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Abstract

The Concern and focus of this paper is investigatido the role of an integrated Leadership Manag#gm
model in Nigerian industry Organizations. Most Mgement and Leadership Researchers saw Industrial
Organization as over managed or under managed papisr therefore presents a Dynamic Adoptive Systen

will be utilized in Nigerian Industrial Organizatie to improve performance standards. The resposidierihe
study consisted of 96 females involved in Quasiegixpental research which comprise of the “moontent”
production exercise. The experimental group = 24rasenting High Per Organizations. Participantshisf
group represent DML principles. The control grogpe 24 each representing Medium, low and Non-tchine
principle respectively The results showed that Ehamamic Managerial Leadership organizations peréatm
better than all others. An Integrated Leadershig Btanagement Principle is, therefore, recommended f
Nigeria Industrial-Organizations.

Keywords: integrated leadership, management model, Nigeria

INTRODUCTION

In the last few years, the concepts of Leadershigh llanagement have come under serious discussipns b
different ethnographers (Levinson, 1994; Hogan Gurand Hogan 1994). Some have urged that management
has contributed to the failure of Organizationgy@neral and industrial organizations in particiBze, 1995,
Anikpo 1994). There are those who have argued wiatnever industrial failures, economic failure and
recessions occur in Africa, Asia, Europe, Latin Aite or in America, management is to be blamed r(Bpa
and Pettigrew, 1987; Pettigrew and Hendry 1986jn&bave even argued that the concept of managdrasnt
outlived its usefulness (Eze, 1995; Curphy 1998m& have argued further that Industrial-Organizetibave
been over managed and underled, (Bennis, 1993 kBrut974). Similarly, some have argued that thecept

of leadership in Industrial-Organizations have iwatl its usefulness (Eze, 1988). From the Traifsragch to
leadership (Stogdill, 1948, Ghieselli, 1977) thrbuthe Human Relations approach (Blake and Mouton,
1964).through the situational approach (House, L&bugh the Transactional approach (Peter andekiviin,
1982) and to the Transformation approach (Tichy @advalila, 1990). It is obvious that the leadepsbbncept
just like the management, concept has outlivedgefulness.

This desperate position, as it were, has led #id tirganizational behaviour to a position of @astr' can”, “the
dust bin” and “dumping ground”. Theories and preedi on organizational behaviour are now in shambles
Hence, it is not surprising that current efforts sitowing the way forward have included attempts at
reconceptualisation of management and leaderskirids. These attempts in recent times especiaite the
1980’s have included major organizational changeletosuch as Total Quality Management and Dynamic
Managerial Leadership Model. While the present papenot an attempt to examine critically theseerdc
organizational management and change models,pi¢risnent to observe at this point that as eleganthese
models are, they are not culture free, because dheyased on the ethics of Western and Japangsstrial
civilizations (Egwu, 1997).

The concern and focus of this study is an inveitiganto the role of management and leadershiNigerian
Industrial Organizations: critical step in this @stigation was taken in 1996 when Nigerian Indaktri
Organizations were classified and categorized timtee major groups. The Nigerian Stock Exchangeudiited
trading performance average of 32 listed compamek995 and during the first half of 1996 showst ttre
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following ii Public Limited Liability Companies wlt gross profit margin averages can be classifieteuhigh
performing Organizations.

Every research consists of empirical and theoretispects. While the theoretical aspect of thislystis the
current disenchantment with the field of organimadil theory especially as it relates to the corsagit
management and leadership, the practical aspewes #hut from field observations. Therefore obseoratihave
led us to the following tentative conclusions.

The first category of industrial ranked as numhbeeé in table 1 which is referred to as, the Of
performing Organizations (NPO) is heavily charaetat in terms of corporate Governance, by
MANAGEMENT:- This has a lot to do with managemetyies, concept, and practices Taylor (1911),
The second category of organizations which is date Medium Perform in Organization (MPO) is
characterized in term of Corporate Governance b&RE’ This has to do with leadership principles
styles, and practices Yuki (1989)

While the third category of industrial Organizaticdmaracterized in terms Corporate Governance by the
integration management and leadership charactesigties and practices. This group of Organization
form the indicators of Performance; production prafit that is called High Performing Organization
(HPQ). These observations have led to the concktian of the DML model (Dynamic Managerial
Leadership) in Organizational behaviour, Which fhaper addresses empirically.
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Source: Nigerian stock Exchange Unaudited, Tragiedormance of listed companies in 1995 and duttirey
first half of 1996.
DYNAMIC MANAGERIAL LEADERSHIP MODEL (DML)

DML is presented in this study as both a processaattynamic adaptive system. As a process, DMLaipsras
a change management technique whereby workers andgars in High Performing Organizations are exgpose
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to an entirely different Organizational culture atclinate, managerial values, leadership valuesjvatidnal
strategies, reinforcement and feedback strategigshvare lacking in the other two categories ofamigations.
As an adaptive dynamic system, DML consists oftao$déhree components; input, throughout, outputciwh
when operationalised through change managemenhitpes are sufficient to improve or maintain high
performance standards in Industrial Organizations.

The input components of the DML are made up of geabty variables such as; surgency, emotionaliligb
conscientiousness, agreeableness and intelligd@ieethroughout components consist of; technologitucal
changes, political changes, people and structuogluge an increase in output. When the input armliihout
components are merged together produce high owtpich results into high performance. The DML belbavi
is largely a function of personality and environmédrhis largely has been the general conceptiobebiviour
which Lewin (1939) asserted, as in the followingiiala: B = F(PxE)

DML (B) = Planning and organizing, informing andnemunicating, supporting and consulting, managing an
solving problems, motivating and rewarding. Is achion of: DML Personality (p) Surgency, emotional
stability, conscientiousness, agreeableness, iggelte, and; DML Environment (e) = changes, pdalltic
structural changes.

From the above premise, we derive that Organizatidehaviour (OB) the DML Personality (DMLP)
Environment (DMLE).

OB = F (DMLP X DMLE).

The assumptions for the equation are thus:

(1) DML plans are organise through a dynamic araptide system.

(2) DML informs and communicates utilizing immediatnd concrete feedback.
(3) DML supports and consults at all levels.

(4) DML manages conflicts by involving in moderaisk.

(5) DML motivates and rewards through challengind autonomous work groups.

The above five characteristics emerged from thaltesf the pilot report that investigated the intpace of the
14 leadership characteristics and 14 managememtiples in the 2 listed Business Organizations igeNa
with published profits records by the Nigerian &tdexchange in 1995 and during the first half of 698
Likert open ended questionnaire was developed &yé¢bearcher and distributed to managers, supes\isal
subordinates to rate their leaders on the varibeistiuation is a function of and the DML Technologyltural
changes, people and leadership characteristicifiddrby and Lepsinger (1990) and the 14 prinapdy Fayol
(1917).

The result of Ebiai (1997) study on DML shows ttis variables Considered most important are planaird
organizing; 12.5%, informing and communicating;upporting and consulting; 14% managing conflict and
solving problems, 14.5%, motivating and rewardidg%. Integrating these characteristics by mergimg t
highly rated qualities of management and leadergtipws that there were some merits in executive
performance, because managers, supervisors ancensoirk the high performing organizations (HPO) date
these characteristics far higher than the otheracieristics Effective Dynamic Managerial Leadepstafers to
the leader with high need to achieve and to pospaisk and concrete feedback on moderate risk ¢akasis,
with personal responsibility for his own successerms of average times for productivity, numbemaélity
products, profit margin, productivity decisions,tis@ction of all Concerned and the number of fieid
products.

THEORETICAL BACKGROUND

Achievement is an accomplishment or attainmentoafl.grhe Dynamic Managerial Leader’s behaviour (DML
is invariably directed toward certain ends or go@lee DML postulates a managerial-leader thatrslar to the
concept identified by McClelland (1961) need fohiawement. McCleland (1961) asserted that in génara
high need for achievement in an individual refera tigh degree of hope for success. The DML desigay of
creating a work situation that stimulates achievaisieln this case there is fear of failure of aabick.
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McClelland (1961) asserts that achievers fear tio Tdhe DML is emotionally stable, steady, self Gdant,
conscientious, hardworking, preserving, organized a@esponsible. The DML is agreeable, sympathetic,
cooperative, good natured and warm. The DML imftlg and has need for love, (Stodill, 1974).

The DML responds to social rewards, compliments puadse from others, the DML motivates and rewdnyls
giving challenging responsibility and autonomousskta Thus making personal relationship through
communication and immediate and concrete feedbiackake precedence over task accomplishment. thds
characteristics of achievers to take risks, askdiedback and set measurable objectives, (McCkIIa961).

Major Principlesof the DML are: (i) it explores sources of motive satisfactiomwiork, (ii) it helps to integrate
growth in managerial-leadership skills and improggganizational goals and productivity and (iii) RMesigns
ways of creating a work situation that stimulateSievement.

The DML is an emotionally stable, conscientiousieagble and intelligent person who utilizes a dyicaand
adaptive process in involving subordinates, workerd customers in a sociotechnical system cultuitl a
high need to achieve and to want immediate andretanéeedback on a moderate risk taking basis thnoligh
personal responsibility, increase production deossi quality of products, satisfaction of all comesl in the
finished products and thereby improving and maimiteg performance standard in Industrial Organizegidr his
concept of the DML is similar to the concept idéat by Stogdill (1974) of big five models of persdity and
the motivational concepts of McClelland (1961), ktyte (1966), and Litwin and Stringer (1968). Hogan
Curphy and Hogan (1994) refer to leadership as:

“Leadership involves persuading other people toaséte for a period of time their individual contgrand to
pursue a common goal that is important for theaasibilities and welfare of a group’.

Brech (1985) describes management as:

“A social process entailing responsibility for effeye and economic planning and regulating of theration of
an exercise in fulfillment of a given purpose, armbponsibility”: Eze (1995) defined motivation ds
psychological process initiated by existence ofemdiand involving goal- seeking to purposive atiéisi
directed towards reaching a goal-object and thesaltigfying the needs”..

Allport (1936) refers to personality as: the dynar@rganization within the individual of those psgtdgical
systems that determines his unique adjustments @nivironment.

TOTAL QUALITY MANAGEMENT (TOM) AND DML
A Compar ative Analysis

There are four key elements that form the foundatibTOM advocated by Deming (1986). People, camtirs
improvement process and the customer:

DML and TOM have similar features like people. Otl#hared components in the TQM and DML are
continuous improvement and emphasis on the cus®mM&M problem solving process is also seen itk
person The DML is a person who in a position ohatity utilizes a dynamic and adaptive processummary
the question of whether TQM does produce econormiigey has not been fully resolved due to methodcdbg
problems, along with contingencies raised in thesEand Young report, which is the most rigorouslgtto
date. It is to this end that the Dynamic Managekiehdership model, which is superior to TQM, hasrbe
proposed and tested in the present paper.

MANAGEMENT BY OBJECTIVE (MBO) AND DML
A Comparative Analysis

Management by objective (MBO) is one of the methoflsnanagement advocated by Drucker (1964) for
achieving objectives. The basic concept is thategcutives and managers should be involved inrbéateng
company objectives and defined major areas of respility, and integrate into them the goal of #raployees.
MBO is an integration of Organizational or compaotyjectives with employees. MBO is an integration of
Organizational or company objectives by superiod @&ubordinate managers. DML is an integration of
Leadership and management characteristics for @af@onal performance.
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RESEARCH DESIGN METHOD

The design of the present study is 2x2 factoriaigtewith the following factors as dependent vdeab(i) High
task accomplishment level; which includes factarshsas average/assembly time, quality of prodymisfit

ration, production decisions, satisfaction and potidn. (ii) High group maintenance level: whicltludes such
factors as immediate and concrete feedback, maddsittaking situations personal responsibilitijssaction.

DML personality variables (DMLP) which include sucfactors as surgency, emotional stability,
conscientiousness, agreeableness and intellectBive.environmental variables (DMLE) which includech
factors as technology, cultural changes, politatg@nges, people and structure. The objective sfghper is: to
propose and demonstrate the feasibility and pradicof a Dynamic managerial Leadership (DML model
theory) in Nigeria, to investigate if the DML witlutperform management and Leadership models instefm
time spent on completing a task number of qualitydpcts profit margin, satisfaction and producyivithe
question is (i) Could Organization Performance lmednined by Organizational climate factor such as
achievement, moderate risk, immediate and condeetgback responsibility challenging work, relatioipsand
autonomy? (ii) Would there be any difference amorganizations in terms of how their organizatiociahate
factors such as achievement principles moderdteinsnediate and concrete feedback, responsibilityence,
their performance? (iii) Which of the categories asfjanizations would describe the environment afirth
organizations as best in terms of satisfaction @noductivity? Empirical studies on researches sintib DML
principles have concluded that it improves qualityd reduces time which are precious to customeds an
industrialists. This was demonstrated from the issidf organizational climate and motivations bywin and
Stringer (1968), and “the Math Game” studies by hfgle, (1966). Litwin and Stringer (1968), for iaste,
created three mock companies in the same busindsggied them only on style of the manager anctlineate

he created. At the end of the 2 week experimemt,cttmpany that had been run on the DML achievement
principles had outperformed, the other two on nubstensions including quality and time (the othep thad
been organized on “authoritarian and friendly” piites. Mcintyre, (1966) has demonstrated a sineffect
with fifth grade mathematics students, raising @enfance and learning levels by changing the classro
structure to emphasize personal responsibilityjdeek strategies and moderate risk taking.

Most existing empirical studies on TQM concludet thaoes produce value. However, most of the studiere
conducted by consulting firms of quality associasiavith vested interests in their outcomes, andt miosnot
conform with generally accepted standards of madlumical-rigour. For example; in 1983 the Union of
Japanese Scientists and Engineers published a studpanese companies that won the Deming Prizecba
1961 and 1980.

The purpose of the investigation was to test thaiitance of the DML model in organizational perfance
through the experimental exploration of the vaeabtontained in the research model. Accordinglyis it
hypothesized that:

Hypothesis 1: DML Organization will outperform N@ML Organization.

Hypothesis 2: DML performance is more positiveliated with short Assembly times used in productiggh
quality products, high profits, high production téen, high satisfaction and productivity ratings.

The study location was the Delta State Universiygraka, campus Ill. The thirty-two (32) industrial
Organizations chosen for this study were selectedh fthe Nigerian Stock Exchange Unaudited Trading
performance records of listed companies in 1998igg=d in table 1) and during the first quarterl806. The
industrial-organizations were mainly remunerativdli liability companies. These were classifietbitdigh
Performance records of listed companies in 1995 dudng the first quarter of 1996. The industrial-
Organisation were mainly remunerative public lisddpitompanies. These were classified into High grening,
Medium performing and Low performing industrial-argsations. These classified organizations were
represented by students in the experimental anttaagroups with leaders and workers who were #@dito
initiate the real listed or quoted companies. Majoof the classified organizations have their tmpaatters
located in Lagos with branches scattered all overcountry. Most of the Industrial-Organizationslenreview
are directly involved in servicing, manufacturingpsoduction of goods or commodities, such as glaakn oil,
soap, detergent, salt beverages, pharmaceuticdligisy containers, toiletries, crude oil, textédbrics clothing
and metal.
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Participants (Main Study)

The respondents for this study consisted of 96estisdrandomly selected from the Department of $ogjoand
Psychology of Delta State University, Abraka. There 48 males and 48 females, involved in the rekea
which comprised of the “Moontent production” exeei

Participantsfor the M oon-tent Production

The Moontent production exercise consisted of tivases. The production of the Moontent was by ppaits
who represented the leaders in their organizatimhgin the first instance. The second phase wagthduction
of the Moontent by the participants who represetitedGeneral staff of the organizations, including leaders
in the initial study.

EXPERIMENTAL GROUP

A random selection was used in the selections ef36 subjects for the Moontent production exerc&e,
represented the experimental group i.e. the stathe High Performing Organization (HPO). Thisegairy of
participants were trained with the DML principleis-a-vis high achievement principle, moderate tisking
situations, immediate and concrete feedback, patso@sponsibility for their own success and faijure
challenging work, relationships and autonomy. Theganies of the High performers were named “Sumshin
Moontent Group of companies”. Of these 24 participal2 were males and 12 females. Amongst there wer
four groups of 6 members each. In each group therge General Manager (GM) and an Assistant General
Manager (AGM). There were 4 GM’s and 4 AG M’s aktiger for the initial study.

CONTROL GROUP

Twenty-four others represented a control group tt&) is, staff of Medium Performing OrganizatiohdRO)
(table 2). This category of participants were tedifbased on leadership behaviour characteristigsama their
companies were named “Honeymoon Moontent Groupwifpanies”. Of the 24 participants, 12 were malas an
12 females. Amongst them were four groups of 6 nemleach. In each group there was a General Manager
(GM) and an Assistant General Manager (AGM), treugrconsisting of 4 GM’s and 4

AGM'’s of equal sex, for the initial study of leadesnly. Another 24 participants represented Cortralup (B)
that is, the staff of Low Performing OrganizatidtPQ) (table 3). This category of participants wé@ned
based on management principle only and their commpamwere named “Twilight Moontent Group of
Companies”.

Of the 24 participants, 12 were male and 12 femaesongst them were four groups of 6 members ebch.
each group there was a General Manager (GM) arssistant General Manager (AGM), the group consisti

of 4 GM’'s and 4 AGM'’s of equal sex, for the initisludy of leaders only. Another group of 24 papicits
represented yet another control Group (C) thahis,staff of Non-trained industrial- organizatioonker. This
group of participants were not trained in any paltir management or leadership style. They wereedam
“Rainbow Moontent Group of Companies”. Of this 2drtiipants, 12 were males and 12 were females.
Amongst them were four groups of 6 members eackatrh group there was a General Manager (CM) and an
Assistant General Manager (AGM), consisting of 4 '&lind 4 AGM’s of equal sex altogether for theiatit
study of leaders only. The following research imstents were used for data collection.

The Biographical information of the Questionnaifbis was designed by the researcher to obtainrmtion on
the demographic (biodata) characteristics of redpots, (sex, level of study, place of study.

The Moon Tent Production Exercise The Moon Tent@sge was designed by Kolb, Rubin, Mcintyre (1978),
allow subjects to experiment with a socio-techngdtem of their culture. It is a time practice -taat, with
quality control. In fact, it is by practice, bidmie trial, rebid and produce that subjects weredsk divide into
teams of six members making the four groups froor ftifferent mock companies (considered manufaaturi
companies). One of the companies was establishédamevement principles”, such as high need taeah
and to want immediate concrete feedback’ modeiaketaking situations and with personal responigjbfbor
their own success or failure. In the present stutlg, company is named “Sunshine Moontent Group of
Companies”. The second company established on datahan” principles and an assembly line fashveas
designated “Twilight Moontent Group of Companiefi”the present study. The third company establisloed
“friendly” principles was named: honeymoon Moont&rbup of Companies in the present research. Timehfo
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group without training or treatment was named “Raim Moontent Group of Companies”. The teams were
allowed to produce the Preparation of the Moondgt Quality Control

After the construction of the Moontent, the resbaraecorded the original bid, final bid, productepted, and
profit/loss account on a news print for all the gye with the various companies. To ensure thatitprafere
high and low or minimal losses, the GM recorded¢hat less than 10% for the original bid and Ikas 6% for
the final bid. He also ensured that products aezkphd profits made were above 90%.

Resear ch findings:

The raw data showed in numerical value the timesl us assembling the Moontent, the number of qualit
products the profit ratio in naira value and the@durction decisions by the GM. The Likert open ended
guestionnaire was used to qualify productivity asatjsfaction ratings of the GM and the General ¥y on a
1-7 scale. The researcher first recorded these/siaakith the leaderS GM's and AGM’S separately &atdr

with the general workers in each group separateflithe various companies.

Table 2: Mean Scores (X), Standard Deviation (Sdfleasures According to OrganizafjO Level, Prineigind
Application (Moontent Product10 Exercise) Leadertyo
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Produ
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Note: DML (Dynamic Managerial Leadership). MGT (Mayement). LED (Leadership) - NON (Not Trained).
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Table 3: Mean Scores (X), Standard Deviation (Sd)leasures According to Organization Level Prineiphd
Applications (Moontent Production Exercise for Geh&Vorkers).

Productivity ratings

Sunshin - .
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eof |nt(Dmi (Manag Moonte | Moonte | Level
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mbly P lag| P 91t p 85| p |9
time | (n2 n=] 0 [(n=] 5§ |(n=] O

rating | 5.9 | S;)O -
41

Note: ,DML (Dynamic Managerial Leadership). Managat (Management) LED (Leadership — NON (Not
Trained)

Hypothesis 1: DML Organization will outperform otHd¢on-DIL Organizations
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DISCUSSION OF RESULT

This Hypothesis was tested by using the mean sesm@standard deviation of the measures. Table®@sthat
the DML leaders (GM’s and AGM’s) of Sunshine Moarmt€ompanies with DML principle outperformed the
General Workers in the companies with Managemantiple leadership principle and Zero-principlesénms
of Average Assembly times, quality of Products,fieiRatio, Production decision, satisfaction anodrrctivity
ratings.

Table 3 shows that the General Workers in the SoestMoontent Companies with DML principle
outperformed the General Workers in the companiés Management principle. Leadership principle &tah-
principles in terms of Average Assembly times, Q@uabf products, Profitability, Production decision
Satisfaction and Productivity ratings. The meamgtie DML Workers are less for Assembly times aighér in
quality, profit, production decision, satisfactiand productivity ratings.

The results of this study have been interpreteatder to achieve an elaborate understanding oiinibécation.
Tables 2 and 3, the mean scores and standard idavidtall mean values according to organizatidiaators
and variables measured, have been presented.lés atand 3 DML organization outperformed the otheee
organizations when the leader’s scores were cordplueing the Moontent production exercises, andnithe
scores of the general workers were computed Thatresthe DML organizaj5 records show that Nigeria
sample had a simpler experience as their Euro- Bm@&ounterparts, because the organization foundeithe
“achievement principle” (DML) outperformed the otherganizations which were organized based of
“authoritarian” and “friendly’ principles Inspitef she Shortcoming, however several aspects of thiedne of
the present paper

can be interpreted to have added new dimensioogyamize Psychological research in Nigeria. Onthef
major additions is that Menagerie and Leadershyilesican be integrated for maximum performance

CONCLUSION

The data analysis of this has led to the Conclugiahthe Dynamic Managerial Leadership (DML) madel
feasible and practicable in Nigerian Industrialg@nmizatj5 The results of the Study have also Shinanhthe
DML model Potentially is practicable globally, Ssmsimilar applications from studies of this natheee been
Previously demonstrated (Mcintyre, 1966; Litwin689 in other foreign Countries with similar effect$ie
literature reviewed so far have indicated that e/kibme studies have attributed the Success of iaegm
authoritarian “management” styles, others havébatied the Success of organization to democratic 12
“Leadership” styles. Some of the literature

reviewed also indicated that management and leligest/les when integrated and moderately appfied i
organizations will give maximum performance henge notion of dynamic — managerial leadership mode—
DML.

RECOMMENDATIONS
* Inthe light of the above discussions, some reconafaons are hereby made:

« The DML model is recommended for average or lowgrering organization so as to achieve high
organizational performance and to sustain highgoeiihg organizations.

« Most organization are not classified as high penfag organization because only an aspect of the
component are engaged. The study however, reconstieatiall components of the DML should be
adopted for optimal performance. The adoptian ef@ML model would help in this regard.

» Industrial workers, should be motivated on achiesenprinciples such as training in order to give
them the opportunity to enjoy job satisfaction amakimal productivity.
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