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Component 1: Critically review current literature and research to analyse the impact of cultural and institutional perspectives on two contrasting approaches to leadership (3000 words).

This essay explores the impact of cultural and institutional perspectives on leadership within the context of large hotel organisations and independent boutique hotels. Specifically, we will examine their differing approaches to leadership and the inconsistencies that may arise as a result. To facilitate this analysis, this essay will utilise Hofstede's Cultural Dimensions (2010), a widely recognised framework for understanding cultural differences. The focus of this essay will be on two distinct leadership styles prevalent in the hospitality industry: transformational leadership in large organisations like Marriott Hotels, a prominent global hotel chain, and transactional leadership in small independent/boutique hotels like the Nant Ddu Lodge Hotel, Spa & Bistro in Brecon. This essay will explore the benefits and limitations of each leadership style, highlight common misconceptions, and investigate how cultural factors may shape their implementation within these diverse organisational settings. By comprehensively exploring the multifaceted aspects of leadership in large hotel organisations and independent boutique hotels, this essay aims to contribute to a deeper understanding of the interplay between cultural influences and leadership practices in the dynamic and ever-evolving hospitality industry.

Marriott International is a global hospitality company, and has long been recognised for its successful leadership practices in business publications and media (Forbes, 2020). One of the key elements of their leadership approach is transformational leadership (Ross, 2018). This style emphasises inspiring and motivating employees to reach higher levels of performance and personal growth. This is supported by Abduljabbar and Alharbi (2023) who found through qualitative data from interviews that transformational leaders create a supportive and motivating work environment. As a result, employees experience improved job satisfaction, and overall productivity in the hotel sector increases. However, a study by Chen, et al (2018) found that transformational leadership has an inverted U-shaped relationship with task performance, meaning it initially has a positive impact, but after reaching a certain point, the positive influence starts to diminish. Additionally, the study shows that employees' proactive personality plays a significant moderating role in this relationship, according to social cognitive theory. Cultural differences can influence various personality traits, including proactivity. However, it's essential to remember that individual personalities vary greatly within any culture, and generalisations should be made with caution (Chen et al, 2018).
In the context of Hofstede's (2010) Cultural Dimensions proactivity is often associated with cultural dimensions such as individualism, collectivism, power distance, and uncertainty avoidance. In cultures that value individualism, such as the United States, where Marriott began and is based, individuals are encouraged to be independent, take initiative, and express their opinions freely. This cultural orientation might lead to a higher prevalence of proactive individuals, therefore Transformational leadership would work well (Chen et al, 2018).
On the other hand, in collectivist cultures, such as many Asian countries, the emphasis is on group harmony and loyalty. Proactivity may manifest differently, focusing on the well-being of the group or family rather than individual assertiveness.

Power distance, which refers to the acceptance of hierarchical authority, can also impact proactivity. In cultures with high power distance, individuals may be less likely to take initiative, as decision-making and problem-solving are often centralised in higher authority figures. Similarly, uncertainty avoidance, which measures a society's tolerance for ambiguity and uncertainty, can influence proactivity (Hecht, 2023). Cultures with low uncertainty avoidance may encourage risk-taking and experimentation, fostering proactive behaviours.

While these cultural dimensions can provide some insight, it is crucial to remember that individual personalities are shaped by a combination of cultural, environmental, and genetic factors. Additionally, as the world becomes more interconnected, cultural boundaries blur, and individuals may exhibit traits influenced by multiple cultures and experiences (Hofstede, 2010).

A study by Majid et al (2023) indicates that transformational leadership has a direct positive impact on both role clarity and job engagement. Additionally, when employees have clear roles, it enhances their job engagement and promotes championing behaviour. Role clarity partially influences job engagement and fully influences championing behaviour (Majid et al, 2023). In simpler terms, when leaders inspire and motivate employees through transformational leadership, employees have a better understanding of their roles, leading to higher engagement and active support for the organisation.

At Marriott Transformational leaders inspire and empower their teams by creating a compelling vision for the future and fostering a sense of purpose and meaning in the work employees do, one tool they use for this is a credo card. The credo card is something employees carry with them on shift to remind them of Marriott's vision and core values. This, in turn, boosts employee motivation and engagement, leading to higher productivity and job satisfaction (Limsila & Ogunlana, 2008).

A transformational leader fosters a culture of innovation and creativity by encouraging an open and inclusive work environment in which employees feel comfortable sharing ideas and taking risks (Brown & Ross, 2012). Marriott's transformational leaders actively support and reward creative thinking, leading to the development of new solutions and services (Bass & Riggio, 2006). 

Transformational leadership fosters a positive work environment and encourages personal and professional growth. Marriott International's emphasis on employee growth and well-being fosters loyalty among team members, reducing turnover rates and retaining top talent (Bass & Riggio, 2006). A study by Rabiul et al. (2023) agrees that Transformational leadership positively affects employees' job performance and wellbeing by influencing their emotional energy. Furthermore, the relationship between emotional energy and job performance is strengthened by employees' perception of their work as meaningful. The researchers recommend that hoteliers can improve employees' energy levels by providing counselling, coaching, training, and fostering intrinsic motivation (Rabiul et al, 2023). Marriott currently has employee wellbeing programmes for counselling, coaching and a robust training programme (Marriott International, 2023).

The transformational leadership style requires substantial time and energy from leaders to build strong relationships with team members and maintain open communication channels, which can be difficult in the hospitality industry. However, Marriott makes an effort by having an “Open door policy”. As Marriott continues to expand globally, ensuring consistent application of transformational leadership across all properties becomes a challenge (Bass & Riggio, 2006). 

Transformational leadership may occasionally prioritise charismatic and visionary leaders over those with strong technical skills. This emphasis on personality traits could lead to overlooking capable individuals who may not possess the same level of charisma (Limsila & Ogunlana, 2008). However, given the requirements of the hospitality industry, the former skills are sometimes more useful in front of house than the latter.

While transformational leadership can be highly effective in motivating employees, it may not suit all hotel departments (Bass & Riggio, 2006). For example, housekeeping departments are responsible for cleaning and maintaining guest rooms and public areas. The work in housekeeping requires attention to detail, efficiency, and adherence to specific standards and procedures. While transformational leadership can be highly effective in departments that prioritise creativity, innovation, and customer service, it may not be the most suitable leadership style for the housekeeping department (Nurhidayat, 2022). This is because the tasks in housekeeping are often routine and require consistency and precision. In a transformational leadership approach, leaders focus on inspiring and motivating employees to reach higher levels of performance and personal growth. They may encourage employees to take risks, be creative, and think outside the box. However, in the housekeeping department, the primary goal is to consistently deliver clean and well-maintained rooms without deviating from established procedures. Applying transformational leadership in a housekeeping context could lead to employees feeling misunderstood or that their routine work is not valued. It may also create confusion if employees are encouraged to experiment or take risks, as this could impact the quality and efficiency of their work (Nurhidayat, 2022). In this case, a more appropriate leadership approach for the housekeeping department might be transactional leadership. Transactional leaders focus on setting clear expectations, providing rewards and recognition for meeting performance targets, and ensuring that employees follow established procedures and standards. This style aligns well with the structured and task-oriented nature of housekeeping work, and it helps ensure consistent performance and high-quality results (Rabiul, 2022).

Another potential issue is employees may misinterpret a transformational leader's involvement and support as micromanagement. This misunderstanding can lead to decreased autonomy and creativity among team members (Bass & Riggio, 2006). For example, in a hotel's food and beverage department, the head chef, as a transformational leader, is enthusiastic, supportive, and encourages team members to share their ideas and take ownership of their work. The chef fosters a culture of creativity, where team members are encouraged to experiment with new dishes, presentation styles, and innovative cooking techniques (Delekovcan, 2013). This leadership style is effective in inspiring the culinary team and elevating the restaurant's offerings.
However, some line cooks and junior staff may misinterpret the chef's involvement and support as micromanagement. They might feel overwhelmed by the chef's hands-on approach and constant feedback, especially if they are used to a more traditional, directive leadership style which is usually the case for those leaving school or college and in their first role. As a result, these team members may start feeling that they have less autonomy and freedom to express their creativity. They might hesitate to take initiative in fear of being corrected or having their ideas overly influenced by the chef. This perceived lack of autonomy can lead to decreased creativity and innovation among these team members, as they may become reluctant to experiment and take risks in their culinary creations (Delekovcan, 2013). To address this situation, the head chef needs to be aware of the potential misinterpretation and ensure effective communication with the team. The chef can clarify the intention behind their involvement and support, emphasising that it is meant to encourage creativity and collaboration, not to micromanage. Open and honest dialogue can help team members feel more comfortable in expressing their ideas and trying out new approaches (Delekovcan, 2013). However, cultural differences in communication styles may affect how leaders convey their vision and establish rapport with their teams (Limsila & Ogunlana, 2008). Additionally, the chef can provide opportunities for team members to take ownership of specific menu items or projects, giving them more autonomy to showcase their skills and creativity. This approach will foster a sense of ownership and empowerment among the culinary team and counteract any negative effects of perceived micromanagement (Delekovcan, 2013).

Transformational leadership is often associated with top-level executives, leading to the misconception that it cannot be implemented at lower levels within the organisation. In reality, transformational leadership can be practised at all levels to inspire and develop future leaders (Limsila & Ogunlana, 2008). 
The general manager of a hotel can exhibit transformational leadership by fostering a compelling vision for the hotel and inspiring the entire staff to work towards achieving it. They can encourage employees to take pride in their work and be part of a unified team dedicated to delivering exceptional guest experiences (Li et al, 2023). 
Department heads or supervisors within the hotel can demonstrate transformational leadership by engaging their teams and encouraging open communication. They can create a positive work environment where employees feel valued and motivated to contribute their best efforts. These leaders can inspire creativity and innovation within their departments, fostering a culture of continuous improvement. By providing opportunities for professional growth and development, they can nurture the potential of their team members and prepare them for future leadership roles (Li et al, 2023).
Even frontline staff members, such as front desk agents, housekeeping attendants, and restaurant servers, can exhibit transformational leadership within their roles. They can inspire their colleagues by going above and beyond in their duties, providing exceptional service to guests, and showing a proactive attitude in problem-solving. By taking ownership of their tasks and showing dedication to the hotel's success, these frontline employees can inspire others and contribute positively to the overall organisational culture (Slåtten & Mehmetoglu, 2015) . 
Even interns and trainees can experience and practise transformational leadership during their short stints in the hotel. When given opportunities to participate in meaningful projects, receive mentorship from experienced leaders, and be part of a supportive team, they can develop their leadership potential. As they grow and transition into permanent roles, they can carry forward the transformational leadership principles they have learned during their internship or training period (Collins & Pearlman, 2023) .

One of the prominent challenges faced by large global organisations pertains to the adaptability of their leadership style across diverse countries and regions. While a particular leadership approach might prove effective in one country or region, it may encounter significant obstacles or fail altogether when implemented in other countries, primarily due to cultural differences (Gursoy & Maier, 2023) .

Hofstede's (2010) cultural dimensions can be used to demonstrate the challenges faced by large global organisations regarding the adaptability of their leadership style across different countries and regions. Hofstede's (2010) cultural dimensions provide a framework to understand and compare cultural differences between countries based on six dimensions: Power Distance, Individualism vs. Collectivism, Masculinity vs. Femininity, Uncertainty Avoidance, Long-Term Orientation vs. Short-Term Orientation, and Indulgence vs. Restraint.

Hofstede's (2010) Power Distance dimension measures the acceptance of hierarchical authority within a society. In countries with high power distance, employees are more likely to accept and follow directives from top-level leadership without questioning or challenging them. On the other hand, countries with low Power Distance tend to have more egalitarian relationships, and employees may feel more comfortable expressing their opinions and challenging authority (Hofstede, Hofstede, & Minkov, 2010). A large global organisation with a hierarchical leadership style that works effectively in a country with high Power Distance may encounter difficulties when implementing the same approach in a country with low Power Distance. Employees in the latter country might expect a more participative leadership style and be less receptive to strict top-down directives. Cultural variations in power distance may influence the degree to which employees accept and respond to transformational leadership in Marriotts around the globe.

Individualism vs. Collectivism reflects the degree of emphasis on individual goals and achievements versus group cohesion and collective success. In individualistic societies, employees tend to prioritise their personal goals, whereas in collectivistic societies, the group's interests take precedence (Wang et al, 2023). A leadership style that emphasises individual achievements and rewards may be well-received in a country with high Individualism, but it might face resistance in a country with high Collectivism, where employees value teamwork and group harmony over personal recognition (Wang et al, 2023).
In collectivist cultures, such as many Asian countries, where Marriott has 710 properties, a participative and team-oriented approach to leadership is often preferred. Marriott's transformational leadership style may align well with these cultures, as it emphasises collaboration and shared vision (Hofstede, 2010). In individualism cultures large organisations may experience some difficulties, however Marriott operates several reward strategies such as Employee of the Month, they also hold an awards ceremony during their Christmas Party with different staff awards, this can help support individualism cultures and create a more collectivist work culture.

Hofstede's (2010) Uncertainty Avoidance dimension measures a society's tolerance for ambiguity and uncertainty. In countries with high Uncertainty Avoidance, there is a preference for structure, rules, and clear guidelines, while countries with low Uncertainty Avoidance tend to be more comfortable with ambiguity and change (Hofstede, 2010). Transformational leadership can benefit cultures with low uncertainty avoidance, as it encourages adaptability and openness to change, allowing organisations to respond more effectively to dynamic and uncertain environments (Dao, 2023). Cultures with low uncertainty avoidance often value innovation and creativity. Transformational leaders can harness these cultural preferences by inspiring employees to think outside the box and pursue innovative solutions. Transformational leadership empowers employees to take ownership of their work and make decisions independently. In cultures with low uncertainty avoidance, where individuals are comfortable with ambiguity, this autonomy and empowerment can be well-received (Dao, 2023). Whilst, in cultures with high uncertainty avoidance, there may be a greater resistance to change and a preference for stability and predictability. Transformational leadership, which often involves introducing innovative ideas and embracing change, may face challenges in such cultures. However, Transformational leaders encourage risk-taking and experimentation, and are perceived as risky or unpredictable in cultures with high uncertainty avoidance. Employees may prefer safer and more structured approaches to work. Transformational leadership involves embracing ambiguity and uncertainty, which might not align well with the preferences of employees in cultures with high uncertainty avoidance, where clear rules and guidelines are favoured (Dao, 2023).

Having an understanding of Hofstede’s (2010) Cultural Dimensions can assist large organisations in their strategic planning for different locations as leadership styles are not a one size fits all. Meanwhile, from a cultural perspective smaller independent and boutique hotels usually only need to consider one or two locations in the same country and therefore their leadership to some extent can be more fixed. 

Small independent and boutique hotels operate in a unique business landscape where personalised experiences and attention to detail are key differentiators. In such environments, transactional leadership can play a crucial role. Transactional leadership focuses on creating clear structures and systems to achieve specific goals through rewards and punishments. In small independent hotels this style can help establish clear expectations and performance metrics. This helps employees understand their roles and responsibilities, promoting a sense of accountability for their actions and results (DeGraff, 2021).

Transactional leadership can be perceived as rigid and authoritarian, with a focus on strict enforcement of rules and regulations. However, effective transactional leaders can still be approachable and open to feedback while maintaining performance standards (Northouse, 2018). There is a misconception that transactional leadership neglects employee development. While it may not emphasise personal growth as much as transformational leadership does, transactional leaders can still support employee training and skill development (DeGraff, 2021).
Cultural variations in power distance can influence the effectiveness of transactional leadership. In cultures with higher power distance, employees may be more accepting of hierarchical structures and responsive to transactional leadership practices (Hofstede, 2010).

The UK generally has a relatively low power distance, meaning that there is a preference for more egalitarian relationships and less acceptance of significant hierarchical gaps between leaders and subordinates. Transactional leadership, with its emphasis on clear roles, expectations, and rewards for performance, can align well with this cultural dimension. In the Nant Ddu Lodge, employees may feel comfortable with a structured leadership approach that provides clear guidelines for their tasks and performance expectations. In smaller hotel settings, the transactional leadership approach ensures streamlined processes and efficient operations. With well-defined procedures and rewards for meeting targets, employees can focus on delivering excellent guest experiences (DeGraff, 2021). 
The transactional leadership style may prioritise meeting predetermined targets over fostering innovation and creativity. In boutique hotels, where uniqueness and creativity are valued, this limitation can hinder the ability to adapt to changing guest preferences (Northouse, 2018).

The balance between individualism and collectivism in a culture can shape the approach to transactional leadership. In individualistic cultures, transactional leaders may need to adapt their approach to align with employees' desire for autonomy and personal recognition (Hofstede, 2010).
The UK is known for its individualistic culture, where individuals tend to prioritise personal goals and achievements. Transactional leadership, which focuses on individual performance and rewards, may resonate with this cultural preference. Employees at the Nant Ddu Lodge may be motivated by the transactional system of receiving incentives and recognition based on their individual contributions and accomplishments. Transactional leadership often utilises performance-based rewards, such as bonuses or recognition, which can be effective in motivating employees to achieve specific goals or deliver exceptional service (Northouse, 2018). However, in boutique hotels where personalised experiences are essential, a purely transactional approach may lead to employee dissatisfaction if they feel undervalued or solely motivated by rewards (Northouse, 2018).

The UK has a moderate level of masculinity, indicating a balanced emphasis on both assertiveness and nurturing. Transactional leadership's task-oriented nature and focus on goal achievement can align with the assertive aspects of this cultural dimension. However, in a boutique hotel setting like the Nant Ddu Lodge, there might also be room for nurturing elements, such as providing support and recognition to employees for their efforts.

The UK has a relatively low uncertainty avoidance, indicating a higher tolerance for ambiguity and change. Transactional leadership's structured and clear system of rewards and punishments can provide a sense of predictability and stability, which may be well-received in a low uncertainty avoidance culture. Employees at the Nant Ddu Lodge may appreciate the clarity of expectations and the straightforward nature of the transactional leadership style.

Transactional leadership typically emphasises short-term results, which may lead to neglecting long-term strategic planning and sustainable growth in small independent hotels (DeGraff, 2021). The UK tends to have a short-term orientation, emphasizing quick results and pragmatic approaches. Transactional leadership, with its focus on immediate performance and rewards, can align with this cultural preference for short-term goals and outcomes. In a boutique hotel like the Nant Ddu Lodge, where quick and efficient service delivery is crucial, the transactional leadership style may support the emphasis on immediate results.

To conclude, Marriott International's transformational leadership style has proven to be a driving force behind its success in the hospitality industry. While it offers numerous benefits, including employee motivation, creativity, and talent retention, there are also limitations and misconceptions that they are addressing. Additionally, cultural factors play a crucial role in shaping the implementation and effectiveness of transformational leadership in diverse international contexts.

Meanwhile, transactional leadership can offer benefits to small independent and boutique hotels like Nant Ddu Lodge by providing clarity, accountability, and efficiency. However, it may also face limitations, such as stifling creativity and fostering short-term focus. Understanding cultural factors and debunking misconceptions is essential in implementing transactional leadership effectively and ensuring that it aligns with the unique needs of small independent/boutique hotels.

And finally, we cannot rule out that many independent or boutique hotels have narcissistic leadership which can have positive and negative effects in the hotel industry, affecting employee behaviour and workplace dynamics. The limitations and misconceptions surrounding this leadership style emphasise the importance of promoting empathetic and supportive leadership practices. Understanding the cultural factors that influence narcissistic leadership and behavioural cynicism can help organisations address these issues effectively and foster a more positive and collaborative work environment.

Component 2: Critically analyse your own leadership competence and evaluate the implications for intercultural leadership and management (2000 words).

In this reflective essay I will critically analyse my leadership competence and evaluate the implications for intercultural leadership and management. I will do this by reflecting on my previous experience in management roles and by using self-assessment tools such as Myers Briggs (YEAR) Belbin's (YEAR) Team roles.

To begin I undertook a Myers Briggs Personality test, my results were ESFJ Extravert (16%)  Sensing (16%)  Feeling (12%)  Judging (6%). As an ESFJ, I find myself enjoying being a generous entertainer, taking pride in preserving and celebrating traditions. I take delight in giving to others, especially when it aligns with social customs and expectations. I have a natural inclination to be in charge, as I can clearly see problems and delegate tasks efficiently. I work hard and play with enthusiasm, and I believe in the importance of respecting seniority and traditions. Providing service to others gives my life meaning, and I expect the same level of dedication from those around me.

However, I have noticed that being an ESFJ can be both rewarding and challenging. I tend to wear my emotions on my sleeve, and when hurt, I find it challenging to contain my feelings. At times, my emotions can boil over, leading to intense reactions. On the flip side, this emotional intensity also fuels my passion and can be channelled into engaging performances in various situations.

One of the most significant conflicts I face is balancing my strong sense of right and wrong with my overwhelming nurturing and caring drive. Making decisions, especially those that may lead to conflicts, can become an internal wrestling match between my black-and-white values and the desire to avoid discord. It's as if different parts of me battle for control, and at times, it feels like a winner-takes-all situation.

In my role as a caretaker, I can't help but feel hyper-vigilant, sensing potential dangers everywhere—be it germs, external elements, or even flaws in others' characters. This heightened sense of protectiveness drives me to excel in fields such as hospitality and education, where I can make a difference in people's lives.

Reflecting on my ESFJ personality, I realise that it is a unique blend of nurturing warmth and firm determination. While there are moments of internal conflict, I cherish the opportunity to care for others and create meaningful connections through the traditions I uphold. Understanding my strengths and challenges as an ESFJ helps me navigate both my personal and professional life with greater self-awareness and empathy for others. This is supported by the reflections I have had over the years on my own leadership skills.

Shortly after turning 18, I assumed the role of a manager at the Nant Ddu Lodge Hotel and Bistro, a small boutique hotel in Brecon. The leadership culture of this small business was very laissez-faire as the owner did not work or visit the business, instead employing two managers, who were also married, to do this for him. On reflection this leadership style allowed me to develop my own “hands off” leadership style.

Reflecting on this role, I realise that, at that stage of my career, I was not adequately prepared to handle the responsibilities of a manager. One consistent finding in leadership research is the importance of experience and time in developing effective leaders. Leadership skills typically improve with exposure to diverse situations and challenges over time (Yukl, 2013). At 18 years old, individuals may not have had the opportunity to gain the breadth and depth of experience necessary to effectively manage complex hospitality operations. Effective managers need a level of cognitive and emotional maturity to handle responsibilities and make critical decisions. While individuals' cognitive abilities may vary, research suggests that emotional intelligence and mature decision-making processes often develop with age and experience (Joseph & Newman, 2010).

Successful hospitality managers need a strong understanding of industry-specific knowledge, including customer service, marketing, financial management, and operations. Acquiring this expertise typically requires education, training, and hands-on experience, which may be limited in an 18-year-old candidate, like myself. Hospitality managers must interact with a diverse group of stakeholders, including guests, employees, suppliers, and owners. Developing effective interpersonal skills and building strong relationships can take time and practice (Van Iddekinge et al., 2011). It is important to note that individual capabilities and developmental trajectories can vary significantly. While some 18-year-olds may possess exceptional or natural leadership qualities and relevant experience, they might still be exceptions rather than the norm. In most cases, there is a reasonable argument that individuals would benefit from more time to grow personally and professionally before taking on a managerial role in the hospitality industry.

During that period, I prioritised customer experience enhancements over directly managing the hotel teams as I lacked confidence in my managerial skills. My attention was mainly occupied with these tasks. However, I found myself regularly handling management duties during food service due to conflicts between the chefs and wait staff. I was also responsible for opening and closing tills and addressing customer complaints. Looking back, I acknowledge that my performance as a manager was far from satisfactory, and it may be generous to even consider myself a manager during that time. I encountered difficulties in resolving tensions in the kitchen and delegating tasks to the wait team, often choosing to handle them myself instead.

In 2016, I relocated to Swansea to pursue studies in International Hotel Management. At that point, having already gained six years of industry experience and held a management position, I initially perceived the undertaking as somewhat unnecessary. However, upon reflection, I now recognize that the degree not only enhanced my knowledge and comprehension but also served as a platform to cultivate, refine, and fortify my leadership abilities. The leadership style at Grape and Olive (Brains Brewery) was Authoritative Leadership, decisions were made by head office alone with no room for insight from employees.  I commenced my employment as an events manager at Grape & Olive, where my responsibilities were primarily limited to overseeing the front of house team during event services rather than on a daily basis. The challenges emerged when I received promotions to the positions of Team Leader and subsequently Assistant Manager of the restaurant, as I encountered some resistance during this transition from an older French gentleman. 

During my time at Grape and Olive, my management style evolved from a more laissez-faire approach into an autocratic approach, leading me to become highly task oriented. This focus on tasks enabled me to achieve head office targets, boost sales, ensure compliance, and secure bookings. While these outcomes were well-received by head office and my immediate manager, the team I was supposed to lead experienced negative consequences. They often felt micromanaged, unheard, a lack of trust, and felt their creativity was suppressed.

I experienced frustration with the team, as I felt that they were not performing up to the standards we had discussed, despite fulfilling their job responsibilities. This frustration reached a turning point when my manager and I decided to issue a note to file to a long-term team member who resisted changes from head office and demonstrated a lack of respect, particularly towards me as a young female manager. Previous encounters with other female managers further exacerbated the situation. Issuing the note to file was an attempt to assert my managerial authority. Using Hofstede’s Cultural Dimensions, I can now reflect on this and whether culture played a role in this older French gentlemen’s attitude. France has a slightly higher power distance score compared to the UK, suggesting a greater acceptance of hierarchical authority. French society may have a more formal and structured approach to business and social interactions, with clear distinctions between superiors and subordinates, however, they also have a particular view on traditional gender roles (Hofstede, 2010).

In retrospect, there may have been a cultural factor, however, I believe this team member posed numerous challenges due to his resistance to change. Having been with the company for a decade, he had witnessed several changes, some of which had proven successful, while others had not. These experiences may have contributed to an environment of instability, leading to his reluctance to embrace further changes.

At that time, my youth and limited life experience made it challenging for me to fully comprehend the team member's resistance to change, as I personally embraced change readily. However, in hindsight, I recognise that my experienced line manager should have better understood the situation, considering the team member's long tenure with the company and his past encounters with changes that had impacted his work environment. The consequence of issuing the note to file was that the team member sought the help of a law student to compose a complaint addressed to my manager. The complaint listed various minor incidents involving him and other team members that they considered grievances. This incident marked a pivotal moment in my career, as it forced me to reflect on my own abilities and capabilities, leading to a challenging period where my confidence and self-esteem were significantly affected.

During the investigation, many team members retracted their grievances and disassociated themselves from the complaint, asserting that they had been coerced into participating. Nonetheless, the damage, I perceived had already been done, and it proved challenging to repair. A few weeks following this incident, I realised the need for further development in my leadership abilities. A study published in the Journal of Business Research explored the relationship between management qualifications and leadership effectiveness. The research revealed that managers with higher levels of education in management and leadership tend to exhibit better leadership behaviours and achieve higher levels of employee satisfaction and organisational performance (Abbas et al, 2017). As a result, I decided to apply for the Institute of Leadership & Management Level 2 in Team Skills, which was funded by Chwarae Teg. My hope was that this program would help me enhance my leadership skills and enable me to become a more effective manager for my team.

During the programme I used many self-assessment tools to discover more about myself and my leadership style such as Personality Questionnaire, Fayol's Five Functions (1949), Adair’s Action Centred Leadership (1973), Bolton & Bolton Social Styles Model (1984), Tuckman’s Team Development Model (1965), Belbin's Team Roles (1981). Upon reflecting on my experience with this program, I acknowledge its role in fostering self-awareness, helping me understand my leadership style, and defining my role as a manager. However, I recall facing challenges during the self-assessment phase due to the lingering impact of the incident with my team, which made it difficult to answer certain questions. While the program was beneficial at the time, I now perceive my results to be less relevant as I have grown and developed through subsequent experiences and my leadership style has changed accordingly.

After completing my qualification with Chwarae Teg, I noticed a significant improvement in my leadership capabilities. A study conducted by Chartered Management Institute (CMI) in the UK supports this as they found that managers with management qualifications tend to demonstrate stronger leadership skills and perform better in their roles (CMI, 2020). Consequently, when the opportunity arose to work as an Assistant General Manager at The Secret Beach Bar and Kitchen, reporting directly to the owners, I felt more confident in my abilities. From the outset, I took charge of recruiting, training, and supporting the team at The Secret, allowing me to build stronger relationships, particularly during the training phase. 

Looking back, I believe my leadership style underwent a transformation from an autocratic and task-oriented approach to a more paternalistic management style. This shift proved effective, especially since the majority of the team were young individuals who had recently finished high school or college, and this was their first job. Farh et al (2006) conducted a study which found that employees, including younger ones, responded positively to leaders who displayed paternalistic behaviours, leading to higher levels of trust and job satisfaction. What is especially interesting about this study is it was conducted in China where hierarchical leadership styles are better received due to culture, despite differences in country, this worked well for me with young people, perhaps because they came directly from school where they were used to hierarchical leadership styles between teacher and student.

After three years, my leadership style has evolved significantly, and upon reflection, I realise that it is more multifaceted than simply adopting one fixed approach. Over the past decade, I have learned a valuable lesson – recognising that each team member is a unique individual. To maximise the team's potential, it is essential to treat team members individually, considering their unique preferences and responses to different leadership styles. Individuals' responses to different leadership styles can vary significantly. Personally, I have found positive responses to a transformational leadership style and experienced a negative response to an autocratic approach, while others may respond favourably to a laissez-faire approach. This observation aligns with Leader-Member Exchange Theory (LMX), which highlights the unique relationships between leaders and individual followers. According to LMX theory, leaders may have distinct relationships with different team members, influencing the overall leadership dynamics within the group (Graen & Uhl-Bien, 1995).

Considering the diversity of responses and the complexity of leader-follower relationships, it prompts us to question why leadership is often discussed as a fixed approach when, in reality, it is a multifaceted model. Leadership encompasses various approaches and styles tailored to specific situations and individuals rather than relying on a fixed, one-size-fits-all approach to management. Understanding and embracing this multifaceted nature of leadership can lead to more effective and adaptable leadership practices.

Looking back at my Belbin Team Roles questionnaire results from 2018, I was identified as having the Shaper and Resource Investigator roles. At that time, I remember being enthusiastic about taking on challenges, pushing for progress, and exploring new opportunities, which aligned well with the Shaper role. The Resource Investigator role also resonated with me, as I enjoyed networking, gathering information, and connecting with others to bring valuable insights to the team.

However, as I recently retook the Belbin assessment, I was surprised to see a shift in my identified roles. Now, I am categorised as an Implementer and Completer Finisher. Reflecting on this change, I realise that over the years, my approach to work and my preferences have evolved. Throughout the majority of my career, I have been a part of teams lacking a Completer Finisher role. Reflecting on my performance in teams in the last three years, I have found myself adapting and assuming that responsibility, even though it is not a natural inclination for me. Taking on the Completer Finisher role has required conscious effort on my part. In my current role, I find myself more drawn to tasks that require a methodical and detail-oriented approach. The Implementer role now seems to align better with my focus on turning ideas into tangible actions and ensuring the smooth execution of projects. Additionally, the Completer Finisher role resonates with my increased emphasis on ensuring that tasks are completed to a high standard and that all loose ends are tied up efficiently.

I believe that personal growth and my work experiences have played significant roles in shaping this change. As I took on new responsibilities and encountered different challenges, I adapted my working style to meet the demands of the tasks and projects at hand. The dynamics of the teams I worked with, and the nature of the projects might have also influenced my role preferences.

This reflective process has given me a deeper understanding of how individuals can flex and evolve their preferred team roles over time. Rather than being confined to fixed roles, I now see that my adaptability and willingness to embrace various approaches have allowed me to contribute effectively to diverse teams and projects.
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