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1.0 Introduction 
Leadership is ‘the ability to set goals in risky and uncertain situations, and the ability to influence a group of people and achieve those goals’,(Bennis et al.2005.pp.2).

Peter Drucker (2005) quoted ‘’Effective leadership is not making speeches or being liked; leadership is defined by results not attributes”( Davis,D.2015).  
It has been identified that the role of a leader is to create a healthy, culture filled workplace where employees are satisfied with their work and are motivated and committed to achieve higher performance. Factors such as delegation and empowerment can affect the motivation levels for employees (Myer,P.2019.pp.7).
Warren Bennis argued that there is no genetic marker for a leader, it is all taught by life experiences (Bennis,W.1994.pp.3).
‘’54 percent of leaders use only one leadership style, regardless of the situation, which means that 50  percent of the time, leaders are using the wrong leadership style to meet the need of their people’’-Ken Blanchard.

This report will analyse leadership and look at how delegation, motivation and empowerment of employees can make a significance difference to create a workplace change.
This report will also examine leadership and the different leadership styles. The roles and key skills and behaviours associated with an effective leader. The writer will use workplace examples to illustrate her understanding of leadership and will assess and evaluate her own abilities to bring about workplace change. This will be done by online self-assessment questionnaires and by asking for feedback from colleagues. The writer has worked for cooperate dental organisation and has experienced different types of leaders and leadership styles being used. 
The next section of the report will explore the definition of leadership from different academic views and the different styles of leadership.
1.1 What Is Leadership?
Academics have arrived with different views and definitions on leadership. However, fundamentally leadership is about change. What leaders do ‘is to create a system’ this was argued by John Kotter (1990). His argument was that leadership differs from management. Yet he recognised that both leadership and management are both essential for business and organisational success.
He stated thousands of companies are overmanaged and underled which means companies are failing to effective lead people which effects business performance. Organisations need to create a vision of where they want to be, to be able to effectively lead and create a positive culture. This means setting direction for employees and creating a positive environment can influence the way they work and perform, which betters organisational performance and productivity and meets business objectives.
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As you can see from the source above, Kotter (1990)’s understanding of management was to provide order and consistency to organisations, whereas leadership was about making a change and managing it. Leaders create the systems and allow managers to promote them and take advantage of new opportunities. This shows that in Kotter’s view, leadership is about putting structure and procedures in place which influences the people that work in that environment. This also shows that the notion of leadership is about communicating with people to set direction and create a vision. You then motivate and empower them to do perform and complete tasks to meet organisational objectives. Management is there to control, and problem solve when problems occur. Coulter (2008) shared similar views about a leader and argued that a leader is a person that influences the behaviour of others. Coulter (2008) defined leadership as the process of influencing a group to achieve goals. Kevin Kruse (2013) described leadership as ‘a process of social influence, which maximises the efforts of others towards the achieve of a goal’. He also argued that leadership does not determine the position or where you are on a hierarchy of the company. This means he had similar views as Kotter (1990) and Twin (2020), leadership is about working towards a goal or a vision and managing it so it can be achieved. Kevin Kruse (2013) definition was that leaders lead people and managers manage people. Twin (2020) also defined leadership as company’s capacity to manage, set and achieve goals, outperform competition, and inspire others to perform at highest level they can. This means to influence employees to meet goals and meet business objectives which will enhance performance and productivity. He made 3 key points-
· Leadership is about setting and achieving goals and solving problems.

· Leadership also refers to the tone a company’s management sets in terms of the corporate culture.

· Leadership provides a direction for a company and its workers.
From years of experience from working for a large dental organisation the writer agrees with Kotter and Kruse’s definition of leadership. It is important for employees to know and understand the direction in which the organisation aims to go. Organisations that fail to effectively communicate clear directions are those with poor performance and productivity and this has been witnessed by the writer in the many years of working in a dental organisation.
Leadership is about setting positive example for employees. These are things like showing excitement for work, being motivated to learn new things, and helping. Productive leadership has proven to optimism and provides energy for staff. Good leaders are supportive and concerned about the well-being of others. The writer has experienced different leadership and witnessed poor leadership in many cases. This demotivated employees and led to psychological effects within employees and work-related stress. This caused high absenteeism and high staff turnover.
The writer has also witnessed great leadership from Bupa. They set clear vision and strategies. They communicate goals and try to build teams. However, the lack of management and staff retention makes it difficult to work in an organisation such as Bupa. They need to recruit managers that will improve culture and working environment for people and give recognition to motivate employees.
Demings (2012) argued that’ A leader’s job is to help people and to know when people need special help. He is not a leader unless he knows.’’ This links with Daniel Goleman’s notion of emotional intelligence (EI) where he argued that EI is a key skill for leadership and to become an effective leader you must have self-awareness and awareness of others. He describes this as individuals having the capability to recognise their own emotions as well others. Goleman (2005) defines emotional intelligence as ‘a set of skills, including control of one’s impulses, self-motivation and social competence in interpersonal relationships. He also argued that EI skills can be developed (Goleman,1995. pg.235). Deming (2012) also argued that a leader possesses persuasive power and understands people. Deming also states’’ Why lead? People happier, quality up, productivity up, Everybody Wins’’. This is Stephen Covey’s Win/Win notion, when employees are happy the quality of work is better, the performance and productivity is better which means everybody wins. Deming talks about ‘driving out fear’. Fear has been identified as a barrier to improvement. Fear affects the culture of workplace. Patrick Lencioni (2002), also talked about driving away fear as this can have a negative influence on workplace performance and productivity. Employees can fear change, and this has been experienced by the writer during COVID-19 when the changes in dentistry was introduced. The only way to get through change and fear was to work together as a team and have trust in leadership.

The writer has also looked at the Stephen Covey’s ‘7 Habits of leadership success’ as this can also have an impact on leadership (Appendix1). Patrick Lencioni’s ‘The 5 Dysfunctions of a Team’ is also another interesting topic which has been researched by the writer (Appendix 2).

1.2 Leadership Skills

Effective leaders have the ability to communicate well, motivate their team, handle and delegate responsibilities, listen to feedback, and have the flexibility o solve problems in an ever changing workplace (Doyle,A.2021).

The next section of the report will be investigating models and theories of leadership.

2.0 Models and Theories of Leadership

In this section of the report the writer will evaluate situational leadership by Hersey and Blanchard and any limitations this model might have regarding leadership. The writer will also compare this model with other leadership models to identify links and criticisms.

2.1 Situational Leadership Hersey and Blanchard 
The situational leadership theory was known as a behavioural model which suggest that most effective leadership style is affected by the situation or circumstance your in. This means leaders will behave differently in different circumstances they find themselves in. Hersey and Blanchard (1969), argue that a leader’s ability to lead depends on certain situational factors. Leaders have been known as the ones that influence their surroundings and followers.
Hersey and Blanchard also focused their research on leadership behaviours and characteristics of their followers. Their argument was to become an effective leader it was important for the leader to change and modify their leadership style to suit their follower. This is saying every individual is different and they need to be managed and lead differently. This links with Daniel Goleman (2005) and his argument, that a leader needs to have high emotional intelligence (EI). This can influence how they understand individuals and their behaviour, and it makes it easier for leaders to modify their behaviour to manage them.
Hersey and Blanchard disagreed with other academics such as Blake and Mouton on the notion that the same leadership style fits all. They argued that leadership style needs to adapt to suit the situation and for those you are leading.
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Hersey and Blanchard Leadership Styles
As you can see from the diagram above, based on the different followers’ styles, leaders should adapt their leadership style to meet the needs of the subordinates. They need to do this by finding the balance between directive and supportive behaviour. The main argument of Hersey and Blanchard was that leaders need to have an adaptable behaviour.
S1: Telling (Directing)

S1 leadership style in the Situational Leadership Model puts high emphasis on directive behaviour and low emphasis on the supportive behaviour. This means on S1 the leaders will offer step by step instructions and guidance. This is where they give clear explanation and close supervision. Certain degree of coercive power is used here as the leader believes the subordinate does not know what they are doing or are unwilling. This would be for people with low competence hence increases their need for directive behaviour. An example of this would be for someone who has started new job role and lacks confidence complete tasks. In the writer’s organisation directing leadership stye is used for new starters. We offer directing instructions to enable to help them carryout their tasks. Or when a member of staff is not performing and is shown as unwilling to do their job this is a way, we make their job role, and our expectations clear to them. At this stage you are setting direction like the notion of setting vision and Stephen Covey’s Habit 2- Begin with The End in Mind- leadership is about effectiveness. The vision is what is to be accomplished. Calls for direction and purpose.
S2: Selling (Coaching)
S2 is the next leadership style and is high directive and high supportive leadership style. Hersey argued that this style is needed for followers who are willing but not able to perform tasks. The leader’s role in this is to help follower increase their confidence and skills. This style is also for those that had high enthusiastic at the beginning but lost confidence due to their competence levels. These leaners therefore need a leader with higher supportive behaviour that helps them gain confidence and motivated again. This style is used to develop people who are willing to learn. By supporting and coaching them they learn to perform better. Coaching and mentoring have been found as effective approaches which are used to develop employees (CIPD,2020). These individuals are willing to develop skills and are people that will be given coaching and support by senior management.
S3: Participating (Supporting)

S3 leadership style shows high supportive behaviours, but low directive behaviours. In this leadership style, the leader listens and praises and a high level of interaction between the leader and follower.
The leader can trust the follower at this stage to complete tasks with competence. The leader then only gives feedback and motivates and develops the subordinate. The follower is seen as capable enough to complete tasks and left to do this independently. This style is used in writer’s organisation when an employee is performing well and shows competent in their job role. They focus and achieve results which is why they are left to do their job without and instructions. But to keep them motivated we listen to them and praise them to show recognition.

S4: Delegating

The final leadership style is low supportive and a low directive behaviour. This is very much like hands off approach and the subordinate can perform the tasks set independently and takes responsibility. The leader keeps observation and monitors them to provide support if necessary. This style is used for when employee takes accountability and responsibility and are very good at what they do. They do not need anyone to overlook them. But managers are there should they need support. Blanchard argued that some leaders have a particular management style which they prefer to use but, in some cases, it is important to stretch and approach different styles as different people need different approach to bring the best out in them. He also argued that a strong leader needs to develop some characteristics for situational leadership which is flexibility, this means paying close attention to meet the needs of team, task and organisation. This links with John Adair’s leadership model which argues you need to balance Task, Individual and Team for success (Adair.J.1934.pp2). Having active listening skills can help identify what is going on and you can diagnose what team members need. Situational leaders must also be effective at providing support and direction for team members when required and encouraging team to share experiences. This ties with Bennis (2014) and his notion of engaging and motivating people to share thoughts and feelings.
2.2 Advantages and Disadvantages of the Situational Leadership Model

The advantage of the situational leadership is that it allows leaders to adapt their behaviours according to the needs of their subordinates. The leadership style allows leaders to recognise the needs of their subordinates. It covers the 4 main style, which are directing, coaching, supporting, and delegating. From working under different leaders and experiencing the different styles of leadership they used, I can see how Hersey and Blanchard’s situational leadership can be an effective model. It is important to follow the four stages to build a competent team which results in highly motivated team and high performance. This model has been identified to ‘hasten the pace and quality of employee development ‘by (Wroblewsk,M.T.2019.pp.unknown). Also empowers leaders to bring about changes in behaviour. It helps leaders properly assess and effectively respond to a situation. Some leaders have argued that the situational leadership is easy to apply and comes very intuitively to many leaders. This style also tends to allow leaders to stay in close communication with the team members and constantly assessing and adjusting their approach to provide what is needed to support success. This then builds a strong relationship with the team and creates better working environment and employees feeling valued. This will result in better performance and overall result for organisations.
However, one the disadvantage is that assessing the capabilities of subordinates will depend on how emotionally intelligent the leader is. If they are not good at diagnosing and understanding the needs of their team and their ability complete a task, then this will have a negative impact. They will not be able use the suitable behaviour to lead these subordinates. This can cause conflict and demotivation of the team which affects performance. Another disadvantage has been identified as the leadership style can cause confusion as the leader is changing leadership style some employees may perceive the leader as inconsistent in their leadership approach.
The situational leadership model requires leaders with flexibility, because they need several leadership styles in their range to reflect on their followers needs.

Like all leadership models Hersey and Blanchard argue that there must be ‘Trust’ because no leader gets far without engendering the confidence of their followers. This can be seen as an advantage. This is similar view to Warren Bennis (1994), he argued that a leader needs to sustain and generate trust (Bennis, W.1994.pp.3). Patrick Lencioni also argued one of the dysfunctions of a team is lack of trust. The shows that one of the key elements of leadership is to have trust between the leaders and follower. This style focuses on short term goals as they are focusing on responding to what is arising in the present moment, some academics argue that this is disadvantage of the model and leaders should have long term goals.
Wroblewski (2019) also identified that situational leadership model will not be suitable for people with authoritative or coercive leadership styles as they are not adaptable. They are who they are and will not adapt their behaviour to suit others. This is one of the criticisms of situational leadership theory that may not hold up. Other criticisms of this model were that the success totally depends on how well the situation is assessed by the leader. Leaders who are older and have more experience are more likely to take mature approach and be more adaptive than those who are less experienced. Also depends on their personality and emotional traits. This model may not be appropriate for workplace that is task orientated and requires meeting regular deadlines. In this case there may not be enough time and resources to go through the four stages of situational leadership model. 
Hersey and Blanchard’s situational model aligns somewhat with Tannenbaum-Schmidt Leadership Continuum (1958), which is one popular approach to leadership. As both models apply to group maturity and capabilities (Hersey & Blanchard,1982.pp.4). However, both models offer quite different frameworks for adapting leadership behaviour. To understand group maturity and development Bruce Tuckman’s model on Forming-Storming-Norming-Performing has been found useful.
Tannenbaum and Schmidt leadership model (1958) shows the relationship between the authority of the manager and the freedom of its team. On one hand the leaders tell the subordinates what to do without discussion and on the other hand gives them complete freedom as they believe this helps people to show their creative skills. There are 3 key steps in Tannenbaum and Schmidt’s model. These are identifying the problem, identifying solution, and making a decision. 
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Tannenbaum & Schmidt-Leadership Styles Continuum (1958)
This model highlights the range of different management styles. This starts with ‘tell’ and then approach to one that involves delegation. This is like situational leadership model. As you go along the line the leader is less authoritative and more freedom and decision-making opportunities for subordinates. They identified three forces that lead to leader’s actions: the forces in the situation, the forces in the follower and forces in the leader. They proposed a more detailed approach to define leadership style.
Another behavioural leadership model is Kurt Lewin’s Three Leadership Styles (1939).

1. Authoritarian leadership-this is when leaders spell out goals and deadlines and make decisions.

2. Participative leadership-also known as democratic style. Leader makes the final decision but accepts advice and suggestions from colleagues.
3. Delegative leadership- this is also known as the Laissez-Faire style in which the leader hands over the responsibility to the group for results.
After comparing the 3 behavioural leadership model I think the Hersey and Blanchard leadership model would be suitable in a dental organisation. The model is simple and easy to follow. Leaders in any organsiations should have an adaptable approach to leading a team and should change behaviour according.  With Hersey and Blanchard’s model you are directing, coaching, supporting and delegating which is good approach to leadership. This enables leading the team more effectively and encouraging a motivated team. However, Kurt Lewin’s democratic leadership is also used in some circumstances in a dental practice. The practice manager is responsible for the result in a dental practice hence its important for the leader to make the final decision but take advise and suggestions from the team. If anything goes wrong, they will be accountable.
The next section of this report the writer will evaluate her own abilities of using different leadership styles.
3.0 Reflection of own ability to use a range of leadership styles, in different situations and with different types of people, to fulfill the leadership role
John Adair (1979) and Warren Bennis (1994) argued that leadership can be taught and is a transferrable skill. The writer has developed and improved her leadership skills by studying the BA Hons in leadership and management and from experience of working and learning different leadership style from different managers she has worked with. The writer has improved her emotional intelligent skills greatly in the last year and can now handle situations positively. The writer also agrees with Hersey and Blanchard’s situational leadership style which argues that a leader must adapt behaviour to suit different situation. She does not think a manager only has one type of leadership style and one size does not fit all like Blake and Mouton argued.
The purpose of self-assessment is a way to better understand own leadership behaviours and leadership styles. It can highlight strengths and weaknesses and helps individuals identify areas that may need greater focus (NHS Leadership Academy,2021). I have completed a few different leadership self-assessments to identify my abilities to use a range of leadership styles. Some results I found was more accurate than others and showed better reflection of me.
I completed Hersey and Blanchard’s Situational Leadership Style self-assessment. I have scored higher on coaching and supporting which shows my leadership style is mainly coaching and supporting (Appendix 3).
I scored lower on directing and delegating. From my experience in leadership, I think i am good at changing my leadership style to suit the situation. My approach is more on coaching and supporting. The most difficult style for me was delegating. Because the final responsibility of a dental practice lies within the manager and if the practice under performs then the manager is accountable. Therefore, sometimes it is important to ensure employees are doing their job effectively and to be directive. I did previously find myself holding back at delegation. However, by studying the ILM course in leadership and management I have developed a lot of my leadership skill. I now reflect on my behaviour which I found has been beneficial for me. I can see the difference in my leadership style from 3 years ago where I lacked emotional intelligence and would react in flight or fight mode in any situation. By researching and understanding Daniel Goleman (1998)’s 5 component theory I have developed my EI skills. I have learnt to keep self-control over my emotions. Delegation was one of my weaknesses, but I have developed this skill. I understand that delegation is not just about getting task completed on time but it’s also about developing others and it can keep employees motivated and making them feel valued.
Another self-assessment questionnaire was completed by me on leadership skills (Appendix 4). This report shows I can set clear directions and set goals and have effective communication skills. I believe this self-assessment has given a good reflection of me as I do communicate well with my team and set clear directions. If I evaluate my leadership style from 2 years ago, I will say I was an authoritarian leader and I would make decisions by myself and not involve the team. I would give them tasks and explain how I want them to complete it. I now have a better understanding of how leadership style can have an impact on employee motivation and I have changed my approach in the last year. I can see how the team feel valued when you ask them to help make a decision and you ask for their advice and suggestions. This makes my approach more democratic. I still lack the confidence to make my style laissez-faire and hand out all responsibility to my team as I feel as a manager, I still need to have some inputs. Some team members may feel by handing all responsibility to them I am making my job easy. I have seen this attitude from employees previously hence I am reluctant to do this.
 The more research I am doing and studying leadership I can see my leadership skills improving. The situational leadership style by Hersey and Blanchard, I find is very easy to follow and agree that every leader needs to change their leadership style in different situations. I find I am doing this now. Also, I am now leading a team of 18 people and I find every individual is different, their attitude behaviour and beliefs are different. So, it’s important for me to change my leadership style to suit their needs. Because I have improved my emotional intelligence, I can recognise the needs of individuals and adapt my behaviour suit them. I find I am doing well, and people listen to me. The feedback I got from my colleagues have also been very positive. They say I am very mature and I am a very good leader as I spend time listening to them. I provide support and guidance when they need it or even before they ask for it. I show appreciation and recognise them for their hard work. They enjoy coming to work where previously they have been demotivated and did not enjoy work. They can trust me and will share their needs with me.
One of the key elements of leadership is trust and I want to build trust with all employees. I like to keep them motivated as this way I can get tasks completed. I give recognition by doing employee of the month.

I also coach them when I can see an employee has the potential to do well but lacks in confidence and training. I provide support to help them build their confidence and develop their skills.

I also completed a psychometric test online which scored me high on transformational leadership. This means I can inspire and motivate employees and aid in their development. It shows that I can be a role model for those within the company and encourage others to strive for high performance. My colleagues have also given me feedback that I inspire them, and they see me as a role model which means the test result is accurate. 
One of the principles of Deming (1982) for management was to drive out fear, which I do by providing support and reassurance to all staff. 
In every organisation there are teams that are potentially dysfunctional in some way. It is the responsibility of the organisation to set the tone on how employees should work with one another. It is the leader’s responsibility to improve teamwork and have better understanding of Peter’s dysfunctions and avoid these. It is important to address each dysfunction when it arises to encourage and have a high performing team. I understand this and ensure I address dysfunctions straight away. As a practice manager during my working day, I use all the 4 grid of situational leadership with different people I am managing.
The next section of the report the writer will give definitions of motivation, delegation, empowerment. She will then give workplace examples of when she has set direction for a team or individual, motivated them, delegated tasks, and empowered employees to bring about workplace change when COVID-19 started.
4.0 Own ability to set direction, motivate, delegate and empower others to bring about a workplace change
Doyle,A (2019) argued that leaders need to inspire their workers to go that extra mile for organisations. Ways to motivate them is by reward and recognition. Motivated employees improve performance and productivity.

Empowerment is giving someone the authority or power to complete a task (Maund,A.2018). By giving them the empowerment, it can motivate them as they have been trusted with a task or responsibility which may be challenging but they will do their best to complete it.

Motivation is the desire or willingness of someone to do something. According to Herzberg’s Two-factor theory, in any workplace there are factors that can motivate and demotivate employees. 
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Hygiene factors are extrinsic motivators, which is more tangible, basic needs. For job satisfaction and improved motivation of employees it is important to take care of the intrinsic motivational factors such as recognition, responsibility, and personal growth. I have created an environment to motivate employees during COVID-19, by delegation and empowerment which will be discussed later in this report.
The Maslow Motivational theory (1940) is another influential theory on workplace motivation. Abraham Maslow suggested that human beings have a hierarchy of needs. Maslow’s theory shows the bottom of the triangle are the basic needs which must be met before you can go up the triangle.
Maslow suggested there are 5 levels of human needs that can be satisfied.
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Methods of motivation in any workplace would be to provide fair pay for the work employees do, empowering employees with responsibilities for carrying out a task, providing opportunities for growth and development and recognition. Staff appraisal is done every 6 months and allows employees to speak about their own development needs with the manager.
Delegation is entrusting someone with a responsibility or task (Maund,A.2018).

Delegation is one of the key leadership skills. It is important to identify the skill sets of employees and delegate tasks accordingly, so they can complete it. By delegating a leader can focus on other important tasks and the employee feel empowered to complete a task. When the task is completed, they get recognition for it which motivates them to go that extra mile again next time to complete a task.
My role as a dental practice manager requires me to set direction for my team. It is a big team of dentist and dental nurses and administration staff. I make sure I communicate well with each of them as well as in a group. We use WhatsApp group and I use this platform when communicating important information regarding practice etc. as it is a quick and easy way to do this. This platform was used a lot during COVID-19 as we worked on a rota basis, and I could not get everyone in to do a practice meeting.

I have worked in a dental practice for 19 years and has always worked in the same way. Cross infection was maintained by following HTM01-05 policy and guidelines. But when COVID-19 started last year, it was a shock for dentistry. The whole cross infection policy changed, and enhanced measures of PPE was put in place. Social distancing measures where also put in place. Initially the dental practice was closed, and dentist and staff worked only to triage patients and sent patients to a dental hub for emergencies and treatments. Face to face contact with patients was cancelled in normal dental practice due to the safety of staff and patients. People were advised to work from home but unfortunately, this was not possible in dentistry. We had 6 dentists, 3 hygienists, 2 receptionist and 7 dental nurses all working on a rota basis. There was no manager as she left just before COVID-19. I took the secondment practice manager position.  This was a good but very difficult time for me to utilise my leadership skills. We had no direction of where we were going at the start. It was a difficult time for everyone. We had to follow government guidelines. Bupa Dental Care did very well in communicating with managers the advice and guidelines from government and the actions that had to be put in place to safely open the practice after 6 weeks. This was a very challenging situation for all staff. I was responsible in taking care of them and I did my best to do this. People were sick and some self-isolating due to medical conditions and falling at the vulnerable category. Initially we were not sure if Bupa was going to pay people during the practice closure. The practice was closed so performance and revenue were nil which obviously affected productivity and business. Dentist were worried as they are self-employed and only get paid from the number of patients they see and treat. I communicated effectively with all my staff. I made sure every information I was given was past onto all my staff. I build trust with them, and relationship got stronger. They trusted me to give them all the information and updates from Bupa. Bennis (2014) and Deming (1982) argued leadership is about building trust with employees, setting clear direction, eliminating fear by working closely with them, keeping employees engaged and motivated and getting results. This was exactly what I did to get everyone working together.

When we had the date to reopen the practice there was a lot of changes that had to be put in place for safety of staff and patients. It was not possible for me to do this by myself. I took this opportunity to develop employees and delegated tasks to them. I empowered my lead receptionist and asked her to work with the admin team to put the changes in place for reception and admin ie. How they will triage a patient, checking and logging temperature for every patient, covid screening, putting chairs 2 metres apart for social distancing, ordering and putting screens up on reception, diary management etc. by giving them the empowerment I can see that they were excited and motivated to ensure that the tasks that has been given to them was done correctly. They took responsibility to put the safety measures in place. I also delegated the responsibility of making sure all the enhanced cross infection measures are in place to the lead dental nurse and asked her to get the other nurses to help her with this. Making sure I was there if they needed to consult.  The team started working together and relationship within the team improved which I think was a motivational factor. We also had new standard operating procedures we had to follow. We all worked as a team and was one of the first Bupa practice to open after COVID-19 closure as we had everything in place. We got recognition from Bupa for this. People completed the tasks that was delegated to them effectively and you can see they were happy of their achievement. By showing the employees that I trusted them to complete important tasks I can see they were motivated. I can see why empowerment is an important tool for leadership and it really worked for me. Also, where I use to lack the confidence to delegate tasks to people, I learnt that I should trust them with it if it’s in their skill set and people feel valued and sense of achievement when they complete it well. I made sure everyone’s mental health was good. I was there to support them if needed. I did the Change management training that was provided by Bupa. This helped me deal with the change as the changes where very overwhelming for all managers. I did not want to show the team that I was struggling so kept going and with the help from everyone we managed to put the safety measures in place and open the practice safely. I would not have been able to do this if the team did not show motivation or helped. They completed the tasks they were given effectively. I then realised the importance of delegation as it does not only allow you some freedom to do other tasks, but it also motivates the individuals to complete task well and show their capabilities. They feel valued. Delegation also gives them the opportunity to develop their skills. I followed Stephen Covey’s habit 2-notion of setting vision, setting direction for the team, communicating effectively during the planning, and opening of the dental practice again. I made sure employees were clear about Bupa’s objectives and what we had to do to open the practice. By showing them, I care about their well being and communicating with them effectively, all the government advice and Bupa communications I was able to sustain trust which is one of the key aspect of Bennis (1994) theory. I have worked with different managers over the years and have witnessed how leadership skills can demotivate employees when not used effectively. Reflecting back now I think it is an advantage for me as I have a better understanding of how leadership skills can affect employees and I try my best to ensure they are motivated as this can affect their performance and business objectives.
5.0 Conclusion
The report looked at different leadership styles and looked at the situational leadership in depth. It can be concluded that the situational leadership is an effective leadership style and can be effective when leading a team of employees with different values, beliefs, and attitudes. Due to the flexibility and adaptability of the model leaders can effectively lead these people. Ultimately leadership is about motivating a group of people to achieve a common goal. Leadership skills can be learnt and its not one size that fits all. Fundamentally leadership is about change (Kotter,1990).
The writer evaluated her own abilities to delegate, motivate and empower employees which helped her identify her strengths and weaknesses. The self-assessment questionnaires also helped identify her leadership style which is more democratic but can be authoritative when necessary, depending on the people she is leading. Sometimes I find my leadership styles falls in all 3 styles stated by Lewin. Having researched a few different leadership styles, it enabled me to understand my role as a leader and methods I can use to motivate employees. The Laissez-Faire style was used specially during COVID-19 as I had to deal with a lot and empowering employees the freedom to make decision worked well. I had high expectations that they will manage and implement the change in line with Government guidelines and they did it well.
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Appendix 1

Stephen Covey’s 7 Habits for Leadership Success
Stephen Covey (1989) was a famous author and well known for his best-selling book ‘The 7 Habits of Highly Effective People’. He taught people to be highly effective by applying his 7 simple habits to life, leadership, and love. In ‘The Seven Habits of Highly Effective People’ Stephen Covey (1932-2012) offered a holistic approach to life and work.

Habit 1 Be Pro-Active-Pro-active people are those focus on their efforts on things which they can do something about. Avoid being reactive and picking on other people’s weaknesses.

Habit 2 Begin With The End in Mind- leadership is about effectiveness. The vision is what is to be accomplished. Calls for direction and purpose. Management is on the other hand is about the efficiency and how you can accomplish it. It all depends on the control, guidance, and rule.

Habit 3 Put Things First- This habit set out Covey’s views on management. This is not the case of managing time but it is about managing oneself and focusing on results. Prioritising work life of what is urgent and important.

Habit 4 Think Win/Win- Covey promotes cooperation and not competition in the workplace. Covey encourages recognition of the unlimited possibilities for growth and development. Understand and seek Win/Win solution. Covey argues sometimes ideal to walk away if the other party is only interested in Win/Win outcome.

Habit 5 Seek First to Understand Then To Be Understood- Covey emphasises the importance of listening in order to understand. When you feel, someone is genuinely seeking to understand your point of view, you should recognise and share their openness and willingness to negotiate to reach Win/Win outcome.

Habit 6 Synergise- Synergy is where two parties with different agenda, value one another’s differences.

Habit 7 Sharpen the Saw- Develop your character, confidence, skills, or relationship with others. Put people on trainings and support their efforts for growth.

Stephen Covey’s ‘7 Habits’ has been found to guide leaders in times of challenge and uncertainty. It was named the No.1 most influential business book of the 20th century (Schwantes, M.2020). 
Appendix 2

The Five Dysfunctions of a Team

Patrick Lencioni first published his book in 2002. His book ‘The Five Dysfunctions of a Team’. His book identified and explored the fundamental causes of organisational politics and team failure.

Patrick outlined the root causes that can exist within teams and how these can overcome. In Patrick argued that to make a team functional and cohesive it requires high levels of courage and discipline.

According to him the five dysfunctions are-

1.
Absence of trust- The role of a leader is to establish a team culture. Team members are more likely admit mistakes, weaknesses and ask for help if there is trust between them and their leader.

2.
Fear of conflict- leaders should be able to recognise/ sense conflict before it arises within the team and address them openly.

3.
Lack of commitment- lack of direction by leaders can demotivate team members. The role of a leader is to provide clarity and a clear direction.

4.
Avoidance of accountability- The role of a leader is to confront difficult issues. Team members need to tale accountability for their behaviours and performance.

5.
Inattention to results- Team members naturally put their own needs ahead of collective goals. The role of a leader is to focus on’ collective outcomes’, otherwise the business suffers.
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Scoring your self-assessment: Circle the responses from your self-assessment Situation questions on
the scoring sheet below. Add up each column to determine your preferred leadership style according to

the Hersey and Blanchard model.
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There are four leadership styles (S1 to S4) that match the development levels (D1 to D4) of the followers.
‘The four styles suggest that leaders should put greater or less focus on the task in question andor the relationship between the
leader and the follower, depending on the development level of the follower.

If the leader focused more on the relationship, the follower may become confused about what must be done and what is optional,

“The leader thus maintains a clear ‘do this' position to ensure il

ired actions are clear.

'S3: Participating / Facilitating / Supporting
Follower: D3: High competence, variable commitment / Able but
unwilling or insecure

Leader: Low task focus, high relationship focus

When the follower can do the job, but is refusing to do it or
otherwise showing insufficient commitment, the leader need not
‘worry about showing them what to do, and instead is concerned
with finding out why the person is refusing and thence.
persuading them to cooperate.

There s less excuse here for followers to be reticent about their
ability, and the key is very much around motivation. If the
causes are found then they can be addressed by the leader.
‘The leader thus spends time listening, praising and otherwise
‘making the follower feel good when they show the necessary
commitment.

'S2: Selling / Coaching
Follower. D2: Some competence, variable commitment / Unable
but willng or motivated

Leader. High task focus, high relationship focus

‘When the follower can do the job, at least to Some extent, and
perhaps is over-confident about their abilty in this, then ‘telling’
them what to do may demotivate them o lead to resistance. The
leader thus needs to ‘self another way of working, explaining
and clarifying decisions.

‘The leader thus spends time listening and advising and, where
‘appropriate, helping the follower to gain necessary skills through
‘coaching methods.

Note: ST and S2 are leader-driven.

'S4 Delegating / Observing
Follower: D4: High competence, high commitment / Able and
willing or motivated

Leader: Low task focus, low relationship focus

When the follower can do the job and is motivated to do it then
the leader can basically leave them to i, largely trusting them to
get on with the job although they also may need to keep a
relatively distant eye on things to ensure everything is going to
plan.

Followers at this level have less need for support or frequent
praise, although as with anyone, occasional recogniion is
always welcome.

Note: 3 and S4 are follower-led.

'ST: Telling  Directing
Follower. D1: Low competence, low commitment / Unable and
unwillng or insecure

Leader. High task focus, low relationship focus

‘When the follower cannot o the job and is unwilling or afraid to
try, then the leader takes a highly directive role, telling them
‘what to do but without a great deal of concern for the
relationship. The leader may also provide a working structure,
both for the job and in terms of how the person is controlled.
‘The leader may first find out why the person is not motivated
and if there are any limitations in abilty. These two factors may
be linked, for example where a person believes they are less
‘capable than they should be may be in some form of denial or
other coping. They follower may also lack self-confidence as a
result.
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According to your answers, you are likely able to envision a clear direction
for your company and communicate your plans in a way that excites others.
This is an essential skill, because employees will be much more willing to
achieve a goal if they are passionate about it. Remember that the manner in
which you communicate your vision is essential. For instance, if you present
your ideas to others in a confident manner, they will likely go over more
easily. People who excel in this area are innovative visionaries who are
confident in their ability to persuade and convince others. They consider it
essential to make those they lead aware of, as well as part of, their vision.
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yasminara, Optimal Thinking empowers you to be your best, bring out the best from your team, resolve conflicts,
and produce the best results. Working together as a united, accountable team to achieve the mission is a fulfilling,
meaningful experience for all involved.
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