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[bookmark: _Toc17645359]Introduction
During this semester we studied about leadership theories, how people lead, the difference between a manager and a leader, leading by assignment and natural emergence, various leadership theories that seemed to also touch a bit on psychology. And in this report I will try to demonstrate what I learned during this time and try to apply my learning in the context of a workplace environment. 
This report will be subdivided into two main parts. In the first part of the first subdivision I will go over the background theories of leadership, this will include leadership styles and the benefits and negatives of each of them. On the second part of the first subdivision I will then critically assess my ability to fulfil the mentioned leadership roles with emphasis on my strength and limitations. 
On the second subdivision of the report, I will apply the leadership theories to the Whitebread Annual Report and compare the leadership style of the CEOs of the company to my own style. 
[bookmark: _Toc17645360]Background theory 
[bookmark: _Toc17645361]What is Leadership? 
In class we studied the notion put forward by Northhouse, that leadership can be thought of a way for a single person to influence a group of people in order for them to achieve a goal. (Northouse, 2010)
When thinking of a leader, often we get ideas of a some political leader like Barak Obama giving a speech to hundreds of thousands of people and they attentively listening to him. Or perhaps. a heroic adventurer in a movie stuck somewhere in a jungle and leading his people to safety. Alternatively, what we see most commonly in our day to day, a manager or a CEO making decisions on what projects his employees will work on the upcoming months. 
What these initials have in common is the willingness to achieve something for common interest of themselves and their groups. To give and example I’ll use president Obama as he is a real and recent character in world history. (Elkatawneh, 2016)
President Obama wanted to pass a healthcare law that would allow the average American citizen to have better healthcare, not quite on pair with our NHS, but still an improvement. His group, the American voters also wanted this. However, a few hundred million people without a leader were not able to coherently put their wishes in actions. This is where president Obamas leadership skills came into play as he got through the hurdles of politics and bureaucracy to get the law passed. (Sabharwal & Arguelles, 2018)
However, while leaders are expected to carry an organisation forward by motivating and instilling passion in their team, they must be sufficiently familiar and comfortable using management techniques. Otherwise, all the charisma will not serve for much more than a speech. 
In summary of what is leadership, we boil it down to four key aspects (Anthony Kurec, 2016):
1- Creating a vision, something that is to his teams benefit, at least shown to the team as beneficial
2- Motivating and inspiring his team or followers to, through group effort achieve that vision 
3- Having the necessary management skills and logistics knowledge to make sure his team has coordination needed to achieve their shared vision
4- Mentor his team to help them better do their assigned tasks and in so achieve a more effective route to completing their vision
[bookmark: _Toc17645362]Characteristics and types of leadership
Given a brief overview of what leadership entails and what job does a leader generally have, lets now look at different forms of leadership. 
[bookmark: _Toc17645363]Charismatic leaders 
Charismatic leaders is what most of us are familiar with, we see this kinds ff leaders daily in the news and have they have been the most common types of human leaders throughout history. 
This type of leadership can be described as a way or method of encouraging people by the shear power of spoken words combined with a confident body language. These will be people who are extremely well skilled communicators, and at times also very good at manipulating peoples emotions in order to rally for a given cause. 
They can captivate their audience or teams by printing a very well designed vision of their shared goal. 
Charisma is basically and a way of interfacing human emotions and subconscious held beliefs of what a successful person should be with the image and speech abilities of a leader. If that leader can make a connection with his audiences wants he can persuade into thinking he is a good leader and motivate them to follow him. 
As mentioned earlier, these skills are often very well developed in successful politicians who will regularly hide to their teams consultants specialized in charismatic leadership to help them seen even more charismatic. 
Although charismatic leadership has been around since the start of the human species and it is a very much instinctive form of leadership, we have seen many times when it go bad. For example, this is partly beyond the scope of this module, but most dictators are charismatic leaders who mislead their audiences. Often in history charismatic leaders have manipulated their audiences for the leaders personal benefit while lying about their collective vision. (Lepsius, 2005)
I gave examples based on historical events, but they can just as easily be adapted to workplace events. Eg: a charismatic co-worker befriending the managers and using his charisma to get undeserved promotions. 
[bookmark: _Toc17645364]Distributed leadership 
Unlike the general notion of charismatic leadership where the leadership is largely focused around one person, distributed leadership takes a completely different approach. It suggests that the power of making decisions and setting a vision should be spread out through out the organisation. (Bonneville, 2017)
In this form of leadership, the emphasis is placed on the well execution of leadership instead of who it derives from. It can be, in simple terms, though of a hive mentality/leadership. However, as with a bee hive there is a hierarchy set during the evolution of bees, and human organisation working with a distributed leadership scheme will need some enforced hierarchy to work properly. 
For example distributed leadership is something that in recent times has been discussed in the school setting as a way to allow teachers more input on how the school educated students. The idea behind being that there would be greater autonomy for the teachers but also stating there would have to greater accountability for the capacities that would be given to the teachers. (Bonnie Billingsley, 2018)
Ultimately, although seeming to be the more democratic form of leadership, distributed leadership does take more effort to implement and requires more monitoring of the various decision making entities. 
[bookmark: _Toc17645365]Contingency leadership 
Contingency theory of leadership suggests a more pragmatic approach to leadership, saying that what makes a good leader is not how the leadership is handled but rather how the circumstances stack up against the leader. It suggests that all any and all leadership types can be just as effective given that it is well adapted to the environment at hand. (Peretomode, 2012)
The theory states that for an organisation to be successful, it is not necessary to effectively change the leaders and managers within the organisation, rather have them change the way they lead when presented with changing conditions. For example, if an organisation infrastructure allows a leader to effectively communicate with all his subordinates and have the subordinates themselves communicate effectively with each, than a distributed leadership could be an effective and democratic way to proceed. However, if these conditions do not exit or the team is not sufficiently trained to take on leadership roles demanded from a distributed system than the leadership should move towards a central leadership, perhaps using charisma as a tool to motivate and or manipulate the rest of the team. (Mozhdeh Mokhber, 2017)
[bookmark: _Toc17645366]Ethical leadership
Ethical leadership is not a type of leadership per say. It can instead be though of as a characteristic that all leadership structures should strive to achieve. 
The core principles of an ethical leadership model are the respect for the people involved. This respect can be manifested through recognising that different employees are likely to have different religious beliefs, and thus within reason, make adjustments for their religions needs (eg: make consideration for employees who ask for holidays during Eid or Diwali). Ethical leadership is thus more closely related to concepts of trust, consideration and fairness. (Jha & Singh, 2019)
[bookmark: _Toc17645367]Differences between a manager and a Leader
It was mentioned in the earlier sections that a successful leader needs to have a certain degree of management skills in order to drive his vision forward. In this section we will look at bit more closely at the differences between a full time leader and full time manager.
[bookmark: _Toc17645368]What does a manager do?
A managers primary goals are surrounding planning, staffing, supervising, budgeting and solving conflicts that arise during the completion of a project. 
Given his primary goals, a manager will often choose to focus on the present and the pragmatic to produce short to medium term achievements that can be readily shown for audits.
A manager is likely to pick the shortest route that leads to the objective. He will also make an attempt to ensure that the shortest route is also a safe one such that chances of delays or failure are minimized. In order to reduce the chances of something going wrong, the questions he is most likely to ask are “what is happening” and “how is it happening” and to try to maintain control over these things as they unfold. (Mantere, 2007)
A manager is likely to try to create a rational mind map of how to solve the problem at hand and if that mind map ends up a being a complex web of various interacting factors, he will use a streamlined process to navigate it from point A to B.
A manager is most likely to have been assigned his leadership position by someone higher up and as such his loyalty will be to the completion of the tasks handed down to him from his chain of command. 
Ultimately, an average manager is focused on completing an assigned task successfully and without much deviation to elsewhere.
[bookmark: _Toc17645369]What does a leader do?
Unlike the manager, a leaders role is more oriented towards providing a general direction for his team providing support to motivate them to also inspire them. A leader, if he technically capable, may help his team by showing how things are however leaders generally take a more broader approach. For example, a CEO may motivate his team to get a project done on time by promising them a nice reward such as bonus pay or by highlighting the positive their work will have on the environment or something similar, but it is unlikely he would sit next to the person doing designing the marking material and show them what colours to use and how to draw. It can happen, but generally, specially I large organisations, that is simply not a practical use of a leaders time. That role is often delegated to middle management. (Wayne, 2002)
A leader would be expected to focus on the path the organisation is taking, this is, where the organisation will find itself if it continues on the current path and would that a beneficial outcome. And if needed to a leader a would allow for changes to the current path for future stability at the risk of short to medium term instability. As we can see, in contrast with managers leaders are expected to be able to see the larger picture for the long run and act in order to achieve the best results. 
A leader will also engage with his team to make sure they are continuously motivated and also because the feedback loop from the employees is a good way to see if things will be going in the right direction or to the people working on the technical matters foresee any issues. And during these feedbacks a leader is also likely to ask why the organisation is doing something in a particular way and consider other alternatives. 
Unlike a manager who is assigned his position and thus his loyalty lies with his superior managers. A leader is often the CEO of the founder himself and as such as much more freedom to decide on policies that not only promote the organisation but also keep a balance with the their impact of the communities and the environment that surround the organisation. (Nguyen, 2016)
Ultimately, we could say that a leader is manager with more spirit who sees and cares for factors not immediately obvious and in planning for that long future he displays his leadership skills. 
[bookmark: _Toc17645370]Differences between an assigned leader and an emergent leader
It was mentioned in the previous section that managers are often assigned their leadership positions. This kind of leadership, where a formal process assigns someone to a leadership position is described as Assigned Leadership and we find this most common in the corporate world and bureaucratic organisations in positions such as: team leaders in retail, office managers, regional directors, etc. (Heinen, 2014)
Not to say that people who are assigned leaders are less deserving of their role, but they often get to these leadership roles because they were offered the position. 
In contrast, an emergent leader is what we are most accustomed in our daily lives. For example, when a group of friends get together there will be one person who everyone naturally forms around because that person is either the most charismatic, the most successful, the most good looking, etc. They will be one in the group with the most influence over decisions. 
In an organisation with a strict hierarchy an emergent leader may be harder to find, but in smaller start ups where job roles are not yet fully defined it is very likely that leaders who take the initiative and push the organisation forward would emerge. However, an employee who actively takes on additional responsibilities and always helping his colleagues can also rise as an emergent leader within his department. 
During my research I found evidence of one possibly disastrous clash of leaders, lets imagine an organisation where there is a strict bureaucracy and the higher managers have assigned a team leader who is not very well suited for that job and within that team there is someone who really good at the job, helps the team and as such is seen an emergent leader within the team. It is inevitable that when an emergent leader is subordinate to a less well suited assigned leader, that there will be some friction in the team from time to time. In such situations, higher managers would have to intervene and assign either one or both of the assigned and emergent leaders to different tasks and re-assess the promotions. (Benson, 2016)
[bookmark: _Toc17645371]Some Leadership theories
Here we will very briefly go over some of the other most common leadership theories. 
[bookmark: _Toc17645372]Great Man (person) theory
This theory suggests that people with great leadership skills are born with the skills needed and that leadership is not something that can be learned easily. (Adams, 2003)
The theory is based on historical evidence of great man rising in times of need when their people needed them. Common examples that sited include Churchill, Ghandi, Moses, etc. 
However, I think this theory is flawed simply because it fails to consider the countless times when no “great man” arose to save people from harm. 
[bookmark: _Toc17645373]Trait theory
This theory takes an approach somewhat similar to the great man theory, but proposes a logical explanation on how the leaders appear. It suggests that certain people have the right genetic traits that given them an advantage when it comes to leadership tasks. (Adams, 2003)
In the not so far past studies were conducted on successful leaders to find what these genetic traits could be. They looked at people who were clever, creative, diplomatic, persuasive, socially skilled, etc.
[bookmark: _Toc17645374]Transactional leadership theory 
This theory is based on the idea that people are motivated by reward and or punishment and that social organisations work most efficiently when there is a clear line of command. Furthermore, this theory states that when an employee enters into a contract to work for an organisation there is an understanding that the employee will give away some authority and follow the directions given to him by the management. (Kark, 2018)
This theory is perhaps the most applicable to our current society and the way the majority of our businesses and organisation are structured. 
The main flaw of this theory is that it assumed that employees are motivated by the reward that the organisation or manager offers, which is often money, and in so the employees behaviour is predictable. We know from experience that is not always the case and often people work for more selfless causes such as those people volunteering in charity or those working to build experience for a better job. 
Generally for most situation where there is more supply of a skill then there is demand for it, transactional leadership managements are likely to become prevalent. However, when there is high demand and low supply, managers will have to offer than money to retain the employees they need. 
[bookmark: _Toc17645375]Leadership theories applied to a practical situation 
In the second part of my report I will not attempt to critically asses the leadership style at Whitbread as written about in the companies annual report from 2018. 
From the first new pages of their report, it would suggest that Whitbreads leadership has taken on board the concerns of both the commercial side of the business while also making efforts to address corporate responsibility and sustainability. 
[bookmark: _Toc17645376]Ethical leadership at Whitbread
Following on from their introductory page of the annual report, we will delve first into their ethical leadership claims. 
The annual report states that Whitbread has goals and values which align with investing people and being a force for good in the communities they interact with. This claim is then corroborated with indications of how they have moved forward towards developing their business using more and more renewable energies, and in so, reducing their carbon footprint as a corporation. 
Whitbreads general councel, Chirs Vaughan, goes on to say that sustainable business growth is their long term goal commercial goal. He adds on about two works that they completed on assessing shareholders values towards sustainable development and reviewed the impact of sustainable development on the brand in the future, and their conclusions was around the lines of future sustainable development should have “people” as the central motivation. 
With regards to ethical leadership they show their focuses to be based around three principles to let people work better: opportunity, community and responsibility. This is then demonstrated with what they have achieved in the past in terms of new jobs, training and apprenticeships they have created. They show how they have taken action to increase their customer wellbeing by reducing added sugar content in the food they serve. And they also show quantitative values for reduction in carbon footprint achieved. 
At first hand all of the commitments and results shown does paint an image of a very ethical leadership structure at Whitbread. However, reading in between the lines, some their actions for example the sugar reduction is because that has been the law for some time now. And other environment targets such as reducing water use are also tied to the reducing overall costs of the business. 
However, these small issues aside on can make the case the Whitbread leadership is conscious of the effects their organisation has on the communities around them and are taking some small steps to address these issues. 
[bookmark: _Toc17645377]Transactional leadership characteristics 
Reading on the next section of their annual report it very quickly dives into the financial profits and describe it a manner, that at first glance makes it appear as if their only concern is to increase profit per share and reading into the statements by the chief executive, Alison Brittain, we see that only at the very end of her statement are references to non managerial employees made.
This is reinforced by the notion that transactional leadership model tend to happen to more often in high supply low demand industries, in this case this hospitality and café business. In these businesses, the majority of employees tend to low skilled and as such are unfortunately in low demand. 
[bookmark: _Toc17645378]Emergent leadership trends
Reading further into the report on the sections on “Wining Teams” and “Corporate Governance”, they put emphasis on trying to engage across all levels of their workforce and to get feedback from the lower employees so that they can communicate to the senior managers their findings on how to make improvements.
This could said to an attempt to the allow the lower employees some leadership roles, however, given the size of this organization and how rigid their structure appears to be from reading about the board members section. This seems rather a brand image creating activity rather than an actual attempt at changing the leadership structure. 
[bookmark: _Toc17645379]My conclusions 
After reading about leadership theories and things that make a good leader and the different types of leaders and comparing that to the way they manage Whitbread, I have come to the conclusion that they do not abide by one set of strict leadership theory. 
From the beginning of the module when I was first introduced the formal concepts of leadership, I imagined in the back of my mind in todays business where things often change very quickly, holding on to one form of leadership would not be practical. Reading through the Witebread report corroborates in idea. As we analysed their report, it became evident that they have traces of transactional leadership structure as demonstrated by their over emphasis on money revenue, but they also had a degree of concern for their surrounding environment showing the traits of an ethical leadership style and I also found some small evidence to support that they are trying to allow emergent leaders to arise from the lower cast of employees. 
All in all, if I would select one single theory to describe Whitbread, the closed one would contingency theory, because they seem to do things as demanded by their environment. 
I have not had the opportunity yet to work in a leadership position, however after knowing what I know about leadership and management today, I am very much certain I would use dynamically changing leadership style. 
From the work I have done so far, my experiences are largely in retail, I have always had an eye for customer satisfaction, not because mandated by my managers but simply because it felt as the right thing to do. This leads to think that my leadership style would lean a lot towards ethical leadership. 
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