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Introduction
Leadership plays a vital role in organisational success by influencing employee performance, innovation and the ability to adapt to change. While management focuses on planning and controlling resources, leadership is concerned with creating direction, motivating others and developing an environment where individuals can perform effectively. As organisations face increasing economic, technological and social change, leaders must be adaptable and able to apply different leadership styles to suit varying situations and individuals.
This report critically evaluates recognised leadership theories, focusing on Ricardo Semler's revolutionary model of democratic leadership. Semler transformed the Brazilian company Semco by replacing traditional hierarchical management with a culture based on trust, employee autonomy and shared decision-making. His approach will be critically compared with Daniel Goleman's emotional intelligence and leadership styles, Hersey and Blanchard's Situational Leadership Theory, and Kouzes and Posner's Five Practices of Exemplary Leadership to evaluate the strengths and limitations of each model.
The report also reflects on my own leadership style using leadership self-assessment questionnaires and workplace experience. It evaluates my ability to adapt my leadership approach, motivate and empower others, and lead organisational change. By combining academic theory with reflective practice, the report demonstrates that effective leadership depends not on one leadership style but on the ability to adapt to different people, situations and organisational needs.
2. Critically Assessing Ricardo Semler's Revolutionary Leadership Model and its Impact on Workplace Performance
Leadership theory has evolved from traditional command-and-control approaches towards models emphasising employee empowerment, collaboration and adaptability. Few theorists have challenged conventional organisational structures as radically as Ricardo Semler. As CEO of Semco, Semler transformed a struggling family business into an innovative organisation by replacing hierarchy with democratic leadership, employee autonomy and self-managed teams (Semler, 1993). He argued that organisational success depends on trusting employees and involving them in decision-making rather than exercising strict managerial control.
Semler challenged traditional management principles advocated by Taylor (1911), who viewed efficiency as the result of standardisation and close supervision. Instead, Semler reduced management layers, encouraged transparency and allowed employees to influence decisions such as salaries, recruitment and strategy. This democratic approach reflected his belief that employees perform better when trusted with responsibility.
A major strength of Semler's model is its ability to improve employee engagement. Research shows that autonomy increases job satisfaction, commitment and intrinsic motivation (Deci and Ryan, 2000). By giving employees greater control, Semler encouraged ownership and accountability, supporting Self-Determination Theory, which identifies autonomy, competence and relatedness as key drivers of motivation.
Semler also promoted innovation by creating an environment of psychological safety where employees could contribute ideas without fear of criticism. Unlike traditional organisations where decisions are concentrated at senior level, Semco encouraged experimentation and collaboration, supporting Edmondson's (2019) argument that psychological safety enhances learning and innovation.
Trust rather than control was another defining feature of Semler's leadership. He argued that excessive supervision reduces motivation and initiative, whereas trust strengthens commitment, organisational culture and job satisfaction (Dirks and Ferrin, 2002).
Despite these strengths, Semler's model has limitations. It assumes employees possess the competence and motivation to self-manage, which may not be the case for inexperienced staff who often require greater guidance. Democratic decision-making can also slow organisational responses, making the model less effective where rapid decisions are essential.
Furthermore, Semler's philosophy may be difficult to apply in highly regulated industries such as healthcare or aviation, where strict procedures and accountability are essential. Shared decision-making can also blur responsibility, making it harder to identify accountability when problems occur.
Semler's philosophy shares similarities with Goleman's (2000) emotionally intelligent leadership. Both emphasise participation, coaching and employee development, recognising that empowering people improves long-term performance. However, Goleman advocates adapting leadership style to the situation, whereas Semler consistently promotes democratic leadership. This flexibility arguably makes Goleman's approach more practical during crises when authoritative leadership may be required.
Similar comparisons can be made with Hersey and Blanchard's Situational Leadership Theory, which argues that leadership should reflect followers' competence and commitment. Unlike Semler's broad assumption that employees benefit from autonomy, Situational Leadership recognises that inexperienced employees initially require direction before progressing towards delegation. Both theories value empowerment, but Hersey and Blanchard view it as something earned through development rather than immediately granted.
Semler's leadership also aligns with Kouzes and Posner's Five Practices of Exemplary Leadership, particularly Enable Others to Act and Challenge the Process. Like Semler, they advocate trust, collaboration and questioning traditional practices. However, Kouzes and Posner offer a broader framework by also emphasising communicating vision, modelling values and recognising achievement, making their approach applicable across a wider range of organisations.
Overall, Semler's revolutionary leadership philosophy remains one of the strongest examples of democratic leadership. His emphasis on trust, autonomy and shared decision-making demonstrates how empowered employees can improve innovation, motivation and organisational performance. However, his model is not universally applicable. Organisational context, workforce capability and environmental demands influence leadership effectiveness. Compared with Goleman, Hersey and Blanchard, and Kouzes and Posner, Semler offers an inspiring vision of workplace democracy but a less flexible framework. Consequently, the most effective leaders are likely to combine Semler's principles of trust and participation with the adaptability promoted by other leadership theories.


3. Evaluation of My Leadership Style in Different Situations
Effective leadership requires self-awareness, emotional intelligence and the ability to adapt leadership behaviours to different people and situations. To evaluate my leadership capability, I completed several recognised self-assessment questionnaires, including the Conceptualising Leadership, Leadership Traits, Leadership Strengths, Leadership Styles, Task and Relationship, Leadership Skills, Leadership Vision, Path–Goal, Ethical Leadership and Situational Leadership questionnaires. Collectively, the results suggest that my leadership style is predominantly democratic, coaching and relationship-oriented, supported by high ethical standards and strong emotional intelligence. These findings are consistent with my experience as the owner of Jessica Eve Beauty and align closely with the leadership theories explored throughout this report.
The Conceptualising Leadership Questionnaire indicated that I view leadership as influencing and developing others rather than exercising authority. This reflects Northouse's (2022) definition of leadership as influencing individuals towards shared goals and closely aligns with Ricardo Semler's philosophy of trust, empowerment and employee participation. Throughout my business, I have consistently encouraged open communication, valued client feedback and involved others in decision-making where appropriate.
The Leadership Traits Questionnaire highlighted confidence, integrity and strong interpersonal skills as key strengths. Although leadership is not determined solely by personality traits, Northouse (2022) argues that characteristics such as honesty, confidence and sociability contribute significantly to leadership effectiveness. Reflecting on my own experience, integrity has always underpinned my leadership. Whether working with clients, trainees or suppliers, I have prioritised fairness, professionalism and transparency, helping to build trust and long-term relationships.
The Leadership Strengths Questionnaire further identified communication, mentoring and relationship building as areas of strength. I have always preferred developing people through coaching rather than simply instructing them. By demonstrating techniques, providing constructive feedback and encouraging independent thinking, I have supported others to develop confidence and competence. This closely reflects Goleman's (2000) coaching leadership style, which focuses on long-term development rather than short-term performance. Looking back, this approach has strengthened both client relationships and the confidence of those I have trained.
Results from the Leadership Styles Questionnaire showed a clear preference for democratic and coaching leadership over authoritarian approaches. I naturally involve people in discussions, encourage different viewpoints and aim to reach decisions collaboratively. This approach increases commitment because individuals feel ownership of decisions, closely reflecting Semler's democratic leadership philosophy. However, the results also indicate that I do not rely on one leadership style.
The Situational Leadership Questionnaire demonstrated my ability to adapt my leadership according to the competence and confidence of those I am leading. This supports Hersey and Blanchard's Situational Leadership Theory, which argues that leaders should move between directing, coaching, supporting and delegating depending on followers' development levels. My experience within the beauty industry reflects this theory. Newly qualified trainees required clear guidance and frequent feedback, whereas experienced practitioners benefited from greater autonomy and responsibility.
The Task and Relationship Questionnaire revealed a strong relationship orientation while maintaining a clear focus on achieving organisational objectives. Blake and Mouton's Managerial Grid suggests that leaders with high concern for both people and performance often achieve the most effective outcomes. This accurately reflects my leadership style, as I value supportive relationships while maintaining high professional standards and customer care.
The Leadership Skills Questionnaire identified communication, interpersonal skills and problem-solving as particular strengths. These skills have been essential throughout my career, enabling me to manage client expectations, resolve issues effectively and build trusting relationships. Kouzes and Posner (2017) argue that exemplary leaders communicate a compelling vision while modelling organisational values. I have always attempted to lead by example through professionalism, reliability and commitment to delivering high-quality services.
The Leadership Vision Questionnaire produced consistently high scores, indicating that I naturally focus on long-term development rather than day-to-day management. This reflects transformational leadership by encouraging innovation and continuous improvement. Throughout my career I have sought opportunities to expand my services, introduce new treatments and invest in professional development rather than maintaining the status quo. These behaviours align with Kouzes and Posner's (2017) practices of Inspiring a Shared Vision and Challenging the Process, which encourage leaders to communicate future aspirations while embracing innovation.
The Path–Goal Questionnaire indicated very high supportive and participative leadership behaviours, alongside a strong achievement orientation and moderate directive leadership. These results reinforce my preference for empowering others while recognising that some situations require clear guidance. House's Path–Goal Theory proposes that leaders should adapt their behaviour to remove barriers preventing followers from achieving their goals. My results suggest that I naturally encourage participation, provide support and remain focused on achieving positive outcomes. This balance has proved valuable when managing clients with different expectations and supporting individuals with varying levels of confidence and experience.
The Ethical Leadership Questionnaire further highlighted my commitment to fairness, honesty and integrity. Rather than prioritising personal gain, my responses consistently reflected a desire to act ethically and fairly. Brown, Treviño and Harrison (2005) argue that ethical leaders influence behaviour through integrity, fairness and role modelling. Reflecting on my own experience, maintaining ethical standards has been fundamental to building trust with clients and protecting the reputation of my business.
Although the questionnaires identified several strengths, they also highlighted areas for improvement. While I value positive relationships, I sometimes avoid difficult conversations in an attempt to maintain harmony. This can delay addressing performance concerns or making unpopular decisions. In addition, I occasionally take on too much responsibility instead of delegating effectively. Although this reflects commitment, greater delegation would improve organisational efficiency while creating opportunities for others to develop. Covey (2004) argues that effective leaders practise stewardship delegation by defining expected outcomes while allowing individuals the autonomy to decide how those outcomes are achieved. Developing this approach would strengthen both my leadership effectiveness and the confidence of those I lead.
Overall, the questionnaire results present a highly consistent leadership profile. They identify me as a democratic, coaching and ethically driven leader who values trust, collaboration and employee development. They also demonstrate an ability to adapt my leadership style to meet individual needs, supporting Hersey and Blanchard's Situational Leadership Theory. These findings closely align with the philosophies of Ricardo Semler, Daniel Goleman and Kouzes and Posner, all of whom emphasise the importance of empowering others, building relationships and creating environments where individuals can achieve their potential. While I recognise the need to improve my delegation skills and become more confident in addressing difficult situations, the questionnaires confirm that my leadership philosophy is centred on integrity, collaboration and developing others to achieve shared success.
4. Assessing My Ability to Set Direction, Motivate, Delegate and Empower Others to Bring About Workplace Change
Leadership extends beyond influencing individuals; it involves setting direction, motivating others and managing organisational change. As the owner of Jessica Eve Beauty, I have led change by introducing new treatments, adapting to customer expectations and implementing new business systems. These experiences strengthened my ability to set direction, motivate others, delegate responsibility and empower individuals, while also highlighting areas for further development. This section evaluates my leadership using the theories of Pink (2009), Covey (2004), Semler (1993) and Kouzes and Posner (2017).
A leader's primary responsibility is establishing a clear vision. Kotter (1990) distinguishes leadership from management by arguing that leaders create direction while managers focus on maintaining existing processes. Throughout my business, I sought to expand services by introducing advanced treatments such as HIFU and radiofrequency microneedling, enabling the business to remain competitive.
Creating this vision required more than introducing new services; it involved communicating the reasons for change and encouraging confidence in new procedures. Kouzes and Posner (2017) argue that leaders inspire commitment by communicating a shared vision. Reflecting on my experience, explaining the purpose behind change and encouraging feedback helped gain commitment from clients and colleagues.
Motivating others has been central to my leadership style. Rather than relying on authority or financial rewards, I have focused on encouragement, recognition and professional development. This reflects Pink's (2009) theory that intrinsic motivation is driven by autonomy, mastery and purpose.
I encouraged autonomy by gradually increasing responsibility as individuals developed confidence while remaining available for support. This built trust and accountability. Mastery was promoted through continuous professional development, ensuring both I and those around me continued to improve our skills. I also emphasised purpose by recognising that beauty treatments improve confidence and wellbeing, giving greater meaning to the work beyond financial reward.
Herzberg's (1959) Two-Factor Theory further supports this approach. Rather than relying solely on financial incentives, I focused on achievement, recognition and responsibility to increase motivation and job satisfaction.
Delegation has been one of my greatest leadership challenges. As a business owner, I often felt personally responsible for maintaining high standards, which sometimes resulted in completing tasks myself rather than trusting others. Although this ensured quality, it reduced opportunities for others to develop and increased my own workload.
Covey's (2004) concept of Stewardship Delegation changed my understanding of effective delegation. He argues that leaders should define expected outcomes while allowing individuals flexibility in how they achieve them. Reflecting on my own leadership, I recognise that adopting this approach more consistently would improve both employee development and organisational efficiency.
Empowerment remains one of my strongest leadership qualities. My questionnaire results demonstrated high levels of supportive, participative and coaching leadership, reflecting my belief that people perform best when trusted and encouraged. This closely aligns with Ricardo Semler's philosophy of replacing control with trust and employee autonomy. Throughout my business, I encouraged individuals to contribute ideas, solve problems and take increasing responsibility as their confidence developed.
However, my experience has also shown that empowerment requires balance. Unlike Semco, the beauty industry operates within strict health and safety regulations, meaning inexperienced practitioners require greater supervision before receiving full autonomy. This supports Hersey and Blanchard's Situational Leadership Theory, which argues that delegation should increase alongside competence and commitment.
Leading workplace change became particularly significant following my diagnosis of Multiple Sclerosis. This experience required resilience, adaptability and clear communication while making difficult decisions about the future of my business. It reinforced that effective leadership is demonstrated not only through organisational success but also through integrity, transparency and maintaining trust during periods of uncertainty.
Overall, my greatest strengths lie in motivating others, building positive relationships and empowering people through trust and support. These qualities closely reflect the leadership philosophies of Pink, Semler, Goleman, and Kouzes and Posner. Nevertheless, I recognise the need to strengthen my delegation skills and become more decisive when managing challenging situations.
In conclusion, effective workplace change depends on establishing a clear vision, communicating purpose, motivating others and empowering individuals while maintaining accountability. Although my natural leadership style emphasises collaboration and coaching, continued development in delegation and strategic decision-making will enable me to become a more effective and adaptable leader.

5. Recommendations
The findings of this report demonstrate that effective leadership cannot rely on a single leadership style or theory. Instead, successful leaders should develop the ability to adapt their behaviour according to the needs of individuals, organisational objectives and the wider business environment. Based on the critical evaluation of leadership theories and my own reflective analysis, several recommendations can be made to enhance my future leadership effectiveness.
Firstly, I should continue to develop my situational leadership skills by becoming increasingly flexible in adapting my leadership approach to different people and circumstances. Although my leadership questionnaires indicate a natural preference for democratic, coaching and supportive leadership, there are situations where a more directive approach is necessary, particularly when managing inexperienced employees, addressing poor performance or responding to organisational challenges. Developing greater confidence in selecting the most appropriate leadership style will improve decision-making and organisational performance.
Secondly, I should strengthen my delegation skills. Reflection throughout this report suggests that I occasionally retain excessive responsibility rather than fully empowering others. Applying Covey's (2004) concept of stewardship delegation would enable me to communicate expected outcomes clearly while allowing individuals greater autonomy over how tasks are completed. This would not only reduce my own workload but also improve employee confidence, accountability and professional development.
A further recommendation is to continue investing in emotional intelligence. Goleman (2000) argues that emotional intelligence underpins effective leadership through self-awareness, empathy, relationship management and communication. Continuing to develop these competencies will enhance my ability to manage conflict, support individuals through organisational change and maintain positive working relationships.
Finally, I should continue embracing Ricardo Semler's philosophy of trust and empowerment while recognising its limitations. Encouraging participation, innovation and shared decision-making creates highly motivated teams, but these principles should be balanced with clear accountability, appropriate supervision and organisational requirements. Combining Semler's democratic approach with the flexibility of Hersey and Blanchard's Situational Leadership and the emotionally intelligent behaviours identified by Goleman would provide a more balanced and sustainable leadership approach.
Overall, my future leadership development should focus on maintaining my strengths in coaching, collaboration and ethical leadership while further developing delegation, adaptability and strategic decision-making. By integrating multiple leadership theories rather than relying on one model alone, I will be better equipped to lead individuals and organisations through future change and continuous improvement.
6. Conclusion
This report has critically examined the importance of effective leadership in influencing individual and organisational performance through the evaluation of recognised leadership theories alongside reflection on my own leadership practice. The analysis demonstrates that leadership is a dynamic process requiring adaptability, emotional intelligence and the ability to respond to the changing needs of individuals and organisations. No single leadership theory provides a complete solution to every workplace challenge; rather, effective leadership is achieved by integrating the strengths of multiple approaches.
Ricardo Semler's revolutionary leadership model has shown that employee autonomy, trust and shared decision-making can significantly improve motivation, innovation and organisational commitment. By replacing traditional hierarchical management with workplace democracy, Semler challenged conventional assumptions about leadership and demonstrated that empowered employees can achieve exceptional organisational performance. However, critical evaluation also highlighted that his model is not universally applicable. Its effectiveness depends upon organisational culture, employee capability and the nature of the industry, making it less suitable for highly regulated environments or inexperienced workforces.
Comparisons with Daniel Goleman's emotionally intelligent leadership styles, Hersey and Blanchard's Situational Leadership Theory, and Kouzes and Posner's Five Practices of Exemplary Leadership demonstrated that leadership effectiveness depends upon flexibility rather than adherence to one leadership style. These theories collectively emphasise the importance of adapting leadership behaviours, inspiring a shared vision, developing others and creating positive organisational relationships. This critical comparison reinforces the view that successful leaders must balance empowerment with accountability, participation with decisiveness and support with appropriate direction.
Reflection upon my own leadership style confirmed that I naturally adopt a democratic, coaching and relationship-focused approach. The leadership questionnaires indicated strong ethical values, emotional intelligence and a commitment to empowering others through trust, communication and collaboration. These characteristics closely align with the leadership philosophies of Semler, Goleman and Kouzes and Posner. However, the reflective analysis also identified opportunities for continued development, particularly in strengthening delegation, increasing confidence when addressing difficult situations and maintaining an appropriate balance between supporting others and holding them accountable for performance.
Overall, this report has demonstrated that successful leadership is not determined by authority or position but by the ability to inspire, motivate and develop others while creating an environment in which individuals can perform to their full potential. As I continue to develop professionally, I intend to build upon my existing strengths in coaching, ethical leadership and collaboration while further enhancing my adaptability, strategic decision-making and delegation skills. By integrating the principles of transformational, situational and democratic leadership, I believe I will be better equipped to lead individuals and organisations through future challenges, promote continuous improvement and achieve sustainable organisational success.
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