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[bookmark: _Toc570573443][bookmark: _Toc484933386]Introduction
Understanding leadership is essential for navigating modern workplaces, where expectations on employees and managers continue to evolve. This module explores how leadership works in practice by examining key theories, personal behaviours and workplace dynamics. Leadership today is no longer viewed as a fixed set of traits but as a flexible process shaped by context, relationships and organisational needs. As Yukl (2023) notes, effective leadership involves influencing others to understand and agree on what needs to be done, while also facilitating collective efforts to achieve shared goals. This aligns with the module’s aim of helping learners analyse their own leadership behaviours and assess how they motivate, guide and empower others. The module also encourages reflection, recognising that leadership development begins with self‑awareness. According to Avolio and Hannah (2020), leaders grow through continuous learning, feedback and real‑world experience, making self‑assessment a vital part of understanding one’s strengths and areas for improvement. By engaging with leadership theories and applying them to workplace examples, this module supports the development of practical, adaptable leadership skills that can be used both inside and outside formal managerial roles.
[bookmark: _Toc1804614025][bookmark: _Toc263577468]Definition of Leadership
[bookmark: _Int_wfNJkyXh]Leadership is often defined as an influence process. Northouse (2022), describes leadership as a process whereby an individual influences a group of individuals to achieve a common goal, emphasising relationships, influence and shared purpose rather than formal position. According to Grint (2005), leadership is not a single concept but rather a method of framing and addressing issues: leadership for wicked problems, management for tame problems, and command for critical situations. The way a situation is structured determines what constitutes "leadership." Kanter (1983) emphasises on leadership as the ability to mobilise people and resources for change, emphasising opportunity, support, and information access as structural circumstances that allow leaders to take action. When taken as a whole, these perspectives demonstrate that leadership is more than just personal qualities; it is relational, contextual and closely linked to power and problem-solving.
[bookmark: _Toc1462022861][bookmark: _Toc1191172809]Types of Leadership
Charismatic leadership centres on a leaders personal magnetism, vision and emotional appeal, these leaders articulate an inspiring future, show confidence in followers and often emerge in times of crisis, but their influence can become personalised and risky if unchecked (Shamir et al.,1993). The focus of distributed leadership is shifted from a single heroic leader to leadership as a shared practice, within a team or organisation. Influence is dispersed and different individuals lead at different times based on job needs and competence (Spillane, 2006). Contingency theories argue that no single leadership style is universally effective. Fiedler’s (1967) contingency model proposes that leadership effectiveness depends on the match between a leaders style and situational factors such as leader–member relations, task structure and position power. Leaders are seen as more effective when their natural style fits the demands of the situation. The focus of ethical leadership is on leaders as moral individuals and moral managers, leaders who act with integrity, fairness and care and who use communication and incentive systems to promote ethical conduct in others.
[bookmark: _Toc1731273264][bookmark: _Toc907070600]Limitations of Leadership Definitions
Although Northouse’s (2022) definition is widely used, it can be criticised for being too broad and assuming that leaders and followers share common goals, which may obscure power imbalances or conflicting interests. Grint’s (2005) view highlights that definitions of leadership are political acts, shaping how problems are framed and who is authorised to act. Kanter’s (1983) structural perspective shows that leadership is often constrained by organisational systems therefore, defining leadership solely as influence risks ignoring structural inequalities that limit who can lead. These limitations suggest that leadership cannot be fully captured by a single definition and must be understood within broader social, cultural and organisational contexts (House et al., 2004).
[bookmark: _Toc682259461][bookmark: _Toc480622913]Critical Reflections on Leadership Types
Each leadership type carries strengths and risks. Charismatic leadership can energise change but may foster dependency and reduce critical thinking if followers overidentify with the leader (Hansen et al., 2020). Distributed leadership can enhance engagement and innovation, yet it may blur accountability and be difficult to enact in rigid hierarchies or cultures that expect strong individual leaders (Ancona & Backman (2003). Contingency approaches encourage leaders to consider context, but they can underplay issues of ethics, power and culture, treating context as neutral rather than contested. Ethical leadership directly addresses values and responsibility, but it can be criticised for focusing too much on individual character and not enough on systemic pressures, such as performance targets or incentive schemes, that make ethical behaviour difficult (Brown et al., 2006). A more inspiring and realistic view of leadership integrates these perspectives: leadership as a shared, context sensitive, ethically grounded process of influencing others toward purposes that are openly debated and genuinely shared (Weber, 1978).
[bookmark: _Toc324993203][bookmark: _Toc1513442505]Understanding Leadership Responsibilities in the Workplace
Leadership in the workplace involves guiding, influencing and supporting individuals to achieve shared organisational goals. A key responsibility of leaders is to understand their own strengths and limitations, as this self‑awareness directly shapes how they interact with others and how effectively they influence performance (Northouse, 2022). Effective leadership requires the ability to motivate, communicate clearly, make decisions and adapt behaviour to different workplace situations. Leaders who critically analyse their personal capabilities are better positioned to build trust, delegate appropriately and create environments where employees can perform at their best. This aligns with the module aim by emphasising the importance of reflective practice and objective self‑assessment in leadership development.
[bookmark: _Toc1797779403][bookmark: _Toc1240133204]Difference Between Leadership and Management
A clear distinction between leadership and management is essential when analysing workplace behaviour, especially in fast‑paced environments such as restaurants. Kotter (1990) argues that leadership and management are fundamentally different but complementary systems. Management focuses on creating order and consistency through planning, budgeting, organising and problem‑solving, whereas leadership is concerned with producing change by setting direction, aligning people and inspiring them to achieve a vision. In my restaurant workplace context, management behaviours appear when I organise staff rotas, monitor table turnover or ensure compliance with procedures. Leadership behaviours appear when you motivate staff, encourage collaboration or guide the team through busy periods with a clear sense of purpose.
Bennis & Nanus (1985) reinforce this distinction by stating that “managers do things right; leaders do the right things.” Their view highlights that management is about efficiency and maintaining systems, while leadership is about choosing the right direction and influencing people to follow it. In my workplace, this difference is visible when I choose to re-organise the drinks station or adjust workflow to improve service (leadership), compared with ensuring staff complete their assigned tasks correctly and on time (management). The theorists suggest that effective performance requires both: the ability to maintain operational stability while also guiding positive change.
Mintzberg (1973) offers a different perspective by arguing that leadership is not separate from management but rather a core part of it. His managerial roles, interpersonal, informational and decisional, include leadership as a natural managerial function. From this viewpoint when you motivate staff, communicate expectations or make quick decisions during peak service, I am performing managerial roles that inherently involve leadership. Mintzberg’s model fits well with restaurant work, where managers must constantly switch between co-ordinating tasks, supporting staff and making decisions that influence team behaviour.
Taken together, these theorists show that leadership and management overlap but are not identical. Kotter and Bennis emphasise the differences, leadership as change and inspiration, management as order and efficiency, while Mintzberg highlights that leadership is embedded within everyday managerial practice. In my workplace, I demonstrate both by managing operations by organising tasks and maintaining standards and lead by motivating staff, encouraging participation and guiding improvements. Understanding these distinctions helps clarify how my behaviours align with both leadership and management theory and supports your ability to analyse your role more effectively.
[bookmark: _Toc1453716777][bookmark: _Toc355097434]Assessing a Recognised Leadership Theory: Transformational Leadership
Transformational leadership is a widely recognised model that focuses on inspiring and motivating followers to exceed expectations through vision, encouragement and personal development (Riggio & Bass, 2006). Transformational leaders use behaviours such as idealised influence, inspirational motivation, intellectual stimulation and individualised consideration to positively shape employee attitudes and performance. Research consistently shows that transformational leadership can enhance job satisfaction, organisational commitment and individual performance by fostering a sense of purpose and empowerment (Dvir et al., 2002). In my own workplace experience, leaders who communicate a clear vision and show genuine interest in employee growth tend to create higher engagement and stronger performance outcomes.
[bookmark: _Toc1961426155][bookmark: _Toc104830546]Comparing Transformational Leadership with Other Models
When compared with other leadership theories, transformational leadership offers a distinct focus on motivation and personal development. For example, transactional leadership emphasises exchanges such as rewards and corrective actions, which can support performance but may not inspire long‑term commitment (Bass, 1990). Contingency theory, such as Fiedler’s model, argues that leadership effectiveness depends on the match between leader style and situational factors (Fiedler, 1967). While contingency theory highlights the importance of context, it does not fully explain how leaders can elevate individual performance through inspiration or personal growth. Distributed leadership shifts focus to shared influence across teams (Spillane, 2006), which can enhance collaboration but may dilute accountability. Compared with these models, transformational leadership provides a stronger explanation for how leaders can directly influence individual motivation, confidence and workplace performance.
[bookmark: _Toc295802045][bookmark: _Toc1580177909]Critical Reflection on Workplace Application
In practice, transformational leadership can significantly impact individual performance, but it also has limitations. For instance, employees may become overly dependent on highly inspirational leaders, or leaders may unintentionally overlook practical task‑related guidance while focusing on vision and motivation. In my workplace, transformational behaviours such as recognising achievements and encouraging creativity improved morale and productivity, yet some colleagues preferred clearer structure and direction, which aligns more closely with transactional or contingency‑based approaches. This highlights the importance of leaders understanding their own strengths and limitations and adapting their style to meet the needs of different individuals and contexts. Effective leadership therefore requires a balance between inspiration, structure and situational awareness.

[bookmark: _Toc128284371][bookmark: _Toc1608563371]Evaluation of My Leadership Styles in Practice
[bookmark: _Toc1542509744][bookmark: _Toc370263406]Conceptualising Leadership Questionnaire
The results of the Conceptualising Leadership Questionnaire indicated that my strongest emphasis is on leadership as a skill, suggesting that I view leadership as something developed through knowledge, competence and practical ability rather than innate traits. This aligns with Northouse’s (2022) description of the skills approach, which emphasises technical, human and conceptual skills that leaders can learn and improve. In my restaurant workplace, this interpretation feels accurate: I rely heavily on practical knowledge of operations, communication skills with staff and customers, and the ability to coordinate tasks during busy periods. For example, during peak service times, I often step in to organise workflow, support newer staff and solve problems quickly, behaviours consistent with a skill-based understanding of leadership. This suggests that the questionnaire provides a reasonably accurate reflection of how I lead in real situations.
[bookmark: _Toc1565574201][bookmark: _Toc694910541]The Leadership Styles Questionnaire
The Leadership Styles Questionnaire showed that I tend to use a democratic leadership style, which focuses on participation, shared decision making and collaboration. Democratic leadership is associated with higher engagement and stronger team relationships because it encourages input and values follower contributions (Lewin et al., 1939; Northouse, 2022). In the restaurant environment, I frequently involve team members in decisions such as adjusting table allocations, suggesting menu improvements or reorganising cleaning routines. I also encourage staff to share concerns or ideas during quieter moments or pre‑shift briefings. These behaviours align closely with democratic leadership, suggesting that the questionnaire accurately captures my natural tendency to lead through inclusion and shared responsibility.
[bookmark: _Toc258803341][bookmark: _Toc1701846979]Critical Comparison and Reflection
Reflecting on real workplace situations also reveals moments where my leadership diverges from the questionnaire results. Although I prefer democratic leadership, there are times, particularly during high‑pressure service periods, when I adopt a more directive approach. For example, when facing unexpected staff shortages or customer surges, I often give clear, immediate instructions to ensure efficiency and maintain service quality. This shift aligns with contingency theory, which argues that effective leadership depends on adapting style to situational demands (Fiedler, 1967). In these moments, democratic decision making is less practical and a more task focused approach becomes necessary. This suggests that while democratic leadership is my dominant style, my behaviour is more flexible than the questionnaire alone indicates.
Comparing my self‑assessment results with workplace evidence shows that both questionnaires capture important aspects of my leadership, but neither fully represents the complexity of how I lead in different situations. The skill emphasis result aligns with my reliance on competence, communication and problem solving, while the democratic style result reflects my preference for collaboration and shared decision making. Yet my experience also demonstrates adaptive behaviour consistent with contingency theorists such as Fiedler (1967) and situational leadership models (Hersey & Blanchard, 1982), which highlight the need to adjust leadership style based on follower readiness and situational pressures. Overall, the questionnaires provide a useful starting point, but real‑world practice shows that my leadership is a blend of skill‑based, democratic and situational approaches shaped by the fast‑paced, customer‑focused environment of restaurant work.
[bookmark: _Toc1682857316][bookmark: _Toc725049656]Questionnaire Conclusions
Comparing my questionnaire results with my real workplace behaviour suggests that my leadership style is more complex and adaptive than either assessment captures on its own. The skill emphasis result reflects how I rely on practical knowledge, communication and problem solving during busy restaurant shifts, which aligns with the skills-based perspective that leadership effectiveness depends on learned competencies rather than innate traits (Mumford et al., 2000). Similarly, the democratic leadership result matches my preference for involving team members in decisions, encouraging suggestions and fostering a collaborative atmosphere—behaviours consistent with research showing democratic leadership improves motivation and team cohesion (Gastil, 1994). However, my workplace experience also shows that I shift toward more directive behaviours during high-pressure moments, such as unexpected rushes or staff shortages, when quick decisions and clear instructions are essential. This flexibility aligns with situational and contingency theories, which argue that effective leaders adapt their style to follower needs and contextual demands (Hersey & Blanchard, 1982; Yukl & Mahsud, 2010). Reflecting on these experiences, I can see that while the questionnaires accurately capture my dominant tendencies, skill-based and democratic, my actual leadership practice is more situationally responsive. This suggests that my leadership identity is shaped not only by my preferred style but also by the dynamic, fast-paced nature of restaurant work, where effective leadership requires both collaboration and decisive action depending on the circumstances. 
Below are the links to the completed self-assessments:
1.2 Conceptualizing Leadership Questionnaire_ch01 1.docx
4.2 Leadership Styles Questionnaire_ch04.docx
[bookmark: _Toc1456978708][bookmark: _Toc907294926]Personal Development Action Plan
Below is a personal development action plan table, created using the information and tools gathered in the leadership questionnaires, executing future goals.
	Development Goal
	Actions
	Success Indicators

	Adapt leadership style to different situations
	- Assess situational demands before responding. - Practise quick decision‑making in simulated busy‑shift scenarios. - Seek feedback from colleagues on leadership clarity.
	- Faster, more confident responses during peak service. - Team reports improved clarity and consistency.

	Strengthen communication and interpersonal skills
	- Practise active listening with staff. - Use structured pre‑shift briefings. - Develop conflict‑resolution techniques.
	- Fewer misunderstandings. - Staff feel heard and supported.

	Build confidence in directive leadership when needed
	- Set thresholds for when directive action is appropriate. - Practise assertive communication. - Reflect after shifts on directive decisions.
	- Improved co-ordination during busy periods. - Increased confidence giving clear instructions.

	Enhance emotional regulation under pressure
	- Use short breathing techniques. - Identify personal stress triggers. - Model calm behaviour during peak times.
	- More consistent emotional responses. - Staff report calmer team atmosphere.

	Expand strategic thinking and planning skills
	- Review shift patterns weekly. - Create small workflow improvement projects. - Shadow a senior manager to learn higher‑level planning.
	- Noticeable workflow improvements. - Increased confidence in anticipating operational needs.



[bookmark: _Toc1050965632][bookmark: _Toc1417269864]Assessing My Ability to Set Direction, Motivate, Delegate and Empower Others
My ability to set direction in the workplace is strongly influenced by my skill emphasis leadership profile, which suggests I rely on practical knowledge, communication and problem‑solving when guiding others. In the restaurant environment, setting direction often involves clarifying shift priorities, allocating tasks and ensuring staff understand expectations during busy periods. This aligns with goal setting theory, which argues that clear, specific goals improve performance by providing structure and focus (Locke & Latham, 2002). For example, before a busy dinner service, I typically outline key objectives, such as reducing wait times or improving table turnover, which helps the team understand what success looks like. This demonstrates that I can set direction effectively by translating operational needs into clear, actionable goals.
Motivating others is an area where my democratic leadership style is particularly visible. Democratic leadership encourages participation, shared decision making and open communication, all of which contribute to higher motivation and engagement (Gastil, 1994). In practice, I motivate staff by involving them in decisions such as adjusting cleaning routines or suggesting menu improvements. This behaviour aligns with self‑determination theory, which emphasises autonomy, competence and relatedness as key drivers of motivation (Deci & Ryan, 2000). By giving staff autonomy and recognising their contributions, I help create a sense of ownership and belonging, which improves morale and performance. My workplace experience therefore supports the idea that democratic leadership enhances motivation through collaboration and empowerment.
Delegation is another important aspect of my leadership, and my ability to delegate effectively is shaped by both my skill-based approach and situational awareness. Delegation in a restaurant requires understanding team members’ strengths, experience levels and confidence. This reflects situational leadership theory, which argues that leaders should adjust their level of direction and support based on follower readiness (Hersey & Blanchard, 1982). For example, I delegate customer facing tasks to more experienced servers while assigning simpler tasks, such as restocking or clearing tables, to newer staff. This ensures tasks are matched appropriately to ability, reducing errors and increasing efficiency. My behaviour shows that I can delegate effectively by assessing capability and providing the right balance of guidance and autonomy.
Empowering others is closely linked to both democratic leadership and skill-based leadership. Empowerment involves giving staff the confidence, resources and authority to make decisions and solve problems independently. This aligns with transformational leadership, which emphasises developing followers and encouraging them to exceed expectations (Riggio & Bass, 2006). In the restaurant, I empower staff by encouraging them to resolve minor customer issues without waiting for managerial approval, or by asking them to lead small tasks such as organising the prep area. These actions help build competence and confidence, demonstrating my ability to empower others through trust and developmental support.
Overall, comparing my workplace behaviour with leadership theory suggests that I am capable of setting direction, motivating, delegating and empowering others in ways that align with democratic, skills based and situational leadership models. My ability is strongest in collaborative and developmental behaviours, though I also adapt my style when necessary—particularly during high‑pressure shifts where clearer direction is required. This combination of theory aligned behaviours indicates that my leadership practice is both intentional and responsive to workplace demands.
[bookmark: _Toc206110303][bookmark: _Toc1050616124]Assigned vs. Emergent Leadership
Assigned leadership refers to leadership roles that are formally given through position or title, such as supervisor, manager or team leader. These leaders gain authority because the organisation designates it. In contrast, emergent leadership develops when individuals become leaders through their behaviour, influence and interactions rather than through formal appointment. According to Northouse (2021), emergent leaders are recognised by others because they demonstrate competence, communicate effectively and contribute positively to group functioning. Research by Hollander (2012) also highlights that emergent leadership is built through relational influence—followers grant leadership status when they perceive fairness, support and credibility. In a workplace such as a restaurant, emergent leadership often appears when staff naturally turn to someone for guidance during busy shifts, even if that person does not hold a formal managerial title. Assigned leadership may give authority, but emergent leadership reflects genuine influence built through everyday actions, communication and trust.
[bookmark: _Toc1287983208][bookmark: _Toc1039704441]Reflection of Assigned vs. Emergent Leadership in the Workplace
Reflecting on my self‑assessment results, I can see clear connections between my leadership tendencies and the concepts of assigned and emergent leadership. My questionnaires indicated a strong skill emphasis and a democratic leadership style, both of which align closely with emergent leadership. Emergent leaders gain influence through communication, competence and supportive behaviour rather than formal authority (Johnson & Hackman, 2018). In my restaurant workplace, I often become the person staff turn to during busy shifts, even when not formally assigned as the shift leader, because I communicate clearly, help solve problems and encourage team input. This mirrors emergent leadership processes, where credibility develops through consistent behaviour and relational influence (Uhl‑Bien, 2006). At the same time, when I am formally assigned responsibilities, such as co-ordinating a section or overseeing new staff, I rely on the same democratic and skill‑based behaviours to fulfil the role effectively. This suggests that my leadership identity is shaped more by how I behave than by whether authority is formally granted, demonstrating that my self‑assessment results accurately reflect a natural tendency toward emergent leadership supported by competence, collaboration and trust.
[bookmark: _Toc1631206270][bookmark: _Toc719124428]Overview of Key Leadership Theories
Leadership theories offer different ways of understanding how people influence others, and each can be seen in everyday workplace behaviour. 
Contingency theories argue that effective leadership depends on the situation, meaning leaders must adapt their style to context and follower needs (Fiedler, 1964). In a restaurant, this appears when you switch from democratic leadership during calm periods to more directive behaviour during busy shifts. 
Management theories, such as classical administrative theory, emphasise planning, organising and controlling work processes (Fayol, 1949), which you use when coordinating rotas, assigning sections or ensuring procedures are followed.
Relationship theories, including leader–member exchange, focus on building trust and strong interpersonal connections with followers (Graen & Uhl‑Bien, 1995), visible when you motivate staff through support and open communication. 
Great Man theories suggest leaders are born with exceptional qualities (Carlyle, 1841), a view less relevant today but still seen when people assume certain personalities are “natural leaders.” 
Trait theories propose that leadership is based on stable personal characteristics such as confidence or sociability (Zaccaro, 2007), which can explain why some staff naturally emerge as informal leaders. 
Behavioural theories shift attention to what leaders do, arguing that effective leadership comes from practising specific behaviours like task structuring or relationship building (Stogdill, 1974). 
Participative theories emphasise shared decision making and collaboration (Vroom & Jago, 1988), which aligns strongly with your democratic leadership style when you involve staff in decisions such as reorganising workflow or suggesting menu improvements. Together, these theories show that leadership is shaped by traits, behaviours, relationships and situational demands, and they help explain how your own leadership varies across different workplace contexts.
[bookmark: _Toc435128163][bookmark: _Toc1419718118]Leadership Theories linked to My Self‑Assessment
Reflecting on my self‑assessment results, I can see how the major leadership theories help explain my natural tendencies and behaviours in the workplace. My strong democratic style aligns closely with participative theories, which emphasise shared decision‑making and collaboration (Somech, 2002). This is evident in my restaurant role, where I regularly involve staff in decisions about workflow or task organisation. My skill‑emphasis result also connects well with behavioural theories, which argue that effective leadership is based on learned actions rather than inherent traits (Fleishman et al., 1991). The way I communicate, organise tasks and support team members reflects these learned behaviours. At the same time, my ability to shift between democratic and directive approaches during busy periods mirrors contingency theories, which highlight the importance of adapting leadership style to situational demands (Vecchio, 1987). Although trait and Great Man theories suggest leadership stems from inherent qualities, my results and workplace experience show that my leadership is more emergent and shaped by behaviour, relationships and context. Overall, the theories reinforce that my leadership strengths lie in collaboration, adaptability and skill‑based practice, which aligns closely with how I lead both inside and outside the workplace.
[bookmark: _Toc1797131932][bookmark: _Toc217382329]Reflection
Overall, my self‑assessment results and workplace reflections show that leadership is not defined by a single theory or style, but by a combination of behaviours, relationships and situational choices. The theories explored—ranging from contingency and behavioural perspectives to participative and relationship‑based approaches—highlight that effective leadership requires both adaptability and consistency. In my restaurant role, I demonstrate this blend by shifting my style during busy periods, involving staff in decisions, and building strong interpersonal connections that support teamwork. The contrast between assigned and emergent leadership also reinforces that much of my influence comes from how I behave rather than from formal authority. Together, these insights show that my leadership strengths lie in collaboration, communication and situational awareness, and that continued development in these areas will help me lead more confidently and effectively across different workplace contexts
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