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[bookmark: _Toc456901515][bookmark: _Toc109325664]Introduction 
The study of leadership is a distinct practical venture. Mumford and Licuanan (2004) believe that leadership is implemented with the hope of improving training, identifying alternative selection as well as carrying out assessment procedures for assessing leader’s strengths and weaknesses. As well as increasing the understanding of how executing decisions are formed which not only impact the behaviour of an organisation but society in general also. This report will be conducted over three sections. The student will begin with looking at leadership and its definition, concentrating on what the key functions of a leader are. All organisations require both managers and leaders, but not necessarily in the same capacity, or in the same person, therefore the student will look at what divides the two comparing both. Moving on to theories of leadership, with their being so many the student will look and discuss a variety of theories comparing them. The second section of the report will focus more on the situational style of leadership, as the student finds this style more accommodating to their working environment. They have worked for Admiral since 2010 across two different departments, which require completely different styles of leadership. As this suggests one organisation can require a variety of different leadership styles, so not one face fits all. The student will look at two different assessments as well as assessing them they will also carry out these assessments on themselves and evaluate their findings. The final section will look at setting direction in the workplace, discussing the importance and benefits for not only the team but the organisation also. The student will also focus on delegation and empowerment in the workplace, as well as the DAC model which can be used to implement a change within a team environment. The student will provide their own example of this model being used in their workplace based on a situation that arose within their team recently.



1.0 [bookmark: _Toc109325665]Critically assess a recognised leadership model or theory in relation to its ability to impact on individual’s workplace performance.

The first section of this report the student will define what leadership is as well as what the key functions of a leader are. The differences between leadership and management will also be discussed, the student will look at John Kotter and what he believes differentiates the two. With the various types of leaders this brings a variety of leadership theories which the student will also discuss, looking at older models which may not be as popular as others, and the reasoning behind this.
[bookmark: _Toc109325666]1.1 What is Leadership
Leadership is one of the most complex and multidimensional phenomenas. Benmira & Agboola (2021) suggest effective leadership is recognised as the key to the success of any organisation. Leadership involves working towards common goals, as Northouse (2016) explains, leaders, direct their energy towards individuals who are trying to achieve the same goal. Suggesting giving attention to common goals gives an ethical overtone to leadership as it highlights the need for leaders to work well with followers to achieve the end goal. Leaders must be able to process and create a shared vision, to implement it in such a way that others can also visualise it. This can be done via sharing their knowledge explicitly. As Senge (2006) explains, the importance of creating a vision, that is shared with others, provides useful perspectives on how this can be accomplished. Leaders also need to implement a process for identifying and communicating the broader strategies needed to bring the vision into reality.

1.2 [bookmark: _Toc109325667] Key functions of a leader 

“A good dynamic leader is compared to a ‘dynamo generating energy’ that charges and activates the entire group in such a way that near miracles may be achieved. The success of an enterprise depends to a great extent, upon effective leadership.”
Venkatesh (2015)
There are several important functions that a leader must require to bring organisational success. To be a successful leader these functions must be implemented from the beginning to gain respect from your followers.  Hemphill (1955) explains that the key functions of a leader are what initiates actions which result in a consistent pattern of group interaction. In turn success of the desired goal, or a solution to the problem can be resolved more effectively and efficiently. Suggesting that better results are gained if you have a good relationship with your team members and remain consistent and supportive throughout the task. Some of the key functions of a leader are listed below:

Settings Goals – A leader is expected to put goals in place ensuring realistic time frames.
Organising – It is important that a leader can organise job roles for individuals who have the abilities required to make successful progress towards achieving the desired result.
Co-Ordination – The leader must reconcile all interests of the team members. Ensuring voluntary co-operation from the group regarding the task at hand.
Direction & Motivation – One of the main functions of the leader is to guide and direct their team, ensuring they are motivated to do their best. Boosting the team’s confidence and showing appreciation can help momentum to reach the task at hand.

1.3 [bookmark: _Toc109325668] Differences between leadership & management
Thie is constant debates regarding leadership and management roles, seeing as they both achieve organisational success via goals being set through task allocation, Zaleznik (2004) states the importance when it comes to understanding that there are distinct differences between the two. Leaders and managers can be differentiated by certain competencies, attitudes, and values. Leadership refers to an individual's ability to influence, motivate, and enable others to contribute toward organisational success. In comparison to management which consists of controlling a group or set of entities to accomplish a goal. Kotter (1990) defined management activities as producing order and consistency, focusing on a variety of attributes such as planning, budgeting, and staffing in comparison to leadership activities, which he defined as producing change and movement by establishing direction, aligning people, which in turn motivates and inspires them. This would suggest that the key difference is that leaders have people who follow them, and managers have people who work for them. Nayar (2013) explains how influence and inspiration are what separates leaders from managers, not power and control. For example, Mahatma Gandhi inspired millions of people to make a stand and fight for their rights. Walking shoulder to shoulder with his audience, India achieved independence in 1947. He created his vision which in turn become everyone’s dream, ensuring that the country’s push for independence was unstoppable. This example suggests thinking beyond the problem and having a vision can be used to inspire people, which in turn converts challenges into opportunities. Both leaders and managers are important to run a successful organisation as Duggal (2015) suggests leadership is what ensures the overall values and ethics, and managers provide structures for teams to achieve targets. Suggesting that the major activities of management and leadership are played out differently, they are both essential for an organisation to be successful. Leaders and managers need to be congruent when it comes to growing a successful organisation,

“Management is about coping with complexity. Leadership is about coping with change”
Kotter (1990)
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Kotter (1999)


1.4 [bookmark: _Toc109325669] Leadership Theories	
[bookmark: _Toc456901517]There are a variety of ways to define leadership, and there are many leadership theories that help define what differentiates a specific type of leader. Goleman (2007) makes a point regarding leadership stating, that a leader with authority has an ability to influence their followers emotional state, stating that the leader sets the emotional tone majority of the time. Goleman identifies two types of leaders, resonant and dissonant leaders, from these leaders there are then 6 leadership styles (Appendix A). These styles are what are then matched according to the situation arising. Kotterman (2018) suggests how leaders and managers who occupy these positions will differ from the models and techniques used to perform the requirements of their position. CFI (2018) explains how situational theory can recommend certain leadership styles, depending on the situation whereas behavioral theory is about learning the necessary skills to become a good leader (Appendix B). Hersey and Blanchard developed a theory (Hersey and Blanchard Situational Leadership Theory), suggesting that the most effective style of leadership is affected by the circumstances leaders find themselves in. Arguing that a leader’s ability to lead depends upon certain situational factors. De Bruin (2020) states that by understanding, recognising, and adapting to these factors, leaders will have the ability to influence their followers more successfully if these factors were ignored. In contrast to the theory’s discussed, there is a theory known as ‘The Great Man Theory’ as Juneja (2019) explains this theory is based upon people being born with the necessary attributes that set them apart from others and that these traits are responsible for their assuming positions of power and authority. Suggesting that those in power deserve to be there because of their special endowment. For example, Abraham Lincoln is an example of this leadership theory. Being one of the most pivotal figures in the history of America throughout his presidency, Lincoln had to deal with many social and economic issues that could have impacted the future of America negatively. However, his actions and how he handled these issues made him a great leader in such desperate times. Janse (2019) states how individuals such as Lincoln are credited with having innate qualities as well as inspiration which is what helps these leaders achieve great things. He also goes on to explain how these qualities cannot be trained, it is something in their anatomy, personality, and physiology that sets them apart. However, there is critique regarding this theory, it is rejected by many modern theorists as Chand (2014) argues there is nothing inborn about leadership qualities, explaining how leaders are ordinary people who happen to acquire certain characteristics useful for influencing others. Suggesting that anyone can acquire leadership skills via good education, training, and exposure. A modification of the great man theory known as trait theory, also argues that leadership qualities can be acquired, Bergeron (2015) explains how a good leader can have certain characteristics which can impact individuals learning of new skills to make it much easier for them. Suggesting that an individual may have certain attributes, for example, they may be strong-minded or be very good at organisation, these sorts of things can be implemented due to upbringing or culture for example. So, this can help them in their leadership approach, almost giving them a head start in the world of becoming a leader. But again, this still doesn’t suggest that an individual is born with these characteristics it’s more ingrained in them from a young age.




[bookmark: _Toc109325670]2.0 Evaluate own ability to use a range of leadership styles, in different situations and with different types of people, to fulfil the leadership role
This section of the report will focus on two leadership style assessments, discussing both, as well as determining which style of leadership they fall into. The student will carry out these assessments on themselves and discuss their findings. They will also focus on situational leadership theory.

[bookmark: _Toc109325671]2.1 Hersey & Blanchard
The Hersey & Blanchard model suggests no single leadership style is better than another. As Kenton (2020) explains it is a flexible leadership style, explaining how a leader can adapt leadership style to various factors in the workplace as well as their employee relationships. Arguing that the ability of a leader depends upon certain situational factors. Suggesting that the most effective leadership styles are dependent on the circumstances leaders find themselves in. This model is linked to the situational style of leadership as Cherry (2020) explains, using this approach in leadership can help avoid pitfalls of the single style approach. Recognising that there are various ways of dealing with issues, leaders can then assess a situation to determine what approach will be most sufficient. 

Hersey & Blanchard Results
The student carried out the assessment (Appendix C) based on their own workplace experience. The results suggested their preferred leadership style was based around the S2 quadrant (Selling, coaching, or explaining), described as a leadership approach that is high on both task and relationship behaviors. The leader will still control the decision rights regarding what, when, and how the employees carry out the task. However, the structure is provided openly, and clear communication and discussions happen, as it is important that individuals must be aware of not only why the task at hand is important but also where it fits into the overall scheme of a business. As The Centre for Leadership Studies (2020) explains how the leader actively recognises the enthusiasm, interest, and commitment, of the individuals to learn and gain task-related experience. Upon reflection of this the student agrees this is a fair reflection of them, they like to take full accountability for the task at hand, however, they are open to different ideas, they engage fully with their team, and thrive on seeing their team members fully involve themselves.

[bookmark: _Toc109325672]2.2 Blake & Moulton Leadership Grid
Based on two behavioral dimensions one being concern for people and the other concern for results. The Blake Moulton grid plots a management or leader’s degree of tasks centredness versus their person-centredness, which identifies five different combinations (Appendix D) of the two and the leadership styles they produce. Depending on the score of the two-axis, different types of management styles can be assigned. Sridharan (2022) suggests that the most effective combination is ‘Team Management’ as it takes on board both concerns for production and concern for people into consideration.
1. Impoverished Management – Low Results/Low People
2. Produce Or Perish Management - High Results/Low People
3. Middle of the Road Management – High People/Low Results#
4. Country Club Management – High People/Low Results
5. Team Management – High Productive/High People
Every style of leadership plays a part, depending on the circumstance. There are times when an authoritative style of leadership is more appropriate, or the country club style could be more suited. This is fine; however, the trick is to understand when and why that certain style is appropriate and be able to adapt your style effectively. To adapt well accordingly to various leadership styles, Bhasin (2020) states the importance of having sufficient knowledge about the distinct types of leadership styles.
Connor (2022) explains how several workshops have been carried out based on this leadership grid, explaining how before attending over 80% of people rated themselves in the 9,9 segments of leadership. However, upon participation in the workshops, individuals gain insight and feedback, which in turn reduces that 80% of 9,9 leaders down to only 20% of leaders scoring in the higher end of the grid. This suggests that individuals should spend time reflecting on their leadership style. Maybe straight after a meeting, take a few minutes to think about various things such as:

· Did I focus more on the task or the people?
· Are people clear about where I stand and what I expect from them?
· Did we talk about end results and devise strategies to get us there?

Blake and Moulton Leadership Grid Results
The student carried out an assessment based on this, and their results suggest they were suited to the team management area of the grid (Appendix E). The student agrees, although they are fully focused on the productivity of the workload, they are also very much concerned for their employees’ requirements also. This also coincides with their results in 2.1 even though both assessments are different their results are very much similar. Both sets of results suggest that the leader can find obstacles, solve issues, and come to solutions via teamwork. Prabhakaran (2021) explains this style will keep employees motivated and satisfied this will return high productivity which is what is required by an organisation. Employees will be motivated and committed to the tasks they are assigned.

[bookmark: _Toc109325673]2.3 Situational Leadership
The purpose of situational leadership is to help your followers develop competence as well as commitment to the task they have been given, which teaches them how to provide their own direction taking ownership. It creates an open communication in the workplace environment developing self-reliance. House (2004) explains in a working environment, leadership becomes the ability to influence and motivate followers to gain contribution to the organisation’s goals. The situational leadership style was developed by Paulo Hersey and Ken Blanchard, initially introduced as ‘Life Cycle of Leadership’. According to Wyld (2010) the situational style of leadership brings attention to the role of the follower. Suggesting that leadership is about having flexibility to use various leadership styles depending on the task or goal, this will increase the development level of a follower to ensure success. Goleman (2002) states that his situational model of leadership understands the underlying emotional intelligence capabilities. Although Goleman’s style of situational leadership is commonly used within organisations today, some critics argue that only several of the leadership styles are effective. For example, Kristonis (2004) argues that only 4 of the 6 styles have a consistent positive impact on a company’s environment and financial success. The leadership assessments carried out in 2.1 and 2.2 of this report both relate to the situational style of leadership. This style of leadership gives the ability to look at situations from a different perspective. As the student works for Admiral, they can fully resonate with this style as there are several departments within the organisation, which require different styles of leadership. Depending on the department determines how to handle various situations. Leaders must assess the situation and behaviors of the team members, which then determines the type of leadership approach to use to achieve the best result. Schweikle (2014) explains that one of the advantages of situational leadership is that the leader must know more than one leadership style, they will have a bigger choice of candidates and can focus on potential employees’ skills and knowledge, rather than their compatibility with their leadership style. This is an advantage for the company, having a bigger choice of potential employees, gives a better possibility of finding people who possess specific skills and attributes that the organisation may be missing. Compared to a leader who specialises in only one style and must pick people who are suitable to be led in their style when recruiting


[bookmark: _Toc109325674]3.0 Assess you own ability to set direction, motivate, delegate, and empower others to bring about a workplace change.
The third and final section of this report looks closely at the importance of how a workplace change is implemented. The initial stage of leading a team is setting direction which will be discussed. Also focusing on delegation and empowerment, they coincide together having a high level in both achieves positive results. The student will also look at the DAC model, which can be used when implementing a task. An example of this will also be used based on the student’s workplace.

[bookmark: _Toc109325675]3.1 Setting Direction
A leader must be able to set direction, as well as create a sense of shared purpose and guide behaviour. It is important that a leader can develop a clear vision of what needs to be done, describing the goal to others in simple language and providing meaningful guidance regarding how to achieve the goal.

“Good Leaders give directions; Great Leaders give direction”
Gawley (2021)

The difference between the two is more than the ‘s’ at the end of the word, direction is prescriptive. A great leader allows people to choose their own way when completing a task. Gawley (2021) said a great leader will announce what way the direction is heading, allowing employees to find their own way of getting there. Setting direction, goals and priorities are essential for leaders of all types. However, as Hanna (2021) explains when setting direction, the number of priorities and goals need to be kept to a select few options, if the list is too long everything will be seen as a priority which will suggest that not one of the tasks are a focus. It is also important to focus on the organisations mission, values, and vision, these are all required to create direction for the business. 

“The company philosophy is that people who like what they do, do it better. And after many years Admiral still cultivates a can-do ethic amongst everyone who works in the organisation. Most important of all, Admiral values its customers and believes good service and customer satisfaction is crucial for success.”
Engelhardt (2014)

Establishing these things are what will help you establish a clear direction, setting your business up for success, and giving your team purpose. A leader can create a more purpose-focused culture for employees. Chinn (2019) explains when everyone knows what they are working towards, and how they fit into the big picture, they get a much stronger sense of being valued. Helping not only create a more positive work culture but also leads to higher levels of productivity.

[bookmark: _Toc109325676]3.2 Delegation and Empowerment
Effective delegation and empowerment involve a considerable amount of knowledge and expertise. Ward & Macphail (1999) state that delegation can be a poor leadership tool if leaders fail to consider the knowledge and skills that an individual needs to accomplish what is expected. This suggests matching the right people to the right task is a critical leadership function. For example, passing a task on to someone because it may be something you don’t enjoy doing, so instead, you pass the buck and rely on someone else to sort, the person may not be experienced or may lack confidence, but you just expect them to get on with the job regardless. Leaders today often find that delegating authority, allowing decision-making, and asking for input is often a good way to empower employees. Lee & Willis et al (2018) explain how research has demonstrated that when employees feel empowered at work it is associated with stronger job performance as well as job satisfaction which in turn gives back commitment to the organisation. When delegating a task to your employees, you are initiating a culture of trust between yourself and your staff. By giving out important tasks it shows that there is a level of trust when it comes to carrying out the task in hand. A recent meta-analysis of 105 studies based on empowering leadership styles found that it works best when motivating certain types of performance and certain types of employees. For example, delegating a task to someone who doesn’t wish to progress will not really appreciate the thought process as to why they have been selected. They may be good at the job they do because it is something they have done for a long time so have a background of experience and knowledge. However, they may want to be on board with the success of the organisation for example with admiral, the share price impacts all employees, if the business does well this in turn impacts the share price which feeds into everyone who works there as they all get a proportion of the shares. The study also found that empowering leaders are much more effective at influencing employee creativity. Secondly by empowering employees, leaders are more likely to be trusted by their subordinates, in comparison to a leader who does not empower their employees. Thirdly the study also showed that leaders who empowered employees were far more effective at influencing employee performance, gaining a more positive impact on employees who had less experience working in their organisation.
[bookmark: _Toc109325677]3.3 The DAC Model for Leadership
Regardless of the working environment within a team, task force, or even an organisation there must be a clear sense of shared direction, alignment, and commitment. As Drath and Mcauley (2008) suggest using the DAC framework assumes that the individuals share the same work ethics and beliefs which determines the production of the DAC model. Suggesting that the individual beliefs are more connected with the beliefs of others, sharing similarities that produce ongoing interaction within the group.  Agreements need to be made regarding direction as well as what is required to accomplish the task at hand. The 3 outcomes of this model (Appendix F) make it possible for employees to work together effectively to achieve organizational success. As Palus (2017) explains DAC not only improves the group process but also empowers people to act as well as creating new leadership practices. This suggests that developing leadership beliefs and practices enables the production of DAC in the event of complex challenges. 


· DIRECTION
This is where the group agrees on an overall goal that they can achieve together. A sense of strong direction suggests a shared and mutual understanding of what success will look like. Compared to weak direction, there is an amount of uncertainty about what needs to be accomplished and are unaware of what the actual goal is.
· ALIGNMENT
Ensuring coordinated work within the team, integrating different aspects of the work so that it all coincides together.  Teams that have strong alignment have employees with different tasks and roles suited to their expertise. However, when there is weak alignment, employees are uncertain about how their tasks fit into the overall task, this can cause various issues, and work may be duplicated which can be time-consuming and can also financially impact the organization also. 
· COMMITMENT
This step is mutual for all that are involved. Individuals are seen to be contributing to the success of the collective not just for their own personal gain. When strong commitment is in place, employees feel responsible for the success and wellbeing of the group. Trust is built within the team, and they all know they are in it together. When weak commitment is in place individuals tend to put their own interests ahead of the group and contribute only when it’s easy enough to do so or if it will give them personal gain.


The student can relate to this model within a recent task within her team at work, it was suggested that if there was ever a company crisis and staff were needed to be on hand to support, they would have no clue how to carry out the job’s processes of the payment processing team. The team leader spoke with the team and asked what they thought would be ideal to help other staff members if we were ever in such a situation. The team agreed the best course of action would be to make ‘procedure guides’ that would be saved in a specific file, accessible to everyone within the organisation. The team was split into groups, they were delegated so many guides to write up. The same structure was adhered to, the agents who had more knowledge in the processing of cheques, dealt with the write-up of those procedure guides, as well as agents who had more job knowledge in processing same-day payments, were delegated to write up those procedure guides. A realistic deadline was given, and each team member knew which job process they had to write a guide for. Therefore, there was no panicking, no one was doing the same as someone else. Everyone on the team was involved and all felt they had an important part to play, no one was more important than someone else. Altogether they were achieving the task at hand and as well as supporting each other they were also giving support to other employees which give them a sense of empowerment.

[bookmark: _Toc109325678]Conclusion
[bookmark: _Toc456901523]Leadership theory is a dynamic phenomenon and continues to change over time, The continued shift in leadership concepts lead to the development of shared, collective, and collaborative leadership practices.  With passing time, you can shape your leadership skills by developing emotional intelligence and learning how to influence others. You can conclude that leadership is having the ability to direct and influence a group of people in the realisation of a common goal by applying and implementing leadership attributes. Commitment is created by the leader, which in turn produces enthusiasm from your piers which achieves the goal. Upon reflection of this report, it is clear to see that there are a variety of different leadership styles. Most are theories based on specific behaviours which once combined will develop an individual’s style of leadership. Each style has specific aims and goals therefore one style may be more effective regarding a certain situation or based upon the characteristics of the leader as well as the followers they have. There is evidence throughout this report that suggests each leadership style has its advantage and disadvantages, which is why it is important to use the correct style productively according to the situation.
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