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This report will focus on leadership. The report will incorporate theorists’ ideologies to further support one’s arguments. An introduction to leadership and its meaning will be outlined and investigated. It is a topic with universal appeal (Tabrizi and Rideout, 2019). Upon researching leadership, it is evident how far literature has grown since its first findings. There are countless theories and ideologies on the matter, signifying its importance. This report will look at various leadership models, before delving deeper into another and critically assessing its ability to impact on workplace performance, specifically looking at the authors workplace.

As noted, leadership and management are usually perceived to be within the same bracket. Following further research, this report will look at the correlation between the two and how important leadership is to success within the workplace. 

The author is employed by one of the world’s leading financial companies within its insurance department, Legal and General. In this job there are a range of tasks completed by the author, such as telephony roles, admin roles, coaching etc. Working such a flexible job has allowed the author to be in various different workplace contexts and settings and therefore have a range of knowledge and experience. However, this author has not explored a leadership role, or one of which in management as leadership is typically equated with, and therefore will enjoy exploring leadership in their own workplace.

The conclusion of this report will be focused on ones own self-assessment and how best one can lead following a series of quantitative assessments. This is for the author to be able to view their own leadership skills and how best they can improve their own skill set. 

[bookmark: _Toc139565918]The Meaning of Leadership

Leadership has various synonyms. Management, governance, guidance to name a few. It’s typically viewed as someone who is in charge and sets direction for their social or professional subordinates (Bennis and Nanus, 1974). Goleman states that when asking a group of people “what does an effective leader do?” you will be met with a range of answers (Goleman, 2000). He argues that it would be wrong of a leader to take these opinions on board. An effective leader has one job, according to Goleman – to get results. 

Leadership is perhaps the most single important part of basic human biology and sciences (Hogan and Kaiser, 2005). It is an integral skill for any prospective employee. John Adair states it is the key ingredient to thrive in a workplace setting (Adair, 2007). If you can understand how you can effectively contribute to a team, you will become fully self-aware and able to manage your weaknesses, as well as greatly develop your leadership skills (Belbin, 2010). A successful leader is a proactive one (Bennis and Nanus, 1974). They must be self-aware and personally use models, such as SWOT and PEST, to assess their own ability to succeed as a leader. 

A leader must exert power and be influential, whether that is taught or a natural aura (Bennis and Nanus, 1974). If a leader holds credibility and influence, they are proving, to those whom follow them, that they are worthy of holding such power and their ideas will lead to success. This, therefore, makes it easier for others to be motivated by said leader, as well as listening to their ideas. 

Organisations perceive leadership as mapping out a direction towards success. Within workplaces, a leader is typically a manager within organizational hierarchy. Hogan and Kaiser argue that good leadership amounts from effective promotion of team work and group performance. A positive, team working manager will pull the most from his team, compared to a pessimistic, individually working team (Hogan and Kaiser, 2005). “Bad leadership degrades the quality of life for everyone associated with it” (Hogan and Kaiser, 2005). It is integral for organizational success that leaders are effective and positive in their work. 

There are lots of studies surrounding the ideas of what a good leader should possess. For instance, Kouzes and Posner (2012) believe that there are five practices of exemplary leadership. You must act as a leader, share an inspirational vision, challenge the process, give their team the correct tools to succeed, encourage the heart through recognition and celebration. Whereas, Adair argues that there are seven key qualities a leader should acquire; enthusiasm, integrity, toughness, fairness, warmth, humility and confidence (Adair, 2007). A common theme amongst all theories is the idea of positivity, as seen through Kouzes and Posner’s “Encourage the Heart” and Adair’s idea of “Enthusiasm” and “Confidence.” Positive leaders, or leaders with positive behaviours, result in followers’ having positive experiences in their learning settings and able to move forward on their own journey effectively (Kelloway and Weigand), 2013). 

[bookmark: _Toc139565919]Leadership Models

Whilst discussing smaller ideologies, it is also important to acknowledge and understand the main theorists involved in Leadership. When amalgamate, their different perspectives could carve a fully made successful leader. 

Servant Leadership Theory was popularised by Robert Greenleaf in 1970. This theory is focused on the goal of the leader being to serve i.e. royalty. In contrast to many other theories, Greenleaf’s ideas are centred around the leader existing to serve the people, rather than vice versa (Vaneet & Santosh, 2016). Through having a serving leader, Greenleaf believes people will feel more empowered and confident as their leaders have full belief in them. According to a study conducted in 2002, servant leadership is being effectively and successfully practiced in some of the world’s top-ranking companies (Sen & James, 2002). 

Transformational Leadership is also an important theory when addressing leadership. Created by James MacGregor Burns in 2004, this theory looks at leadership in a different light. This model allows leaders to neglect themselves and identify a larger force that needs assessing. Transformational Leaders are naturally positive beings who empower their followers to exceed normal levels of performance. One of the most famous Transformational Leaders has been noted to be Martin Luther King (Johnson, 2002). 

Bill George helped drive the importance for the Authentic Leadership theory in 2003. This model focuses entirely upon the leaders self-awareness and how this leads to followers believing in said leaders authenticity. George argues that an authentic leader is much more influential than a non-authentic leader (George, 2003). Following George’s ideas of authenticity, there has been a resubmergence of interest in the theory since 2003 (Gardner et al, 2011). 

It is important to be aware of the different models before assessing and investigating just one. This allows the author, and reader, to have a succinct and nuanced understanding of the topic prior to a deeper delve into one, isolated theory.

[bookmark: _Toc139565920]Situational Leadership Theory

Situational Leadership theory is a well-known model created by Paul Hersey and Ken Blanchard in 1969. The theory was first introduced in the 1960’s but has since been revised numerous times, as a result of Blanchard and Hersey having conflicting ideas (Hottinger, 2018). This led to their being numerous takes on the three models; The Life Cycle Theory, as coined in 1969; The Situational Theory (Hersey); and the Situational Leadership II model (Blanchard). 

All models have the same ideology. There is no “best” style of leadership, and the most effective model/theory will incorporate a fluidity and flexibility for the leader (Hersey and Blanchard, 1977). This model deems the most successful leaders to have an adaptable nature and be self-aware enough to understand the needs of the individuals that follow them, whether that be peers or employees. 

The Situational Leadership Model is the adjustment of leadership styles based on whom is listening (Johnson, 2015). Knowing ones correct approach and own context will allow for influence to thrive and success to be granted. A successful leader will use this model correctly by adapting to their situations and being aware of how to navigate each context. This links with Goleman’s Emotional Intelligence model with regards to self-awareness and adaptability. Listening to your inner voice to home in on your skillset and become a successful leader. One will be able to lead more authentically using this model. Focusing on others allows for an empathetic leader (Goleman, 2000).

In the Situational Leadership theory, Hersey and Blanchard suggested that there are four styles of leadership: directing, coaching, supporting and delegating. All are needed for a successful, effective leader (Hersey and Blanchard, 1977). 

To be directive a leader must instruct its peers to complete a task. Other theorists have coined this the “telling” style (Vecchio, 1987). A leader using this style will guide their followers and monitor the work they are completing. The follower is not given any freedom to make mistakes when being led this way, as the leader has full control of the situation and directs the follower on each step to success.

This style is commonly known as low supporting and high directing. It would typically be used when a team member/team requires closer supervision and continuous guidance. For example, novice team members would need a leader with this style at first. They can be told what to do and be monitored, but not handheld. 

A leader can also use the coaching method, also known as the “selling” method (Hersey and Blanchard, 2007). This style is much more communicative than that of a directive leader. It may be useful when a leader is in a situation where they have a willing follower, but not a capable one. A leader using this style will explain exactly what is needed and request the individual to make the decisions on how they choose to complete the task at hand. Despite this, the leader will make the overall decision on how the task will be completed. This back-and-forth style allows the follower to feel involved and gauge the situation much more clearly (Goodson et al, 1989). 

A leader using the coaching style is both highly directive and highly supportive. They are the ones in charge when emulating this theory. They are directly involving themselves in the individuals task and making the senior decisions on what the next steps will be. This style requires an effective communicator that can embody a “coaching” technique (Vecchio, 1987). 

Supporting is the third style created by Hersey and Blanchard. This is similar to the coaching method, but differs due to the lack of task directional focus and the movement towards supporting followers. Goodson argues that this stage allows a leader to adopt a more democratic style (Goodson et al, 1989). This allows teams to provide their own ideas, with the leader actively participating in the task and guiding the team towards success. 

In terms of leadership style, this is very high support and low directive behaviour. The leader must aid its team and guide them, but not focus on directing them. An effective leader allows the team to create their own ideas and move towards the goals but supports when called upon or when the direction grows further away from task completion (Henkel & Bourdeau, 2018). 

Delegation is the final leadership style made by Hersey and Blanchard. This would be used with a much more experienced team member/follower. This allows almost full autonomy for the follower and much less input from the leader (Goodson et al, 1989). The task will be delegated to the experienced team member/follower and then they will be left to their own devices as to how they complete this task. 

Evidently, a leader using this style will provide very little support and direction to their follower/team member. This is due to the competency levels the individual has obtained and how confident both the leader and follower feel in the latter’s ability to complete the task to a high standard. As previously mentioned, a leader using this style would require an experienced follower for this style to succeed. A newer follower, a novice to the team and lacking knowledge, would not adapt well to a leader acting in this way and therefore not be successful as the lack of support and direction would confuse them and, possibly, lead to failure. 
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When comparing the Situational Leadership Theory to a theory, such as Servant Leadership Theory, it is hard to imagine a leader that would not use the former. A Servant Leader places the power in the hands of their followers and allows them to feel valued and be invested in. However, each person is different. Each follower for the servant leader will have different morals and beliefs. Therefore, any servant leader would need to also be a situational leader. The two would need to coincide for a servant leader to succeed (Pope, 2011). 

Similarly, an authentic leader would still need to adapt to their workplace setting and ensure they are self-aware enough to understand their followers needs and wants. Although an authentic leader may be more influential, they would still need to have the key to leadership, which is understanding and adaptability (Hersey and Blanchard, 2010). 

From this assessment one would expect a leader to adopt one of the less important models, but to always ensure they are using the Situational Leadership model to aid them in their work. This is due to the models focus on adaptability and understanding the needs of their followers.

[bookmark: _Toc139565922]Strengths

The Situational Leadership theory is very well known by theorists, and therefore there is a lot of rhetoric full of praise towards the model.

Through using the situational leadership model, leaders are enabled to adapt in a rapidly changing world. It eases any challenges that come with these changes and allow leaders to apply their learning and situational knowledge into a successful team context (Aslam et al, 2022). Leaders can adjust their working styles depending on who they’re with. In the modern era, organizations are much more culturally accepting and therefore a leader needs to be able to adapt correctly and when needed. By using Hersey and Blanchard’s Situational Theory a leader can effectively embrace any external influences and make sure their team works successfully towards their goals. 

The theory makes sure a leader can assess, adjust and adapt learning styles dependent on the context one is in. Leaders can use the model countless times in one working day, highlighting how easy it is to be used in a workplace setting. Johnson supports this strength of Hersey and Blanchard’s ideas stating that it allows for a flexible leader (Johnson, 2015). This results in little pressure, according to Johnson, on the individual in charge/with influence and therefore a happier working environment for everyone following the leaders ideas (Johnson, 2015). Leaders can explore and be free in their ideas and can match them with whomever they are working alongside that day. 

Goodson argues that situational leaders are excellent communicators and therefore typically have teams that are closer, allowing communication to be free and flow more flexibly within this team (Goodson, 1989). This creates a better working environment in which employees feel valued and free to discuss their concerns with a helpful, supportive leader. 

Walls praises the model in her work, with its biggest strength, in her opinion, being its practicality (Walls, 2019). She perceives models, such as MacGregor Burn’s Transformational Model, as too complex to be applied to generic workplace settings and day-to-day leaders. She deems Hersey and Blanchard’s work as easy to “intuitively understand and apply in a diversity of settings,” (Walls, 2019). 
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Despite there being a lot of positivity surrounding the Situational Leadership theory, one must also look at the limitations of the model and how this may have a negative impact on any future leaders looking to use Hersey and Blanchard’s ideas.

Kibbe notes the confusing nature of Hersey and Blanchard’s work. A leader may appear to be favoring other followers/team members if the correct communication is not exerted (Kibbe, 2019). A newer colleague may not always be a young one. A leader could adopt the directive style, without being aware of how confident the peer is and how they perceive learning compared to the methods used by the leader. This could, in turn, lead to a breakdown in communication and a negative relationship to form between the colleague and leader (Kibbe, 2019). Alternatively, a leader using the delegation style with what they may seem, to be an experienced colleague may not always work. The colleague may be experienced in all areas but be having personal issues that have lead them to not feel as confident on the topic on that specific day. As a result, the completion of the task may take longer than expected or may not be up to a high level. 

Using Hersey and Blanchard’s method could also result in some followers feeling less favorable within the team (Henkel and Bourdeau, 2018). Similar to the previous point, newer colleagues may see how the leader is acting towards them compared to other, more experienced colleagues, and not be appreciative of this. Again, resulting in a negative working environment due to a breakdown in communication and lack of confidence between the follower and leader. 

Tabrizi and Rideout conducted their own study using Situational Theory. They concluded that the style is not effective for all leaders (Tabrizi and Rideout, 2019). Some prefer a more hands on approach, with others being less directive to all followers, not just experienced ones. In fact, Tabrizi and Rideout’s study participants could not effectively complete their tasks as a result of being confused by Situational Theory, so the theorists changed the model used in their investigations to Goleman’s emotional intelligence model to see if that would be more adaptable. The participants were effectively able to use the newer model and noted how much easier it was to use. 

In Tabrizi and Rideout’s notes they stated that when disregarding their own study and using their own knowledge of the subject, they would still say that it is an effective way for leaders to hone in on their skills and be successful. Its complexities is what let it down for them in their study (Tabrizi and Rideout, 2019). 

Walls argues against Tabrizi and Rideout’s participants opinions on the theory are false and should not be heard when discussing Hersey and Blanchard’s ideas. She believes it is a rare find and that the participants used by Tabrizi and Rideout must not have had a full concept of what the study was used for and conducting (Walls, 2019). 
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In order to accurately see whether a model will be effective or not, one must apply the Situational Leadership Theory to their own workplace context and evaluate its effectiveness. 

The clearest, and easiest, way to judge Situational Leadership Theory is by looking at new employees within Legal and General and if a leader could adapt to their introduction to the organisation. When joining the company, new employees are typically trained for 3 weeks-3 months and do not see their manager until the final weeks. At this point, it is up to the employees new manager to determine their skill level and how best they should approach them. Legal and General is a company with a rotating door. Employees come, go and return more often than not. Employee retention is not extremely high, so it is integral that leaders within the business can adapt swiftly to the constant changing situations. In this example, it is clear that Situational Leadership Theory can be effectively implemented by leaders within Legal and General and may make for higher employee retention and satisfaction. Once leaders can adjust their communication, support and directiveness the company may see higher retention levels. This is due to employees then feeling more connected with their managers and feeling valued. 

With regards to the authors role specifically, there is a lack of employee retention. One has a senior role within the team, despite being a newer member. As a result, the author is asked to train newer colleagues that do end up joining the team. Legal and General tend to prefer to have vacancies filled by internal employees, rather than hiring external. Due to this, when training one must decipher their peer’s ability and adjust their learning style. For instance, one has recently trained a peer who has worked within Legal and General for 20+ years. This peer had lots of knowledge and experience and therefore, despite being new, the author left them to their own devices once the task had been shown. The colleague praised this type of learning and leadership as they have had previous experiences of feeling bored and lose interest in training sessions within the business due to leaders not adapting effectively. 

Alternatively, the Key Accounts team within Legal and General is full of differing experience. This author has been tasked with training more experienced members of the team due to their status being below ones (Senior Insurance Consultant, contrasted with Insurance Consultant). The author had to, again, gauge the situation and find the right methods to complete the training of this more experienced member. It would have aided the author if they were aware of the Situational Leadership method at this point, as a more hands off approach, such as delegation, would have been more effective. Instead, the author opted for a method, more resembling that of coaching style. One created a PowerPoint with what was needing to be taught and discussed this with the trainee. Despite feeling that the colleague was becoming restless and disinterested, the author continued with the training. In hindsight, and after learning more about the Situational Leadership Theory, the author should have opted for a more delegative method, much like they did previously with the newer colleague. This would have been more effective and resulted in the colleague retaining interest and attention.

Moreover, it is clear how effective the Situational Leadership Theory can be when applied and used correctly. 
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It is important for one to become self-aware using various methods so that they can identify areas to improve and areas one is good at already. It is crucial for leaders to constantly evolve and self-assess as they are the ones in control and making senior decisions. 

In order to shed light on the authors leadership abilities, two questionnaires have been completed. This will allow the author to have a visual understanding of their skill set and how they can improve following the completion of this report. Both questionnaires chosen by the author were of quantitative methods. By using this method the author can identify their behaviour and attitude accurately, compared to qualitative methods. 

The first questionnaire had 18 questions where the author needed to rate themselves on a scale of 1-5 depending on how strongly they felt the statements were true to themselves. Please see Appendix A for results.

The questions ranged from how effective one is with detailed aspects of work, to how deep one may delve to understand the roots of the social elements within ones team. 

Once completed, the author needs to calculate their administrative, interpersonal and conceptual skills. This author scored 22 on administrative skills, 20 on interpersonal skills and 18 on conceptual skills. Therefore, showing that this author has high admin skills, with moderate interpersonal and conceptual skills. 

This was quite shocking for the author, as they always deemed their administrative skills to be their weakness, with their communicative (interpersonal) skills being their best. This as allowed the author to view their skill set in a different light and allow them to increase their skills to become the best leader they can be. 

Their administrative skills being so high shows how the author may prefer to communicate through technological methods, rather than face to face (hence the moderate interpersonal score). The authors conceptual skills being low also implies that they are not that creative. This is not a shock as the author would admit that they are not very innovative and very much stick to the status quo. 

Overall, from this questionnaire the author does not feel comfortable with their leadership skills. Interpersonal skills, for the author, are key to understanding how colleagues, peers or followers are feeling and therefore may need to be raised before this author takes any further steps towards promotions etc. Similarly, conceptual skills are important for problem solving as creativity is linked to on-the-spot decisions, more so highlighting the authors premature leadership skills and areas to improve. 

The second questionnaire consisted of 14 questions and is very similar to that of the first questionnaire. However, the difference with this questionnaire was the results. The scores were not for administrative, interpersonal or conceptual. This time the questionnaire was measuring authoritarian leadership, democratic leadership and laissez-faire leadership. This author scored 18 on authoritarian, 22 on democratic and 17 on laissez-faire. This means that, similar to the previous questionnaire, one in the middle range (high for democratic and moderate for authoritarian and laissez-faire). This indicates that the author would be a very balanced leader. Their democratic nature shows how easy it would be to involve followers and only make changes on majority basis, rather than individual emotions ruling ones judgement. However, the authoritarian results are still moderate and therefore showing that the author has a high level of control in their leadership skill magazine and can readily make hard decisions for the success of the team, even if all are not on board. This links well to the democratic leader. The authors nature is for everyone to be involved and to share the same ideas, but they are not afraid to make changes even if the whole team are not in agreement. The lowest score was laissez-faire, despite it still being in the moderate section. This author can adopt a hands-off approach if needs be but feels that there does need to be some sense of leadership and control from a higher force, otherwise there risks a team collapsing due to a lack of direction. 

Both questionnaires show that this author is very balanced, but maybe not yet ready for management/leadership. They are not too high in any areas, but also not too low. These results support the authors personal experiences shared when using the situational leadership theory. With the author scoring average/balanced across the board, it shows how flexible they may be and how adapting to the situational leadership theory would suit this author and that they have the foundations to build upon and become a good leader in the future.

[bookmark: _Toc139565926]Conclusion

Ergo, leadership is a vast topic with various theories. However, by delving deeper one has begun to understand the complexities of leadership and the importance it has on workplace settings. When looking from an organisational perspective, leadership is the most important skill for any employee to have. It will allow them to succeed without full knowledge of their next role. A leader can adapt and embrace any situation in front of them, making them an integral part of their company. 

When looking at leadership theories it is clear that a leader must adopt the Situational Theory to be able to be an all-round successful leader, however they can incorporate different components from other theories that best suit their own styles of leading i.e. Authentic Leadership or Transformational Leadership. 

An effective, successful leader must remain self-aware and can do this through questionnaires or other methods, such as personal development plans, to ensure that their followers remain interested and understand the ideas of their leader. 









[bookmark: _Toc139565927]Reference List

Adair, J (2007) Develop Your Leadership Skills, London: Kogan Page

Aslam, S & Saleem, A & Kumar, T & Parveen, K (2022) New Normal: The Sudden Re-Emergence of Situational Leadership and Its Impact on Work Motivation and Job Satisfaction, Journal of National Management, Vol 3

Belbin, M (2010) Team Roles at Work, London: Routledge

Bennis, W and Nanus, B (1974) Leadership, London: SAGE

Blanchard, K & Hersey, P (1977) Management of Organisational Behaviour, Prentice-Hall, Upper Saddle River, New Jersey. 

Blanchard, K.H. (2010), Leading at a Higher Level, Prentice-Hall, Upper Saddle River, New Jersey

Gardner, W & Cogliser, C & Davis, K & Dickens, P (2011) Authentic Leadership: A Review, Leadership Quarterly 

George, B. (2003). Authentic leadership: Rediscovering the secrets to creating lasting value, California: Jossey-Bass

Greenleaf,  R (1970) The Servant as Leader, New Jersey : Centre for Servant Leadership

Goleman, D (2000) Leadership That Gets Results, Harvard Business Review

Goodson, J & McGee, G and Cashman, J (1989) The Situational Leadership Theory: A Test of Leadership Prescriptions, Journal of Group and Organisation Manager, Vol 14 Issue 4

Henkel, T & Bourdeau, D (2018) An Examination of Managers’ Situational Leadership Styles, Journal of Diversity Management

Hogan, R & Kaiser, R (2005) What we know about Leadership, Review of General Psychology

Hottinger, J (2018) Utility of Situational Leadership, California: Pepperdine University Press

Johnson, C (2002) Normative Leadership Theories, London: SAGE Publications

Johnson, M (2015) Situational Leadership: A Review, London: Routledge 

Kelloway, E & Weigand, H (2013) Positive Leadership and Employee Well-Being, Journal of Leadership and Organisational Studies, Vol 20 Issue 1

Kibbe, M (2019) Leadership Theories and Styles, Journal of Academic Success	

Kouzes, J & Posner, B (2012) The Leadership Challenges, How to Make Extraordinary Things Happen in Organisations, Open Journal of Leadership, Vol 7 No 1

MacGregor Burns, J (2004) Transformational Leadership: A New Pursuit of Happiness, New York: Grove Press 
Mumford, M & Zaccaro, S & Connelly, M & Marks, M (2000) Leadership Skills: Conclusions and Future Directions, The Leadership Quarterly Volume 11 Issue 1

Pope, K (2011) Situational Leadership in its element, Journal of Human Sciences

Sen, S & James, C (2002) Servant Leadership: Origin, Development and Application, Journal of Leadership and Organisational Studies

Vaneet, K & Santosh, R (2016) Servant Leadership, Employer Brand Perception, Trust in Leaders and Turnover Intentions, Review of Managerial Science

Vecchio, R (1987) Situational Leadership Theory: An Examination of a Prescriptive Theory, Journal of Applied Psychology

Walls, E (2019) The Value of Situational Leadership: Review of Contextual Studies, Journal of Management Studies


































[bookmark: _Toc139565928]Appendix A

Questionnaire One – showing the authors results.
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Questionnaire Two – showing the authors results. 
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