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Executive Summary

Introduction
Human being is born with a natural desire to be guided. This desire to look for leadership can be associated to Maslow’s Hierarchy of Needs, which will be explained in this essay. 
The business world is no exception, especially as leaders are needed for three fundamental reasons, security, purpose and achievement which will be developed in the following lines.
According to Scouller (Scouller, J. 2011, p.24), Leadership is an activity that requires setting a purpose and direction which persuades people to join forces and work towards enthusiastically; paying attention to the means, pace and quality of progress towards the aim, and upholding group unity and individual effectiveness throughout.
In order to comply with the above requirements, an effective Leader is needed to reduce the threats and barriers that businesses are facing, being able to definite goals and meaning in a way which inspires and influences.
Additionally, Leaders greatly emphasize people’ capability for accomplishment throughout improving their ability to perform.
In contrast to management, Leadership is about coping with change as argued by Kotter in Harvard Business Review on Leadership (HBS, 1998). It is clearly demonstrated that the business world has become more aggressive and more fluctuating with faster technological change, prominent international competition, the deregulation of markets, overcapacity in capital-intensive industries, and the changing demographics of the work force.
This essay will identify an inspiring Leader and will clearly demonstrate his style of leaderships and the change brought in the workplace. This demonstration should be linked by theories and models such as Raven and French model in order to understandably explain how this helped his leadership style.
Furthermore, evaluate critically features and styles shown by the chosen leader but also investigate and critically determine the approach of leadership with examples on change occurred in the lives of people he has led.
Moreover, evaluate one’s personal ability to bring off the key responsibilities of the leadership role within the context of established leadership styles. Also, considering the way to plan for the leadership of change at an appropriate level of problem or demotivated people within the workplace and a conclusion will be drawn.
Leader choice
 The Leader with regards to this essay is Jose Ignacio Garat who is the current Chief Executive Officer of National Express and was appointed during hard times of the Covid-19 pandemic.
Background
As previously written that Jose Ignacio Garat is currently the CEO of the National Express Group since November 2020. Ignacio Garat has previously worked as senior vice president Southern Europe, France and Benelux operations for FedEx and also worked at TNT in a senior leadership position. Originally from Spain, he successively studied degree at International Business Administration at American University of Paris, postgraduate in Management Business Studies at The University of Warwick and attended the International Institute for Management Development in his earlier stage of employment as a Business Program TNT world class leadership program.
Jose Ignacio Garat has more than 25 years’ management, operational, commercial, strategic and transformational growth experience within the freight and logistics industry.
During its introduction, National Express’ chairman Sir John Armitt argued that he was pleased to welcome Ignacio to the group as Ignacio has the comprehensive international operational and key experience to lead National Express Group through the threats presented by the pandemic, as well as the significant future opportunities that exist.

Why Jose Ignacio Garat?

The choice of Jose Ignacio Garat as an inspired Leader was motivated by several reasons.
First of all, its membership in the transport sector in which the author of this essay evolved for twenty years.
Secondly, its ability to multitask, adapt and to face new challenges by swapping from delivering parcels to transporting people in a senior position during the uncertainty period of change of Covid-19.
Without being exhaustive, thirdly, by its Leadership style, his multicultural knowledge and being open minded, facility of communication and emphasizing the safety which is one of the key pillars of the sector of transport. But, also for his completion of achieving an annual income of 4.5 billion in his last position which had to manage him with more than 22,000 employees in 22 different countries.

Leadership style

According to Radcliffe (2012), powerful and effective leaders are guided by the future they want. And more than this, the leader is strongest when that future is powerfully connected to what he or she cares about.

Linked to Lewin’s Field Theory suggesting that behaviour is the consequence of the individual and the environment which had a considerable impact on social way of thinking, supporting the notion that our individual features and the environment interact to cause behaviour. Lewin and a team of researchers determined that there were three basic leadership styles which are:
Authoritarian (Autocratic), Participative (Democratic) and Delegative (Laissez- Faire).

That is to say that Jose Ignacio Garat has a Democratic transformational style of leadership.

According to this style of Democratic transformational, the leader offer direction or suggestions to team members and allow contribution from other team members with a clear communication.

Following Ignacio background, it shows that he has a transformational leadership style and a good approach of communication to the group. However, leadership style can be used differently from a Leader to another one. Some leaders take on an exceptional style and use it in all circumstances. Others go for taking differing leadership perspectives depending on the needs of particular situations or company aims.
Jose Ignacio Garat falls into these latter categories based also on the visible achievements he has displayed in his previous jobs as the example underlined previously and this current job. He has the vast international operational and tactical experience to conduct National Express Group through the obstacles presented by the pandemic, as well as the substantial future opportunities that exist.

Communication

Communication and trust are high priorities in businesses, and it has tremendously positive effect on teamwork. The day after taking office, Ignacio Garat engaged broadly with over 2,000 colleagues across the Group. In addition, he visited all the business and met key stakeholders such as customers, shareholders and government officials. Linking to Lewin Model, it helped him to understand the new work culture but also get views form team members and stakeholders in order to better adapt change according his future vision.
Empowering and motivating people are the most effective part of the democratic style as they have a better understanding of the need for difficult decisions. 

Motivation

Motivation is an “energizing force that induces action” (Parks and Guay, 2009) and it is closely related to goals, or objectives. It has been demonstrated that employees are motivated at NEG by taking into account two-factor theory of Herzberg and Maslow, the Hierarchy of Needs. For example, people working on sales department are motivated not on the value of their sales but on the number of coach seats they sold. This is to reflect what Herzberg developed that on motivating factors such as challenging work, recognition for one’s achievement on the one hand and Hygiene factors such as job security, work conditions thus extrinsic motivation on the other hand. 
In addition, linked to Maslow, hierarchy of needs, every phone call made could lead to an extra seat or two towards the agent target although money is not the only motivator factor.

However, demotivated employees are approached and asked truly if there is a reason that has led to their demotivation in order to deal with the source of their problems. As information remains the key element when talking about people’s livelihoods, Ignacio Garat thinks that telling people as much as you can is a better policy than telling them what one’s think.

For employees to better perform with Ignacio Garat’s Leadership, it is important to make sure that the managers and supervisors themselves are motivated as they can not fill the cups of their team while their own cup is not filled. In addition, the complaints previously made on the lack of socialization between the teams led to the Leaders to reorganise the teams by takin into account their units boosting managers to become more oriented and focussed. This can be linked with Raven and French model power as it demonstrates some of the five bases of power like legitimate power, reward power, referent power and so on.

As a transformational leadership style, team leaders at National Express Group spend something up to 38 hours per week with their team in close proximity to reinforce and build trust. Also, a number of communication channels has been put in place so that agents can come along to seniors’ employees and volunteer their hopes, fears and expectations. Example, the monthly “Time Out” session where any agent can book a 30 minutes session to interview a senior member of staff even the Chief Executive was interviewed by some of the agents in March 2021. 
From this example, it shows how features or characteristics of a transformational leader can be meet namely curiosity, communicative, visionary, team first attitude, simplicity, charismatic and tolerance for risk.

As the pandemic had an immediate and unprecedented impact, some drastic measures were taken to reduce staff members in the head office without affecting drivers. Hence, an unusual situation for employees of NEG who have not made redundancies in their living memory so far. 
However, this was made in a fairest way and scoring scheme built on the number of performance measures for each agent was used. 
To avoid frustrations among employees, the remaining agents were called to a number of presentations to explain why the situation had arisen clearly and the motivation by doing so.
From that point, the whole process could be understood by the team and agreeing that the selection had been fair, increasing then trust and confidence.

On the other hand, safety measures have been reinforced in all means of transport in use, including the addition of leaflets on the back of each seat explaining safety steps to follow for mutual protection at this difficult time. 
Furthermore, drivers are allowed to take the temperature of each passenger boarding thus bringing a new culture in the workplace environment. 

National Express Group through his chairman has identified Jose Ignacio Garat “as a dynamic catalyst of transformation into high performing culture strong strategic and operational leadership with clear financial and service delivered”.

My personal abilities in leadership responsibilities

Many of people have a number of ideas about leadership without perceiving how they all fit together. Also, when asked by people to talk about your own abilities in leadership, things seem to be challenging as you will be unable to be based on your experiences, your behaviours to others or on your involvement in FED (Future-Engage-Deliver).

Owen argued that what could not be achieved by formula might be achieved by attention to the flow of spirit and by continued practice since effective leadership does not happen without practice.

To better analyse this task, beforehand, it is important to understand the different fundamentals elements that define an effective leadership and how it looks while comparing them to my own features. 

There are various theories about leadership and its best practices, such as theory X & Y, strengths-based leadership and so on. Especially for this study, we will firstly be exploring the Four Factor Theory of Leadership developed by Researchers David Bowers and Stanley Seashore and published in 1960.

According to this theory, four basic dimensions can be used with your team for an effective leadership; Support, Interaction facilitation, Goal emphasis and Work facilitation. 

1. Providing Personal Support

Bowers and Seashore defined support in the context of leadership as a certain manner of reacting meaning that intensifying awareness of values and self-esteem in surrounding others. A leader should support its team members (colleagues) for a direct motivation, open and honest communication within the workplace to boost employee confidence.
Supportive leaders as shown by researches within the workplace are very important to avoid having lower employee morale and low worker satisfaction at the same time as helping people value themselves and their work.

2. Encouraging Teamwork (“Interaction facilitation”)

From this factor, the effectivity of a leader is measured on his capability of stimulating an open communication culture according to the sustainable relationships they have built. Leaders skilled at these factors are better able to predict efficiency particularly when working in organisations with a product or service proceeding throughout many hands before being delivered to the final consumer. This stage is related to Belbin’s theory of team roles as it is inspiring people to build close, collaborative, successful working relationship with one another.

3. Focusing on Goals (“Goal emphasis”)

How influential a leader is on inciting and motivating employees to achieve both individual goals and on the level of the organisation. It can also be perceived as a universal leadership quality making sure that employees will work in a structured way and common goals instead of working to make a living. 

4. Helping People Work Effectively (“Work facilitation”)

A skilled leader at work facilitation prioritises the needs of the team and helps them on planning efficiently. In this factor, the leader should contribute on achieving SMART goals in a practical way and empowering them with necessary knowledge. General operational management and allocation of organisation’s resources also fall under work facilitation.
In the four factor of leadership, worker satisfaction has a significant impact on the performance of the organisation in various ways. For example, managers and employees could work closely, actively developing and improving them. Employees can also be given more authority and more a say over the work that is carried out such as during this new system of remotely working system.

In summary, it is in the leader’s interest to keep everyone satisfied as a satisfied employee will be more successful and more effective than an unhappy employee. 

Based on these four leadership factors, there is a lot of coincidence in my work system and my approach with others but yet how I have to determine my leadership style. 

Willing to know more on my leadership style, I decided to approach two different styles of leadership questionnaires.

I firstly completed questions of the psychologist Kurt Lewin’s leadership styles framework on November 20, 2021 and scored 22 that is interpreted as follows:






	Score 
	Comment

	12-20
	You most commonly adopt an authoritarian or autocratic leadership style. You rarely consult your team members and, instead, tend to tell them what you want, when you want it, and how you want it done.
This style works well in a crisis, when a task must be completed quickly. However, you'll likely demoralize, demotivate and aggravate people if you use it all the time. This can translate into high absenteeism and turnover rates. You'll also miss out on a wealth of ideas, thereby stifling innovation and creativity. Read more below.

	21-27
	You lean toward a democratic or participative style of leadership. You tend to set the parameters for the work and have the final say on decisions, but you actively involve your team members in the process.
This style can build trust between you and your people, as they'll likely feel engaged and valued. But it's not great in a high-pressure situation that requires a fast turnaround, as it will slow you down. And, if you dislike disagreement or conflict, you might struggle with how people respond to consultation. Read more below.


	28-36
	You lean toward a democratic or participative style of leadership. You tend to set the parameters for the work and have the final say on decisions, but you actively involve your team members in the process.
This style can build trust between you and your people, as they'll likely feel engaged and valued. But it's not great in a high-pressure situation that requires a fast turnaround, as it will slow you down. And, if you dislike disagreement or conflict, you might struggle with how people respond to consultation. Read more below.



Furthermore, form the application I made with leadership styles questionnaires during lectures, the following conclusions emerged on my leadership style as follows:

	Scoring
	Total scores
	Scoring interpretation

	1.Sum the response on items 1,4,7,10,13 and 16 (Authoritarian)
	20
	Moderate range of authoritarian leadership

	2.Sum the responses on items 2.5.8.11.14 and 17 (Democratic leadership)
	23
	High range of democratic leadership

	3.Sum the responses on items 3.6.9.12.15 and 18 (Laissez faire leadership)
	15
	Low range of laissez-faire leadership.



Since no style of leadership is neutral, each style has its own effect on business performance. It is useful to admit and accept different leadership styles taking in account the circumstances in which they work best. Leadership is not about coming up with a defined response in fixed situation, it is about using your characteristic leadership strengths in a genuine manner to persuade and motivate others.

That is to say that my dominant style of leadership is a democratic or participative style of leadership.

However, to better practice and strengthen my own leadership style, I have decided to join Wales Bright Futures Forum which provides peer to peer learning, expert speakers, mentoring and coaching for work issues and access to leadership talks with different CEOs of the third sector in which my first participation will be during their next forum in January 2022.

In addition, I will be able to establish the real style that I naturally possess and be introduced to alternative approaches that will be helpful to developing for a better sustainability. It is also necessary to notice that as a leader, our behaviour influences the climate and affect by the fact performance. That is why it is required flexibility, responsibility, rewards, clarity and team spirit from a leader and his team.

Leadership of Change

This section is about the change brought by my inspired Leader and myself as a future leader. One of the critical skills of transformation for leaders is its adaptability to fit new circumstances but is also an important ability in emotional intelligence.

Linked to Kurt Lewin’s model (unfreezing, changing and refreezing), implementing change involves the actual state of organisation has to be changed into a desired state.

For leaders, adaptability is about having ready access to changed ways of thinking, empowering leaders to move and experiment as things change. It is highly recommended to leaders to not continue remaining too rigid as they should act as quick as possible when they notice that what you are doing is no longer working.

Jose Ignacio Garat has joined NEG in difficult moment requesting him to change as quick as possible some ways of working in order to stabilise the revenue of the group. 

He initiated talk with all the stakeholders, employees and different government with the purpose of circumscribing various problems uncounted by the group during the pandemic, analysing them in order to find sustainable solutions. 

For example, reducing staff members in the head office, a difficult decision to get but useful for the society although this has serious consequences on employees lives and their social well- being.

He also reinforced safety which is one of the capital elements in the transport industry and motivated drivers as no one was revoked among them. Emphasised training, continue on motivating people but also continue the talk with stagecoach to allow them to use Stagecoach’s UK network of depots for its coaches, as well expanding other areas of its business such as private coach hire, corporate shuttles and available means of transport.

On the other hand, I have been given the responsibility to lead three volunteers as we were returning back on a blended system of work into our organisation. It was supposed that only one volunteer should attend by day to reduce the spread of the virus and better protect ourselves as members of staff and also protect customers.

This situation seemed to be complicated as coaching will be difficult for motivated people due to the gaps on time and tasks. However, one of them was active and fully motivated to approach and learn new skills, understanding the immigration and protection loan as he freshly finished his master studies at UWTSD.

In order to give an equal support to everyone, I firstly approached the volunteer who was unmotivated to better understand what is going on and what I could do better support him. During that communication approach, I found that he would not be able to work efficiently and I explained the situation to my line manager and the Volunteer coordinator where they have to report to but suggested them to also talk with the person for an accurate decision.

It followed that the volunteer would not be able to respect the time table allocated to him due to different appointments he constantly has with his solicitor as an Asylum Seeker. 
This situation helped me to make a proposal to both my line manager and the volunteer coordinator on one hand and the active volunteer on the other hand in order to increase his days during the week ang being able to give him an effective coaching and a peer-to-peer support. 

After this approbation, a work email was requested from the IT department to give him permissions to access to the system with some recommendations with respect to the GDPR rules.

Therefore, I recommended to the unmotivated volunteer to come back when he is ready to be trained and encouraged those with whom we are working to raise their awareness and trying to practice what the study of Goldsmith and Morgan found in 2004.
They found that Leaders who discuss their own improvement priorities with their co-workers, and then regularly follow up with these co-workers, show striking improvement. 

Volunteering gives us ways to learn and practice new skills, to get referral, to improve one’s communication skills, to understand the new work culture and adapt our own behaviour and get a wide possibility of being employed and being able to practice our own leadership style.

Conclusion
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