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Part B: Academic essay
Action Centred Leadership by John Adair 
Introduction
There is a wide research on how leadership can affect organizational performance. Previous scholars developed several theories that explain how leadership can be applied and the resulting impact. One of these theories is action centred leadership theory that was developed by John Adair (Ackah, 2019). The leadership model defines leadership in three interlocking circles that typify the key areas of concern for a leader. These three areas of concern are building a team, meeting needs of individuals in the team, and achieving the task (Ackah, 2019). The current essay seeks to critically evaluate action centred leadership and critically reflect on how I have developed critical thinking in this module. The essay is divided into various sections. The first section gives a brief background of the action centred model. Secondly, the essay discusses the main assumptions of this theory. Thirdly, the essay will explore different views and critiques on this theory. The essay will also critically evaluate how the theory is useful in today’s workplace. Moreover, it will recommend the future usefulness and applicability of this theory. 
Background of Action-Centred Leadership
Before the 1960s, leadership was dominated by leadership styles and traditional leadership theories such as trait theory and Great Man’s theory. These theories indicated that some people are born to be leaders and that leadership is based on traits owned by some people. John Adair developed the action-centred theory that contradicted these previous thoughts by developing a modern model that was more relevant. He developed a leadership model that is based on action rather than leadership styles (Manyuchi, Mbohwa, & Muzenda, 2020). This model is not a leadership style. It was published in 1973. John Adair developed this model to show that leadership can be gained through training and it can be transferred rather than being an inborn ability (Ackah, 2019).
John Adair developed this model that suggests that leadership consist of three elements that are interconnected (Manyuchi, Mbohwa, & Muzenda, 2020). These elements are achieving task, building and maintaining a team, and meeting needs of individuals in the team and they visualized in three circles as shown below. 
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Leaders and managers have various responsibilities in each of the three areas and should key a right balance of the three areas. In achieving the task, leaders and managers have several responsibilities. Firstly, leaders identify the vision and aim of the team. Through the identification of the aims and vision, they define tasks of the group. Secondly, they also identify people, resources, systems, and processes that will be used by the group and create the plan for achieving the task. Thirdly, managers have to establish responsibilities, accountabilities, and measures by delegating responsibilities to individuals and making agreements. Fourthly, managers and leaders set standards for time and quality to achieve the task. They also control all the activities that are aimed at achieving the ultimate task. Finally, managers re-assess and adjust plans targets and methods used to achieve the task. The method devised at first may not do well in achieving the task and managers are responsible for re-assessing and adjusting it for proper achievement of the task (Ackah, 2019).
The second element of action-centred leadership is building and maintaining a team (Manyuchi, Mbohwa, & Muzenda, 2020). In this element managers establish and communicate standards that can be used to establish team behaviour. They monitor discipline, integrity and ethics among the team. They organize people to work together as a team and facilitate internal and external communications to ensure that the team is maintained. They also identify the training needs of the team and meet them.
The third element of this action centred leadership is meeting individual needs. Notably, the needs of an individual are different from the needs of the team. In this element managers and leaders have several responsibilities. Firstly, they should understand the skills, personality, aims, and strengths of individuals within the team. Firstly, this model suggests that they should support the needs of individuals. Secondly, individual responsibilities should be given based on the abilities of an individual. In managing individuals, this model encompasses the elements of Herzberg’s two-factor theory and Maslow human needs theory by suggesting that individuals should be recognized, given extra responsibilities where possible, and their needs should be met. 
Assumptions of Action-Centred Leadership
This theory is based on various assumptions. Firstly, it is assumed that the three elements of building a team, achieving task, and developing individuals are separate by mutually dependent (Anah, Mojekeh, & Obikeze, 2018). This means that tasks cannot be well achieved without building and developing teams and individuals. Moreover, teams cannot be developed without individual development and without having a task to be achieved. Secondly, it is assumed that the three elements are individually essential to leaders. Leadership cannot exist without individuals, task, and a team. Thirdly, it is based on the assumption that people build their competence as leaders based on how they have the skills to manage the three elements of this model. 
Views and Critiques about Action Centred Leadership
This model has been given positive views by various scholars. Action centred leadership is considered horizontal rather than being a vertical one (Drouin, Müller, Sankaran, & Vaagaasar, 2021). Individual employees, leaders, and managers show a degree of involvement in the organization’s leadership. Talebizadeh, Hosseingholizadeh, and Bellibaş, (2021) suggests that this leadership model represents the leadership needed in the 21st Century where knowledge sharing has become essential for organizational survival. The model focuses on team building and collaboration of team members to transfer knowledge to each other and develops skills of individuals. Through collaboration in leadership and involving individuals, the model discourages the outdated strategy of “command and control”. By giving responsibilities to individuals based on expertise, the action centred leadership recognizes expertise rather than formal positions as the basis of assigning roles and leading within teams (Bhatti, Kiyani, Dust, & Zakariya, 2021). 
This model can be used as a catalyst of managing change in organizations. Working in teams, giving priority to achieving task and developing individuals can help managers to minimize resistance to change and make individuals focus on the actions that will achieve the change. Actions of this model have a point of resemblance between managing change and individual when it comes to communicating the vision to teams and giving individual tasks. It can be viewed as distributed leadership that focuses on commitment to change and developing a shared vision among members of the team (Imam & Zaheer, 2021). 
Another positive aspect of action centred leadership is applying the relationship between leadership and motivational elements of employees (Canterino, Cirella, Piccoli, & Shani, 2020). Individual needs are satisfied and this helps to develop individuals and motivate them. These model suggests that managers should consider individual motivations and recognize the efforts of individuals. Moreover, action centred leadership helps leaders to uphold the organizational culture. Collaboration with leaders and managers have an impact on communicating the culture and transferring norms that determine culture to employees. This model of leadership increases the interaction between individuals and their leader, which makes individuals learn how things are done from the leaders and managers. 
However various people have demonstrated the negative aspects of action-centred leadership. Osman, (2021) reveals that this leadership model encourages multiple sources of information as it puts various managers and leaders in one platform and this increases the chances of miscommunication. Multiple information sources may lead to poor communication which can hinder decision-making. The leaders can give information to employees with communicating with managers and another leader of the same organization may give another piece of information that will hinder decision-making among individuals, resulting in a bigger issue. 
Moreover, maintaining accountability can be a big challenge (Najmi, Kadir, & Kadir, 2018). This theory suggests that leaders and managers should assign individual roles and maintain accountability. However, unless the leader has enough experience to set and clearly define roles and duties assigned to the individuals, the organization can lose direction and outcomes may not be properly accounted for. Osman (2021), notes that this leadership model when not executed properly or when an excessive top-down approach is used, can be interpreted as coercive or misguided delegation. Therefore, applying this model requires an experienced leadership and knowledge of all individuals of the team. Notably, duties are assigned to members depending on their individual abilities and weaknesses. The leader must have a full understanding of all individuals within the team. Failure to that, the leaders will have challenges in assigning roles and duties to individuals. Moreover, it will result to challenges in accountability if the leader doesn’t clearly define duties. 
Usefulness and Relevance of Action Centred Leadership in Today’s Workplace
Action centred leadership is relevant in the today’s workplace. Today’s workplace requires employees to work in teams and individual abilities to be improved through training and development as individuals and teams focus on achieving tasks (Glazer, Mahoney, & Randall, 2018). For instance, in technology companies this practises are embraced. Amazon is an example of today’s workplace where this action centred leadership is highly embraced and it has been successful. The company organizes employees in strong teams that focus on attaining a task such as innovating a new software or business process. The company also develops individual competencies through training (Lederman, 2019). Moreover, Amazon assigns individuals tasks to employees and allows individuals to deliver their duties while working from home. The application of this leadership model has made the company to remain innovative and widen its product portfolio. 
Secondly, todays workplace requires managers to keep individuals motivated and action centred leadership is a suitable approach to work with motivated teams and individuals. This theory encompasses the elements of Herzberg’s two-factor theory and human needs theory as it focuses on recognizing individuals and satisfying the needs of individuals. This is the approach that has been making Tesco successful. The company recognizes individual employees through rewards and satisfies their various needs (Alam & Raut-Roy, 2019). This helps the company to keep the team motivated (Madhani, 2021). It also helps the company to manage organizational change by allowing employees to participate in organizational change (Awadari & Kanwal, 2019).
However, action centred leadership had negative effects in various instances. The model resulted to poor accountability in Tesco that led to the company accounting scandal. According Mohapatra (2021), there was interconnected responsibilities that made difficult to get specific individuals who could be held responsible. Moreover, there has been miscommunication in organizations which play this model with inexperienced leadership. For instance, many school principals who apply this style lead to multiple sources of information among staff members leading to miscommunication (Osman, 2021). 
Conclusion and Recommendations
Action centred leadership is a leadership model that focuses on achieving task, individual needs, and maintaining a team. The theory has positive aspects in its applications in today’s workplace in that it encourages collaboration and transfer of knowledge, teamwork, and includes motivational elements in the workplace such as recognition. It encourages participation of employees and discourages command and control strategy. However, it may result in miscommunication. Moreover, it can lead to lack of proper accountability when no properly applied. In the future, organizations should focus on training employees on how to effectively apply this leadership model. Moreover, leaders should focus on understanding the abilities of their followers so that they can apply this model effectively. 

Reflection 
Since dawn of someone’s lifetime, critical thinking is an essential skill that is needed in almost every aspect of life; professionally, academically, and personally. I cannot hesitate to state that the topics of this module significantly shaped my critical thinking abilities. This section seeks to reflect on how my critical thinking ability was developed in this module. It will also explain how I intend to use my critical thinking abilities in the future. The reflection is based on Kolb’s reflective model. This reflective model describes the entire learning process in four phases (Miniano & Rui, 2020). The first phase is concentrate experience where I will describe the actions and topics that helped me to learn critical thinking skills. The second phase is reflective observation and describes what happed in the experience. The third phase explains what one can make out of the experience. Finally, the active experimentation phase explains how the skill learnt will be used in future engagement (Morris, 2020). 
Concrete Experience
This module improved my critical thinking skills through studying, thinking, and doing. The module was designed to include various learning activities that include attending classes, studying and carried out critical evaluation tasks in team, and individual evaluation essays. These activities were absolutely beneficial to me. 
Reflective Observation
In class we discussed various topics on critical thinking. One of the topics learnt in class is models of decision-making that can help someone think critically. We studied models such as 5W 2H model that comprise of questions that seek to justify a certain decision. I also learnt that critical thinking can be enhanced by brainstorming where someone evaluates a certain aspect through its cons and pros. Through class discussions, I noticed that critical thinking is an in-depth exploration of ideas, events, and issues before formulating or accepting an opinion or before justifying a certain school of thought. This requires an in-depth analysis and evaluation of an idea or concept before an opinion is justified. 
Critical thinking skills do not come naturally. I was required to critically analyse action centred leadership. Through this exercise and discussions in class, I noticed that I am an artistic person who fails to analyse issues from the reverse side. I noticed that I am somehow classical and I decide issues from the standards set by others without criticising their thoughts. Moreover, as I worked with others in a team, I noticed that I an artistic person who is prone to making judgements based on ego and emotions. The other members of my team remained calm and they focused on analysing the theory based on previous scholars’ findings and results of companies that use the model. In class and during my studies, I came around two models that I will be using in my critical thinking. These models include brainstorming and 5W 2H models. 
Abstractive Conceptualizations
There are several lessons that I can make out of the learning experiences that I had in this module. Firstly, I learnt that critical thinking requires high analytical skills. I learnt that I should first analyse a situation or an event before criticizing it. The analysis helps the critical thinker to understand the concept first and then find its positive and negative points of view. I learnt this when I was studying models of decision making. These models provides basis of analysing a concept. While working with others, I learnt that when thinking critically, I should first put aside my emotions, personal judgement, and ego. Other students based their arguments on facts from journal articles and this taught me that I should be doing research to get facts. Moreover, as I did the report on I learnt that some sections were based on the background of the theory so that I get a good understanding of the theory that needed to be analysed. 
During the teamwork exercise, I learnt that teamwork can maximize decisions made in critical thinking. Other people can make someone reach a better decision when thinking critically (Plotnikova, & Strukov, 2019). During the group process, we managed our time properly and each member had an idea both to and against the concept. This made me realise that team members can provide an additional perspective that can help to resolve the issue better and quickly, leading to a better critical decision. 
Active Experimentation
The critical thinking skills that I developed in this module will be helpful in academic, professional, and personal life. In my personal life, I will be critically evaluating life choices to help me to take the best life option. Moreover, it will enhance my communication. According Arnold & Boggs, (2019), critical thinking helps a person to think systematically and express ideas in a clear manner. Critical thinking will be helpful for my self-reflection. I will use this skill to determine positive aspects of my life and negative ones and then adjust accordingly. In my academics, I will be using this skill to arrange my text in logical structure. This will make me to produce good reports, essays, and academic papers. 
Critical thinking skills will make me a valuable asset in the organization where I will be working. I will be using them to critically evaluate processes and problems to come up with effective solutions. I will also use it to think systematically and communicate my ideas clearly when discussing with my colleagues and when giving presentations in the workplace (Light, et al., 2019). Critical thinking skills will help me to come up with creative ideas (Albanese & Paturas, 2018). I will be critically thinking to innovate processes. 
In conclusion, I can attest that my critical thinking skills have improved significantly through this model. These skills will be helpful in academic, professional, and personal life. I will be defining the question, gather information, and analyse it to determine both sides of the situation, event, or a concept. 
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