to do in the absence of manager. (novavizia,2019)
We see that the Democratic style of government is being applied very successfully nowdays. According to the ‘Arabian Journal of Business and r A Management Review-Effect of Leadership Style on Employee Performance (2015) shows the advantage of the Democratic style and its application in business even to improve staff behaviour. There is written a great commitment of employees to the goals of the department and the implementation of the task, improves creativity and this contribute the team and work effectivity, the manager and subordinates distribute their benefits, improves a teamwork and e.t. Otherwise in this style all credits is attributed not to the work team but to the employеr. (Iqbal et al, 2015, 5:5)
[bookmark: _GoBack]In both Autocratic and Democratic style it was found that without supervision from their leaders, the employees are confused and do not how to proceed for the future, because they don’t have guidance.  Lewin’s experiment shows that in the third group uses a Liberal (Laisses –fair or free rein leadership style) the leaders denied responsibility and gave their all power. In this type of group, horizontal communication stood out. Lewin’s experiment showed that in the absence of the leader, the group had no goals and was idle again. Like in the authoritarian style, in the liberal group the job satisfaction was low. The liberal style is best situations in which you have highly competent highly motivated employees on whom you can really rely. In such situation the work can go well as long as you give your people regular feedback on their progress towards achieving the set goals. The disadvantage of the Liberal Style is that it can easily lead to poor results when employees have low or reduced competence.
 (novavizia,2019)
The liberal style can be widely used today in NGOs, donation campaigns, volunteers, charities organizations, workers in a digital marketing or IT companies which directly allow the subordinates to get fast result, depend of their efforts. In the modern leadership and how it is look in the modern work place we can use some information from the blogs:
In a team-based environment, the liberal style may not provide enough guidance regarding role awareness and people may be unsure what exactly they should be doing on a group level. The fact that this leadership style keeps managers detached from the group means that there is a lack of cohesiveness and team members may begin to have less interest in a particular project. This form of leadership may also be inadequate for the managers themselves since they may take advantage of the laissez-faire style to avoid taking accountability for any misgivings and problems with a project among workers. If the results are inadequate and deadlines are missed, the manager may then assign blame to the workers instead of taking on some responsibility.
(Gruessnes,2020)
From the three presented results of the Lewin’s experiment and their current use, comes the question of which of the three styles is the most effective? From this basic examples we can’ t thoroughly and in detail evaluate or choose which style is suitable for our company because those styles are just a basics which were made long time ago and in our fast-paced world we are required to be a flexible.
 ‘’In the present day, change is occurring at a more dynamic and rapid pace than previously. Because of globalization and the active part played by the virtual world in this process, firm have been compelled to adjust to this changes in their respective fields. This transformation process requires organizations that stress their social, cultural, political and economic cooperation to formulate different strategies to ensure the effective and efficient use of their recourses.’’ (Demirtas and Karaca, 2020, p61)
We must thoroughly and wisely assess the type of work and the quality of our employees in order to meet the quality that the business expects from this company and competition in the field. One of sensible things is to be choose an appropriate and stimulating way of governing.’’ Burns and Stalker (1994) found that the manager’s personal style was a significant factor in the success of technological companies’’. (Hudson, 2015, p3) Several are the main theories that made an outstanding contribution in the years of management. 
‘’The first was developed in Europe by Henry Fayol (1916) and in America by F. W. Taylor (1911).’’ (Hudson,2015, p3). Many inspirational people like Max Weber (Bureaucratic theory), Elton Mayo (Human relations theory), Abraham Maslow (The hierarchy needs), Douglas McGregor (X&Y theory 1960) and more can be read in John R Hudson’s book- Theories of Management (2015). Each of them leaves a great influence on the modern workplace and managerial approaches, because each of them uses motivation as an important tool of the leadership. 
‘’Motivation describes the wants or needs that direct behaviour toward a goal. It is an urge to behave or act in a way that will satisfy certain conditions, such as wishes, desires, or goals. Older theories of motivation stated that rational thought and reason were the guiding factors in human motivation; however, psychologists now believe that motivation may be rooted in basic impulses to optimize well-being, minimize physical pain, and maximize pleasure.’’
 (Lumen Boundless Psychology)
In the 1960s, social psychologist Douglas McGregor developed two contrasting theories that explained how managers' beliefs about what motivates their people can affect their management style. He labelled these Theory X and Theory Y. These theories continue to be important even today.’’
Theory X managers tend to take a pessimistic view of their people, and assume that they are naturally unmotivated and dislike work. As a result, they think that team members need to be prompted, rewarded or punished constantly to make sure that they complete their tasks.
Work and in the organizations that are managed like this can be repetitive, and people are often motivated with ‘carrot or stick’ approach. Performance appraisals and remuneration are usually based on tangible results, such as sales figures or product output, and are used to control staff and ‘’keep tabs’’ of them.
This style of management assumes that workers:
· Dislike their work
· Avoid responsibility and need constant direction
· Have to be controlled, forced and threatened to deliver work
· Need to be supervised at every step
· Have no incentive to work or ambition, and therefore need to be enticed by rewards to achieve goals
According to McGregor, organizations with a Theory X approach tend to have several tiers of managers and supervisors to oversee and direct workers. Authority is rarely delegated, and control remains firmly centralized. Managers are more authoritarian and actively intervene to get things done. You may use a Theory X style of management for new starters who will likely need a lot of guidance, or in a situation that requires you to take control such as a crisis. But you wouldn't use it when managing a team of experts, who are used to working under their own initiative, and need little direction. If you did, it would likely have a demotivating effect and may even damage your relationship with them. Theory X, for instance, is generally more prevalent in larger organizations, or in teams where work can be repetitive and target-driven.
Theory Y managers have an optimistic, positive opinion of their people, and they use a decentralized, participative management style. This encourages a more collaborative , trust-based  relationship between managers and their team members.
People have greater responsibility, and managers encourage them to develop their skills and suggest improvements. Appraisals are regular but, unlike in Theory X organizations, they are used to encourage open communication rather than control staff.
Theory Y organizations also give employees frequent opportunities for promotion.
This style of management assumes that workers are:
· Happy to work on their own initiative.
· More involved in decision making.
· Self-motivated to complete their tasks.
· Enjoy taking ownership  of their work.
· Seek and accept responsibility, and need little direction.
· View work as fulfilling and challenging.
· Solve problems creatively and imaginatively.

Theory Y has become more popular among organizations. This reflects workers' increasing desire for more meaningful careers  that provide them with more than just money.
Conversely, if you adopt a Theory Y approach that gives people too much freedom, it may allow them to stray from their key objectives or lose focus. Less-motivated individuals may also take advantage of this more relaxed working environment by shirking their work. Theory Y tends to be favoured by organizations that have a flatter structure, and where people at the lower levels are involved in decision making and have some responsibility. Although both styles of management can motivate people, the success of each will largely depend on your team's needs and wants  and your organizational objectives.
(MindTools,)
If we look at the success companies, we will see that they all have their own style of management. The well-known company Google also uses theory ‘Y’ to manage its subordinates.
Having a deeper look at Google’s management style, it is immediately recognizable that the company doesn’t follow traditionally methods of management and leadership which is closely linked to the success of the whole organization. On internet page ‘’geatplacetoworkfor.com’’ as well as in the American magazine ‘’Fortune’’, Google is constant listed as the best employer. According to this sources, this enterprise motivates its employee and promotes their creativity by giving the employees free spaces so they can decide on their own. The employee used this free space to develop new innovations for the company and millions of users around the world. Employees are, for example, allowed to work out of the workplace (ef. World best workplace at Google video,2012).  If they work at Google’s workplace, the Googleplex, they have free access to all facilities such as four fitness centres, eighteen Cafes and some restaurants (ibid).
 (Trippe, 2015, p3)
According to Google and what the reveals about their success and even high productivity is due to 
· Different flat hierarchy structure from other companies which leads to clear and fast communication between employees and managers
· An attend to get to know each person (as far as possible)
· Google always finding new ways to increase employee’s ambitions’’
· Every member of the company has a freedom of action (they decide individually how to achieve their goals)
· ‘’The whole staff follows the so called ‘70/20/10’ rule, which says every employee should work 70% on current projects (ef. Jaruselski/Dehoff,2010) and 20% of time should be spent on subjects that are similar to the main project(ibid). The remaining 10% of the working time is free (ibid), allowing the employees to pursue their own projects and ideas.
In my 10 years of experience as a cahier (2006-2016, Metro Cash and Carry Bulgaria, Ltd) shows that the leader plays a huge role in the team work and in the organisation. Our leaders decided to increase the sales by stimulating us with percentages of the number of products sold. Each employee tried to promote the product to customers and every week the results were announced. So each of us had a weekly bonus on the basic salary. This made not only the workers happy but also the leaders because the sales doubled.
Another part of my work experience (2016-2019 in HMV.com) reminds me that the relationship between a leader and worker it essential for the subordinates to feel protected, sure in the direction where they are in current projects. My leaders often asked me how I felt?, if I need something and how they could help me to improve the workflow and how I accept the changes and their updates? The idea of our leaders, once monthly to celebrate the success of the company outside the building (clubs, pubs, restaurants) and without uniforms give all staff respect, motivation to work and always smiling broadly.
It is clear that the leadership of management is essential not only to achieve productivity and quality but also to improve the comfort of staff feeling mentally and physically workable. It is indisputable that from the very beginning until today management is not only the science of leadership but art through which the person in the workplace turns from ‘intelligent machine’ into a confident, respected and valuable person. This is achieved through a well-developed and well-thought-out strategy of each leader. It is his responsibility and obligation to find his own style according to the needs of the business environment and the requirements of his workers. If he uses creativity and wisely considers his approach, he can not only succeed for himself and for the company but also will be inspiring example for generations like Mohandas K. Gandhi (1869-1948), Nelson Mandela (1918-2013), Martin l. King Jr. (1929-1968), Abraham Lincoln (1809-1865), George Washington (1732-1799), Napoleon Bonaparde (1769-1821), Franklin D Roosevelt(1882-1945), Winston Churchill(1874-1965), Ashoka (died 232), Alexander the Great(356-323), Julius Caesar(100-144).
(allrefer,2016)
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