E-ISSN 2281-4612 Academic Journal of Interdisciplinary Studies Vol g No 6
ISSN 22813993 www.richtmann.org November 2020

Research Article

7G> RICHTMANN

PUBILISHINGEG © 2020 Sophia Anastasiou.

Vv This is an open access article licensed under the Creative Commons
Attribution-NonCommercial 4.0 International License
(https://creativecommons.org/licenses/by-nc/4.0/)

The Significant Effect of Leadership and Conflict
Management on Job Satisfaction

Sophia Anastasiou

Assistant Professor,
Faculty of Social Sciences,
University of loannina, Greece

DOI: https://doi.org/10.36941/ajis-2020-0107
Abstract

The purpose of this work is to present evidence which illustrate the significant effect of leadership and conflict
management on employee satisfaction in a range of professions. Leadership and conflict management have a
significant effect on job satisfaction. This is illustrated with examples of the interaction between these
parameters in a range of professions. It is worth noting that a significant effect of leadership is exhibited in a
range of different professional sectors and groups of employees, reflecting the universal value of leadership
interacting with a wide range of parameters which may vary according to age, level of education, working
conditions, cultural differences and employee expectations. Irrespective of the complexity and variety of
determinant parameters, the effect of leadership and conflict management on job satisfaction has been widely
exhibited in the reviewed data of the present analysis. Motivated and satisfied employees are a key in achieving
organizational goals and leaders should take into account factors related to work performance, motivation
and job satisfaction.
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1. Introduction

The results of several research studies indicate that job satisfaction and leadership are important human
resource management issues (Moslehpour et al., 2018). Leadership and motivation are inextricably
linked (Afshinpour, 2014).

Leadership has been the subject of research and study for many years. Several theories have been
developed and various interpretations have been given according to the point of view they are
examined (Hollander, 1985; Bass, 1990; Mullins, 2007). The concept of leadership may have an arbitrary
and subjective meaning and definition (Yulk, 1999; Leithwood, 2012; Manreka, 2015). It can be defined
as the process where an individual influences attitudes and behaviors, encourages, inspires, motivates
and energizes employees towards common goals (Evans, 1998; Northouse, 2018).

A successful leader will direct and lead to specific goals and has to ensure that all employees are
committed towards these goals taking into account that differences in the performance, expectations
and needs of individual employees may vary. A leader who can successfully address, inspire and activate
all employees can create an environment that motivates all members to achieve the set goals through
building trust, respect, motivation and satisfaction and being able to reach a consensus in the overall
organizational objectives. It, therefore, means that the focus of the leader should be on the needs of all
employees. Employees may be satisfied by a combination of intrinsic and extrinsic characteristics of
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their job. Leadership can help to increase the level of satisfaction received by extrinsic characteristics,
by improving for example the communication and collaboration with employees. Employees feel that
their views and needs are heard and addressed and can place their trust in the leader who exhibits the
ability to solve issues and set higher goals efficiently (Ross & Gray, 2006; Al Rahbi et al., 2017).

There are several leadership styles practiced by leaders. In achieving the success and growth of
their organization, leaders must adapt and respond to fast-changing working conditions and social
structures, organizational and employee expectations (Pongpearchan, 2014). In fact, leadership can be
one of the most crucial factors which can determine the success or failure of any organization (Blair,
2018). Leaders may use a range of methods and styles but the level of success or failure they will achieve
may be predetermined by this choice (Ross & Gray, 2006).

The present analysis will be focused on the Transformational and Transactional leadership styles
as there is a plethora of empirical evidence and research which indicate the popularity of these two
leadership styles in various sectors and professions (Bass et al., 2003; Rajnandini & Ethlyn, 2004;
Walumbwa et al., 2005; Boamah et al., 2018).

Transformational leadership has been a subject of study and research for a long time (Guilford,
2018). Several studies indicate a positive relationship between transformational leadership and
employee motivation (Northouse, 2018). Transformational leaders can motive people to desire change,
desire to improve and increase their effectiveness and their job satisfaction. A transformational leader
is expected to assess and satisfy the motives of individuals, values each one of them and their
contributions to the success of their organization. As a result, transformational leadership style is
frequently associated with improved work climate, commitment, effectiveness and employee job
satisfaction (Jovanovica & Ciricb, 2016).

There are three primary and essential functions of a transformational leadership style. The first
function is about addressing the needs of employees, empowering and inspiring followers to achieve
lasting success. The second function is to lead charismatically, cultivate trust and instill confidence and
pride in belonging to the team. The third and final function is to intellectually produce followers who
have similar skills (Castanheira & Costa, 2011). By adopting this model, a leader can create a sustainable
model of leadership. Transformational school leaders for example, are open to new ideas and flexible
enough to implement new ways of teaching (Northouse, 2018).

Several theories of leadership have been developed over the past, with their own characteristics.
Main theories that have emerged include: great man theory, trait theory, behavioral theory, process
leadership theory, contingency theory, strategic leadership, transactional, transformational and laissez
faire leadership. Leadership style is an important parameter of human resources management, with
potentially significant indirect effects on employee work performance and job satisfaction (Anastasiou
& Garametsi, 2020).

Leadership is a crucial organizational parameter for motivating and satisfying employees and
achieving organizational goals (Howell & Avolio, 2013) and organisations should take into account the
factors related to work performance, motivation and job satisfaction.

Job satisfaction can be defined as an affective or emotional state response towards various aspects
of an individual’'s work (Ellickson & Logsdon, 2001) that may influence various work aspects such as
productivity, efficiency, absenteeism and employee turnover rates (Hyz, 2010; Abualrub & Alghamdi,
2012). The various components of job satisfaction can be grouped into intrinsic and extrinsic job
characteristics (Bektas, 2017); intrinsic parameters in terms of individuals’ attitudes towards their jobs,
while extrinsic parameters are related with work environment parameters such as supervisors, fellow
workers, remuneration.

Employee commitment and satisfaction are affected by several extrinsic and intrinsic parameters,
including personality traits, working conditions, social and economic factors and leadership
(Anastasiou & Papakonstantinou, 2014; Aga et al, 2016; Anastasiou & Belios, 2020). Relevant research
on job satisfaction on several professional sectors (Shann, 1998; Koustelios, 2001; Anastasiou &
Papakostantinou, 2014; Zopiatis et al., 2014; Garcia-Chas et al., 2016; Kim, 2018; Jameel & Ahmed, 2019)
has identified a variety of ‘internal’ and ‘external’ factors that influence employee job satisfaction

10



E-ISSN 2281-4612 Academic Journal of Interdisciplinary Studies Vol g No 6
ISSN 22813993 www.richtmann.org November 2020

/ dissatisfaction and motivation: (i) individual factors, such as: gender, age, marital status, number of
children and work experience; (ii) factors relating to the actual work, autonomy and independence;
(iii) organisational factors related to work environment such as: leadership, supervision, support,
facilities, infrastructure, organizational culture, participation in decision making, promotion prospects,
etc.; (iv) factors related to the wider social context and the state such as the wider social and economic
changes. The ttheoretical framework of the present analysis is graphically presented in Figure 1.

Leadership E;f::;ment

[ Personality traits & Demographicsj

Intrinsic & Extrinsic
job characterestics

l

( Job satisfaction]

Figure 1. Theoretical framework of the present analysis. Leadership and Conflict management have a
significant effect on employee job satisfaction. The effect may vary according to personality traits and
demographics.

The purpose of this work is to present evidence which illustrate the significant effect of leadership and
conflict management on employee satisfaction in a range of professions.

2. The Relationship between Leadership and Conflict Management Traits

Leaders are expected to exhibit traits which will encourage the communication between school,
students, teachers, parents and other stakeholders (Sosik et al., 2016). A successful leader can motivate
followers in achieving a set of goals (Howell, & Avolio, 2013). There is evidence to suggest a significant
correlation between leadership styles, conflict management style and job satisfaction in a range of
professional sectors (Blair, 2018; Boamabh et al., 2018).

Leaders may adopt different styles according to their personality traits, experience and
management skills (Dumi & Sinaj, 2013; Kaimenyi, 2014). There is a range of leadership traits which can
be grouped according to their characteristics. According to Bass et al. (2003), different leadership styles
include: transformational leadership, transactional leadership and passive leadership or laissez-faire
leadership style.

Leaders are faced with challenging issues in a range of their tasks. A particular issue which leaders
may face is workplace conflict. There is a need for leaders to understand the variety of approaches used
in managing conflict by developing high competence in all conflict resolution areas so as to effectively
manage their organization (Wanjiru, 2019). The various leadership styles should ensure that leaders
use the best conflict management strategies in defining and determining the nature of conflicts as they
try coping with them.
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3. Transformational Leadership and Conflict Management

Leadership style has a significant influence on conflict management. A transformational leader can help
conflicting groups work together towards their common goals. He/she achieves this by providing
encouragement and support, creating an environment that releases tensions and professionally handles
disruptive behavior. Leaders who perceive themselves as transformational leaders adopt collaboration
as the best and most frequent strategy of conflict management. Transformational leadership tends to
encourage flexibility and creativity with an emphasis on critically questioning the set policies,
evaluating strategies and gain effective performance (Tengi et al, 2017). Transformational leaders focus
on future, which gives them the ability to value highly innovation and creativity. They create a
synergistic environment that motivates and enhances collaboration towards change.

Leaders set the tone for conflict management through their leadership styles. Work experience
and personality traits of a leader can contribute in the success and choices of strategies employed
during conflict management. Experienced transformational leaders may select conflict management
strategies which ensure that relationships are not destroyed and relations with other members of the
staff who are involved in a particular conflict are affected negatively (Neves et al, 2019). A great leader
should recognize which conflict management qualities and skills or solutions’ strategy are most
suitable for each case. There are a variety of strategies that leaders can use to deal with. The five
approaches are Smoothing Accommodating, Forcing-Competing, Avoidance, Compromising and
Collaboration Integration (Marquis, 2015; Saiti, 2015).

Leaders can use various resolution mechanisms to resolve conflicts at work. Leaders’ effectiveness
to use conflict resolution approaches enhance their awareness of highlighting various conflicting
situations that, in turn, lead to the best way of solving differences among people (Wanjiru, 2019).
Successful conflict management leaders can benefit by understanding the root causes of conflicts and
select the best approach that will give them an amicable solution.

Conflict at work can arise as a result of various disputes at a personal level between employees,
groups and managers (Wanjiru, 2019). These conflicts can be managed by a leader who embrace
important conflict management strategies to bring them to an end and create peaceful co-existence
and resolution. Ideally, leaders should be effective in reaching organizational goals, motivate their
employees and resolve conflicts. There is some evidence to suggest a negative correlation between
conflict at work and job satisfaction. High levels of conflict can be associated with lower level of job
satisfaction. For example, a correlation between conflict at work and the effectiveness of leaders and
employees has been reflected on a negative correlation between conflict level and job satisfaction
(Khun-inkeeree et al., 2019). For example, Chandolia & Anastasiou (2020) have reported that compared
to the laissez-faire school leadership style, transformational leadership style was associated with low
level of conflict at schools. In the same manner, the effect of different conflict management styles was
reflected on teachers’ satisfaction. In their study, Chandolia & Anastasiou (2020) concluded that in
most cases, leadership traits have a significant effect on teachers as illustrated graphically in Figure 2.
In the same manner, a significant effect of leadership on job satisfaction can be seen in a range of
professions, including the academia, nurses, civil service, manufacturing and construction workers
(Rad & Yarmohammadian, 2006; Leet, 2008; AbuAlRub & Alghamdi, 2012; Madlock, 2013). It can be
concluded that the significant effect of leadership on employee job satisfaction, commitment and
efficiency is exhibited in a wide range of professions (Lee et al., 2008; Madlock et al., 2013; Anastasiou
& Garametsi, 2020).

The effect of leadership on job satisfaction has been frequently documented using correlation
analysis between leadership traits and job satisfaction. For example, job satisfaction correlated well
with leadership traits in several professions and the coefficient r exhibited values around 0.5 (0.45 in
nurses) (Abuaalrub & Alghamdi, 2012); 0.53 in various sectors (Rad & Yarmohammadian, 2006); 0.57 in
services, manufacturing, mining and construction (Lee, 2008) to 0.62 (Boamah et al., 2018) in hospitals.
In several cases, a positive correlation between: (i) employee satisfaction and leadership traits and (ii)
job satisfaction and effectiveness of employees was exhibited (Walumbwa et al. 2005; Chan et al., 2008;
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Hyz, 2010; Kaitelidou et al., 2012; Alonderiene. & Majauskaite, 2016; Boamah et al., 2017).
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Figure 2. Level of school conflict and level of teachers’ satisfaction with (a) Transformational, (b)
Laissez-faire leadership style.
Source: Redrawn from Chandolia & Anastasiou (2020).

For example, the correlation between conflict and teachers’ satisfaction is modified according to
different leadership styles (Figure 2). School conflict correlates with teacher satisfaction. A negative
correlation was exhibited when leaders adopted Transformational leadership style while the reverse was
exhibited in school units with a Laissez-faire leadership style adopted by school leaders. Similar results
have been reported in other professional sectors (Rad & Yarmohammadian, 2006; Lee, 2008; AbuAlRub
& Alghamdi, 2012; Madlock, 2013). In the same manner, Saiti (2007) investigated the effect of several
exogenous parameters which can affect job satisfaction in elementary school teachers in Greece and
concluded that leadership was one of the most important organizational parameters which can affect
job satisfaction. Batiou & Valkanos (2013), also observed that exogenous factors contributed in the job
satisfaction of public services sector employees in Thessaloniki, Greece.

In addition to organizational factors, age may matter when it comes to the level of employee job
satisfaction. Some studies have reported a positive effect of age on the level of job satisfaction (Figure
3), whereas other studies reported a negative effect (Figure 4) or no change in the level of job
satisfaction with age (Clark et al., 1996; Hyz, 2010; Catania & Randall, 2013; Karamanis et al., 2019;
Anastasiou & Belios, 2020). The effect of age may vary according to several parameters including
personality traits, organisational parameters and demographics. Older employees may develop social
skills which can enhance their ability to handle interpersonal conflicts (Anastasiou, 2020) or may
exhibit higher level of job satisfaction compared to younger employees as they may enjoy higher salary
or become more financially secure as they grow older (Lord & Farrington, 2006; Anastasiou & Belios,
2020). Employees may feel unhappy with their salary and other extrinsic job characteristics and this
can affect their job satisfaction and motivation. For example, job security (Origo & Pagani, 2009) may
affect job satisfaction while older employees may or may not feel secure and this might change
according to their employment sector and several economic parameters which can affect employment
and economic growth at regional, national and global level.

Effective leaders may face challenging problems in their work which require a range of skills and
personality traits. In times of tension and low trust at work place, conflict management skills are
required to address and solve the different views and priorities between and within employees, groups
and management. If ignored, conflict at work may increase the level of competition and hinder
interpersonal relationships and team work spirit, resulting in reduced effectiveness and low job
satisfaction (Kaitelidou et al., 2012). In spite of the potential negative effects of conflict at work,
successful leaders may take advantage of the challenges and opportunities of conflict at work in
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engaging employees in a fruitful process of conflict management. In fact, effective conflict management
can increase the level of communication, understanding and trust in an organization (Chan et al.,
2008).

Leadership is a crucial element for the growth and success of an organization and a crucial
parameter of job satisfaction, commitment and employee efficiency (Lee, 2008; Madlock, 2013;
Anastasiou & Garametsi, 2020). Effective leadership is characterised by motivating employees and
achieving organizational goals (Cote, 2019). The level of employee motivation, commitment, efficiency
and job satisfaction may vary according to leadership style and other organizational parameters
(AbuAlRub & Alghamdi, 2012).
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Figure 3. An example of a negative effect of age on job satisfaction. A regression analysis of Age and
Job Satisfaction (JS) indicated that the level of JS may be reduced with age. The R? for JS was 0.962
which suggests that the predictor Age accounts for 96.2% of the total variation in the dependent JS (F
(1,3) =51.571, p=0.0184).

Source: Recalculated and plotted using data from Anastasiou & Garametsi (2020)
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Figure 4. An example of a positive effect of age on job satisfaction. A regression analysis of Age and Job
satisfaction (JS) indicated that the level of JS may be increased with age. The R? for JS was 0.962 which
suggests that the predictor AGE accounts for 96.2% of the total variation in the dependent ]S
(F(1,3)=51.571, p=0.0184).

Source: Recalculated and plotted using data from Clark et al.,1996.

14



E-ISSN 2281-4612 Academic Journal of Interdisciplinary Studies Vol g No 6
ISSN 22813993 www.richtmann.org November 2020

The effect of leadership on job satisfaction can be modulated by a variety of parameters such as
personality traits, employees’ needs and organizational factors such as working conditions and salary
(Bass, 2003; Ismail, et al. 2009; Anastasiou, & Papakonstantinou, 2014; Aldridge & Fraser, 2016;
Moslehpour et al., 2018; Anastasiou & Garametsi, 2020). In any event, the data reviewed in the present
work indicate that leadership correlated well with satisfaction in several professions.

4. Conclusion

There are several parameters which can contribute to increased employee job satisfaction. The data
reviewed in the present work provide some examples which illustrate the significant effect of leadership
on job satisfaction. It is worth noting that the reviewed data were from different professional sectors
and employee groups, reflecting the wide range of parameters which may vary according to age, level
of education, working conditions, cultural differences and expectations. Irrespective of the variety of
determinant parameters, the effect of leadership on conflict management and job satisfaction was
widely exhibited in the reviewed data of the present analysis.

Leaders should be aware of above mentioned parameters related to conflict management and the
potential mediating effect of conflict and leadership style on job satisfaction and commitment of
employees.
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