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ABSTRACT
This project analyzes the leadership style at Fazal steel mills (which is one of the leading mills around because of its quality and general credibility) and the way an organization evolves, makes decisions, and adapts to its environment. Leadership always plays the most important role in all the fields of life now days. Because of all-important “leadership”, most organizations are looking at this aspect very closely, to enhance the overall performance of their organization and compete well in the market. Same was the case of Fazal steel mills. They were also focusing on a specific type of leadership and eventually their success has proved the importance of leadership. This project looks at the effects of leadership on the management effectiveness and affects of their involvement with organizational tasks. It looks at what are the different styles of leadership and in what way are they applicable. The project looks from top-level staff to low level staff, that how leadership style effects communication between them and the resulting satisfaction level of working at workplace. It examines that how leader plays role in the style of leadership being implemented which thus affects the organizational hierarchy and organizational culture. The project explores the relationship of leadership style with the employee satisfaction. It is also highlighting how the hierarchal design of the organization effects on leadership and how the change in organizational design can bring a leadership style, leading to more satisfied staff.
CHAPTER 1
INTRODUCTION
BROAD PROBLEM AREA:

The way leadership is practiced is very important for achieving the desired results. Without the strategic implementation of leadership, it cannot be influential enough to meet the expectations.
Leadership plays an important role in an organizational success and decline. In our research we would like to see that how leadership puts an impact on its work force. What are the factors which determine the leadership goals and objectives and how these goals and objectives play their role towards organizational success and decline. Since leadership is a combination of different subjects, therefore it correlates with management as well, and with proper management, one can see employee’s performance in achieving the goals and objective for the particular organization which in return leads to the success of organization. In our research we would see different styles of leadership and its impact on the organizational performance in terms of employee performance. Researchers have found various theories about leadership but the most commonly used can be categorize into four types. These types are trait theories, contingency theory, power and influence theory, and the behavioral theory which is our main theory to be focused upon. This theory holds that leaders can be made, if a layman adopts a certain behavior he can become a leader himself. The focus of this theory is on the behavior of the leader that can be followed or adopted by anyone. According to this theory there are three kinds of leaders, an autocratic leader, democratic and laissez faire. 

Autocratic leaders are those that make decision on their own and do not give much flexibility to their subordinates. This type of leadership is best when not much input is needed and leaders can make genuine decisions without any discussions and serve in the best interest of the organization.

Democratic style of leadership is a style which offers freedom for the employees and their work. It focuses on free decision-making, open discussions, and free pool of thoughts. World has become a global village, where people need constant change, gone are the days when people needed constant eye on getting their task completed. Nowadays, people prefer participation in every step or task within any organization. And democratic leadership facilitates this modern day requirement.   

Laissez faire style of leadership means when the leader only delegates its authority over the employees. In this leadership style, the requirement is only to give the basic information and instructions and leave the rest to the employees how they achieve the set goals. The leader has fewer responsibilities as compared to the other types of leadership styles and the decision-making has been left to his team.

Organizational performance of a specific organization depends upon certain factors, and cannot rely on a single unit. Organization is a combination of people working to achieve a single goal. There are different levels of management for different departments, and each department is linked with one another. The performance at one level will effect the other department. Therefore leadership is important at all levels, and what kind of leadership style is followed will depend upon the employee’s performance.
The success of an organization largely depends upon the employee’s performance. Employee’s performance is itself dependent upon many factors, such as commitment towards organization, loyalty, and job satisfaction, only satisfied employees work harder as compared to the unsatisfied one. In our selected organization, we would look on how the leader motivates the employees to get the job done and what specific style of leadership helps enhancing the employee performance. Employee’s performance will be measured in terms of loyalty towards the organization.
RATIONALE OF THE STUDY:
The way leadership is practised is very important for achieving the desired results. Without appropriate style of leadership, organization move too slowly, stagnate and lose their way.

Leadership is important at all levels of an organization we cannot say that it is only for the top management, but decision from the lower level is equally important.

This particular study is important in many ways. It is important from practical perspective; the organization that we have selected is keen to know about the suitable behavior of the leader for attaining future goals. Moreover, there has not been any previous research on the business of steel; therefore it will be helpful for many others to know more about this particular business.

Most previous studies on leadership and its impact on the operational efficiency were conducted in developed countries. There has been limited research in our specific region. This study will leave a general idea of the importance of leadership style in the success or decline of an organization. The results of this study will also be helpful for other existing companies to adopt in order to attain future goals and objectives. 

PROBLEM STATEMENT:

This basic area of our study is to find out the relationship between the leadership styles and the operational efficiency at the Fazal Steel. The information needed is the leadership styles and some measure for operational efficiency.
OBJECTIVES OF STUDY:
The learning objectives of our research would be 

· Explain the meaning and importance of leadership in organization.

· Examine leadership as an aspect of behavior,

· Examine the variables which determine the style of leadership being adopted.
· To review how leadership style is interlinked with the operational efficiency of the organization.

· Explain the concept of leadership style leading to employee retention and their commitment and hence  operational efficiency.
· To find out the relationship between the appropriate leadership style and employees performance.

RESEARCH METHODOLOGY:
This research is attempted to critically evaluate leadership styles followed at Fazal Steel Mill situated in city Islamabad. The research will investigate the role of leadership and how leaders are working and what styles of leadership they adopt. This research will also investigate that how their styles of leadership play an important role in contributing towards employee’s performance which ultimately leads to the success or decline of the organization. To achieve the objectives of this research both secondary and primary data were gathered. This chapter gives full detail of the methodology used in the research. The present chapter firstly addresses the philosophies of research and latter on the methods of research, piloting questionnaires and the limitations of methodology. 
TYPE OF STUDY:
Our research would take place in the light of various case studies. Some of them will be from reading materials and some real life case studies will be involved in order to make our research more practical. All mentioned above will be included in our practical research methodology. Other than that we will be including some case studies from various books and journals as well.  

POPULATION/SAMPLE:
Our sample size would be 100.  We will be gathering information from primary as well as secondary data.
INSTRUMENT:

The questionnaire will be used and administered to the respondents directly. We will cater the employees of Fazal Steel Mill respectively

LIMITATIONS:
The difficulty that we faced in conducting this research was getting time from the company’s director for the interview; they were either outside the country or had other meetings.

Secondly most of the employees at Fazal Steel Mill were not that literate so for the questionnaires we had to explain each question in their language and then translate their answers into our own understanding. This took much of our time

Thirdly the time frame to complete the research was less. We had to rush to complete our research on time.

CHAPTER 2
LITERATURE REVIEW:
In this chapter, the relevant and published literature relating to the research has been reviewed. To make this part systematic, first section includes the basic concept of leadership, followed by the difference between leadership and management, and brief discussion about the types of leadership. After this a detailed discussion was developed in the light of Fazal Steel Mill challenges. Finally the trait theories of leadership were discussed to meet the organizational challenges and brief conclusion is given at the end of literature review.

According to Mullins (2005: p.281) leadership is interpreted in simple terms, such as getting others to follow or getting people to do things willingly, or interpreted more specifically for as the use of authority in decision making. Mullins further described that leadership can be practiced as combination of different leadership characteristics or functions, influenced by the detailed knowledge of leader in that aspect, that can be used to achieve the desired results which includes achieving the desired level of results or output from workforce(Mullins, 2005).  

Barron and Greenberg, (1990: p 141) defined the leadership as the process whereby one individual influences other group members towards the attainment of defined group or organizational goals.  Another definition given by Kotter (1990: P. 103-11) cited in Rollinson (1998: p. 333) Kotter defines leadership in the process of creating a vision for others and having the power to translate it into a reality and sustain it. 

According to Crainer (1995: p. 8-12) there are over 400 definitions of leadership. As some of discussed above named especially Barron, Greenberg and Kotter (1990), there the first definition says nothing about how the influence process occurs and would, for example, over situations where coercion is used, which is well outside the bounds of behaviour that most people associated with leadership. The second definition is perhaps rather too optimistic. However, Mullins (2008), put a more detailed insight that leadership is convincing others, without coercive means, to adopt the direction presented by the leader. Mullins Further defines leadership in terms of vision, with which the followers can relate to and get along with.
Keeping it in mind that no exact definition is essential or covering the concept of leadership but as above given analysis we can come to say that the influence which gets others to follow, who does what he likes and using his authority for making new decisions.
It is very interesting to know, what exactly makes a leader. How some people have all those natural abilities to inspire others in terms of their hard work and recognize their efforts where others cannot seem to posses these traits even after many efforts? The answer to these cannot be presented in simple way, however we have a conclusion that it is related to how someone responds to the challenges so much so that according to a recent research, dealing with challenges and finding a way while remaining positive even in the most toughest situation is what determines a leader.

The present research is carried out by studying thoroughly a well known mill situated in Islamabad, the mill is Fazal Steel Mill, which excel in its own way and stands out uniquely in comparison to other mills in the vicinity. The success of this particular organization is either dependent upon the management or to the leadership skills and styles that are followed. Before investigating the organisational leadership in this organization, it will be important to look at the difference between leadership and management.

Leadership and management are the words mostly used as the replacement of each other. A lot of people think that there is no difference at all between both. People say that leadership is actually a facet of management so there is no difference between them. In the modern world people collectively or as an individual, are much concerned about the difference between leader ship and management. They really want to know if there is any significant difference between both concepts and which aspects make leadership different from management. In the following we will be focusing on the aspects which actually differentiate leadership from management.

As above comprehensive explanation about leadership, it is important to have a look at what is meant by management. According to Mullins (2005: p. 283) management, as compared to leadership, is perceived as getting the work out of employees to achieve the stated goals and thus management is more interested into problem related to work rather than interest in employees. Thus, management is considered to be more related to the four managerial functions, Planning, Organizing, Leading and Controlling the activities of employees rather than engaging with them to create a link that might strengthen the relationship of both employer to employees and employees to their work. This becomes the point of sharp difference between how management performs its tasks and how leadership handles the activities.

Coming to Leadership now, Leadership is related to establishing the missing link that management could not focus on.  Leadership is more concerned with establishing the relationship though its own means by giving importance to communication between the leader and his subordinates, focusing on motivating and encouraging the subordinates and thus creating the involvement (Crow and Hartman: 1995)

Rollinson (1998) presents the points of difference between both leadership and management by two points. The first point focuses on the fact that leadership can be used to direct the efforts of subordinates in coordinating the tasks of the group of employees in achieving the specific target. The second point discusses that what can be the possible attributes which allow the leadership to establish an influence on his subordinates.

It is worth mentioning here that both the managerial approach and leader’s approach differs at the point of creating a relationship with managerial approach being less relationship oriented and leader’s approach more relationship oriented.
After the discussion and defining both concepts and what differences are among them, it is necessary to definite that proposed research organization from 1913 to 2001 work based on managerial style. Their personnel departments were just keeping and maintaining appointment and selection documents. Orders were given purely from top to down.  In Fazal Steel Mill the founder of the mill named Mr Karim Aziz has central power in the mill. All decisions are taken by him. However Mr. Karim Aziz has qualities and traits and it is better to say he has an inspirational leadership. The company has Board of Directors and hence powers are purely centralized. 

The question to be answered is that why Fazal Steel Mill changed their traditional management in the 21st century. The suitable reason would be because of challenges and tougher competition. One cannot rely on the same old traditions, to face the competition; much more change is needed in terms of getting the output from the employees and hence becoming successful in this era. Following leadership styles is becoming an important aspect in today’s world. But an appropriate style at the proper time will eventually serve as a golden opportunity to face the tough challenge. The next section of the literature defines different styles of leadership.

Organizational Performance is dependent on many factors and Leadership is considered to be one of the important factors in organizational performance. Appropriate leadership style can very much be important for the desired performance of the organization.
It is believed by many scholars and practitioners that appropriate leadership style helps in achieving the performance improvement during the challenging times (McGrath and MacMillan 2000, Teece, Pisano and Shuen, 1997). According to Mehra  et al. (2006), When an organization is looking to lead from its competitors, the effects of leadership are a very main focus as it.

Leadership styles are the outcome of a leader’s attitude, his philosophy, personality and experiences. By Kurt Lewin and his colleagues, Leadership styles can be identified either as Autocratic, Democratic and Laissez-Faire or Free Rein. (Lewin, K.; Lippitt, R.; White, R.K. 1939)

Autocratic leadership symbolizes dictator leaders where all decision making is centralized with leader with almost no input entertained by subordinates. (Lewin, K.; Lippitt, R.; White, R.K. 1939)

Democratic leadership allows for participation from subordinates in decision making. It is only after subordinates’ suggestions; a final decision is made and then communicated by the leader. (Lewin, K.; Lippitt, R.; White, R.K. 1939)

Laiseez-Faire leadership allows the subordinates complete freedom in deciding their rules and procedures. (Lewin, K.; Lippitt, R.; White, R.K. 1939)

All these different styles of leadership come with their own scale of empowering their employees and depend on the need of the different hierarchies of the organization. Empowering leadership is studied from different perspectives. The first perspective says to give more freedom of tasks and responsibility to employees (Kirkman and Rosen, 1997 and 1999), (Strauss,1963) and the second one looks at employees’ response to empowerment with respect to motivation. (Conger and Kanungo, 1988), (Kirkman & Rosen, 1997 and 1999) (Spreitzer, 1995), (Thomas and Velthouse, 1990)

(Kirkman and Rosen, 1997 and 1999) also argued that more the level of empowerment in teams, more meaningful their jobs are to them and thus more internally they are in performing their tasks. This leads to look at the implementation of democratic or Laiseez-Faire leadership by Kurt Lewin.

Being supportive, is another aspect of leadership which includes the participative decision making and coaching style along with encouraging knowledge sharing in teams. (House and Dessler, 1974)

Although Participative and Free Reign styles have gained most favor but a good leader would be making sure to use the most appropriate style of leadership that would suit the need of the hour and maintain the desired relationship between its followers. It can be elaborated as:

An authoritarian style can be good for new or inexperienced employees who are just new on job or the environment, motivated to learn new skills and need to learn the basics in which no participation or decision-making is required.

Comparatively, A participative style is used when the employee doesn’t needs much supervision, they know the basic of their job and are willing to work in groups. Leader, in this style, knows the issues but needs to have input from the employees’ for efficiency and effectiveness.

The Laiseez-Faire style is used when employee has complete command over the task and no instructions are required. In this case, leader can go for other demanding activities rather than supervising.
Discussion above in Fazal Steel Mill, which was established, or powered and controlled by Mr Karim Aziz, has authoritarian style of leadership. In the Autocratic leadership style, the control of power is in the hands of the manager and all the communications that takes place among the group, moves toward the manager. In Fazal Steel, Mr. Karim was the main source of power in both management and other departments in end of 20th century. Mr Karim alone made decisions, policies, procedures and rewards for achieving his company’s goals. Mullins (2005: p, 291) defined in style of leadership approach about autocratic leadership style. According to Mullins in autocratic style of leadership, manager is the only one invested with the power of taking decisions. Manager would be deciding himself or herself the policies and procedures that are necessary to gain the required target.
The second approach of leadership found at Fazal Steel Mill is inspirational leadership. Today leadership is considered to be a vision which others can identify with. An inspiration leader will connect with others, appreciate their efforts and able to inspire. Chartered Management Institute held a survey about most desirable leadership qualities, in which the results were shown based on responses by 1500 employed managers in multiple departments of different organizations. The survey showed inspiration as most desirable leadership characteristic which was selected by 55 percent managers, 41 percent selected strategic thinking as most desirable characteristic, 36 percent selected forward looking as their most desirable characteristic whereas honest, fair mindedness and knowledge was selected by 26 percent, 23 percent and 19 percent of the respondents. (Tannenbaum, 1973 p. 162-75).
In the 21st century it is now recognized that the Fazal Steel Mill need fundamental modernization in the way it develops strategic plan, determines priorities, allocates and manages resources and manages performance and quality improvement. Above all, this required a new model of management and leadership in the Fazal Steel Mill. The Fazal Steel Mill needs to develop leaders who have credibility with steel rolling and can inspire and motivate, an often-demoralised workforce, to own drive continual change. To achieve these ideas, Transactional and Transformational leaders are pertinent to the development of leaders in the Fazal Steel Mill. What is the transformational and transactional leadership Burns (1978) distinguishes between both approaches. According to him transactional leadership, under influence by appropriate or harmonious condition, is the exchange between leader and subordinates. Here leader would be the one to identify what subordinate requires as per his or her wants or expectations. When leader would be able to meet these wants or expectations of the subordinate, a transaction will take place here, where in exchange subordinate will provide leader the desired results.

Thus the crucial skills required by the leader are the ability to diagnose the needs of his or her subordinate and adopt the leadership characteristics that are appropriate to the situation.  Bass (1985 and 1990) further contrasted, however, where fast organizational change is required; perhaps because the environment is subject to rapid fluctuation, a leader’s task is somewhat different from just keeping things ticking over. Here (Bass, 1990) discusses another style of leadership which have its own traits and characteristics and that style of leadership is Transformational leadership, which promotes the concept of vision for the leader. A vision that can prompt leader in identifying the set of needs that would be required to deal with any situations in future and appropriately delivering this vision to his or her subordinates.

To sum up, in whole literature firstly demonstrated with different definitions and the word leadership is used in meaning of either to establish a process where the activity of other people can be influenced or to explain those characteristics which enable someone to influence others. In the literature some attempt has been made to relate with Fazal Steel Mill. In the brief discussion of this study of literature both authoritarian, democratic and liassez-faire approach were discussed and attempt has been to relate it with both organisations style of management. This approach resulted in many different theories and the two dimensions of leader behaviour concern for task and concern for people are still very much alive in the leadership vocabulary today. There are currently several influential theories that prescribe a set combination of this behavior as a recipe for all situations but, like all universal approaches, the idea that there is a single leadership style that is appreciated for all situations is oversimplified. Finally, in the literature review some approaches like transactional and transformational were discussed and why these all adopted from old management or leadership system in the particular company.
CHAPTER 3

INDUSTRIAL OVERVIEW:
Background:
The concept of producing iron and steel domestically by establishing iron and steel mill was proposed in first five-year plan of Pakistan (1955 – 1960). In January, 1969, The feasibility report was prepared for establishing steel mill at Karachi (Pakistan steel melters website, Steel industry section).
Projected Investment:
Investment in Steel sector is as follows:

Rs. 80,000 Million as on June 2000,

Rs. 3,500 Million investment added up to 2004,

Rs. 168,000 Million, Projected investment (2005-2010),

Rs. 251,500 Million, Total projected investment by 2010.
PSMA GOALS AND PLANS FOR STEEL INDUSTRY
PSMA (Pakistan Steel melters Association) has following goals and plans for Pakistan steel industry (PSMA website, Aims and objectives section):
· To protect and promote the steel industry along with arrangements for proper display and marketing of products by members of PMSA and develop Steel melting industry throughout Pakistan, seeking affiliations with Pakistan chambers of commerce and promoting spirit of friendliness, unity, cooperation;

· To encourage research and experimental and manufacturing of high standard steel and educate public in high quality steel selection and to ensure import licenses, quotas for basic inputs and machinery etc required by industry,
· PMSA also looks for settling disputes between the members, collecting statistics, defending interests of members with Government, regulating prices, encouraging training of technical personnel along with financing of the members.
 
Problems Faced By Steel Melting Industry


Steel mill industry is facing some problems, which, Pakistan Steel melters Association is in talks with Government bodies for the solution. The following points are under discussion with the Government (Pakistan steel melters Association website, News section)
Pricing issues
Pricing policy is one of the main issue concerning steel mills, The prices are kept to an unrealistic level that are not competitive in international industry and also having adverse repercussions on local industry.
Electricity issue.

Since the withholding tax of 10% was imposed on electricity bills and 3.5 % on local supplies, in budget 2008-09, the steel industry faced its negative implications because power is consumed as raw material by furnaces.
Regulatory Duty

Regulator duty is being imposed by countries like India and Japan because of global. It is important to take immediate steps to protect steel industry.
Electricity Load Shedding issues
Unscheduled, Unannounced load shedding is negatively impacting the supply of electricity to furnaces. There should be reduction in load shedding and advance schedule for load shedding it to be given.
Steell Mills in Private Sector
There are about 140 steel melting induction furnaces, producing good quality steel to meet country’s requirements and trying level best to compete the international market.

Production by Pakistan Steel mills is about 1 million ton per year steel and of private sector is 30 million (including billet, rebars, channel, angle etc). The other requirements are fulfilled with ship breaking and other steel products. 
Other Steel Related Development in Pakistan
Saudi Arabia invested in the Pakistan Steel industry through renowned company, "Al-Tuwairqi Steel Mills". They are installing the billet caster of about 1 million mt per year. 
Al-Tuwairqi and other private steel mills are working on utilizing the available deposits of Iron ore in Pakistan with Pakistan Steel also utilizing the available deposits of Iron ore and better results are expected after that.
PROPOSALS REVAMPING STEEL INDUSTRY
The revamping steel industry proposal includes:
Discussing the Sales tax issue,
Addressing the energy conservation issue that is making the production far below the capacity with increasing demand, shortage of raw material and sub-standard raw material issues along with efforts to improve efficiency and competitiveness to mark in global market.

The second proposal was regarding the pricing, The imported steel is at higher price than Pakistan steel and importing it is infeasible. The no-importing policy is resulting in shortage of input.
FUTURE POTENTIAL

As future plans, Pakistan Government is considering to achieve an annual production of 15 million tone by year 2020, for this new policy is being prepared. National Steel Policy is a progress in this plan. 
SWOT ANALYSIS
STRENGTH

The main strength of Steel Industry of Pakistan is its Cheap labor.
WEAKNESS

The weaknesses include:

· High cost of energy

· Poor infrastructure.

· Lack of R&D investment

· Dependence on imports for steel manufacturing equipments and technology
OPPORTUNITY
Opportunities that Pakistan steel industry provides, includes:

· Govt. has decided to increase the production capacity from 1.1ton to 20 million tons by 2020.

· Govt. decreased 20% GST 

· The large iron ore and coal reserve of Pakistan provide good opportunity in the steel sector for enterprising investors.
THREATS
Threats provided by Pakistan Steel industry include:

· Slow growth in infrastructure development

· Possibilities of export growth from China
STATISTICAL DATA
World Steel Production analysis form 1970-2007

Following chart showing steel growth rate in world (PSMA website, Stats section).
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CHAPTER 4
ORGANIZATIONAL OVERVIEW – FAZAL STEEL (PVT._ LIMITED:
Fazal Steel mill is considered as one of the best steel mills in Pakistan. Fazal steel has gain an honourable status in its industry and adds to the pride of the group of companies. Fazal steel has gained expertise when it comes to the production of varied steel bars as per the demand of the industry.

FSL group was one of the very few established steel mills in throughout Pakistan and surely  first in Islamabad who looked into range of steel melting processes and in addition of re-rolling, introduced steel casting and foundries. FSL has long history in steel business beginning from 1913, when trading house was established for the steel products.

FSL began its production in year 1976 and began on achieving milestones and making its position firm in the industry and at same time bringing innovation to its procedures and products. FSL is now expanded into five production units and had gained the capacity of up to 100000 metric tons.

The company has actively participated in several coveted national projects like Terbella Dam, M2 (Islamabad-Lahore) and M1 (Islamabad – Peshawar), Ghazi Barotha Dam, Chasma Nuclear Reactor and many other similar projects. The excellent track record in these projects has made Fazal Steel a very prominent and respectable brand. The company has the honor of supplying steel to the bridge with tallest pillars in Asia at Kalar Kahar, bridge with tallest arches in Asia at Attock and longest joint-less bridge in Jhelum (Fazal steel website).
Achievements

Development of country wide infrastructure is no job for some selected persons or organization. The company is one of those in the industry that has been a leading contributory in Pakistan’s development for the last few decades. This role was acknowledged at the highest level when the organization was awarded Excellence Award by the President of Pakistan (1999). Since then the company has won accolades for its quality standards and service to nation (Fazal Steel website, Achievement Section). 

Strategies
To focus on the energies of management, staff and workers, Managing Director of FSL has put forward specific targets to be achieved. These targets are:

· Complete satisfaction of customer

· Reducing waste, breakdowns and increasing production rate

· Controlling cost

· Good working conditions

The whole system at Fazal Steel revolves around these four basic principles, hence actually focusing on the employee performance and as a result customer gets the maximum advantage. Customer is also invited to visit factory premises and witness the employee performance and quality control management.

After the order is confirmed, sales department gets in touch with the production planning department to ensure deliveries are as per customer’s requirement and decided schedule. The department once again comes in picture when final inspection of each consignment is performed to ensure the products are as per the contract signed.

Future Plans

FSL has been one of the most progressive and dynamic organization in steel industry of Pakistan. The company has set a fast pace for development of country’s steel sector along with keeping a fine balance between expansion into new ventures and modernization of existing units.

Management has always been very fortnight in setting long range goals and its vision about the future. All the employees and workers remain actively involved in devising plans and their execution hence making it possible to converge all resources of company to achieve specific targets.

In an effort to offer customer an extremely comprehensive product range, the company has recently decided to diversify into manufacturing of girders, angles, channels, flats and T-iron. There is one automatic 18” rerolling mill under installation where several structural steel products may be re-rolled in sizes 25mm – 63mm.
FSL has another project, where a new automatic rerolling mill based on Italian and Indian design to roll out steel bars in sizes 10mm-36mm with the capacity of 125,000 tons. The company is also introducing advanced notching machine for engraving trademarks and identification on each and every bar traceability plus another modern physical testing laboratory. It is due to effective utilization of company’s resources that FSL is sure to retain its role as a market leader in steel products.

CHAPTER 5

IDENTIFICATION OF ISSUES
1. Since its establishment, Fazal steel mills have been a one-man show. There are number of organizational structure factors used to analyze the leadership style being followed at fazal steel mills, which are as follows:
2. There is factor of Size and height limitations of fazal steel. Fazal steel has a tall hierarchy with many hierarchal levels and departments. This has made the command and authority spread over many managerial levels within the organization and the flow of communication within it and among different departments is becoming very lengthy process. This has led to a red tape sort of structure within the organization, where autocracy can be observed at different hierarchal levels when it comes to dealing with employees’ demands and valuing their contributions in different decisions.
3. This is further supported by Multidivisional structure of Fazal steel, where the main decision making authority is the CEO with minimal contributions allowed for decision making from head of departments and this culture is prevalent at all levels of the organization. 
4. This further was supported by the mechanistic structure, unnecessary at the managerial level but necessary at technical level but is prevailing at both levels.
5. The organizational culture itself is shaped from above structure with employees adopting the culture that is being supported by the CEO. The most affected ones include the employees working at furnace. At managerial level, it is becoming in way of contributions from low-level employees when it comes to decisions regarding them, communicating their needs to upper management or passing their suggestions on the implemented ones.
6. All of these factors are forming an autocratic style of leadership in whole organization. Where the employee, especially at low level in hierarchy, are most influenced. This includes not the workers at furnace but even those at low level in management.
7. This can be seen having prints on employees’ general behavior at their work place. They don’t form any relatedness with their workplace or with their peers. Although employees give their best where they are supposed to (which management ensures with associating wages and increased benefits) but they have tendency to leave for place where they have their say much better than at Fazal steels. They cherish the good relationship with their peers and feel the need to have their voice when it comes to decision-making.
CHAPTER 6

POSSIBLE OPTIONS / RECOMMENDATIONS
1. Instead of acting like a one-man show, Fazal steel needs to look at developing a leadership style that makes its employees feel more associated with them and allowing them to have their say in the decisions that are related to their level in hierarchy.
2. The first suggestion would be to go for a flat organizational structure. This will reduce the unnecessary level of hierarchies, which will not only influence the organizational performance positively in both managerial and financial terms but also reduce the communication path between the new hierarchies. This will also influence the least desirable red tape formation and the gap between employee communication and interaction for various reasons. This will be affecting the autocracy prevailing in the organization and act as building stone for making a mindset that would help in establishment of democracy.
3. Next suggestion would be to maintain a Matrix structure instead of Multi-divisional structure. Matrix structure opens up the communication between departments and hierarchies, It would reduce the current unfelt tension that multidivisional structure is unable to remove because of autocratic culture. But, the matrix culture would be able to cope with this challenge.
4. Although Mechanistic structure would be good in terms of performing tasks of furnace employees, but an organic structure is needed for the managerial staff.
5. The organizational culture is in need to be re-shaped and that will have to begin from the CEO. Any of the above mentioned solution can only work when CEO himself realizes the importance of implementing them and for that promoting leadership at levels is necessary where autocracy is prevalent. For this, introducing an aggressive leadership development program should be the first priority. Help can be taken in this regard from leadership development centers at different institutes or the most easily available training institutes. This would be the way to resolve the autocracy problem that even the changed organizational structure might not be able to deal with and will pave the way for communication at all levels. 
All of these solutions will pave way for a democratic leadership at Fazal steel. This will work for employee both at the managerial and technical (furnace operating) level by enhancing the width and breadth of communication and developing more relatedness for the organization and relationship among employees at different level in hierarchy.

CHAPTER 7

ACTION PLAN
All of the above mentioned options are at some point relevant to achieving the results but when it comes to implementation all of them need to be applied at their own time.
To begin with first of all, reshaping the organizational culture is of extreme importance and understanding of this importance by CEO is also very much necessary. Looking at the appropriate training centers for this implementing this change at the upper level is very much necessary. CEO himself need to implement the most discussion with his immediate subordinates.
Once this is done, it would be time to change the tall organizational structure to flat one to deliver the needed change till the lower level too. Designing a matrix structure should be carried along with this.
A strict control (but not autocratic in nature) is to be maintained to check that the new proposed changes are adopted at all levels and in case the implementation at certain level isn’t working, it should be analyzed whether there is need of more training to adapt that area to the new changes.
questionnaire (with graphs and responses)

Following are the questionnaire along with their response rate and graphs
Democratic Leadership is important in an organization  

	Strongly agree (50%)  
	Agree

(30%)
	Neutral (15%)
	Disagree

(5%)
	Strongly disagree

(0%)
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Friendly Management is important in an organization

	Strongly agree (75%)
	Agree (20%)
	Neutral (5%)
	Disagree (0%)
	Strongly disagree (0%)
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Democratic Leadership contribute to success of organization

	Strongly agree (45)
	Agree (35)
	Neutral (10)
	Disagree (10)
	Strongly disagree (0)
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Management contributes to success/decline of organization

	Strongly agree (30)
	Agree (35)
	Neutral

(10)
	Disagree (5)
	Strongly disagree

(25)
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Continuous monitoring during working hours is inappropriate

	Strongly agree (80)
	Agree (15)
	Neutral (5)
	Disagree (0)
	Strongly disagree (0)


[image: image10.png]Monitoring

m strongly agree
agree

H neutral





Freedom of decision in performing tasks

	Strongly agree (55)
	Agree  (35)
	Neutral (10)
	Disagree (0)
	Strongly disagree (0)
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Participation in decision making is encouraged

	Strongly agree (5)
	Agree (10)
	Neutral

(20)
	Disagree

(50)
	Strongly disagree (15)


[image: image12.png]Democratic Leadership and
Success

mstrongly agree
W agree
W neutral

m dis agree





Command and Control structure is friendly

	Strongly agree (5)
	Agree (5)
	Neutral (10)
	Disagree (50)
	Strongly disagree (30)
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Communicating needs to immediate managers is easy

	Strongly agree (40)
	Agree (50)
	Neutral (0)
	Disagree (10)
	Strongly disagree

(0)
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Needs, communicated to employers are given due consideration
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Interview Questions from CEO:
Following are the questions which we discussed during our visit to CEO, Fazal Steel Mills, Mr. Karim Aziz.
Q1: In your opinion, does management plays important role in the success of FSL or was it the leadership style?  

Q2: Fazal Steel Mill is a renown organization operating since many years, according to you what is the major reason for its accomplishments?

Q3: What strategy does FSL follows for its better future?

Q4: How FSL cope with all the hardships on its way of success?

Q5: How does FSL deal with the immense competition in the market?

Q6: How would you describe the working culture of FSL?

Q7: What kind of organizational structure is followed in FSL that leads to the success of organization?

Q8: How do you maintain command and authority level effective at FSL?

Q9: What are the problems faced by Pakistan Steel Industry that are also troubling FSL?

Q10: How is PMSA (Pakistan Steel Melters Association) helping FSL and overall steel industry to discuss and resolve those problems from Government?
questionnaire (from Employees)

Name: _______________ 
Gender:

MALE

FEMALE
Age:
 25-35
 35-45
   45-55

    55 AND ABOVE

Please indicate your agreement level with each statement.

Democratic Leadership is important in an organization  

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Friendly Management is important in an organization

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Democratic Leadership contribute to success of organization

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Management contributes to success/decline of organization

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Continuous monitoring during working hours is inappropriate

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Freedom of decision in performing tasks

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Participation in decision making is encouraged
	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Command and Control structure is friendly

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Communicating needs to immediate managers is easy

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree


Needs communicated to employers are given due consideration

	Strongly agree
	Agree
	Neutral
	Disagree
	Strongly disagree
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