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[bookmark: _Toc111730736]Abbreviations 
WICIS-Welsh Intensive Care Information System
SBAR-Situation, Background, Assessment and Recommendation


[bookmark: _Toc111730737]Introduction
This report will explore various leadership styles and the impact they have on the "climate" in NHS. The author demonstrates how they use a range of leadership styles in different situations and with diverse types of people, to fulfil their leadership role. The report also critically assesses a recognised leadership model and its ability to impact in various workplace circumstances. It further demonstrates the author’s ability when dealing with workplace change. 
[bookmark: _Toc111730738]1.0 Evaluate own ability to use a range of leadership styles, in different situations and with distinct types of people, to fulfil the leadership role                          
[bookmark: _Hlk109734515]The question of what set leaders apart from followers has been debated for ages and distinct categories of leaders identified in Stogdill's comprehensive review of leadership theories (Alderfer, 1977). In the more than 80 years since Lewin et al. published their theory on patterns of behaviours in 1939, we have witnessed an evolution from trying to identify "common traits" based on inherent qualities of "great men and women" through to what we now understand to be the successful combination of person, place, and approach. To ascertain their perception of leadership, the author filled the Conceptualizing Leadership Questionnaire (Appendix 1) and scored highly in three aspects of leadership- traits, skills, and behaviour.
[bookmark: _Toc111730739]Trait Emphasis
Trait theory is concerned with the characteristics and accompanying leadership traits that constitute a strong leader (Alderfer, 1977). Over one thousand leadership traits were found in the literature, according to a meta-study by the Centre for Excellence in Management and Leadership (2002), which was reduced to eighty-three more or less distinct attributes. While no single character or set of traits was found to guarantee success, trait theory did aid in identifying traits like integrity and empathy that are beneficial for leading people.
However, (Fleeson and Jayawickreme,2015) suggest that traits are often poor predictors of behaviours. They argue that although a person may perform well on questionnaires of a particular trait, they might not always act in that way. Another issue is that trait theories do not explain why individual personality variations arise. One of the most important components of good leadership is personality. Trait theory explains why people behave in certain ways when they become leaders. The author agrees with studies by Krueger and Johnson (2008) that a person’s behaviour varies through age and different circumstances. The duo identifies genes and environment as the two primary factors contributing to personality traits (Krueger and Johnson (2008). Poor leadership due high stress levels amongst nurses and doctors have contributed to blame games when things fail creating a toxic work environment. This has led to high turnover in the NHS. The author would be compassionate, accountable, engaging and motivating the team to take a certain course of action.
[bookmark: _Toc111730740]Skills Emphasis

The skills approach to leadership is premised on the idea that effective leadership requires a set of abilities, knowledge, and skills that can be acquired or improved. According to the author, a leader's effectiveness is determined by what they can accomplish. This idea enables leadership to be available to everyone instead of just a select few with the necessary leadership attributes by focusing on what they can do rather than who they are. The results in the Leadership skills questionnaire (Appendix 3) suggest the author perceives a leader to have high administrative, interpersonal, and conceptual skills. Different leaders use these three skills sets to accomplish their goals and solve problems. Individual leadership traits and abilities are influenced by prior professional experiences, whereas abilities, and performances are all influenced by the environment. The skills model of leadership is made up of everything mentioned above  in Appendix 4 (Figure 1 Sergio)
Whilst people are more naturally inclined to be leaders than others, the author thinks everyone has the capacity to be one, so it is critical for everyone to develop leadership abilities and know how to use them effectively. This is significant because everyone will be required to take on leadership responsibilities at some  time  in their lives, regardless of how natural a leader they may or may not be. The skills emphasis encourages people to use their unique personal qualities, problem-solving, conceptual skills, and knowledge to attain their goals or resolve any issues that may arise in their line of work.

[bookmark: _Toc111730741]Behaviour emphasis
[bookmark: _Hlk109739211]The author also believes that the context of a leader is a key component of the success of a leader. This is often known as the situational theory of leadership (Graeff, 1983). This theory examines the effects of a leader's success or failure in a certain setting. According to this notion, effective leaders can change their leadership style depending on the circumstances. It also implies that it might be beneficial to identify the proper kind of leader for a given circumstance (Graeff, 1983). The most significant component in a leader's success is not their personality, but the environment and scenario in which they find themselves. For example, the author is more autocratic when deadlines need to be met, but more laissez-faire when collaborating with a team who are highly skilled and experienced. Overall, the author believes they are an effective leader, as evidenced by their successful management  of projects and more recently the National Intensive Care  project during the pandemic of Covid 19. However,  the author believes that everyone  can always  improve their leadership skills, for example by increasing their self-awareness or by taking more time to listen to others.
Additionally, leadership styles needed and displayed considering the global COVID-19 pandemic may be distinct from those in the past. The NHS being a bureaucratic organisation, was forced to decentralize authority, consider ways to reduce employee burnout, promote leadership and professional development. Prioritizing engaged leadership and encouraging a more collaborative approach to care delivery, and collaboration has enhanced the organisation in the short term and created conditions for long-term transformation.
[bookmark: _Toc111730742]Leadership Styles
It is evident from the results of the leadership styles questionnaire (Appendix 2) that the author is more of a democratic leader than an authoritarian or laissez-faire one. In the following section, they will assess their utilization of various leadership styles as protracted herein. 
[bookmark: _Toc111730743]Democratic leadership
According to Ligget (2022), this style ‘involves sharing power and decision making between leader and followers. In a democratic leadership style, the leader still retains ultimate responsibility for decision making, but will consult with followers and take their views into account. This style of leadership is often effective in situations where there is a need for collective decision making or where followers need to feel that their insight is valued. Conversely, it can help in situations where followers need to develop their own skills and knowledge (Klinker et al. 2014).
Often, at the author's role, they have found themselves sharing power and decision making with colleagues, to arrive at a collective decision. Given the expansive nature of specialists and professionals within the NHS, it is important that all voices are heard to make an effective decision. The author has also found this style of leadership to be effective when developing the skills and knowledge of colleagues. Consequently, they can develop their own skills and knowledge.
The author feels the leadership styles questionnaire (Appendix 2) exemplifies an accurate reflection of their leadership style being democratic. In answer to the question whether workers prefer little input into decision making, they disagree. The author feels it is important for employees to have input into decision making as it allows for a greater sense of responsibility and ownership over the project or task at hand. Furthermore, in answer to the question whether people are competent when given a task, they agree. The author feels that, often, people are competent when given a task. However, they also believe that it is important to provide support and guidance when needed. As the project manager of the WICIS project by the NHS, the author also employed democratic leadership during site visits while interacting with doctors, IT practitioners, nurses and they had to ascertain what everyone needed. Democratic leadership is essential in situations where there are several  types of people with various levels of skills and knowledge as it fosters a commitment to ensure that tasks are completed effectively.
[bookmark: _Toc111730744]Autocratic Leadership
Chukwusa (2018) defines autocratic leadership style as one where the leader makes decisions without consulting the team. This leadership style can be effective in emergency situations when time is of the essence and there is no time to consult with the team. However, this leadership style can also lead to conflict if used excessively or without explanation, as it can make team members feel like they are not valued or that their input is not important. The author believes that this leadership style can be effective in emergency situations if it is used sparingly and with explanation. An example of autocratic leadership style by the author was when they had to prepare a SBAR for the WICIS project. They competed the document for the executive team and presented it to the higher Executive Board that the project could not proceed if the issues raised were not addressed. In these types of situations, decisions are made without consulting the team, as there is simply no time to do so.
[bookmark: _Toc111730745]Laissez-Faire Leadership Style
This style ‘involves giving employees complete freedom to carry out their work.’ When team members are highly skilled and motivated, and require little guidance, this leadership style has been touted as ideal. However, this style can also lead to problems if team members are not experienced or lack motivation, as they may not complete the task or may not complete it to a high standard (Yang, 2015). From the questionnaire, the author scored average as a Laissez-Faire leader stem from the fact that they are often confronted with members of staff who do not wish to engage with novel approaches and ideas. This can often lead to conflict and a feeling of frustration on the part of the author. However, they have learnt that it is often more effective to take a step back, listen to what they have to say and try to find a way forward that meets the needs of both parties.
The author also thinks that their score as a Laissez-Faire leader is due in part to the fact that they work in an environment where there is a great deal bureaucracy and different professionals. While working in the WICIS project the author allowed the special IT team complete autonomy in their role in the project. However, the team gave regular updates on what they were doing to meet the sense of urgency around project delivery.
[bookmark: _Toc111730746][bookmark: _Toc111730747]2.0 Critically assess a recognised leadership model or theory in relation to its ability to impact on individual’s workplace performance.
Overview of transformational leadership theory
Transformational leadership is a style of leadership that focuses on the development of individuals and the team to achieve organisational goals (Anwar, 2016). The key features of transformational leadership are setting a vision for the future; motivating and inspiring others to achieve the vision; delegating responsibility; and empowering others to take ownership of their work. Transformational leaders also have a strong belief in their own ability to bring about change, and they can articulate this belief to those they are leading (Arthur & Hardy, 2014).
The theory of transformational leadership was first proposed by James MacGregor Burns in 1978, who described it as "a process of social interaction in which one person (the leader) induces others (the followers) to achieve objectives" (Asbari et al. 2020). Transformational leaders are not only concerned with achieving organisational goals, but also with the development of their followers. This contrasts with transactional leadership, which focuses solely on the achievement of organisational goals and does not involve any development of the individual or team.
The transformational leadership theory has been widely studied and has been found to be associated with positive outcomes, including increased employee satisfaction, organizational commitment, and improved performance (Eagly et al. 2003). Additionally, the theory has been found to be associated with reduced turnover and higher levels of job satisfaction (Itzkovich et al. 2020). In highly demanding and rapidly changing organizations, successful leadership depends on the ability to motivate and inspire employees to not only meet, but exceed, expectations (Korejan & Shahbazi, 2016). Transformational leaders are those who can do this by providing a vision for the future, and by motivating and inspiring employees to achieve new levels of performance. This type of leader is often seen as a "change agent" who can help organizations adapt and change in response to the ever-changing environment.
According to modern theorists, there are four main elements of transformational leadership: 
· Idealized influence
· Inspirational motivation
· Intellectual stimulation
· Individual consideration,  (Korejan & Shahbazi, 2016).
 Idealized influence refers to the leader's ability to serve as a role model for followers. This includes demonstrating high ethical standards and behaving in a way that is consistent with the organization's values. Inspirational motivation refers to the leader's ability to articulate a vision for the future that is inspiring and motivating for followers. Intellectual stimulation refers to the leader's ability to challenge followers' assumptions and encourage them to think creatively. Individual consideration refers to the leader's ability to show concern for individual followers and their development (Anwar, 2016).
[bookmark: _Toc111730748]Conceptualization of Transformational Leadership
The pursuit of ideal leadership is a new concept. The field of leadership studies has only really developed in the last century or so, with the first scientific study of leadership being conducted in the 1920s (Uslu, 2019). Since then,  leadership theories that have been proposed, each with its own unique perspective on what makes a leader effective. Transformational leadership is one such theory that has gained a considerable amount of attention in recent years due to its ability to alter and improve both the leader and the followers. It has been compared to other leadership theories, including transactional leadership, transformational-transactional leadership, and laissez-faire leadership. While all these theories share  similarities, there are also  significant differences that set them apart.
[bookmark: _Hlk111288380]According to Weng et al. (2015), transactional leadership is the most traditional and common type of leadership. It is based on the idea that leaders and followers enter a "transaction" where the leader provides something that the follower wants or needs in exchange for the follower's compliance with the leader's requests. This type of leadership is often seen as being very effective in achieving short-term goals, but it does not typically lead to any long-term changes or improvements in the follower. For example, nursing management is undergoing a revolution centred on constructive transformational changes (Robbins & Davidhizar, 2020). The satisfaction of the nursing staff is directly impacted by effective leadership on individual nursing units. Managers that can inspire and lead positively are appealing to workers. Nurses who are happy in their jobs tend to have lower employee turnover and higher retention rates. Patient satisfaction also increases when the nurses are happy in their jobs. The trickle-down effect of transformational leadership that can be observed in the NHS is that patient satisfaction scores have been rising over time (Robbins & Davidhizar, 2020).
[bookmark: _Toc111730749]Situational Leadership Model
The Situational Leadership Model was first proposed by Paul Hersey and Kenneth H. Blanchard in 1969 (Uslu, 2019). It is a leadership theory that suggests that there is no one best style of leadership, but that the most effective style of leadership depends on the situation at hand. According to the model, there are four different leader styles that can be used, depending on the follower's level of readiness: telling, which exemplifies a high level of control and low level of involvement; selling, which augments a high level of control and high level of involvement; participating, typically a low level of control and high level of involvement; and delegating, which envelopes a low level of control and low level of involvement (Thompson & Glasø, 2015). Appendix 5 – Figure 2 showing SLT model
 Telling (S1)
The telling style is the most directive and least supportive of the four styles. Leaders who use this style take full responsibility for making decisions and solving problems, with little input from followers. It is typically used when followers are inexperienced or not knowledgeable about the task at hand, as they need clear guidance from the leader to be successful (Thompson & Glasø, 2015). Once followers become more experienced and proficient, leaders will often transition to a different leadership style. For instance, every action and choice made in the NHS must be well planned and thought out in advance. Consultants come in and tell the executives on the roadmap they need to adopt to achieve a certain objective. This planning is necessary to achieve a more organized and structured approached, an effective decision-making process, and a better learning structure. 
Selling and Participation
The selling style is like the telling style in that leaders take full responsibility for making decisions. However, unlike the telling style, leaders who use the selling style also involve followers in the decision-making process (Shonhiwa, 2016). This allows followers to have a say in how they will complete the task, which can improve motivation and buy-in. The selling style is typically used when followers are resistant to change or are not fully committed to the leader's vision. The participating style is characterized by a prominent level of involvement from both the leader and followers. Leaders who use this style make decisions together with their followers, which can lead to more creative solutions. This style is typically used when followers are skilled and experienced, as they are more likely to be able to contribute to the decision-making process. 
In their project management role, the author typically interacts with other health care professionals, many of whom have advanced degrees. These individuals have an important level of expertise and intelligence. Although they might demonstrate strong ability to do the tasks at hand. Maslow's Theory of Human Motivation (1943). Maslow (1943) asserted that people are only driven to fulfil their wants. As a result, to maximize a person's potential, it is important to understand what motivates them and to strive, if feasible, to modify the work to fit them rather than the other way around. The author collaborates with the team to brainstorm ideas and produce a plan of action. This would allow the team to utilize their skills and experience to produce a more creative and effective solution (Shonhiwa, 2016).
Delegating 
Delegation is crucial. Leaders who use this style give followers full responsibility for making decisions and solving problems. 
[bookmark: _Toc111730750]Application for the two models in NHS
In the author's role as a  senior project manager in the  NHS, transformational leadership will be the most effective type of leadership. Graeff (1983) asserts that a leader cannot completely rely on the situational leadership model. According to Graeff (1983), this model can encourage a leader to stay out of certain circumstances, leave things alone, refrain from acting, or even avoid conflict. He further states that decrease in motivation is not the only reason behind reduced worker input. Reduced productivity can also be because of stress and poor health of the worker. Additionally, if there is lack of training, employees are unable to  complete their role  or perform better. 
What is needed is a leadership style that can adapt to these changes and still be effective. As Korejan & Shahbazi (2016) reiterate, transformational leaders are those who inspire and motivate their followers to achieve more. A leader should listen to others and have empathy. A leader must comprehend and be aware of their team members' aspirations and work to use them for the organization's benefit. According to Baker (1987), if managers are unable to persuade their staff that changing the status quo is necessary, resistance to change may result. To manage change with as little resistance as possible, communication is essential. Meetings and discussions should take precedence so that everyone can voice their opinions and the leader can clearly communicate his or her vision until everyone is on board. The author recognises this aspect and holds weekly status meetings with the team to discuss progress and address any issues. A leader must demonstrate, whenever possible, that he or she wants his team members to be able to perform to the best of their abilities. The best candidate to encourage the workforce to adopt the strategies and the changes entailed by them would be a transformational leader.
[bookmark: _Toc111730751]3.0: Assess your own ability to set direction, motivate, delegate, and empower others to bring about a workplace change
[bookmark: _Toc111730752]Workplace change
According to Kogan et al. (2017) workplace change is a constant reality. The ever-changing nature of the workplace means that leadership must also adapt and change to be effective. With each new generation comes innovative technologies and new ways of doing things. This inevitably leads to changes in the workplace. However, the pace of change has accelerated in recent years. This is due to factors, including the COVID 19 pandemic, the advancement of technology, and the changing demographics of the workforce. As a result of these changes, organizations must continuously adapt and evolve to remain competitive. Leaders must be prepared to lead their organizations through these changes (Chappell et al. 2016).
Despite the ongoing underfunding and growing workforce pressure, COVID-19 pandemic created one of the toughest problems the NHS has ever encountered. The pandemic forced new demands on services, resources, and personnel in the organisation. In 2020, during the initial peak of the pandemic, the NHS underwent fast innovation and change to meet these needs. Patients with Covid 19 created high demand on emergency treatment, especially on intensive care units (ICUs). Quality improvement approaches were adapted by the healthcare staff to bravely challenge the status quo, dismantle healthcare hierarchies, and improve communication across the organisation. Experienced doctors and administrators were under pressure to change from doing "this is what we've always done" to "this is what we're going to do" due to uncertainty surrounding the  virus transmission and the huge influx of patients in hospitals and across all care sectors. Engaging all frontline staff members, including medical students, nurses, allied health professionals, administrative assistants, housekeepers, physician assistants, and early-career physicians changed the daily care provided in emergency rooms across the nation and facilitated quick discharge from hospitals. To effectively address COVID-19, workplace change was inevitable.
Change management approaches were employed as a guiding concept to support a transition. They are recognized for their ability to provide guiding principles for change that are well suited to for complex and distinctive healthcare environments. The author’s change management procedures for the COVID-19 pandemic are guided by Kotter's 8-step model (1995) for leading change:  Appendix 6  Figure 3 -Kotter 8 step model.
[bookmark: _Toc111730753]  Set direction
Kotter (1995) suggests that "before people act on any request, they will always want to be convinced that there is a serious and immediate problem, one that they can do something about" (p. 16). The author demonstrated these requirements intricately through the coordination of remote teams that consisted of nurses, administrators, midwives, and administrative assistants. Kotter (1995) further asserts that novice managers collaborating with team members who are not at an elevated level in the hierarchy will be more likely to gain compliance and support if they create a powerful sense of urgency around the project. As such, it is essential that project managers can communicate their vision for the project to their team and ensure that everyone is working towards the same goal. One of the ways the author was able to set direction for the WICIS project was to develop the Project Brief and Project Initiation Document which set out clear objectives for everyone involved in the project. The project brief also indicated the timeline for the project while highlighting the significant milestones. This helped to keep the project on track and ensure that deadlines were met.
[bookmark: _Toc111730754]Motivate
Without a strategy, change efforts are chaotic, people are disorganised, and projects fail to reach their goals. Kotter (1995) suggests that leaders also need to understand and define the desired end results, consequently having a clear idea of what is expected of the team members and how they can help others meet their goals. Project managers need to be able to motivate their teams to get the best possible results. During covid, workers  were part of th4e largest work from home change initiative history has ever seen. Technology created that space to make employees feel connected with daily stand ups replaced by catch ups on Microsoft Teams. 
The author  was keen to maintain motivation among their team members through using different  initiatives:  
· Created short term wins to raises morale and helps recognize and reward daily accomplishments.
· Being  innovative while holding team meetings; for instance, suggested that everyone take the call while out for a  walk or whilst at the park.
· The author had individual  one-on-one  Team meetings with a team member who was  struggling working from home alone. Th author assigned her  joint site visits tasks, and the new way of working helped with her loneliness working from home.
Improved morale fosters a greater sense of accountability. The team accepts responsibility for the project's successes and accepts the consequences if the project is unsuccessful.
[bookmark: _Toc111730755]Delegate
A business is only as powerful as its workforce. Additionally, giving your team more autonomy in the form of delegation will help them develop greater independence in handling bigger duties on their own. Leaders should be willing teachers, and a key component of teaching is letting the student make mistakes and discover their own methods for solving problems. A leader who juggles between too many projects or tasks is unable to perform effectively in other areas like strategy, planning, and idea development.
The author has found delegation to be a key skill in her role as a project manager. She delegated tasks to her team members and then followed up with them to ensure that the tasks were completed to the required standard. If there were any problems, she provided support and guidance. Getting to know the team aids in developing a sense of mutual regard, trust, and cooperation. This assists in choosing who to delegate to because you will be able to tell if they can manage it or if it will be too much for them. Giving someone too much work or too many new things is useless if all you will get out of it is to watch them struggle. Knowing your employees' limitations helps push them just enough without overextending them. By delegating effectively, the author was able to focus on the most important tasks and ensure that her team was motivated. In project management, the intricacy of delegation cannot be downplayed- it is a fundamental skill necessary for success. Delegation unravels complications and allows for project managers to focus on more important tasks at hand (Anwar, 2016).
[bookmark: _Toc111730756]Empower
Project managers need to be able to empower their teams to get the best possible results. When an employee feels empowered, they feel effective, in charge, and influential. Empowerment has a beneficial effect on motivation, and motivation results in improved performance. Leaders should encourage their staff to bring ideas and solutions alongside the problems they escalate. The staff will feel empowered to try to remedy problems before asking for permission to proceed. This can be achieved through giving team members the authority to make decisions and taking responsibility for their actions (Arthur & Hardy, 2014). For instance, if a team member makes a mistake, the project manager should not try to cover it up. Instead, they should encourage the team member to own up to the mistake and learn from it. This will show other team members that it is okay to make mistakes and that they will be supported if they do. Empowering team members will help to create a more positive and productive team environment. 
Empowerment also involves allowing a team member to take the lead on a clever idea if they produce it. A leader can offer support so that they will not feel vulnerable. This will raise their profile in the company, making them feel valued. The author has found empowerment to be a key skill in her role as a project manager. One instance where she had to empower her team was during the COVID-19 pandemic. She encouraged her team members to be initiative-taking and to speak up if they saw something was not right. In the words of Andersen (2018), by empowering her team, the author was able to create a more positive and productive environment. 
[bookmark: _Toc111730757]Conclusion
Incorporating transformational leadership into modern-day leadership creates manifold benefits. Primarily, as Budur (2020) argues as the world changes, so too must leadership styles. Transformational leadership is an effective way to motivate employees and create a more positive and productive team environment. It has been shown to bring about effective workplace change. This style of leadership is especially effective when there is a need for change within an organization and the project manager can inspire and motivate employees to buy into the new vision. The current organisational climate characterised by uncertainty, global pandemic and organisational stability calls for transformational leadership at all levels. Followers of leaders who practice this style exhibit important levels of workplace dedication and job satisfaction. It will undoubtedly be beneficial to establish change when there is such a committed workforce.
[bookmark: _Toc111730758]Word Count 
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Appendix 5-  Figure 2 showing SLT model 
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[image: Kotter's 8 Step Change Model | A Comprehensive Step-by-Step Guide]
Figure 3 Kotter -8 Step model
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