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1. Introduction. 

This report will be looking at leadership styles and skills and how they can be used in organisations. With a deeper look into the National Health Service (NHS) in the United Kingdom at present. With nurses fighting for higher pay and many positions in the NHS being unfilled, what style and skills in leadership can change this and make a difference. Can the changes needed help to improve the challenging situation the NHS finds itself in. Then moving on to the ethics in leadership and how ethical are leaders and staff in the NHS as striking workers leaving leaders having to bring in agency staff to cover an already dire situation. This report will be looking at the editorial report from the lancet (2021), on the NHS challenges in their leadership, and what challenges does Amanda Pritchard face as the new Chief Executive of the NHS.



1. Management and Leadership. 
Not all managers are leaders and not all leaders are managers, although they can be both, some might say that the two overlap but others say, a good manager cannot be a good leader (Leader versus manager,2015). Management and leadership share some qualities, both influence people but managers maintain the smooth functioning of an organization, where leaders encourage new functions and bring in the change. Warren Bennis wrote the statement, “Leaders are people who do the right thing; managers are people who do things right,” (Boynton, 2016), which implies that where managers will always keep within the rules leaders may break the rules, if it gets the job done. While management and leadership share similar roles the differences are the way they work to achieve their goals. Managers work using their power to gain control over the staff where a leader will use their vision to inspire followers. Table 1 shows some of the comparisons between leaders and managers, as said by Zaleznik (1977} and Bennis (1989). 

Historical Comparison between Manager and Leader Characteristics 
	Leader characteristic 
	Manager characteristics 

	(Zaleznik, 1977) 
	

	·   Focus on people. 
·   Has followers 
·   Informal influence 
·   Takes risk. 
·   Facilitates decisions. 
·   Doing the right things 
·   Large range perspective 
·   Transformational 
·   Sets strategies and vision. 
·   Challenges 
·   Values 
·   Innovation
	·   Focus on system and structure. 
·   Has subordinates. 
·   Formal authority 
·   Minimize risks. 
·   Makes decisions. 
·   Doing things right 
·   Short range perspective 
·   Transactional 
·   Plans and budgets. 
·   Maintains 
·   Rules 
·   Standardization 


	(Bennis, 1989) 
	

	·   Innovates, Creative 
·   An original 
·   Develops 
·   Focuses on people. 
·   Inspires trust. 
·   Long-range perspective 
·   Asks what and why. 
·   Eye on the horizon 
·   Originates 
·   Challenges the status quo. 
·   Own person 
·   Does the right thing 

	·   Administers 
·   A copy 
·   Maintains 
·   Focuses on systems and structure. 
·   Relies on control. 
·   Short-range view 
·   Asks how and when. 
·   Eye on the bottom line 
·   Imitates 
·   Accepts the status quo. 
·   Classic good soldier 
·   Does things, right? 



Table 1 - Leader and Manager Characteristics, from (Algahtani, 2014) 
A successful effective organisation will have strong leadership and strong management. This will ensure they can cope with new challenges and new changes within the company. It will also give a competitive advantage. (Kotterman, 2006).  This will be particularly important in todays NHS. With a crisis situation and a strong management team being needed to help them recover from the situation they find themselves in. looking at table 1  there are clear characteristics that will be essential for improving the situation. For example, a leader focusing on people will be able to communicate with the striking nurses to offer reassurance, influencing and gaining trust. Where the manager will be making plans, following rules and has the authority to make the decisions needed to ensure good health care is covered whilst the staff are striking. 
2. Effective Leadership Styles. 
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Figure 1 (mandl-vic.weebly 2022)
Every organisation will have a leader whether it be a manager that leads or a manager and leader. Figure 1 show the three main styles of leadership. The autocratic style is a more forceful style of leadership where the leader takes on the decision making and expects others to follow, they prefer not to consult with anyone over the decision making. All of this can cause the followers to feel unappreciated and not valued. It can also cause negativity within the group as others may think they have a better idea but are not able to voice it. This style does not encourage creativity. The autocratic leadership style will be great for a quick decision and tasks may be completed on time. In contrast Democratic leaders listen to their followers and take onboard their ideas, they prefer to consult with others and encourage joint decision making. A democratic leader will make their followers feel valued and creates commitment, they encourage teamwork and in so doing they form good teams. When it comes to planning, it can be a slower process and is not always practical, it can cause confusion as people are unsure of their roles. The final style considered in Figure 1 is.. Laissez-faire leaders tend to leave their followers to it, they tell the followers what they want and need and let them work it out for themselves. This style of leadership can be great if the staff are trained and no what they are doing but to untrained staff it can just be confusing and cause chaos. All these styles have their own advantages and disadvantages, but they can also crossover and be used together. An example of this would be if a quick decision is needed then a laissez-faire leader would have to adopt an autocratic style. 
Looking at the situation in today’s NHS a laissez-faire leader would possibly struggle as quick decisions are needed. If the nurses are striking, then agency staff need to be brought in. Kurt Lewin (1939) identified three leadership styles, but there are other models with more or different styles Daniel Goleman’s model suggests six styles: commanding, coaching, affiliative democratic, visionary and pacesetting leadership. Commanding also known as coercive or directive, is the style of telling people what to do and when to do it. Affinitive is working harmony rather than worrying about results. Coaching encouraging team members to develop themselves to become better professionally. Visionary is about inspiring people to pursue a long-term vision. Pacesetting where a leader Will act as a role model inspiring others to follow them and finally democratic. (Vasilescu, 2019). Again, these leadership styles can work together, the styles can be mixed to form a better leadership. Looking at the crisis situation in the NHS, Colemans model, A commanding leader would not be useful on the picket line, the NHS staff that are striking would not appreciate being told what to do. However, when looking for a solution to the strike action a visionary leader, could offer the striker’s vision for them to work towards. A pacesetting leader would focus on results and inspire the striking workers to do the same (Vasilescu, 2019).
 Another leadership style is transformational, this style of leadership inspires the team to embrace change and adopt the organisational culture, transformational leaders motivate the workforce without micromanaging, giving the team more room to be creative. Employees are more likely to innovate and embrace change whilst looking to the future of the organisation (What is transformational leadership? 2022). When looking at the report in the lancet on the NHS challenges in their leadership (2021) it appears clear that a transformational leadership style would be appropriate, and it is all about making changes and looking to the future.


4.Effective Leadership Skills

Looking at leadership skills, no matter what the style of leadership, skills are needed to be a good leader. A leader needs followers and without certain skills the leader will struggle to get people to follow. Mumford, Zaccaro, Harding, Jacobs, and Fleishman (2000), have argued that leadership can be understood in terms of knowledge, problem-solving skills, solution construction skills, and social judgment needed to solve organizational problems. A leader must define a problem then gather the information to solve the problem, by planning and formulating ideas. What skills must an individual possess to perform effectively in a leadership role at an organisation? Every individual has their own traits, these traits are characteristics, a way of behaviour and thoughts and feelings. These can certainly help a leader along the way if the traits fit a leadership role. For example, shyness would not be a good trait whereas innovative would be excellent. The traits a leader would have can therefore assist, but it’s the skills that a leader holds that would contribute to how effective they are (Davis, no date). Is leadership learnt or are leaders born to lead?  A theory popularized in the 1840’s by Thomas Carlyle suggested that a true leader will emerge when faced with the appropriate situation, because of certain traits such as compassion, care, honesty and deep moral vision. (Boerma et al., 2017) Maslow’s hierarchy of needs shows what an individual’s needs are. When looking at figure 2, it shows not only the needs of the individual but also the skills a leader needs, including creativity, problem solving, self-esteem and with an individual’s traits plus the skills they have either learnt or innate.  
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Figure 2 (Channell, 2022)
As with leadership styles there have been many models produced examining leadership skills. From self-awareness to self-motivation and all are well documented. The afore mentioned Thomas Carlyle’s great man theory was linked to great men and their actions was referred to for many years and these thinking’s are still evident today. The theory that great leaders are born not made, is based on great men such as Friedrich Nietzsche and Sigmund Freud. The theory’s key elements are traits such as intelligence, sociability, confidence and charisma cannot be learnt so a great leader must therefore be born with them. Ralph Stogdill challenged the idea that many leadership skills are innate, after analysing over one hundred articles on the subject he concluded that good leadership is the result of interaction between an individual and a social situation and not the result of mere traits. but a combination of trait, motivation and abilities. (Sergio Caredda et al., 2022)
The lancet report (2021), looks at what changes are needed in the NHS and from this the skills, needed in leadership can be seen as compassion, as the lancet states that the NHS needs to look at funding for physical and mental health and an aging population. With out compassion these welfare needs may go overlooked. There needs to be strong administrative skills, as research needs to be on going. Interpersonal skills will be essential when getting the workforce though these unprecedented times. Other skills such as trustworthy, integral, good communication and respect will also be important when bringing the NHS back, not to its former glory, but a much improved, model.


5. Challenges to Leadership in Uncertain Times such as in COVID-19 era and cost of Living Crisis.  
With the United Kingdom experiencing uncertain and unprecedented times the leadership of the national health service in the UK is a constant challenge. Still recovering from the covid 19 pandemic there is now a cost-of-living crisis. Where just two years ago the general public were in the streets clapping for the nurses, they are now saying they are short staff, undervalued and under paid. The average nurses wage is below the rate of inflation and also, they are paid less than most of the public sector nursing staff, and this has caused an estimated 17,000 nursing posts to remain unfilled on any given day in the UK (The Nuffield Trust 2022). This has caused strike action over the past few months. This has caused major challenges to the leaders of the NHS but also the leaders of the country. Amanda Prichard, the chief executive of NHS England presents herself as a very confident leader, she knows what she is talking about when it comes to the NHS, as she has worked for them for twenty-five years, she refers to it as nine thousand days. Her pride in the NHS is clear as she boasts about its achievements. Its also clear that she is confident when it comes to speaking publicly and it is noticeable that like Nelson Mandela’s “I have a dream” speech she repeats “we are the NHS” constantly throughout. (YouTube,2022) But with all of her confidence and charisma how will she handle the state of today’s NHS. For all its faults the NHS has been admired by many countries and when it came to tackling the covid pandemic it was second to none, even without the correct safety equipment. 
There have been many models on organisational change, some can be extremely complicated, but Kurt Lewin’s model seems very easy and basic to follow unfreeze, make the change and then refreeze. But don’t let the simplicity fool you, it is a practical plan that can deal with a complex situation (Levasseur 2001). Unfreeze, before you can start you need to understand the problem, and this is where the NHS must understand the waiting times are to long, the nurses are unhappy, there are too many unfilled positions, and people dying whilst on the list for life saving treatment or operations. Amanda Prichard having started her career with the NHS over twenty years ago, would surely have seen the problems long before Strike action was needed. A change is needed, the support of politicians is a must if Amanda is to get government backing on pay rises and NHS funding. The lancet reports that Amanda says she is realistic and optimistic, skills she can use in leading the NHS to better days. The lancet how ever suggest a realist may think progress in the NHS is unlikely under the countries present government.
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(Miller, 2023)

6. Ethical Leadership.


Ethics are morals, values, knowing wrong from right, obligations, and is there justification in actions (Encyclopaedia Britannica, 2023).  Ethics are constantly evolving. What may have been ethical thirty years ago will probably not be ethical today. This is relevant in organisational ethics, thirty years ago the workplace could discriminate on who the wanted to fill a position, for example a female nursery assistant, or a male brick layer. In today’s workplace this is not ethical. Policemen are no longer a thing we now have police officers. Leaders in the workplace should be ethical, being a leader is a responsibility, and the way a leader wants things to be done should be the way they would do things. By saying your company wants to be carbon neutral and turning up to the office in a high emission four by four is a contradiction and brings the ethics into question. The six pillars of character that display ethics are, Trustworthiness, Respect, Fairness, Reasonability, Caring and Citizenship. Each of these six pillars help to instil a culture of kindness in an organisation. (Six Pillars, 2021). How do the NHS compare when looking at ethical workplaces and organisations. In 2017 NHS staff received a letter from the at the time CEO of NHS England thanking them for their hard work during the highly pressurised winter period. It informed staff that plans were being made to ensure the next winter period would be better. The plan was to be freeing up beds and managing A&E demand (NHS England, 2023). Just five years on Euronews reports of patients being treated in corridors whilst ambulances queued outside with patients that had to wait to be seen. In A&E, there are over 13,000 beds being taken up by patients who are medically fit but cannot be discharged as there is no social care for them to be discharged to. This does little to instil the trust in the leaders in the NHS (Euronews,2023). When looking at ethics the question needs to be asked on exactly how ethical is it for nurses to strike when it puts lives at risk, and the other side of the coin, how ethical is it to not give nurses the wages they need to live on. The lancet report talks about social responsibility, funding for mental health for example is needed for the NHS to become ethical. COP26, was a joining of pollical parties that would build changes towards climate change, not just the UK but worldwide (GOV.UK, 2021). One of the topics is carbon emission and the lancet reports that the NHS to be a major carbon emitter, ethics comes in to question again when the NHS are still to be proactive in dealing with this.




7. Conclusion. 
This report has looked at the difference between leadership and management, how the two can cross over but can also be very different. It found that there are various leadership styles and leadership skills, each having their own qualities and advantages, some skills we are born with and some we learn. The report looked at how changes need to be made in the NHS. Confidence has been lost in the NHS, can Amanda Prichard restore this? Making ethical changes is a way forward. Amanda is optimistic but is optimism enough. Leadership skills will be an essential tool for getting the NHS through this crisis, but the leadership style needs to be right. This report has suggested transformational leadership will be best suited, but also visionary and pacesetting would have advantages, showing vision of the future and setting the pace to achieve it. 
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1. MyLearning Outcome. 

Whilst doing this assignment I have learnt a lot about my style of leadership, my initial thoughts were that I had the traits that made me a laissez-faire leader, but as we moved further into the assignment, I found myself to be more democratic. My leadership skills and the way I perform as a leader all lead me to this conclusion. The traits that I consider myself to have are; good communication, compassion or empathy, trustworthy, confident, self-awareness and to a certain extent courage. I would say that some of these have been learnt, but some I was born with. In my youth I was not confident but have learnt that to be a good leader I needed to be more confident. I have struggled with compassion and empathy throughout my life, as I was brought up by parents that were not compassionate. This is something I have had to over come as to show concern for others also shows that you have respect for them. Figure 1 shows many other skills for good leadership some of which I also hold.
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Figure 1 (Memoriesandsuch & Memoriesandsuch, 2021)
When it comes to leadership style if find I am democratic, but I do feel that I should sometimes be more autocratic. Situations I have found myself in could have used a more forceful approach (Chukwusa, 2018). When working in a department store, I was leading the charity group, we had monthly meetings where various charities were discussed and one was chosen to receive the monthly donation. On occasion this became very time consuming as everyone in the meeting had a charity close to their heart. Had I have been more autocratic the meetings would have been not only quicker but easier with less conflict. If I were to be in this situation again, I would make my decision before the meeting was held and the time could have been used for a much more useful topic, for example how we would raise the moneys for the charity. This leads me to conclude there are other traits I must learn to become more autocratic.
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