[image: UWTSD Logo]



MODULE CODE:	BMPF7021
[bookmark: _Toc517359316]

TITLE:			Authenticity and the Role of the Leader


Section 1: 	Critically evaluate at least five leadership theories/models and their relevance to the workplace 


Section 2: 	Explore and critically reflect on personal leadership styles and behaviours, and interpersonal skills, and their impact on workplace relationships;

Create a personal development plan with a specific focus on leadership skills.



Name:			Rebecca Doswell

[bookmark: _GoBack]Student No:		96000168

Award aim:		Postgraduate Certificate – Professional Practice 
(Strategic Leadership in Higher Education)



Date of Submission: 28 May 2021



Word Count:		Section 1 (3600) 4108 words
Section 2 (5400) 5788 words
Total: (9,000) 9796 words

 

Contents
SECTION 1	3
1.	Introduction	3
2.	What is Leadership?	3
3.	Critical Evaluation of theories	5
3.1.	What does leadership look like in my workplace?	5
Fig 1: Authenticity (Professor M Hughes)	6
3.2.	Examination of Theories: Behavioural	6
3.3.	Examination of Theories: Contingency/Situational	8
3.4.	Examination of Theories: Power Leadership	9
3.5.	Examination of Theories: Intent-based Leadership	10
Fig 2 David Marquet – Myths and Truths	10
3.6.	Examination of Theories: Social Leadership	12
4.	Conclusion	14
SECTION 2	15
1.	Introduction	15
1.1.	Critical Reflection	15
Fig 3 Author’s Interpretation of Kolb’s Learning Cycle compared with Plan, Do and Review	15
1.2.	Delivery	16
2.	My Leadership Styles	17
2.1.	Unconscious behaviour – blindly unaware	18
2.2.	Conscious Behaviour – intentional impact	19
2.3.	Gaining and responding to feedback	22
2.4.	Adapting Behaviour	26
3.	Conclusion: Personal Development Planning	27
Appendix 1: Organisational Structure Chart	30
Appendix 2: Insights profile	31
Appendix 3: Do Leadership	33
Appendix 4: Belbin Team Roles	35
Appendix 5: Personal SWOT Analysis	36
Appendix 6: Personal Development Plan	37
Bibliography	40

[bookmark: _Toc72951811]
SECTION 1
1. [bookmark: _Toc72951812]Introduction

This assignment is presented in two sections, both of which draw on my own workplace experiences and practices.  To provide a background to my positionality, background and the workplace that I will be referring to in this piece of work, I present the following information:

I have worked for a higher education institution for almost 30 years, starting at the lower hierarchical level and rising through the organisational structure chart (Appendix 1). I have had access to a wide range of development and organisational opportunities, experiences and challenges, including significant institutional and structural changes, and working under four Chief Executives and their teams.  

I am currently the Head of Policy and Planning, with a small, proactive team charged with central oversight of key strategic, planning and compliance activities within the organisation.  
The team is relatively high-profile and deals with government agencies and corporate bodies.  It is diverse, each member brings different strengths, skills and experiences to our tight-knit unit.  The forming of the team entailed the need to form good working relationships, articulate a clear direction of travel, and raise aspirations and skills; this enables us to behave as a team that works, cares and applies itself as one. This is ongoing activity, to which I apply my values, beliefs and energy to ensure continuing performance effectiveness and accountability. During the Pandemic 2020/21 this has meant adapting my approach to maintain workflows and to check regularly on welfare and wellbeing. 

The team is part of the Corporate Governance department, where I deputise for my head of department, which provides me with other leadership opportunities from time to time.  

Additionally, I lead projects and work streams with collaborative input to develop systems, solve problems and respond to external requirements.
2. [bookmark: _Toc72951813]What is Leadership?

Section one of this assignments seeks to critically evaluate leadership theories or models, and their relevance to the workplace.

Firstly then, what is Leadership? Les McKeown defines Leadership as ‘helping any group of two or more people achieve their common goals…’, (McKeown, 2014), and states that ‘there are two main skills categories involved in being an effective leader: managing yourself, and working well with others...’.  Lussier and Achua, however, describe Leadership as ‘the influencing process between leaders and followers to achieve organisational objectives through change’. (Lussier & Achua, 2016)  Pertinent to this work, what is an authentic leader? Is it meaning what you say and believing in it?  being truthful with yourself? (Wilkinson, 2017), or both - looking inwards, seeing yourself and understanding what you see and what the impact of that might be.   

Definitions and application of leadership theories have evolved necessarily to meet the needs of global workplaces, regimes and institutions. Changes in technology, demand, global supply, workplace practices and employment law have necessitated and given rise to alternative approaches; for example the Great Man Theory, Trait and Behavioural theories, and Situational and Contingency theories.  More recent models pivot original ideas by putting workers, or followers in positions of power or partnership, examples include Servant, Social and Intent-based leadership, working in partnership with others, and serving community needs.  

David Marquet (Marquet, 2017) has noted how the act of work has evolved from physical manufacturing workplaces of old - ‘going to’ and ‘doing’ work below the shoulders; to modern workplaces involving what we do above our shoulders – using minds and voicing opinions.  Theories initially responded to the transaction of workers during working hours, but an evolution in the way that we work and live, in our social and political beliefs and in wider expectations has necessitated a re-think.  In the modern workplace there energy to bring about social, technological, responsible and economic improvement both locally and globally. The ability to work, learn and interact online provides the flexibility and opportunity to change direction at very short notice. There is greater consumer and workplace power and generally agreed principles about what is morally and ethically acceptable.  A job is no longer for life, with greater expectations about work-life balance, lifelong learning and the potential for changing direction at several points during a lifetime.

Whilst we can identify key competencies, or traits, that leaders can usefully possess and exercise, the prevalence of training and education focused upon development of leadership skills suggests that they can be taught and applied by individuals across a wide spectrum of daily work and life activities.  John Adair’s Action-Centred Leadership model - the Task, Team, Individual approach, underpinned by eight functions, is an enduring  example of how individuals can be taught to systematically apply leadership skills to given situations.  We are increasingly in positions to test and build upon skills of charisma and emotional intelligence to model our behaviour and get the best from ourselves and others, as well as recognising communication errors and opportunities.

Is there a hard and fast set of rules that apply to leadership and can be employed to deliver organisational objectives? Through the examination of five theories and models I will assess the implications and relevance to my workplace, a dynamic and multi-sited organisation.
3. [bookmark: _Toc72951814]Critical Evaluation of theories

What we experience and observe through the application of leadership approaches, and their outcomes, is that that different situations appear require different approaches; some may be relevant for short-term delivery, change and challenge; others can be applied more successfully to deliver longer-term aims and objectives.  Trait theory tries to identify the best leader for all situations; Behavioural theory, e.g. Mintzberg’s managerial roles offers approaches used by successful leaders so that we can emulate them; Contingency theory is situation-based and adapted to meet the needs of leaders and their followers as well as the situation.  In addition, we have a plethora of tools and models to use in a range of scenarios, such as the Kubler-Ross change curve and Transactional Analysis for effective communication.

For each theory or model I will consider:
1. the extent to which each theory, model or approach meets the requirements of effective leadership in my organisation;
2. how well the model would fit into my organisation’s work and practices;
3. how could colleagues respond to the model;
4. what issues might arise from the approach.
3.1. [bookmark: _Toc72951815]What does leadership look like in my workplace?

To assess the potential impact of the theories on my organisation, it is important to set the scene and understand the prevailing leadership model and example set by the executive.

At the beginning of our programme of study, our Chief Executive described his views on authentic leadership (Fig.1).  Many of his statements resonate with theories and models, and set the scene for the way in which he approaches leadership of the organisation – through value and trust-based relationships.  The Chief Executive is known as a visionary, charismatic and influential orator.  He is a very well-informed and shrewd individual who plans carefully, making informed decisions and taking risks that are sometimes unpopular.  He ‘takes his team with him’ and leads through consistent themes and examples, with the expectation that his approach is replicated throughout the organisation.  Above all, in a highly competitive and challenging environment, the organisation has thrived, his leadership has delivered success.
Leadership is about now, not about future
Leadership - small coalitions who trust each other and come together
[there are] values that you articulate, who you are and what you stand for 
Build and create trust

Others will follow you on the journey because they believe in you
Reflect on what when wrong and admit it to your troops, be honest
Deconstruct a problem or issue, build a collective approach, build on ideas 
Support people when they are down
[a leader needs to] guide and direct people – they come on the same journey that you are on
[You need] people who will die for you and you will die for them

[Be a ] good storyteller - create a set where people can act and feel comfortable, articulate and create a narrative people are happy with - offer security and hope, and opportunity for people to buy into
Listening, observing, taking stock, direction, cause and effect, articulating a story - being true to yourself, enjoy it, keep learning

[leadership is] about getting us in the right lane
Showing yourself and giving yourself - and not always getting back
Purpose of direction

[the] need to get people onto the battlefield as one
[leaders have] a role to play towards the common good and common purpose

[the need to] give them the capacity and the room to lead and space to let their masks down at certain times
Define the question - others will answer, and you take a view/validate and if not the right
[you need] conviction and confidence

[bookmark: _Toc72951816]Fig 1: Authenticity (Professor M Hughes)



3.2. [bookmark: _Toc323668354][bookmark: _Toc72951817]Examination of Theories: Behavioural

Overview
Behavioural theories relate to the behaviour exhibited by leaders to achieve their goals and lead their followers.  Kurt Lewin proposed three types of leadership styles - Autocratic, Democratic and Laissez Faire, finding democratic-style leadership to be the most effective and beneficial to all parties. However, there are situations in which each style could be most appropriate, for example in emergency situations where autocratic expert knowledge and direction is critical; and laissez faire where self-directed followers may use initiative to seek out new products, services or ways of doing things. 
Douglas McGregor developed Theory X and Theory Y, two styles of management based on ideas and beliefs about human nature.  In Theory X workers are essentially lazy and need coercing, and managers tend to exercise a more autocratic style; In Theory Y workers will willingly work and manage their time and effort to complete tasks –exercising a more participative style.  Not surprisingly, it is Theory Y that is most effective of the two in a given situation as it is more aligned with democratic and inclusive approaches.
Meeting the requirements of effective leadership in my organisation and fitting into the organisation’s practices
Using these examples, I can identify ways the use of behavioural theory techniques within my organisation.  The overall approach encouraged across the organisation is participative and democratic, providing space for employees to grow, learn and contribute creatively. However, when there have been significant restructuring exercises, or the need for strong leadership in times of crisis, such as the pandemic, I would suggest that autocratic leadership has been employed to meet the need for clear direction to help to understand decision-making; it has also provided a strong message to key stakeholders and communities about rationale and action.  Democratic leadership is demonstrably prevalent in non-crisis situations, providing the opportunity to plan and contribute to ideas and new opportunities such as programme design and strategic initiatives.  There may be Theory X-style managers and workers within the organisation, but it is Theory Y that would be most closely aligned to workplace behaviours.
Potential response of colleagues
The Chief Executive follows a consistent leadership approach.  Each year there are ‘state of the nations’ events where key messages and an agenda for the year ahead are provided, building on the current strategic plan, and articulating target areas for focus; this seeks to embed a collaborative and motivated approach. The use of autocratic and democratic approaches as required is something that people recognise, respond to and accept – they trust that they will result in the continued viability and growth of the institution.
Potential issues arising from the approach 
The benefit of behavioural theories is that they suggest different approaches and ideas which may be considered useful and appropriate by managers and leaders in various situations, and are more applicable to different structures, for example where work is repetitive. In some areas of the organisation work is repetitive, but we should consider the workplace psychology and motivation of the individuals in such roles for whom it may be their chosen way of working, with a preference for a directive approach.
3.3. [bookmark: _Toc323668356][bookmark: _Toc72951818]Examination of Theories: Contingency/Situational 

Overview
Contingency theories relate to how a leader identifies and responds to a situation in which they find themselves, changing their styles and approaches as seems appropriate.  This requires individuals to be equipped with a broad range of skills and a good knowledge base to enable them to respond and act appropriately in different ways as scenarios demand.  In  Hersey and Blanchard’s Situational Leadership Theory’s four-part leadership strategy: Directing or ‘telling’; Coaching or ‘selling’; Supporting or ‘participating’; Delegating, the approach of the leader is implemented according to the ‘maturity’ of followers,; with the leader adapting their approach as followers become more competent or ‘mature’ and less reliant upon leader-direction and support.
Fiedler’s Contingency Theory proposes that the effectiveness of particular leaders or managers is dependent upon the situations in which they find themselves, but at the same time the leadership style of each individual is fixed.  Managers are either ‘task-orientated’ or ‘relationship-orientated’, each style more effective in particular workplace situations. Fiedler considered that there was no best way to lead – and that given situations influence the success of the leader.
Robert House’s Path-Goal theory describes how leaders support followers to make decisions and work towards goals which are compatible with the organisation’s strategy.  It suggests that leaders are able to employ methods of leadership or guidance appropriate to the particular situation, dependent upon the environment and the nature of the followers.
Meeting the requirements of effective leadership in my organisation and fitting into the organisation’s practices
The three examples provided describe how leadership style is primarily determined by factors such as the dependency of followers, organisational objectives and the operating environment.  This is instantly recognisable in my workplace – there are certainly members who require more direction and reassurance than others against the background of an organisation in a constant state of change due to financial, political and competitive drivers.  
Potential response of colleagues
I suggest that there are elements of this type of leadership prevalent throughout my organisation for the very reasons articulated above – the higher education sector is in a constant state of adaptation and response to external forces as well as the internal strategy to compete, excel and deliver excellence.  To remain competitive and viable, agility is critical to enable adaptation in a variety of different situations and tasks.  My experience is that the wider the breadth of agile skill in both leadership and task-delivery, the more valuable the individual. 

Potential issues arising from the approach
Potential issues lie in the inability of individuals in leadership positions to adapt to different and changing scenarios.  Some employees may be at their level or in their post because of longevity, experience or rising to the surface due to a lucky break - but not be au fait with contemporary and emerging ways of working and leading.

Mintzberg’s categorisation of the ten roles that managers play illustrates the challenge of being many things at once and the breadth of skills required.  On the overarching theme of authenticity, individuals may naturally lead more towards one role than another, which requires recognition and then focused development in weaker areas.

3.4. [bookmark: _Toc323668357][bookmark: _Toc72951819]Examination of Theories: Power Leadership

Overview
For power leadership to be effective, the power imposed must be recognised by those upon whom it is exercised – and they need to respond appropriately to achieve the desired outcome.  The exercise of power ideally requires appropriate use and restraint to avoid causing damage and endangering the desired result.  This depends upon the leader, the operating situation and the required outcome.   Types of power include legitimate, formal reward, personal (expert), personal (referent), personal (prestige), coercive, information, dependence (DuBrin, 2010).
Meeting the requirements of effective leadership in my organisation and fitting into the organisation’s practices
I recognise the use of power leadership within my organisation, and the delegation of power to others, which elevates them to positions of leadership, in turn raising their aspirations and those of the teams that they lead.  As an employee I inherently recognise the ability of the Chief Executive to exercise the power types described, which I perceive as reserved for a small number of individuals within the organisation, and it is possible that those distanced structurally from senior leaders will not identify with them.
Potential response of colleagues
Clearly the Chief Executive is the holder of ‘legitimate’ power within the organisation, and is charged with institutional leadership, decision-making and accountability. This individual is highly effective and very aware of his methods and impact.  He is careful in his use of power and its visibility.  He is clear about the values of the organisation and offers a strong narrative which the workforce can identify with and own.  In addition to holding significant power, he also ensures that he engages on an informal and one to one level with individuals, which engenders loyalty and support, both for him and for the followers.
Potential issues arising from the approach
Legitimate power-holders are not necessarily effective leaders.  Impact depends upon example, values, aims and a host of other traits that others recognise and legitimise. Power-wielding leaders can be damaging to followers who can become submissive, resentful and undermine the work of the leader and the organisation, they need to be careful to understand the impact of their actions to ensure that they do not do irreparable damage.
3.5. [bookmark: _Toc72951820]Examination of Theories: Intent-based Leadership

Overview
Intent-based leadership is a model developed by David Marquet – a former Captain in the US Navy – and was an approach that he developed and used in his posting on the USS Santa Fe, at the time the worst performing submarine in the fleet, but subsequently the best.  Marquet asserts that, through creating an environment and conditions where people can both offer and do their best, they thrive – and individual best leads to collective best.  His method involves followers thinking for themselves and offering decisions, engendering ownership, rather than depending on expert direction from the leader.  In Marquet’s example he was not an expert in the workings of this particular vessel, which could have made him extremely vulnerable to his followers, and endangered performance and safety.  However, by being authentic, i.e. recognising his leadership abilities and knowledge gaps, he turned the situation to his advantage, describing the result as moving from ‘..1 leader and 134 followers or doers, to 135 active thinkers - thinking, active, passionate, creative, proactive taking initiative..’ (Marquet, 2017). He describes intent-based leadership through seven myths contrasted with seven truths:Myth
Truth
Good leaders know all the answers
Good leaders say I don’t know
Good leaders give good orders
Good leaders give no orders
Leaders empower teams
Good Leaders tune empowerment for their teams (and invite the members to higher and higher levels) to the levels of competence and control
Leaders motivate their teams
Leaders make it safe
Teams think their way to new action
Teams act their way to new thinking
Leaders know all, tell all
Leaders know all, tell not
Leaders trust their instincts
Leaders act in ways that counter their instincts
[bookmark: _Toc72951821]Fig 2 David Marquet – Myths and Truths



Meeting the requirements of effective leadership in my organisation and fitting into the organisation’s practices
Marquet’s approach is aligned in part to Servant Leadership driven by emotional intelligence.  Whilst there was no doubt that he was responsible for the oversight of a nuclear submarine and its working components, he crafted an environment to enable change to take place, and to be owned and driven from within through ownership and pride. He risked vulnerability, particularly within a military-type setting highly dependent upon tiered power-chains of command and authority. The ethos was the creation of a workplace that was both welcoming, appreciative and dynamic, resulting in improvements in wellbeing, creativity and performance.  He promoted collective confidence and responsibility through the use of ‘We’ instead of ‘They’, with the key to success being how the team interacts so that everyone can participate.
Potential response of colleagues
The outcome of this approach is testimony to its effectiveness.   Marquet demonstrates his confidence in the judgement and experience of those who operate the machinery, validating their roles as the most experienced in those areas and most able to anticipate impact.  Empowerment of followers and the provision of space to experiment without retribution may be both attractive and liberating for people who perform well under those conditions.

Potential issues arising from the approach
Intent-based leadership is an attractive proposition and allows space for individuals to experiment, create and try new things.  However, there is a reason why someone is placed in a central position of authority and leadership, even if they are not effective they are the accountable person in terms of decision-making, risk and consequence. Those who are specialists in particular parts of the organisation are unlikely to have the experience to enable them to achieve the same outcome.

3.6. [bookmark: _Toc72951822]Examination of Theories: Social Leadership

Overview
Julian Stodd’s NET Model of Social Leadership offers ‘a style fit for the Social Age: it’s about building social authority, reputation based leadership that is consensual by the community’ (Stodd 2015).  This might be the organisation as the community, and/or the community at large around it and how these two impact upon each other.  The increasing focus given to universities in terms of formal civic engagement is testament to its importance in our operating environment.  Social leadership requires adaptability and a permeable wall around organisations through which collaboration, exchange of ideas, building of trust and new initiatives can flow; social and formal systems need to come together - rather than a more solid and isolating structure that prevents positive and easy engagement. Social leadership is about collective action and working, and Stodd describes this as an organisational ecosystem, reputation-based, community-orientated, with elements of reflection about how we do things, why we do them, and the shadows that leaders cast (Stodd, 2020). 

He identifies six central traits for social leaders (Stodd, 2015): 
· Be curious
· Try – Learn Try
· Share
· Be Humble
· Tell Stories
· Be Fair and Protect
Social leaders seek the best for the whole community though a social contract that binds it; they reward informally and formally, recognising that the learning journey is continuous, and reflect on progress to ensure that progress is actually being made.

Meeting the requirements of effective leadership in my organisation and fitting into the organisation’s practices
David Marquet, comparing the needs of the current and previous generation, said that they (GenZ) have the same hopes, wishes and aspirations as their grandparents, but they will want job mobility, choice, flexibility, better working conditions and a better work-life balance (Marquet, 2017).  This represents a shift in the needs, values and priorities of our communities and an impact on the workplace, which is the backdrop to the social age – Social Leadership presents a model that seeks to lead and progress that shift.

David Wilkinson, on authentic leadership writes:
‘…maybe what we actually mean by authentic and genuine is someone who is conscious, understands their own values and biases, is striving to be a better person, is humble…is thoughtful, honest…is pro societal in that they are there for the good of humanity and wider considerations like the planet, is coherent, is changing but not too fast and that the change is ‘good’ change, and that they are open about this, and that they understand the effect and impact they are having, and have empathy…’ (Wilkinson, 2017)

To me, this describes the characteristics and values at the heart of the social leader.  It is highly desirable and relevant to the operating environment and to enable us to plan for the future, based on ‘village-elder’ values of wisdom and compassionate beyond the self.

Potential response of colleagues
Social Leadership is described as central to the authority we need to wield in the Social Age to truly lead (Stodd, 2016).  Organisational followers are more flexible and adaptable now than ever before, given the impact of the pandemic on working practices and the need to re-think their values and the shape of their communities.  Our organisation articulates its mission and values around community, proactively removing barriers to participation, ‘transforming education, transforming lives’ and aiming to support the economy through employment and innovation.  This can be argued is the role of education providers, through upskilling, raising aspirations and transcending inequality.

Potential issues arising from the approach
A real barrier to social leadership is doing what has always been done.  Organisations establish and cling to rules, procedures and habits over time, whereas social leadership seeks to respond to the current, social age.  Given that the time and resource invested in building these banks of knowledge organisations may resist letting go and considering different approaches. Stodd advocates that ‘The winning position is to find the creative tension between this world, and the social organisation – the part of your organisation which is really good at questioning, curiosity and ambiguity. This is where you find the most innovative problem solving…’. (Clifton, n.d.).  This takes a particular type of leader, with both visionary and risk-taking bravery to lead by example.  There are parts of my organisation where innovative problem-solving and creative are evident and indicative of a social-age approach which could in time be an example to other areas of the workplace.
4. [bookmark: _Toc72951823]Conclusion

In this section I have examined six leadership theories and models.  Each provides desirable and recognisable approaches to various scenarios and needs of organisational leadership.  It appears that no one offers the single best approach, given the variable and unpredictable daily operating environment, and emerging challenges.  Effective leaders adapt and apply a range of approaches in scenarios, with overarching individual approaches which are understood and validated by the members of the organisation.  My examination demonstrates that an integrated and complimentary range of tools and models can be used to provide effective leadership to unite individuals and achieve aims. I agree with McKeown that leadership emerges from multiple sources, through action and intention, at all levels of an organisation.  The appropriate approach depends on the type of organisation, its aims, operating environment and workforce. 

The global pandemic has provided us with a situational challenge to all leaders as they sought to remain financially solvent as well as operationally viable.  It has meant considering consumers and workforces in the face of physical and emotional responses that could impact negatively on all aspects of organisations. It has provided everyone with the opportunity to observe the responses and tactics of global leaders and presented a significant challenge to educational organisations, in their competitive worlds.

Recognising that good leadership is a combination of many approaches, models and facets, my recommended model for my workplace is Social Leadership. I feel that this best fits with our current operating age, but also the direction in which we are travelling. I refer back to the values that our Chief Executive articulated in his approach: trust, values, collective approach, support, storytelling, being true, keeping learning, the common good and the common purpose.  This suggests that not only could this be a good recommended model to consider – but is one that is already prevalent and advocated. 
[bookmark: _Toc67661794]


[bookmark: _Toc72951824]SECTION 2
1. [bookmark: _Toc72951825]Introduction

In the previous section I have compared and discussed theories and models of leadership, concluding that the ability to choose from a range of developed leadership skills from a range of theories and practices, is desirable to enable effective and adaptable leadership in differing scenarios and challenges.  

This section seeks to provide a reflective view exploring and critically evaluating my own leadership experiences, qualities and skills against the skills and behaviours of effective leadership.  I will evaluate my behavioural impact upon others, and the resulting performance, and provide a personal development plan which seeks to address identified areas for improvement.

1.1. [bookmark: _Toc72951826]Critical Reflection

To enable me to consider my impact upon others and the resulting effect upon performance outcomes, I am employing the ERA model (below) due to its practical and simple approach.  From the following research I have concluded, as with leadership, that there are aspects of each reflective model that are highly applicable and useful:

Kolbs Learning Cycle with its focus on informed development and experiential learning through active experimentation and reflection, essentially ‘trial and error’ transforming experience into knowledge and practice, thus contributing to the informed planning of the next task. In terms of relating to my workplace practice, Kolb’s learning cycle can be linked the Plan, Do and Review cycle that I use for process management in my role, with the four stages overlapping: 
[image: ]Concrete Experience (CE)
Reflective Observation (RO)
Forming abstract concepts by thinking about the experience (AC
Active Experimentation (AE)
Reflective observation (RO)
Forming abstract concepts by thinking about the experience (AC)

Using the experience to plan future tasks 
[bookmark: _Toc72667596][bookmark: _Toc72951827]Fig 3 Author’s Interpretation of Kolb’s Learning Cycle compared with Plan, Do and Review

The cycle connects all four of these aspects, involving the integrated functioning of the total person – thinking, feeling, perceiving and behaving (Kolb, 2005).

Schon’s Reflective Model is based on the conscious active reflecting of an individual during event (Reflection-in-action), which results in them taking note of key parts of the experience and proactively considering key aspects and understanding at the time; followed by post-experiential reflection (Reflection-on-action). This conscious focus enables the individual to become aware of strengths and abilities that were previously hidden to them as they were routinely, or unconsciously taking place.

Gibb's Model of Reflection is another example of Plan, Do and Review.  It has six chronological stages which involve describing and thinking about an experience, evaluating and analysing it, drawing conclusions about what went well and what could be done in a different way, and planning for future experiences.   I feel that this model offers a real potential benefit for me in terms of evaluating the actions and goals that I have included in my personal development plan (Appendix 6) as it is closely aligned to the way in which I approach outcome-based projects, and would be easy for me to apply.

The ERA model consists of three simple steps - Experience, Reflection, and Action.  Reflection is triggered by the experience having occurred, followed by reflection which informs future experiences. Formulated by Melanie Jasper in 2013, it is a common-sense approach and easy to remember and apply.

Finally, Driscoll’s Reflective Cycle, like the ERA model, contains three elements - What? So what? Now what? Which invite us to think about what has happened, why it/what matters, and the impact upon what happens next.

1.2. [bookmark: _Toc72951828]Delivery

A primary task in my reflection is to consider my delivery of communication, behaviour, including body language to my team, groups and individuals with whom I am interacting with in my leadership of projects, discussions and other work.  This needs to cover both conscious and unconscious behaviour and the impact that I intend it to have – and the impact that it actually has.  Understanding impact and consequence better will be a key behavioural influence to ensure better engagement, collaboration and achievement of outcomes.

Examples of models that I have learned more about during the programme, and that I am seeking to employ as they resound with my values are:

Transactional Analysis: where I have identified communicators (including myself) taking on the roles of Parent, Adult and Child.  I have also found that in workplace situations I can more easily switch easily to a different role to progress a situation with another person and open the lines of communication – but that in my home life this is far trickier as the stakes are higher if I change tack.  In wider communication considerations, there is also a need for awareness of how words contribute to connection or distance.

Emotional Intelligence (EI): Understanding and applying principles of emotional intelligence, for example Goleman’s four domains, is something that I feel able to do to a certain level quite holistically, although in situations of confrontation or perceived critique, I have to be aware of my immediate response, which is likely to be defensive.  This is a trait identified in my Insights profile (Appendix 2).

Non-Violent Communication (NVC): Aligned with principles of EI, Rosenberg describes NVC as ‘…expressing ourselves with clarity, compassion, self-responsibility, empathy, and the common good in mind…’ (PuddleDancer Press, 2021).  His four-part process looks at
at the expression of how a person is without blame or criticism, and receipt of how a person is, without hearing blame of criticism in Observations, Feelings, Needs and Requests. I feel this approach could help me, given my tendency to defend positions, but also my strong preference toward reaching good outcomes for all involved.  It is knowing how to ask for what you want, how to hear others, even in disagreement, and how to move forward towards solutions that work for all; as well as sharing ‘power with others’ rather than using ‘power over others’.  I feel that an unstructured approach to achieving NVC-led outcomes could result in unintentionally adverse impacts on those involved and needs to be practiced to ensure that the principles of NVC and EI are not compromised.

2. [bookmark: _Toc67661797][bookmark: _Toc72951829]My Leadership Styles

Understanding my impact, the leadership shadow that I cast, is not straightforward.  It is easier to consider tangible or obvious outcomes – the team was engaged/disengaged, worked/did not work well together, was clear/unclear, had/did not have ownership, achieved/did not achieve the targeted outcome.  I might find that, on analysis, I took much of the work myself because I did not trust others to do it – or, because I doubted that my communication of the vision would not be sufficiently articulate.  I consider, below, two types of behaviour – unconscious and conscious – what I am aware of and what I am not – to help me to understand my impact on others, blind spots, and where there are potential areas for growth and development.  The Johari Window model provides a helpful template to map out strengths and weakness, the known and unknown.  It identifies blind areas with the aim of reducing these through honest and open feedback from others.  In addition, the Betari Box provides a simple framework to identify the impact of behaviours upon others – and avoiding the reflection of any negative behaviour by the leaders, back by team members, and subsequent escalation.

2.1. [bookmark: _Toc67661799][bookmark: _Toc72951830]Unconscious behaviour – blindly unaware

To understand my unconscious motivation and behaviours, i.e. what I do not intentionally do, I have undertaken several psychometric tests.  The first, Insights (Appendix 2), was undertaken as part of my programme and revealed some behaviours about which I was aware and could identify, but might not want to admit to; and things about which I wasn’t aware, and felt the need to defend myself against.  It made for some uncomfortable reading, and, given the way in which the testing works, I was amazed at the accuracy of the results.

The second test was the Do Leadership Quiz (Appendix 3), advocated by Les McKeown and providing an assessment of the type of workplace leader I might be.

As part of a teambuilding exercise with the wider department, I have previously undertaken the Belbin assessment (Appendix 4) to determine the type of team-player that I am – which was a tendency towards Resource Instigator and Implementer roles – this ties in with the outcomes of the Insights and Do Leadership assessments.

By comparing the results of the three, I have identified three common characteristics:
1. Seeing the bigger picture, creativity, innovation, creative innovation solutions to problems, ability to see options and alternatives;
2. Enthusiasm, opportunities energy, pace, support, participation;
3. Low boredom threshold, unpredictability, low tolerance for routine and detail.
Whilst I recognise myself in these three areas, I had not been consciously aware of the negative impact that these behaviours can have on others.  For example, the energy that I employ and the amount of tasks that I take on and manage at the same time could look to others as if I move randomly from task to task paying little attention.  The fast pace that I move at can mean that people might find it hard to keep up with me, or feel overwhelmed by the onslaught of my enthusiasm or speed.  This has been difficult for me to recognise previously, as it has also been praised as a positive trait.  It has frequently commented that I do many things at once.  I have come to understand the impact of speed better since managing a team member who has also had a tendency to react at speed – and whereas I could fully understand why I wanted her to slow down, I had not applied the same learning to myself.  In my 2019 appraisal, my Head of Department notes: ‘…[Rebecca] knows how to prioritise and recognises the need to temper her own high-speed working as appropriate to ensure that all team members remain on board…’  This awareness is a now included in my personal development plan.

Another source of information for me is the ad hoc informal verbal feedback around ‘positive’ blind spots.  I have heard from colleagues that they think that I am calm and unflappable (this is not always the case). A colleague with whom I work closely recently expressed admiration for my focus and ability to work systematically through fine detail and data – they were surprised to hear that that is not how I work or am motivated, as can be seen in test results and through reflection. I have included an actin relating to the finer detail of data analysis in my personal development plan as I judge it to be important moving forward.  These comments suggest that I have cast an unexpected shadow, albeit one that inspires confidence in others and may have facilitated the achievement of aims.  

2.2. [bookmark: _Toc72951831]Conscious Behaviour – intentional impact

Understanding the leadership and emotional shadow that I cast on colleagues is critically important in terms of team welfare and performance as well as impacting on wider colleague networks.  Is seeing believing? I have mentioned in 2.1 that I have been perceived as a detail person – which I am not; and in a later section I provide some insight into my preferred introverted personality, which those working around me might find hard to reconcile to what they see.  

In terms of my approach to team leadership, the pandemic has meant that I need to really focus on the welfare of my direct reports, as well as others who work with me on projects.  I have taken time to remember their circumstances and key occasions, and to provide support when needed. I have demonstrate my values through action, and these include: equality of opportunity, fair treatment, honesty, taking ownership, high standards of engagement and output including timely delivery, following established line-management and consultation practice, supporting progression of the individual, and perhaps most importantly over the last year, ‘family first’, which is aligned with the articulated family values of the organisation. 

I have a small unit team that I meet with on a one to one basis for three weeks of the month, and as a group once a month.  This is their expressed preference, which I check from time to time.  I recognise my preference to keep people as happy as possible and ensure that they are given space to learn within their roles, achieve outcomes and address home matters as they arise.    I recognise that just ‘keeping people happy’ does not achieve outcomes however, and needs to be managed within a framework – this is where NVC can have a real benefit.  

I recognise that I am drawn towards people who I feel are like me - cheerful, friendly, supportive, capable and rapidly productive, and that it is with these people that I work best (and prefer to work) in partnership.  I also realise that this is a potential issue for bias, and can be seen through my test results regarding avoiding confrontation and strong characters.  I have drawn this out in my Personal SWOT analysis (Appendix 5) and included this in my development plan.

In terms of impact, the unit team is drawn from different geographical locations and pre-team origins within the University. They are of different character and have strengths and roles in different areas.  My observations are that they value my approach, regularly transcending their abilities and working well together.  They have the space to test new experiences and feel valued as members.  I know this because they feed comments back to me as part of the appraisal process but also during the year either when asked or in general conversation. They also delivery outcomes within timescales, contribute actively to discussions and ideas, and will contact me for help and support with queries as they need to, having first tried to help themselves.

I have not employed a model to inform these actions, but my research shows that I have inadvertently used actions which resonate with various models such as Intent-based and Situational leadership. With a view to empowerment and ownership I have often asked colleagues what they recommend we do next – and then to try it – this builds their confidence to express views and test their knowledge and ability within a fairly safe situation.

In taking forward my leadership practice I want my team to feel valued and listened to, and I consciously exhibit the following positive behaviours, which fit well with the Betari concept of awareness of impact and negativity, and reflect how I prefer to be treated myself, and what I have learned from my Head of Department’s example:
· Avoiding attending scheduled appointments late or changing arrangements without explanation at the last moment
· Attending appointments calmly and having prepared sufficiently beforehand
· Avoiding leaving meetings midway through (and thereby suggesting that they are not important)
· Ensuring that, within the allocated space and time attendees have the opportunity to articulate their thoughts, views, concerns and questions
· Coaching and signposting to assist the resolution of problems or decision-making
· Maintaining a cheerful and positive demeanour 
· Avoiding bleeding my own problems or emotions onto others
The Betari Box not only seeks to address how you manage yourself, but also how you manage others – not pushing them to simply ‘cheer up’, but to understand and work through what their issues may be and to support a resolution.  

Case Study
In a previous team there was a member who was brought into the team, established through a restructuring exercise.  She appeared resentful, defensive and adopted an air of discontent.  It became clear that she did not trust me as her leader and she often went to officers above me in the structure, in preference to me.  I perceived this to be because I was younger than her and did not have the ability or experience to handle things about which she considered herself to have expert knowledge. I did not have her respect.  At our first annual wider department meeting she sat at the opposite end of a long table with those colleagues who worked closely with her on the same campus (different to mine).  Fast forward one year to the second annual meeting, and she was seated next to me.  What had changed? Firstly, existing members of the team had played a role – they had applied the values of our team, they had not entered into negative chat about the work that we did, and they had bonded with her.  During that year she had also got to know me, and her negativity had been consistently greeted with smiles, thoughtfulness and kindness.  We had completed several large and awkward projects and she had been given practical roles to play, and credit and praise where it was due. Where she had knowledge gaps we had filled them; where she needed training, we had sought to deliver it.  Her physical move, one year later, down the table was a measure of success for me. 

In the following year a second member of staff came from the same location – although a different character, she was armed with preconceptions and I suspected that she was not entirely convinced about what I could do for and with her.  She was wary of what the change meant.  She too started at the end of the table.  The pandemic has meant that I could not measure success after one year, but I look forward to doing so when we are able to meet together again.

In a recent session for our cohort, the presenter provided a picture of a smiling baby – a number of the group smiled back at the picture (presumably the others were distracted, who wouldn’t smile back at the baby?) – her point was that if you are greeted with a smile, or positivity, you mirror it unconsciously – albeit eventually.  My approach is always to greet with a smile and cheer, it usually results in a positive air.

2.3. [bookmark: _Toc72951832]Gaining and responding to feedback

Head of Department/Line Manager: I receive informal feedback regularly from my Head of Department, along with members of the Senior Directorate and other senior managers who I work with regularly and closely. This may be in commentary, or via email on an ad hoc basis. I rarely get to hear comments made in my absence, but they are also sometimes conveyed.  My Head of Department is often best-placed to comment on leadership of my team and within the department; whilst other colleagues are able to comment on the leadership of projects, ‘getting things over the line’ and achieving aims and outcomes.  I have not received bad or critical feedback, although this may be because people withhold it to maintain a positive workplace relationship, however one of the appraisal comments has already been highlighted as informing an action in my Personal Development Plan.

In formal appraisal (or personal development review) my Head of Department has the opportunity to discuss personal and team strategy and plans, and ensures that she makes written comments on my final report.  Below are a selection of those received to date which I have chosen as they link to my leadership and leadership-example activity.  Note that the format of the review document was changed for 2020, and the section for her to complete with her comments was removed.



2019: 
· outstanding work in her first full year as Head of Policy and Planning and in establishing the new Policy and Planning team, in particular the systematic way in which she established clear priorities for her staff, and her reflective approach to line management. 
· the many ways in which she supported the University more generally to achieve its strategic priorities.
· wide range of activities in which she continues to be involved.
· in terms of the tasks for which she is directly responsible, she has ensured that work has been completed efficiently, to deadline and to a very high standard. 
· through her determination and persistence she has managed to ‘unlock’ several areas that have proved intractable previously, in particular business continuity planning and the establishment of emergency rotas. 
· in addition to her naturally sunny and positive outlook, one of her key strengths is her ownership of responsibility - her inclination to propose solutions rather than to bring problems makes her a joy to line manage and a major asset to the University. 
· the departure of one member of staff and the arrival of another have enabled her to consolidate the working practices that she has established.
· knows how to prioritise and recognises the need to temper her own high-speed working as appropriate to ensure that all team members remain on board.
· takes care to provide development opportunities for the team and continues to make the most of both internal and external opportunities for her own development
2020
· has achieved a huge amount this year, in spite of very difficult external and personal circumstances. 
· her sunny personality and her self-awareness has helped her to cope and adapt, and has in turn helped members of the wider team to keep their spirits up.

Shadow Board: The Shadow Board has met with the Chief Executive on a number of occasions as we have worked through practical strategising and impact of planning around future academic programme delivery in the post-pandemic world.  We have produced ideas, plans and reports as a team, presenting them for scrutiny and discussion.  I have received feedback following the most recent discussion which praised my strategic approach (which is in line with my role and organisational strengths) and also in relation to standing fast in the face of continued questioning.  As we have read, facing confrontation proactively is not something I relish, but on the day I was representing my team’s work and position at a high level, and defensiveness and faltering did not seem an option in the moment.  I recognise the need to manage this type of situation tactically without shrinking away.

Senior Officers: One of my indicators of the indirect acknowledgement of good performance  is whether I get asked to take on new things, am presented with problems to solve or initiatives to lead forward.  This might me working through problems presented directly by member of the Senior Directorate, or by the Chief Executive, to deliver analyses, proposals, or outcomes at short notice.  Receiving requests of this nature can depend very much on workplace visibility, workplace networking and proven usefulness.  We are a large and diverse organisation, with a high rate of expansion and geographical coverage which leads to high levels of staff recruitment and turnover; a further challenge is where significant allies or influencers leave the organisation, as there are no ‘feeders’ of opportunity to rely on and individuals can fall under the radar for inclusion.

Mentor: As part of the programme I have a workplace mentor who I meet with every six weeks.  We have established an open and honest working relationship and have looked at various aspects of my work and my role within the organisation.  Following completion of a Wheel of Work, where I rated ten aspects of my role by how much time I spend doing it, and the amount of satisfaction it gives me, I was able to have some feedback on a personal level.  It was clear that I spent a lot of time doing things that did not interest or satisfy me, and that I needed to try to either spend time differently or to innovate those areas to make them more attractive.  I realised that to do this I would need to engage with my team, and that they too would need to metaphorically ‘up sticks’ with me and travel to something new.

Case Study: 
Experience
Drawing on the points in the two previous paragraphs, I have had to consider ways, over the past year, to ensure that my team remain visible, ‘on the radar’ and in people’s minds, as well as to inject some energy into my role. Comments made in meetings by colleagues, and emails that we receive during the year when we request information for governors reports (which others never see), seek compliance reports etc suggest that it is not clear to others what we do, and how we are useful – we seem to just ask for things all the time.  I wanted to steer us away from this perception, where our engagement with colleagues is primarily around compliance with rules and regulations.  

Reflect
Talking about these challenges and how I feel about them with my mentor has really helped me to think about how I might do this, by constructing the Wheel of Work and seeing the landscape it illustrated, I formulated a plan to turn a seemingly grey and negative situation into a brighter more positive one.  The advent of the pandemic – working at home and meeting through Teams - has meant that location is no longer a barrier.  It has been possible for team members to easily meet with their colleagues across the institution without the need to travel to different campuses.  It has meant that meeting with and updating a senior member of staff usually based in Cardiff can take easily take place at short notice, leading to greater contact opportunities.

Action
I explained my concerns and proposals to my team.  We are a Planning team – but did we plan as they might expect? Would another organisation’s team look like this? I articulated what I felt we should strive to achieve, and the potential benefits of the breadth of experience, visibility and variety, which in turn could lead to high levels of workplace satisfaction and opportunity.  It was a proposal received with reservation, but also some optimism.  I realised that my enthusiasm may mean that I needed to take the lion’s share of the new work to establish our profile.  As a starting position I employed what I term the ‘Playground Method’, by inching my (and my team’s) way into projects and activities. 

· As a primary school-aged child I attended a number of schools due to my father’s promotions working for a company which led to us moving, as a family, across the south of England.  I am not a natural extravert, but do not like to be alone in a crowd.  I learned that a new child in the class is not always a novelty, and to ensure that I made friends I would find them myself in the playground, tap them on the shoulder and ask to join in and play.  It is a tactic I still employ today at conferences or external work events where it would be so much easier to be with a colleague or look at emails on my phone.  Instead I will talk to whoever I sit by, whoever is next to be in the buffet queue or someone else arming themselves with tea and biscuits before they sit down for a presentation.  So, whilst I may manifest myself as a sociable and outgoing person, it is an intentional shadow, and not my true nature.
Experience
Back to workplace visibility. By employing the Playground Approach we have become more widely involved in projects, boards, external engagement events and supporting senior members of staff in new ways.  In various fora I have levered us into project-managing various initiatives, supporting decision-making, undertaking bespoke pieces of work and becoming involved in a breadth of activity outside of our normal area.  We are regularly ‘mentioned in dispatches’ (I sometimes happen upon this in correspondence) and are thanked for support and help.  For me this demonstrates that we are meeting a key aim of the approach - we are increasingly a visible and useful resource, supporting the strategic and operational work of the organisation whilst gaining knowledge and practice at the same time.  On a personal level I have also worked on my LinkedIn profile, making connections with new colleagues within my organisation, and also with those that I have met and worked with externally during the past year in response to the challenges of the pandemic.  This potentially means that we have contacts through external networks as well as across the organisation to collaborate with on wider work.

Reflect
In evaluating the outcome through the leadership lens, was I right to identify the problem, formulate and approach and drive the solution forward? I feel it went well - the initial experience was reflected upon, issues diagnosed, proposals made and considered, the approach was implemented and it has worked well so far.  A drawback could be that people are more confused about what we do – but I believe that by demonstrating worth and value to colleagues who did not see it previously, they will be more engendered to respond to our routine compliance requests when we have to ask them.  We have received a positive audit outcome which praised the collaborative approach in the audited area, not seen before.  We will not be sure of our visibility within the structure until an opportunity arises, but in the meantime we continue to work positively, proactively and collaboratively.

2.4. [bookmark: _Toc72951833]Adapting Behaviour

Understanding and responding to unconscious habits and behaviours in others is something that I have been able to develop during the experiences of the home-working in 2021 due to the pandemic.  This is because I have ‘met’ with colleagues who I have led in various guises, including my team members more frequently (online) than I would otherwise have done, in person.  Engagement has been under the challenging circumstances of national lockdowns and a general environment of unknowing, and personal concern for health. This has meant that I have observed and learned more about priorities, motivations, thoughts, feelings, health and family circumstances than I might otherwise have done.  Due to home working I have not usually been rushed by travelling or people knocking on my office door just prior to meetings, and have been able to field competing requirements fairly calmly from my quiet home space. 

I have consciously tried to ensure that I remain open, fair, patient, encouraging and cheerful to help them to remain stable and supported. This has also been the case with my seniors, who have faced family and health-related events that required supporting them through listening and also in practical work-related ways.

Meanwhile my mentor has introduced me to new ideas and ways of thinking about approaches to work and wider considerations.  Having described the ways in which I try to work with people as the ‘side door entrance’ as opposed to the ‘front door’, she introduced me to the work of the Nudge Institute, identifying it as aligned with my methods which seek to make tasks simple by placing all the ‘tools’ needed in one place, and conveying simple instructions containing signposts to the right resources, hyperlinks and attachments.  I aim to learn more about Nudge to inform workplace tasks, improve engagement and hopefully to increase participation and response.

I was also introduced to the Karpman Drama Triangle.  As with the Insights report, I identify with some aspects of the Rescuer role, but felt slightly defensive about its other traits.  However, having digested it over time, and thought about various scenarios, I have come to recognise examples of where I may try to rescue people without them wanting me to, and the pitfalls and undesirability of some aspects of the role.  I have learned more about how to help others to help themselves through practical sessions on Action Learning, which I feel can really benefit me moving forward, but also to avoid taking on other people’s problems and actions.

3. [bookmark: _Toc72951834]Conclusion: Personal Development Planning

My aim is to progress to a wider leadership position where I can facilitate and effect change, drawing on creative skills and workplace experience to problem-solve and progress organisational values and agendas.  It is not clear what future role opportunities exist, as my department is small and its current structure limits the chance to progress in seniority; however the organisation evolves at a quick rate, and unpredictable opportunities can arise based on emerging need and structures.  

To understand my role better and to make it more useful and satisfying, with my mentor,  I have used the Wheel of Work to look at the time that I spend on ten of my key delivery areas, and to look at the amount of satisfaction that each offers.  Having discussed these together, I have made changes, again, those described in 2.3, to revitalise tasks and processes which felt mundane and relatively dull (test results indicate this is not something I relish).  Upon review, we find that the satisfaction levels in these ten areas have started to increase.  The real learning outcome for me is that there was no magic answer, I needed to be introduced to the tools, to diagnose the issue and then to find a way through it myself, along the lines of action learning.

In terms of maintaining a commitment to continuing professional development, I engage with a number of networks organisations, publications and ideas.  
· To this end I subscribe to sectoral reports and updates through email, LinkedIn and Twitter, for example WonkHE and the Higher Education Policy Institute; and follow blogs or posts on alternative ways of thinking or performing by individuals such as Julian Stodd, Les Mckeown, David Hieatt and the DO Lectures.  
· I am a member of various external groups, such as the Higher Education Strategic Planners Association (HESPA), The Higher Education Risk Network (HERN), the Association of University Directors of Estates (AUDE), HEBCon (Higher Education Business Continuity Network) and the Welsh Planners group.  
· I continue to work with other organisations in relation to pandemic management, such as the local health boards, Department of Health and Social Care, and Public Health Wales – these all offer experiential learning as well as various briefing or workshop events.  
· I ensure that I am involved in sectoral discussions with the funding council (HEFCW) and Welsh Government as appropriate.  
· I follow up learning and mentoring sessions by researching articles or obtaining recommended texts to understand and apply aspects of models, such as Covey’s Seven Habits of Highly Successful People.  
I have worked within the organisation for almost thirty years by design – because of its location, ethos, the opportunities that it offers, the people involved and the important civic and educational role that it plays in its communities.  In short, it has been a workplace of choice.  As described in Experience (2.3), I am able to identify the symptoms of a problem and take strategic action seeking to address it.  I feel I am well-suited to my role in strategy and planning is well suited to my strengths and interests.

In drawing up my Personal Development Plan I have reflected upon my achievements and workplace journey to date, as well as my long-term aspirations. I have been honest about what I know, and have considered the output of test reports, received workplace feedback and, perhaps more crucially, reflected on the benefits of models and theories to inform situational response and their alignment with the skills, abilities and experience that I have.  I have drawn up a SWOT analysis to help me to identify and plan development, I have considered where weaknesses and strengths lie, and how these might be improved upon to enable me to operationalise what I have learned about.  I hope that the learning that I have undertaken so far will help me to achieve my aims.




1
[bookmark: _Toc72951835][image: ]Appendix 1: Organisational Structure Chart 
[image: ]



[bookmark: _Toc67661805]
41
[bookmark: _Toc72951836]Appendix 2: Insights profile
[image: ]



	[image: ]
Insights feedback

	Observations (suggestions for action)
	Observations (managing others)

	· Constructing orderly situations which then go exactly as planned.
· Trying to really understand and relate to quiet, thoughtful people.
· A more structured approach to living.
· Withholding her opinions.
· Help to discover the real meaning behind the statistic.
· Reaching decisions only after weighing up all the alternatives.
· Reflecting longer on other alternatives before jumping in to start the process.
· Less use of flattery and praise in the team.
· Finishing and reflecting on each book she reads before starting a new one.
· Spending a few hours each week in the reference section of the library.
	· Be inconsistent in delegation.
· Create an air of bustle to help with the meeting of deadlines.
· Lead the team with her energy, enthusiasm and personal charisma.
· Be good at initiating and developing team contacts.
· Appear somewhat shallow at times.
· Not adhere rigidly to time deadlines or restrictions.
· Prompt people who naturally work at a slower pace.
· Support a friendly, participative environment.
· Allow her team plenty of freedom to make decisions.
· Overlook the need for detailed analysis and support work.

	Observations (weaknesses)
	Observations (strengths)

	· Unduly affected or influenced by others' opinions.
· May miss others' reactions to her actions.
· Not always attracted to what is practical.
· May be prone to embellishing the truth.
· May jump, seemingly randomly, from task to task.
· Will experience difficulty in concentrating on one thing for long periods.
· Vocally defends her faults when challenged.
· Avoids and is easily bored by detail.
· Answers the question before it has been asked.
· Her outwardly directed energy can be overpowering to some
	· Understands the importance of “style” in presentation.
· Can “go with the flow”, particularly where people are concerned.
· Adaptable and adventurous.
· Sees innovation as a necessity.
· High ego strengths.
· Will join different organisations to further her cause.
· Can act spontaneously.
· Excellent communication and presentation skills.
· Outwardly directed energy ensures a fast friendly pace.
· Ability to see options and alternatives.
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[bookmark: _Toc72951837]Appendix 3: Do Leadership

Quiz Results (20 April 2021) and Visionary description
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	Strengths
	Weaknesses

	· Approach to work and others: Positivity, Cheerful, Enthusiastic, Friendly, Articulate
· Action: I take action to get things started and drive them to completion
· Networking: I use my good working relationships to get input, feedback and to ensure that output is relevant and timely
· Problem-solving and adept: I have a reputation for solving problems, addressing barriers and learning new things quickly to enable something to be done.
· Reputation: I have a reputation for getting things done in a timely and required way.
· Adaptable in different scenarios including institutional change – will attempt anything.
· Prefer pressure and challenge of multiple simultaneous tasks
	· Perception: I feel that there is a perception that I am wedded and loyal to a specific campus, I perceive this is seen to be a weakness from comments made by others.
· I can become bored easily – I like to plan and build the ship, but not to sail it long-term
· I can become hurt by criticism, dismissiveness or rebuke – I seek to avoid painful experiences (Insights)
· I do not like confrontation or aggression and have sometimes avoided it in the past
· I can be intimidated by strong characters
· Resources: I don’t have good information sources, which means that I am often out of the loop and cannot respond or become involved.
· Do not like to monitor the detailed work of others.
· Desire to please means overly concerned by other’s needs.

	Opportunities
	Threats

	· Training opportunities such as Future Leaders lead to exposure to wider working activities
· Mentoring has led to self-reflection, new resources and idea as well as a new working relationship outside of my dept
· Networking leads to opportunities to engage in broader and dynamic areas beyond the parameters of my role
· Engaging with colleagues outside of my role to become involved in institutional projects means greater breadth, experience and exposure
· Problem-solving and thoroughness increases reputation as a trusted and dependable safe pair of hands
	· Throw-away comments in the moment by colleagues could be damaging
· Perception of single-campus loyalty could mean that I am ‘seen’ as a potential for wider roles
· A lack of information about what is going on means that I do not know what is happening and do not have the opportunity to offer help/support
· Being overlooked for wider opportunities because I am in a hidden role and there is no route for progression within the dept
· Not having had experience managing a larger number of people/with budgets means that my profile is limited.
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	Development Plan

	NAME:
	Rebecca Doswell

	COVERING THE PERIOD 
	FROM: 1 September 2021
	TO: 31 August 2022



Planned outcome: To focus on areas for further development identified in my Insights profiling, which I also recognise and identify with.  I believe that addressing these areas will have a positive impact on my leadership activities within my organisation.

	
	What do I need to do/learn?
	S/W
	
Source
	What will I do to achieve this?
	What resources or support will I need?
	What will my success criteria be?
	Target dates for review and completion

	Short
	Reflecting longer on other alternatives before jumping in to start the process
	W
	Insights
	Be conscious and more disciplined about the need to reflect
	Self-directed – no resources needed
	Smooth running of tasks and projects without having to re-start in a different direction
	January 2022

	Short
	Consider how outwardly directed energy can be overpowering to some, and tailor this to avoid negative impact.
	W
	Insights
Appraisal 2019
	Be conscious of, and observe, impact on others and myself
	Feedback from trusted sources
	Solicited feedback from my team, Head of Dept and other work-partners.
	January 2022

	Short
	Be more consistent in delegation
	W
	Insights
	Learn to delegate more – and trust others more equally to get work done
	Online articles and models relating to delegation
	Feedback from my team who will have greater breadth of coverage
	January 2022

	Medium
	Practice Action Learning skills
	L
	Karpman Drama Triangle, Action Learning 
	Draw on guidance from Action Learning, practice using method
	Guidance already provided on programme
	Using action learning skills become easier and more natural
	May 2022

	Medium
	Apply Nudge Institute approaches
	L
	Mentor
	Learn more about approaches to enhance and refine what I am doing
	Nudge Institute Resources online and book (already purchased)
	Increased positive engagement by colleagues for complex tasks
	May 2022

	Medium
	Learn ways to manage confrontation or aggression from others in an effective way
	W
	Insights
	Take advice from online sources, observe the coping strategies of others
	Online resources re: communication, with best practice and examples
	Better coping strategies at my disposal and less avoidance of confrontation
	May 2022

	Long
	Approach and engage with detail in a more positive way, avoiding overlooking the need for detailed analysis and support work.
	W
	Insights
SWOT
DO Leadership
	Be conscious that this is an area for development and take time to engage more proactively with detail
	Self-directed in the first instance, so no resources necessary
	Better engagement with detail; detail being given higher prominence in my reports and work
	August 2022

	Long
	Take time to be aware of others' reactions to my actions.
	W
	Insights
	Be aware of the potential reactions of others and take measures to reduce negative impact
	Feedback from trusted sources to inform progress
	Positive feedback from trusted sources
	August 2022

	Long
	Learn strategies to avoid being unduly affected or influenced by others' opinions including intimidation by strong characters
	W
	SWOT
	Take advice from sources such as My Mentor and sources of advice, practice difficult conversations, observe the coping strategies of others
	Online resources re: communication, with best practice and examples
	That, whilst I might want to avoid confrontation I will have methods available to me to enable me to manage situations
	August 2022





Key

	Column 1
	Short/Medium/Long term goal

	Column 2
	What do I need to do/learn

	Column 3
	Strength/Weakness/Learning

	Column 4
	Source of goal

	Column 5
	What I will do to achieve progress towards the goal

	Column 6
	What resources/support will be needed

	Column 7
	What my success criteria will be

	Column 8
	Target dates for completion over one calendar year
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From your results* it very clear that you're primarily  Visionary - you like working with the big picture,
being creative - iconoclastic even. You'r fun to be around: you have a low boredom threshold and little
tolerance for routine or the mundane. You are passionate about what you believe in, and can't abide
‘mediocrity. You incite others to strive for excellence and hold a high performance bar. You like o find
creative, innovative solutions to problems, aren't deterred by risk and you'e quite prepared to ‘swing for
the fences' when you need to. You can be very persuasive when you need to be and will typically build a
tight loyal team working around you. You crave variety in every day, and work hard to get it - you won't
be tied down by routine or processes, and you refuse {o be inhibited or constricted in ways that choke off
your creative flow.

171 had to take a swing at where you may occasionally struggle, Id hazard a guess that its in working with
detail and making sure you take a structured, disciplined approach to execution. After youve envisaged
the Solution to Something, you may lose inerest in the mundane details o s execution. Its possible you
‘might also suffer fom ‘shiny biue balf syndrome: your passions transfer quickly and easily from one
briliant idea to the next, and it may leave some of your colleagues (especially Processors) suffering from
whiplash as they try to keep up. Id also guess that your craving for variety and desire to not be tied down
by foutine makes you unpredictable in the eyes of others, many of whom may wish for more consistency
‘and stability in their interactions with you. Id also guess you lik to be optimistic and forward-thinking,
‘and you may quickly become frusirated with others who don't share your approach. (Bear in mind that the.
‘assessment measures preferences, not competency - you may well have discipined yourself to
overcome some or allof these innate tendencies.)
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The Visionary is one of four leadership styles which together
‘enable any organization, division, department, project, group or
team o get to (and stay in) Predictable Success.

"Most Visionaries possess similar traits: big-thinkers turned on by
ideas, they re easily bored with minutia and are consumed by the.
needtocreate and to achieve.

Visionaries are often (aithough not ahways) charismatic Engaging communicators,
able tomotivate people to bring their best in every endeavor, they inspire deep
loyaltyin others, and frequently 3 smal tight team or ‘posse will develop around
them, 2 group of committed individuals who share the Visionary's..well,vision - and.
whowant to help see it realized.

Evenif you're not a Visionary yourself,you certainly know a few, and meet them at
‘work- they re the passionate, ever-hyperlinking, '30,000-feet'big-picture types who
arrive back from most weekends and vacations with yet another bright idea, the
“glass-half-ull optimists who believe (and frequently demonstrate) that there's
always away through every problem.

‘You can recognize a Visionary through a few behavioral traits:

* They abhor routine.
* They adore discussion and debate.

* They're comfortable with ambiguity.

o Theylikerisk.

* They trust their own judgment - and use t ften.
« They arenftwedded to past decisions.

‘Visionaries are an essential elementin any high-performing group or team, but they
‘can be disruptive if not managed correctly - and of course, Visionaries dislike being
‘managed: In ‘The Synergist' you'lllearn how Visionaries can be successfully.
integratedinto any group or team, and how their highly valuable skills and
‘undoubted passion can be harnessed for the benefit the enterprise 35 3 whole.
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Implementer

Needed to plan a workable strategy and carry it out
as efficiently as possible.

Strengths: Practical, reliable, efficient. Tums ideas
into actions and organises work that needs to be
done.

Allowable weaknesses: Can be a bit inflexible
and slow to respond to new possibilities.

Don't be surprised to find that: They might be
slow to relinquish their plans in favour of positive
changes.
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Resource Investigator

Uses their inquisitive nature to find ideas to bring
back to the team.

Strengths: Outgoing, enthusiastic. Explores
opportunities and develops contacts.

Allowable weaknesses: Might be over-optimistic,
and can lose interest once the initial enthusiasm
has passed.

Don't be surprised to find that: They might forget
to follow up on a lead
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