Iyesha Thomas
 BA (HONS) LEADERSHIP AND MANAGEMENT SKILLS FOR THE WORKPLACE.

BA (Hons) Leadership and Management Skills for the Workplace.





Table of Contents
Introduction	2
Power	2
What is Power?	2
Power Types	2
Formal Power	3
Informal Power	3
Culture	4
What is culture?	4
How can Culture impact Power and why?	4
How does culture impact power?	5
Culture in Organisations	6
Power distance in organisations	6
Power distance and National Power influence.	8
Workplace conflict and Change Management theories.	9
Workplace conflict	9
Impact of Corona on NHS Nursing staff	10
Management theories-	10
Lewin Change management theory.	10
Fredrick Taylor’s Scientific management theory	11
Limitations on Lewin’s Change management theory and Taylor’s Scientific management theory.	12
A reflection on Ting-Toomey (1999) conflict resolution model	13
References	15




[bookmark: _Toc132290305]

Introduction
Power, a word that can be defined as the capability to capacitate, facilitate, or motion an objective, with the intent of achieving the favoured notions successful outcome, (Parson, 1986). This can be interpreted as seeing power as a tool that can be used to assert and push beyond the expectancy for desired agendas. This key term Power can be defined in many ways, this is why it is important to define it in context. This assignment focuses on the importance of the power dynamic within and organisation, considering the cultural aspects and hierarchical differentiation associated. Change Management theories will be critically discussed, for both management and employees, and their limitations identified. Ting-Toomey’s, conflict resolution model will be used in ode to reflection on work-place conflict, specifically selected to demonstrate the concept, the model will be reviewed, applied to the conflict identified in the reflective review and evaluated. Finally, the findings that are discovered within this report will we concluded, and some recommendations will be made.

[bookmark: _Toc132290306]Power
[bookmark: _Toc132290307]What is Power?
To be able to understand what power is, how it manifests itself within the organisational context, the role it plays, and the impact culture can have on its dynamic, it is firstly important to understand how power is perceived professionally and domestically, nationally, and internationally. 
Being an asset that can be utilised in various ways, the use of power can result in a variable of outcomes, both with oppressive and liberating results. It was defined by Bertrand Russell (1986), as an essential concept within the realm of social-science, one so fundamental that it is compared to the importance energy contributes to the nature of physics.
Power is distinguishable, a characteristic that is recognizable within individuals and social constructs, such as in work, the community, and politics for example. It can be used to influence and coerce a magnitude of situations, in favour of or against a cause of action.

[bookmark: _Toc132290308]Power Types
There are many types of power, they are noticeable or apparent in numerous ways, such as through speech, language, authority, and name to mention a few, for the argument of this paper, organisational and cultural powers will be discussed. With there being so many denominators in the subject of power and its possession, French & Raven (1959), saw it as transference from A to B. The purpose for A to action use of power over B and what determines B to comply. Based on this concept they created the bases of power; this would help break down the complexity of power and help create a knowledgeable thesis.

[bookmark: _Toc132290309]Formal Power
Formal power is formulated (Erchul, et al., 2001) within an individual through development, it comes from position and accolades, earned to say, Buchanan & Badham,( 2008) state that it is dependant on both oneself who manifest this power, and those who are around validate it, for example, the group must belive that the individual possses the means of power for the power to be valid, if the do not believe they posses the attributes to delegate actions, they fail to belive they have the power to be powerful.
Reward Power- This works when the power is used to reward contribution, incentives such as pay rises, promotions, time-off and monetary and non-financial prizes are used to increase work rates. By agreement and not promise, these incentives motivate workers, as they believe the reward is obtainable and not just a scam, this can lead to independent workers who require less action.
Coercive Power- Much like Reward power is based on the give take, coercive power uses the manipulative culture that reward power is based on just without positive incentives, example, A who has power and B who is the recipient of said powers influence, A sets actions B delivers results, however, if B does not conform to the constructs set by A, B will be penalised for failing to meet the expectations of A. This can result in B having continuous dependency on A for validation of effort.
Legitimate Power- One of the more complexed bases, as this is structurally formatted however, can be influenced by group behaviours and social norm. It is awarded through hierarchical attainments, legitimising the power position through status. So, A who is in power, has valid status and reason to influence the actions of B who is a subordinate to A’s rank and therefor has no right to oppose the actions/decision and its validity.
(adapted from (French & Raven, 1959)).

[bookmark: _Toc132290310]Informal Power
Informal power is self-employed, it is not tied to a position, a hierarchical rank or formality. A person’s characteristics and their social skills and confidence play a large part in the maintenance. It allows for the individuals, or the group involved to influence the decisions and actions of those in their vicinity. They can sway opinions and create a bias in their favour. It relies on the belief that the recipients will get what the holder promises, (Dahl, 1974).
Referent Power- This type of power is based on the sheer attributes that the individual possesses, they have the capability to assert power through the admiration others bestow upon them.  An example of this could be, A is high in power and influence within a setting, admired and followed, the need for importance and admiration B wants, could in turn have them raise A’s importance and the admiration they have so that they can get clout off the praise A receives, boosting their power.
Expert Power- This power relies on the perceived skills and expertise that the individual possesses. Power is only as legitimate as the knowledge of expertise, example, A holds more expertise or skill than B so holds more power, however, B has to be assured that A is legitimate and not trying to swindle B to sway the power dynamic.
Informational Power- The lack of availability of certain knowledge is where this power is held, the more information and knowledge that the individual holds which is hard-to-come-by, the more important their position. If A has knowledge that is unobtainable to B, or has better or more knowledge of a situation, ie, undisclosed/rare/ destroyed or archived ect
(Adapted from the text of (Erchul, et al., 2001)).
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[bookmark: _Toc132290312]What is culture?
Culture has been defined as the collective thoughts, manifestations, and customs of a communal. This can be displayed in behaviours, mannerism, social hierarchies, and belief systems, those who are included in this group all understand the dynamics and can distinguish those associated even outside of the group setting, it is part of their identity, (Schein, 2011). 

[bookmark: _Toc132290313]How can Culture impact Power and why?
Culture is part of a person’s character that adheres to the social-norms set by their specific grouping, an example of cultural differences can be seen in everyday actions, such as a greeting; here in the UK, a hand firm shake is an appropriate way to greet a person, we are taught it is polite and respectful, it shows etiquette, and speaks to the strength of our character, we go on to teach this to our children and others who invest in our culture, it is part of who we are and how we communicate, however, in Japan it is customary to bow, the deeper the bow the more respect is shown, China to have a soft handshake and Thailand also bow, however, they position their hands in what would be considered a praying position by some culture and religions, the higher the peak of the bow, the more respect is shown to the recipient.
In countries such as Africa and Inia, it is imperative to greet the elders before the younger attendees, this shows respect, as these two cultures are taught to honour and respect the status of an elder, as age is a believed to hold knowledge, experience and wisdom positions that come with power.
Greetings, something so mundane to everyday life, can hold a lot of power in culture, it can lift the level of admiration for a person or banish them and their actions. Custom and tradition influence power both at home and at work, (Shidujaman & Mi, 1991).

[bookmark: _Toc132290314]How does culture impact power?
Culture can have a substantial bearing on power dynamics, as stated it shapes the values, beliefs, and behaviours of a society or group. A few ways in which culture can affect power are as followed:
Communication style -Various cultures have different communication styles, which can change or impact power dynamics. An example of this is that some cultures believe in direct and assertive communication, while others may prefer a more indirect and diplomatic way of communication.
Gender assumed roles- There can be assumed gender roles in some cultures, and with this comes a hierarchy of power based on gender, many cultures expect males to assume the power role naturally, as they have more authority within their culture than women can possess, whilst other cultures take a more balanced approach to power distribution.
Social Norm- The acceptability of certain behaviours and ideologies develop within the social normalities of culture. The appropriate way to act, respond and oblige are ingrained within the group. This can be seen in some cultures by evaluating their behaviours in certain situations, such as such as a high value on obedience and conformity within the ranks, or the rebellious, free spirit ways of handling daily life where conformity is shunned upon, the group set the behavioural dynamic and standard.
Power distance- Culture can influence the extent to which power is dispersed unequally, within a society or organisation. In some cultures, a high value is bestowed on hierarchy and authority within society, whilst other cultures may take an egalitarian stance instead, valuing the individuals’ rights and favouring freedom instead of systematic authority. 
(Adapted from the text of (Hofstede, 2010))
These dynamics can be further broken down into two categories, Achievement-orientation and ascription-orientation. Culture plays a crucial role in the make-up of these dimensions and due to this organisation instil these principles within society, (French & Raven, 1959).
Achievement-orientation- This emphasizes on the personal accolades an individual holds, their power comes from education, work, and experience in the field. This is how power is obtained and maintained, the higher a person’s personal viable achievements are the more power they can accumulate, this dynamic is usually found in North, North-Western Europe, the USA and countries based on protestant and Westerly Christian value.
Ascription-orientation- Age, gender, influence, and family are examples of how power is gained within this power dynamic, here power is distributed via status and not recognized through personal achievements, status and power are assumed based on the position placed upon you through your connections and lineage, not based on skill and knowledge. This dynamic can be observed in countries that have been influenced by the Roman Catholic faith, Confucianism and Buddhism  (Trompenaars, 1996).
These cultural inclinations are known to impact how power is allocated and preserved within communities and organizations alike, they can impact how tasks are handled and distributed, it helps to breed the attitude and ethics behind the workforce and affects how competitors see the company and how social mobility is handled 
[bookmark: _Toc132290315]Culture in Organisations 
The shared values, belief and practices help to shape organisational culture, they form the shared principles and standards acceptable within the organisation, the conduct of employees and the power dynamic. It is crucial that the company’s missions, vision, customs, social-norms, and rituals are included in the foundation. It implies stability and inclusion, sharing with like-minded people and group-life, (Gittell & Godwyn, 2011).

[bookmark: _Toc132290316]Power distance in organisations
The power distance in cultures rolls over into the organisational structure. This section will discuss two dimensions, the Tall-Organisational structure and Flat-Organisational structure.  
In the Tall-Organisational structure, there are multiple levels of management, this means that the organisational culture is one typically top-down and on the more authoritative level. Power tends to be focused at the top of management and decision making is made by those in higher-ranking positions, then translated down to the lower levels. A much less flexible and more bureaucratic culture, with less importance on innovation and employees do not feel empowered in the decision-making process, (Rocco Carzo & Yanouzas, 1969).


Fig.1. Example of a Tall-Organisational structure (Adapted from the text and graphs of (Rocco Carzo & Yanouzas, 1969) and (Hans Marius Norbom & Lopez, 2016).
Tall-Organizational Structure:
· Multiple management layers.
· Decision making is Top-down.
· Culture is more rigid and bureaucratic.
· Has less room for innovation.
· Employees may feel less empowered to contribute towards decisions.


Flat- Organisational structure consist of less managerial positions, so a decentralisation of power is seen. This encourages a collaborative and egalitarian culture within the organisation, employee autonomy and responsibility are valued, structuring an organisation this way can lead to an innovative and more responsive workforce. However, this structure does require that employees self-direct and are held responsible for their actions, (Rocco Carzo & Yanouzas, 1969).

Fig.2. Example of a Flat-organisational structure and a breakdown of consequences, (Adapted from the text and graphs of (Rocco Carzo & Yanouzas, 1969) and (Hans Marius Norbom & Lopez, 2016).

Flat-Organizational Structure:
· Consists of fewer management levels
· Decentralized decision making is expected
· Consist of Collaborative and egalitarian culture
· Provides space for innovation from employees
· Autonomy is encouraged employees take ownership of their work

[bookmark: _Toc132290317]Power distance and National Power influence.
With power distance we refer to the degree to which people in a certain culture acknowledge and expect power and authority to be unequally distributed amongst them. This concept was established by Dutch social psychologist Geert Hofstede, who conducted extensive research on culture dimensions.
Hofstede (2010), stated that high-power distance cultures are made up of those who accept and expect there to be an unequal distribution of power, it is seen as a normality, however, low-power distance cultures are opposed this ideology and are made up of people who challenge this notion and believe in more evenly distributed power, willing to challenge authority.
The impact can also be seen in governance and politics of the country, example, high-power distance countries tend to have centralised government, with little to no input from the population and rarely are they challenge, held accountable for or questioned on actions. Low-power distance cultures will try to hold leaders accountable, challenge their decisions and have input in the governing of the people, this creates a more democratic environment,(French & Raven, 1959).
Countries with high-power distance cultures are less likely to challenge authorities outside of their cultural countries of influence. This can impact their negotiating negatively as well as limit diplomatic relationships, alliances and trades globally. The open dialogue granted in low-power distance cultures creates a larger platform for negotiations, high influence globally, more productive diplomatic relationships and better trade deals, (French & Raven, 1959).
To summarise, power distance high or low, can impact the formation of government held within a society, due to their cultural practises and beliefs. This in-turn establishes their capacity of influence globally and accessible to outside establishments, we must however note that power-distance is only one of many cultural dimensions that has been shown to impact national power, as cultures are known to prioritise and value these dimensions differently.

[bookmark: _Toc132290318]Workplace conflict and Change Management theories.

[bookmark: _Toc132290319]Workplace conflict 
Workplace conflicts are not uncommon, they are seen publicly in the news, via protest, strikes and departmental changes. They arise in the work environment due to many varying reasons, a few common causes for example are communication breakdowns, a conflict in expectations, changes in goals, workloads or even a change in power dynamic, (Castro-Ayala, et al., 2022).
The dilemma of workplace grievances and disputes are common, there has always been a provocation before amendments are made within institutions, from workers demanding better working environments, a need for wages to increase, union rights endowments and long-term benefits. There have been many reports regarding workplace changes and their origin. The plethora of pandemics that seem to besiege today’s society have created an even bigger demand for change within industries and co-operations likewise. 

[bookmark: _Toc132290320]Impact of Corona on NHS Nursing staff
During December 2019, it is reported that a fast spreading, unknown, pneumonic virus had been detected in Wuhan, China. After being studied, scientist and biologist discovered more about the virus, which derived from the Sarbecovirus, meaning it was impacting the lungs, causing a severe, acute respiratory syndrome (SARS), would later be known world-wide as the Coronavirus or COVID-19. Reported as killing millions around the globe, (Ciotti, et al., 2020).  The UK’s NHS were stretched to limitations, personal protective equipment, sanitization sprays and gels were extremely sought after and rationed when provided, hospital beds and patient triage times were all delayed by up to a 1/3rd in some districts, and staff were also contracting the virus due to close contact with patience and limitations on the protection provided for the healthcare workers, (Uimonen, et al., 2021). 
The COVID-19 pandemic created immense turmoil for those working within the healthcare profession, with changes in procedures, targets and an influx of pressure, a strain was becoming visible on the NHS and its nurses especially. This then effected the quality and care they were able to provide for patience. Which resulted in many nurses feeling reluctant to stay in the profession, creating a ripple effect of high turnover, mental health issue, increased stress levels at work and home, sense of being unheard by senior members and management, and ultimately saw a rise in workplace conflicts, pushing nurses to demand a change, for their patience and selves alike within the health organisation, (Gilleen, et al., 2021).
The mental-health and overall well-being of the UK’s nurses was neglected, by both the governing bodies in the NHS and the lack of awareness which came with some patience being assessed. Becoming sick, was not a desired variable. The dread that emerged when in direct contact with the virus at work, created unsurmountable weight on the nurse, which impacted the sleep, mental-health, and everyday life, (Sampaio, et al., 2021).  

[bookmark: _Toc132290321]Management theories-
[bookmark: _Toc132290322]Lewin Change management theory. 
When assessing the strives that the NHS nurses faced during the COVID-19 pandemic, their need for change within the environment and the strain it was having on their mental and physical well-being, for the nurses employed by the NHS, the Lewin’s Change Management Model seemed an appropriate framework to utilise.
Lewin’s model consists of three separate stages, they are categorised as unfreezing, changing and the refreezing.
The unfreezing relates to the recognition of change being needed. By assessing the direct state of the situation and the detecting the core foundation of the conflict. By actively listening and having a wide and good communitive response are crucial, without good communication, the perspective of all parties involved are not taken into account. Change follows, the implementation of steps necessary to facilitate the goal. By identifying the resources necessary, setting targets and collaborating with the stakeholders. It is vital that the stakeholders are involved in the change process, this includes frontline, management and all other external stakeholders, as change often effects all departments and should aim to positively impact everyone involved, (Mills, et al., 2008)
Finally, refreezing, an amalgamation of the old procedures and new changes. This stage is where the new norms and practices are determined. It involves the reinforcement of all changes that have been made and are to be applied, ensures they are sustainable for the long-term and an evaluation process implemented, monitoring the progress throughout can help to ensure that the changes that have been put in to place are effective and beneficial for those involved, (Kaminski, 2011).
[bookmark: _Toc132290323]Fredrick Taylor’s Scientific management theory
Taylorism, is a scientific management theory that focuses on efficiency and productivity, within the workplace, targeted at mangers. Emphasis is placed on the scientific methods developed by Fredrick Taylor to formulate the model in the late 19th and early 20th century. The scientific management theory consists of breaking down the tasks into smaller more manageable components, they are then individually analysed, and each segment measured to determine the most successful way to perform.  This theory is practiced through time and motion studies, by breaking down each individual movement, timing the process and making informed decisions on the best technique. The theory also includes the use of standardized work practices and tool and equipment development which are designed specifically to optimize the work efficiency, (Taylor, 2003).
Taylors scientific management theory has a substantial impact on managers in multiple ways who utilise the tool. Firstly, the tool emphasizes the importance of precision planning and an analysis system within the managerial decision-making process. With the notion of breaking down tasks and movements into even smaller, and more manageable steps, taking the time to then analyse each component in order to identify the most efficient process. The approach enables the managers to recognise inadequacies within the work-place and focus on them specifically, (Taylor, 2011).
The second point highlights the importance of measuring and quantifying the work process. The time and motions of the performance are studied and used to develop new standardised procedures, that are enabled to optimize the work efficiency. It is vital that managers who adopt this stage have the sufficient skill set to both measure and analyse data as well as have the knowledge and power to implement and standardize working practices and processes.
The final stage of Taylorism places a substantial amount of importance on staff training and their development, with this being said, any manager that chooses to adopt this management theory must possess the viable skills required to develop training programs that enable workers to learn and adopt new skills and techniques, they must be able to provide feedback and support to aid the continuous improvements and developments in future, (Aitken, 1985).   
Overall, Taylors scientific management theory can have a significant impact on the managers that choose to implement it within the workplace. It puts high value on the importance of careful and analytical planning the quantification of work and the stresses work performance and processes, staff training and their personal and work development. There have been criticisms made about the model, with it being described as over mechanistic and somewhat dehumanising, essentially comparative to machinery, not allowing much room for human-error, (Hamid, et al., 2019).

[bookmark: _Toc132290324]Limitations on Lewin’s Change management theory and Taylor’s Scientific management theory.
Both Lewin’s and Taylor’s management theories have received scholarly and industry praise throughout the years, however, this does not discount the limitations that can be found within both theories.
Lewin’s model which is considered to be relatively basic, has been criticised for not taking into account the complexity and dynamic nature that comes with organisational changes. The process of change can sometimes be messy and yield unpredictable results, which can not always be organised and categorised into 3 specific sections, the model does not present options for resistance to change within the organisation, something that is frequently faced by organisations, therefor it does not cater for flexibility to adapt and manage the change process successfully within a complexed environment with varying dynamics, (Leaman, 2007).
Another limitation that presents itself in Lewin’s theory is the failure to take into account the relative and cultural factors that can majorly impact organisational change. The overall attitude and beliefs held by the staff in the external environment can present as challenges within the organisation. Limiting the impact of the change initiated, (Ting-Toomey & Dorjee, 2018).
A key limitation that is to be taken into account when an organisation is looking to utilise Taylors scientific management theory, is the dehumanising work environment that it can lead to a disliking to the treatment of staff has been raised, suggesting the theory likens humans to interchangeable machinery parts. The systematic method for completion of the task has been said to lead to a loss in job satisfaction and a loss in productivity affecting the quality and creativity involved with having humans execute the tasks, (Pyshkin, 2014).
Taylorism also makes the assumption that all workers are motivated by financial means, this means the psychological and social factors that are abundant inside of the working environment are ultimately overlooked, leading to more complexed issue surrounding workers, such as lack of recognition, the failure to address their own needs and concerns within the company and a stifle the need for communal accomplishments, (Parker, 2014).
To conclude, Lewin’s change management theory, is a to be considered a useful framework for managing change within the work-place, the easily followed structure and simplistic format can be utilised by the nurses of the NHS to help bring about change within the workplace, it can provide a clear and precise direction in creating a more supportive working environment. By communicating with management, the relevant issues can be raised, focused on and implementing change that is measurable, however, the model may need to be slightly adapted. When in the unfreezing and freezing stages, emphasis must be given to the cultural aspects of the organisation, in order to meet the needs of staff.
Taylorism, which focuses on the standardising work-practices and performance, can be used within the NHS for the development of new norms, utilising the theory can eventually lead to increased efficiency in staff and a soar in productivity, managers need to wary of the desensitising of their staff, stay alert when it comes to the general well-being of their staff and invoke ways to increase job-satisfaction.

[bookmark: _Toc132290325]A reflection on Ting-Toomey (1999) conflict resolution model
Ting-Toomey’s conflict resolution model implies that there are 5 separate approaches to the resolution of conflict. These are, avoidance, accommodation, competition, compromise and finally collaboration. Each approach yields its own strength and limitations, the approach chosen depends on the conflict and the particulars of the participants involved, (Ting-Toomey & Dorjee, 2018).
Avoidance, this approach is self-explanatory, it involves the parties avoiding the conflict all together, appropriate when the conflicting bodies have little to no relationship at all. But if the parties have a long-term relationship or the conflict is seen to be highly significant, this step will only further delay the conflict, allowing it to arise it the future.  
Accommodation, the submission of one party to the others position, best with minor conflicts and with long-term important relationships, this position can be utilised in order to preserve the relationship between the two, if one party deems it more important than the conflict at present. Long-term, however, this approach can sometimes lead to resentment, if one party feels they are continuously accommodating the other, this can damage long-term relationships overtime, (Ting-Toomey & Dorjee, 2018).
Competition, each party attempts to win the conflict, this is often done at the expense of the opposing party, larger more significant, time sensitive issues can benefit from this approach, the parties are to still remain wary, as competitiveness can damage the relationship between the two parties, and this can lead to less satisfying and prompt outcome for both parties.
Compromise, this approach aims to reach resolution by having both parties sacrificing something to reach an end result both are happy with, this is best implemented when both parties have important issues that neither can resolve entirely alone, relying on this approach can lead to both parties not yielding the best results, and getting a less-than-ideal ending.
Finally the collaboration approach, this approach requires both parties to work together and find a solution that is mutually beneficial for both sides. When both parties have a vested interest in the end result being positive, this collaboration yields better results for both parties and can significantly strengthen relationship, however, if the collaboration is unsuccessful, it can damage future relationships and prompt different resolution methods for both parties, (Ting‐Toomey, et al., 1991)
To conclude, when reflecting on the Ting-Toomey model, we can see that the appropriate approach to resolving conflict is really dependant on both parties involved in the situation. Generally in theory and practice, collaboration is the most effective approach to use, as it promotes the ideology of a win-win situation, leaving both parties satisfied with the results and a known sense of strengthening their relationship and future interactions. This does not however, deem the other approaches as irrelevant, far from it, avoidance and competition are sometimes a necessity. It is in any case vital to asses the situation before implementing an approach if trying to get the best resolutions available.
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