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Abstract: 

This study investigates the influence of management leadership styles on employee relations, 

organisational culture, and overall organisational productivity within the education sector in Pretoria, 

South Africa. The research was motivated by growing concerns regarding ineffective managerial 

practices that were negatively affecting employee performance, workplace relationships, and 

organisations productivity. The study aimed to identify the dominant leadership styles applied in the 

sector and to examine how these styles shape employee behaviour and organisational outcomes. A 

qualitative research design was employed, using semi-structured interviews with ten participants 

selected through convenience sampling from a population of managers and employees. Data were 

analysed using thematic analysis to generate meaningful patterns and insights. The findings indicate 

that transformational and transactional leadership approaches were most prevalent and positively 

influenced employee motivation, commitment, and job satisfaction, thereby enhancing organisational 

productivity. Transformational practices promoted inspiration, trust, and a shared vision, while 

transactional approaches supported accountability through clear expectations and reward systems. 

Autocratic behaviours were found to weaken employee relations and undermine performance. The study 

concludes that appropriate leadership styles play a critical role in shaping a positive organisational 

culture and sustaining productivity. It recommends targeted leadership development, mentorship 

programmes, and continuous evaluation to strengthen leadership effectiveness and organisational 

success. 
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Introduction 

Leadership style refers to the behaviours that individuals in leadership roles use to influence others 

(Mahendra & Syarief, 2022). Various leadership styles can either motivate employees or lead to 

discouragement, impacting their relationships, commitment, and overall success of the organisation. For 

an organisation to succeed, it is essential to have committed leaders who exhibit strong leadership 

qualities. Thus, employing positive leadership styles is vital for fostering and sustaining a positive culture 

within an organisation. The start of the twenty-first century brought a change in the workplace 

environment, creating a shift in every domain of human activity (Biza & Irbo, 2020). The style of 

leadership adopted by a leader can greatly influence the level of commitment shown by employees and 

the overall success of the organisation. Bwalya (2023) states that the Leadership style a leader chooses 

to use plays a crucial role in determining the effectiveness and outcomes of their leadership. Managers 

who adopt leadership styles that rely on control, fear, and neglect, such as autocratic leadership, can 

undermine employee commitment and negatively impact organisational productivity (Hubbart, 2024).  

Jacobs (2019) states that Employees often experience a decline in their interest, motivation, and 

commitment at work, primarily due to the wide range of ineffective leadership styles shown by their 

managers. Jacobs (2019) further states that when managers demonstrate poor leadership qualities such 

as a lack of communication, inconsistency, and an uninspiring approach, it can result in heightened 

nervousness, enduring tiredness, and a sense of disconnection from the workplace, which decreases 

organisational success. Kungwalo (2023) states that the importance of leadership styles lies in their 

ability to impact employee commitment and foster positive teamwork, which ultimately drives the 

success of the organisation. The study aims to identify and analyse the predominant management 

leadership styles practiced in the education sector in Pretoria, and assess their influence on employee 

relations, workplace culture, and overall organisational success. It will explore the various leadership 

approaches adopted by management and their correlation with the levels of success of the organisation. 

By gathering in-depth insights through interviews, this study aims to uncover how leadership practices 

can cultivate a more dedicated workplace that strives to meet the organisation's goals.  

The study aims to develop evidence-based recommendations aimed at strengthening effective 

leadership practices and addressing identified leadership gaps in the education sector in Pretoria, in 

order to enhance employee satisfaction, relations, organisational climate, and performance outcomes. 

These insights will be valuable for informing policies that improve workplace dynamics and drive overall 

success and employee engagement within the organisation. The study examining the predominant 

management leadership styles currently practised within the selected education sector in Pretoria is 

valuable across several dimensions. It is necessary to conduct this study within the education sector, as 

some management leadership styles demonstrate poor leadership qualities, resulting in a decrease in 
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organisation's productivity. The study's practical implications are extensive, providing useful insights for 

various stakeholders in both the public and private sectors. This research will assist senior management 

in understanding how their leadership styles influence employees and the overall success of the 

organisation. With this knowledge, they can enhance their strategies to improve employee commitment 

and achieve organisational goals. Human Resource (HR) practitioners can use the findings to develop 

better training programs, improve talent management, and design performance evaluation systems that 

align with leadership styles, promoting commitment, positive work culture, and productivity. 

Policymakers and industry regulators can use the study's conclusions to guide the development of best 

practices, guidelines, and regulations that foster healthy and productive work environments, ultimately 

boosting organisational success. By utilising Hersey and Blanchard’s situational theory, the researcher 

can create a framework that illustrates how employees respond to different leadership styles. This theory 

will assist in understanding how directive and supportive leaders foster employee relationships, positive 

culture, commitment, and enhance performance, ultimately promoting organisational success. 

Integrating this theory will strengthen the study and ensure that the study will contribute to the growing 

body of knowledge on ways to improve leadership practices and employee relations in the education 

sector, and it will contribute to existing literature by providing insights into effective strategies that 

organisations can implement to maintain employee relations, commitment, positive work culture and the 

organisation’s success. 

Literature Review 

Leadership style refers to the behaviours that individuals in leadership roles use to influence others 

(Mahendra & Syarief, 2022). Leaders in an organisation influence and motivate employees to achieve 

success in the workplace through utilising different leadership styles to inspire commitment to the 

organisation’s activities, which in turn increases loyalty and workplace productivity (Mahendra & Syarief, 

2022). Rathi, Awoke and Saeed (2022) state that several organisations experience a growing employee 

gap due to a gap between the expectations of the leaders and what employees are prepared to offer 

and commit to. A decrease in employee commitment stems from management’s failure to apply effective 

leadership styles that foster employee engagement and align with the organisation's goals and 

objectives (Rathi et al, 2022).When management does not ensure that employees feel competent and 

committed, it can lead to loss of valuable team members who prioritise the organisation’s success (Rathi 

et al, 2022). A study by Oyewobi (2024) states that when employees are treated with respect by their 

managers, they are more likely to be committed to the organisation’s goals. Oyewobi (2024) further 

indicates that employees' attitudes and actions can directly affect an organisation’s productivity and 

success. Cahyono, Novitasari, Sihotang, Aman, Fahlevi, Nadeak, Siahaan, Asbari and Purwanto (2020) 

state that leadership styles like transformational leadership as styles that characterise the leader's ability 
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to comprehend the needs of their followers and effectively inspire them. Cahyono et al (2020) add that 

transformational leaders can inspire employees to be committed and loyal to the organisation.The 

literature review will present a comprehensive review of existing literature related to management 

leadership styles, employee relations, commitment, work culture, and the organisation’s success. It will 

organise the literature into themes to help understand how management practices affect these 

dynamics. It will point out both agreements and disagreements in the literature, showing where more 

research is needed.  

Types of Leadership Styles 

Leadership styles are important for enhancing employee commitment and improving organisational 

productivity (Kungwola, 2023). The correlation between leadership style and employee commitment is 

an essential aspect of the workplace's underlying forces. Positive leadership styles can positively impact 

employees’ commitment and eventually the workplace productivity (Kungwola, 2023). Several 

leadership styles have distinct characteristics and methods for influencing employee commitment, such 

as transformational leadership, transactional leadership, and laissez-faire leadership. 

Transactional Leadership Style 

Transactional leadership is the most common leadership style in organisations, focusing on goal 

achievement and performance management (Dong, 2023). Dong (2023) further states that transactional 

leaders motivate employees to achieve organisational goals by effectively utilising available resources 

and following rules and regulations. They operate efficiently through mechanisms of authority, reward, 

and punishment. Ngwama and Ogaga-Oghene (2022) state that transactional leadership is based on 

an exchange where both parties fulfill their commitments. This type of leadership sets clear goals and 

tracks results. In this context, the leader and follower agree on the roles and tasks the follower needs to 

complete. Leaders who use the transactional leadership model help their team members understand 

their responsibilities and the goals they need to reach. They also motivate their followers by building 

their confidence in achieving the expected performance levels (Ngwama & Ogaga-Oghene, 2022). 

Autocratic Leadership Style 

Autocratic leadership style is a management style that is characterised by a strong central authority, 

where decisions are made by management without question or input from subordinates (Hassnain, 

2022). Hassnain (2022) further states that this leader motivates subordinates through threats, 

punishments, and rewards. Autocratic leaders do not trust their employees. They believe that the only 

way to motivate them is through rewards in exchange for their bad attitudes, Over time, this creates a 

toxic workplace culture characterised by anxiety, resentment, and poor team performance (Hassnain, 

2022). 
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Transformational Leadership Style 

Transformational leadership involves leaders and followers inspiring one another to achieve higher 

levels of morality while promoting justice and equality (Mekonnen & Bayissa, 2023). Mekonnen and 

Bayissa (2023) further state that transformational leadership has four key parts: being a role model 

(idealised influence), motivating others (inspirational motivation), encouraging new ideas (intellectual 

stimulation), and providing personal support (individualised consideration). Chuanxi and Salman (2024) 

believe that transformational leadership is when leaders inspire their employees through their actions, 

personality, and qualities. This influence helps employees develop positive values and improve their 

motivation. As a result, employees work harder to achieve their personal goals. Deng, Gulseren, Isola, 

Grocutt and Turner (2022) believe that transformational leadership involves valuing and respecting 

employees. It focuses on helping them plan their work, encouraging their potential, and motivating them 

to be innovative. This approach aims to achieve the organisation's goals through active employee 

involvement. Transformational leaders motivate their team members to change how they think and act. 

They encourage people to adopt selflessness and work hard to achieve the organisation's goals 

(Ngwama & Ogaga-Oghene, 2022). Ngwama and Ogaga-Oghene (2022) further state that 

transformational leadership involves clearly stating a vision, connecting individual and group interests, 

and providing support to help team members reach organisational goals. 

Laissez – Faire Leadership Style 

Laissez-faire leadership is characterised by minimal guidance; team members are given a lot of freedom 

and little guidance (Kamal & Kesuma, 2024). Kamal and Kesuma (2024) further indicate that, while this 

approach can have some advantages in certain situations, it is often associated with negative outcomes 

within organisations. Some scholars believe that this kind of leadership has its own strengths. Kostiainen 

(2023) believes that the laissez-faire leadership style can be very effective in certain work settings. This 

style promotes independence and inspires creativity among team members. Kostiainen (2023) further 

state that in creative work environments, people are often inspired and motivated. A delegative leader 

can be effective in product design. Team members are skilled and creative, so they need minimal 

supervision. A good leader can provide just enough guidance and still achieve high-quality results 

(Kostiainen, 2023). 

Theoretical Frameworks for the Study 

The theoretical framework is a thoroughly developed set of concepts that are linked to one or more 

theories intended to support a study (Salawu, Bolatitio, & Masibo, 2023). Salawu, et al. (2023) state that 

the theoretical framework explains the relevant theories for the study and shows how they connect. It 

highlights the main theory or theories that support the study. This framework serves as the starting point 
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for critiquing the paper and acts as a guide for conducting the research. Varpio, Paradis, Uijtdehaage 

and Young (2020) state that a theoretical framework is a logically structured and interconnected set of 

concepts and premises derived from one or more theories that a researcher constructs to support a 

study. To create a theoretical framework, the researcher must define the relevant concepts and theories 

that will underpin the research, connect them through logical relationships, and relate these concepts to 

the study being conducted (Varpio, Paradis, Uijtdehaage, & Young, 2020). Developed by Paul Hersey 

and Ken Blanchard in 1969, Hersey and Blanchard’s situational theory emphasises the need for leaders 

to adjust their leadership style based on the maturity and competence of their followers. According to 

Raza and Sikandar (2018), Hersey and Blanchard’s situational theory was to close the gap in traditional 

leadership models that assume there is one best way to lead. A study by Setiawan, Cavaliere, Navarro, 

Tabuena and Rajan (2021) benefited from the study through the comparison of leadership style on 

employee productivity. Raza and Sikandar (2018) states that this is a theory that says no single 

leadership style is better than another. It focuses on the capability and commitment of individual 

employees. This theory suggests that employee responds better to different levels of guardianship and 

supervision based on their professional maturity. The application of Hersey and Blanchard’s Situational 

Leadership Theory will benefit this study by increasing knowledge on how employees react to different 

leadership styles. This will benefit the management of the educational sector in Pretoria, South Africa to 

understand how certain leadership styles influence employee relations, commitment, work culture, and 

the organisation’s success. 

Methods and Data 

Research Design, Approach, Philosophy, and Strategy 

Research design is the overall plan for conducting research. It outlines the goals, how data will be 

collected, and the method for analysing the data (Ansari, Rahim, Bhoje, & Bhosale, 2022). An 

exploratory research design was adopted for this study. This design was appropriate for examining 

predominant management leadership styles practiced an education sector in Pretoria. This approach 

aimed to explore the influence of identified styles on employee relations, commitment, work culture, and 

the organisation’s success. Given the rich diversity of management leadership styles, each capable of 

producing different effects in different workplace environments, an exploratory design provided the 

necessary flexibility to identify emerging patterns and valuable insights that might be missed in other 

research studies. An inductive qualitative research approach was employed to explore the research 

questions and examine the phenomena in depth. This approach allowed the researcher to collect rich, 

firsthand data, providing nuanced insights into the participants’ experiences, perspectives, and contexts. 

Through the use of qualitative methods, the study sought to uncover underlying patterns, meanings, and 

relationships that may not be captured through quantitative measures, thereby offering a comprehensive 
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understanding of the phenomena under investigation. The study was underpinned by phenomenological 

philosophy to examine how management leadership styles influence the organisation as a whole. 

Phenomenology helps promote an in-depth insight since it supports semi-structured interviews; 

therefore, by focusing on the experiences and views of employees, this approach allowed for a deeper 

understanding of how leadership behaviours are perceived and how they influence employee responses 

and the success of the organisation. Phenomenology assisted in ensuring that the study is focused on 

describing the main aspects of individuals' experiences without assuming anything about the outside 

world, paying attention to how things feel and appear in those experiences. The insights gained from 

this approach have contributed to the development of actionable, evidence-based recommendations for 

improving leadership practices. An interview, in the form of a semi-structured interview, was adopted for 

this study. This method assisted the researcher in exploring participants' experiences more deeply while 

keeping the questions consistent with the research goals. Semi-structured interviews enabled 

participants to articulate their views freely, which is important for capturing the depth and variation in 

leadership approaches and their effect on employee relations, commitment, work culture, and the 

organisation’s success. Taherdoost (2022) states that semi-structured interviews are a data collection 

method that includes prearranged survey questions along with open-ended stimuli. This approach 

provides participants with the opportunity to share more detailed information based on their initial 

responses (Taherdoost, 2022). The research incorporated both face-to-face and online interviews. This 

strategy aimed to enhance inclusivity and accessibility for participants, ensuring a wider range of voices 

and experiences are represented in the study. 

Population and Sampling 

“Target population refers to all the members who meet the criteria specified for a research investigation” 

(Willie, 2022:521). The target population is a specific group of people that researchers want to study. 

This group shares certain characteristics that interest the investigator (Willie, 2022). The target 

population for this study comprised a total of 5 managers and 30 employees of the education sector in 

Pretoria, South Africa. Non-probability sampling, the convenience sampling technique, was chosen due 

to its practical advantages and alignment with the research objectives. Convenience sampling allowed 

the researcher to select participants who are easily accessible, available, and willing to take part in the 

study, making data collection timely and cost-effective. The research focused on how people experience, 

perceive, and interpret leadership and its effects in the workplace. To do this, researchers needed 

detailed, context-rich information from individuals who work directly in the organisation being studied. 

This method fitted well with a qualitative approach, where the aim was not to make statistical 

generalisations but to gain a rich and deep understanding. It helped explore subtle details, how people 

interact, and specific factors that affect workplace success, things that may not be fully captured using 

only numbers. Convenience sampling allowed researchers to work around practical challenges like 
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limited access to the full population or a lack of time and resources. It allowed researchers to draw useful 

conclusions based on real experiences. Convenience sampling was a practical and consistent choice, 

which kept research grounded in the real experiences and views of those directly involved with 

management practices within the education sector. The sample size for this study consisted of 10 

participants, comprising the management team and employees of education sector, Pretoria, South 

Africa. A smaller sample was chosen to reach data saturation. Naeem, Ozuem, Howell and Ranfagni 

(2023) state that data saturation is the point in qualitative research where further data collection does 

not produce new insights or themes. It indicates that the researcher has collected sufficient information 

to recognise the patterns and themes within the dataset, enabling them to confidently proceed to the 

analysis phase (Naeem, et al., 2023). 

Pilot Study, Data Collection and Analysis 

The interview questions were piloted on two participants from the education sector, Pretoria region, 

South Africa to evaluate the reliability and validity of the interview guides. These two participants were 

excluded from the main study. A pilot study is the first step in research; it helps plan and adjust the main 

study to assess the validity of the results (Anupama, Chaudhary, & Lakshmi, 2023). Aziz and Khan 

(2020) indicate that a pilot study is a small-scale version of a planned study to test the data collection 

instrument. The participants were chosen from different organisational levels and were interviewed using 

the interview guide. Their feedback showed that the questions about leadership practices were too 

broad; hence, the researcher revised them for more specificity. The insights from the pilot study helped 

improve the final interview guide, ensuring better clarity, flow, and alignment with research objectives. 

Interviews, in the form of semi-structured interviews, were used as a data collection method. An interview 

guide was used. The researcher chose semi-structured interviews to explore the feelings of participants 

regarding the leadership style practiced in the education sector. A maximum of three questions was used 

to interview ten participants. This interview method was selected because it allows for the collection of 

first-hand information directly from the participants. Conducting face-to-face interviews enabled the 

researcher to gather reliable information straight from the source. According to Taherdoost (2020), data 

analysis is the process of converting collected data into useful information and this involves using 

different techniques, like modeling, to identify trends and relationships. Thematic analysis was used to 

analyse data for this study. This technique for data analysis was chosen as it allowed the researcher to 

evaluate developed themes and compose meanings for the themes. 

Trustworthiness, Limitations and Elimination of Bias 

Trustworthiness encompasses the qualities associated with research efforts to ensure that the findings 

are both valid and reliable (Rose & Johnson, 2020). Establishing the trustworthiness of qualitative 
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findings is crucial for their credibility and reliability. This encompasses elements such as credibility, 

transferability, dependability, and confirmability (Ahmed, 2024). For a researcher to determine 

trustworthiness, they ensured credibility by dedicating sufficient time to the research process. This 

involved conducting interviews with participants that lasted approximately 30 minutes. These 

interactions assisted with fostering a deeper understanding of the topic being studied and provided an 

opportunity to explore different viewpoints and identify common themes. The researcher was constantly 

checking up and engaging with participants, staying open-minded, acknowledging their own biases, and 

practicing self-reflection throughout the entire research process. Transferability was ensured through 

providing clear and detailed explanations assisting readers in seeing how the findings can apply to 

similar situations. Research ensured dependability through thoroughly documenting the methods, data 

collection techniques, and analysis procedures. The study kept a clear audit trail. This trail contained 

detailed records of all the methods used, such as interview protocols, data collection dates, transcription 

procedures, and steps taken during thematic analysis. This transparency allowed an outside reviewer 

to follow the research process and confirm its consistency. Lastly, the researcher ensured confirmability 

through the use of different methods to enhance the confirmability of the findings. The researcher used 

methods such as peer review, checking back with participants, and keeping reflective journals. The audit 

trail, as described for dependability, also contributed to confirmability by providing evidence of the logical 

progression from raw data to findings, demonstrating that the interpretations are grounded in the data 

rather than researcher bias. The limitations included a narrow participant pool and the timeframe for 

completing the study. Theofanidis and Fountouki (2018) state that research limitations are the 

weaknesses of a study that often come from factors beyond control, influencing the validity and reliability 

of findings. These factors can include time, access to funding, available equipment, data, or participants. 

To eliminate bias in this research, the researcher ensured that gender-neutral terminology was 

consistently used. Terms like "employee" were preferred over gender-specific roles. This approach 

promoted inclusivity. Participants were not categorised by race or ethnicity. The language utilised in 

interviews, analysis, and reporting was thoroughly reviewed to avoid stereotyping. Additionally, the study 

did not make assumptions about participants based on their age; age was only considered as a variable 

in the analysis to understand related patterns within the study. 

Results 

Demographic Information 

This section presents the demographic profile of the participants who took part in the study. 

Understanding the demographic information of participants is essential for contextualising the findings 

and interpreting the results meaningfully. The demographic information included the gender, educational 
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background, years of work experience, and age group. These characteristics show the diversity of the 

participants and help ensure that the data collected is credible. 

Gender of the Participants 

Gender of the participants Number of participants 

Male 5 

Female 5 

Prefer not to say 0 

Total 10 

Table 1: Gender of the participants 

The findings shown in Table 1 reveal an equal representation of male and female participants, with 50% 

each. This balanced mix of genders strengthens the research by including viewpoints from both men 

and women without bias. In this study, it was important to understand gender diversity in leadership and 

how employees view it. Men and women often perceive leadership behaviours and motivation to 

increase commitment and productivity in different ways. A balanced gender representation offers a 

clearer view of different leadership styles practiced in the education sector and how they influence 

employee relations, commitment, work culture, and the organisation’s success. 

Educational Background 

 

Figure 1: Educational Qualifications of Participants 
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Figure 1 shows that the participants had various educational backgrounds. The participants' educational 

qualifications ranged from certificate level to postgraduate degree. As shown in Figure 1. Six of the 

participants held a postgraduate degree and only four participants held a bachelor's degree.  Zero 

participants held diplomas and certificates. Educational background can influence what employees 

expect from management in terms of behavior, communication, and decision-making due to extensive 

reading and research that comes with being a bachelor's degree and postgraduate student. Having well-

educated participants makes their insights more trustworthy, as such participants can analyse leadership 

styles practiced and how the organisation works, and how management operates. The findings show 

that the education sector has a skilled and educated workforce, which is a crucial base for improving 

employee relations, commitment, work culture, and the organisation’s success through leadership 

initiatives. 

Years of Experience 

 

Figure 2: Work experience of participants 

Figure 2 displays the years of experience among the participants. The experience categories range from 

0-5 years to 16 years and above. The figure indicates that five participants had between 0 and 5 years 

of experience, while three participants had 16 years or more of work experience. Additionally, two 

participants fell into the categories of 6-10 years and 11-15 years of experience. This mix of experience 

levels helps us understand how different employees view leadership based on different stages of their 

careers. Experienced employees understand the organisation well and can better assess how 

management leadership styles influence employee relations, commitment, work culture, and the 

organisation’s success in the organisation. Having a range of experience among participants gives us a 

well-rounded view of management leadership styles in the education sector. 
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Age Group of Participants 

 

Figure 3: Age group of the participants 

The age distribution of participants, as illustrated in Figure 3, reveals that 60% of participants are aged 

between 26 and 35 years. This is followed by 20% of participants in the 36 to 45 age group. Additionally, 

10% of participants fall within the 45 to 55 and 56 to 64 age categories. Notably, there are no participants 

aged 18 to 25 years. Shandu (2023) supports that using age data along with the right interview questions 

provides a more in-depth analysis of results. The balance of different age groups adds to the credibility 

of the study's findings, as it shows different viewpoints on how effective leadership is and how it affects 

employees and the organisation. It also indicates that the education sector has a stable workforce, which 

creates a good environment for leadership initiatives that can enhance long-term commitment and 

increased performance. 

Thematic Analysis of Qualitative Data 

This section presents the research findings from the interviews conducted with the study participants. A 

total of 10 individuals participated in the study, and each was assigned a unique code ranging from P1 

to P10. These codes were implemented to maintain the anonymity and confidentiality of the participants. 

To analyse the data systematically, thematic analysis was employed. This approach ensures that the 

results are presented accordingly and in alignment with the primary objectives of the study.  

To collect qualitative data, semi-structured interviews were conducted with ten participants. Thematic 

analysis was employed to examine the qualitative data, as it provided a systematic approach to 

identifying, interpreting, and organising relevant patterns within the study. The analysis followed a six-

step process. First, all interview data were transcribed to ensure familiarity with the content, allowing for 
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the identification of initial patterns and the selection of meaningful quotations related to leadership styles. 

Second, key terms emerging from the selected quotations were identified. These keywords helped break 

the data into manageable units. Third, these keywords were used to generate codes that captured 

specific leadership styles, indicators of commitment, and productivity-related factors. Fourth, related 

codes were grouped into broader themes that reflected meaningful relationships within the data. Fifth, 

the connections between the keywords, codes, and themes were interpreted to understand their 

significance in addressing the research questions. Lastly, these interpretations were integrated into a 

clear model that synthesised the findings and illustrated how leadership styles influence relationships, 

commitment, and the overall success of the organisation. 

The table provided below illustrates the themes that emerged from the participants' interviews and 

responses. Each theme offers a nuanced understanding of the participants' perspectives, shedding light 

on the key issues and insights that were highlighted throughout the discussions. 

THEMES 

1. Increase job satisfaction 

2. Create a toxic work culture 

Table 2: Themes 

Discussion 

Discussion and Interpretation of Findings 

Theme 1: Increase Job Satisfaction 

The questions posed to participants aimed to fulfil objective one, which was to identify predominant 

management leadership styles that were currently practiced within the education sector. Three questions 

were asked, including one to identify the leadership style in their directorate or unit, discussing the 

benefits and challenges of those leadership styles and their impact on organisational culture over time. 

P4: “Benefits, as a transactional leader, he still motivates the staff, which gives me a sleepful night and 

makes me eager to go to work and work”. 

P6: “Transformational leaders inspire employees, they communicate a clear vision, encouraging 

innovation, and have a strong emphasis on employee growth. This leadership style cultivates a culture 

of inspiration, innovation, and continuous progress”. 

P10: “Employees feel appreciated and supported, and that positively influence satisfaction and 

commitment. Our manager takes the time to learn about individual goals and strengths. The sense of 
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accomplishment encourages internal drive, which strengthens loyalty to the management and the 

company”. 

P7: “Benefits include efficiency and consistency. However, challenges exist, such as a lack of flexibility 

and suppressed creativity, which makes me less interested in the job”. 

Participants' responses indicate that transformational and transactional leadership is more recognised 

in the education sector, and they are key drivers of job satisfaction. Hoxha and Heimerer (2019) asserts 

that while transactional leadership influences job satisfaction, commitment, and productivity within an 

organisation, transformational leadership has an even stronger effect on employee productivity, 

commitment, and job satisfaction. Participants reported feeling motivated, supported, and appreciated 

under leaders who portray such leadership styles, which enhances a sense of belonging.  Makhwiting 

and Bruhns (2024) differs in their opinion as they highlight that a transactional leader does not consider 

their employees nor support new ideas; they focus mainly on achieving organisational goals. This 

statement by Makhwiting and Bruhns (2024) reflects the same sentiment as P7’s comment about the 

lack of flexibility and suppressed creativity experienced when leaders are overly transactional. While 

P7’s contribution highlights both the negative and positive aspects of transactional leadership, it can be 

concluded that both transactional and transformational leaders are the most practiced leadership styles 

and they drive job satisfaction within the organisation. 

Theme 2: Create a Toxic Work Culture 

This theme emerged from interviews highlighting that certain management leadership styles have 

contributed to the development of a toxic work culture within the education sector. 

P2: “Team members do not participate in meetings and creativity becomes non-existent, killing the whole 

culture”. 

P3: “I believe it will diminish personal growth and demotivate the staff which would increase staff 

turnover”.  

P5: “Working with an autocratic leader just creates a toxic work environment. Sometimes sitting at home 

is better.” 

P7: “It can foster a culture of consistency, clarity, and reliability. However, it can also lead to a culture 

that is rigid, slow to adapt, and stifles creativity”. 

Participants P2, P3, P5, and P7 described experiences that align with autocratic leadership, which 

resulted in demotivation and a toxic work environment. P5 emphasised this by stating, “Working with an 

autocratic leader just creates a toxic work environment”. This finding highlights the strain and 

disengagement often linked to authoritarian practices. Such leaders decrease motivation, which 
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decreases commitment. Response given by P2, P3, P5 and P7 resonates with Hassnain (2022), who 

states that autocratic leaders do not trust their employees. They believe that the only way to motivate 

them is through rewards in exchange for their bad attitudes. Over time, this creates a toxic workplace 

culture characterised by anxiety, resentment, and poor team performance. This theme that emerged 

from the responses of participants, along with the secondary data, indicates that having an autocratic 

leader demotivates employees, decreases job interest, and slows down productivity. 

Conclusion 

Based on the findings of the study, several conclusions can be drawn predominant management 

leadership styles and their effect on the organisation. Participants were asked about the main leadership 

styles in the education sector. The findings from their responses indicated that the most common styles 

practiced in the education sector were transactional and transformational leadership. The 

transformational leaders within the organisation were characterised by their ability to be role models 

(idealised influence), motivate others (inspirational motivation), encourage new ideas (intellectual 

stimulation), and provide personal support (individualised consideration) to employees. The findings 

show that leaders who demonstrate the transformational leadership style in the education sector create 

a culture of innovation by sharing a clear and engaging vision for the future. Most participants revealed 

that these leaders not only involve employees but also encourage them to think creatively and take 

initiative in their roles. Participants who identified transactional leaders with their directorates in the 

education sector showed that these leaders are equally important, even though they are more focused 

on the importance of organisational productivity, routines, and consistency in work processes. Findings 

show that leaders who adopt this management leadership style focus on keeping things organised and 

make sure that employees follow a set of rules and procedures and which sometimes can stifle 

innovation, creativity causing employees to hold back from taking initiative and sharing ideas. Some 

participants' responses revealed elements of autocratic leadership in certain directorates within the 

education sector. 

These leaders have a high level of control and lack employee input, and they create a toxic work 

environment, which decreases employee commitment as employees feels less empowered and 

undervalued. Findings show that having such a leader affects satisfaction and commitment, which leads 

to a negative effect on employee performance and overall success of the organisation.  

Theoretical Implications 

The researcher has drawn conclusions based on the variables matched with theories and conclusions 

based on the primary study. Hersey and Blanchard’s theory have been essential in providing a deeper 

understanding of how different management leadership styles impact employee and organisation's 
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success in the educational sector. Hersey and Blanchard's Situational Leadership Theory emphasises 

the importance of leaders adapting their leadership styles according to the skills and readiness of their 

employees. This flexibility allows leaders to offer the right level of support and guidance, creating a work 

environment that addresses the developmental needs of employees.  

The application of Hersey and Blanchard’s Situational Leadership Theory has benefited this study by 

enhancing the understanding of how employees respond to different leadership styles. This knowledge 

will help the management of the education sector understand how specific leadership styles can impact 

employee commitment. The study investigates Predominant Management Leadership Styles Practiced 

in the education sector, Pretoria region, South Africa. The findings of the study concluded that effective 

leadership is essential to building a committed, motivated, and high-performing workforce. The findings 

showed that different leadership styles practiced in the education sector had a deep influence on shaping 

employees’ attitudes, job satisfaction, and overall level of commitment and workplace productivity. 

Amongst different leadership styles that were examined, Transformational leadership stood out as the 

most effective style to build a culture of commitment and productivity among employees. This leadership 

style inspires and encourages individuals to surpass their limits, which leads to higher employee morale 

and a stronger sense of belonging. It can be concluded that leadership that is characterised by autocratic 

tendencies, which includes centralised decision-making and a lack of employee input, have a negative 

effect on employees' morale and stifles innovation.  

Practical Implications 

Practically, the findings emphasise that management leadership style determines the overall climate 

and culture of an organisation. It is recommended that managers practice an empathetic approach, 

engaging in active listening to truly understand employees' viewpoints and concerns. Managers are also 

recommended to practice transparency mostly in decision-making processes; by doing so, this could 

foster trust and strengthen the employer-employee connection. Practicing open communication 

channels is important and recommended as they allow employees to express themselves freely and 

contribute to the collaborative atmosphere. Encouraging teamwork, recognising individuals, boosting 

morale, making employees feel seen and appreciated, creating an inclusive environment where diverse 

voices are not only welcomed but actively encouraged, improves employee commitment, increases job 

satisfaction, reduces turnovers and increases organisational productivity, which leads to a more 

harmonious and effective workplace environment. It is recommended to establish a structured 

mentorship program that pairs leaders with employees to promote professional growth and skill 

development. Additionally, incorporating training workshops and networking events into the programme 

can enhance the learning experience and encourage a culture of collaboration and continuous 

improvement within the organisation. Based on the findings and conclusions of this study, several areas 
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have emerged that warrant further scholarly investigation. The recommendations for future research are 

derived from the identified gaps, limitations, and contextual nuances that surfaced during data collection 

and analysis. 

Future Research Areas 

• Exploring laissez-faire leadership style on organisational productivity and employee 

commitment. 

• Engaging in a mixed-method approach for the same topic to balance qualitative insight with 

quantitative data. 
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