What makes a Great Leader?
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Global uncertainty and rapidly evolving technology has made the business world demand great leaders. The necessity is for leaders to lead teams and organisations well during turbulent times. The emergent leader must demonstrate reflexivity in her/his leadership style to make the difficult decisions, engage with both shareholders and stakeholders, to inspire others to transform and to make changes to overcome crises when they arise.


Introduction

This reflective essay aims to identify my philosophy of leadership by analysing my beliefs, perceptions on human nature and work. My philosophy of leadership impacts my leadership style. It is vitally important to understand my leadership style as it affects how I interact with others, and whether this interaction motivates them; which ultimately determines my performance as a leader (Northouse, 2017b). To examine my understanding of the key responsibilities of leadership in the workplace, I critically evaluate my ability to fulfil my role’s key responsibilities within the context of my identified leadership style.

This essay begins by analysing the biography of Dame Anita Roddick, the well-known pioneering ethical business leader, as a case study of the Transformational Leadership style. I begin with her early years which had an impact on her leadership style traits, forming the basis of her leadership style. Next, the relationship between her leadership and the factors of her style are examined, by comparing her leadership style and motivation drivers with another two leadership styles, drawing attention to the advantages and disadvantages of each.

In the second section, I complete two questionnaires to identify my inner perceptions of leadership to conceptualize what my philosophy of leadership is. From the result, I analyse and compare my most and least dominant styles. I have developed strategies to strengthen my weaknesses and overcome my limitations through further training. This is evidenced with reference to my leadership role as a trustee of the Chinese In Wales Association.

I conclude the essay by reflecting on my learning journey of my own philosophy of leadership and leadership style. By developing strategies to motivate myself, and improve my coaching skills to inspire and stimulate others, I am determined to transform myself into a leader fit for the future.


Leadership and Leadership Style

Since 1900, there has been extensive research on leadership that has led to different definitions of what Leadership is. The most important definition was from Burns which conceptualised leadership as organisational behaviour, and as a two-way, leader-follower process theory:

“Leadership is the reciprocal process of mobilizing by persons with certain motives and values, various economic, political, and other resources, in a context of competition and conflict, in order to realize goals independently or mutually held by both leaders and followers”. 

(Burns, 1978, p.425)




Another more current definition that applies for the case study analysis later centres on how leader affect followers by interacting with them in groups:

“Leadership is a process whereby an individual influences a group of individuals to achieve a common goal”.

(Northouse, 2019, p.5)

The old saying “born leader” is not realistic in 21st century society. People’s common perception conceptualising leadership as a trait, suggests that a certain individual is gifted, possesses special innate qualities, a personality, or characteristics that make them a great leader. However, this assumption means only few special individuals could lead. Greggs-McQuilkin argue that “No one is born to lead. A leader is created by a process, and the process includes self-development, sometimes by trial and error” (2003, p.277). For this reason, leadership is a process of developing and inspiring followers to attain a shared goal.

Transformational Leadership Style (Appendix A)

Transformational Leadership has been the main focus of leadership research, because of its emphasis on intrinsic motivation and follower development. This fits the needs of today’s workplace (Bass and Riggio, 2006, p.xi). Bass (1985, p.154) pointed out that Transformational leadership is more likely to reflect social values and to emerge in times of distress and rapid change.

Burns described his concept of large-scale social change Transforming leadership as “a relationship of mutual stimulation and elevation that converts followers into leaders and may convert leaders into moral agents” (1978, p.4). He taps into Maslow’s (1954) hierarchy of needs (Appendix B) to further explain that it “occurs when one or more person engages with others in such a way that leaders and followers raise one another to higher levels of motivation and morality” (1978, p.20). People no longer satisfied with high performance as rewards needs, look for inspiration, a vision, or higher morality. Such behaviour mirrors Maslow’s self-actualisation level of needs. Bass elaborates that a Transformational leader raises consciousness about higher considerations through articulation and role modelling (1985, p.xiv). Transformational leaders, have insight of the leader-follower behaviour, which can be categorised into four factors:

Idealized Influence – charisma
Charisma is seen as a personality characteristic of leaders which includes strong self-confidence, moral values, a sense of desire to influence others, having an ‘air of invincibility’ making people think they can do no wrong (Northourse, 2019, p.166, Simpson, 2012, p.14). Usually these leaders have very high standards of moral, ethical behaviour and can be counted on to do the right thing. For this reason, the leaders act as role models, influencing followers to develop emotional connections, gain trust, and respect from them. Similarly, followers feel pride because leaders provide them a specific vision or mission to do good. 

Inspirational motivation
Leaders use high-energy, inspirational messages to propagate to all followers focus on the vision and mission. Leaders engage with followers through regular communication, motivating them with high levels of energy, and a positive outlook, enabling them to believe in themselves to commit toward the direction leaders want them to go, whilst appearing as their own self-interest.


Intellectual stimulation
Leaders need to stimulate followers to be creative and innovative, learning and empowering them to grow into future leaders. Through the support of their leaders, followers feel activated and focused on the team goal. 

Individualized Consideration
Leaders show care and empathy towards followers, recognising different individual needs, and challenge them to change for the better. Part of the important component for this style is it provides an ethical and moral dimension to leadership. 

A major problem with the Transformational Leadership style is that it lacks conceptual clarity. The four factors functions range from vision, motivation, strategy, encouraging growth, and as a change management tool. Tracey and Hinkin’s (1998) research concluded that the factors overlap each other. They recommended that the dimensions should be clearly limited. Another critic questioned how to measure the success of change from Transformational leadership. Evidence indicated some positive outcomes have been achieved such as effectiveness within organisations, but no transformation of individuals or organisations was established (Antonakis, 2012).


Leadership - Trait Approach
There are six leadership traits: Trait, Ability, Skill, Behaviour, Relationship and Process. Northouse (2019, p.29) stressed that the trait approach is concentrated on the leader, not on the followers or the situation. It identifies the innate qualities that particular leaders possess, to what extent they reflect upon responses of others, and lastly how they affect the leader’s behaviour within situations.
The Trait emphasis were first developed by historian Thomas Carlyle (1841) who studied social, political, military historical heroes such as Julius Caesar, Martin Luther, and Napoleon (University Villanova, 2019). ‘The Great Man’ theory believed that “Great leaders are born, not made.” based on two assumptions. Firstly, that great leaders are born with certain traits, which destine them to be leaders. Secondly, that historically great leaders can magically rise up to take control of a situation and lead a group of people into safety or success when needed (University Villanova, 2019). The argument is that not everyone is born with these same specific traits to become a great leader, although these traits are gifted by birth, individuals still require learning and to be nurtured to hone the necessary skills to lead (Hogan et al., 1977).

Leadership is an ability, meaning a person’s capacity to lead depends on her/his natural ability. Similarly, ability can be acquired through learning, practice, and developed into a skill that can be seen through performance (Northouse, 2017a, p.5). Once again, here we refer to some people were born with natural ability to lead, but others must work hard and practice to achieve this leadership abilities. 

Leadership is a skill referring to developed competencies that can carry out a task effectively. Skilled leaders are competent people, they fully understand their own responsibilities, work commitment and rules and procedures to complete any given task. This ability can be taught, learned, and developed. Therefore, interpreting leadership as a skill also means that it is widely available, anyone can acquire leadership skills (Northouse, 2017a, pp.5-6).

Leadership as a behaviour can be interpreted as how leaders react when in the leading role. We observe their behaviour while socialising and interacting with others in various contexts, examining how they act when they lead. There are two types of behaviours leaders show when interacting with others, Task and Process behaviours. Leaders use Task behaviour to get tasks completed, for example helping a group member to create a budget. Leaders make effort to introduce a new group member, helping them to integrate into the group, and to feel included by using Process behaviours. Leaders need to know the best way to combine both behaviours to influence followers to achieve the group’s shared goals (Northouse, 2017a, pp.6).

Leadership is a relationship also. According to Burns’ (1978, p.425) definition “…..in order to realize goals independently or mutually held by both leaders and followers.”, leaders must build a close relationship with followers to achieve goals independently or together as a team. Nevertheless, it is a two-way leader-follower process. Leaders must pay attention to the followers wants and needs to make them feel included. This ethical approach compels leaders to form a working relationship with followers to achieve a common good (Rost, 1991).

Finally, Leadership is an influence process. This involves the hidden power of influence on followers to gain trust and a willingness to do what the leader want them to do. Leaders concentrate their energies on followers, engage and sway them to reach towards a common goal. To avoid being seen as coercive or unethical, leaders must strongly support the common goal, which is coproduced with the followers.

The main weakness of the Trait Approach is that researchers are unable to agree on a definitive list of major leadership traits (Table 1). New lists of traits continuously emerge, and the studies have become ambiguous and uncertain. It also has not taken situation and environment into account, both of which influence leadership. People who possess certain traits are not guaranteed to be a great leader if the situation or geographical environment dictate otherwise. 

    Table 1  Major Leadership Traits
	Intelligence
	Integrity

	Self-confidence
	Sociability

	Determination
	




Situational Approach (Appendix C)

Situational approach is one of the most widely recognised approach to leadership research, and have been developed and revised several times since it introduced by Hersey and Blanchard (1969a). Throughout this essay the model we will be used is Situational Leadership II (SLII)(2013). This latest model divided leadership into four style: S1 is high directive-low supportive, S2 is high directive-high supportive, S3 is low directive-high supportive, and s4 is low directive-low supportive. The Situational leadership approach also being used for leadership training within organisations.

The refined Situational leadership II (SLII) focus on leadership in variety of situation. The fundamental theory is different situation required different kind of leadership (approach).


Case study of Dame Anita Roddick (1942 – 2007) (Appendix D)

Anita was born in 1942 in Littlehampton, Sussex (Mennell, 2007). Anita’s parents were economic immigrants from Italy (Pless, 2007). She and her mother worked in the small family owned café after her mother was widowed. They had an intense work ethic, rooted in recycling practices as standard housekeeping. She developed a strong sense of moral outrage after reading about the Holocaust (Mannell, 2007; Pless, 2007, p.441; Marshall, 2016). She trained as a teacher and won a scholarship to study in Israel. While working in a kibbutz she came to understand that community support created a sense of belonging to the land, which she called the power of community (Roddick, 1991, p.48; Marshall, 2016). She went on to work and travel extensively around the world as a representative for the United Nations International Office. During this time, she learned from resourceful women how they use local resources to make simple body care and beauty products (Marshall, 2016; Roddick, 1991, p.53; Themindofaleader, 2012).

Anita married Gordon Roddick after returning to England. She needed to create a livelihood to survive for two years with her two daughters while Gordon was away (Mannell, 2007; Roddick, 1991, p.67-68). So Gordon helped her borrow money from the bank before his departure, allowing her to open The Body Shop with just 25 products on the shelves in 1976 (Cree, 2003, p.62). Allowing her customers to refill products to drive the cost down helped her business grow. It was the first retailer to openly promote social and environmental responsibility, in the hippie wave of the 1980s. Between 1976 and 2006 Body Shop expanded to 2,045 shops with 77 million customers (Johnson, 2007).

Anita used the stores as a platform to support the issues that she, her customers and her employees cared about (Johnson, 2007). She had a vision that “businesses have the power to do good” (Roddick, 2005). She actively supported or campaigned for good causes including Greenpeace’s Save the Whales campaign in 1985, Against Animal Testing in 1989, and also pioneered Fair Trade from third world communities (Davidson, 1996; Johnson, 2007).

Anita received a lot of criticism after announcing the sale of The Body Shop to L'Oréal in 2006. This was because L'Oréal has appeared on PETA’s list of companies that test on animals as many as eighteen times (Maydon, 2013). Anita passed away in 2007.

********************************************************

I have selected Dame Anita Roddick to be the subject of my biographical analysis, because I admired her bravery to be different, raising consumer awareness of social responsibility, and belie that there are ways for business to take a lead in making the world a better place (Roddick, 2001, p.10). 
Compare and Contrast redo
Anita’s charisma is applied to one of Transformational leadership idealized influence factor. Mark recalled: “…the first word to come to mind is exciting. Things happened when you were with her. Anita always surprised.” (Constantine, 2007). Her charismatic personality inspired people around her, instilled excitement, connected fun emotions with trust and gained her respect as a role model. She described her view on the Body Shop mission “…that business can be fun, it can be conducted with love and be a powerful force for good” (Roddick, 1991, p.7) This shows that Anita combined her charisma with business, equally confident that she could influence consumers to follow her passion for social change. Similarly, she has excited followers to feel pride because they now have a specific vision to do good. In contrast, it can be argued that Anita’s qualities or personality have been developed from childhood experiences not gifted by birth. Her qualities of morality, justice, motivation, self-confidence, determination, creative and sociability traits were all learned and developed over time. However, charisma is not included as one of major leadership traits (Table 1), therefore trait emphasis from Trait Approach does not apply in this case.
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Anita clearly understood how to use storytelling to engage with her stakeholders, staff and followers to deliver her vision and motivate them to commit themselves to be part of the shared goal. This does fulfil Transformational leadership inspirational motivation factor. On the other hand, Anita’s way of motivation her workplace and followers have displayed one kind of behaviour emphasis which is Process behaviour to make people feel involved, be part of the family of The Body Shop. However, there is no evidence of second kind which is Task behaviour found from trait approach.

[image: ]
Anita supported and encouraged her staff to go on training courses that were not related to work. This shows she encouraged staff to learn and grow, be creative and innovative for personal gain, which may develop into something creative in the future. Again, this fulfil the intellectual stimulation factor of transformational leadership. Unfortunately, there is no emphasis criteria can be used to compare in this category.
[image: ]
Transformational leadership last factor of individualized consideration shown Anita challenged the local student to think outside the box about business, recognizing the needs to develop their ideas of corporate responsibility from a young age. She funded the Roddick Enterprise Centre to encourage self-development and self-motivation in the younger generation. It is not possible to apply any criteria from trait approach for this recognising of individual needs for supportive climate.

Comparing the two results, Anita’s leadership is Transformational leadership style. She could have used a democratic style approach to communicate better with shareholders and franchisees, to ensure they understood her preference for corporate responsibility over profit, to gain their long-term support in putting social change first. This would allow her personal achievement to have gone further.

Her main motivational driver is her passion for wanting to change the world to be a better place (Roddick, 2001, p.10). The change agent apply for the motivation here is her determination and influence process.

“they also want to learn and find meaning in their life. They are open to leadership that has a vision, but this vision has to be communicated clearly and persuasively, and always, always with passion.” (Roddick, 2000, p.79).

Lesson learned
Examining three leadership model has allow me to build a sound knowledge and understanding of leadership, the key responsibilities came with the role, and self-awareness of my ability to fulfil them. In the current climate, my interpersonal skills and capability has not reached the full potential yet. Imagining myself will be involved more in charity work as a leader, I will enrol to attain leadership skill training or workshop to elevate my ability, and smart goal setting as a directional motivation driver.

My Leadership and Leadership style

For my Leadership style reflective learning process, I conducted a parallel process of involving seeing things from different angles, self-discovery of own ability, and developed specific short and long-term plans for changes. This reflective journey has shown me how my perspective on leadership influences my leadership practice. By assessing the experience and situation, it led me to reflect on what would I do differently. The aim is to ensure that I understand and evaluate my personal ability to fulfil key responsibilities of the leader role within the context of my established leadership style. Using this understanding as my baseline, I drew a development plan for changes to strengthen my leadership skills.

Context
I used the Honey and Mumford (1986) Learning Cycle (Appendix E) framework to divide this reflective learning into four stages. The first stage deals with completing two multivariate analysis questionnaires and examine workplace leader role example. The second stage is reflection on the result and experience, in the third stage I will summarise what I have learned from the experience before the fourth stage which is drawing out a plan for changes.

1) Conceptualizing Leadership questionnaire (Appendix F)
To examine my definition and view on leadership, the 1.2 Conceptualizing leadership questionnaire was used.

2) Leadership Styles questionnaire (Appendix G)
Further questionnaire completed to uncover my dominant leadership style.

3) Workplace leader role at local charity office
I was the volunteer group team leader at a local charity organisation. My responsibilities range from recruiting new volunteers, interview and selection of new recruits, arranging power point presentations for new recruits, and arranging suitable volunteers to help out at various activities. One of my new volunteers, Li, did not turn up for his first volunteer job without notice after attending our group presentation. So, I decided not to select Li for further volunteer work. Li contacted me a few weeks later, he expressed his interest in one of our upcoming events. After speaking to him, he revealed that he was not confident to do the job assigned to him previously. I double checked with his application form talents column, went through with him what the charity expected from him, ensured he understood the charity’s values, and our passion to support the local minority group. I advised that we could help him build up his confidence, enriching his student life while participating in volunteer work. Finally, we agreed on an easy task for him in the upcoming events, and I reassured him I would be at the event to help him if needed. After this meeting and assurance of support from us, Li has been one of our most active volunteers.

Evaluate
The first questionnaire is to analyse my perceptions of different aspects of leadership. 
The result as shown in Appendix F indicate that my view of leadership falls into skill (competency), behaviour (engage toward others) and relationship (communication) emphases. The second questionnaires was to measure which of three common styles was most dominant in my leadership. The results show I am a Democratic leader, for instance I believe team members would like to be part of the decision-making process. The example from my workplace leader role involving the volunteer shows my leadership resembles a mixture of Authoritarian and Democratic leadership.

What have I learned about my leadership
One of the more significant findings to emerge from the first questionnaires is that I strongly believe in an emphasis on skills, behaviours and relationships could elevate leadership skills for leaders to lead. I believe leadership can be taught and learned, using competency to react to others, and communication skills to strengthen my practice of Democratic leadership. I was surprised to learn that Democratic Leadership is dominant in my leadership style, because I felt I was an Authoritarian leader. As a high-energy, high-performance leader, I have problems working with laid back individuals. This switches me towards an Authoritarian style as I will take over tasks, completing them myself, or making the decision to abandon the team member. I have demonstrated Authoritarian behaviour when challenged by laid back volunteers. I should have engaged with the volunteer sooner, following up on his absence, listening to his reason. Once I had, I could offer him support and allowed him to prove himself as reliable. I should have reacted better and fulfilled my key responsibilities of the leadership role earlier. This study offers some insight into my thoughts of what is significant for leadership. I think skill (competency), behaviour (engage toward others) and relationship (communication) most relevance to shape myself to be an effective leader. Taken together, these findings can be used to develop a targeted plan to strengthen my leadership style in practice.

Development plan for changes
I need to learn to be an Enabler – trying to bring out the best in each volunteer, listening to what they want from the charity, creating a personal development plan using Situational leadership approach (Appendix C) as guide, co-producing agreed targets, making small changes to improve effectiveness and efficiency in the workplace.

I need to develop my coaching skills to enhance my leadership role, to build up team member’s self-confidence, empowering them to think on their own feet for long-term benefits.

I need to be assertive, engaging with the whole team using different communication channels, ensuring the volunteer group understands CIWA’s values and vision.

I need to participate in the charity activities to lead by example, gain trust from the volunteer group, as when my team have trust in me, they will follow my leadership (Fleming, 2017). A good team takes time to develop and collaborate effectively together to achieve the shared vision.







Conclusion

This reflective learning process begins by analysing the case of Dame Anita Roddick to gain a better understanding of leadership and leadership styles. Her autobiographical story has granted me an insight of her passion to change the world. She truly portrays  Transformational leadership, her ability to influence people with her vision, motivate followers to feel pride to be socially responsible, stimulate creative and innovative ideas, and shows kindness towards others.

The questionnaires set out to determine my leadership and leadership style, and how it impacts on my behaviour when I am in a leader role. By recognising my own strengths and limitations, I can implement plans of change to improve my leadership skills such as communication, motivation, and coaching team members to be successful in their team roles. A good team takes time to develop and collaborate effectively together to achieve the shared vision. I have learned that Change is a normative, expect the resilient, lead by example and to take risks.








“Leaders bring people together around a passion, for a common purpose, 
to make this world a better place.” (Prof. Bill George)
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Appendices


Appendix A:  Transformational Leadership Style and factors 
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Source from: Educational Business Articles.com Available at: 
https://www.educational-business-articles.com/transformational-leadership/



Appendix B:  Maslow’s (1954) hierarchy of needs
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Source from: https://yourfreetemplates.com/maslows-hierarchy-needs-template/





Appendix C: Situational Leadership II (SLII)(2013)
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Source from: Penn State Psych 485 Blog site, Available at: https://sites.psu.edu/leadership/2015/02/16/examples-of-applying-situational-and-style-leadership-approaches/






Appendix D:  Timeline biography of Dame Anita Roddick (1942-2007)




Timeline:
1942	-	23 October, Anita Lucia Perella born in Littlehampton, Sussex.
1962-71	-	Trained as teacher, won scholarship to study in Israel. Work as representative from United Nation International Office in Geneva, travel around the world.
1971-76	-	Meets and marries Gordon Roddick, run a small hotel and restaurant together.
1976	-	Open first Body Shop in Brighton and a second in Chichester a year after.
1978	-	The first franchise Body Shop opened and the first overseas shop opened in Brussels.
1982	-	Two new shops open every month
1984	-	The Body Shop goes public. Received the Veuve Clicquot Business Woman of the Year.
1985	-	First campaign with Greenpeace Save the Whale campaign.
1986	-	Businesswoman of the year. Sets up Body Shop’s Environmental Projects Department
1988	-	First Body Shop opens in the United States. Awarded the OBE.
1990	-	Body Shop opens its first US franchises.
1991	-	First edition “Body and Soul: Profits with Principles – The Amazing Success Story of Anita Roddick “ published.
1995	-	Body Shop confirmed rumours that the Roddicks plan to buy the company back from shareholders.
1998	-	Profits slumps to £3.4m and Roddick brings in Patrick Gournay as Chief Executive and becomes co-chair.
2000	-	Published “Business as Unusual” book.
2001	-	Ambassador for British Business. “Take It Personally” book published.
2003	-	Launches ARP with the publication of “Brave Hearts, Rebel Spirits” and A Revolution in Kindness.
		Made a Dame in the Queen’s birthday honours list.
2006	-	17th March, announced sold Body Shop to L'Oréal for £652million.
2007	-	10 September, family released statement on Dame Anita Roddick sudden death news.
















Appendix E:  Honey and Mumford (1986) Learning Cycle








Source from: Research Gate. Available at: https://www.researchgate.net/publication/331731138_University_Students%27_Learning_Styles_and_Their_Ability_to_Solve_Mathematical_Problems/figures








Appendix F:  Conceptualizing Leadership Questionnaire
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Appendix G:  Leadership Styles Questionnaire 
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1
Activist
Having an experience


2
Reflector
Reviewing the experience


3
Theorist
Concluding from the experience


4
Pragmatist 
Planning the next step
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Storytelling had become one of her leadership principles which she had
passionately practiced since the start of The Body Shop to motivate sales staf,
but also to communicate The Body Shop idea convincingly to external
stakeholders. For her “leadership is fundamentally about communication and
dialogue” (Roddick, 2000, p.93).
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“regular paid training courses for ‘anything not related to work but that is of
personal interest’” (Birchfield, 2002).
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She is even working at one of the local schools where she once taught, helping it
o get a business and enterprise initiative started. “When | talk to students, | teach
them to not think about business but of an honourable livelinood....” (Cree, 2003,
p.62)
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