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ABSTRACT
Organizational integration is critical to the survival and effectiveness of organizations. The
challenge of integration lies however in the manifestations of functional disparity, lack of
communication and disharmony evident in the relationships expressed between the various
components, levels, groups and units of the organization. In addressing these issues, this paper
identified relational leadership as imperative in the strengthening of workplace social ties, trust
and collaboration. This follows the adopted theoretical premise of social reciprocity emphasized
by the social exchange theory, highlighting behaviour as a consequence of experience,
expectations and treatment from others within a given social context. The paper is designed to
be theoretical and its position is based on a review of literature. An assessment of the concept
of relational leadership suggests that it aligns with the contingency of current concerns of
change, people orientation and the role of relationships in strengthening organizational networks,
efficiency and effectiveness. In conclusion, it was affirmed that relational leadership enables a
more cooperative, supportive and cohesive workplace that facilitates and positively influences
and advances outcomes of organizational integration.
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INTRODUCTION
The idea of the organization draws on the process of control, coordination and the channelling of
resources towards a particular goal or end (Fairhurst, 2009). The organization is therefore a
process and a means to an end. However, these two features are underpinned by the existence
of several factors which make “organizing” a reality and a basis for the existence of organizations.
These include the various human and non-human (materials, machines, money) resources
(Fairhurst, 2009; Adams, 2003; Miller, 2007). Thus, it is expected that through the process of
organizing, these stated factors, their functions and applications are synchronized in a manner
that serves in the efficiency and effectiveness of the organization, and not any particular unit or
distinct function of the organization. Hence, integration is important as it provides the basis for
infusing the organization’s values into members – designating roles, responsibilities and
functional boundaries (Greenspan, 2001).
Organizational integration refers to the process in which organizational components and
resources are aligned and structured within the framework of the organization (Greenspan, 2001;
Ettlie & Reza, 2001). It is the action concerned with defining related elements or specifying their
placement or usefulness within the context (internal or external) of the organization (Greenspan,
2001). This also involves intimating them on the dynamics, relationships, systems and values of
the organization and clarifying both functional and operational parameters. This is intended to
develop members’ sense of responsibility and loyalty to the organization – ensuring that their
values are submerged and the goals of the organization prioritized (Kosanke, Roland & Bass,
2002). The process of integration is necessary for enriching members’ feelings of identification,
self-categorization and also transferring the ideologies of the organization to its members. This
way, organizational integration involves the various ways or processes through which various
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elements or parties are engaged and share in the responsibility of advancing the organization
towards its objectives and goals (Greenspan, 2001; Maiga, Nilsson & Ax, 2015).
Studies (Chavez et al, 2015; Pinto & Pinto, 2008; Sagawa & Nagano, 2015) suggest that weak or
poor cases of integration are often manifested in organizations with ineffective communication,
high power distances, low interconnectedness and functional disparity. Such issues impact
negatively on the behaviour of the organization, generally negating its operations and causing
disharmony within its systems. Integration goes beyond the assignment of roles or
responsibilities. It details not only a physical or behavioural sense of belongingness as well as a
mental and emotional sense of placement within the workplace. Bennis et al (2008) in their
research, pointed to the importance of the organization’s leadership in enabling a more
conducive and supportive work environment. According to Bennis et al (2008), the leadership of
the organization mirrors the organization’s values and in the same vein defines its focus. Extant
research indicates that leadership varies on a substantial basis as debates yet continue on the
implications of leadership variants for the organization. One of such is relational leadership.
Relational leadership (compared to the transformation and transactional leadership forms) is a
recent and yet evolving concept of leadership (Uhl-Bein, 2006; Vine et al, 2008). It describes
leadership from the context of participation, collaboration and inclusivity. According to Uhl-Bein
(2006), relational leaderships are such that can connect and engage significant others in a more
meaningful and effective way. This is important for partnership and a shared sense of
responsibility towards the organization. This perspective on leadership as a conditioning factor in
the organization is shared by Graen (2006) who argued that the conditions and nature of
workplace relations flow from the leadership. Despite these narratives on the criticality of
leadership in shaping workplace relationships, scarce attention has been offered in line with
examining the role of leadership, particularly relational leadership, in outcomes of organizational
integration. This paper is therefore designed to advance a position on relational leadership,
building on attributes such as purpose, ethics, inclusivity, empowerment and process orientation,
as being essential in enhancing outcomes of organizational integration.

1. Social Exchange Theory
Relationships, particularly, social relationships, embody a variety of expectations and related
actions that can be considered as dire to the health and well-being of the parties involved
(Bishop, Scott & Burroughs, 2000; Sidle & Warzynski, 2003). Molm (2000) identified the social
exchange theory and one predominantly concerned with explaining and predicting the social
behaviour from the perspective of social interactions and exchanges. The theory is mostly
applied in understanding and explaining workers behaviour in light of leadership styles and
actions (Molm, 2000; Pelle, 2007; Tsui & Wang 2002). Thus, in explaining the possible role of
relational leadership in the outcomes of organizational integration, the social exchange theory
can be said to provide a framework, useful in understanding the extent to which leadership
features such as support, inclusivity and empowerment, contribute to stimulating organizational
members trust and their sense of membership or belongingness in the organization (Ospina &
Sorenson, 2006).
Apart from the workers internal to the organization, the social exchange theory also offers tenets
on relationship content, useful in predicting the outcome of the relationship between the
organization and its various stakeholders or partners (Molm, 2000). Ladd and Henry (2000)
argued that the approach towards stakeholders’ relations is critical in determining the nature of
their support for the organization. According to Ladd and Henry (2000), actions that reflect
recognition and consideration in dealing with stakeholders’ concerns are often mirrored in
stakeholders’ openness and willingness to partner with and support the organization. This
reciprocity draws not only from the social actor’s decision to return the “good favour” but also
their desire to reward and reinforce such using their actions or behaviour. Hence, one could
therefore argue, based on the premise of behavioural reciprocity advanced by the social
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exchange theory, that members and stakeholders of the organization are expected to have or
experience stronger levels of trust, emotional attachments and commitment to the organization
where they perceive themselves as recognized and valued by its leadership (Andrews, Witt &
Kacmar, 2003).

2. Relational Leadership
The concept of relationship has been applied in two major forms – one emerging as a form of
inclusive leadership that is ethical and allows for participation from the workers, and the second
reflecting a group position on leadership where decisions are jointly reached and “leading” as an
action is featured or emerges from the actions of the group (Andersen & Chen, 2002; Asgari et
al, 2008; Campbell et al, 2008). This paper draws on the traditional hierarchical organizational
system and as such approaches the concept from the lens of the former. Relationship leadership
is therefore a form of leadership that shares in its power, capacities and responsibilities. It is a
form of leadership that is empowering and highly inclusive, enabling transparency in its actions
and thus also high on ethical values (Uhl-Bein, 2006; Sidle & Warzynski, 2003).
Uhl-Bein (2006) observed that some of the benefits attributed to relational leadership include the
depth of creativity obtainable from its pooling of opinions and ideas from various stakeholders or
organizational members, it allows for operational robustness given the level of flexibility in roles
due to the decentralization of power within the organization, and it also reinforces the synergy
and cohesion between organizational elements, units and levels. Van Dam, Oregg and Schyns
(2008) stated that the relational leader is, therefore, one who not only understands the
intricacies of leading based on the acknowledgement and support of the subordinates but also
engages their experiences, expertise and voice in the process of leadership. This echoes Pye
(2005) observation that leadership that is follower-based does not depend or require the use of
sanctions or fear in driving results; rather, such leaders draw mostly on the confidence and trust
bestowed upon them by their followers.
Relational leaders as such create the necessary structuring which draws substantially from their
relationships and interaction with their subordinates and other stakeholders of the organization.
Shotter (2010) opined that the support that emerges or is attributable to the worker’s
acceptance and acknowledgement of leadership is crucial for the effectiveness of the leader. Not
only are leaders, based on followers’ support, able to consistently pursue and attain the
objectives of the organization; the leader’s success is also shared by the followers. This narrative
agrees with those of previous studies (Graen, 2006; Bennis et al, 2008; Shotter, 2010) which
identify leadership as primarily a social activity that cannot exist without or outside the social
context. This is as Fairhurst (2009) argued that positions of effectiveness when it comes to
leadership does not anchor alone on organizational outcomes such as profitability, productivity or
market share, but also on processes concerned with leaders’ ability to inspire, motivate and bring
out the best in others.

3. Organizational Integration
The process of integration enhances the systemic nature of the organization. Strengthening its
internal ties and enriching communication and interpersonal exchanges between individuals and
units in the organization (Truman, 2000; Barki & Pinsonneault, 2005). Peyrefitte, Golden and
Brice (2002) noted that organizational integration promotes workplace cohesion and functional
coherence. Similarly, () argued that organizations are only able to maintain focus and operate
efficiently when there is a substantial level of agreement or unity amongst its various levels,
units and groups. Research (Barki & Pinsonneault, 2005; Wong, Boonitt & Wong, 2011; Pimenta,
da Silva & Tate, 2016) suggests that there are four major components of integration – (a)
intellectual integration: addressing the extent to which knowledge and interpretations of the
organization’s realities are shared amongst its members (b) social integration: addressing the
extent of collectiveness and belongingness experienced and shared by the members of the
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organization (c) emotional integration: addressing the attachments and sense of commitment to
the organization shared by members of the organization, and (d) operational integration:
addressing adherence and appreciation of standards, processes and technological infrastructure.
Organizational integration thus encapsulates the dynamicity of the social, cognitive emotional
and operational aspects of the organization, shared by the members and thus crystallized as real
and concrete (Barki & Pinsonneault, 2005). This is as Adeniji, Osibanjo and Abiodun (2013)
noted where the differences between groups, units or individuals are high, then the tendency for
alienation and deviance is evident as well. Adeniji, Osibanjo and Abiodun (2013) argued that
several advantages accrue to integration, most of which are manifested in the extent of
collaboration, communication flow, operational efficiency and of course organizational
effectiveness. This agrees with Adams (2003) observation, that where integration is substantial
and the bonding between workers and the organization is evident, issues related to grievance,
conflict and turnover will be lower in the organization. In the same vein Parry, Ferrin and
Gonzalez (2010) posited that most organizations today struggle with enforcing behavioural
standards, driving organizational commitment and ensuring compliance despite evident
integration issues. The author stressed the need for developing supportive and more conducive
work environments – with emphatics placed on interpersonal relations and improved
communication lines across units and levels in the organization.

4. Relational Leadership and Organizational Integration
Existing organizational structures and frameworks are such that are premised and have for long,
increasingly relied on classical management philosophies of thought. Such has been noted to be
emphatic on power, authority, control as a basis for ensuring productivity and performance
within the workplace (Fairhurst, 2009). While these offer a strong position on organizational
processes and functions, emerging considerations for the implications of such on social
behaviour and the nature of relationships across levels (vertical) in the organization have
remained a nagging concern (Fairhurst, 2009; Lawler, 2005; Sidle & Warzynski, 2003). Bishop,
Scott and Burroughs (2000) identified the relationship between leaders or managers and their
subordinates as central to the trust and commitment outcomes of the worker. Similarly, Tsui and
Wang (2002) observed that members access to their leadership, and the shared sense of
responsibility, duty and obligation to the organization occasioned through participation in
decision-making, enhances their outlook on the organization and their feeling of meaning and
purpose – advancing a shift in their perceptions of self, as not just a tool used by others but as
one relevant and valued in the organization as well.
The ideologies of relational leadership provide for increased involvement and contributions from
the workers; thus, power is distributed and more decentralized. Leadership in this sense builds
not only on the support or involvement of others, but also on the process of harnessing the
creativity, skills, and knowledge of others (Uhl-Bein, 2006). Pye (2005) posited that organizations
are increasingly acknowledging the positive effects of leader relations and interactions with
subordinates. Such relations are what enable organizations to maintain their valued workers
during tough times or periods of change. Likewise, Vine et al (2008) added that the interaction
and involvement of leaders in the lives of their workers; such as through empathic actions,
mentoring, empowerment or support; enhance the perceptions and regard followers have for the
leader. Moreso, leaders increased regard for workers ideas and opinions through their structuring
of platforms and work arrangements that emphasize upward communication, serves in bridging
the expectations of both parties’ and interpretations of the organization’s realities – thereby
deepening their sense of commitment to each other, and the organization.
Adeniji et al (2013) noted that times are changing, but most organizations have failed in their
correspondence to such change. The author argued that there is a growing imperative for
organizations and the relationships therein to be more dynamic, flexible and in tune with the
social challenges and gaps that are emerged from the new realities that currently define and



ISSN: 3088 - 4390
Volume 9, Number 1, 2022

Accounting and Management Research Journal

52 | P a g e

shape societies and economies. In the same vein, Fairhurst (2009) stated that while leadership
must provide direction, vision and motivation, it is also essential that members understand and
share in the values, beliefs and vision of the organization. Their positions and roles in the
organization should be such that assures of their relevance and validity as members; hence
enriching their self-esteem, confidence and identification with the organization. Hence, through
purpose, inclusivity, empowerment, ethics, process orientation, relational leaders create and can
develop work environments that are embracing of people values – thus strengthening the task
and social bonds that exist between the leader and follower in the organization.

CONCLUSION
Relationships, between leaders and their subordinates, are essential for the social, cognitive,
operational and emotional integration of members of the organization. More and more
organizations are realizing the need for improved communication, collaboration, support and
knowledge sharing between leaders and their subordinates through mechanisms and platforms
that facilitate participation and involvement in decision-making. Moreso, the role of relational
leadership provides for a more integrated work framework where workers can connect with their
leaders, share ideas and contribute creatively to the organization’s objectives. Relational
leadership thus enriches members sense of membership, validity and oneness with the
organization – thus enhancing their sense of commitment to significant others within the
workplace and also to the organization as well. It is therefore the position of this paper, that
relational leadership enables a more cooperative, supportive and cohesive workplace that
facilitates and positively influences and advances outcomes of organizational integration.
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