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According to Igbaekemen (2014), leadership is accomplishing the set target through guiding a person or persons. In the modern world, organizations are led by people who balance leading and following their pre-determined roles. The person performing the leadership duties is known as the leader and is responsible for leading the rest of the team towards achieving the set goals. Most organization goals are pursued by a team led by the team leader. This team model successfully accomplishes the set organization's targets because of a better decision-making process. The team leaders make decisions by considering the co-workers’ different opinions and ideas, which promotes diversity of views and more insight (Klingborg et al., 2016). The skills for effective leadership include self-awareness, good communication, listening skills, insight, and the ability to motivate and recruit followers determined to do their best towards the shared goals.
Amanchukwu et al. (2017) argue that leaders are made, and no one is born a leader. Good leaders have the experience, commitment, knowledge, and ability to collaborate with others to achieve their collective goals. Leaders can develop and improve their leadership skills through education, training, and accumulation of knowledge and experience by practicing leadership or watching others lead.
This study evaluates the leadership process and determines how one can develop leadership skills and attributes by assessing three leadership theories. The study uses the leadership experience at Tesco PLC as the case study to determine which skills one needs to develop based on the analysis of leadership experience at the organization.

[bookmark: _Toc109508263]TESCO PLC
Tesco PLC is a multinational retailer domiciled in England and has several European outlets (Tesco PLC, 2022). The company was founded in 1919 by Jack Cohen, and today, it's one of the largest food retailers in Europe. As of July 2022, the share price of the company was 256.80p. The company is led by a Board comprising the Chairman, Chief Financial Officer, the Group Chief Executive, an independent director in a senior position, and several independent non-executive directors. The chairman is the head of the Board, and all the other members have their specified roles. Having a large team to lead the company helps it to have a better business performance since investment decisions are made through broad consultation and different perspectives and insights.
Despite Tesco PLC having a Board as the head of the company, it also has Board and executive committees on its leadership hierarchy. The Board committees lead different sectors of the company's businesses, with each committee being led by a chair. The board committees include the Audit, corporate responsibility, nominations and governance, and remuneration committees (Tesco PLC, 2022). Each of the board committees has specialized roles. For example, the part of the Audit Committee is to help the Board to achieve its goals on matters involving finance and compliance.
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[bookmark: _Toc109508265]Hersey-Blanchard Model
This leadership model focuses on the readiness and willingness of the individual employees that the leader wants to influence, and it moves in stages and has cycles. The model was developed by Paul Hersey and Kenneth Blanchard and is based on the extent to which followers can and are willing to perform the given chores to achieve the collective goals (Meirovich and Gu, 2015). The model advocates for a flexible leadership style that adapts depending on the prevailing circumstances. |It disregards the notion by other leadership models that organizations need a single style approach to leadership.
The readiness and willingness of the followers are divided into four categories. That is, R1, R2, R3, and R4. R1 is the lowest level, where the followers have the least ability and willingness to follow the leader. R2 is the second least in the pecking order. It represents low to moderate followers; under this level, the followers have low ability and willingness but are confident. R3; this is the third level and represents average to high follower readiness with low willingness. The followers in this category can follow the directives but are insecure (Meier, 2016). The last on the list is the R4 category. These are the high readiness followers. The people in this category have a high ability and willingness to follow, able and confident.
The Hersey-Blanchard model indicates that leaders can use employees' ability and willingness to follow to structure their leadership methods to impact the employees' professional development positively (Manyuchi and Sukdeo, 2021). This theory's leadership model continuously adapts to employees' professional development. Therefore, the theory outlines four different styles of leadership that correspond with the four levels of the ability and willingness of the followers. For example, a follower in level R1 should be led Differently from that in level R4.
The four distinct leadership styles according to the Hersey-Blanchard model are Directing(S1), Coaching(S2), Supporting(S3), and Delegating(S4). The leadership style Directing(S1) deals with employees at the level R1. Under this level, the leaders use simple and clear explanations that are easy to understand and keep close supervision of the followers. These followers have no ability or willingness to follow. Therefore, the leader must train them on their responsibilities to develop the basic skills. The second leadership style in the hierarchy is Coaching (S2). Leaders under this category deal with followers in level R2 and provide direction and personal support (Hakim et al., 2021). The followers in this category are motivated to succeed but lack the ability and are unable to perform their tasks. Leaders should inject knowledge and skills into their followers while ensuring they don't lose self-confidence.
The third leadership style, supporting (S3), focuses on providing support to the followers without trying to direct everything. This supporting style is focused on the R3 followers who have already developed the ability and the knowledge to perform their tasks. Therefore, the leader should focus on providing feedback and support to motivate the follower and maintain their development. According to the Hersey-Blanchard model, the last leadership level is the Delegating (S4) (Hingston, 2018). This level involves minimal support and direction since the leaders deal with followers at level R4 who have perfected their roles and can perform their tasks independently.
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Two social psychologists developed this influential leadership theory in 1959: John French and Bertram Raven. The theory states that power is divided into five distinct forms and establishes a strong relationship between power and leadership (Vliet, 2019). The five forms of power are Coercive, Reward, Legitimate, Referent, and Expert power.
Coercive Power
This is a form of power where the leaders use coercion to force their followers to do something against their will (Lunenburg, 2017). Such leadership style involves the use of threats such as dismissal or demotion. Such leadership style leads to dissatisfaction and lack of efficiency on tasks.
Reward Power
This is a form of power where the leaders who use it delegate the task they do not wish to perform and rewards the people who do it for them (Vliet, 2019). When these rewards are given regularly, the followers can become saturated with the rewards, and the effectiveness of the rewards decreases. The limitation of this leadership style is that when the reward does not have enough incentive, the power does not have enough influence.

Legitimate Power
This is a power that a leader gets for being in a particular position. Leaders with this power use punishment and rewards to control the employees. The leader loses these powers whenever they lose their position or title.
Referent Power
This power is based on the leader's ability to function as a role model to those they lead. This power exists within someone that is highly liked (Elias, 2018). When this power is combined with other powers, it's very effective. However, the power can be lost when circumstances change.
Expert power
This type of power is based on a leader's knowledge and information. A leader with expertise in some administrative regions enables them to convince the employees to follow them.
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According to Mintzberg, managers have some common patterns. In his book "the nature of managerial work," he categorizes managerial roles into three. That are interpersonal roles, informational roles, and decision roles (Kumar, 2015). He further subdivides the roles clusters into different roles.
Under the interpersonal cluster, Mintzberg argues that the manager should act as the Figurehead, play the lead role and act as the link between the organization and the shareholders. Under the Informational clusters, the manager should communicate and control all the information on the companies' events (Altamony and Gharaibeh, 2017). Therefore, the leader should act as the Spokesperson, Disseminator, and monitor. And lastly, under the decisional cluster, the manager should work on making decisions that benefit the organization. Therefore, the managers must be entrepreneurs, disturbance handlers, resource allocators, and negotiators. While playing those roles, the manager should make the most beneficial decisions for the organization. Mintzberg advocates that managers must know when and how to play different roles separately or combine several roles to succeed.
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Tesco PLC is led by a board comprising several board members with clearly defined positions. Below the pecking order, other managers on the Board and executive committees run specific departments in the company (TescoPLC, 2022). Based on French and Raven's theory of five forms of power, a leader may be successful by processing some power that enables them to influence the employees. Tesco has used this theory as the basis for the appointments of its Board and committee members. The chairman of the Board, John Allan CBE, has vast experience gained from the financial and commercial sectors. He has worked in leadership positions in several organizations, including as CEO of Exel PLC, Chairman of Dixons Retail PLC, and many others. Therefore, John Allan poses expert and referent power due to his knowledge and experience and would function as a role model to those below him.
Tesco PLC has divided its functions into different categories, with a leader allocated for each section. I.e., the Audit Committee, the corporate responsibility committee, the nomination and governance committee, and the remuneration committee. Each unit is headed by a leader who is the chair overseeing the entire activities in the section. Mintzberg subdivides managerial roles into clusters. In Mintzberg's theory of managerial roles, the leader should act as the Figurehead and as the link between the organization and the stakeholders (Mansor et al., 2019). In the case of Tesco PLC., the Board led by Chair John Allan CBE acts as the link between the company and the stakeholders. The Board makes decisions on investments and the company's running to make profit and more dividends to the shareholders. 
The head of the Audit Committee is responsible for ensuring all organization financial transactions are done correctly and well recorded. The audit committee chair should lead the team to ensure that all employees comply with the company's financial rules. Mintzberg's theory states that the leaders should act as resource allocators under the decision cluster.
[bookmark: _Toc109508269]Review of my Leadership Experience and areas for Improvement
In high school, I was the captain of my school basketball team. As the captain, I was responsible for all activities within the group. We did not have an official coach, so I acted as the leader for the training. I had to lead my team to achieve the best physical strength to compete effectively with other groups. As the captain, I was also responsible for acting as the link between the football team and the administration. I had to communicate to the administration what the team needed, such as the playing kits, balls, etc. I also shared the expectations of the school management with my team.
As the leader, I controlled resource allocation. I had to identify the sectors that needed investment, such as buying new balls, and I could allocate funds toward that. In basketball, discipline is paramount, and as the captain, I played the role of discipline master. I could use punishment and rewards to inject discipline into the team.


Areas where I could improve my Leadership Skills
I was among the best basketballers and most disciplined, and as the captain, I was a role model to my team. However, when basketball matches didn't go our way, sometimes I could lose control and get into a confrontation. Probably I would improve that since being a role model, that was what my team would follow. I also relied on rewards as incentives to make my team work better. However, with time when the players were saturated with the rewards, they became less effective. I would improve that management style and try to get my team to work hard for the team without having to reward them for playing better.
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In the modern business environment, effective leadership and management are essential in promoting business growth and success (Hao and Yazdanifard, 2017). The business trends are changing daily, and the people working in this organization need to be flexible enough to adapt to the changes. However, in many circumstances, people may find it hard to change, and leadership is required to motivate people to adapt to changes continuously.
There are different types of leadership methods that leaders in organizations employ. The leaders' effectiveness and efficiency depend on the leadership skills used. When leaders have the right skills and mindset to run an organization, it helps create a good rapport with the employees and create confidence in their leadership, making other tasks easy (Atkinson and Mackenzie, 2015). The case of Tesco plc highlights the need for a good structure in the leadership hierarchy of an organization. Different levels of leadership require different skills and organizations should select qualified leaders to run each sector. In addition, leaders should strive to improve their leadership skills to help organizations achieve their goals.
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Appendix 1.0
	My Leadership development
goals
	What leadership activities do I need to undertake to achieve my objectives?
	Where will I develop my leadership to achieve my leadership objectives?
	The target date for achieving my objectives

	To improve my flexibility and adaptability.
	Within this project, I want to collaborate with other people. I want to be able to work in a team and be able to accommodate everyone's views and ideas.
	As I do this project
	By the end of September 2022

	To improve my leadership and persuasion skills
	I will closely observe how leaders in my organization of choice persuade their followers to do as directed. I will observe the kind of policies they employ to ensure all the employees are in compliance
	At the workplace in Tesco Plc
	By December 2022

	To improve my planning skills.
	At the beginning of this project, I want to have a clear plan of how I aim to achieve my goals. I want to set timelines and also set aside all the required resources. 
	Within my study
	By the end of September 2022

	To improve my communication skills.
	I will observe how the leaders in my chosen organization handle their communication with their followers. I will observe the nature of communication that is most effective.
	At the workplace in Tesco Plc
	By December 2022

	To improve my judgment
	I will observe how leaders in my chosen organization make a judgment on different circumstances and how they can assess situations and determine which is the best action for the success of the organization
	At the workplace in Tesco Plc
	By the end of December 2022












[bookmark: _Toc109508272]Reference List
Altamony, H. and Gharaibeh, A., 2017. The role of the academic researcher to Mintzberg's managerial roles. International Journal of Business Management and Economic Research, 8(2), pp.920-925. 
Amanchukwu, R., Stanley, G., & Ololube, N. (2017). A Review of Leadership Theories, Principles and Styles and Their Relevance to Educational Management. Management, 5, 6-14.
Atkinson, P., & Mackenzie, R. (2017). Without leadership, there is no change. Management Services, 59(2), 42-47
Elias, S., 2018. Fifty years of influence in the workplace: The evolution of the French and Raven power taxonomy. Journal of Management History. 
Hakim, A.L., Faizah, E.N. and Mas' adah, N., 2021. Analysis of Leadership Style By Using the Model of Hersey and Blanchard. Journal of Leadership in Organizations, 3(2). 
Hao, M. J. and Yazdanifard, R. (2015). How effective leadership can facilitate change in organizations through improvement and innovation? Global Journals Inc. (USA)
Hingston, C.A., 2018, April. There is Nothing So Unequal as the Equal Treatment of Unequals-Advancing the Hersey-Blanchard Situational Leadership Model for Contemporary Day Managers. In The 2018 Annual Conference of the Emerging Markets Conference Board (p. 285). Wits Business School. 
Igbaekemen, G.O., 2014. Impact of leadership style on organization performance: A strategic literature review. Public Policy and Administration Research, 4(9), pp.126-135.
Klingborg, D.J., Moore, D.A. and Varea-Hammond, S., 2016. What is leadership? Journal of Veterinary Medical Education, 33(2), pp.280-283.
Kumar, P., 2015. An analytical study on Mintzberg's framework: Managerial roles. International Journal of Research in Management & Business Studies, 2(3), pp.12-19. 
Lunenburg, F.C., 2017. Power and leadership: An influence process. International journal of management, business, and administration, 15(1), pp.1-9. 
Mansor, A.N., Mansor, A.Z. and Roslan, M.Z., 2019. Principals' Managerial Roles in Pontian District, Johor, Malaysia. Creative Education, 10(12), p.3131. 
Meirovich, G. and Gu, J., 2015. Empirical and theoretical validity of Hersey–Blanchard's contingency model. Journal of Applied Management and Entrepreneurship, 20(3), pp.56-73. 
Meier, D., 2016. Situational leadership theory as a foundation for a blended learning framework. Journal of Education and Practice, 7(10), pp.25-30. 
Manyuchi, M. and Sukdeo, N., 2021. Application of the Situational Leadership Model to Achieve Effective Performance in Mining Organizations Teams. In Proceedings of the International Conference on Industrial Engineering and Operations Management (pp. 412-416). 
TescoPLC, 2022. [online] TescoPLC. Available at: https://www.tescoplc.com/about [Accessed 20 July 2022].
Van Vliet, V., 2019. Five forms of power (French and Raven). [online] ToolsHero. Available at: https://www.toolshero.com/leadership/five-forms-of-power-french-raven/ [Accessed 25 July 2022].

2

image1.jpg
Prifysgol Cymru

Y Drindod Dewi Sant
University of Wales
Trinity Saint David





