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THE EFFECTS OF DECISION-MAKING STYLES OF
LEADERSHIP ON EMPLOYEES KNOWLEDGE SHARING WITHIN
THE ORGANIZATION

Niliifer RUZGAR”
Abstract

Creating, applying and sharing knowledge, constitute great importance for organizations in today’s global business
environment. In a business environment, in which competition is penetrated, managing and sharing knowledge
properly within the organization is one of the requisiteness of making effective and sustainable innovations in
order not to fall behind in the market. Thus, it can be assured that employees’ sense of belonging to the organization
is not destroyed and their organizational commitment is accrued. Correspondingly, in the event of employee
turnover it can be assured that they will not trespass on the knowledge that they have previously acquired from the
organization. In this sense, knowledge management appears to be one of the most important qualifications of a
leader and it can easily be observed that the leadership style a leader holds has divergent effects on organizational
performance along with knowledge management. The purpose of this study is to reveal which of the three different
decision-making styles, defined as “autocratic”, “democratic” and “sharing”, are adopted and applied by the
leaders, employees’ attitude towards knowledge sharing in accordance with the leader’s leadership style and the
effects of the mentioned styles on organizational performance. In this sense, Fiedler’s Contingency Theory and
Vroom-Jago Decision-Making Model of Leadership are used as baseline. The research is conducted in
organizations that are active in textile sector, in city of Bursa. According to the results, there is a statistically
significant relationship between leadership decision making models and employees’ knowledge sharing within the
organization. There is a statistically negative effect of sharing leadership on formal knowledge sharing while there
is a statistically significant and negative effect of autocratic leadership style on compulsory knowledge sharing. In
addition, there is a statistically significant and positive effect of sharing leadership style on compulsory knowledge
sharing. It has also been found out that there is statistically negative effect of democratic leadership style on in-
company knowledge sharing.
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LIDERLERIN KARAR ALMA TARZLARININ CALISANLARIN ORGUT iCi BILGI PAYLASIMINA
ETKIiSi

Ozet

Bilginin iiretilmesi, uygulanmasi ve paylasilmasi; giiniimiiz kiiresel is diinyasinda orgiitler i¢in biiyiik 6nem arz
etmektedir. Rekabetin yogun oldugu is diinyasinda, rakiplerin gerisinde kalmamak adimna gerceklestirilecek orgiit
ici inovasyonlarin etkili ve siirdiiriilebilir olabilmesinin en 6nemli gerekliliklerinden biri, 6rgiit i¢i bilginin iyi
yonetilmesi ve dogru bir bigimde paylasilmasidir. Boylelikle, o6rgiit calisanlarinin aidiyet duygusunun
zedelenmemesi ve dolayisiyla orgiitsel bagliliklarinin artmasi saglanabilir. Buna paralel olarak, ¢alisanlarin is
degistirme durumunda, eski Orgiitlerine dair sahip olduklari bilgiyi olumsuz amaglar dogrultusunda
kullanmamalar1 saglanabilecektir. Bu baglamda bilgi yonetimi, bir liderin sahip olmasi gereken en &nemli
yoneticilik 6zelliklerinden biri olarak ortaya ¢ikmaktadir ve liderin sahip oldugu liderlik tarzinin, bilgi yonetimiyle
beraber orgiit performansinda da farkli etkilere sahip oldugu goriilebilmektedir. Bu ¢aligmanin amaci, yoneticilerin
iic farkli karar alma tarzi olan “otokratik”, “demokratik” ya da “paylasimci” liderlikten hangisini benimseyip
uyguladigini ve bahsedilen karar alma tarzlarinin, orgiit ¢aliganlarinin bilgi paylagimi hakkindaki disiinceleri
iizerindeki etkilerini ile Orgiit performansi iizerindeki etkilerini ortaya koymaktir. Bu baglamda, Fiedler’in
Durumsallik Modeli (Fiedler’s Contingency Model) ve Vroom-Jago’ nun Liderlerin Karar Alma Modeli (Vroom-
Jago Decision-Making Model of Leadership) temel alinarak, yoneticilerin liderlik tarzlarinin belirlenmesi ve 6rgiit
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¢alisanlariin bilgi paylasimiyla ilgili diisiincelerini ortaya ¢ikararak mevcut yoneticilerinin karar alma tarziyla
ilgili algilart Slgiilmiistiir. Aragtirma, Bursa ilinde tekstil sektoriinde faaliyet gdsteren orta Olgekli orgiitlerde
yapilmis olup elde edilen bulgulara gore liderlerin karar alma tarzlar1 ve ¢alisanlarin 6rgiit i¢i paylasimi arasinda
istatistiksel olarak anlamli bir iliski bulunmaktadir. Paylasimer liderligin ve otokratik liderligin, resmi bilgi
paylasimi ve zorunlu bilgi paylasimi {izerinde istatistiksel olarak negatif bir etkisi oldugu goriiliirken, demokratik
liderlik tarzinin orgiit i¢i bilgi paylagiminin iizerinde pozitif bir etkisi oldugu ortaya konmustur.

Anahtar Kelimeler: Karar alma, bilgi yonetimi, bilgi paylagimu.

Introduction

Leadership decision-making styles has been investigated thoroughly in multifarious studies.
However, the effect of decision-making styles on knowledge sharing within the organization
needs more scrutinized researches. It can easily be claimed that the most important asset of
organizations is knowledge. Therefore, organizations should focus on human capital, which is
competitive advantage, and aim at improving employees’ knowledge. In order to acquire a
sustainable competition power in a global business environment, in which there are multivariate
organizations, “Learning Organizations” concept has been in business literature as a key term
since 1960, thanks to Peter Senge (Atak and Atik, 2007). If organizations use incentives for
learning and sharing knowledge, competitive advantage can be assured and the performance of
the organization increases.

In this study, the focus is on revealing leaders’ decision-making styles and their effects on
knowledge sharing within the organization. In this sense, this study begins with a literature
review in order to construe the previous findings. The research findings are discussed in the
following section of the study. Finally, interpreting the research results and making
recommendations for future researches, take place in the conclusion section.

1. Literature Review

Fayol’s classification of management is divided into 5 as prediction, organization, coordination,
direction and control (Sengiil, 2007). Fayol defines organization as “founding the firms in dual
frame as social and material”, and contextualize social organization for examination (Fayol,
1917). According to Peaucelle, Fayol’s perception of organization in his management theory,
requires procuring everything in order to run the firm. Therefore, sharing knowledge is crucial
(Peaucelle, 2003).

1.1. Management and Knowledge Sharing

The purpose of knowledge management is, to reveal the tacit knowledge and assure the
circulation of explicit knowledge within the organization in order to expedite and reach
decision-making, production, resource allocation, competition, continuity and improvement
(Capar 2003, cited in Uzun and Durna, 2008). Transparency is the crucial condition of
knowledge sharing. Knowledge, which is not reached or circulated in the organization, cannot
be appreciated as corporate knowledge or corporate capital (Akdeniz, 2002). Sharing
knowledge within the organization, constitutes more importance than possessing knowledge
sources. The more organizational knowledge is shared, the more it increases in value. However,
it is hard to share knowledge (Bryant, 2002). In this sense, both technological and managerial
decisions along with human factors come into play (Yeniceri and Ince 2005). According to
Gurteen (1999), knowledge management is a business philosophy. The KMS is the on-going,
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persistent interaction among agents within a system that produces, maintains, and enhances the
system’s knowledge base (Firestone, 1998).

Figure 1: Knowledge Sharing Process: 5 Fundamental Disciplines and 3 Factors
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Source: http://www.gurteen.com/gurteen/qurteen.nsf/id/ksculture

1.1.1. Benefits of Knowledge Management

In order to creat value, knowledge arises as the most important weapon. Furthermore, the more
knowledge is shared, the more it creates value. Therefore, the best known paradigm “knowledge
is power”, transforms into a new paradigm “knowledge sharing is power” (Gurteen 1999). In
this sense, top management teams’ (TMT) leadership styles play a major role (Ravishankar and
Pan, 2006). As leaders establish an organizational environment which is appropriate for
decision participation and knowledge sharing, employees’ creativeness increase, in terms of
innovations, for the sake of the future of their organization. Knowledge management, provides
employees with the knowledge they need, to do their jobs better. Thus, they become more
productive (www.mindtools.com). In order to make progress in terms of organizational growth,
every super ordinate/leader should share knowledge with subordinates. For instance, in
Microsoft, staff members are able to reach each key information about the strategies adopted.
Furthermore, organizational trust increases and it leads to a considerable increase in efficiency.
For example, Folger and Konovsky (1989), in their research on 200 manufacturing staff,
assessed that in an environment which allows subordinates to trust their super ordinates/leaders,
the rate of decision participation increases along with organizational performance. (Whitner,
1997). In other words, trust, canalize employees to share their knowledge, which results in
increased values and sustainable competitive advantage (Renzl, 2008).
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1.2. Leadership Styles

Contemporary theories of leadership put forward three styles; transformational, transactional,
and laissez-faire. The transformational leadership theory, was first studied by Burns and
appeared in 1978. It refers to a process, focusing on the exchange between leaders and followers
by motivating followers' attitudes. It is the process of building employee loyalty to meet the
organizational visions, missions, strategies and objectives by the leaders (Yukl, 1989).

The transactional leadership, connotes a communal process of exchange between leaders and
followers, in order to persuade the followers to meet up their assigned duties so that the
followers can claim the benefits such as pay, rewards, advancement or recognition from the
organizations (Bass, 1990; Xirasagar et. al. , 2005 ).

The third style of leadership, which reflects the absence of these two styles, is laissez-faire
leadership, it refers to passive/avoidant or no leadership. In other words, the leader avoids to
make decisions, has negative influence on followers and avoid from dealing with problems
(Alsayed et. al. , 2012).

In this sense, it would be crucial to mention about the leaders who support knowledge-sharing
activities, namely distributing the information in a horizontal way of communication, and the
leaders who do not support knowledge-sharing activities within the organization. The latter,
prefers and apply vertical communication in the organizations. Table 1, presents the main
differences between the two styles of leadership.

Table 1: Leaders That Do Not Support Knowledge-Sharing Vs. Leaders That Support Knowledge- Sharing Within
The Organization

Non-Supporter Leader Supporter Leader

Thinks like a boss

Thinks like a sponsor, team leader or advisor

Follows the chain of command

Leads the staff who are responsible for
performing a duty

Works in an established organization

Transforms the organizational structure in
order to keep pace with changes in the markets

Makes decisions individually

Allows other to take participate in decision

making

Endeavours to dominate the important disciplines

: - Tries to allocate the managerial disciplines
such as marketing or finance

into a broad order

Demands long time Demands results

Source: Dumaine, B. (1993). The New Non-Manager Managers, Fortune.

1.2.1. Leadership Decision-Making Styles

Decision making is a task, which requires utmost balance on the part of the leader. There are a
number of leadership models currently in practice that help leaders make decisions. For
example Fiedler’s Contingency Model, Hersey and Blanchard Situational Model, House's
Path-Goal Model and Vroom-Jago Leadership Model.

In this study, Vroom Jago leadership Model is taken into consideration. The Vroom Jago
Leadership Model, relates leadership behavior and participation, for decision making. The
model, makes the leader pose him/her a series of questions to which yes or no would be the
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answer. After a series of questions about the decision to be taken and the situation at hand, the
leader arrives at a conclusion, where as to take a decision all by himself/herself or to involve
the group, and if it involves the group, to what extent. The VVroom Jago Leadership Model has
a pre-defined set of decision styles the leader can wish to adapt:

Autocratic: The leader makes a decision completely at his discretion without the knowledge or
consent of the team members in this style of leadership.

Consultative: The leader takes decision based on the input provided by the team members. The
situation is discussed with each team member and input to the extent the leader thinks necessary
is taken from each team member.

Group-based: This is the most open type of leadership model that is categorized in the Vroom
Jago Leadership Model. The decision in this model is taken by the group while the leader acts
a facilitator. This model is adapted in cases when the leader thinks the decision pending is really
important (Yukl and Van Fleet 1992; www.123HelpMe.com).

Figure 2: Vroom Jago Leadership Model
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Source: Vroom and Jago, (1988)

Employees’ commitment to their organization, the extent of knowledge sharing within the
organization and the extent of job satisfaction, are crucial components of a target-oriented
organization. Therefore, leaders can assure a sustainable commitment by increasing the level
of knowledge sharing (Carik¢1 and Oksay, 2004). Knowledge sharing is used as an effective
tool for revealing the knowledge that is not shared by others within the organization. Thus, this
exposited knowledge assures a higher degree of commitment (Augier et. al. , 2001). Some
researchers claim that by sharing knowledge, innovations become easier.
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2. Methodology

In this section, the purpose and scope of the study is tried to explained. The suggested
hypothesis are put forward and the measurement method is given.

2.1. Hypothesis

The purpose of the study is to investigate leadership traits and leadership decision-making styles
of managers and revealing its effects on knowledge sharing within the organization among
employees. The research is conducted on employees of medium-scaled textile organizations in
Bursa. The results are generalized for textile sector. In this sense, following hypothesis are
proposed:

H1: There is statistically significant relationship between leaders’ decision-making styles and
employees’ knowledge sharing

H2: Autocratic leadership style affects employees’ knowledge sharing degree in a negative way.

H3: Democratic leadership style affects employees’ knowledge sharing degree in a positive
way.

H4: Sharing leadership style affects employees’ knowledge sharing degree in a positive way.
2.2. Measurement

In this research, Fiedler’s Contingency Theory and Vroom Jago Decision-Making Model of
Leadership is used as survey tools and it is aimed to define the managers’ leadership styles and
employees’ approach to knowledge sharing. The primary target is to reach findings which prove
that consultative type of leadership has a positive effect on knowledge sharing and the
perception of employees about knowledge sharing. Furthermore, we expect that the leaders who
constitutes for the type autocratic has negative effects on knowledge sharing extent within the
organization. We also expect to find out that autocratic leaders pose obstacles to employees in
the sense that their intention to share knowledge and this creates an organizational culture based
on mistrust, which leads to lack of commitment. The findings are presented in the following
sections.

2.3. Analysis and Findings

According to the reliability statistics, Cronbach’s Alpha result of Decision-Making Model of
Leadership Styles Scale, is 0,779 (Table 2). Thus, the scale can be defined as high in reliability.

According to the reliability statistics, Cronbach’s Alpha result of Knowledge Sharing Scale, is
0,694 (Table 3). Thus, the scale can be defined as acceptable in reliability.

Table 2: Reliability Statistics of Decision-Making Model of Leadership Styles and Knowledge Sharing Scales

Scale Cronbach's Alpha Number of Items
Decision-Making Model 179 12
Knowledge Sharing ,694 18
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According to the factor analysis of decision-making styles of leadership, the scale items are
categorized in 3 dimensions (Table 3). These dimensions are defined as autocratic leadership,
democratic leadership and sharing leadership.

Tablo 3. Explained Total Variance

Extraction Sums of Squared Loadings Rotation Sums of Squared Loadings
Component  Total % Varyans Cumulative%  Total % Variance Cumulative%
1 5,459 45,488 45,488 3,969 33,076 33,076
2 2,024 16,868 62,356 2,846 23,719 56,796
3 1,787 14,888 77,244 2,454 20,448 77,244

According to the factor analysis of knowledge sharing scale, the scale items are categorized in
3 dimensions (Table 4). These dimensions are defined as formal knowledge sharing,
compulsory knowledge sharing and in-company knowledge sharing.

Tablo 4. Explained Total Variance

Extraction Sums of Squared Loadings Rotation Sums of Squared Loadings
Component  Total % Varyans Cumulative%  Total % Variance Cumulative%
1 5,853 48,776 48,776 5,182 43,181 43,181
2 2,754 22,946 22,946 3,282 27,352 70,533
3 2,182 18,187 18,187 2,325 19,376 89,910

According to the regression analysis, there is a statistically significant relationship between
leaders’ decision-making styles and employees’ knowledge sharing. Thus, hypotheses 1 is
accepted.

When other factors’ effects are accepted as fixed, an increase of 1 standard deviation in
democratic leadership, causes an increase of 0,56 standard deviation in formal knowledge
sharing (Table 5). Thus, democratic leadership increases formal knowledge sharing and
hypotheses 2 is accepted.

When democratic and sharing leadership styles’ effects are accepted as fixed, an increase of 1
standard deviation in autocratic leadership, causes a decrease of 0,757 standard deviation in
formal knowledge sharing (Table 5). Thus, hypotheses 1 is accepted. Similarly, When
democratic and sharing leadership styles’ effects are accepted as fixed, there is a statistically
negative effect of sharing leadership on formal knowledge sharing. Thus hypotheses 4 is
rejected.
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Table 5: Coefficients

Unstandardized Standardized
Coefficients Coefficients
Standard
B Error Beta t p
1 Democratic  ,441 ,038 ,561 11,630 ,000
Autocratic -,859 ,050 -, 757 -17,200 ,000
Sharing -1,042 125 -,352 -8,352 ,000

Dependent Variable: Formal Knowledge Sharing

Democratic leadership, which is one of the factors that affects compulsory knowledge sharing,
is excluded from the model because of its being statistically insignificant (Tables 6-7). When
the model is tested, it is found out that there is a statistically significant and negative effect of
autocratic leadership style on compulsory knowledge sharing, while there is a statistically
significant and positive effect of sharing leadership style on compulsory knowledge sharing.

Thus, hypotheses 2 and 4 are accepted.

Table 6: Coefficients

Unstandardized Standardized
Coefficients Coefficients
Standard
B Error Beta t p
1 Democratic  ,013 ,352 ,064 ,964 ,336
Autocratic -,058 ,013 -,204 -3,360 ,001
Sharing 121 ,017 ,163 2,793 ,006

Dependent Variable: Compulsory Knowledge Sharing
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Table 7: Coefficients

Unstandardized Standardized
Coefficients Coefficients
Standard
B Error Beta t p
Autocratic -,050 ,015 -,176 -3,309 ,001
Sharing ,138 ,039 ,186 3,499 ,001

Similarly, there is a statistically significant relationship between all 3 leadership styles and in-
company knowledge sharing (Table 8). While there is statistically negative effect of democratic
leadership style on in-company knowledge sharing, there is a statistically positive effect of
autocratic leadership style and sharing leadership style on in-company knowledge sharing.
Thus hypotheses 2,3 and 4 are partially accepted.

Table 8: Coefficients

Unstandardized Standardized
Coefficients Coefficients
Standard
B Error Beta t p
1 Autocratic ,069 ,042 ,100 1,650 ,100
Sharing ,288 ,105 ,160 2,754 ,006
Democratic -,147 ,032 -,308 -4,641 ,000

Dependent Variable: In-Company Knowledge Sharing

Conclusion

Knowledge sharing is one of the crucial applications in organizations that increases
participation and empowers the employees. In order to compete with the organizations in
developed countries, leaders/managers in organizations need to create knowledge and share
knowledge effectively, because knowledge is strength and this strength increases as it is shared.

Although, according to the literature, making good decisions is one of the main leadership tasks,
there is no research that focuses on textile sector in terms of leaders’ decision-making styles
effect on employees’ knowledge sharing. In this sense, this study provides some descriptive
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explanation for the leadership decision-making and its effects on knowledge sharing within the
organization, the perception of knowledge sharing of employees. Regarding our research
findings, leadership decision making styles have effect on employees’ knowledge sharing
within the organization. This study is a differential research in the sense that it is applied to the
employees of textile sector. As it is widely known, textile is a dangerous sector in terms of
employees’ socio-economic situations and their lack of knowledge on these kind of subjects.
The fact that they mostly perform tasks that do not require any expertise, make them stay
ignorant against organizational behavior issues. Thus, it is obvious that there is a need of further
researches on this subject both in textile sector and other sectors, so that there may have a
chance of comparing the overall frame of Turkey in terms of this subject.
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Bu anket formundan elde edilen veriler tamamen bilimsel amaglar i¢in kullanilacak olup herhangi bir yerde
yaymlanmayacak ve iigiincii kisilerle paylasiimayacaktir. Katkilariniz ve degerli vaktinizi ayirdiginiz i¢in tesekkiir

ederiz.

Niliifer RUZGAR, Bursa Teknik Universitesi, Dr. Ogretim Gorevlisi

KATILIMCI iSMIi ( bos
birakabilirsiniz)

KATILIMCI HAKKINDA

Cinsiyeti

() ErkekKadmn ( )

Medeni Durum

() Evi Bekar ()

Yas

()18-29  ()30-39  ()40-49  ( )50-59 ( )60+

Egitim Durumu

( )Lise ( )Universite ( )Lisansiistii

Gelir Durumu

() 1500-2500 ()2501-3500 () 3501-4500 () 4500+

Sektor

( )Kamu ( )Ozel

Bilgi Paylasimu Olcegi

Kesinlikle Katilmiyorum | Kararsizim Katihyorum Kesinlikle
Katilmiyorum Katillyorum

1-Resmi toplantilarda (or:
seminer, konferans) bilgi
paylasirim.

2-Calisma arkadaglarim, resmi
toplantilarda (6r: seminer,
konferans) bilgi paylagimi
yapar.

3-Bilgi paylasmam genellikle
bana baglidir.

4-Caligma arkadaglarim yeni
bilgileri paylagsma konusunda
birbirlerine giivenir

5-Yazili iletigim (Or: e-posta,
rapor) yoluyla bilgi
paylasirim.
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6-Sirketimin bilgi sistemini ya
da veri tabanin1 (0r: igweb,
portal) bilgi depolamak

i¢in kullanirim.

7-Resmi olmayan
toplantilarda (6r: 6gle yemegi,
cay molasi) bilgi paylasirim

8-Calisma arkadaglarim, resmi
olmayan toplantilarda (&r:
6gle yemegi, cay molasi)

bilgi paylasimi yapar.

9-Resmi toplantilarda bilgi
paylasimi benim bilgi
birikimimi ve becerilerimi
artirir.

10-Resmi olmayan
toplantilarda bilgi paylagimi
benim bilgi birikimimi ve
becerilerimi artirir.

11-Kolektif bilgi paylagim
firmamin rekabet avantajini
artirir.

12-Caligma arkadaslarim bilgi
paylasimi konusunda oldukga
acik fikirlidir.

13-Bilgi paylasimi
firma/departman i¢inde takim
caligsmasini tesvik etmektedir.

14- Calisma arkadaslarim
paylasilan bilgileri koruma
konusunda birbirlerine
giivenir.

15-Bilgi paylagma tamamen
benim disimdaki durumlara
gore gergeklesir.

16-Bilgi paylagmamda benim
disimda giigler daha fazla
etkinlige sahiptir.

17-Benden beklenen bilgi
paylasimini benden beklendigi
icin yaparim.

18-Bilgi paylasimi, firmada
yeni fikirler ve ¢oziimler
iiretilmesini saglar.
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Karar Alma Tarz1 Olgegi’ni yanitlarken, is le ilgili kararlar alirken uyguladiginiz tarzlar1 goz dniinde bulundurunuz

ve dlgek ifadelerine ne kadar katilip katilmadiginizi belirtiniz.
Karar Alma Tarz1 Olgegi

Kesinlikle
Katilmiyorum
Katilmiyorum
Kararsizim
Katiliyorum
Kesinlikle
Katillyorum

Yoneticim, orgiit icerisinde bir problem oldugunda kendi basima

¢Ozebilmek icin bireysel karar verir.

Her ne kadar karar1 yoneticim verse de, bir ya da daha fazla ¢alisaninin

fikrini sorar

Yoneticimin, tiim problemlerle basa ¢ikabilecegine ve kendi basina karar

alabilecegine dair dzgiiveni yiiksektir

Yoneticim, tiim ¢alisanlarin verdigi karara uymak zorunda olduklarindan

emindir

Bir problem oldugunda, yoneticim bunu bagka orgiit tiyeleriyle bireysel

olarak tartisarak, fikirlerini ve onerilerini alir

Yoneticim, karsilagtigim bir probleme dair grup tartismasi yaparak diger

orgiit Uiyelerinin fikirlerini alir

Yoneticim her ne kadar diger orgiit iiyelerinin 6nerilerini degerlendirmeye

alsa da, karar1 kendi yargilarina gore verir

Yoneticim, karsilastigim bir problemle ilgili karar vermeden 6nce diger

orgiit iiyelerine danigmanin iyi bir fikir oldugunu diisiiniir

Yoneticim, orgiitsel konularda karar verirken tiim orgiit tiyelerinin karar

verme siirecinde yer almasinin ¢ok 6nemli olduguna inanir

Yoneticim, grup olarak karar vermenin daha etkili olduguna inanir

Yoneticim, orgiit iiyelerini ilgilendiren konularda karar verme siirecinde

diger orgiit tiyeleriyle isbirligi yapmaya caligir

Yoneticim, orgiit tiyelerinin gogunlugunun paylastig: bir goriise her ne

kadar katilmasa da sayg1 gosterir
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