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Abstract:

The paper examined the effect of leadership style on team effectiveness of administrative employees in tertiary
institution using an extant literature review, The paper examined team effectiveness using two specific objectives ,which
are to examine the effect of participative leadership on team effectiveness and to ascertain the effect of directive
leadership on team effectiveness, The results showed that participative leadership and directive leadership have positive
influence on team effectiveness administrative employees of tertiary institutions. The paper concludes that participative
and directive leadership styles are very significant concepts in leadership research, strategy development and
organisation management, using these leadership Styles is of utmost importance in team situations and team success.
The paper recommends that organisations should adopt a relatively new paradigm of leadership in organizations in
pursuit of team effectiveness, which embraces the complementary power of both participative and directive leadership,
they should perceive these leadership styles as mutually inclusive and convergent instead of divergent ones.
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1. Introduction

The value of teams and their operations inorganisations have been examined since the1920s. However, the forces
exerted by the globaleconomy have heightened the need for differentorganizations to optimize the use of their teams
(Shuffler et al. 2011). Effective functioning of organisations is strongly contingent on the teamwork (Emmerik et al. 2011).
A team is comprised of two or more people working togetherto enable performance and attainment of the main goals of
the organisation (Sarkar andRay 2017). Different scholars have observed a significant increase in the use of team
structures in today’s organizations (Hajro et al. 2017). Such developments have come because of high levels of competition
in the current dynamic business environment which has forced organizations to be more adaptable than ever
before(Daspit et al. 2013). The advances in uses of technology have also heightened the level of competition. Furthermore,
globalization of thebusiness world has contributed to this challenging environment which has also increased the value of
team structures (Chou et al. 2008). Organisations have, therefore, adopted a team strategy to combine different
experiences andKnowledge of people to achieve a competitive advantage (Verma et al. 2016).

Managers of differentorganisations employ teams as a strategyto establish highly responsive organisations.
Assuch, they use teams to transform organizations and increase their capabilities. Team structures enable team members
to provide unique skills which could help to develop an innovative organization which is ready to deal with today’s
organizational challenges (Daspit et al. 2013).

Teams are regarded as highly effective vehicles which operate effectively in contemporary organisations. Effective
team members possess adequate sKill resources to achieve the important
goals of the organisation (Sarkar and Ray2017). These researchers, therefore, argue thatteam effectiveness is the
behaviour that is oriented towards the goal of performing organisation-specific responsibilities using effective
communication, cohesion, collaboration and cooperation.

The mission of the most Universities is “to produce high quality education of international standards contributing
to the advancement of knowledge that is socially and ethically relevant, and applying that knowledge to the scientific,
technological and social-economic development of the nation, continent and global world” (Student Guide 2018: 3). To
strategically position and invent itself so that it can attain the international educational standards, the university has
organized its operations around team structures because they produce higher levels of organizational effectiveness as
compared to traditional and bureaucratic structures that were common at the university. This development resulted in
restructuring, re-engineering and downsizing within the university.

The work environment has become very complex and sophisticated. This change of the structure of the
organisation has caused problems between administrative managers and their subordinates. As such, there is high
turnover and poor performance among the administrative employees.

It was found that high administrative employee turnover of eighteen percent at Universities was caused by job
dissatisfaction and poor employee morale. This prevailing situation has led to a perpetual loss of highly qualified and
experienced administrative employees within the institution of higher learning (Ngabase 2012).
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The problems that the university is experiencing are caused by ineffective leadership. Poor relations between
leaders and their subordinates compromise the quality of service of the university. Thus, poor leadership has destroyed
the human spirit that is critical to ensuring the effectiveness of the university in delivering service excellence (Bell and
Murugan 2013). It has threatened the survival of the university. The outcomes of such poor leadership include employee
stress, disenchantment, lack of creativity, cynicism, high employee turnover and poor performance (BellandMurugan
2013). The loss of many competent administrative employees has resulted in the loss of competitive advantage for the
university (Nyengane 2007). The uses of team structures are highly effective in achieving organizational goals when the
team members are led effectively (Polychroniou 2009). Scholars argue that there are various empirical studies on the
success of different leadership styles that refer to the association between styles and different measures of performance
such as the effectiveness and efficiency of organisations (Richter2018).

Other researchers argue that different leadership styles produce unique motivational forces that also affect team
functioning differently(Bell et al. 2014). Furthermore, other researchers specifically argued that directive and participative
leadership behaviours are conducive to team performance (Ceri-Booms et al. 2017). Therefore, based on the background
given above, the paper sought to assess the effect of directive leadership style on target settings among administrative
employees of Nigeria tertiary institution.

1.1. Objectives

The objectives of the paper are to examine the effect of participative leadership on team effectiveness and to
ascertain the effect of directive leadership on team effectiveness among administrative employees in tertiary institution
using extant literature.

2. Literature Review

2.1. The Effect of Participative Leadership on Team Effectiveness

Participative leadership is defined as the process of jointly making decisions or having ashared influence in
decision-making by a leader and his or her subordinates (Benoliel and Somech2014). Other researchers perceive this
styleas entailing perceiving employees as critical knowledge resources who make up the hub ofan organisation.
Participative leaders focus oninter personal interactions and socialization. Assuch, it is the same as an empowering
leadershipparadigm (Mroz et al. 2018). It is a very significant concept in research, strategy development, and organisation
management (ChenandTjosvold 2006; Fatima et al. 2017). However, there is a deficit of empirical studies that havebeen
entirely devoted to assessing the effect of this style on team effectiveness (Sagie et al. 2002).

Researchers have argued that using a participative leadership style is effective in team situations.It has
indispensable benefits (Somech and Wenderow 2006; Richter 2018). As such, using such a leadership strategy is very
crucial for managing teams effectively (Somech 2005; Newmanet al. 2016). Such a leader’s behaviour affects the effective
reactions of team members(Somech 2010). This leadership style produces high levels of team outputs (Bell and Mjoli
2014).As such, it helps to solicit for new ideas from team members and this produces high performance levels in work
teams. It also provides abasis for understanding complex leadership behaviours in team circumstances. Furthermore, it
motivates team members to develop more effective work systems and processes (Bouwmans etal. 2017).

The more consistent merits of participative leadership behaviour are found in decision-making processes (Sagie
et al. 2002). It reduces problems among diverse team members in heterogeneous team functions by creating an
environment of open exchange of ideas (Lewis et al.2002; M*czyfiski and Su®kowski 2017). Participative leadership,
therefore, facilitates diverse perspectives to be put forward and thereafter help to achieve a consensus among team
members(Heller et al. 2007). It also promotes knowledge sharing and the development of team members ‘competencies
(Somech 2010; Buengeler etal. 2016). This leadership style motivates team members to rethink and reflect on their ideas
and consider other ideas that may not be known to them previously. This, therefore, creates agood team environment
where ideas are openly given, discussed, thoroughly analysed, and reflected on (Fatima et al. 2017). Furthermore,
itencourages team members to find new opportunities and challenges and, therefore, to get knowledge through acquiring,
sharing, and integrating ideas (Somech 2005; Fatima et al. 2017).

Participative leadership has a strong potentialfor achieving team performances that organizations cannot attain
using traditional bureaucratic structures (Somech 2010; Kim and Beehr2018). As such, it is very critical today when
organisations are struggling to adjust and invent their structures to respond to a growing dem and for flexibility, concern
for quality, andthe requirement for a high level of commitment among team members to their work (Ceri-Boomset al.
2017). Scholars have also argued that the problems facing organisations today are too heavy for any leader to solve alone.
As a result, allowing team members to participate in the decision-making process provides many indispensable benefits. It
can generate the social capacity necessary for effective organisations and improving the quality of the decisions, enhancing
team

Members’ motivation, and contributing to the quality of their work-life (Bell and Mjoli 2014; Fatima et al.2017).
Participative leadership, therefore, provides the best strategy in contemporary organizational environments (Somech
2010). It increases team members’ commitment and work satisfaction. Andin times of organizational change, it promotes
higher levels of change acceptance and effectiveness (Fatimaet al. 2017). The cognitive variables of information sharing
and quality of ideas, as well as motivational ones, facilitate the effect of this style of leadership on team performance
(Bouwmans etal. 2017; Fatima et al. 2017).Participative leadership also stimulates thinking processes that promote
quality decisions leading to task performance. These processes include clarification of problems, information seeking,
knowledge sharing, quality of ideas, and synthesis of ideas (Bouwmans et al. 2017).Furthermore, it promotes team goal
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commitment, self-efficacy, leader-subordinate mutual trust, and ownership of decisions (Sagie et al. 2002;Lee et al. 2017).
It is also very effective for decision initiation and continuous development of team members (Somech 2005). Lastly, but
notleast, it leads to improved team innovation and team members’ attitudes towards work (Bouwmanset al. 2017). These
extant arguments, therefore, yield to the following hypothesis:

2.2. The Effect of Directive Leadership on Team Effectiveness

Directive leadership is defined as the process of providing the subordinates with a framework for decision-making
and action that is in agreement with a leader’s perspective (Sagieetal. 2002; Somech 2006). It entails the leader whois
taking the ultimate power and control over alldecision-making processes. This type of leader does not see any value in
allowing subordinates to participate in the process of making decisions and expects them to follow instructions givenby
the leader (Mroz et al. 2018). It is also commonly perceived as a task-oriented behavior with a strong tendency to control
discussions, dominate interactions, and personally direct task completion (Clark and Waldron 2016; Haaret al.2017).
Researchers have also argued that usinga directive leadership style has crucial and indispensable benefits in team
circumstances (Somech and Wenderow 2006). As such, it produces high levels of team performances. It also helpsto
develop clear rules of conduct in work teams, and this helps to produce high levels of performance. Furthermore, it
stimulates team members to develop effective work processes and systems(Sagie et al. 2002; Ceri-Booms et al.
2017).Directive leaders show a strong sense of inner purpose and direction (Nobile 2015; Haaret al.2017). As such, they
motivate team members to take actions that support the leader’s strategy for the organisation. Their strategies are,
therefore, transformational.

Directive leadership encourages team membersto transcend challenging goals and achieve high levels of
performances (Nobile 2015; Ceri-Booms et al. 2017). It also provides clear goals,which turn organizational objectives into
short-term goals and serve as a standard guide forteam members (Sagie et al. 2002; Abecassis-Moedas and Gilson 2017).
Other researchers argue that it stimulates reflection processes (Burkeet al. 2006). As such, this leadership style alsohelps
to improve the exchange and processing of knowledge, which in turn, leads to performance improvement. Directive
leadership behaviours further increase the work commitment and involvement of the team members (Ceri-Boomset al.
2017).

The organisational knowledge and intellectual abilities of directive leaders help to improve team performance
(Burke et al. 2006; Nobile 2015). The strategies of these leaders assist in the acquisition and diffusion of knowledge among
team members, which in turn, also promote steam efficiency. The motivation factors associated with this style also
facilitate the influence of the directive leadership on team performance(Sagie et al. 2002; Igbal et al. 2015).

The most critical motivation factor induced by a directive leadership style is the willingness of team members to
expend more effort on work. It promotes goal attainment by serving as a sourceof feedback for team members (Somech
2005;Gelfand et al. 2007). As such, the evaluation and control of team members’ work are the behaviouralqualities of this
leadership style. Directive control allows the leader to adapt team resources and goals when required. These stated
qualities contribute to increasing team members’ work performances. As such, highly directive leaders promote the
highest level of team members’ work performance (Nobile 2015).

Furthermore, directive leadership strengthens the behaviour’s of adherence to rules and procedure and attention
to details, which also promotes team members’ work performances(Nobile 2015; Mohiuddin 2017). It helps to improve
team member’s competences. As such, in functionally diverse teams, team members are capable of giving back the inputs
their leaders have guided them to provide. Directive leadership, therefore, encourages team members to offer highly
critical inputs, suggestions and solutions, which improves the processes of team reflection (Somech 2006).

2.3. The Participative and the Directive Styles of Leadership

Researchers have regarded participative and directive leadership as the contrasting styles atthe opposite ends of a
single continuum (Greenberg2011). But although these two leadership styles were first considered as terminal points of a
leadership style continuum, which meant that an increase in the focus on directive would come at the expense of employee
participation and the opposite, the notion that leaders canserve both spheres largely independent of one another took a
strong stance later (Richter 2018).

These styles are not regarded as mutually exclusive(Hansen and Villadsen 2010). Investigating these two
leadership styles simultaneously is a crucial response to a call by researchers and practitioners to leave the traditional
perspective and then adopt an inclusive strategy (Bell et al.2014). This makes it easy to perceive leadership behaviour in
genuinely new and different ways. Moreover, leaders can choose between the two seemingly opposite styles of leader
behaviours (Bell et al. 2014). Both leadership styles help in increasing team effectiveness (Somech 2006).

The perceived contradiction between participative and directive behaviours is not visible and both are effective in
improving team performances(Sagie et al. 2002).Each leadership style promotes motivational processes, which in turn,
promote teams’ work performance and innovation (Bell et al. 2014; Ceri-Booms et al. 2017). Building on the seemingly
conflicting demands of the two leadership styles, researchers argue that team members led by adirective leader cannot
fully contribute to task accomplishment. And competent team members are more likely to participate in the task if their
leader is participative than if the leader is directive (Sagie et al. 2002). Another scholar argues that participative and
directive leadership are compatible with each other (Somech 2005). Assuch, transformational leaders use both practices.

They show a strong sense of inner purpose and direction, and they also motivate team membersto take actions
that support the leader’s strategy (Somech 2006). Further, they show participative orientation by giving autonomy to team
members and thereby developing their capacities to achieve broad organizational goals. The two key qualities are
perceived as communicatinga strategy and empowering the team members to achieve the strategy (Somech 2006).
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Other researchers also see a leader as someone who uses either loose or tight leadership practice according to the
prevailing team circumstances (Bell et al. 2014). These scholars argue that the perception that participative and directive
leadership practices can be integrated is uncommon in South African organizational team contexts. As such, there is
knowledge deficiency in these areas. The Japanese managers hatefully accepted the workers’ innovative ideas and are
willing to adopt and implement their suggestions and recommendations for the improvement of team performances. The
two leadership styles complement each other. This perspective is supported by the loose-tight leadership theory, which
suggests an amalgamation of directive and participative leadership practices (Sagie etal. 2002).

Researchers, however, argue that the integration of these leadership styles does not necessarily produce a
coherent and stable leader’s style. It produces a dynamic one in which either participative or directive leadership becomes
more potent, depending on the prevailing team situational factors (Bell et al. 2014). However, participative leadership is
more favoured than directive leadership (Richter 2018). Other researchers further perceive it as more warm and
competent compared to directive ones (Mrozetal. 2018). Leaders tend to be participative whena high technical quality
strategy is required or when team members’ commitment is needed for decisions to be accomplished. And they tend tobe
directive when they have enough knowledge required for making a decision. They also employ more directive practices
when they suspecta conflict among team members (Sagieet al.2002). Furthermore, researchers argue that when the
organizational strategy is articulated leaders are directive, and when operational decisions are critical, they employ a more
participative leadership practice (Sagie at al. 2002). These extant arguments, therefore, lead to the following hypothesis:

4. Discussion

The extant literature reviewed showed that participative leadership has positive effects on team effectiveness;
this shows that participative leadership is highly related to team effectiveness, this finding was reinforced by Bouwmanset
al. (2017) who argued that participative leadership motivates team members to develop more effective work systems and
processes. They argued that it stimulates reflective processes such as the clarification of problems, information seeking
Jknowledge sharing, quality of ideas, and synthesis of ideas that promote quality decisions leading to the performance of
tasks. This implies that participative leadership style enhances the motivation to establish more effective work structures
andcognitive processes related to decision-making among university administrative employees.

Other researchers also argued that participative leadership has a strong potential for promoting team
performances that organisations cannot attain using traditional top-down structures (KimandBeehr 2018). This, therefore,
implies that ithas the capacity to enhance performance among the employee teamscompared to bureaucratic structures.
Participative

Leadership was regarded as a very critical leadership strategy when organisations are struggling to adjust and
invent their structuresto respond to a growing demand for adaptability, management of quality, and the requirement for a
high level of commitment among team members to their work (Ceri-Booms et al. 2017; KimandBeehr 2018). This
argument, therefore, implies that this style of leadership could enable employees to be highly adaptable, quality conscious
and achieve high work commitment levels. Furthermore, other researchers suggested that participative leadership
generates the social capacity that is critical for improving the quality of the decisions and for contributing to the quality of
employees’ work-life (Bell and Mjoli 2014; Fatimaet al. 2017). As such, the extant argument means that this leadership
style has the power to improve the quality of decisions and work life among the employees of the university.

The extant literature also revealed that directive leadership has a positive effect on team effectiveness, this
implies that directive leadership has an important effect on team effectiveness of employees. Thisfinding was also
supported by Ceri-Booms et al. (2017) who argued that directive leaders encourage team members to transcend
challenging goals and achieve high levels of performances. As such, their directive control allows the leader to adapt team
resources and goals when required to enhance the highest level of team members ‘work performances (Nobile 2015).
These extant arguments, therefore, suggest that this leadership style helps to empower the employees to achieve difficult
goals and high levels of performances. Researchers further argued that directive leadership style strengthens the
behaviours of adherence to rules and procedure as well as attention to details, which also promotes team members’ work
performances (Mohiuddin 2017).

Reinforcing the same argument, other researchers argued that it stimulates team members to develop effective
work processes and systems(Sagie et al. 2002). This implies that this style of leadership can enforce the rules and provide
the work culture that promotes effective performance of employees
Furthermore, it was suggested that directive leaders show a strong sense of inner purpose and direction. As such, they
motivate team members to take actions that support the leader’s strategy for the organization (Haaret al.2017). This
suggests that this style of leadership has the power to foster a direction and thereby promote alignment with the leader’s
strategy among the university’s administrative employees 'behaviours.

From the review of extant literature, it was observed that participative and directive leadership styles combined
have positive influence on team effectiveness. The two leadership styles combined have an additive effect on team
effectiveness among employees, both are effective in improving team performances (Sagie et al. 2002). Each leadership
style promotes motivational processes, which in turn, boost teams’ work performance and innovation(Bell et al.
2014)These extant arguments, therefore, suggest that these two leadership styles put together could help to increase team
effectiveness by improving motivational processes, team performance and innovation of employees. Furthermore,
researchers argued that a leader is someone whouses either loose or tight leadership practice according to the prevailing
team circumstances (Bellet al. 2014). As such, the two leadership styles could complement each other (Sagie et al. 2002).
This implies that participative and directive leadership integrated could enhance team effectiveness of employees by
supporting each other depending on their prevailing team circumstances.

235 | Vol 9Issue 5 DOI No.: 10.24940/theijbm/2021/v9/i5/BM2104-041 May, 2021



THE INTERNATIONAL JOURNAL OF BUSINESS & MANAGEMENT ISSN 2321-8916 www.theijbm.com

5. Conclusion

Participative and directive leadership styles are a very significant concepts in leadership research, strategy
development and organisation management, using these leadership Styles is of utmost importance in team situations. It
was, therefore, concluded that participative and directive leadership have a positive effect on team effectiveness among
the administrative employees of Tertiary institutions.

Furthermore, the also concludes that participative and directive leadership combined have a positive additive
effect on team effectiveness among administrative employees, participative leadership accounts for higher amounts of
variances in team effectiveness than directive leadership, both account for high proportions of variances in team
effectiveness among the administrative employees.

6. Recommendations

The paper recommends that different approaches of participative and directive leadership should be considered
in the quest to promote team effectiveness, depending on team specific circumstances.

The paper also recommends that organisations should adopt a relatively new paradigm of leadership in
organizations in pursuit of team effectiveness, which embraces the complementary power of both participative and
directive leadership, they should perceive these leadership styles as mutually inclusive and convergent instead of
divergent tones.
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