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1.0 Dissertation Title
‘Authentic Leadership, Gender & Lived Experience: A Mixed-Methods Analysis of Leadership in Newport City Council’
2.0 Introduction & Background
Newport City Council has a senior team comprising of a female CEO (Beverly Owen) and a team of strategic directors who are responsible for service delivery across all services the council provide to the residents in the city.
The organisation has recently undergone some project work as part of their 2023 -2028 People Plan to reinvigorate the core values of the organisation and have delivered a set of expected employee behaviours in the following categories:
· Fairness for all - Inclusive, Considerate, Respect.
· Working Together - Communication, Support, Trust.
· Being Responsible - Equity, Honesty, Integrity.
· Making a Difference - Committed, Innovative, Striving.
As part of these changes to the current People Plan Newport City Council (2025) recognise that one of the council’s key strengths of the organisation is their people. Alongside the new values and behaviours mentioned above, the People Plan also sets out several key priorities to support staff over the coming years. Employee experience, Engagement and Wellbeing are the three key themes in the current plan, and these all directly correlate with the topic of this research study.
Newport City Council are actively working towards creating a culture where all services work collaboratively and effectively to deliver the best services possible for the people of Newport. The success of this plan is directly linked to authentic leadership regardless of gender or experiences and this study will aim to provide insight into the current perception of leadership across the organisation and provide evidence-based recommendations to address issues, change perceptions and build a stronger culture amongst its leaders.
Authenticity, leadership & gender have been researched extensively as stand-alone topics and together to draw conclusion of each area’s validity in twenty first century business, and the importance of each in relation to true success.
Söderlund & Wennerholm (2021) explains authenticity is a philosophical and psychological concept with origin in Greek philosophy that means being true to oneself. The twenty-first century corporations' increased complexity and multiple cooperate scandals have created a demand for application of the concept of authenticity into leadership – resulting in the concept of authentic leadership.
Leadership theory has evolved through the years and has adapted to consider various impacts and leadership styles categorised below:
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(Source: Benmira S, Agboola M. BMJ Leader 2021;5:3–5)
There has been extensive research into gender gaps in terms of leadership and underrepresentation of women in positions of power in organisations.
Buss et al. (2025) states there is an ongoing public debate about whether this underrepresentation is not only ethically concerning but also problematic from a performance perspective, as some argue that women may, in fact, be more effective leaders than men.
Grant Thornton (2025) research confirms in most countries, it’s seen as unacceptable to have no women in your senior management team. China and the US are the world’s two biggest economies, and businesses from these countries undoubtedly want to be seen as leading the way on diversity.
In the context of local government authorities, and more specifically Newport City Council female leadership is about local governments approach to creating a more inclusive and progressive society. Faulkner (2024) demonstrates that rom a gender perspective there appears to be a significant step forward, particularly in local government, which has often led the way in delivering greater equality, diversity and inclusion. 
Despite women making up some 70% of the sector’s workforce, only 17% of local authority leaders and 33% of council chief executives were women. However, our own research shows that today in Tier 1 authorities (of which Newport City Council is), 50% of chief executives are now women, which represents a significant shift.
3.0 Aims & Objectives
3.1 Research Aims
This study aims to investigate how gender, authenticity and lived experience can impact leadership in Newport City Council. A key facet of this study will be to first understand the nature of authentic leadership as a concept and what it means. The study will then explore gender by examining the impact of leaders in Newport City Council by learning from staff experiences. The study will then compare the feedback based on male and female leaders within the organisation and the perceived level of authenticity and true leadership of each gender. The final area of the study will look at whether these trends are just seen in Newport City Council, or whether they span across other sectors by sampling a selection of data comprised from experience in other organisations in the city. The research data will also include other factors that could potentially impact authentic leadership, primarily these are age, leadership style, positive or negative lived experience in relation to current or past leadership and impact of service area.
3.2 Research Objectives
· To determine the meaning of authentic leadership and the impact on an organisation.
· To examine the level of perceived authenticity in relation to leadership in Newport City Council
· To analyse the role gender plays in authentic leadership.
· To determine the key leadership styles adopted by leaders in Newport City Council and understand the correlation between certain leadership styles and perceived authenticity.
· To understand how positive or negative experiences of leadership can impact what authenticity means to an individual.
· To provide evidence-based findings on the current view of leadership in Newport City Council.
· To provide evidence-based recommendations and practical implications derived from the findings of this study to further improve employee engagement and overall performance of the organisation.
· The research may also show findings in relation to aims and objectives not mentioned, and these will be explored if research discovers alternative conclusions or highlights any considerations for further exploration.
4.0 Research Methodology
The proposed approach for this dissertation is a mixed method research analysis, combining quantitative and qualitative arguments to formulate a response to the posed question.
UK Government (2025) outlines the key benefits of combining research methods provides an opportunity to balance out limitations of each individual method, Mixed method analysis provides more confidence in findings, especially when a lot of research into the areas of gender and leadership can be subjective and contextual.
The researcher is currently employed in Newport City Council in a leadership role and has had experience of working closely with seniority across all areas of the organisation. The researcher has researched leadership styles extensively to adopt their own methodology for success in the workplace.
5.0 Literature Review
This research proposal provides a summary of some of the key pieces of literature sourced by the researcher and structured thematically to address each individual aim in isolation. Literature has been grouped into the following topics:

5.1 Leadership Styles and Gender
Power Motivation and Gendered Leadership Roles
Schuh et al. (2013) found that women consistently report lower power motivation than men, which partially explains their underrepresentation in leadership roles. This motivational gap mediates the link between gender and leadership role occupancy, suggesting that societal and psychological factors influence leadership aspirations. The interview data collection in this study will be tailored to include questions regarding personal and professional motivations and how this can shape leadership styles.
Perceptions of Leadership Competency by Gender
A 2025 study by Darvin et al (2025) examined how leader gender affects perceptions of leadership competency in the U.S. collegiate sports industry. Women leaders were rated higher across all 15 leadership competencies by subordinates, challenging the stereotype that men are inherently better leaders. Although this looks at an alternative sector to that discussed within the study an important facet of the research will include experiences of leaderships in other sectors, so this is a key piece of contextual work.
Transformational Leadership Differences
Carless (1998) conducted a multi-perspective study showing that female managers were rated as more transformational than male managers by their superiors. However, subordinates rated male and female leaders, similarly, suggesting that perceptions of leadership style may vary depending on the evaluator's position. The surveys and interviews conducted as part of this study will draw perspective from both male and female leaders in Newport City Council and aim to understand the perception of leadership amongst non-leaders.
Gendered Organisations and Leadership Norms
A broader literature review by Vartika (2022) discusses how organisational structures and leadership norms are inherently gendered. It critiques the lack of systemic feminist theory in organisational studies and highlights how traditional leadership expectations often align with masculine traits. The internal and external data collection proposed in this study should provide a comparison as to the perceived expectations of a successful leader in different sectors and provide recommendations of how to potentially challenge the considered norms.
5.2 Leadership Theory & Authentic Leadership
This area of literature is broadly categorised into three main areas which support in helping the researcher understand the context in which a leader defines themselves.
Trait Theory
Shonk, K (2025) suggests that Trait Theory explores the idea that effective leaders possess certain innate characteristics such as intelligence, confidence, charisma, and decisiveness. These traits are relatively stable and distinguish leaders from non-leaders. These traits can be recognised early on in a career, or even identified at education level and individuals can be driven towards certain paths based on these key skills. 

Behavioural Theory
Behavioural theory focuses on what leaders do rather than who they are or if they are adhering to personal traits or modifying their behaviour based on reflection of others or perceived power dynamics. It distinguishes between task-oriented and relationship-oriented behaviours.
Purohit (2021) highlights some key research by Ohio State and the University of Michigan laid the foundation for this theory in the 1940s and 1960s, later expanded by Blake and Mouton’s Leadership Grid.
This study also includes some suggestions for questions to add to the survey to gain a broader understanding of trends in leadership behaviour in Newport City Council.
Contingency Theory
Contingency theory argues that leadership effectiveness depends on the fit between a leader’s style and the situational context. This idea runs alongside choosing the right leaders for the right departments and is important in this specific study as there are so many individual departments with different leadership requirements and multi-generational teams.

A key piece of literature regarding this theory is Fiedler’s Contingency Theory, also known as Fiedler’s Contingency Model or Fiedler’s Theory of Leadership. This research states that there is not one best style of leadership, instead the most effective leadership style for any given situation is one that aligns with the situation at hand.
Asana (2025) explains that within his research Fiedler studied leaders personalities and characteristics and concluded that leadership style, since it is formed through one’s life experiences, is incredibly difficult to change.

5.3 Leadership in Local Government
This area of literature is more difficult to research as its a niche area and one widely not considered a stand-alone topic, and that it links more so with other elements of this study in a supplementary way.
The literature around this area highlights three potential areas of understanding to fortify the findings from both the surveys and interviews that will be conducted.
Local Government Association (2023) suggests that despite progress women are still underrepresented in local government organisations. There are various institutional biases that prevent women from progressing into leadership roles.
Research conducted by Tremblay (2007) highlights that in the UK, although women make up a substantial portion of the local government workforce, they are disproportionately absent from leadership or decision-making positions. There is an argument that this could stress a failure to recognise the value of diverse leadership perspectives and lived experience.
5.4 Impact of Negative Leadership Experiences
Poor leadership or leadership that is considered inauthentic can lead to low morale, impact attraction and retention of talent and potentially impact overall performance.
When considering Newport City council specifically it’s important to explore not only the impact internally for poor leadership but the community and citizen impact externally too.
A study by Dula et al. (2022) explores how flawed leadership behaviours can lead to leadership derailment in local government. Some of the potential consequences include Loss of public trust, legal action, defamation and media involvement or the potential for key communities to disengage.
When considering the internal impact for Newport City Council, Savas (2019) categorises dysfunctional leadership styles such as authoritarianism, narcissism, and Machiavellianism and the role these styles play in impacting overall performance of an organisation. The paper highlights how these behaviours erode trust, reduce productivity, and create long-term damage to organisational health and these findings may force the organisation into implementing impactful change to avoid this.
5.5 Impact of Positive Leadership Experiences
A study completed by Barends et al (2023) highlights the importance of ethical and inclusive leadership in driving sustainable business success.
A literature review by Vyttas & Xanthopoulou (2024) examines how leadership styles such as transformational, authentic, and charismatic leadership enhance the effectiveness and efficiency of public organisations. The study identifies key traits of effective leaders, such as integrity and adaptability as critical when considering innovation and responsiveness to delivering services to communities.
6.0 Data Collection
The researcher will collect data using two key methods, to provide a mixed method analysis of leaders & teams in Newport City Council. 
6.1 Surveys
Surveys will provide the basis of the quantitative research and will involve collecting data from leadership roles across the organisation. Newport City Council have a pay grading -scale system and a sample group will be selected which includes managers in grades 7-10 which have a responsibility of leading a minimum of three members of staff.
To determine how lived experience can play a part employee experience I will be conducting a survey with a sample of staff across various teams to understand the perception outside of a leadership role.
There will also be an external survey shared with other organisations across other sectors which will enable the researcher to further understand the correlations between authentic leadership and how it differs not only by gender, but also by nature of organisation and job roles.
Both research methods will be done on an anonymous basis for the purpose of sharing implications with Council leaders following the study, and to ensure the responses are unbiased and based on factual experience.
There will also be a survey shared with a small group of team members across various departments to understand the impact of positive or negative experiences with leadership and how this perpetuates the perception of authentic leadership, and employee experience in an organisation.
Some of the key questions that will be asked as part of the internal & external survey will include:
· What is your current leadership style? (Multiple Choice)
· Which leadership style do you associate most with Authenticity? (Multiple Choice)
· To what extent do you agree ‘Experiencing poor leadership has made me value authenticity more in leaders’ (Scale)
· In your experience, do male or female leaders demonstrate authenticity differently? (Free-Type)
· What qualities do you associate with an authentic leader? (Multiple Choice)
· Have you experienced or witnessed poor management? (Yes/No)
· On the scale provided, what is the level of impact has your experience of leadership impacted your leadership style? (Scale)
· Do you believe gender influences how authenticity is perceived in leaders? (Yes/No)
· To what extent do you agree: “Female leaders are more likely to be perceived as authentic than male leaders’? (Scale)
Jones et al (2013) confirms in their research that surveys are a unique way of gathering information from a large cohort. Advantages of surveys include having a large population and therefore a greater statistical power. The ability to reach out to a large sample of individuals will provide the best opportunity to fulfil the aims and objectives of this proposal.
Ramshaw (2025) explains that researchers need to be aware of some of the disadvantages of using surveys in research, which include survey fatigue & poor survey design. As the researcher is a leader in Newport City Council they are aware of the pressures involved in the role and understand that completing the survey may not be a priority for some leaders, especially more senior in the grading system. To counteract survey fatigue the researcher has chosen a sample group covering multiple grades to maximise response opportunities and to avoid adding additional workload to existent leadership pressures.
The surveys will also include an element of personal data which will help the researcher identify further trends within the findings, such as establishing links between age, experiences, negative and positive interactions, number of team members and departmental/sectors differences.
6.2 Interviews
Interviews will provide the basis of the qualitative research in this study and will allow the researcher to expand further on the survey findings by looking at a smaller sample of leaders and to consider a more in depth understanding of their personal experiences with authentic leadership within Newport City Council.
A selection of the questions that will be considered for these prepared interviews are:
· How would you describe the authenticity of leadership within Newport City Council?
· Do you feel that leaders here are transparent and true to their values? Why or why not?
· Have you ever felt that a leader’s actions did not align with their words? How did that affect your perception of them?
· Do you think gender influences how authenticity is expressed or perceived in leadership?
· Have you noticed any differences in how male and female leaders are judged when they display vulnerability or transparency?
· Have you ever worked under a leader you considered inauthentic? What made you feel that way?
· How did that experience shape your expectations of what authentic leadership should look like?
Lee et al (1999) demonstrates that qualitative interview research is particularly well suited for the purposes of describing, explaining, and interpreting phenomena. The interviews in this study will enable the organisation to understand the impact of authentic leadership from a personal perspective.
Writing up qualitative work, especially that involving interview data, inevitably requires more space than that required by quantitative research, due to the need for researchers to explain their methodological choices, specify how they conducted data analysis, describe how the data analysis led to their findings, and support their findings with data (Levitt et al., 2017). 
To fully analyse and communicate all the potential findings and personal experiences from this data and be conscious of providing a concise and informative analysis – whilst being mindful of a wordcount – is a limitation which will certainly need to be considered by the researcher when creating the interview questions.
7.0 Research implications
This study potentially carries several important implications for both theory and practice. By exploring how authenticity is perceived, expressed, and influenced by gender and leadership styles, the research contributes to a deeper understanding of leadership effectiveness in public sector organisations, and more specifically Newport City Council.
7.1 Practical Implications
There are several practical implications which this study will potentially provide to senior leadership of Newport City Council to shape the business for the future, implement change and adopt an authentic and trustworthy culture.
Leadership Development and Training: Findings can inform leadership development programs at Newport City Council, emphasising authenticity, ethical behaviour, and inclusive leadership practices.
Organisational Culture and Trust: Understanding how authenticity is perceived can help foster a culture of transparency, trust, and psychological safety among employees. Understanding the impact of authentic leadership on performance, especially in a local government organisation, is key to improving employee experience and talent retention.
Policy and HR Practices: The research may guide HR policies to better support authentic leadership behaviours and address the impact of flawed management experiences on staff morale and engagement. The research will also address training and knowledge gaps for emerging leaders and informing creation of a ‘best practice’ guide for managers across the organisation.
7.2 Workforce Implications
Newport City Council have recently launched new values and behaviours for their employees and in doing so, formally identified a need to support employee wellbeing through creating an inclusive culture and committing to continuous improvement practices in relation to employee experience.
There are two potential areas that the findings of the study could directly impact and drive change by having anonymous, evidence-based data to feed into the current actions in the organisational people plan.
Employee Well-being: This study will research and understand the perceptions of leadership by the teams who are delivering key services, learning of their lived experience and understanding their behaviours on a personal level. This will inform a more tailored approach to employee experience and ensure individuals feel valued by the organisation. 
Rebuilding following negative leadership experience: The study includes both leaders and their teams and realising that both groups of individuals may have experienced poor leadership influence, and this may negatively impact their perception. The findings of this study will aim to outline practical, evidence-based solutions which align with the current commitments outlined in the Newport City Council People Plan. Some of the possible solutions are outlined below:
For Leaders:
· Engage in reflective practice and leadership coaching.
· Be transparent, honest and authentic
· Rebuild trust through consistent, values-driven behaviour.

For Teams:
· Encourage open dialogue about past experiences.
· Participate in team building opportunities and build valued connections.
· Help to shape expectations of leadership and provide regular feedback.
Sharing Success: If research determines a host of positive outcomes in the data collection, focus needs to be on rewarding teams and leaders for their commitment to creating inclusive and thriving environments. Newport City Council has an employee & team recognition programme which is in it’s infancy and positive data collected in this study can form the basis of new recognition initiatives. The impact of sharing success outside the organisation with our communities, will increase the trust in the organisations ability to deliver services in line with our values.
The research aims to provide tailored insights that reflect the unique challenges and strengths of leadership within the council, making the findings directly applicable to local governance.
8.0 Proposed Timeline
The proposed timeline for research and completion activity for this dissertation is included in the table below:
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It is important to note that this timeline is flexible and may change throughout the research process dependant on progression of findings.
9.0 Research Requirements, Demands & Ethical Considerations
The researcher has highlighted several considerations and basis if thought to ensure data can be collected and research conducted in a safe, ethical, and professional manner. These considerations are grouped into the following categories listed below:
	Methodological

· Survey Design timescales.
· Interview Design timescales.
· Ensuring there is a strong representation across both qualitative and quantitative data.
· Consider the impact of the chosen collection methods not providing enough insight.
· 


	Legal & Ethical

· Ensuring Diversity.
· Sensitivity to lived experiences.
· Data protection & anonymity of data.
· Consent to being part of the research.
· Considering bias when choosing individuals for sample.
· Accessibility – can everyone access the surveys/interviews? Consider mixed mediums

	Operational

· Access to distribute surveys to individuals in the organisation.
· Approval to share findings.
· Response time considerations
· Consent from leadership and councillors to conduct the research. 
· As a part time student and leader in the organisation ensure proposed timeline is adhered to and updated regularly.

	Analytical

· Ensure reporting is clear and evidence based.
· Ensure the recommendations provided are in a clear format with next steps explained.
· Consider accessibility across the organisation in terms of interpreting data.



The considerations in the table above are not exhaustive but provide a basis of thought for the researcher alongside the proposed timeline. There may be further considerations that arise from conducting the research and these will then form part of the final analysis of the data.
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