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[bookmark: _Toc107140298]Introduction
Leadership plays a powerful role in the governance of our organisations, institutions, and society (Fiedler, 1978). When done successfully it can increase profitability, greater overall productivity and improve alignment of teamwork to business requirements (Tohidi, 2011).
According to Patrick Lencioni, there are two reasons people aspire to be leaders. These are either reward centred or responsibility centred.
Reward centred leadership is based on status. These people aspire to be leaders due to the rewards they will receive, either monetary or by the entitlement of being in a senior position. These people tend to not be interested in developing subordinates, delegate things they don’t like, and avoid any necessary but difficult conversations or action needed. They enjoy the comforts associated with a higher level without facing and investing in the responsibilities that accompany the advantages.
Responsibility centred leadership is based on values that influence the beliefs, attitudes and behaviours of subordinates (Groves & LaRocca, 2011). It involves the belief that the organisations success relates directly to their own, which leads them to making a conscious effort to help the organisation to succeed. They believe that leading an organisation is a privilege and responsibility and should be challenging and rewarding.
Successful leaders have strength in vision, communication and creating a culture of shared beliefs, values and behaviour norms. They are clear in what is accepted and expected, and lead by example.
The following report will critically assess leadership and compare it to management.
It will use relevant leadership models and theories to convey and contrast the benefits of different leaderships styles. 
Workplace experience will be discussed to highlight how effective selected styles are.
The student currently works within a private dental practice in Cardiff, however spent twelve years within an NHS practice that routinely employed trainee dental nurses and annually employed vocational trainee dentists that had recently qualified from university. These dentists had no experience of general practice as they had only worked under supervision within the dental hospital. 
It was the student’s responsibility to train the nurses, who had no previous dental experience and were usually young school leavers with no work experience, whilst also working with the V.T dentists by teaching and assisting them in how to work within a busy NHS, general dental practice. This involved chair side surgical assistance, but most importantly workflow, dealing with patients, how to make their own decisions and how to run their day effectively with optimal treatment planning and patient management. 
[bookmark: _Toc107140299]The impact leadership has on workplace performance. 

[bookmark: _Toc107140300]1.1 What is leadership?
“An effective leader influences followers in a desired manner to achieve desired goals”
Nanjundeswaraswamy & Swamy, (2014)
Leadership focuses on the creation of a common vision (Weathersby, 1999). To be a successful leader, the person must be capable of motivating people, without ordering or manipulating them with their authority (Peña-Acuña, 2017). Leadership is a two-way relationship between individuals in a group, organisation or society who aim at common goals together (Amukobole, 2012).
There are many skills required from a leader. Having authority is one of them. The relevant knowledge and experience are an important part of authority as they provide influence and trust to allow subordinates to follow their lead (Adair, 2007). The students employer has the most authority within the practice, not just because he owns it, but because he is extremely knowledgeable, experienced and has proven repeatedly to have good, workable and effective ideas that help the practice run smoother, and the employees jobs easier.
A clear understanding of one's own beliefs and values is essential to successful leadership (Mahoney, 2001) to create a culture of the same morals and understandings of what is expected. This allows the leader to be authentic, transparent, influential and to lead by example. A leader should be creative, and welcome change. Flexible and adaptive thinking is essential for this (Puccio, Mance & Murdock, 2010) as change is vital for a growing and prosperous organisation.
Commitment to organisational goals and the commitment to organisational knowledge and wisdom is an essential leadership skill (Mumford et al, 2000). The aim of leadership is to successfully achieve organisational goals with a team of open and evolving employees combining their ideas and input to achieve the goal whilst developing their own skills, which benefits both the organisation and the individuals progress and growth. 
Continual self-assessment of one’s leadership skills is paramount to having a critical view of what a leader’s pros and cons are, and what skills need to be developed in order to continually improve. The first step of self-assessment is self-awareness (Farr & Brazil, 2009).
The student completed two questionnaires for the purpose of self-assessment.
The first was a leadership style questionnaire, with a purpose of discovering the student’s style of leadership in comparison to others. The following table shows the results from this.
	Leadership style
	Score
	Result

	Authoritarian
	14
	Low

	Democratic
	21
	High

	Laissez- Faire
	12
	Low



The results for this questionnaire indicated that the student’s dominant leadership style is democratic. 
The next questionnaire completed was the conceptualising leadership questionnaire, which had the aim of identifying how the student views leadership. The results were as follows.
	View
	Score
	Result

	Trait emphasis
	13
	Low

	Ability emphasis
	15
	Low

	Skill emphasis
	20
	High

	Behaviour emphasis
	19
	High

	Relationship emphasis
	19
	High

	Process emphasis
	14
	Low



These results indicated that skill, behaviour and relationship were viewed by the student as important aspects of leadership, which are concurrent with a democratic style.

[bookmark: _Toc107140301]1.2 Different types of leaders
Different types of leaders create different cultures within an organisation. 
“Organizational Culture is influenced by leadership style and consequently, leadership style affects organizational performance”
Nanjundeswaraswamy, & Swamy, (2014)

[bookmark: _Toc107140302]1.2.1 Charismatic
Charismatic leaders are inspirational. They are passionate, compelling, persuasive and conjure enthusiasm.
Studies have shown that charismatic leaders receive higher performance levels, higher motivation, and satisfaction levels from employees than any other leadership style (Conger & Kanungo, 1998).
“Followers of charismatic leaders could be distinguished by their greater reverence, trust, and satisfaction with their leader and by a heightened sense of collective identity, perceived group task performance, and feelings of empowerment”
(Conger, Kanungo & Menon, 2000)
Although the benefits can be great from a moral charismatic leader, a destructive and unethical charismatic leader can cause huge risks and detriments to organisations and even entire communities. (Howell & Avolio, 1992).
Adolf Hitler and Dr. Martin Luther King are both famous leaders, who were both exceptionally charismatic. They are extreme examples, but for the purpose of this report highlight the ultimate results that can come from an ethical and unethical charismatic leader.

[bookmark: _Toc107140303]1.2.2 Contingency theory 
The contingency theory predicts that a leader’s effectiveness is dependent upon the situation and that numerous factors affect the style the leader will use.
It is based on two main factors, a leader’s attributes, and a leader’s situational control (Ayman, Chemers & Fiedler, 1995).
Relationships and motivation have a great effect on the outcome of this style, as a leader is more likely to have a successful outcome if they have trusting and competent staff who are internally motivated.
This could lead to different people to be chosen to lead different scenarios and situations dependant on their individual strengths and relationships within certain teams.

[bookmark: _Toc107140304]1.2.3 Distributed leadership
Distributed leadership is shared or group leadership. It is a democracy of voices that make joint decisions, eradicating micromanagement.
It has an aim of creating one voice by taking all leaders and their thoughts and experience and working through a problem or activity as a group, instead of having a group of individuals who all have their own opinion (Bolden, 2011) This is done in a supportive and encouraging manner.
A study conducted by Harris (2008) aimed to provide an overview of distributed leadership and its effect on organisational change. The study concluded that distributed leadership positively influenced organisational outcomes.

[bookmark: _Toc107140305]1.2.4 Ethical leadership
Ethical leadership is the demonstration of what is expected regarding conduct, values, and honesty by the promotion of one’s personal actions, with continual re enforcement and open communication (Brown & Treviño, 2006). This leadership is based on trust and the belief from employees that they will always be treated fairly.
Ethical leaders serve as role models for the high ethical standards they set and follow, leading to them often being perceived as honest and trustworthy (Mihelic, Lipicnik, & Tekavcic, 2010).
Their subordinates willingly adhere to their instruction as they lead by example and show personal belief and dedication towards the goal. They are respected and their opinion is valued and trusted. The student’s employer is an ethical leader. He leads by example and will not tolerate standards any lower than his own. This has resulted in a team of employees that strive for the best, will happily work late or weekends and trust in his decisions. The entire team believes they will be always treated fairly and with honesty.

[bookmark: _Toc107140306]1.3 The relationship and difference between leadership and management
“Leadership and management are two distinctive and complementary systems of action. Each has its own function and characteristic activities. Both are necessary for success in an increasingly complex and volatile business environment”
(Vecchio, 2007)
The main priority of a manager is to bring order and consistency to the processes within the workplace (Kotterman, 2006).
Managers have always been challenged to achieve results in the fasted time possible (Thomson, 1998) and are focused on discipline, order, and what is being achieved by employees at the present time. They do this by telling their subordinates what to do and when to do it.
They use their authority to give orders to achieve and implement the organisational goals that they have responsibility for and oversee.
When managers consider change and achieving goals, they have constraints and limitations. These can include resources, timing, and control (Tosi, Rizzo & Carroll, 1970).
When discussing the differences between leadership and management, Croft (2020) discusses how leadership centres on vision, by focusing on communication and motivation, whereas management is centred on the organisation and control of its subordinates. He concluded that the ideal person would be a combination to get the best out of its workers.
In agreement is Toor & Ofori (2008) who opinion is that the most effective managers also possess sufficient leadership skills that allow better problem solving and over all functioning of the teams within the organisation.
“In today’s dynamic workplace, organizations need leaders to cope with new challenges, and transform organizations in order to achieve a competitive advantage in the marketplace. In addition, organizations need managers to maintain a smoothly functioning workplace, and to utilize resources effectively”
(Algahtani, 2014) pg 81
Many scholars have concluded that highly successful organisations should aim to have skilled managers who can lead, and leaders who have organisational management knowledge (Toor & Ofori, 2008).
“In coherent organisations, leaders and managers complement each other to collectively deliver successful outcomes both in day-to-day operational activities and preparedness for the future”
(Verma et al, 2019)
Leaders must emphasise the importance of communication (Kline, 2011) and use this skill to encourage and inspire others. Leaders can be described as a bridge of contact between teams and management.

[bookmark: _Toc107140307]1.4 Leadership Models
There are many different leaderships styles, but it is agreed by most that the most successful leaders are those that can adapt their behaviour and leadership style to each situation (Hersey & Blanchard, 1997) and use a combination of styles when required to achieve optimum results.

[bookmark: _Toc107140308]1.4.1 Great man theory-
The great man theory was described by Den Hartog & Koopman (2001) as,
“Personal characteristics of leaders were emphasised, and the implicit idea was that leaders are born rather than made”
It has the view that leaders have natural ability that comes without thought or work and possess skills that cannot be taught.
However, the Great man theory has been argued against by many. Adair (2007) discussed how although some people have been seen to be “natural leaders”, their potential still needs to be developed and repeated to make these skills habitual.
In agreement with this is Mahoney (2001) who also had the opinion that leadership qualities are developed and refined over time. 

[bookmark: _Toc107140309]1.4.2 Situational leadership
Situational leadership is the ability to adapt to a situation and adapt one’s behaviour to the current situation. 
It focuses on the connection between the individual's leadership style and the situational environment (Duke, 2020)
A crucial factor of leadership is the social environment in which leadership is needed. The major claim of the situational approach is that different leadership skills are required in different situations (Thomson, 1998).
Ability and willingness need to be considered, as the levels of ability and willingness are strong factors that affect effort and capability (some people have low ability but strong willingness and vice versa).

[bookmark: _Toc107140310]1.4.3 Action centred leadership
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John Adair’s action centred leadership model of three overlapping circles representing task, team and individual has become one of the most widely taught concepts in the world (Adair, 2009)
Its simplicity and effectiveness have made it incredibly popular, as it highlights the three main components of leadership and allows the user to take all three into account. It shows that the responsibility to both the organisation and the individual are equally important.
“Adair (along with the late Warren Bennis) firmly believes that leadership can be taught, that it does not depend on a person's traits and that it is a transferable skill.” 
(Ackah, 2019)
Adair believes strongly against the great man theory and insists that although some people may have natural talent in leadership, they still must ensure continual improvement and development.
[bookmark: _Toc107140311]Workplace experience of different leadership styles, with different people to fulfil the leadership role.

In the NHS, clinical leadership has been identified as the most important determinant to improve patient safety and quality (Hill & Brocklehurst, 2015) The following section of the report will give two examples of different styles of leadership used within the practice, and a reflection of the successes and failures of each.
[bookmark: _Toc107140312]2.1 Example 1
As presented in the introduction of the report, a responsibility of the student in her previous employment was to routinely train the trainee dental nurses until they were competent in working without guidance and validation. 
This relationship was mentor based, and involved a lot of one-to-one sessions, shadowing and specific instruction. In hindsight, the student used situational leadership within her mentorship, as there was a total of 14 nurses, who all had different learning styles that needed to be considered.
Situational leadership has been shown to be a successful style with the job progression of nurses. A study conducted by Heryyanoor et al (2021) discovered that organisational culture and situational leadership had positive repercussions for the advancement of nurses to managing practitioners. 
The student took an authoritarian approach to the clinical training, chair side learning and leadership in general. This was due to the nurse having no clinical experience and had to be trained to the expectations of clinical standard of the dentists. The information that needed to be taught was specific, including the manner of how the surgery needed to be run to be able to adhere to the strict decontamination protocols and confidentiality of patients.
The willingness and participation were paramount from the nurses, as without the effort to learn the vast amount of information presented to them in a very short period, the workload would have been extremely difficult.
The learning was task orientated and structured in a way that the students had to master specific tasks and gain certain knowledge to be able to proceed to the next level of training.
Communication was exceptionally important during these sessions, as the behaviour of the nurse was the responsibility of the student and dentist the nurse was working with, and any mistakes would be solely the responsibility of them. The nurse needed to be able to confidently communicate any worries, concerns or misunderstandings for her to be able to safely work with patients and not put them in any danger. If any large mistakes were made, it would have had a direct impact on the organisation, so intense monitoring was essential until the nurse was deemed competent.

[bookmark: _Toc107140313]2.2 Example 2
A different leadership responsibility of the students was the support of the newly qualified, vocational trainee dentists, who worked within the practice and with the student for one year, straight after qualifying. The aim was that they would gain ample experience in working within general dentistry, to enable them to confidently move on to associate jobs without the need of assistance and guidance.
This type of leadership was completely different to that of training the nurses, as the dentists had all the clinical skill and understanding of dentistry, however needed assistance in learning how to work within a busy NHS dental practice without the support and guidance of senior consultants and nurses.
The leadership model most alike to how this was carried out is John Adair’s leadership model, as the individual, organisational and team needs all had to be met in order to succeed.
The competence and confidence of the V.T was the prime importance, however the V.T also had targets that had to be met for the organisation in order to receive funding for the training of the individual. This was a prime motivation for getting them up to standard as soon as possible to be able to accomplish the targets. These targets were measured by units of dental activity (U.D.A`s) which represented how many patients the V.T saw and the amount of treatment they completed. All different treatment was given different amounts of U.D.A`s, and the V.T had to complete a minimum amount for the practice to be regarded successful by the local health board. 
“Competent and compassionate leadership in dental education is essential as the dental profession strives to meet current and future challenges that are complex and fluid”
(Sheridan et al, 2016)
This extrinsic motivation was always an issue, and if introduced too early would strongly affect the V.T`s intrinsic motivation, causing them to worry, be uncomfortable, feel overwhelmed and make mistakes. This was clear when focused on too early by one of them, who became obsessed with hitting targets and lacked interest in taking the advice of the experienced nurses and dentists around her, who advised competence in workflow and patient management first.
This resulted in this individual achieving the lowest amount of U.D.As of all ten of the V.T`s who worked over the years and highlighted the importance of teamwork and taking the advice of more experiences and knowledgeable colleagues.

[bookmark: _Toc107140314]2.3 Reflection
A case study conducted by Modha (2020) suggests that within dentistry there is no single learning style better than another, and there may be the need for a combination of styles within the same practice.
This is evident in the previous two examples, as different situations required different styles of leadership. The styles chosen were based on the participants current knowledge, skills and level of understanding.
Intrinsic motivation and communication are essential in any partnership of continuous learning. The individual must want to learn. This was evident in the most successful trainee nurses, who put in the extra time and studying, and are now successful, skilled, and knowledgeable nurses.
This style of leadership worked for most but not all, and in hindsight when it didn’t was more the fault of the student than of the trainee nurse. Expectations were set high from the outset, and when the trainee struggled or took longer to understand something than expected, they were often met with frustration instead of understanding. This was unfair and surely led to the trainee unnecessarily feeling overwhelmed and stressed. 
There were different objectives and goals within the two examples and the styles used reflected this. The trainee nurse needed mentorship and leadership to be guided towards a level of knowledge and behaviour that was expected of her in her line of work, without any previous experience at all. The V.T needed coaching as they were fully competent and qualified in their clinical skill, but their learning was more a team effort, with multiple members of the team giving advice and guidance to mould and help them achieve success. Their success also had direct repercussions for the organisation, which resulted in them sometimes being pushed harder than they should have been.
[bookmark: _Toc107140315]Own ability to set about workplace change

[bookmark: _Toc107140316]3.1 Motivation
Motivation is an important part of learning. It stems from beliefs and values, which effect behaviour.
“Unmotivated employees are likely to spend little or no effort in their jobs, avoid the workplace as much as possible, exit the organization if given the opportunity and produce low quality work. On the other hand, employees who feel motivated to work are likely to be persistent, creative, and productive, turning out high quality work that they willingly undertake.”
(Ganta, 2014)
There are two different types of motivation, intrinsic and extrinsic. Intrinsic being the want from within, the enjoyment and dedication to want to do a job well. Extrinsic refers to monetary rewards or doing it just because you are told or paid to. 
Extrinsic motivation can work in the short term, however intrinsic motivation is very powerful.
The student’s employer is very intrinsically motivated. He is always the first in and last to leave and is incredibly successful despite his young age. He strives for continuous improvement and change for the better daily, and his efforts show in the success of the practice and his own skills and knowledge.
In comparison is one of the current employees, who shows no intrinsic motivation. She does the bare minimum and has no interest in developing her knowledge along with the rest of the team. She is a stark contrast to the others who are always keen to be involved in debates and discussions regarding improving the practice, and welcome change and improvement. Her motivation is extrinsic, and salary based, and her attitude has a negative impact on the organisation and team. 
Daniel Pinks motivational flow model describes what he believes to be the three key elements of motivation, which are mastery, autonomy, and purpose. 
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These three components when achieved lead to behaviour that is self-directed and an internal need to become better, and better at something that matters (Pink, 2010).
Mastery is the act of gaining a high standard of skills, knowledge and understanding of your job which comes from repetition and experience. When achieved it can come very naturally, however is usually very specific and limited.
Autonomy is essentially about being given the freedom and the choice to make one’s own decisions. 
Purpose is the reason in which something is done and why. It refers to the value to the individual and the organisation.
“Intrinsic motivation can be increased by focusing on three main areas: autonomy, mastery and purpose. By encouraging these areas, leaders can get the most from their teams.”
(Grocock, 2020)pg 883
The student inhibits intrinsic motivation in her work, by constantly having an internal desire to improve. She has a compelling role model in her employer, who praises good decisions and does not punish unsuccessful ones. This motivation and trust have a positive effect on the students’ efforts daily within the workplace.
[bookmark: _Toc107140317]3.2 Empowerment
Empowerment is to be given the power and authority to make decisions for yourself. It is the act of making your own choices, deciding your own preferences, and selecting your own course of action without the permission of a superior. It gives the employee independence and the freedom to act as they see fit.
“Empowerment-enhancing practices are expected to satisfy autonomy, competence, and relatedness needs, thus facilitating the development of affective commitment.”
(Gardner, Wright & Moynihan, 2011) pg 320
Empowerment encourages confidence and skill development and is key to developing a trusting culture within the organisation, who can positively try something new and not fear repercussions or punishments for mistakes
However, it can create feelings of foreboding, as by developing employees and giving them autonomy, there may be the concern for managers that their skills will be surpassed and jobs taken, or there may be fear from the individual of change. These concerns need to be addressed by leaders, who should give the individual assurance and trust in their abilities.  
Within the practice, the student was given empowerment by her employer when she was promoted to lead nurse. Her work is never checked, and she is trusted to do her job as she sees fit. This has promoted feelings of acceptance, reassurance, and trust. This has led to the student always wanting to go above and beyond what is expected, to prove that she is a valuable part of the organisation. Values guide the behaviours of the team or organisation. They need to be demonstrated by the leaders and expected by the entire team (Grocock, 2020).
[bookmark: _Toc107140318]3.3 Delegation

Delegation is a development opportunity and improvement tool, which links motivation and empowerment. It is the act of transferring tacit knowledge to better someone else, that has value for both the individual, team and organisation.
“Effective delegation improves job satisfaction, responsibility, productivity and development.”
(Yoon, Kim & Shin, 2016)
There are two types of delegation, stewardship and goffer.
Stewardship delegation, as described by Steven Covey, is focused on the mutual understanding of accountability, results and guidelines. It emphasises that the individual will be supported throughout the process and creates a motivating organisational culture.
Goffer delegation is extremely directive and explicit. Subordinates are instructed to do exactly as they are told, when they are told to do it. Their opinion and ideas and not requested or required.
From personal experience, the student feels that delegation is a powerful tool. The practice manager delegated clinician management decisions to the student when she was promoted to lead nurse. This led to extra pay, more authority and more autonomy. Although the student was nervous of the responsibility at first, she felt supported and trusted and quickly developed into the role, wanting to earn the trust and belief that had been put into her, and prove that her employer had made the right decision. This is an example of stewardship delegation.
The student herself has also used delegation within her role in the organisation. As head nurse, she decided to delegate the responsibility of decontamination and sterilisation monitoring to another nurse. She conducted the training herself and made the nurse aware that she would always be available and happy to help if ever the nurse encountered any problems or had any questions. The nurse enjoyed the extra responsibility and additional duties, and it enabled the student to use her time more efficiently with more pressing responsibilities. 

[bookmark: _Toc107140319]3.4 Setting direction
Setting direction is the mutual agreement of understanding and goal achievement. It involves setting direction, agreeing on objectives, how these objectives will be met and in what time frame.
Effective direction givers respond to the needs of the group, behave in ways to attract attention and trust and hold the credentials and experience to illicit that trust (Burtis & Turman, 2010)
Direction is set within the practice by the employer. Decisions are made by ideas being brought to team meetings, discussed by the team and then implemented using a common ground, with mutual agreement on how to achieve the best results possible.
[bookmark: _Toc107140320]Conclusion
The findings within the report show there are many different styles of leadership, and that to have a successful and positive impact on the organisation and individuals they must be used appropriately.
Highly contributing factors on whether a leader will be successful, and the goal achieved as a team rely on the organisational culture present and the skills of the leader.
Leaders have the authority and opportunity to develop and respect their employees and guide them into a successful and enjoyable culture within their organisation. By working as a team, with respect and trust, employees can reach their full potential in a positive way whilst being supported and guided.
The evidence indicated that to be the most successful leader, a combination of managerial and leadership attributes is essential.
Motivation, delegation, and empowerment are all products of successful and effective leadership. By using these skills and setting a common direction within an organisation, the leader can lead a positive, ethical, productive and successful team.
In hindsight, the student has become aware that her own style of leadership could be improved, by seeing the needs of the individual as equal to that of the organisation, and not below.
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