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1. [bookmark: _Toc233203391][bookmark: _Toc233742822][bookmark: _Toc234173246]Inspiring Leadership 
2. [bookmark: _Toc233203392][bookmark: _Toc233742823][bookmark: _Toc234173247][bookmark: _Toc233203393]Introduction 
Effective leadership is the key driver for organisational performance, employee engagement and workplace effectiveness. Leaders are expected to provide direction, motivate their staff and create collaboration whilst encouraging innovation (Baquero, 2023; Coronado-Maldonado & Benítez-Márquez, 2023; Gerhardt et al., 2026). The literature on leadership indicates that the behaviours of leaders influence employee attitude, wellbeing, loyalty and may contribute to performance and success (Rodrigues et al., 2024; Silva et al., 2023).
Studies have shown debate about effective leadership theories, and which work best around improving workplace performance. These studies show how the influence of the characteristics and behaviours of the leader to determine how well the theory fits. More recent approaches focus on emotional intelligence (EI), flexibility, employee empowerment, and the necessity for leaders to be responsive to changing organisational requirements (Eva et al., 2019; Kim & Beehr, 2023). The best leaders no longer lead with one style, rather the style is changed to suit the task, the capability of their employees and the situation. 
In the literature EI is often discussed as a part of effective leadership. High EI leaders have been found to be associated with clearer communication, better conflict resolution, stronger employee engagement and psychological wellbeing, improved workplace relationships, and greater organisational commitment (Coronado-Maldonado & Benítez-Márquez, 2023; Filice & Weese, 2024; Gerhardt et al., 2026). However, other researchers argue that leadership effectiveness also depends on organisational context, employee readiness, and the leader’s ability to adapt behaviour to different situations (Amundsen & Martinsen, 2014; Kim & Beehr, 2023). This debate taken together suggests that it is useful to assess critically leadership theories rather than whether a single model works in every organisational setting.
The report considers an organisation in the beauty and education sector where the leadership responsibility is beyond operational management including developing its learners, engaging its employees, growing the organisation and successfully implementing the changes in the workplace. In these situations, leaders need to combine organisation objectives with coaching, mentoring and professional development. 
This report critically evaluates Goleman’s (2000) Emotional Intelligence Leadership Model and its effectiveness to influence individual performance in the workplace. The discussion compares the Goleman’s framework with Hersey and Blanchard’s Situational Leadership Theory (Del Pino-Marchito, et al., 2025) and Kouzes and Posner’s Five Practices of Exemplary Leadership (Kouzes and Posner (2023) to determine the extent to which different leadership approaches contribute to organisational effectiveness. This report provides a further analysis of leadership practice through analysis of EI self-assessment results, external leadership feedback and evidence taken from workplace practice in a developing aesthetics and training organisation.
Finally, the report will seek to critically assess the leadership approach of the organisation in terms of setting direction, motivating employees, delegating responsibility and empowering others to facilitate workplace change. The report will seek to conclude by highlighting opportunities for leadership development and making evidence-based recommendations for improving future leadership effectiveness, employee performance and long-term organisational success.

3. [bookmark: _Toc234173248][bookmark: _Toc233203394]Critical Assessment of Goleman’s Emotional Intelligence Leadership Model
3.1 [bookmark: _Toc234173249]Contemporary Perspectives on Leadership Effectiveness
EI, adaptability, organisational context and the ability to influence individual workplace performance are being perceived as factors that shape leadership effectiveness as dynamic process. Many of the previous theories of leadership focused on the fixed traits or behaviours of leaders, but current views recognise that successful leadership is characterised by flexibility, communication, employee engagement and the ability to meet demands (Coronado-Maldonado & Benítez-Márquez, 2023; Eva et al., 2019; Kim & Beehr, 2023). This is even more so in a growing aesthetics and training organisation where leadership is needed to support learner development, motivate staff, ensure patient safety, assure quality and grow the organisation.
[bookmark: _Toc233911947]Modern studies show that leadership behaviours influence employees’ satisfaction, wellbeing, commitment and performance by setting the conditions people work and learn in (Baquero, 2023; Rodrigues et al., 2024; Silva et al., 2023). Hence, EI  is important within leadership, as it facilitates communication, relationship management, empathy and conflict resolution. Recent studies have also found a positive link between EI and leadership effectiveness, and team performance, although the association is complex and depends on the context (Coronado-Maldonado & Benítez-Márquez, 2023; Gerhardt et al., 2026; Korakis & Poulaki, 2025). Therefore, the ability to adapt leadership behaviours according to business and individual needs should be considered and rather than relying on one leadership style.
This debate remains relevant to Goleman’s (2000) EI Leadership Model, which reviews leadership effectiveness with emotional competence and being flexible. However, current literature also recommends that EI on its own is not enough, and requires employee empowerment, psychological safety, organisational clarity and shared responsibility (Ahmed et al., 2022; Edmondson & Bransby, 2023; Kim & Beehr, 2023). Therefore, this section critically evaluates Goleman’s model, and compares its contribution to Situational Leadership, Lencioni’s model of organisational clarity and Kouzes and Posner’s Five Practices of Exemplary Leadership. 
3.2 [bookmark: _Toc234173250]Critical Evaluation of Goleman’s Leadership Model 
According to Goleman’s (2000) Emotional Intelligence Leadership Model, effective leadership is achieved through five emotional competencies which include self-awareness, self-regulation, motivation, empathy and social skills and these skills help leaders to understand their own behaviour, manage their emotions, communicate effectively and build positive relationships at work. This is relevant to an aesthetics and training organisation as leadership effectiveness is not only about technical expertise but also about trust, learner confidence, supportive feedback and the ability to develop others.
Coronado-Maldonado and Benítez-Márquez (2023) relate EI to leadership, communication, and team effectiveness. Rodrigues et al. (2024) link perceived leadership effectiveness and emotional intelligence to employee satisfaction. More recently, Salameh-Ayanian et al. (2025) found positive effects of Goleman’s five dimensions of emotional intelligence on employee performance, with self-regulation and empathy being especially important. Overall, these findings reinforce Goleman’s model, suggesting that emotional intelligence benefits not only positive relationships, but also better workplace performance.
A key strength of Goleman’s model is that it acknowledges that effective leaders can use different leadership styles, depending on the situation. Goleman (2000) identified six leadership styles, which are coercive, authoritative, affiliative, democratic, pacesetting and coaching. The coaching, affiliative and democratic leadership styles were particularly relevant in the organization, as they were supportive of learner development, psychological safety and shared decision-making. Coaching leadership provided feedback and reflection which allowed the learners to gain practical competence, building their confidence and skills. Affiliative leadership-built trust and confidence. Democratic leadership allowed employees and associate trainers to contribute to the development of the programme. This suggests that Goleman’s model can improve performance by prompting leaders to respond to individual emotional and developmental needs.
Further evidence supports the value of participative and empowering leadership behaviours. Wang et al. (2022) have stated that participative leadership may promote employees’ involvement in decision-making and may promote engagement, knowledge sharing, and innovation. Similarly, Ahmed et al. (2022) discovered that empowering leadership enhances job performance through improved goal clarity and self-efficacy, and Kim and Beehr (2023) propose that it also fosters employees’ psychological states and workplace behaviours. Taken together, these studies support Goleman’s emphasis on adaptable leadership, but also suggest that emotional intelligence works best when it supports autonomy, confidence, and collective responsibility.
However, Goleman’s model has limitations. Emotional intelligence can be difficult to measure objectively, particularly when assessments rely on self-report measures. Leaders may also overestimate their own emotional competence or assume that positive relationships automatically reflect effective leadership. Although leader EI is positively associated with leadership outcomes (Gerhardt et al., 2026), this also highlights ongoing debate about how EI should be measured and whether it can be clearly distinguished from other leadership behaviours. Goleman’s model is therefore useful, but it should be applied critically rather than treated as a complete explanation of leadership effectiveness.
Another limitation is that emotional intelligence alone does not guarantee organisational performance. A leader may be compassionate and supportive yet still lack clarity, effective delegation, or consistent systems. This is particularly relevant in aesthetics education, where patient safety, learner progression, assessment standards, and quality assurance require structure as well as emotional support. Amundsen and Martinsen (2014) and Kim and Beehr (2023) highlight the importance of empowering leadership in building employee capability, suggesting that effective leadership depends not only on emotional awareness but also on providing opportunities for autonomy and responsibility. Goleman’s model therefore captures important interpersonal aspects of leadership, but it offers less guidance on organisational systems, accountability, and the development of long-term capability.
This limitation is also addressed by Hersey et al. (2013) Situational Leadership Theory, which proposes that effective leadership depends on adapting the level of direction and support to followers’ competence and commitment. This is particularly relevant in aesthetic education, where learners may differ in knowledge, confidence, and practical experience. New learners often require close supervision, reassurance, and structured guidance, whereas more experienced learners benefit from greater autonomy and responsibility. As competence develops, performance can improve as leadership shifts over time from coaching and support towards delegation and empowerment. This suggests that Goleman’s emotionally intelligent leadership is strengthened by situational judgement.

[bookmark: _Toc233742826][bookmark: _Toc234173251]3.3 Leadership Styles in Practice: An Integrated Approach to Workplace Performance.
The evaluation found that Goleman’s model is useful, but that an integrated approach better explains the organisation’s leadership effectiveness. Goleman (2000) model is a good base to understand emotional intelligence, relationship management and flexible leadership styles. However, recent evidence suggests that work performance is also influenced by psychological safety, empowerment, organisational clarity and opportunities for meaningful participation (Ahmed et al., 2022; Edmondson & Bransby, 2023; Wang et al., 2022).
In aesthetic practice, emotionally intelligent leadership can support learner confidence, communication, and engagement. Even so, effective delivery also depends on clear expectations, standardised learner resources, quality assurance processes, and consistent assessment procedures. Lencioni (2000) offers a useful contrast because his work focuses less on interpersonal competence and more on organisational clarity. He argues that effective leaders build team unity, clarify organisational priorities, and reinforce expectations through consistent systems. This complements Goleman’s model by showing that emotional intelligence is most effective when it is supported by structure, communication, and organisational discipline.
Kouzes and Posner’s (2023) Five Practices of Exemplary Leadership adds further value by emphasising shared vision, encouragement, and empowerment. Their model suggests that leaders improve performance by modelling expected behaviours, inspiring a shared vision, challenging existing practice, enabling others to act and encouraging commitment. This is in line with the organisation’s requirements to motivate employees and learners during workplace change. However, like Goleman’s model, it is less practical in terms of how the leadership behaviours should be adapted to different levels of learner competence. Thus, Kouzes and Posner’s model (2023) is useful in understanding motivation and empowerment but is most powerful when combined with emotional intelligence and situational leadership.
An integrated view of leadership also helps to clarify employee motivation. The need to belong and self-protection could influence motivation, as argued by Nohria et al. (2008), which is still relevant as employees and learners are motivated not just by rewards but also by professional development, positive relationships, meaningful work and job security. This corresponds with the recent studies relating leadership, trust, wellbeing, engagement and performance (Baquero, 2023; Liu et al., 2022; Silva et al., 2023). Motivation is enhanced within the organisation when learners and employees feel supported and involved and can see how their contribution supports wider organisational goals.
Research also shows the value of innovation and shared contribution. According to Afsar and Umrani (2020), transformational leadership could promote innovative working behaviours by pushing employees to learn and by creating a positive motivational climate. This is vital when the organisation needs to go into accredited training where employees and associates are likely to contribute to ideas, learner resources and support any new systems in place.  Therefore, EI itself was not enough to create leadership effectiveness, but it was achieved by integrating emotional support and engagement, clarity, innovation, and empowerment (Saadah & Agustiyara, 2024). 
Goleman’s Emotional Intelligence Leadership Model is relevant to a developing aesthetics training organisation because it highlights how leadership impacts confidence, motivation, communication and working relationships. It is strong on emotional competence and adaptable leadership styles, which are required in a learner-centred setting. However, the model is limited when utilised alone because it pays less attention to processes, accountability and follower preparation. Thus, Goleman’s model is best used in conjunction with Situational Leadership, Lencioni’s organisational clarity and Kouzes and Posner’s (2023) focus on shared vision and empowerment. This integrated approach offers a fuller explanation of how leadership can increase individual work performance and contribute to organisational success in a sustainable way.
Table 1 
Model Impact for Training Provider
	Model 
	Strengths 
	Weaknesses
	Impact on Performance
	Suitability for Training Provider

	Goleman’s Emotional intelligent leadership
	Flexible and adaptable; promotes trust, engagement and relationship building
	Emotional intelligence can be difficult to measure objectively; limited guidance on style selection
	High
	Very High.
Most suitable due to the importance of learner support, communication, emotional awareness and relationship management within training environments

	Situational
	Provides clear guidance based on competence and commitment levels; supports learner progression
	Assumes leaders can accurately assess learner readiness; less emphasis on emotional factors
	High
	Suitable for learner development where leadership style can be adapted as competence and confidence increase

	Lencioni’s Four Obsessions

	Focuses on organisational clarity, cohesive leadership teams, consistent communication and reinforcing organisational values. Strengthens strategic alignment and organisational culture.

	Less emphasis on interpersonal leadership behaviours and emotional intelligence
	High 
	Suitable for organisational growth. More strategic than operational where leadership style can reflect on knowledge and experience

	Kouzes and Posner’s Five practices
	Encourages vision, empowerment and motivation; supports positive organisational culture
	Limited guidance for adapting leadership style in different situations
	Moderate – High
	Suitable for organisational growth and staff development, particularly when creating a shared vision and empowering others



Which is the best leadership model for a growing aesthetics training organisation and why? As demonstrated within table 1, the four models of leadership show capacity to positively impact the performance of the workplace, but Goleman’s Emotional Intelligence Leadership Model also shows as the most suitable in a training and education setting. This is because learner success is dependent on communication, emotional support, feedback and relationship management, all of which are linked to EI. These findings suggest that leadership effectiveness is unlikely to be achieved by relying on a single model and the most effective approach may be to draw on Goleman's emotionally intelligent leadership as the main framework, with the focus on Situational Leadership and motivational and empowerment principles suggested by Kouzes and Posner (2023). This may help to maximise learner engagement, staff performance and organisational effectiveness.

4. [bookmark: _Toc233742827][bookmark: _Toc234173252]Critical Evaluation of Leadership Practice
[bookmark: _Toc234173253]4.1 Overview of Leadership Practice and Feedback Evidence
[bookmark: _Toc233742828][bookmark: _Toc233203395]Self-perception can be influenced by confirmation bias, self-enhancement bias and lack of understanding of developmental needs. For the assessment to be reliable, the leader could consider an EI self-assessment in conjunction with external feedback from colleagues, which enables leadership behaviours to be assessed from multiple perspectives that can help create an evaluation of leadership capability and lends itself to reflective leadership development (Sherwood, 2024). 
Appendix A identified strengths in self-awareness, adaptation, stress management, communication and learner support and Appendix B corroborated this with feedback indicating good communication and supporting skills. These strengths are in accordance with Goleman’s (2000) Emotional Intelligence Leadership Model and, more specifically, the coaching, affiliative, and democratic styles. The findings did, however, also point to the need for further development of delegation and empowerment. This is important because existing leadership research suggests that leaders develop others best if they grant them autonomy, trust, and shared responsibility rather than exerting excessive control, which in turn supports employee engagement and performance (Ahmed et al., 2022; Kim & Beehr, 2023).
[bookmark: _Toc234173254]4.2 Coaching Leadership
[bookmark: _Toc233742829]Coaching appears to be the most used leadership style in aesthetics training because it supports learner development and builds professional confidence (Guchait et al., 2023). Goleman (2000) describes coaching leadership as a way of developing long-term capability through feedback, guidance, and encouragement, which fits well with practical aesthetic training, where learners often need reassurance, demonstration, and constructive feedback before progressing to independent practice.
Within the training academy, the manager uses coaching not just to correct mistakes, but also to encourage learners to reflect on treatment outcomes, recognise their strengths, and identify areas for improvement. This approach is consistent with previous research showing that emotionally intelligent leadership is associated with better communication, greater employee satisfaction, and stronger team efficiency (Coronado-Maldonado & Benítez-Márquez, 2023; Rodrigues et al., 2024). 
Coaching may have limitations if it slows the development of learner autonomy or creates dependence on the leader. It is therefore likely to be most effective when it is matched to the learner’s readiness: as confidence grows, support can be gradually reduced, and learners can be encouraged to make more independent decisions. This is consistent with Situational Leadership Theory, which argues that leadership behaviours should reflect the learner’s level of competence and commitment (Hersey et al., 2013). Coaching is therefore most effective when it is balanced with delegation and empowerment.

[bookmark: _Toc234173255][bookmark: _Toc233742830]4.3 Democratic Leadership 
Where collaboration and shared decision-making were central to organisational development, democratic leadership was particularly useful. Goleman’s (2000) democratic style is participative and consultative, and it can strengthen commitment and lead to better decisions. Contemporary evidence also suggests that democratic leadership supports engagement, knowledge sharing, innovation, and psychological safety by encouraging employees to contribute ideas and question established practice (Imran et al., 2025; Wang et al., 2022). In the aesthetic training academy, this was reflected in the development of accredited training programmes, learner resources, and operational procedures. Trainers were encouraged to contribute to curriculum design, assessment strategies, and learner support processes, allowing the organisation to draw on a range of clinical experience and improve programme delivery. In this way, democratic leadership supported organisational learning by bringing professional expertise into decision-making. 
Democratic leadership is not suitable in every situation. In clinical or educational settings, where learner welfare, patient safety, or compliance are at stake, too much consultation can slow decision-making when prompt action is needed. For that reason, democratic leadership appears to work best when it is balanced with clear accountability. Employee feedback can shape decisions, but ultimate responsibility still rests with organisational leadership. As Kumagaya et al. (2025) and Siyal (2023) suggest, democratic leadership may increase engagement and ownership, but only when it is paired with clear direction and timely decision-making.

[bookmark: _Toc234173256]4.4 Affiliative Leadership 
According to Goleman (2000), affiliative leadership focuses on building harmony and supporting people during periods of stress. This gentler leadership style has been associated with greater trust, psychological safety, employee engagement, wellbeing, and organisational commitment (Baquero, 2023; Clarke et al., 2025; Liu et al., 2022). 
[bookmark: _Toc233742831]In practical training, affiliative leadership was especially useful for building the confidence of learners who felt uncertain about hands-on work, feared making mistakes, or were under pressure to meet professional standards. Calm communication, reassurance, and supportive feedback helped learners voice concerns and ask questions without fear of criticism. This is consistent with the psychological safety literature, which suggests that people learn more effectively when they feel able to speak up, admit uncertainty, and learn from mistakes (Edmondson & Bransby, 2023). But affiliative leadership requires balance, as excessively stressing harmony may cause leaders to ignore underperformance issues or to withhold needed corrective feedback. This is true within aesthetics education, where the safety of the learner, professional accountability and clinical standards must be paramount. Good results come from the combination of affiliative leadership plus coaching and pacesetting behaviours. It provides the emotional climate for learning but allows the standards to be maintained through clear feedback, professional expectations and quality assurance processes.

4.5 [bookmark: _Toc234173257][bookmark: _Toc233742832]Pacesetting Leadership 
Pacesetting leadership was most evident in settings where high standards and quality assurance were central, as leaders in this style set demanding expectations and modelled strong personal performance (Aslamiyah et al., 2022). These features are particularly relevant in aesthetics training, where learners must develop safe clinical practice, professional discipline, and consistent treatment standards. 
Pacesetting leadership may be especially useful in environments that require explicit standards, close monitoring, and strong quality control, because it emphasises clear performance expectations and visible role modelling (Baharun et al., 2021). However, it can become problematic if used too heavily. Learners may feel less able to admit uncertainty or seek support, which can reduce psychological safety despite high expectations. Research suggests that performance is strengthened when leaders combine goal clarity with self-efficacy, autonomy, and psychological safety, rather than relying on pressure or control alone (Ahmed et al., 2022; Clarke et al., 2025; Kim & Beehr, 2023). In the workplace reflection, the need to maintain high standards sometimes led to more managerial involvement than necessary, which may have limited employee confidence and delegation. Pacesetting leadership was therefore valuable, but only when balanced with coaching, trust, and empowerment.

4.6 [bookmark: _Toc234173258]Overall Critical Evaluation 
The overall evaluation showed that no single leadership style was effective in all workplace situations. As such, coaching leadership promoted learner development, democratic leadership encouraged shared ownership, affiliative leadership established trust and psychological safety, and pacesetting leadership upheld professional standards, however there are limitations of each style used on its own.
To provide maximum effectiveness, more than one style could be used to enhance leadership behaviours to the needs of employees, learners and the organisation. This supports Goleman’s (2000) contention that successful leaders employ a variety of styles in a flexible manner. Employee performance also appears to improve when leadership combines emotional intelligence, empowerment, psychological safety, and clear expectations (Baquero, 2023; Edmondson & Bransby, 2023; Rodrigues et al., 2024).
The results also point to delegation and empowerment as important areas for development where the manager showed good coaching, communication and learner support but external feedback suggested that others could be given more autonomy. This suggests that future effective leadership will require the maintenance of supportive leadership behaviours while creating more opportunities for employees and learners to make independent decisions. Leadership development should therefore focus on the shift from personal maintenance of standards to building the capability and confidence of others to maintain those standards.
Table 2 summarises the key results of the EI self-assessment and the external leadership assessment. This comparison shows where the self-view aligns with others’ views and identifies key areas for leadership development.
Table 2
Comparison of Self-Assessment within the Aesthetic Salon and External Leadership Feedback Findings. 
	Leadership Dimension 
	Self-Assessment Findings
	External Feedback Findings
	Evaluation 

	Self-Awareness
	High
	Positive feedback regarding professionalism and awareness of behaviour
	Significant strength. Demonstrates reflective leadership and emotional regulation.

	Stress Management
	High
	Rated positively for remaining calm under pressure and managing difficult situations professionally
	Significant strength. Supports effective decision-making during challenging situations.

	Adaptability
	High
	Positive feedback regarding responding to challenges and supporting change
	Significant strength. Indicates ability to adjust leadership style according to circumstances.

	Communication and Relationships
	Average to High
	Consistently positive scores for communication, approachability and relationship building
	Strength. Effective communication supports learner engagement and organisational culture.

	Coaching and development
	High
	Feedback highlighted supporting the growth and development of others as a key strength.
	Major strength. Consistent with coaching leadership behaviours and training provider responsibilities.

	Delegation and Empowerment
	Moderate
	Feedback suggested allowing others greater opportunity to make independent decisions
	Development area. Increased delegation may improve empowerment and organisational growth.

	Positive Leadership Climate
	High
	
	Positive attitude identified as a key leadership strength



	Strength. Contributes positively to learner motivation and workplace morale.



Overall, the findings from table 2 demonstrate that leadership effectiveness within the organisation is strongest when emotionally intelligent leadership behaviours are adapted to the needs of learners, employees and organisational priorities, rather than relying on one fixed leadership style.

5. [bookmark: _Toc233742833][bookmark: _Toc234173259][bookmark: _Toc233203396]Leading Organisational Performance Through Direction, Motivation, Delegation and Empowerment
[bookmark: _Toc233742834][bookmark: _Toc234173260][bookmark: _Toc233742835]5.1 Critical Evaluation of Setting Direction
Directing the aesthetics clinic to an accredited training provider was the key objective within the evaluation. Such change in the workplace required more than operational growth, it required a clear vision, consistency of standards and shared understanding of the organisation’s purpose. Effective leadership therefore involved communicating a direction focusing on safe practice, learner confidence, educational quality and professional development. 
Goleman’s (2000) visionary leadership style continues to be salient because it emphasises the importance of connecting employees to a clear purpose of the organisation. But vision is not enough unless it is translated into usable systems and uniform behaviours. Lencioni (2000) argues that communication, structures and processes must underpin organisational clarity. Within the organisation this was achieved through learner manuals, assessment documents, quality assurance procedures, standardised resources and regular discussions with staff and associate trainers. The systems helped to reduce ambiguity and ensure that employees understood how their responsibilities contributed to the wider goals of the organisation.  
Additional research also suggests that employees are more likely to engage with organisational direction when they feel included and valued.’’ Kouzes and Posner (2023) suggest that good leaders develop a shared vision by involving others in the process of setting the organisational goals. This was evident in the contribution of employees and associate trainers to programme design, learner resources and operational improvements. Direction setting at the same time needed to be decisive, particularly around patient safety, compliance and educational standards. The leader’s ability to provide direction was therefore most powerful when vision was combined with collaboration, clear accountability and consistent quality assurance.
[bookmark: _Toc234173261]5.2 Critical Evaluation of Motivating Others
[bookmark: _Toc233742836]Motivation of others was especially important during times of workplace change, when employees and learners had to adapt to new expectations, systems and duties. Motivation within the organisation was not only based on financial incentives but also on opportunities for professional development, recognition, supportive feedback and meaningful involvement in the development of the organisation. This is consistent with the recent leadership literature linking employee engagement to trust, wellbeing, meaningful work and positive leadership behaviours (Baquero, 2023; Silva et al., 2023).
Workplace practice was often supported by coaching, encouragement, and clear opportunities for development. Learners seemed more motivated when they could build confidence, practise skills in a safe environment, and receive constructive feedback. Motivation also increased when employees and associate trainers took part in training delivery, curriculum development, and service improvement, because they could see how their work contributed to learner success and organisational growth.
EI also helped to sustain motivation. Such empathic leaders with good communication and relationship management skills were more likely to create a better workplace that supported the employees’ satisfaction (Coronado-Maldonado & Benítez-Márquez, 2023; Rodrigues et al., 2024). Motivation within the organisation was strengthened through open communication and recognition of individual progress. At the same time, accountability was key: leadership support was not enough without professional standards for employees and learners. So, the highest motivation was a combination of encouragement, clear expectations, regular feedback and accountability for performance.
[bookmark: _Toc234173262]5.3 Critical Evaluation of Delegation and Empowerment
[bookmark: _Toc233742837]As the organisation expanded, delegation became increasingly important. In the early stages, the manager often retained key responsibilities to protect quality, maintain compliance, and ensure a consistent learner experience. While this helped preserve standards in the short term, it also created a degree of dependence on one person and limited opportunities for others to develop. This was reflected in external feedback, which suggested that more room should be given for independent decision-making. Recent literature indicates that delegation is most effective when employees have clear goals, trust, and appropriate support, as this can strengthen confidence, engagement, and performance (Ahmed et al., 2022; Kim & Beehr, 2023). 
In practice, responsibilities were shared more effectively when they were handed over gradually and matched to demonstrated competence and confidence. More experienced associate trainers took on greater responsibility for lesson planning, learner support, and elements of programme delivery, while quality assurance processes helped maintain standards. Delegation therefore required a balance between autonomy and oversight: too little could limit development, whereas too much without guidance could create inconsistency or uncertainty. Situational Leadership Theory (Hersey et al., 2013) is useful here because it recognises that responsibility should increase as competence and commitment develop. In this sense, effective delegation depends on clear expectations, feedback, and agreed professional boundaries, and it remains important because it supports organisational growth, reduces dependence on a single leader, and builds future capability within the team.

[bookmark: _Toc234173263]5.4 Empowering Others 
Empowerment was more than simply delegating tasks; it involved enabling employees and learners to make decisions, contribute ideas, and take ownership of their development. This became especially important as the organisation moved into accredited training, because sustainable growth depended on others gaining confidence and responsibility rather than relying solely on the manager. Research suggests that empowering leadership is linked to stronger engagement, self-efficacy, and performance because it increases people’s sense of competence and influence (Ahmed et al., 2022; Kim & Beehr, 2023). 
In the organisation, empowerment meant encouraging learners to reflect on practice, make clinical decisions within supervised boundaries, and gradually take greater responsibility for their own professional development. Employees and associate trainers were also empowered through involvement in programme improvement and learner support. Even so, empowerment remained a challenge. In a clinical education setting, autonomy must be balanced with patient safety, learner welfare, and compliance, so empowerment cannot mean a lack of oversight. It requires structured independence supported by clear standards, supervision, and feedback. Psychological safety is also important, since people are more likely to take ownership and speak up when they feel safe admitting uncertainty or asking questions (Edmondson & Bransby, 2023; Clarke et al., 2025). 
Empowerment was therefore most effective when it was paired with coaching, trust, and quality assurance. Overall, the organisation appears to have developed a positive learning culture, but further progress is needed to deepen independent decision-making and shared responsibility and reduce dependence on the manager as the main decision-maker.
[bookmark: _Toc233742838][bookmark: _Toc234173264]5.5 Leading Workplace Change Assessment 
Overall, leadership that provides clear direction can make a positive change, motivate learners and employees, and begin to build delegation and empowerment into practice. The move to accredited training required emotionally intelligent leadership, strategic clarity, and adaptability. Strengths were evident in communicating the vision, supporting learner confidence, maintaining standards, and creating a positive leadership climate. However, delegation and empowerment emerged as the main areas for development. 
In aesthetics education, high standards must be maintained, but too much managerial control can reduce employee autonomy and slow organisational growth. Sustainable change will therefore depend on developing others so that responsibility for quality, decision-making, and learner support is shared more widely.
Hence, future leadership practice needs to move from personal change driving to enabling others to sustain change. This means clearer delegation structures; more scope for independent decision-making and the continued use of coaching and feedback. Getting the right balance of direction, motivation, delegation and empowerment will put the organisation in a better position to maintain quality while supporting long-term growth and employee development.
Table 3
Assessment of Leadership Responsibilities during workplace change. 
	Leadership Responsibility
	Evidence from Practice 
	Strength / Development Area

	Setting Direction 
	Established training academy vision and organisational goals .
	Strength 

	Motivating Others 
	Ongoing learner support, coaching and recognition
	Strength 

	Delegation 
	Responsibility often retained for key decisions
	Development Area

	Empowerment 
	Positive support provided but autonomy could be increased
	Development area

	Leading Others
	Successfully expanded into training provision
	Strength 



Table 3 demonstrates that leadership effectiveness is strongest in relation to establishing direction, motivating others and facilitating organisational change. However, the findings suggest that greater emphasis on delegation and empowerment could further enhance organisational performance by encouraging autonomy, confidence and ownership amongst staff and learners.

6. [bookmark: _Toc233742839][bookmark: _Toc234173265]Personal Leadership Development Plan 
[bookmark: _Toc233203397]
Self-assessment, external feedback and reflective practice have identified strengths and areas for development. The main strengths are emotional intelligence, adaptability, motivation and learner support while delegation, empowerment, interpersonal leadership and strategic leadership remain priorities for further development. In the future, leadership development will be about sharing responsibility more confidently, giving staff and learners more opportunities to take initiative, developing empathy and active listening skills and taking a more strategic approach to planning and succession. This must be the basis for both organisational resilience and continued growth.
Table 4: 
Development Plan 
	Development Area
	Development Objective
	Action Required
	Timescale
	Success Measure

	Delegation
	Increase trust and distribution of responsibility
	Delegate selected operational activities and monitor outcomes
	3-6 months
	Increased employee ownership and reduced leader dependency

	Empowerment
	Improve autonomy and confidence of others
	Introduce opportunities for independent decision-making
	3-6 months
	Increased staff and learner confidence

	Interpersonal Skills
	Enhance empathy and communication effectiveness
	Seek regular feedback and utilise active listening techniques
	Ongoing
	Improved feedback scores and stronger relationships

	Strategic Leadership
	Increase focus on organisational growth and long-term planning
	Implement quarterly strategic planning reviews
	6–12 months
	Achievement of organisational development objectives



[bookmark: _Toc233742840]The development plan outlines commitment, allowing continuous improvement and reflective leadership practice which can support to strengthen delegation, empowerment and leadership capabilities. These developments can not only help to improve leadership performance but contribute positively to employee development, supporting long-term growth. 

7. [bookmark: _Toc234173266][bookmark: _Toc233203399][bookmark: _Toc233742842]Recommendations
The report notes several opportunities for the leadership of the aesthetic salon to increase its effectiveness in the organisation. Strengths identified related to emotional intelligence, adaptability, learner support and organisational vision, continued leadership development which are necessary to support sustainable organisational growth.  There is a need for greater emphasis on delegation, especially using feedback to identify opportunities for wider responsibility and involvement in decision making. This would support employee engagement, development and organisational performance.” Empowerment should be strengthened by providing staff and learners with more opportunities for autonomy and involvement in decision-making. 
Coaching should continue to be front and centre as it appears to be particularly effective in training environments, supporting learner development, developing confidence and a culture of continuous improvement. Formal coaching conversations and regular developmental reviews may enhance this further. Also, a regular 360-degree feedback process would provide a wider scope of insight than self-assessment alone and help to identify future development needs. 
Overall, the report shows that leadership in a training organisation is not dependent on one style. Emotional intelligence, adaptability, coaching, affiliative and democratic behaviours are important, but so are delegation, empowerment and strategic clarity. The broad recommendation is to go on developing leadership in ways that spread responsibility further, build stronger independent decision-making and support the development of employees and learners.
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Emotional Intelligence Self-Assessment Results

  Intrapersonal traits
This scale measures your awareness of your own emotions, thoughts, and motivations. People scoring high are self-aware, reflective, and manage their emotions effectively. People scoring low struggle to understand their feelings and may lack insight into their motivations.
You are self-aware and manage your emotions effectively. By continuing to evaluate your experiences, you can make conscious choices that align with your values and further strengthen your confidence.
 Stress management
This scale measures how well you cope with and manage stress. People scoring high remain calm, focused, and effective under pressure. People scoring low are easily overwhelmed and may find it difficult to think clearly in stressful situations.
You stay calm and think clearly under many stressful conditions. Continuing to refine coping techniques will reinforce your reliability and steadiness for yourself and others.
 Mood
This scale measures your general emotional state and tendency toward positivity or negativity. People scoring high maintain a positive, cheerful, and optimistic outlook. People scoring low often experience negative emotions and may struggle to maintain a positive outlook.
You maintain an almost always positive and cheerful mindset. Your optimism strengthens relationships, resilience, and the emotional climate around you.
 Interpersonal traits
This scale measures your ability to interact, communicate, and build relationships with others. People scoring high excel at connecting with others and forming meaningful relationships. People scoring low may struggle with social interactions and understanding others' perspectives.
You have average interpersonal skills and can build and maintain relationships. Enhancing empathy and communication will further improve collaboration and social effectiveness.
 Adaptability
This scale measures your ability to adjust to change and handle new or unexpected situations. People scoring high handle change well, stay flexible, and solve unexpected challenges effectively. People scoring low have difficulty with change and may feel stressed or uncertain in new situations.
You adapt quickly and solve problems effectively. Continuing to embrace challenges and new perspectives will make you even more resourceful and reliable.
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Completed Leadership Feedback Results for EI leadership skills

Respondent 1 – 
Leadership Effectiveness Feedback Questionnaire
Purpose: This questionnaire is designed to gather feedback regarding leadership effectiveness and leadership style. Responses are anonymous and will be used to support personal leadership development.
Please rate each statement using the scale below:
	Rating
	Description

	1
	Strongly Disagree

	2
	Disagree

	3
	Neutral

	4
	Agree

	5
	Strongly Agree


Name (Optional): ________Respondent 1______________
Relationship to Leader: ☐ Employee ☐ Learner ☐X Colleague ☐ Other: ____________
SECTION 1: Communication and Relationships
	Statement
	1
	2
	3
	4
	5

	Kelly communicates clearly and effectively.
	☐
	☐
	☐
	X
	☐

	Kelly listens carefully to the views and opinions of others.
	☐
	☐
	☐
	X
	☐

	Kelly treats people with respect and professionalism.
	☐
	☐
	☐
	X
	☐

	Kelly is approachable when support or advice is needed.
	☐
	☐
	☐
	X
	☐

	Kelly creates positive working relationships.
	☐
	☐
	☐
	X
	☐


SECTION 2: Emotional Intelligence
	Statement
	1
	2
	3
	4
	5

	Kelly remains calm under pressure.
	☐
	☐
	☐
	X
	☐

	Kelly manages tricky situations professionally.
	☐
	☐
	☐
	X
	☐

	Kelly demonstrates empathy towards others.
	☐
	☐
	☐
	X
	☐

	Kelly is aware of the impact her behaviour has on others.
	☐
	☐
	☐
	X
	☐

	Kelly responds constructively to feedback.
	☐
	☐
	☐
	X
	☐


SECTION 3: Leadership and Direction
	Statement
	1
	2
	3
	4
	5

	Kelly provides clear direction and expectations.
	☐
	☐
	☐
	X
	☐

	Kelly motivates others to achieve their goals.
	☐
	☐
	☐
	X
	☐

	Kelly inspires confidence in others.
	☐
	☐
	☐
	X
	☐

	Kelly leads by example.
	☐
	☐
	☐
	X
	☐

	Kelly encourages a positive working environment.
	☐
	☐
	☐
	X
	☐


SECTION 4: Delegation and Empowerment
	Statement
	1
	2
	3
	4
	5

	Kelly trusts others with responsibility.
	☐
	☐
	☐
	X
	☐

	Kelly provides opportunities for others to develop.
	☐
	☐
	☐
	X
	☐

	Kelly encourages independent decision-making.
	☐
	☐
	☐
	X
	☐

	Kelly supports people when they face challenges.
	☐
	☐
	☐
	☐
	X

	Kelly recognises and celebrates achievements.
	☐
	☐
	☐
	☐
	X


SECTION 5: Adaptability and Change
	Statement
	1
	2
	3
	4
	5

	Kelly adapts well to changing situations.
	☐
	☐
	☐
	X
	☐

	Kelly responds positively to challenges.
	☐
	☐
	☐
	X
	☐

	Kelly encourages innovation and innovative ideas.
	☐
	☐
	☐
	X
	☐

	Kelly supports others during periods of change.
	☐
	☐
	☐
	X
	☐

	Kelly remains focused on solutions rather than problems.
	☐
	☐
	☐
	X
	☐


Open Questions
1. What do you consider to be Kelly’s greatest leadership strength?
Positive attitude, always looking to help others grow and support them as well.  

1. What leadership skills could Kelly further develop?
Letting others make decisions for themselves.  

1. Is there anything else you would like to add regarding Kelly’s leadership style?
She is occupationally talented, therefore when she supports others, her knowledge shines through. 

Respondent 2

Leadership Effectiveness Feedback Questionnaire
Purpose: This questionnaire is designed to gather feedback regarding leadership effectiveness and leadership style. Responses are anonymous and will be used to support personal leadership development.
Please rate each statement using the scale below:
	Rating
	Description

	1
	Strongly Disagree

	2
	Disagree

	3
	Neutral

	4
	Agree

	5
	Strongly Agree


Name (Optional): _______Respondent 2______________
Relationship with Leader: ☐ Employee ☐ Learner ☐X Colleague ☐ Other: ____________
SECTION 1: Communication and Relationships
	Statement
	1
	2
	3
	4
	5

	Kelly communicates clearly and effectively.
	☐
	☐
	☐
	X
	☐

	Kelly listens carefully to the views and opinions of others.
	☐
	☐
	☐
	☐
	X

	Kelly treats people with respect and professionalism.
	☐
	☐
	☐
	☐
	X

	Kelly is approachable when support or advice is needed.
	☐
	☐
	☐
	☐
	X

	Kelly creates positive working relationships.
	☐
	☐
	☐
	X
	☐


SECTION 2: Emotional Intelligence
	Statement
	1
	2
	3
	4
	5

	Kelly remains calm under pressure.
	☐
	☐
	☐
	X
	☐

	Kelly manages tricky situations professionally.
	☐
	☐
	☐
	X
	☐

	Kelly demonstrates empathy towards others.
	☐
	☐
	☐
	X
	☐

	Kelly is aware of the impact her behaviour has on others.
	☐
	☐
	☐
	X
	☐

	Kelly responds constructively to feedback.
	☐
	☐
	☐
	X
	☐


SECTION 3: Leadership and Direction
	Statement
	1
	2
	3
	4
	5

	Kelly provides clear direction and expectations.
	☐
	☐
	☐
	X
	☐

	Kelly motivates others to achieve their goals.
	☐
	☐
	☐
	☐
	X

	Kelly inspires confidence in others.
	☐
	☐
	☐
	☐
	X

	Kelly leads by example.
	☐
	☐
	☐
	X
	☐

	Kelly encourages a positive working environment.
	☐
	☐
	☐
	X
	☐


SECTION 4: Delegation and Empowerment
	Statement
	1
	2
	3
	4
	5

	Kelly trusts others with responsibility.
	☐
	☐
	X
	☐
	☐

	Kelly provides opportunities for others to develop.
	☐
	☐
	☐
	X
	☐

	Kelly encourages independent decision-making.
	☐
	☐
	☐
	X
	☐

	Kelly supports people when they face challenges.
	☐
	☐
	☐
	☐
	X

	Kelly recognises and celebrates achievements.
	☐
	☐
	X
	☐
	☐


SECTION 5: Adaptability and Change
	Statement
	1
	2
	3
	4
	5

	Kelly adapts well to changing situations.
	☐
	☐
	X
	☐
	☐

	Kelly responds positively to challenges.
	☐
	☐
	☐
	☐
	X

	Kelly encourages innovation and innovative ideas.
	☐
	☐
	☐
	☐
	X

	Kelly supports others during periods of change.
	☐
	☐
	☐
	X
	☐

	Kelly remains focused on solutions rather than problems.
	☐
	☐
	☐
	X
	☐


Open Questions
1. What do you consider to be Kelly’s greatest leadership strength?
Able to support others and provide guidance. She can also be a positive person who encourages motivation. 

1. What leadership skills could Kelly further develop?
Delegating to others. She likes to take control of everything which sometimes comes across as micromanaging. 

1. Is there anything else you would like to add regarding Kelly’s leadership style?
She is incredibly supportive and really wants to see others succeed. 



2

image1.png
PRIFYSGOL CYMRU ———
S Y Drindod Dewi Sant
UNIVERSITY OF WALES

Trinity Saint David





