CASE STUDY ONE – LEARNER WORK

8600-21 ILM Assignment Unit 308 - Understanding Leadership

1.1 Describe the factors that will influence the choice of leadership styles or behaviours in workplace situations

I work as a Call Centre Manager in a busy Call Centre handling complaints and issues in the local authority area.  I have to manage a team of 50 call handlers who deal with some stressful calls, aggressive calls, and sometimes this impacts on their behaviour.   I have to consider what choice of leadership style I use and what factors I need to take account of.

There are different ways to describe these factors. The type of leadership required from the leader has to be appropriate to the stage of development of the team and different factors will influence the choice of leadership style of behaviour. 

Bruce Tuckman Model:
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In the 1960’s Bruce Tuckman published a model for developing team effectiveness, identifying four stages; Forming, Storming, Norming and Performing. This has close parallels with Hersey and Blanchard’s Situational Leadership model where the leadership style changes from telling, through selling and participating and on to delegating as the team becomes more mature.  It also fits with the Tannenbaum and Schmidt continuum which describes initial use of authority by the leader developing into greater freedom for team members as the team develops. The models all tell the same story; the leadership style has to change depending on a range of factors that impact the situation and different leadership behaviours will come into play.
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a) Traits
Trait theories focus on the personal attributes that make someone a leader rather than a follower. 

There is a difference between leadership and management, with leadership focusing more on ways that a person behaves and fulfils a role. Management entails a specific set of tasks or job role.   This is very helpful for me as someone who has moved from being a Senior Social Worker with aspects of leadership in my role that were not formal parts of my role, to being a manager with formal management tasks to undertake. I discuss below in section 2.1 how this has impacted on my leadership and management. 

The trait models of leadership look at the nature side of leadership, what qualities someone may have in any role that would lead them to take on leadership roles in groups, such as charisma, self-confidence and vision and empathy.  In the following section I discuss which traits are helpful to my role as a leader and manager in front line customer complaints.  
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[bookmark: _Hlk44683626]Now I am managing social workers I have to consider different external factors.  I have learnt from my own experiences of being managed as a Social Worker that empathy for the impact of these pressures is crucial.  I have experience of being managed by someone with a ‘laissez faire’ management style (Mindtools, 2020) ) who expected social workers to perform independently. This was extremely difficult as the team were not able to perform independently which meant as a more experienced staff member I was supporting other staff informally.  Social work entails carrying high levels of risk and responsibility and I worried about my own practice being appropriate without sufficient overview from a manager. 

I have also worked with an ‘autocratic’ manager who would make a decision quickly on the basis of little information and would not change their opinion despite lengthy discussion. ThIs caused some ethical difficulties where I was asked as a professional to take actions that I felt were oppressive. This has helped me as a manager to always consider the need to fully discuss situations with all social workers and persuade them of my concerns or have a three way discussion with someone independent. In crisis situations I have had to be more directive and this has made me reflect that the autocratic style would be a technique in a specific situation rather than a character trait of needing to control all situations. 

Fiedler (1951) see's traits leading to a dominant leadership style which is relatively fixed and difficult to change. As discussed below, due to the nature of social work and the subjective nature of decisions about risk and human relationships, the trait of being open to discussion and being able to adapt to different situations is key. 

There are also behaviour models which argue that leaders can learn specific behaviours, and ideal behaviours are set out in the our own Organisational Way of Working (2018 on company intranet). These include being open, honest and accountable and being open to change. Other leadership traits described are looking at the wider vision and working in partnership with others.  There is also a requirement to be approachable and create opportunities for people to engage so that all can reach their potential.

 
b) Needs of the team and nature of work

Contingency theories also recognise the need for different management styles in different situations but posit that individual leaders have a fixed style that suits a specific situation depending on the nature of the work. 

Situational theories posit that management styles should vary according to the situation being managed.  This means that an individual manager should have the capacity to switch between styles depending on the needs of the team. The situational theory of leadership suggests that no single leadership style is best. Instead, it all depends on the situation at hand and which type of leadership and strategies are best-suited to the task. According to this theory, the most effective leaders are those that are able to adapt their style to the situation and look at cues such as the type of task, the nature of the group, and other factors that might contribute to getting the best out of people.


Throughout the course so far there have been some challenges in applying theories to my role due to the multi-faceted nature of the work.  Call centre managers can be offering emotional support to workers, working directly with upset callers to support and model for workers, arguing for more resources with Senior Managers or writing reports on performance.   These require very different responses and so when answering questionnaires about myself at work. This was particularly the case for questions about decision making which in social work is a mixture of applying theories and being methodical and quick fire decision making based on experience and levels of risk in a crisis situation. 

I therefore think that the situational models are most helpful to analysing my current job role. 

1.2 Explain why these leadership styles or behaviours are likely to have a positive or negative effect on individual and group behaviour

In traits of leadership, the following styles have been identified by Lewin (cited in Mindtools, 2020).  Autocratic leaders make independent decisions and do not discuss these with staff. Negative effects on individuals would be bringing a lack of motivation and a stalling in progression.    In groups there could be a culture of frustration at micro management. This style could be positive where there is a team crisis or a new person who needs to learn culture. 

A laissez faire style would see the manager expecting responsibility to be shared by all team members   This can be negative to the group as it delays decision making, and there can be a lack of direction as a result of no overall view.  It could also be negative to an individual who lacks confidence as they feel unsafe in their work and that they have too much responsibility. 

A democractic style encourages all team members to be involved in decision making.  THis can impact negatively on the group by delaying decisions. Individuals may find themselves spending time on trivial decisions, impacting on their workload.   Positive impact would be where all members of the group feel that they own the work and decisions that are made, building team work.  On individuals, there would be good motivation.  


Situational leadership models were discussed in group work during the session of 4th December..  The Honey and Blanchard model (1961, cited in Bozga, 2019)was examined which categorizes team members as R4, able and willing/confident, R3, able but unwilling/insecure, R2, unable but willing/confident and r1 unable and unwilling/insecure.  Managers are then categorised according to the level of support offered and task behavior in terms of how directive it is. S1 is ‘telling’, high task and low relationship, S2, high task and high relationship known as selling. S3 is participating, high relationship and low task and S4 is low relationship and low task, delegating. 

A positive aspect of a telling style would be that the group are kept on the same page and individuals have clear structured approach. Negatives for the individual could be that it is experienced as patronising, and for the group inflexible.   

For the selling style, positives for the group could be team building and filling skill gaps and for the individual that they grow in confidence. Negatives are that it is harder to sell to multiple people 

Participating is positive for the individual as it is interesting and broadens remit and for the group enhances team building. Negatives are a lack of ownership from managers for the group and an increase in workload for the individual.  

Finally the delegating style promotes new ideas within the group and improves morale for individuals.  Negatives would be that workers that may become defensive and for an individual it may be overwhelming.
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Fig 2: Team Development stages
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