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ABSTRACT

The overall aim of this study is to ascertain the effect leadership has on organizational
effective communication, and how it propels the yielding of positive results if done right.
The study was approached qualitatively using the deductive approach. The study adopted a
desk research approach. The study selected articles from scholarly journals such as sage,
emerald, and other peer-reviewed journals. The study ensured that the articles selected were
within the last five years to allow for a more recent analysis of the information therein.
Besides, newspaper articles written as well as discussions on communication as it pertains to
communication within organizations were also considered. Future studies could employ the
use of a mixed-method approach where data is taken from respondents in a sampled
organization using both qualitative and quantitative means. The analytical review of extant
studies revealed that there is a significant relationship between leadership style and effective
communication. It is believed that a leader must adjust his leadership style by keeping in
mind the intellectual level and maturity of the employees. Here maturity does not refer to the
sensitivity or age, but it means work stability, tendency to handle complex situations, and
potential of achieving a given target. Based on the findings of the study, the researcher
suggests that further studies should analyze leadership communication styles across several
different organizations. This should be done across different levels of the organization such

as the corporate and operational levels of the organization.
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CHAPTER ONE

1.0 Introduction

Extant literature has posited that the role and actions of leaders are critical in
organizations. Various studies investigated the various ways leadership styles affect the
organization from different perspectives (Bello, 2017). Specifically, leadership style is one
of the significant concepts affecting employees, specifically their thoughts and feelings.
Communication competency within this context serves as one of the main pillars that leads
the leader's potential to leave a positive influence on the employees (Northouse, 2010). In
this respect, leadership style and communication competency could be viewed as part of
the fundamental dynamics affecting the job satisfaction of employees. A study by Gallom
(2018) assessed the effect of leadership style on effective communication. This study was
also replicated by Hernan (2018) who also assessed the same variables within the banking
sector. However, these studies did not delve into leader specific variables such as gender,

education, or age as posited in a theoretical paper by Osteen (2019).

The scholarship of organizational theory and leadership revealed that job satisfaction
has been influenced by many organizational factors, ranging from salaries, job
security, workplace conditions, to leadership. Leadership style also has a significant
impact on employee job satisfaction, commitment, and productivity (Moore, 2016).
In this study, the leadership styles to be explored would be autocratic leadership,
democratic leadership, coaching leadership style, and laissez-faire. The reason for
this choice is because these are arguably the most common leadership styles seen in
most organizations.

Autocratic leadership is a leadership style where the leader takes the majority of

decisions alone and is more focused on achieving results and efficiency. Coaching



leadership, however, can be considered as a leadership style where the leader takes into
consideration members' strengths and weaknesses and helps them to improve or do
better. He or she creates an inclusive and positive work environment. Another common
type of leadership is democratic leadership where the leader considers inputs from team
members before making a decision. This style fosters high levels of employee
satisfaction. Finally, the laissez-faire leadership style is the complete opposite of the
autocratic leadership style, where the leader gives team members’ full control of tasks
with little to no supervision (‘Ten Common Leadership Styles’, 2020)

The link between leadership and effective communication has received limited attention
from business and communication scholars alike. According to Holladay and Coombs
(1993), leadership is a behavior enacted through communication. Specifically, Holladay
and Coombs suggested that communication shapes the perceptions of a leader's charisma,
and communication can be divided into the content of the leader's messages and the
presentation of those messages. Similarly, messages sent by leaders are considered to
contain both affective and cognitive strategies (Hall & Lord, 1995), and when leaders
effectively communicate their vision, they win the confidence of followers, which in turn
aids in communication satisfaction between the leader and follower (Pavitt, 1999).
Castaneda and Nahavandi (1991) suggested that subordinates who perceive their
supervisors’ behaviors to exhibit both relationship orientation and task orientation report
being the most satisfied. Based on previous research, leadership appears to be enacted
through communication in such a way that it contains a relational (affective) and task
(content) component.

Getting a better understanding that everyone has a different way of speaking in terms
of putting meanings forward is more likely to gain benefits from a variety of potential

employees with different communication styles. In communication, various aspects



come into play which leads to differences in communication. Every individual has
differences in his or her communication styles, which is not only influenced by his or
her communication styles, but also by gender, age, education, cross-cultural
differences amongst many others. Two of these factors, age, and education are
monumental in influencing a way that a leader communicates to subordinates.
Veering into age, it influences a leader’s communication and can either improve a
leader’s communication or hinder it, just as the other factors stated above. According
to Yorkston et al(2010), aging causes some physiological changes in voice, speech,
and hearing. Irrespective, certain language skills remain relatively stable throughout
one's lifetime such as grammatical judgment and vocabulary. They go on to point that
even though some of the effects arising from differences in age may be subtle, they
have consequences. Additionally, age is directly related to experience and hence, this
may affect the type of leadership style the person chooses, as well as how effectively
he or she may communicate. And by extension, how successful he or she will be as a
leader. Interestingly, the generational gap between an aged communicator and a
younger party may lead to some hindrances of effective communication.

Education equally plays a key role in communication, specifically formal education.
Education provides us with a lot of information so that we have enough material to
organize our thoughts clearly which in turn ensures that we convey them in an effective
and intelligible way to others. Once our thoughts are clear enough, the next requirement
for effective communication is good vocabulary which aids us in lucid delivery of our
thoughts and information. Education lends us a helping hand in initiating and enhancing
our vocabulary continually. The communication of people who do not possess adequate
knowledge and understanding of grammar will always be lacking in some important

aspects, and their message will always be poor compared to that of



formally educated individuals. Education allows for regular interaction with other
educated people, which enriches one’s practical knowledge, hence strengthening
one’s expressions. Education supplies the essential impetus that motivates one to
strive for continuous development and desirable evolution. Communication is verily
one of the important aspects of humankind’s evolution. Without education, such a

desirable growth will severely be hampered.

The purpose of this study is to first establish effective communication as a pivot of
leadership. Beyond that, the relationship leadership styles have on effective
communication of leaders would also be explored. Finally, the moderating roles of
leaders’ level of education and age would be examined. This study is of value in that, it
extends prior research and seeks to fill up some gaps. The current study examines the link
between communicator competence and leadership styles. However, this study would take

things a bit further by exploring the roles of age and educational level.

1.1 Problem Statement

Global Statistics (2019) reported that a pool of complaints among employees revealed that
the main issue they have with their leaders stemmed from the fact that communication had
been poorly executed. The data revealed that five out of twenty leaders had very good
communication skills. Seeing that the other fifteen out of twenty leaders did not, it proves
that it is important that more leaders communicate properly in their respective
organizations. This is key because communication is the key thing that drives

organizations (Walumbwa, 2016).



Scholarship on communication showed that the communication competency of a manager
has a significant role in the satisfaction of the employees. Cushman and Craig (2016)
suggested that listening and negotiating skills of the managers are the determining factors
in communication competency. Pavitt (2019) noted that managers need to be collaborative
in their ways of communication in a way to create a two-way channel so that employees
can internalize the vision created as a team. Most of the studies have focused on the
communication skills of leaders (Northouse, 2016; Bello, 2015), others have also focused
on the effect of leadership style on communication strategy ( Beyan, 2016). This study
first fills the issue gap by addressing the role of the level of education and age on the
relationship between leadership style and effective communication. Again, while most of
these studies have employed the quantitative approach, the current study thus fills the

methodological gap by employing the mixed-method approach to research.

1.2 Research Objectives

Main Objective

To determine the moderating role of the level of education and age in establishing

effective communication as a pivot of leadership.

Specific Objectives

. To establish effective communication as a pivot of leadership.
. To identify the relationship between individual leadership styles and communication.
To determine how much influence the level of education and age have on effective

communication.



1.3 Research Questions

What role does effective communication play in leadership?

What is the relationship between individual leadership styles and communication?

. What is the influence of the level of education and age on effective communication of

leaders?

1.4 Significance of the Study

The research will provide meaningful information to the management of corporate
organizations concerning the effectiveness of communication-based on leadership styles,
which would, in turn, improve employee satisfaction. The study will enable managers of
various organizations to gain awareness concerning the influence of effective communiquée
and ineffective communiqué. In the case of ineffective communique, the study will
suggest strategies towards improving communication to improve employee job
satisfaction. Besides, the study would aid students studying management to understand the
theoretical background of effective communication. It would empower students to take off
well when establishing or managing an enterprise. The study would be beneficial to
academia, as it would provide empirical findings on communication systems and channels
in organizations. It would therefore serve as a reference point for future study and at the

same time, fill a research gap.

1.5 Scope and limitation of the study
The study would focus on the moderating factors of age and level of education specifically.
Though other moderating factors such as socio-cultural differences and gender are

acknowledged, they are not the focus of this particular study. The study will also benefit



firms in the sense that it will enable the organizations to identify the role demographic
factors play in the process of communication between leaders and their subordinates

within organizations.

1.6 Organization of the study

This study is organized into four chapters. Chapter one deals with the introduction by
focusing on the background of the study, problem statement, objectives of the study,
research questions, significance of the study, scope, and limitation of the study as well as
the study's organization. Chapter two deals with the literature review with the focus on
reviewing various works of literature on the impact of leadership on effective
communication. Chapter three deals with methodological procedures and research design,
which includes data collection, sampling, and the analysis of the data, collected. In chapter

four, the summary, conclusions, and recommendations of the study are provided.



CHAPTER TWO

LITERATURE REVIEW

2.0 Introduction

The chapter reviews the extant literature on leadership and effective communication. The
review first takes a more eagle-eye perspective and then zeros in more on the specifics
whiles addressing issues of research gaps that the study seeks to fill. Finally, the

conceptual framework is also presented.

2.1 Human Relations Approach

Around the 1930s, Human-Relations Theory originated and was introduced as a substitute
perspective to the classical theory (Ainobushoborozi, 2016). The theory originally was put
to test by Mayo, Roethlisberger, and Dickson's, which became known as the Hawthorne
Studies (Allen, 2012). The Hawthorne Studies brought to the bare four major phases; the
illumination studies, the relay assembly test room studies, the interview program, and the
bank wiring room studies. The human behavior school of thought shifted from the
prominence on output and work design to the interactions of individuals. The emphasis of
the Human-Relations Approach dwells more on the needs of individuals in the
organization, the employee's participation in decision-making, and the opportunity to send
and receive messages. Human Relations asserted that it is vital to determine the individual
needs of organizational members and it is achieved within effective organization-worker

communication.

According to Barker(2019), effective management communication can be best assessed via a
communication audit. Essentially, communication is fundamental to the work of human

resources. The importance of the Human Relations Approach is that it highlights the role of

8



workers and social factors in the effectiveness of internal communication and issues such
as leadership. In sum, the human relation approach deals with the interaction between
management and employees, their motivation, and their influence on organizational
events. This throws more light on what management and employees ought to do to ensure
effective internal communication. This approach will help the study to determine the
usefulness of the various communications channels such as memos, circulars, telephone

conversations, the use of the Internet, and face-to-face interaction.

2.2 Systems Theory

The general system theory was originally proposed by Ludwig von Bertalanffy, a biologist in
1968 in his work, General Systems Theory: Foundations, Development, Applications, was the
sort to explain the relationship between parts and the whole of living organisms (Cheryl,
2016). This sort provides a general analytical framework (perspective) for viewing an
organization. Since then the theory has been used in academic fields such as psychology,
history, and physiology. Studies conducted by theorists in management studies expose a
digression from the classical and human relations model. According to Chen (2017), the
systems theory has a more valid and applicable stance in internal communication. This is
because the systems approach recognizes the role that communication plays in facilitating
efficient functioning between the various components of the organizations. In organizational
communication research, some main components of the systems theory have been identified
that inform how effective communication leads to employee productivity namely; wholeness,
hierarchical, and feedback. In systems theory, the whole determines the character and
functions of parts (Booth, 2016). Wholeness refers to the interdependence of the various

elements that constitute the system. This means that individual parts of a system



contribute to the existence of the organization. Conferring to Borman and Motowidlo
(2017), the concept of an organizational structure indicates that the relations within an
organism are systematized by order of hierarchy rules. In this regard, components of the
main systems are designed into subsystems, making up the whole system, which in itself

operates within a larger environment.

From the findings of Ducharme and Martin (2015), feedback enables decision-makers in
the organization to strategize to be on top of issues thereby building network relationships.
Conferring to Dvorak(2016), the systems theory operates from primary principles of inter-
relatedness and interdependence, it can be said that the same basic principles form the
basis from which communication audit occurs. Banks have a hierarchical structure with
the various sections functioning as a whole structure and all the staff working towards a
common goal. The systems theory is therefore appropriate for this study. Given this, the
researchers would determine the effectiveness of communication leading to employee
productivity and describe the communication systems at Banks considering that we will
like to focus on banks as the primary corporate organization for this study. The Authority
comprises different sections and to achieve organizational goals, these sections or
departments need to work together. This means that there should be effective internal

communication between the management and staff of an organization to attain these goals.
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2.3 Theoretical Framework

Theoretical Framework Leadership is often defined in organizational theory literature as an
influential process that guides the behavior of individuals and groups towards the achievement
of goals (Dwyer, 2016). Dwyer (2016) defined four types of leadership: supportive, directive,
achievement-oriented, and participative leadership, while Gudykunst (2016) proposed the
transactional transformational paradigm. Islam and Rasad (2016) created a theory of
transformational leadership that describes leaders as inspirational guides helping teachers and
staff to achieve a higher level of morale and motivation at work. These leaders can alter the
workplace, encouraging collaboration, and raising the role of the follower to leader.
Transformational leadership refers to those leaders who support or emphasize empowerment
within their subordinates. Transformational leadership is made up of the following four
dimensions: idealized influence (charisma), inspirational motivation, intellectual stimulation,
and individualized consideration (Korkaew and Suthinee, 2015). Transactional leadership
refers to a process where there is an evolution between the leader and the follower, and the
leader is not interested in the follower’s concerns or needs (Kreps, 2016). These leaders have
certain skills and expect respect when leading an organization. They tend to believe that
followers are motivated through reward and punishment. Lindlof and Taylor(2015) claim that
transactional leaders rely heavily on rewards to motivate followers and on negative feedback
and criticism to prevent poor performance. According to Wang (2016), communication
competence is believed to be multidimensional as opposed to a one-dimensional construct
because employees are not merely satisfied or dissatisfied with communication; they express
varying degrees of satisfaction regarding distinct categories of communication. According to
Weckowicz (2015), communication competence can simply be defined as how employees feel
about communication efforts and different aspects of their communication. Similarly,

Werner(2015) suggests that
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communication competence presents a single affective response to the desired outcome
resulting from the communication that takes place within an organization. Wang (2016) uses
the term communication competence to indicate the overall satisfaction of an employee in his
communication environment. Since the development of the CSQ (Communication competence
Questionnaire), these factors have been widely used to assess communication competence
within organizational contexts (Mount and Back, 1999). Communication competence has
many implications for organizations because it affects many key organizational outcomes.
Multiple studies have examined the relationship between communication competence and
employee productivity (Tsai and Chuang, 2017), job performance (Sostek, 2016),
organizational effectiveness (Shockley—Zalabak,2016), and organizational performance
(Salem, 2019). Communication competence has also been shown to influence an employee’s
level of job satisfaction, commitment, and work motivation (Robbins, Judge, and Campbell,
2016). Communication dissatisfaction may cause stress, absenteeism, low feedback, burnout,

and a higher turnover rate for employees.

2.4 Leadership

Leadership has been defined in many ways, such as the ability to guide followers toward
shared goals (Rhoades and Eisenberger, 2016). Specific to the current study, Puth (2016)
indicated that leaders exhibit task and relational-oriented behaviors. Additionally, Opoku-
Amankwa (2017) indicated that employees are most satisfied when they perceive their
supervisors as exhibiting both relational and task-oriented behaviors. A conceptualization
of leadership that is composed of a task and relational behaviors is considered as the style
approach to leadership. The Ohio State and Michigan studies were strong representatives

of the styles approach. The Ohio State studies identified two types of behaviors explaining
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what leaders do: Leaders provide structure and nurture subordinates. At nearly the same
time, the Michigan studies identified the behaviors of effective leaders to contain
employee-oriented behaviors and production-oriented behaviors. Prior research has
examined the effects of leadership style concerning group satisfaction, effective
communication skills, interpersonal communication (Miller,2017), and rapport building
(Madlock and Booth-Butterfield. 2017). As such, there appears to be a gap in the research
relative to the examination of the task and relational leadership style and communicator
competence. This gap in the research also extends to the relationship between task and
relational leadership style and employee outcomes of job and communication satisfaction.

Thus, communication satisfaction, as discussed below, was included in the current study.

There are many expert opinions on the importance of communication in leadership.
According to Salem(2019), leadership is a behavior carried out by communication, in
which communication clarifies perceptions of a leader's charisma. This is clarified by
Trahant (2017), saying that the leader’s message conveys affective and cognitive
strategies. When the leader effectively communicates his/her vision, he/she is more likely
to gain the employees’ trust, which eventually affects communicating satisfaction between
the leader and the followers. Vallance (2019) stressed that to be perceived as competent
communicators, leaders must share and respond to information on time, pay attention to
others' points of view, communicate clearly and concisely to all levels of the organization,
and use all existing communication channels and various communicative resources such as
language, gestures, and sounds. Communication skills also play an important role in
influencing attitudes, such as employees' satisfaction. It is not only about satisfaction in
terms of communication with leaders, but also satisfaction with their jobs. Effective
leadership should not only be seen from how far the leaders' organizational unit succeeds

in accomplishing the task of achieving their goals. Equally important is the process of
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leadership itself which then affects the employees' perception of the leadership styles of
their leaders. Employees perceive their leaders' behavior, mainly based on two categories
(i.e., related to the purpose of the tasks and related to interpersonal relationships).
Employees are most satisfied when they perceive their direct leaders to run both behaviors
(Wang,2016). Nevertheless, Eagly’s study showed no gender differences in terms of
orientation dimensions in the assignment and assertive behavior such as being ambitious,
dominating, and competitive (Westat, 2016) on men and women in leadership roles.
However, the fact shows that there is still a lot of differentiating positions for different
genders. Women often gain a lower position than male counterparts do, and they do not
get equal opportunities in career development (Werner, 2015). Although more than half of
Indonesia's population is women, their underdevelopment conditions may illustrate
injustice and inequalities between men and women (Werner, 2015). In organizational
scope, the opportunity for female employees to occupy managerial positions or to become
a structural leader in an organizational unit is relatively lower than male employees do,
despite the technical skills required. Surely, the things which will be studied in this study
are more on the organizational subjective and objective obstacles, regardless of cultural

and social problems.

2.4.1 Leadership Theories

Different leadership ideal models have been utilized to depict leadership and leadership
viability. Leadership patterns have changed in the last few decades; it has traveled from the
traditional leadership to the new points of view. Sostek(2016) classifies trait, behavioral and
situational or contingency hypotheses under the traditional leadership dimension, and

charismatic and transformational leadership hypotheses under the new leadership points of
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view. The point of interest of all hypotheses on leadership is to decide organizational

viability.

2.4.2 Great Man and Trait Theories
The Great Man hypothesis places that, leaders are brought forth and not made. That is,

individuals are conceived having some traits which isolate them from others in the field of
leadership positions. It depends on the sentiment that leaders are right and leadership is
established in the specialist of their honesty. Trait hypotheses depend on great man
theories. The trait tactic to deal with the comprehension of leadership sees leadership as
the center of firm adequacy and execution. Like the colossal man hypotheses, the trait
point of view expects that awesome leaders are born with recognized traits/traits that make
them not quite the same as other individuals. As indicated by Saunders, Lewis, and
Thornhill (2016), in his journey for the mystery of incredible leaders, assess many
research findings on leadership, in light of the supposition that great leaders are born.
Saunders, Lewis, and Thornhill (2016) show that leaders were more canny, friendly,
inventive, emphatic, capable, taller, and heavier than normal individuals. Be that as it may,
these distinctions in traits couldn't answer the pursuit, as the rundown was observed to be
measurably unimportant. In this way, Saunders, Lewis, and Thornhill (2016) reasoned that
a man does not turn into a leader on account of a mix of traits since the effect of traits
contrasts as indicated by matter. In this way, the traits of the matter ought to be considered

before crediting enormity to a person as a leader.

Saunders, Lewis, and Thornhill (2016) and different analysts reasoned that ownership of a few
traits may add to leadership adequacy. This is not quite the same as the first trait supposition

that leaders are conceived and not made. Although there is no rundown of traits
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that ensures leadership adequacy, various traits have been as of late distinguished to add to
leadership accomplishment as it perceives the impact of both traits and matters. Richmond and
McCroskey (2017), likewise recognize a few traits that are as of now connected with powerful

leadership as fearlessness, stress resistance, passionate development, and honesty.

2.4.3 The Contingency or Situational School
The contingency theory of leadership developed by Richmond and McCroskey (2017) has

been widely used in conjunction with other leadership theories such as transformational
leadership. While behavioral theories may help managers create specific leadership
practices, they give little direction for what constitutes compelling leadership in various
matters. To be sure, most analysts today infer that no particular leadership style is
appropriate for a manager under all conditions. Rather, contingency-situational theories
were created to demonstrate that the style to be utilized is dependent upon such
components as the matter, the general population, the manager, the firm, and other natural

factors. The real theories contributing to this school of thought are portrayed underneath.

2.4.4 Fiedler's Contingency Theory

Fiedler was the first to build up this leadership hypothesis, which demonstrates that the
situational variable collaborates with a leader's leadership style and conduct. Fiedler
(1967) trusts that there is no single most ideal path for supervisors to lead. Matters will
make distinctive leadership style prerequisites for a manager. The answer to an
administrative matter is dependent upon the elements that encroach on the matter. For
instance, in a very standard (unthinking) condition where redundant errands are the
standard, a moderately mandate leadership style may bring about the best execution. In

any case, in a dynamic situation, a more adaptable, participative style might be required.
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Fiedler took a gander at three matters that could characterize the state of an administrative

task:

Leader-worker relations: How well do the manager and the workers get along?
Manager structure: Is the employment profoundly organized, partially unstructured, or
somewhat in the middle?

Position power: How much mandate does the manager have?

Supervisors were evaluated in the matter of whether they were relationship-oriented or
manager oriented. Manager oriented managers tend to improve in matters that have great
leader-follower connections, organized tasks, and either feeble or solid position power.
They do well when the task is unstructured, but position power is solid. Relationship
oriented managers improve in every other matter (Tumbare, 2017). Therefore, a given
matter may require a manager with an alternate style or a manager who could go up

against an alternate style for an alternate matter (Ainobushoborozi, 2016).

These natural factors are joined in a weighted whole that is named "favorable™ toward one side
and "negative" at the other. Task focused style is best at the characterized extremes of "great"
and "ominous™ situations, yet relationship introduction exceeds expectations in the center-
ground. Managers could endeavor to reshape the environmental factors to coordinate their
style. Another part of the possibility display hypothesis is that the leader part relations,
manager structure, and position control direct a leader's situational control. Leader part
relations are the measure of faithfulness, steadfastness, and bolster that the leader gets from
representatives (Anchor, 2017). It is a measure of how the manager sees himself or herself
getting along very well with subordinates. In a great relationship, the supervisor has a high
task structure and can remunerate as well as rebuff representatives with no issues. In an

ominous relationship, the task is generally unstructured and the leader has constrained
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experts. The explanation (positive) of what is required of subordinates influences task
structure. Situating power measures the measure of energy or specialist the supervisor sees
the firm has given him or her with the end goal of coordinating, fulfilling, and rebuffing
subordinates. The situating energy of supervisors relies on upon the taking of decisions
without end (positive) or expanding (ominous) the decision-making energy of

representatives (Anchor, 2017).

The task motivated style leader encounters pride and fulfillment in the errand achievement
for the firm, while the relationship-roused style looks to assemble relational relations and
amplify additional assistance for group improvement in the firm. There is no great or
awful leadership style. Every individual has his or her inclinations for leadership. Errand
inspired leaders are taking care of business when the gathering performs effectively, for
example, accomplishing another business record or beating the real contender.
Relationship-oriented leaders are taking care of business when more prominent consumer
loyalty is picked up and a positive organization picture is set up. Bertalanffy(2018) holds
that a great connection between leader and supporter is the most imperative element that
makes life simple for the leader regarding influencing and practicing control over his/her
matter. It gives the idea that Fielder's hypothesis recommends that there are two primary
leadership conduct styles: task-focused and relationship-oriented, something else, there are
signs that the leader who is high on errand conduct might be high or low on relationship
conduct. Be that as it may, any blend of those two is conceivable. It has been watched that
leaders who are individuals oriented make a positive atmosphere in their firms (Beyerlein,

McGee, Klein, Nemiro and Broedling, 2016).
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2.5 Communicator Competence

Allen's (2012) research indicated that competent individuals must not only achieve their goals
(be effective) but also do so appropriately. In following with this notion, communication
competence has been conceptualized to encompass elements of knowledge, motivation, skill,
behavior, and effectiveness. Barker (2019) stated, Competent interaction can be viewed as a
form of interpersonal influence, in which an individual is faced with the task of fulfilling
communicative functions and goals (effectiveness) while maintaining conversational and
interpersonal norms (appropriateness) (p. 1) Cushman and Bertalanffy (2018) argued that
communicator competence involves the ability of individuals to display competencies in areas
such as listening and negotiating. More recently, Anchor (2017) indicated that as a result of
changing work environments in which employees are more educated and intelligent than past
generations, leaders are now required to lead by negotiation. Specifically, Anchor (2017)
noted that for leaders to persuade people to follow their vision, they need to communicate
effectively by appealing to the interests of the followers. In that, competent communicators
must employ communicative resources such as language, gestures, and voice (Anchor, 2017)),
and for supervisors to be perceived as competent communicators, they must share and respond
to information promptly, actively listen to other points of view, communicate clearly and
succinctly to all levels of the organization, and utilize different communication channels
(Shaw, 2005). Despite the vast amounts of research focused on competent communication,
there appears to be a lack of prior research directly examining the relationship between
supervisor communicator competence and supervisor task and relational leadership styles.
However, there does appear to be a limited amount of research examining the influence of
supervisors' communicator competence on employee outcomes. One such study was that of
Barker (2019), whose findings indicated that the perceived communicator competence of a

supervisor was related
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to their subordinate’s satisfaction with that supervisor. Another example was a study by
Booth, A. (2016), who examined the relationship between subordinate perceptions of their
supervisor’s communication skills, including communicator competence, and the
subordinate’s level of organizational identification. Myers and Kassing’s findings
indicated that supervisor communication competence was a significant predictor of
subordinate organizational identification. A more recent example was a study by Borman
and Motowidlo (2017), who examined the impact of motivational language on many
outcomes. Specifically, Borman and Motowidlo (2017) found positive relationships
between a leader’s use of motivational language and their perceived effectiveness, their
communication competence, and their subordinates’ job and communication satisfaction.
The current study differs from the prior examples in two significant ways. First, the
current study examined the influence of a supervisor’s communicator competence, task,
and relational leadership on subordinates’ job and communication satisfaction. Second, the
current study also examined the influence that a supervisor’s task and relational leadership

style has on being perceived as a competent communicator.

2.6 Communication Across Demographic Factors

Every individual has differences in his/her communication styles, which is not only
influenced by his/her personal communication styles, but also by gender and cross-
cultural differences. It is important to understand that all these styles can be learned
and applied. Each style has its strengths and weaknesses, there is no single style that
works best among others. Generally, individuals tend to use one style. Effective
communication begins by recognizing one’s communication style and then that of

others (Beyerlein, McGee, Klein, Nemiro, and Broedling, 2016). Therefore, when
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someone meets and interacts with others, it is better to try to understand and then, as
much as possible, to adjust to the other person's style. Men and women are often
misconstrued because they use different ways of communicating. It is the difference that
makes them address the problem differently. Men tend to be good speakers, emphasizing,
and strengthening their status when speaking, unlike women do. Women, on the other
hand, focus on creating positive social relationships, tending to listen to others, and being
more emotional. It would be wise for a manager or leader to appreciate and accept the
differences. When a leader learns to come to terms with the fact that everyone has a
different way of speaking in terms of putting forward meanings, he or she is more likely
to gain benefits from a variety of potential employees with different communication
styles. Education on the other hand plays a key role in communication. Education
provides us with enough information so that we are equipped with the right materials to
organize our thoughts clearly to be able to convey them in an effective and intelligible
way to others. Once our thoughts are clear enough, the next requirement for effective
communication is good vocabulary which aids in the lucid delivery of our thoughts and
information. Education offers a helping hand in initiating and enhancing our vocabulary
continually. The third requirement is grammar. But for education, no one can ever hope
to get a good grasp of the English language and its principles in grammar and other areas.
The communication of such people who do not possess adequate knowledge of grammar
will always be lacking in some important aspects and their message will always be poor
compared to the communication of educated intelligent individuals (Bertalanffy, 2018).
Education provides the platform for regular interaction with other educated and informed
people which enriches one’s practical knowledge. This in turn adds substance and shine
to one’s expressions. Education supplies the essential impetus which motives one to

strive
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for continuous development and desirable evolution, and communication is verily
one of the important aspects of mankind's evolution. Without education, such a

desirable growth will severely be hampered.

2.7 Gap Analysis

Analysis of Theoretical Gap

Extant studies have analyzed communication from the perspective of leaders to
employees, theoretically, the study seeks to argue out a dyadic relationship between a
leader’s communication and his or her employees for the fact that the effectiveness or

lapses from one end of the communication channel will affect the flow from the other.

Analysis of Methodological Gap

The methodology is very critical in determining both the validity and authenticity of a
study. Analysis of empirical literature revealed that most of the studies employed the use
of the quantitative approach. This resulted in some limitations in terms of in-depth
information about the field of communication and leadership. This study thus fills the
methodological gap by assessing this from the mixed-method perspective which will allow

for more elaborate sets of data, especially from the qualitative perspective.
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2.8 Empirical Literature

In the light of this study, there have been many researchers and theorists who have delved into
it and brought about many findings, which are being used in most of the modern organizations
as far as effective communication is concerned. Bello (2016) argued in an empirical study that
communication is an important component of an organization’s project. This is because it was
assumed the global world had become so widespread that, most organizations’ petition to meet
their needs with lesser resources through communication. His research tests the substantial
relationship amid communication and workers' performance in some designated organizations
in Lagos State, Nigeria. Statistics for the research were gathered through a questionnaire with
a sample populace of 120 respondents. The outcome of the research revealed the relationship
between effective communication and workers' performance, productivity, and commitment.
Per the outcome shown in the study, a recommendation was made for managers to
communicate with employees consistently and regularly to improve workers' commitment and

performance.

Bratton, Callinan, Forshaw, and Sawchuk (2016) presented a paper, which sought to
investigate the functions of socio-emotional-oriented communication and job-related
communication in augmenting institutional commitment in the People’s Republic of
China. A statistical methodology was used to analyze data from a questionnaire. A sample
size of 69 was selected as respondents. The key findings from the study were that social-
emotional-oriented communication among employees is a positive indicator of
performance. Conversely, the findings failed to establish any unique linkage between
horizontal and social-emotional communications. The paper concluded that vertical and
job-related communication helps employees of governmental agencies in China to remain

focused on the outlined objectives of their organizations.
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Chen (2017) also highlighted on employee motivations and performance. From his
analysis, morale, motivation, and performance of employees have a clear reflection on
how an organization communicates with its members. The study aimed to explore the
inter-relationship between communication and motivation and its overall impact on
employee performance. DeRidder (2016), considers the results of a study of organizational
communication and motivational practices followed at a large manufacturing company,

Vanaz Engineers Ltd., based at Pune, to support the hypothesis propounded in the paper.

With a focus on employee communication, Dwyer (2016) did research on an internal
communication assessment of the Lilongwe City Assembly. Her study assessed the
organizational communication of the Assembly. Explicitly, the effect of internal
communication at the Lilongwe City was measured. The methodological approach
measured their current and ideal amounts of information within the organization. These
are receiving information from others, sending information to others, acting on
information  sent, channels of communication, communication relationships,
communication and work satisfaction, timeliness of information received from key
sources, and sources of information. Findings from a sample of 186 respondents of the
assembly indicated a great need to receive information and to interact with Assembly
management more frequently than what is happening currently. The communication
between subordinates and co-workers seems to be satisfactory. However, the majority of
his respondents expressed the need to engage with the assembly management on some key

issues, including staff welfare, salaries, and benefits.

Ainobushoborozi (2013), similarly did a study that examined the impact of effective
communication on labor productivity in civil engineering projects with a case study of the

Kampala Central division. The multinomial logit (MNL) estimation technique was
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employed to measure the existing relationship between effective communication and labor
productivity. Other explanatory variables include work duration spent in a company,
educational qualifications, timely information on changes at work, cooperation at work, and
adequate training provided for employees. The findings showed that asking for clarity in
communication, cooperation at work to get tasks completed and timely information about
changes affecting work is statistically meaningful to labor productivity in civil engineering
projects. He stressed that to attain the targeted productivity level, managers should ensure
clarity of any instruction at work, provide adequate training to employees, ensure cooperation
at work by providing incentives, and finally develop a good communication plan to ensure

timely information delivery especially on changes affecting work.

Tersla (2018) analyzed the effects of leadership on the communication satisfaction of
teachers. The data was obtained by giving questionnaires to 362 teachers from 57 primary
schools in Serbia. Leadership is shown to have a strong and positive impact on the
communication satisfaction of teachers in Serbian primary schools. The following
dimensions of leadership have the strongest influence: Core Transformational Leadership
Behavior, Contingent Reward Behavior, and Intellectual Stimulation. The moderating
effect of teachers’ gender and age was examined with the observed relationships. The
moderating effect of gender was confirmed in three dimensions of communication
satisfaction: Communication Climate, Horizontal & Informal Communication, and
Organizational Integration. Any moderating effect of age was not confirmed. Primary
school principals in Serbia should devote considerable attention to developing leadership
and communication skills. This would serve to achieve an increase in communication and
job satisfaction among teachers, which potentially creates the conditions for the improved

and effective functioning of schools.
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Engle (2010) sought to examine the relationship between leadership communication style
and job satisfaction of faculty in university business schools in Karachi. Also, it
investigated whether gender had a role in job satisfaction, as well as whether the age and
years of work experience impact job satisfaction. Multifactor Leadership Questionnaire
(MLQ) by Bass and Avolio (2000) and Job Satisfaction Survey (JSS) Spector (1997) was
used to procure data for the research purposes, while Statistical Package for the Social
Sciences (SPSS) was used for the analyses. The findings revealed an extremely negative
relationship between variables when examining the relationship between leadership

communication style and job satisfaction which could be considered negligible.

Gap Analysis

Analysis of the Perspective Gap

One of the major perspectives through which this study adds contribution to literature is
the fact that most studies have assumed a direct effect of leadership on communication.
This study with its quest to add to knowledge seeks to ride on the assertions of Goldhaber
(2013) by analyzing the role level of education and age of leaders will play in terms of

moderating the relationship between leadership style and effective communication.
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CHAPTER THREE

METHODOLOGY
3.0 Introduction

This chapter focused on the research methodology and design the study adopted in ascertaining
the relationship between leadership and effective communication. The chapter further goes to
identify the research design used to achieve the various objectives set out for the study. Besides,

the chapter outlines the sample articles as well as the methods for future studies.

3.1 Research Design

The overall aim of this study is to ascertain the effect leadership has on organizational
effective communication. The study was approached qualitatively using the deductive
approach. The study adopted a desk research approach. The rationale for this type of design is
to enable the researcher through a systematic sequence to analyze what other studies have
found in this field and hence use their findings to arrive at a concrete result in a thematic
format (Altinay and Parakevas, 2008). Collis and Hussey (2003) opined that survey strategies
have two main paradigms that are the descriptive and analytical survey approach. For the
objectives of the current study, the descriptive survey approach was carefully chosen since it
provides findings that will be well defined and can be explicated and portrayed numerically
(Collis and Hussey, 2003). The descriptive survey method allows the researcher to obtain an

illustrative data in a specified population (Collis and Hussey, 2003).

3.2 Sampled Articles

The study selected articles from scholarly journals such as sage, emerald, and other peer-
reviewed journals. The study ensured that the articles selected were within the last five years
to allow for a more recent analysis of the information therein. Besides, newspaper articles
written as well as discussions on communication as it pertains to communication within

organizations were also considered.
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3.3 Proposed Method for Future Studies

Future studies could employ the use of a mixed-method approach where data is taken from
respondents in a sampled organization using both qualitative and quantitative means. Also,
there is a need for future studies to consider using a correlational design to ascertain the

relationship between leadership, age, education, and communication.
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CHAPTER FOUR
CONCLUSION
4.0 Findings of the study

The overall purpose of the study was to determine the moderating role of the level of education
and age in establishing effective communication as a pivot of leadership. Further, the study
explored different leadership styles and how they determined what kind of communication
pattern was used by various leaders. Through desk research, the study analyzed extant studies
that have been done concerning this study. The findings have been grouped based on the

objectives of the study:

4.1 To establish effective communication as a pivot of leadership

The analytical review of extant studies revealed that there is a significant relationship between
leadership style and effective communication. For instance, Pavitt (2019) revealed that
autocratic leaders have very low communication competence in the sense that they usually do
not engage in active communication with their employees and that they do not also express
themselves openly to be understood by their subordinates. This is however the opposite for
democratic leaders who would want to be heard and understood by their subordinates in terms
of explaining things to them due to their relational approach to subordinate engagement.
Leadership and effective communication are two vital sides of the same coin in every
organization. Organizations that develop leaders to the extent that they can manage their
communication very well with their subordinates tend to also be placed in a position where

they can get the best out of their employees.

A leader is someone who inspires positive, incremental change by empowering those around
them to work toward common objectives. A leader’s most powerful tool for doing so is
communication. Effective communication is vital to gain trust, align efforts in the pursuit of
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goals, and inspire positive change. When communication is lacking, important information can
be misinterpreted, causing relationships to suffer and, ultimately, creating barriers that hinder
progress. When this happens, a leader would be said to have failed woefully in the execution of

tasks or responsibilities.

4.2 The relationship between individual leadership styles and communication

Leadership communication is defined as inspiring and encouraging an individual or a group by
systematic and meaningful sharing of information via excellent communication skills. Leadership
communication is a complex process that starts from developing a strategy for communicating,
writing precisely, and then speaking effectively to control difficult situations. Leadership
communication has three major aspects: Core, Managerial, and Corporate. With an increase in a
leader’s portfolio, there is the need to improvise communication skills to manage a large horizon
and to become much more effective in all possible situations. So, complexity increases with an
increase in the level of leadership. The Core Aspects Approach includes writing and speaking;
these are the individualized skills and are required to be expanded, to lead and manage bigger
groups or teams. Expressive cultural understandings, listening patiently, team management and
team meetings, providing training facilities, and mentoring are the skills that aid to manage huge
groups and are the Managerial Aspect Approach of leadership communication. The Corporate
Aspects Approach is the skill required at much higher levels of leadership, and there is the need to
interact with an external sphere, most needed skills; maintain employee relations, communication
during change and crises, media associations, and image building. Every organization’s biggest
challenge these days is to win the trust of its employees, business partners, and customers. An
organization with leaders who are skillful enough to communicate responsively and frequently with

perfectly planned and dedicated communication
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policies, help to encourage not only employees but business partners and customers as well to
trust the organization. Now the question comes, why is a leader required to build trust among
stakeholders? The answer to this question is; Leaders are the individuals who are followed by
many people because they trust him. Employees won't follow the leader they cannot trust
(Gallom, 2018). Trust is an influential tool that can increase reliability, integrity, and gives you
an added advantage in case of any uncertainty. One cannot build trust as trust cannot be built

but gained or earned.

4.3 Style According to the Situation

The style of leadership is concerned with the practice and use of diverse leadership styles under
unlike situations according to the need of audiences and personal leadership qualities. In every
situation, communication gets affected as some situations demand direct and strict
communication whilst in other situations, the leader has to opt for indirect ways of
communication. This can sometimes make communication an effective process or may lead to

miscommunication.

4.4 Goal-Oriented Leadership Style

Every leader has a vision or goal for himself and his team. This vision or goals are
synchronized with organizational aims and objectives. A leader must communicate the vision
and goals to his team to motivate them to achieve them with efficiency. He communicates in a
way that he will be able to make others see what he is expecting from them. Team
Involvement, effective listening, clear and timely communication is the main feature of this

style. This style of leadership makes communication effective.
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4.5 Directive Leadership Style

In this style of leadership, the leader helps his teams to achieve their work targets and team
targets by telling them the appropriate methods and showing the right direction to achieve
those goals. He acts as a director, who supports and enables his team to follow the path which

leads them to achieve their goals more easily and perfectly by communicating effectively.

4.6 People-Centric or Employee Oriented

According to this, there are two types of employees working in a team: active and lazy. The
active category includes those employees who are self-motivated and enthusiastic to work hard
for accomplishing the tasks given to them. Another one is those who need regular motivation
and encouragement to perform their duties. With this leadership style, a leader must be in
regular touch and communication with employees to get the work done. The leader must make
strategies per employee’s interests and strengths to make them attached to their work.

Communication is an important part of this leadership style.

4.7 Action Based Leadership Style

This style recommends that the leader should emphasize three main duties; assignment, group,
and individual. A leader must have time to concentrate on the assignment given, the team
working on that assignment and individual issues of the team members and most importantly,
should try to meet the deadlines by focusing on each one at different times. Here, the main
objective of the team is to get the work done and the leader must uphold the focus of the team
to achieve objectives. A leader needs to boost and increase the balance between the needs of

the tasks, team, and individuals by regularly and effectively communicating with them.
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4.8 The level of education, age, and effective communication.

* Leader’s Level of Education and Communication

It is believed that a leader must adjust his leadership style by keeping in mind the intellectual
level and maturity of the employees. Here maturity does not refer to the sensitivity or age, but
it means work stability, tendency to handle complex situations, and potential of achieving a
given target. Effective leaders always try to maintain a good balance by adjusting the
leadership method which further influences communication. All of these are likely to go in a
certain direction depending on how much the leader has learned over the years and to what

extent he has been educated.

* Leader’s Age and Communication

With typical aging, communication skills change subtly at least in part because of changes in
physical health, depression, and cognitive decline. Aging is responsible for physiological
changes in hearing, voice, and speech processes. A person’s age can be predicted with fair
accuracy by speech characteristics including voice tremor, pitch, speaking rate, loudness, and
fluency. Some language skills remain intact, whereas others tend to decline. For example,
vocabulary, grammatical judgment, and repetition ability are relatively stable with age;
comprehension of complex utterances and naming may decline. Although changes in
communication skills such as voice may be subtle and gradual, they have clear life

consequences such as avoidance of social situations.
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4.9 Recommendations for Future Studies

Based on the findings of the study, the researcher suggests that further studies should analyze
leadership communication styles across several different organizations. This should be done
across different levels of the organization such as the corporate and operational levels of the
organization. Further study should also adopt a longitudinal approach to analyze the trend in

leader and employee communication processes.

4.10 Conclusion

As stated in the introduction, ample studies and researches have been done with the same purpose
of identifying how communication and leadership are interrelated to each other. Why are excellent
communication skills required to manage a team at a workplace or to manage an organization
efficiently? How does communication get affected by different leadership styles? What are the
qualities which make a leader a perfect communicator? In conclusion, it can be stated that effective
communication and leadership together give effective leadership communication. A leader cannot
become an effective leader unless he is an excellent communicator and must use this ability to get
individuals to follow him. He must have the knowledge and the ability to communicate that
knowledge to others at work. He must have the competencies to motivate his team to achieve what
may seem impossible for others. Communication contributes largely to making an effective leader
who develops a better understanding of teams. These understandings bring a sense of trust in
employees on the leader and each other when working together, which further reinforces congenial
relations with team members and creates an excellent work atmosphere. While working with such a
good, healthy, positive, and congenial environment, they get motivated and enthusiastic to work
much harder. This dedication towards their work makes it easy to achieve their targets quickly and

hence their
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productivity increases. There is another point of view that different leadership styles also have
an impact on communication. As different communication styles have an impact on leadership
similarly different leadership also influences communication (Moore, 2016). A change in style
also has an impact on communication. In a situation where the leader has to handle a tough or
critical situation, he needs to be a little hard and will therefore have to adapt an autocratic and
authoritative leadership style, but must have control over his communication otherwise it could
be labeled as miscommunication. Also, when a leader has to deal with a group of people with
different work attitudes and styles, he needs to be more people-centric and should
communicate in a way that he will be able to reach individuals across all levels even while
interacting with a group. In the end, it can be said that both communication and leadership are
linked deeply and cannot be done individually. However, there still isn’t a clear-cut
explanation or clarification to these questions, as concepts may vary from person to person and
every individual has his perception of the things happening around. Based on the above
discussion and understanding of the concept, the author has designed a Conceptual Model for
effective leadership communication. According to this model Effective communication and
leadership together develop a better understanding among team members and the leader or
manager. More understanding inculcates the trust factor which is very important to work
together. Trust gives congenial relations which further help to build a good working
environment where employees feel motivated and enriched with self-confidence and work in
coordination. This coordination yields the best of their performance by accomplishing the

given targets; individual as well as team targets.

Effective communication management is a principal leadership skill. Underlisted is some

communication principles to become an excellent leader:

* A leader must be confident enough while communicating with others. People must believe the
communications made by their leaders. Lack of confidence while communicating can make team
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members uncomfortable, and unenthusiastic about their work. Confidence helps a team to

work together to achieve desired goals.

* True leaders always have to communicate the rules clearly to their teams and should follow
those rules themselves, which they expect to be followed by others. They must communicate
indirectly to their team that they are capable of doing what they expect from them. They must

lead their teams by setting examples.

* A great leader must be energetic and self-motivated while communicating. If the leader is
doubtful, negative, or disconnected, no one in the team would relate to him. Only highly
energetic and self-motivated leaders are considered as effective leaders because they have vast

potential to motivate and to raise the morale of their teams.

» Great leaders must be steady and trustworthy while they communicate. There must be value,

grace, and regularity when they interact with their teams, but can also modify according to the
listeners. They must upgrade their personality as a trustworthy communicator to develop
trustworthiness among their team and various business channels. A quick change in attitude is

not considered as a leader’s best quality.

« A good leader must always be easy to approach without any barriers if the team members are
left with doubt about the information shared during the communication process. He should be
readily available to his team and other channels as well. Inaccessibility makes a leader

unsuccessful and incompetent.

« For a leader to become effective, he must have a clear thought process. There must be clarity
in opting for communication techniques, channels, and approaches by keeping in mind the
intellectual level and understanding of the listeners. He must be very competent to manage
multifaceted things and should be able to convert them into a simpler form to make his team

understand and to perform extremely well.
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« Communication by leaders must be clear, brief, and should consider the thoughts, ideas, and
feelings of others. An excellent leader is required to admire all cultures, knowledge, education,

moral values, different demographics, and communication inclinations.

« It is a must for a leader to establish a transparent system of communication. There should be
no space for any grapevine to develop. Unless very confidential, there should be no secret

between the leader and the team.

* A leader should be very much focused and stable while communicating with his team
because, during difficult situations, the team depends on the leader's effective communication

for getting stability and solutions.

« Strong leaders should be comprehensive in communication and must try to overcome

differences positively and practically.

« A leader must also emphasize effective listening rather than completely focusing on effective

speaking because to hear patiently is as significant as to say effectively.

A great leader must always concentrate on communicating with teams rather than simply
sharing information with them because communication can inspire opinions, approaches, and

activities whereas information means just to inform.

* For a leader, communicating without fear is very important. he should communicate without
entertaining the fear of committing blunders or errors. In the case where a leader ends up making

mistakes, he should admit them openly to gain the trust and respect of the team members.

* A leader must be sure of the messages he sends to his team because a wrong message may
end up stirring up a conflict or a difference in opinion. The message should be clear, precise,

and properly written.
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* A leader must communicate with an open mind and always welcome suggestions and ideas

for improvement in his style and enhanced learning.
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