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Abstract
The relationship between employees and employetsugely influenced by the management style that an
institution usually employs. It is important to w@mdtand the different styles of management thditutisns
employ, while at the same time understand the maimehich this styles influence worker motivatiohhe
purpose of this study was to understand the reislip of management styles and worker motivatioenya.
The study reviewed literature from all over the ldoin order to understand the theoretical perspestiof
management and motivational needs at the workplace.
The research employed a desktop study wherebyualiterature materials from Kenya were researcad
compared in order to meet the objectives of thdysflgbal, 2007). From the results, it was estéglisthat most
studies done in Kenya on management styles and/aiothal needs at the workplace were done in thehiag
institutions. Furthermore, the desk study establisthat students in institutions of higher learndid these
researches. Only one study was commissioned bgstitukion to study its employee motivation. Theaarch
concluded that the democratic and transformationahagement styles were the most worker motivational
management styles. Most employees preferred thimsfoof management styles. Institutions that emmloye
authoritative and laissez faire styles of manageémeme found to be less motivating environmentslevht the
same time they experienced low productivity (Dwivked& Bredillet, 2010). This study recommends thatire
field studies should be commissioned by more umsbihs in the country in order to ensure that emyppis
understand their workers mativational needs. ltydhfough understanding employee motivational nebds
employers will be able to improve on their orgatiaas productivity (Greenberg, 2011).
Keywords: Management styles, Motivational needs, Democratianagement, Autocratic/authoritative
management, Laissez faire Management, Transfornatiddanagement

1.0 INTRODUCTION

1.1 Background

Most employers have never understood the main nsagdy their employees will always turn up dailydan
enable the working of their organizations to rumgfoyees are usually content with their employeesting
their objectives, which is having the job done. &ash indicates that production increases in aggrization
whenever the management implements and identliesmployee’s motivational needs Vroom (1964). fver
manager has their own way of doing things; somelaiteback and open while others are more formal an
structured. A manager who understands where hie Bgs on the management scale will help the augon
with employees leading to overall better results.

Motivation is defined as a human psychological abtaristic that add to a person’s degree of comenitiit is
the management process of influencing employeesiviefi (Badu, 2005, p.38). Conversely, Bartol andrif
(1998, 23) relate motivation to the force that silimes behavior, provide direction to behavior, anderlies the
tendency to prevail. In other words individuals o sufficiently stimulated and energetic, musteha clear
focus on what is to be achieved, and must be willlmcommit their energy for a long period of titoerealize
their aim in order to achieve goals (Bartol & Marti998, 23).

However, other than motivation being a force thi@mnglates behavior, Vroom (1964) emphasized on the
‘voluntary actions’. Supported by Steers et al.0@0 Vroom (1964) defined motivation as “a procgsserning
choice made by persons...among alternative formeloihtary activity”. Similarly, Kreitner and Kinid (2004)
assumed that motivation incorporate those psyclwdbgrocesses that create the arousal, directimh a
persistence of voluntary actions that are goaihteie.

Quite differently from the other definitions, Lockend Latham (2004) identified that motivation irfhce
people’s acquisition of skills and the extent toickhthey use their ability. According to the authofthe
concept of motivation refers to internal factorattimpel action and to external factors that cah ax
inducements to action. The three aspects of a¢kiah motivation can affect are direction (choidejensity
(effort), and duration (persistence). Motivatiomcfect both the acquisition and utilization ofopke’s skills
and abilities (Locke and Latham 2004, p.388).
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Briefly, different authors have put forward the cept of motivation differently. Nonetheless, thedinitions
have three common aspects, that is, they areiattipally related with factors or events that stlate, channel,
and prolong human behavior over time (Steers, Mgvedtel Shapiro, 2004).

1.2 Motivational needs

Motivational needs refer to means that employeesirie help them do their jobs. Employees might that
they need a lot of recognition from their emplogemanager to boost their ego. Once their ego istea this
motivational need is fulfilled. An employee mighaue many motivational needs all-varying in impoc&anThe
employer or manager has the task to detect thetsrand act to appropriately to allow fulfillment.

1.3 Management Styles

There are several types of management styles awdhkplace. Choosing the type of style to lead adsig
impact on how the staff and employees work. Undeding the different leadership styles in manage¢rdeas
not necessarily mean that the manager can simpkyqrie and it will work. In most cases, the traitshe staff
that is managed helps define the management dhdésire to be used. Sometimes, it is a blend mbamation
of different categories of the management styla single category of management style (Robert, 2008
Management styles can be categorized as eithemfarminformal. All other categories of managemstyles
have been defined in these two basic styles. Thmdo management style is commonly referred to as
authoritative or dictator style. The manager expecmplete compliance from employees and staff neesnb
The management style is usually very direct togbimt of instructions with the likelihood of tigltbntrol on
any situation, job, project, etc. It also meang tha management requires employees to followiresctions to
the letter without fail. Although the style is a bough, many great managers have employed itdw. tiihe
formal management style helps the management te nmlgh decisions quickly with less socializatioithw
employees (Robert, 2008).

The informal style management style is also reteteeas affiliative or democracy style and it regsithat the
management prefers a more laid back, group styleoaph to managing employees. The management vifleies
employees opinions on different approaches to ptejgobs, and plans hence there is an establishestant
contact with employees. Schedules and positions #8exible for all to cope with family
problems/emergencies/needs, hence making suretitbaémployees are put first and the job second. The
management trusts employees to have all the skillseducation needed to do the job at hand. Empsosee
constantly involved in tough decisions making whikduing everyone’s input as well as friendship t§Bu,
2008).

2.0 LITERATURE REVIEW

Several scholarly materials have proposed definadagement styles through different definitions. dexahip
styles are influenced by culture, environment aype tof business or grouping that need to be mandggch
manager will choose a management style that is dedemuitable for his working.

In the fierce era of competition, organizations adays emphasize on the management of Human Resource
(Robert, 2008). Motivation; a key strategy in HumResource Management has helped practitionerslyarge
enough to subject the term “Motivation” for a dission. Steers, Mowday and Shapiro (2004), assatt th
employee moativation plays a vital role in the maaragnt field; both theoretically and practicallyidtsaid that
one of the important functions of human resourceagar is to ensure job commitment at the workpladéch

can only be achieved through motivation (Petchazakyp).

According to Mishra and Gupta (2009) the world afrkvhas changed significantly due to globalizatiwer the
past few years and organizations are being assesgeihst international standards and best practices
Consequently, the emphasis upon people has incre&@mferring to the authors, since organizatios tma
produce its outcomes through its employees, tremsriphasis on motivation and concern for peopleutyir
assessment, regular feedback, ongoing supportxgratience based initiatives. Motivation is impotthacause

of its significance as a determinant of performaauee its intangible nature (Mishra and Gupta 2009).

2.1 Intrinsic and Extrinsic motivation

Following Lakhani and Wolf (2005), the current slanty thinking favors a framework that considersotw
components of motivation given by intrinsic andrigsdic components. Accordingly, Lawler (1969) hadirned
intrinsic motivation as the degree to which feedirgf esteem, growth, and competence are expectesbtit
from successful task performance. This view boumdsnsic motivation to an expectancy approach and
expectancy theory, which clearly indicates thatimsic and extrinsic motivations summate (Porteragler,
1968).

Moreover, according to Amabile et al. (1993) Indivals are said to be intrinsically motivated whieeytseek,
interest, satisfaction of curiosity, self-expressimr personal challenge in the work. On the othand,
individuals are said to be extrinsically motivatelden they engaged in the work to gain some goalishaart of
the work itself. As per to the author this defioitiof intrinsic and extrinsic motivation is basedthe individual
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perception of the individual perception of task &iglor her reasons for engaging in it. Moreovanahile et al.
(1993), further argued that intrinsic motivatorssarfrom an individual's feelings concerning theiaty and
they are necessary to adhere to the work itselfiv€sely, extrinsic motivators although they maydependent
on the work, they are not logically an inherentt pdrthe work. Extrinsic motivators refer to anytbj coming
from an outside source that designate to contrakwaerformance and include examples such as pramise
reward, critical feedback, deadlines, surveillaocsepecifications on how to do the work.

De Charms (1968) further argued that intrinsic exinsic motivation may interact, rather than suatarthat is
the introduction of extrinsic rewards for the bebay that was intrinsically rewarding may decreesber than
enhance the overall motivation. The introductionaof extrinsic reward put the individual in a depemd
position relative to the source of the reward. Tdwus of causality for his behavior changes froifi ®ethe
external reward and thus the individual's perceptibself-control, free choice, and commitment detate and
hence do his motivation.

In addition Frey (1997) note that high intrinsic nkomotivation evolving from work which is interest
involves the trust and loyalty of personal relasbbips and is participatory. However, under certain
circumstances, intrinsic motivation can be dimieigh or “crowded-out” by external interventionskdi
monitoring or pay-for-performance incentive schenigss was also supported by Frey and Jegen (28bi)
reviewed the literature on intrinsic motivationsdafound that the evidence does suggest that inemnti
sometimes do “crowd-out” intrinsic motivations.eBides, Frey (1997) suggests that the importantemast
whether the external intervention is in the formaoéommand or a reward. Commands are most contal
the sense that they seize self-determination freragent, while rewards might still allow autonoafiyaction.

2.2 Earliest views of motivation

One of the earliest views of motivation is Fredei Taylor et al. (1911) scientific management tiyed aylor
(1911) with regards to employee motivation propoagquhternalistic approach to managing workers riblatd
on a combination of job training, pay-for-performanincentive systems, improved employee selection
techniques, and job redesign, including the intobidn of ergonomics. According to Taylor (1911),nkers are
“economic men” and in order to motivate them, weoskehould be paid higher wages. The author alsoearg
that the higher is the wage rate, the higher wéllthbe level motivation and productivity. Furthermoiraylor
points out that many payment methods were ineffecas they did not reward efficiency and he beliethat a
differential piece-work incentive system shouldrbplaced with a piece rate incentive system (W2605). In
other words workers should be paid according torthenber of units produced in order to motivate thiem
work.

On the other hand in line with building on the cgpicof motivation Elton Mayo (1953) came up withe th
Human Relations approach whereby the emphasiglitanon-economic motivators. According to Eltoayd
(1953), if objectives of organization’s are to betmit must attempt to understand, respect andidenshe
emotions, sense of recognition and satisfaction thahe non-monetary needs of workers. He beliethed
employees are not just concern with money but tleg need to have their social needs to be metderdo be
motivated to work. He is of view that workers enjateractions and managers should treat them gs@edo
have worthwhile opinions.

2.3 Content theories of motivation as proposed by Abraham Maslow

Content theories tend to focus on individual neadd attempt to explain the factors within a persoat
stimulate and stop behavior, in other words they$oon identifying factors that motivate peoplei@R€002).
According to Bassett-Jones and Lloyd (2005), cdrfe@ory assume a more complex interaction betvisetin
internal and external factors, and explored theuoistances in which individuals react to differgyes of
internal and external stimuli.

The most well known content theory of motivationtlie hierarchy of needs which has been put forvigrd
Abraham Maslow (1943). According to Maslow, people motivated by five types of needs and in order t
motivate people to work more productively thera iseed to offer them opportunity to satisfy thoseds. He
proposed that basic needs are organized in a tigraf prepotency and probability of appearance l{iéaand
Bridwell, 1973). These needs include physiologinakds, safety needs, social needs, self-esteensedfid
actualization. Maslow argued that once a lower ora®d is fulfilled, the next level of needs in thierarchy
comes into play that is once employees satisfyldlver order needs they will next consider the fdexel of
needs. The author further argued that unfulfilleddr needs dominate ones thinking and behaviol tivety are
satisfied (Berl et al. 1984).

However this theory has also been criticized targd extent, for example Wahba and Bridwell (1%gued
that based on the ten factor analytic studiestiaag¢ attempted to test Malow’s theory; there iglear evidence
that human needs are classified into five differ@tegories, or that these categories are orgamizadspecial
hierarchy. The authors contradict Maslow’s proposiind points out that, “none of the studies s all of
Maslow’s five need categories as independent fatigr. 516. They also argued that studies have @lsged
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the issue of need deprivation and the dominatiobeatfavior to be different from that suggested byshda.
Moreover, results have also proved that eitherasifialization or security is the least satisfiegdas and social
needs are the most satisfied. Therefore, the degfresatisfaction of other needs varies greatly ftkait is
difficult to determine their general pattern andgh trends are not the same as proposed by Madlahha and
Bridwell, 1973).

2.4 Process theories of motivation

The opponent-process theory was proposed by pygisolRichard Solomon. According to Viorel et &009)
the content theories emphasize on specific fadt@smotivate workers with regards to certain nsities and
aspirations, while the process theories emphasizthe processes and the psychological forces tet hn
impact on motivation. They start from the premisattmotivation starts with the desire to do sonmgghiThe
process or cognitive theories are more useful ¢onttanagers compared to the content theories betiaenge
provide more realistic principles with regardshe motivation techniques (Viorel et al. 2009).

Vroom (1964), in the interest to study motivatioaveloped an alternative to the content theorieschvig
known as the expectancy theory. Vroom suggestthieae are three mental components that are copsides
instigating and directing behavior and these afermed to as Valence, Instrumentality, and Expentate
argued that employees rationally analyze diffe@nthe-job work behaviors and then choose those\beis
which they believe will lead to their most valuedrirelated rewards and outcomes for example priamot
Moreover, Porter and Lawler (1968) expanded Vroomisk to identify the role of individual differensdor
example employee abilities and skills and the obdeity in relating job effort to actual job perfoance. Porter
and Lawler also explained the relationship betwgenformance and satisfaction. They argued that this
relationship is mediated by the extent and qualftyhe rewards that employees receive in returrteir job
performance.

2.5 Self-Regulatory Theory

Moreover quite differently, Higgins (1997, 1998)oposed the regulatory focus theory that draw ingdrt
differences in the processes through which indi@is@pproach pleasure and avoid pain. Huggins gexpthat
individuals have two types of motivational systegngen by a system that regulates rewards (promdtons)
and one that regulates punishments (preventionsjo@ccording to the author people who operate grilyn
within the promotion focus are concerned with acplishments, are sensible towards the existencéosgree
of rewards, adopt a goal attainment strategy, aveerareative and are more willing to take riskswdwer,
people who operate within the prevention focus tendde more concerned with duties and responsdsliand
are more sensitive to the existence or absencarosipments. Moreover the regulatory focus is aagert both
by situational and chronic factors (Higgins, 199998).

2.6 Job Characteristic Model (JCM)

On the other hand Hackman and Oldham’s (1976) m&gdohe Job Characteristic Model (JCM) and idettifi
five ‘core job characteristics’ namely: skill vaje task identity, task significance, autonomy, daddback.
According to the authors the core job charactesstire three determinants of the ‘critical psycbwal states’
namely skill variety, task identity and task sigraihce which contribute to ‘experienced meaningfabi;
autonomy to ‘experienced responsibility’; and fesdbto ‘knowledge of results’. The critical psycbgical
states in turn are projected collectively as prangpjob satisfaction, internal work motivation, flsmance and
reduced absence and labor turnover. The model &sstimt autonomy and feedback are more importamt th
the other work characteristics and people with &éiglgrowth need strength’ will respond more positwto
enriched jobs than others” (Parker et al. 2001).

2.7 Activation theory

Besides, quite similar to the JCM, Anderson (19883) came up with the activation theory wherebwitpied
that the strongest motivating factor is the wordelt however over time as the worker get used wlith
environment and learns the responses requirecktinejbetitive task there may be a fall in the atiiwvalevel or
job stimulation. It is important to highlight thaver time all work tends to become repetitive aftex job has
been practiced and therefore a wide range of dgsifumal and non-task activities must be pursuedffget the
fall in the job stimulation level (Milbourn 1984Moreover according to Milbourn (1984), if dysfurmtal

activities are addressed, managers can considieh& jobs through job redesign to reduce monotainyork

in order to maintain job stimulation.

2.8 Mativational practicesin Organizational environment

According to Islam and Ismail (2008) the theoriesntioned continue to offer the foundation for ofigation

and managerial development practices to a largenexf\long with the above theories, during the Betade,
based on employees’ motivation many empirical stsidiave been carried out (Islam and Ismail, 2088).
example, Milliken (1996) has accounted for way tBastman Chemical Company motivate and retain its
employees and according to the author the waysia@ntives adopted were job security, performanceda
appraisal system, extrinsic recognition through leyge suggestion system, providing performance Haekl
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and the provision of training in problem solvingg.dn addition, Kovach (1995) has described thekireg of ten
motivational factors made by the employees and thehediate supervisors and Kovach has found draely
the rankings made by the supervisors differed t@¢hmade by the employees. He pointed out that gea’sa
make mistakes by thinking that what will motivatem will also be the same for the employees.

On the other hand, Bent et al. (1999) carried esearch in small food manufacturing businesses eklyer
respondents were asked to complete, using a fiig-pikert scale about how they felt motivated ahdn how
satisfied they were with their jobs and the autotsd that the degree of positive motivation weghhBent et
al. (1999) state that the employees were eithey sermoderately motivated with their jobs, howevtewas
important to note that no respondents stated begt tvere either very motivated or very dissatisfidth their
job. The authors also argued that issues whictasseciated with individual management style incllaaé of
appreciation from management to feel for the wdrlermployees and that there was also poor commuaicat
contributing to low job satisfaction and this castis with the identification by employees, of thetirating or
satisfying qualities of a good management stylerddaer, another issue raised by the employees e sof
training and this was both in terms of effectiva@rimg contributing positively to job motivation éun terms of
poor or lack of training which caused demotivat{Bent et al. 1999).

Eventually, Dwivedula and Bredillet (2010), in limath the authors Cummings and Blumberg (1987) teain
out that studies from the manufacturing sector easje on the importance of providing autonomy, skit
variety to the employees, which are otherwise absem the other hand, Adler (1991) observed andlcoled
that manufacturing firms rely on job rotation, arauntary job switching to motivate the employelareover,
Galia (2008) supported by Dwivedula and Bredil2210) reported that more recently it has been obsethat,
in a survey of 5000 manufacturing firms by SESSH(btrial Statistics Department of the French Miyisif
Economics, Finance, and Industry), practices sgchudonomy at work, incentives to promote creatitiave
been widely adopted in order to motivate the wasker

3.0 METHODOLOGY

3.1 Research design

A desktop study was undertaken in February 201dbtain and examine existing literature and daterder to
ascertain the relationship between managemenssaylé workforce motivation in various institutianskenya.
The desktop study was supplemented by specificvietws at the Mombasa Marine Reserve, as a cadg &in
the research.

The approach outlined above included managememdrésafrom both the collected data and the intervie
administered at the case organization. Igbal (286@vs that primary purpose of the inductive apgincalows
research findings to emerge from the frequent, danti or significant themes inherent in raw dataheuit the
restraints imposed by structured methodologies. iEpap research especially surveys induct from fileguent
occurrences to arrive at appropriate conclusiomshis study, the research conducted a meta-apaysily to
categorized the research work already done on atativ.

The approach of meta-analysis was adapted. Twoclse@chniques were applied: ‘General Search’ and
‘Advanced Search’. The ‘General Search’ was applieget reliable data because Devadass (2011)iuselis
study. This review focuses on papers published mgliEh language and based on both quantitative and
qualitative studies. The extent of research wadduinto articles published from 2000 to 2013. Singkarch
terms motivation were used to find the articlesntérest. Triple search terms such as Motivatioankbement
and Kenya were employed in narrowing down the lagiof interest. There were 18 hits from variousersity
database in Kenya. The data was reduced by usinpeahiod of 2000-2013. The hits include the bookens,
research articles, editorials and literature regieBvarticles were selected for the review.

To find out the research output the paper condugtadmber of analyses by using different analyeibniques.
To categorize the search output for various vagiglsbunt and percentage of data were used. Analyébles
include the journal name in which the article wablshed, author name, publication year, subjeteguy,
country name, and the name of institution to whacithor belongs. A thorough analysis was conducteget
different information about the data, which was pasgsible to obtain straightforwardly from readthg articles.
In order to analyze, the abstracts of the artislese examined and the information was recorded tatesearch
paradigm, unit of analysis and so on.

3.2 Findings and Discussions

The study established that there is a substanti@uat of literature, which has been published imy& on

Management styles and motivation at the workpldd® research, which has been done on this topiogso
mostly from academic papers from masters studarkenyan Universities. The study also established most

of the research done on motivation and managemgassvas carried out in the teaching professiout @ the

7 materials that were analyzed for the study, dhige of them dealt with industries that were redated to

teaching.
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From the research, it was established that in measthing institutions, the teaching staff preferaedemocratic
leadership or management style. All the ten papése reported that autocratic style of managemendt a
leadership was the least preferred in the in thimwsa institutions that the research were undertakée study
established that schools, which employed a demoabtie of leadership, had a more motivated staffipared
to other institutions. Data obtained in this stadso indicates that democratic leadership stylddda high level
of workers motivation in terms of commitment, hardrk and achievements targets set. Employers wactipe
laissez faire leadership practice a non-interfezgraicy, which allows complete freedom to all werk and has
no particular way of attaining goals. Trends obedrvevealed that the laissez faire leadership deatet
workers. Poor pay is the leading cause of low natiti o among teachers.

When it came to motivation, the study ascertaifed money and reward were the key form of motivaiio
these institutions. However, in teaching institnpa management that allowed them to have moegdra in
terms of teaching and how they design their owretithles and work schedules, motivated teachersré\the
employer/principal provided small incentives sushpaovision of meals at the school, housing anditias to
support their families was seen as one of the ingsbrtant motivational needs that ensured bettedopaance.
In addition to this, the study also established thast of the institutions were able to motivateitistaff through
various means such as delegating duties and rabpibies to their staff members.

3.3 Conclusion

Motivational needs are an important aspect in aggmization for maximum production. Managementtegies
always determine the level of motivation that empks get from their employers. It is important the
management of any institution to understand its agament system and its influence on the employees
motivation. The desk study above provides the qoihoé management systems and motivational needsein
Kenyan Perspective. However, there is need forcambfield study by all institutions in order tetérmine the
motivational needs of its employees.

3.4 Recommendations

Management styles have a big impact on worker rattim across many institutions. Managers who employ
autocratic leadership styles should include otlexdérship styles to enable improve their leaderdlyip
involving teachers in decision-making programs topiove their relationship. Managers should adopt
democratic leadership styles, where they involVeemployees in making decision that affects theiy-tb-day
activities in the schools. The study recommends te most effective management styles to be enaploy
Kenyan institutions are Democratic and transforameti management styles of leadership because teey w
observed to be highly motivating and inspiring.

The researcher also recommends that a full fieldysbe carried out in more institutions in orderagzertain
management issues and worker motivation practfeesn the desk study, most of the studies on managem
and motivation were those done by students intini&ins of higher education. Companies and othgtitirtions
should commission internal studies in their orgati@ns in order to ascertain the best practiceqwitheomes to
management and motivational needs. Most Kenyaiitutiens were found to operate without a well-defin
management style.

The study further recommends that institutionsighér learning should ensure that management saytebasic
parts of their curriculums. From the desk studyydis discovered that management styles are givenlivde
attention in the course syllabus of many institasioA curriculum that gives management more atianyill
ensure that future managers have well defined relbgch will ensure that workers and employeeshaghly
motivated and this will result in high levels obpluctivity.
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