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1. [bookmark: _Toc107139827]Introduction

The report defines leadership along with management terms identifying the interconnects as well as how the terms diverge. Further, leadership models and theories are critically explored to determine their impact to individual workplace performances. Moreover, the ability to utilize a range of leadership styles have been evaluated to determine if a person can adapt to different situations with different types of people, to fulfil a leadership role. In addition, own ability is assessed to determine the effectiveness of setting direction, delegation, motivation and empowering others to bring about workplace change.

Practical application of workplace examples are applied throughout exhibiting rational understanding of leadership whilst introducing problems typically encountered when undertaking workplace leadership roles. 

Furthermore, a sample leader referred as Lucy is mentioned throughout to demonstrate both practical understanding and theory to practise, of the subject matter.

Research is supported by Currency, Relevance, Authority, Accuracy and Purpose (CRAAP) (Lewis, 2018). Similarly, Pearson’s RED model (Recognise assumptions, Evaluate arguments plus Draw conclusions) is utilized to ensure a critical approach is achieved (Enriquez, 2018). 

Academic references comply with Harvard Referencing format, validating research. Additionally, theories and models have been researched and implemented throughout this report to determine cognisant subject understanding.

Leadership models and theories are assessed, along with critical examination of Situational Leadership and The Contingency Theory, these being the 2 most relevant models for the organisation under review yet also most relevant models in action currently in leadership arenas.

As addressed in my analysis of current research, it is determined that a democratic leadership style (Appendix D) is most suited to Lucy. Emotional intelligence, self-awareness and leadership style play key roles in facilitating workplace change. 
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1.1 Leadership

Leadership can be described as motivating others toward the achievement of a specific goal and leading to organisational change (Reed et al, 2019). Moreover, South Dakota State University (2021) underpins Reed et al (2019), stating leadership leads a group of people or an organization to achieve objectives. 

Alternatively, Winston and Patterson (2006) argue that there is no clear definition of leadership since there are over 90 variables of the term; therefore, a definition of the term will continue to develop as scholars, researchers and academics gain greater insight into the concept. 

To conclude, leadership is complex, there are many types of definitions of leadership in various literatures, however, the correct definition of leadership depends on the interest of the researcher as well as the type of problem or situation being studied (Alberto, 2016. Northouse, 2017. Suharyanto and Lestari, 2020). 


[bookmark: _Toc105669223][bookmark: _Toc107139829]1.2 Management

'Managing is an operational process initially best dissected by analysing the managerial functions. The five essential managerial functions (are): planning, organising, staffing, directing and leading, and controlling.' Koontz et al. (1984)

Buckingham (2005) argues literature is rife with proactive writing about specific traits that are required in management, for example emotional intelligence, non-verbal intelligence, honesty, integrity, respect and communicating empathetically, while Fayol (2013) asserted management encompasses forecasting, planning, organizing, commanding, coordinating, and control, on the strict assumption organisations have clear objectives.

Kaehler and Grundei (2019) claim management is well established being very familiar to scholars and practitioners alike, however the definitions of management are vague since traditional textbook definitions contain virtually no specific traits, for instance, management is a term used to define a specific kind of behaviour of an organisation. 

Management can be described as the implementation of organisational goals efficiently and effectively by incorporating the work of people through planning, organising, leading, and controlling the organisations resources (Mustafa, 2022).

In conclusion, numerous definitions of management exist, however most share common ground in terms of what managers need to achieve; achieving goals, positive work environment and high performance.


[bookmark: _Toc105669224][bookmark: _Toc107139830]1.3 Leadership and Management; Similarities and Differences 

Leadership and management are frequently used interchangeably in the workplace, creating confusion (Kotter, 2013), nevertheless it is vital to understand the similarities and differences of the two terms to allow a determination of providing better guidance for employees’ and greater role effectiveness (Lee, 2020).

Even though management and leadership interconnect since both involve working with people and influencing others to achieve aims, they both diverge. Management skills are used to plan, direct and build organisational systems to achieve goals whilst leadership skills focus on potential change through establishing direction, inspiring, motivating and supporting people (Algahtani, 2014. Azad et al. 2017). 

For example, management is the efficiency in climbing the ladder of success; leadership determines whether the ladder is leaning against the right wall (BFA, 2021). Simply being efficient in climbing the success ladder does not necessarily mean the right person for the role (Peter & Hull, 1970. Kruger & Dunning, 1999), as so often demonstrated in the workplace. Therefore, it is essential the right person is placed into the relevant role, for example someone who can combine the efficiency of effective management combined with appropriate leadership skills pertinent to the organisational role requirements. Clearly not all leadership and management attributes can simply be applied unitarily as commented previously. 

In summary, various differentiates between leadership and management are explored, patently similarities between leadership and management exist, the key differences identified. Ultimately, leadership and management are two distinct functions (Adair, 2015), however, a leader must have management responsibilities, and managers possess leadership responsibilities to successfully achieve objectives. The table at (Appendix A) highlights additional differences between leadership and management. 

Nevertheless, ongoing debate continues whether a clear distinction exists between leadership and management generally remains unsolved; therefore, new research may change opinion on the matter (Kotterman, 2006). Consequently, as time and leadership requirements evolve new styles are constantly emerging, therefore this debate will continue indefinitely on this basis (Lee, 2021).

2. [bookmark: _Toc105669225][bookmark: _Toc107139831]Leadership models; A Critical Assessment 

Leadership theories and models are vital to utilize to ensure effective leadership in the workplace since they help individuals improve workplace performance and encourage innovative workplace behaviour (Gemeda and Lee, 2020), leading to higher productivity and engagement.


[bookmark: _Toc105669226][bookmark: _Toc107139832]2.1 Situational Leadership Model
 
Situational Leadership Model (SL), (1985) is a flexible approach to leadership used extensively in organisations to train and develop individuals, however analysis is required prior to use to determine if it can aid individual’s workplace performance (Appendix B). 

Graff (1983) proposes that the model needs to be adapted and changed over time because people change which often results in changes of behaviour; therefore, a change of leadership is needed to accommodate the change. 

SL can be described as the inter-relation between the task behaviour (that is, giving instruction, direction, guidance and the relationship behaviour), listening, support, and value (Thompson and Aarset, 2012). This style offers the benefits of combined strategies that apply consideration to individual and environmental needs. This can maximise employees’ learning experiences and satisfaction within practice contexts.

Hersey et al. (2013) state there is not one leadership style that works for all conditions; therefore, introduces four leadership styles adaptive to the employee’s range of developmental behaviour; readiness, telling, selling and participating.

The benefits associated with SL are easy to apply and conceptualize, widely used among organisations, encouraging successful collaboration among team members, assesses maturity levels of people, enhances work productivity, increasing employee motivation (IMD, 2021).

Further, IMD (2021) proposes a primary strength of SL is increased workplace performance since leaders are committed to developing their employees to become more productive as evidenced by assigning different leadership styles to handle different situations with different skill sets of employees. 

For instance, a change in workplace environment can alter a person’s behaviour, however if a leader can recognise the appropriateness of the leadership in the situation, the model can be adapted accordingly. 

One criticism is leaders may not be able to adapt their leadership style to suit the individual as well as the situation. Further, they may lack expertise to utilize the correct behaviours when the telling or the delegating styles are most appropriate. To successfully implement the SL Model, leader’s adaptability is crucial (Yukl and Mahsud, 2010). 

To apply this model to increase individual’s workplace performance Lucy must acquire the right skills whilst achieving high emotional intelligence, understanding the needs of followers to adapt her leadership style to meet those needs. 

Conversely, one limitation of the SL Model is confusion. If a leader constantly changes their approach, long-term goals may become neglected; focusing on short-term goals and its flexible nature may not bode well with repetitive tasks (Western Governors University, 2020).

One of the key factors that leaders must consider when using the SL Model is the maturity level each member exhibits. If a follower has a low level of maturity (M1), they must be appointed the correct leadership style to match their level of maturity to enable progression, for example, telling, directing and guiding (S1) the individual until their competence and maturity evolves. However, if an individual retains low maturity this can affect workplace performance even if the leader recognises the correct leadership style.

For example, such low maturity can be evidenced as turning up late for work and having an attitude when challenged or bullying other team members. 

However, it can be difficult for leaders to define maturity; this could result in leaders assigning the wrong maturity level as well as leadership style to a person (Caplan, 2009), leading to ineffective leadership where followers do not progress nor achieve goals resulting in diminished workplace performance as evidenced by a lack of commitment and drive resulting in low work standards or frequent mistakes.

Argyis (1973) proposes leaders must treat people as adults to motivate them; therefore, assigning leadership styles appropriate to maturity levels can be a major drawback when treating followers differently for them to progress. 

Conversely, such broad-brush approaches introduces problems in recognising differing levels of maturity within an organisation. Moreover, not all people want to be treated as adults. Some people just want to be told what to do and do not want to think for themselves, whereas other individuals may prefer being allocated responsibility for completing tasks.

A recent study revealed males have higher situational leadership propensities than female counterparts (Nguyen et al. 2014), creating a potential drawback for female leaders, however, one major limitation to this study is the small sample size therefore results could be inaccurate; larger sample sizes may have yielded different results. 

Nevertheless, utilizing SL has a positive effect of 50.9% on job satisfaction and employee performance regardless of gender (Pasaribu et al. 2022). 

[bookmark: _Toc105669227][bookmark: _Toc107139833]2.2 Contingency Theory 

The Contingency Theory (Fielder, 1958) asserts the right leader should match the right situation as opposed to the SL model where leaders should adapt to the situation (Appendix C). Furthermore, the principle of this theory is that the effectiveness of a leader depends on a mixture of 2 factors: style of leadership and the preferred situation.

Strube and Garcia (1981) advocate the theory since it improves individual workplace performance; the theory analyses dependant and independent variables to accomplish an effective work environment. 

However, one major drawback is the lack of flexibility since leadership cannot be adapted to suit the situation when using this model (Penn State, 2013). For example, if a leader primarily communicates in writing rather than in person and a new employee is not receptive to written communication, the leader should attempt to adapt the process, encouraging the employee in person or delegating responsibilities to a co-worker. 

Despite such criticisms, the Contingency Theory is based on research, is both valid and reliable approach to leadership explaining how effective leadership can be achieved. The theory advocates leaders are not required to be effective in every situation identifying what qualities leaders must possess to be successful in certain situations (Northouse, 2007).

However, the contingency approach is contested and has received criticism since it fails to fully explain why people with certain leadership styles are more effective in some situations than in others (Shala et al. 2021). 

For example, applying The Contingency Theory to a particular role where the leader is good at the requirement of the role then removing the leader from that ‘comfort zone’ highlights and demonstrates inadequacies elsewhere. However, if the leader adopts the SL model, they can adapt their style to suit most roles and/or situations. Despite the contingency approach being specific to the criteria ultimately leaders adopting the SL model could be equally effective at the role.
[bookmark: _Toc105669228]

[bookmark: _Toc107139834]2.3 Conclusion

To conclude, strengths and limitations of the SL Model and The Contingency Theory have been discussed. Although there are merits to both theories, practical application of the SL Model is adaptability and flexibility to adhere to individual’s needs regardless of situation.

Likewise, similarities exist between both theories; a critical distinction is identified; each holds different expectations of leaders. Evidence suggests the SL model has a positive impact on workplace performance through being more flexible than the contingency theory since its approach to leadership is adaptable. The SL model is most suited to Lucy as she can adapt her leadership style accordingly to meet her team’s needs.

3. [bookmark: _Toc105669229][bookmark: _Toc107139835]Evaluate own ability to use a range of leadership styles in different situations and with different types of people to fulfil the leadership role. 

Lucy is the director of The Luxe Wax Company. Moreover, Lucy is leading her team daily to ensure all jobs are completed to a high standard, in a timely manner as well as maintaining a high level of customer service. It is necessary to deal with various situations daily with different people; therefore, evaluating her ability to use a range of leadership styles is vital for the company to flourish whilst fulfilling her leadership responsibilities.

[bookmark: _Toc107139836]3.1 Types of Leadership 

According to Puni et al. (2014), the style of leadership adopted can determine an organization’s success and performance through a process of influences on culture and interpersonal control through the application of reward and punishment systems as well as motivation individuals to influence performance. 

Organizations adopt several types of leadership styles; however, the 4 predominant styles are democratic, autocratic, laissez-faire and transformational (The University of Arizona, 2022). These styles are employed by many well-known businesspeople; Gates (Microsoft), Sugar (Amstrad), Branson (Virgin) and Page (Google). Although all are successful in their field their types of leadership diverge. 

Gates implements an autocratic style of leadership, managing teams controlling the way they work. Moreover, Gates holds complete decision-making authority asserting control over employees. Although highly demanding regarding team expectations, he encourages creativity and innovation as well as rewarding and accepting individuals for work (Saher, 2022). 
	
Even though recognised a successful leader, using an autocratic style has drawbacks, placing much emphasis on organisational goals and not on the prosperity of its followers. Potentially negatively affecting employee motivation, attitudes and emotions, for instance, job satisfaction, organizational commitment and tacit knowledge-sharing intentions (Wang et al. 2019).

Furthermore, authoritative leaders can appear overbearing for employees accustomed to having free reign over how they complete tasks and achieve company goals (Stobierski, 2019). Authoritative leaders are naturally bound to take ownership of their mistakes since they make the decisions. If the leader does not take such responsibility, it could cause failure of trust leading to potential conflict.  

Page employs transformational and democratic leadership style, gathering insights, ideas as well as encouraging employee participation. He compels follower participation through building comfortable environments, honest discussions, facilitating increased productivity and informed leaders (Rachmanantya et al. 2020). 

Democratic leadership strongly resembles the assumptions of McGregor’s theory Y (Hattangadi, 2015) since democratic leaders consider followers being fully capable of completing work independently in contrast to the authoritarian style of leadership Theory X (McGregor, 1960). Authoritarian leaders perceive followers requiring constant direction and attention, not trusted to perform without supervision (Northouse, 2017). 


[bookmark: _Toc105669230][bookmark: _Toc107139837]3.2 Leadership Styles 

Leadership styles have a significant effect on how organisations achieve objectives and the work interest of employees; thus, it is vital to possess the right leadership style to suit different situations. Moreover, leadership styles should be adaptive too, encouraging employees’ situation; motivating them in participating in learning processes whilst having confidence to admit (Ayoubi et al. 2015).

Different leadership styles have varied influence on output, emotions and ultimately on the work interest of employees. Research demonstrates the most dominant leadership styles among 50 participants were democratic (Polytechnic, 2013).  

A leadership style questionnaire was undertaken to determine what style of leadership Lucy holds (Appendix D). Results implying, she possesses a democratic style of leadership. Lucy received a moderate score for authoritarian and a low score for laissez-faire, indicating Lucy engages with team members allowing participation in decision-making.

The results suggest Lucy can adapt her leadership styles from democratic to authoritarian, nevertheless, she would struggle to adapt to laissez-faire since certain employees are not experienced in the manufacturing process. Lucy can overcome this by adopting a hands-off approach through observing employee’s performance from a distance. For example, trusting and allowing employees to figure things out for themselves, providing support and assistance as required. 

If Lucy could successfully apply a laissez-faire style, it will enable trust and confidence in her employee’s abilities as well as recognise their true potential (Wilson, 2019). However, there is a down-side to this style of leadership; no set plan, check-in meetings and group organization, leading to confusion and isolation. Lucy needs to recognise these drawbacks to establish markers to evidence when those boundaries are being approached.

It is vital that Lucy adapts her leadership style effectively since different team members thrive on different leadership styles. For instance, the product team prefer a hands-off approach while admin prefer an autocratic approach.

[bookmark: _Hlk104312069]Situational leadership self-assessment (Appendix E), designed to establish what situational leadership style Lucy holds. Results indicate a leadership style of selling/coaching, meaning Lucy agrees with the results since team members often require guidance to complete tasks to required standards, but motivated most of the time. This demonstrates there is room for improvement as employees are not motivated all the time nor competent in completing tasks individually.

Finally, a leadership strength questionnaire was undertaken (Appendix F), measuring Lucy’s strengths in the areas of implementation, innovation, encouragement, analysis, and mediation. The results display a very high score for implementor as well as a high score for innovator, analytic and mediator. 

Although her results indicate she has several leadership strengths, she received a low score for encourager, suggesting Lucy has a weakness in encouraging peers. 

Furthermore, as encouragement is considered a core feature of human development Lucy must encourage her employees to ensure effective leadership (Wong, 2015. Watts and Pietrzak, 2000). This could be overcome through adopting Alderian’s Theory of Encouragement (1956) encouraging team members by instilling courage and confidence rather than changing their behaviour leading to increased motivation. Thus, demonstrating Lucy cares for her employees by listening and showing empathy.

[bookmark: _Toc105669231]
[bookmark: _Toc107139838]3.3 Emotional Intelligence 

Emotional intelligence is a key skill set in leading, hence effective leaders have an appreciable level of the skill set (Issah, 2018). When emotional intelligence is wisely and compassionately deployed it spurs leaders, their people, and their organisation to superior performance. For example, leaders possessing high emotional intelligence can use their mental capacity to do their job rather than being influenced by their emotional interactions ultimately leading to increased workplace performance.

Naively or maliciously applied, emotional intelligence can paralyze leaders allowing them to manipulate followers for personal gain (Harvard Business Review, 2004). For example, expecting special favours and unquestioning compliance with their expectations.

An emotionally intelligent leader will recognize and manage their emotions and the emotions of others effectively, build stronger relationships and have effective leadership skills, leading to increased motivation and workplace performance (Pastor, 2014).

Goleman (2001) states emotional intelligence achieves results and if one can master it, one becomes a good leader. Goleman identifies 5 competencies contributing to emotional intelligence: self-awareness, empathy, social skills, self-regulation, and motivation, of which all are equally significant but more importantly, the way they are applied is relevant to the application. 

Laundry (2019) claims leaders lacking emotional intelligence could lead to lower employee engagement along with higher turnover. For example, if Lucy cannot communicate with her team effectively, she will not be able to successfully lead; therefore, evidence suggest leaders must acquire a high degree of emotional intelligence to fulfil a leadership role.

Lucy has undertaken an emotional intelligence questionnaire assessing those areas where deficiencies exist (Appendix G). Results indicate Lucy lacks in recognition of others’ emotions. To help Lucy recognise others’ emotions more accurately, Kraus (2017) suggests closing eyes and opening ears; listening to what people are saying and the ways in which they say it can improve the ability to recognise emotions. 

In conclusion, in certain situations emotional intelligence may not be useful, however in this instance emotional intelligence is useful to fulfil a leadership role since Lucy is required to show empathy towards her team. Likewise, research indicates that high emotional intelligence is positively interlinked with successfully fulfilling a leadership role, importantly, when used correctly and not maliciously for personal gain. 

[bookmark: _Toc105669232]
[bookmark: _Toc107139839]3.4 Gender Leadership

Male and female leaders are habitually judged on their criteria and individual opinions of gender; the attributes of a leader can alter how an individual perceives leadership decisions by women and men (Swigger, 2021. Ekland, Barry and Grunberg, 2017). 
 
Research indicates, there are more male than female leaders, since women leaders make up only 19% of executive leadership positions, consequent from social factors, cultural norms and opportunities rather than actual gender differences (Chamarro-Prezumic, 2016. Emerson, 2022).

Hopkins and O’Neil (2015) argue women leaders find leadership challenging since the requirements of a leadership role and the female gender role are often inconsistent, resulting in women not being able to enact their true self with this double-bind often resulting in less women leaders. Ruderman and Ohlott (2005) underpin this, stating, organisations are created by and for men tending to have systems, policies, norms and structures favouring male life experiences. Consequently, women in leadership roles often find it difficult to fit into male-dominated environments.

In contrast, a qualitative study of 57 male and female participants determined both men and women are equally effective in their leadership roles, no significant differences were found in their leadership characteristics (Thompson, 2000), concluding both are effective and as good as each other. In addition, Pew Research Centre (2015) determined no substantial gender differences in essential leadership traits as well as gender does not determine who would make a better leader. Heursen et al. (2020) concur with Thompson’s results; female leaders are no less effective, less capable or knowledgeable than male leaders. 

Lucy, owning and running her own successful business, falls into the 19% leadership category, clearly demonstrating she is as effective as male counterparts. 


3.5 Conclusion

The balance of evidence suggests no gender is better in a leadership role and organisations should primarily focus on equality and equity of talent potential rather than the leader’s gender; therefore, gender-equal leadership should be adopted by organisations.

[bookmark: _Hlk105428286]Utilizing gender-equal leadership will enable men to learn different approaches from women as much as women have always learned male leadership methodologies (Chamorro-Premuzic and Gallop, 2020). 

Although leadership roles are male dominated, research indicates this is not resultant of females being less effective since stereotyping and discrimination explain the gender difference when it comes to leadership (Gipson et al. 2017). Furthermore, excellent female leadership exists in organisations for example, Fraser (UPS), Barra (General Motors), Catts (Oracle) and Brewer (Walgreens Boots Alliance) (Connett,2022).


4. [bookmark: _Toc105669234][bookmark: _Toc107139840]Assess own ability to set direction, motivate, delegate and empower others to bring about workplace change

It is vital leaders create an environment where people motivate, delegate and empower themselves to bring about workplace change as workplace change facilitates organizational success and growth (Schein, 2010. Anderson and Anderson, 2016).

The SWOT analysis (Appendix H) indicates Lucy’s primary strengths are creativity, good listening skills and experience in leading people in fast paced environments. These strengths can provide opportunities since her experience and skills combined will build rapport with employees.  

The biggest threat/weakness is the inability to manage team members emotions efficiently, which could be overcome through Goleman’s Emotional Intelligence Theory (2001) since the empathy element suggests Lucy senses others’ emotions. Additionally, the theory will enable managing team members emotions as well as her own, helping prevent conflict in the workplace.
[bookmark: _Toc105669233]

[bookmark: _Toc105669235][bookmark: _Toc107139841]4.1 Delegation 

Delegation is defined as getting work done through others by giving them authority and control (Stonehouse, 2015). To effectively delegate, leaders must express why something is important to them, confirm expectations have been clearly communicated, ask how much involvement is required and practise saying ‘no’ (Sostrin, 2017). Importantly, adopting these principles, work-tasks will be accomplished since the correct people will be focused on the right tasks. 

As stated, communication skills are key to delegate effectively. A communication skills questionnaire was completed (Appendix I), Lucy scored 61% for verbal communication, 69% for group communication. Combined with identifying a major weakness in communication through SWOT, Lucy must improve communication skills to delegate others.

Lucy should develop greater awareness of body language facilitating improved communication skills being successfully implemented in her team. Mehrabian (2007) states 55% of all communication is performed through body language, 38% through tone of voice and 7% through verbal communication, suggesting body-language plays a significant role in effective communications. 

Poor communication could hinder team relationship. For example, an employee may have the skills to accomplish a task but doubt themselves or feel nervous. If Lucy does not communicate properly to establish the importance of their roles, reminding them what they are capable of it may result in a lack of motivation, leading to decreased workplace performance.

Failing to maintain eye contact prevents proper message transmission resulting in mistakes, however too much eye contact can be detrimental, creating a feeling of awkwardness for the receiver listening causing a potential communication barrier.

It is vital Lucy improves her communication skills and body language to properly and effectively delegate. There is, however, a fine balance. Using too much body language can distract audiences, alternativity, Lucy could be portrayed as unprepared or nervous. 

To help facilitate improvement of verbal communication Berlo’s SMCR Model (1960) was implemented. Non-verbal communication can be improved by maintaining eye contact, being aware of posture, using correct head motion when needed, proxemics and haptics (Patel, 2014).  

A good relationship between leader and follower is key because it plays a crucial role in exchanging information between the two parties (Mathebula and Barnard, 2020)

Further, Mathebula and Barnard assert recognition and rewarding followers is vital for successful delegation. If followers are effectively delegated, they are more motivated. Presenting employee’s an extrinsic reward by giving them bonusses when tasks are completed to a high standard, could be seen as motivating team members rather than delegating them (Munir et al. 2016).


[bookmark: _Toc105669236][bookmark: _Toc107139842]4.2 Motivation

Motivational is defined as the process whereby goal-directed activities are initiated and sustained (Cook and Artino, 2016). 

Lucy must create a positive working environment to motivate her team. While a competitive environment and a culture of fear can ensure engagement of staff short-term, research suggests inevitable stress can lead to disengagement in the long-term, being costly for business, particularly in Lucy’s organisation being a small company (Seppala and Cameron, 2015). 

Taylor (1919) proposed employees are primarily motivated by pay; therefore, leaders should exercise close control over employees to prevent the waste of time and decrease the cost of production. 

However, Mayo (1943) argued employees are not motivated by pay or environmental factors but through having social needs met whilst working, suggesting treating employees as distinctive people rather than interchangeable cogs in a machine delivers increased productivity, motivation along with business performance. Likewise, Seppala and Cameron (2015) claim employee’s prefer workplace wellbeing and positive culture to material benefits.

Maslow (1943) states unmet needs help explain challenging behavioural patterns, therefore applying hierarchal needs allows identification of, and permits individuals meeting needs, subsequently leading to improved performance, behaviour and increased motivation, discretely suggesting employees are unmotivated, requiring objectives to fulfil their needs however, once those needs are achieved, employees become demotivated (McGregor, 2015). 

Should organisations introduce motivational factors; rewards, bonuses, achievement recognition and goal creation, research suggests employee motivation improves (Luthans, 2000), thus combining need and motivation. This in turn hypothetically creates Ouchi’s Z employee (Ouchi, 1993), employees preferring to work for an organisation for life. 
[bookmark: _Hlk104311770]
Consequently, where leaders develop the ability to identify and adapt the style and type of leadership employed, they can develop processes to address shortcomings, implementing change mechanisms benefiting both followers and organisation. McGregor (1960) advanced the XY model, leaders choose to adopt either an authoritarian (X), or hands-off (Y) style of leadership to achieve motivation, suggesting transition and adoption of Fielders Leadership Model (Fielder, 1963); there being no one best style of leadership and the effectiveness of a leader in an organisation depends on matching the leader to the situation. Leaders should determine the natural leadership style and assess the situation to flex the style.

[bookmark: _Toc106825276][bookmark: _Toc106825355][bookmark: _Toc106827260][bookmark: _Toc106827563][bookmark: _Toc105669237][bookmark: _Toc107138738][bookmark: _Toc107139473][bookmark: _Toc107139843]A survey completed by Lucy’s employees on her motivational abilities (Appendix J) determined Lucy motivates employees to learn and achieve their best work. Results at Appendix K indicate Lucy allows employees to participate in decision making, encourages collaboration and affirmation and does not dictate procedures and policies. This supports the earlier assertions that Lucy possess democratic leadership traits.

Motivating employees through goal setting using specific, measurable, achievable, reliable and time-bound (SMART) objectives, enables motivation leading to improved performance by 10-25% (Pritchard et al. 1988). 

Lock and Lathum (1990) concur, stating clear goals as well as appropriate feedback motivates employees, claiming individuals are motivated by challenging goals, however, setting unrealistic, unachievable goals can result in demotivated employees. 

For example, providing employees with effective feedback, will allow Lucy’s employees to understand how to develop their skills resulting in intrinsic motivation. 

[bookmark: _Toc107139844]4.3 Empowerment 

Empowerment is defined as a multi-dimensional social process helping people gain control over their own lives, acquiring support they need that is right for them (Czuba and Page, 1999. Gov, 2022). 

Training and development are crucial to empowering employee’s, through training, people develop; thus, empowering them to accomplish more which has a significant effect on workplace performance (Yamoah, 2013).

To successfully empower clear communication, increase in trust along with strategic delegation are crucial as this positively correlates with stronger job performance, job satisfaction, and organisational commitment. 

The effects of leading by empowering others are determined through employee perceptions of leader’s behaviour. Employees may become discouraged and uncertain about their role, perceiving leaders cannot lead and attempting to avoid making difficult decisions, leading to worsening routine task performance. Therefore, it is vital when attempting to empower employees, leaders do not apply too much pressure or create uncertainty (Lee et al. 2018).

Lucy has undertaken an empowerment self-assessment questionnaire to determine how well she empowers her team (Appendix L). Results show a high score indicating Lucy creates conditions in which employees can succeed. Additionally, Lucy respects the team recognising personal growth and development being essential. Furthermore, given Lucy employs a democratic approach this facilitates employee empowerment since employees have a strong hand in managing the organisation (STU Online, 2014).

Measuring empowerment poses difficulties since broad definitions of the term vary widely and associated concepts such as ‘voice’ and ‘participation’ present similar problems; therefore, measuring change is problematic (Combaz and Mcloughlin, 2014).

To help Lucy measure empowerment within her team, employees undertake an empowerment questionnaire. If employees lack empowerment, Lucy can undertake a Plan Do Check Act model (Deming, 2018) to identify and define problems, plan accordingly to overcome problems implementing a systematic process for gaining valuable learning and knowledge for the continual improvement.


[bookmark: _Toc105669238][bookmark: _Toc107139845]4.4 Direction Setting

Setting direction is defined as creating a shared vision, identifying shared values along with setting clear goals (Himmelfarb Health Sciences Library, 2022). 

Engaging team members in a shared vision is essential, it provides direction, clarity of purpose, enabling team-member commitment, establish standards of excellence as well as creating meaning for work resulting in workplace change (Martin et al. 2014). Likewise, leaders implementing shared visions by setting direction will motivate team members.

A leadership vision questionnaire determining if Lucy can create a shared vision (Appendix M), reveal Lucy scored highly. A further a leadership skills questionnaire related to leadership direction setting (Appendix N), indicate Lucy has moderate conceptual skills. Additionally, the Blake and Mouton leadership self-assessment (Appendix O), indicates that Lucy possesses both strong task and people skills.

Lucy must improve these conceptual skills to successfully create vision since people who hold excellent conceptual skills can communicate solutions to team-members with ease, solve problems and analyse team-members to ensure they are working towards their goals. These skills are vital to successfully set direction in her team.

To overcome this, Lucy must practice effective communication, listen to others along with being observant. The Shannon Weaver Model of Communication (1949) can be utilized to aid effective communication. 


[bookmark: _Toc107139846]4.5 Conclusion

To conclude, empowering, delegating and setting direction influence and interconnect driving workplace motivation enabling workplace change. Lucy can successfully motivate others, but a critical distinction identifies lacking effective communication. Possessing a democratic leadership style motivates, delegates and set employee direction adapting her leadership style as required.
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	Leadership 
	Management 

	People follow them.
	People work for them

	People orientated 
	Task orientated 

	Emotional intelligence
	Cognitive intelligence 

	Set vision
	Follow the vision

	Look in the future 
	Work in the present

	Shape the culture
	Endorse the culture

	Develops power
	Exercises power

	Creates change
	Reacts to change

	Create relationships
	Create systems
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	Strengths 
· Experience in leading small teams in fast paced environments.
· Good listener 
· Excellent understanding of the organisations culture and values.
· Possesses excellent organisation skills. 
· Transfers knowledge to team members in the correct way for team members to undertake tasks.
· Creative. 
· Meets deadlines.
· Provide detailed resources and support team members to achieve tasks.
· Approachable, friendly and shows empathy.
	Weaknesses 
· Lacks communication.
· Does not display the correct body language.
· Does not address problems correctly if team members do not meet objectives.
· Time management. 
· Lacks empathy. 
· Unable to manage team members emotions effectively.

	Opportunities 

· Lead larger teams.
· Organisational growth. 
· Develop knowledge and skills.
· Increased turnover. 
	Threats 

· Failure of team meeting objectives.
· Team may not trust Lucy as a leader.
· Stress. 
· Team members leave the organisation.
· Decreased turnover.
· Unable to manage team members emotions effectively.
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Does your leader motivate you?


1. How confident are you in the company's leader to make the right decisions to manage through a crisis?
Extremely confident
Very confident
Somewhat confident
Not so confident
Not confident at all
2. Communication between the leader and employees is good in my organization.
Strongly Disagree
Disagree
Neutral/Neither agree nor disagree
Agree
Strongly Agree
3. Does Lucy let you use your creativity, resources, and experience to help you meet goals?
Yes
No
Occasionally
4. How well does Lucy motivate you to do your best work?
Extremely well
Very well
Somewhat well
Not so well
Not at all well
5. How comfortable do you feel sharing new ideas and suggestions with leadership at work?
Extremely comfortable
Very comfortable
Somewhat comfortable
Not so comfortable
Not at all comfortable
6. Does Lucy encourage collaboration and affirmation?
 Yes
No
Occasionally
7. How well does Lucy motivate you to learn?
Extremely well
Very well
Somewhat well
Not so well
Not at all well
8. Does your leader let you participate in decision making?
Yes
No
Occasionally
9. Does your leader dictate procedures and policies?
Yes
No
Occasionally
10. Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?
Yes
No
Occasionally
Available at: https://www.surveymonkey.com/r/M7W5FB5
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Motivation through leadership

Yes	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	15	20	18	20	19	2	20	19	17	19	No	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	5	0	2	0	1	18	0	1	3	1	Column1	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	Communication between the leader and employee is good in my organisation?	Does Lucy let you use your creativity, resources and experience to help you meet goals?	Does Lucy encourage collaboration and affirmation?	Does your leader let you participate in decision making?	Does your leader dictate procedures and policies?	Does Lucy prefer to focus on results and tasks rather than on the employees who make the results possible?	Do you feel comfortable sharing new ideas and suggestions with your leader at work?	Does Lucy motivate you to do your best work?	Do you feel confident that Lucy would make the right decisions to manage through a crisis?	Does Lucy motivate you to learn?	
Number of participants
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7.2 LEADERSHIP VISION QUESTIONNAIRE
Purpose

1. Toassess your bilty o create avision for a group or an organization

2. Tohelpyou understand how visions are formed

Directions.

1. Think for a moment of a work, school, social, religious, musical, o athletic organization of which you are a
member. Now, think what you would do i you were the leader and you had to create a vision for the group or
organization. Keep this vision in mind as you complete the exercise.

APPLICATION

2. Using the following scale, cicle the number thatindicates the degree to which you agree o isagree with each
statement

Statements disagree Disagree  Neutral

1. thave amental picture of what would make our roup. 1

3 a
better.

2. Icanimagine several changes that would improve our 1 2 3 ‘ 5
oroup.

3. thave avison forwhat would make our organization 1 3 3 o 5
swonger.

4 1know howwe could change the status quo to make 1 2 a 5
things better.

5. s clearto me whatsteps we need o take toimproveour 1 3 a 5
organization

6. 1have aclear picture ofwhat needs to be done n our 1 2 3 5
organizationto achieve a hgher standard of excellence,

7. Ihave a clear picture in my mind of whatthis organization 1 2 3 5
should ook i in the fture

& s clearto me what core values, f emphasized, would 1 2 d 5
improve our organizaton.

5. lcanideny chalenging goals that shouidbe. 1 2 3 4

emphasizedin my group.

10, Ican imagine severalthings that would inspire my group 1 2 3 5
toperform better
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Scoring

Sumthe numbers you circled on the questionnaire (visioning abilty skil,

Total Scores

Visloning abilty skil

Scoring Interpretation

The Leadership Vision Questionnaire i designed fo measure your ablfy o create avision s a eader.
fyourscore s 41-50, you are Inthe very high range.
tyourscore 31-40,you are inthe high range.
Ifyourscores 21-30, you are Inthe moderate range.
tyourscores10-20,you are inthe low range.
Bulding Your Leadership Profe
i you have the nteractive eBook version of this text, og i to access the Leadership Profie Tool. After complting

this chapter's questionnaire, you will receive individualzed feedback and practical suggestions for further strength
ening yourleadership based on your responses n this questonnaire.
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hapter 6 Developing Leadership Skils w

6.2 LEADERSHIP SKILLS QUESTIONNAIRE

Purpose
1. Toldentiy your leadership skils

2. To provide a profile of your leadership skils showing you strengths and weaknesses

Directions.
1. Place yourselfin the role of  leader when responding o this questionnaire,

2. For each of the statements below, circe the number that ndicates the degree to which you feel the statement
Istrue.

Not Seldom Occasionally Somewhat Very

31 ity oo s o g vl espencioa | 1 O 3 T s
o
7. Managing people and resources is one of my strengths. 1 2 3 4 D

4 5
10, Inmywork lenjoyrespondingtopecple’s equestsand 1 2 3 ' 4> s

1L 1use my emotional energy to motvate others. 1 3 4

12, Making straegic plans or my company appeals o me. 1 3 4 s
-

13, Obtaining and allocatingresources i  challenging 1 3 4 s

aspectof myjob.

14, Thekeytosuccessiulconfictresolution s respectingmy 1 2 3 4 s
opponent.

INTRODUCTION TO LEADERSHIP

6.2 LEADERSHIP SKILLS QUESTIONNAIRE

Somewhat  Very

oy discussing organizational values and phiosophy:

1m effective at obtaining resources o support our
programs

Iwork hard o find consensus in confictstuations.

APPLICATION
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6.2 LEADERSHIP SKILLS QUESTIONNAIRE

>
v
bl
¢ e R
=
o 17 1 work hard to find consensus in confict situations. 1 2 3 ) s
z
18, 1am flexible about making changes in our organization. 1 2 3 4 5
S

1. Sum the responses on tems 1,4,7,10, 13, and 16 (acministrative skil score).
2. Sumthe responses on items 2, 5,8, 11,14, and 17 (nterpersonal kil score),

3. Sum the responses on tems 3,6,9, 12,15, and 18 (conceptual skl score)

Total Scores:

Scoring Interpretation

The Leadership Skils Questionnaire is designed to measure three broad types of leadership skils: administrative
nterpersonal, and conceptual. By comparing your scores, you can determine where you have leadership strengths.
and where you have leadership weaknesses.

Ifyourscore s 26-30, you are nthe very high range.
Hyour score s 21-25, you are nthe high range.
Iyour scorels 16-20, you are Inthe moderate range.
Iyour scorels 1-15,you e i the ow range.

Iyourscore s 6-10, you are in the very low range.

Building Your Leadership Profile

fyou have the interactive eBook version of ths text, log n to access the Leadership Profie Tool, After completing
this chapter's questionnaire, you wil receive individualized feedback and practical suggestions for further strength
ening your leadership based on your responses n this questionnaire.

Visit edge.sagepub.com/northouseintrode for a downloadable version of this questionnaire.

@ moodle.uwtsd.ac.uk
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Verbal Communication
Your score: 61% (Average)

(You rated your verbal communication skills
as: Average)

Your verbal or spoken communication is av-
erage, most people fall into this category. As
with all elements of interpersonal skills you
‘should aim to work on improving your ability
to communicate effectively using your voice
- saying the right things at the right times to
enhance the communication process. When
you speak to others take time to think about
what you are saying and how you are saying
it~ remember that understanding is the goal
of successful communication, how could
you improve your message?

See our pages: Verbal Communication and
Effective Speaking for more information.
Communicating in Groups

Your score: 69% (Average) E

Based on the answers you provided you

& skillsyouneed.com

s}
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it - remember that understanding is the goal
of successful communication, how could
you improve your message?

See our pages: Verbal Communication and
Effective Speaking for more information.

Communicating in Groups
Your score: 69% (Average)

Based on the answers you provided you
have average confidence levels when com-
municating in group situations. You are likely
to handle most group situations adequately,
although you may well be nervous in some
situations. Communicating effectively in
groups is an important part of your overall
interpersonal skills and is useful in many dif-
ferent areas of life. Next time you’re in a
group situation watch the other participants
to pick up some ideas of what you can do,
and what you can avoid doing, to improve
your presence in group situations.

See our pages: Group Cohesiveness and
Self-Esteem for more on developing your

group working skills.
-~

ToP

Thanks for taking the interpersonal skills

self-assessment. we ﬁﬁlﬁm

# skillsyouneed.com
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Empowerment self-assessment

Here are 20 statements describing what you may or may not be doing. Read each
description and circle the score which best fits how frequently you do It where:

0 = Never
1= Rarely

2 = Sometimes
3= Often

Be honest!

| demonstrate enthusiasm for the organization
My actions are focused on the customer

rust my team to take initatives

1 am tolerant of mistakes

1 share information with my team on a regular basis
1 allow my team to make decisions on their own

Iencourage my team to be pro-active In solving customer
problems

1'seek out, and act on, the opinions of my team
Irecognize and reward good performance

I help develop my team’s skils and knowledge
1 jointly set objectives with my team

1 give constructive feedback on performance

I encourage teamwork and co-operation

1 support decisions made by my team

1am approachable

I make clear the expectations | have of my team
I make individuals feel valued

Iallow my team to by-pass me and go to my
manager

REPRODUCED FROM COMPENDIUM OF QUESTIONNAIRES AKD INVENTORIES, SARAH COOK, GOWER, ALDERSHOT

@ I take an active role in helping my team set and meet their
development plans

o | encourage members of my team to develop new working
methods, even f they are very different from what we do at
at the moment

Now total your score D

& consult-smp.com
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How to interpret your score

40 and over You have an empowering leadership style. Your actions show a willingness
to devolve responsibility. You help create the conditions in which people can
succeed.

39 orless  Your behaviour does not encourage your team to be empowered. Look at
those items where you have scored never or rarely since they may block
empowerment in others.

Consider asking your team to complete this survey and see if their perceptions match
yours. Discuss the results,

What does empowering leadership involve?

Empowering leadership is underpinned by the following values and assumptions:

Respect for the individual

Recognition that everyone has a different contribution to make
‘The importance of customer satisfaction and retention

Open and honest two-way communication

The belief that managers do not always know best

‘The need for continuous improvement

Recognition of the value of personal growth and development.

These beliefs manifest themselves in the behaviours outlined in the self-assessment.
These actions help the individual to feel more involved and responsible. They create a
rewarding place of work as well as a customer-focused environment.

RECOMMENDED READING

Clutterbuck, David (1994) The Power of Empowerment, Kogan Page, London
Foy, Nancy (1994) Empowering People at Work, Gower, Aldershot




