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[bookmark: _Toc120655435]Introduction

This report is an explanation of leadership, what it means, different styles and their advantages.  The report will use a global HR and Benefits organisation as a case study on how leadership styles affect the employees within that organisation.
The report provides an explanation of leadership style theories.  To make it easier to understand and contrast the differences and similarities in the various styles, such as people-oriented and task-oriented styles, comparative information is included for each of the styles, together with any advantages and disadvantages of each approach. 
Finally, a conclusion, summary of findings and personal reflection. 
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[bookmark: _Toc120655436]Description of the Case Study Organisation

The organisation used in this case study is a global HR and Benefits company.  The company has over 25,000 employees globally (Mercer.com, 2022) who are employed in various departments or specialties.  The structure of the organisation is not hierarchal.  There is a leadership team and also partners and principals.  Each department sets its own targets based on a budget.  However, functions are managed centrally e.g. Human Resources and payroll. 

This organisation has a democratic, people-orientated style of leadership.  This is borne out through their culture and strategy which comes from the leadership team.  This culture encourages personal growth of their employees, diversity of their workforce, flexibility in working patterns and the ability for anyone to grow their skills and move upwards or horizontally in their career.  Colleagues are encouraged to speak up and contribute ideas, many of which are brought to fruition.  The company also requires colleagues to act with integrity and has robust guidelines with regards to environmental and social values and sustainability.  Colleagues are encouraged to look after their wellbeing and bring their authentic self to the workplace. 

The leadership team communicate well.  Information is shared directly to colleagues through global webinars, emails and Q&A sessions.  Every colleague at every level is given the same information at the same time.
[bookmark: _Toc120655437]What is Leadership and Management

The terms leadership and management are often used interchangeably and finding a true definition has always proven to be difficult.  Leadership and Management within business, on the surface, may appear similar however, the roles are entirely different.  In short, leadership has been described as influencing change, while management is described as establishing order to create stability (Northouse, 2018). There are key differences in the two.
[bookmark: _Toc120655438]Management

Historically, a system to manage authority and control issues was required as huge, complex organisations began to grow in the 20th century. As a result, the modern workplace manager emerged, whose primary responsibility was to control the internal commotion in those more complex enterprises. The many procedures which occur at work were brought into order and consistency by managers. Since then, workplace administration and its related procedures have shown a great deal of improvement. (Kotterman, 2006).  A manager’s role can be largely administrative and is also concerned with the management of functions and processes to ensure the smooth running of the organisation.  For example the process of ensuring policies and procedures are followed correctly.

[bookmark: _Toc120655439]Leadership

The beginnings of leadership can be traced back many centuries. However, initially there weren’t many uses of the word leadership.  In the 1980s the use of the word leadership increased by which time, there were 110 definitions (Rost, 1991).  A number of authors have defined leadership for example, according to Malcolm and Hartley (2010) C Barnard defined leadership as “… the quality of behaviour of the individuals whereby they guide people or their activities in organised efforts”.  
[bookmark: _Toc120655440]The Key Differences between Leadership and Management

Below are some of the responsibilities which are usually expected to fall within the role of a leader or Manager:
	Leaders
	Managers

	Implementing change
	Managing Employees

	Strategy and direction of the organization
	Problem Solving

	Direction and vision
	Budgets and targets

	Influence and engage colleagues
	Processes and procedures


(Kotterman, 2006)
[bookmark: _Toc120655441]Leadership Styles

Leadership styles are characteristics and behaviours primarily used when guiding and influencing a group of people.  How these are used determines an individual’s leadership style.

Leadership can be described as trait, ability, skill, behaviour, relationship and behavioural process.  How you think about leadership will influence your leadership style.

Following studies carried out by Kurt Lewin et al, three overarching styles were identified:
· Autocratic (strict and authoritative)
· Democratic (participation and engagement)
· Laissez Faire (delegation and trust)

Motivational theories X and Y also relate to these styles.  

The X and Y theories were introduced by Douglas McGregor in the 1960s (Aithal, 2016).  These theories are also rooted in transactional and transformational styles.  Theory X closely relates to an autocratic style while Theory Y is more democratic.
[bookmark: _Toc120655442]Theory X
The X model theorises that people generally tend to be lazy and are not capable of or cannot be trusted to work on their own initiative and will only work for financial reward.  This model, which is task-related and speaks to more extrinsic motives, argues that the best way to manage people within an organisation is by ensuring they are supervised, and given strict directions and that the leader’s decisions are final.  This also relates to the lower end of Maslow’s Hierarchy of Needs (see Appendix). 

[bookmark: _Toc120655443]Theory Y

The Y model believes individuals are not lazy and that they are perfectly capable of self motivating and performing with minimal supervision to complete the tasks which they have been given.  This theory believes that people are creative, welcome responsibility and the opportunity to work towards, and complete, their goals to the best of their ability. The satisfaction of completing a task and seeing the end product of their work is the reward they seek.  This is a people oriented style of leadership and the employees are usually working for intrinsic rewards such as completing a task well or reaching the next level of competence in a particular role. This is a transformational style which means the leadership are invested in increasing the self esteem of members of their workforce.  This theory relates to the uppermost tiers of the Maslow hierarchy of needs.

A leader’s style will also most often fall into one of two categories: people-oriented or task-oriented.
[bookmark: _Toc120655444]People-Oriented	

A people-oriented leader is people and relationship focussed.  It is interested in developing the whole person rather than just completing the task at hand.  He or she will be concerned with the wellbeing, self development and empowerment of their team members and will focus on the “people” elements within a project.  This means they ensure they are building relationships with and amongst the team.  Effective communication with team members is important.  
[bookmark: _Toc120655445]Task-Oriented

Task-oriented leaders are task or project focussed.  They are motivated by the goal and achievement of that goal.  They lead with a structure and strategy which is designed by them and which their team is expected to follow with no deviation or innovation input from any of the team.  This can mean a quite rigid structure which doesn’t take account of people relationships and they only focus on “getting the job done”.   
	People-Oriented	 
	Task-Oriented 

	People focus	 
	Project focus			 

	Not goal motivated	 
	Goal and achievement motivated 

	Casual structure 
	Rigid structure / Leaders decide structure/strategy 

	Values improving relationships	 
	Focuses on meeting targets 

	Prioritises self development and improvement of individuals 
	Priority is getting the job done and meeting targets 



The company used in this case has a transformational, people oriented style of leadership.  Colleagues are encouraged to not just complete the work but also be mindful of their wellbeing and personal growth.  Social factors affecting employees outside of the workplace are very much taken into account with flexible working and hybrid working allowing colleagues to work remotely or within an office dependant on their circumstances.

Although the company does offer a benefits package, colleagues are encouraged to take their career in the direction they choose regardless of this.  The intrinsic rewards make a difference to the work environment and to the loyalty of colleagues, many of whom arrive after graduation and stay through until retirement. 
[bookmark: _Toc120655446]Advantages and Disadvantages of each Style

There are advantages and disadvantages to both styles such as:
· A task oriented leadership will likely be very productive and undoubtedly get the job done.  However, there may be low morale and internal conflict.   The focus on the bottom line and being productive in order to achieve the best outcome is great in terms of business and the company but means the well-being, development and happiness of the team can be overlooked and result in a high staff turnover.
· A people-oriented style may see a happy and developed workforce but can mean sometimes targets may not be met and the flexibility of this structure can be misused.  This style of management can bring good results in productivity as well as having empowered and knowledgeable employees who will want to remain loyal to the company. On the negative side, workers may not be able to thrive in an environment with no firm structure and sometimes this style of leadership can be taken advantage of and the freedom and trust abused.
[bookmark: _Toc120655447]Effective Leadership

There is no real measurement of leadership effective.  In 2006, Oyinlade wrote that “leadership effectiveness is manifested as a relative judgement predicated upon both description and evaluated characteristics (Oyinlade 2006).  In other words, there are traits and skills which an individual should possess in order to be considered an effective leader.  The list of traits is very long.  
[bookmark: _Toc120655448]Traits

The key traits are very much dependent on the industry or business.  However, some which are generic to all businesses and which point to effective leadership: 

Intelligence – knowledge, perception and ability to analyse and think critically.
Confidence -  positive self image and belief 
Influential – ability to influence the organization to achieve objectives
Determination – focused and driven to achieve a vision
Sociability – ability to build good social relationships
integrity. – strong principles and ethics
(EU Business School, 2021)

The Leadership team in the case study company display the traits listed above and many others.  Colleagues are expected to act with integrity at all times.  They are well-respected and colleagues for the most part are happy to follow their guidance and believe in their vision.  
[bookmark: _Toc120655449]Ethical Leadership

Ethical leadership means guiding your followers with honesty and making good decisions.  The leader should be prepared to make decisions and be accountable.  Ethics refer not just to responsibilities to the company and its colleagues, it also refers to political issues, the quality of the products which they may sell, the methods used to produce the product and the affects this may have on the public and the environment.  Leaders are expected to guide their colleagues to ensure harm is not caused by their product, their policies or their processes.

In the case study company, the issue of ethics arose from the Ukraine/Russia conflict.  Due to the nature of the conflict, the case study company leadership chose to withdraw business from Russia in support of Ukraine due to the humanitarian issues which were unfolding.  However, they still had a duty of care not just to those in Ukraine, but also to colleagues in Russia.  The leadership chose to use language which didn’t ostracize Russian nationals and also offered support to colleagues in both regions.

The leadership was honest and transparent about their decisions and why they had been taken
[bookmark: _Toc120655450]Leadership in Times of Crisis

Due to the focus on tasks and the need to be almost regimentally organised in a crisis situation such as COVID, a task-oriented model would best suit circumstances such as this.  This is because having someone to take charge and manage tasks to ensure everything remains on track and all colleagues are aligned is particularly important.  In these circumstances a task-oriented mindset can result in improved productivity and some efficiency.  However, this style of leadership shouldn’t be encouraged in the long term as it can lead to low morale.  

The case study company has a democratic leadership style.  During COVID the major issue which affected the company was people related.  A lot of people were suffering ill health, financial crisis and mental health issues due to the lock down. To combat this, a hybrid of task and people related style of leadership was organically implemented.  COVID was the catalyst which brought many of their already existing policies and their planned digital roadmap to the fore.  Some of the things which were put in place to help colleagues were, flexible working, non-reporting of absence due to illness, funds for those who suffered financially due to COVID, greater emphasis on remote working, COVID testing and fast-track to wellbeing services. This enabled the workforce to continue working at its best.

During the current Ukraine/Russia conflict, as a global company, the company needed to ensure the wellbeing of safety of colleagues in both Russia and Ukraine and were able to offer support to both with regards to the people related issues they were facing as well as managing how continue manage tasks.  Some elements needed to be task focused to ensure that, as a health benefits company, they were always ahead of the curve.  This meant that there were elements of task-focus.  However, this was backed by the very flexible working and the increase in focus on mental health awareness and work-life balance.

The use of this style of leadership ensured colleagues were able to function at the maximum.  An employee survey showed that colleagues very much appreciated the way in which their leadership team had handled the crisis in terms of work.

[bookmark: _Toc120655451]Conclusion

Leadership and its meaning have evolved over the years.  It makes sense that leadership has moved from a position of dominance to one of guiding their organisation.  As new and emerging styles continue to emerge, leadership will likely evolve further, as expected in a modern world.  This report concludes that a strong leadership is very important in any organisation.  However, it is also important to ensure managers are skilled as they will be directly in contact with employees on a daily basis.  

Many of the different traits inherent in each leadership style can be useful in the evolving business world and workplace, such as; integrity, sociability and emotional intelligence.  

Ultimately, this is a business which needs to be productive and it therefore makes sense to have a balance of the desire to hit targets combined with an empowered leadership which has strong relationships with colleagues to harvest loyalty from colleagues and haver a productive workforce. 

The case study company has shown a people-related strategy to be beneficial along with the ability to shift to a hybrid of people and task-related in times of crisis.  It is important to have balance in leadership styles.  The ideal leadership style in a business environment needs to be adaptive and therefore a hybrid of people and task-oriented leadership is essential.


[bookmark: _Toc120655452]Reflective Report
[bookmark: _Toc120655453]Emergent Leadership Skills in the Workplace Module

In this report, I will be reflecting on my learning experience and attempting to analyse what I have learned and whether there are any things I could have changed or things I can do after the fact.  
[bookmark: _Toc120655454]Gibbs Reflective Cycle

I will be using Gibbs reflective cycle (see an example of how the cycle works in figure 1).  This framework can be used to analyse experiences.  The framework was introduced by Graham Gibbs in 1988 and was based on the work of David Kolb who created an experiential learning cycle in 1984 (Potter, 2015).

Figure 1
[image: ]

[bookmark: _Toc120655455]Description of Learning 

The purpose of me returning to study at this point in my life is to improve my chances of progression in my current role.  When starting this module, at first glance, I didn’t believe there would be anything I could take from this which would translate into useful learning for my current role.  I wasn’t particularly looking to lead a company.  However, I soon realised that leadership is about much more than leading a company.  We learned about leadership styles and traits and the model which resonated most with me was the idea of Democratic leadership the transformational style and the Y theory.  As opposed to a Authoritative, transactional style and the X theory.  The lecturer encouraged us to carry out an assessment to find our leadership style and this showed me that I was a democratic leader with a leaning towards people-orientated task management.  This made sense based on how I manage my role and interact with colleagues.
[bookmark: _Toc120655456]Feelings

I felt engaged with the subject and was happy to understand that the traits and style attributed to me by the assessment matched my experience in my work.  It was encouraging too since I often doubt myself.  I would have liked to have learned more about leadership skills and traits from the perspective of more recent contributors since we always seemed to reference scholars and contributors from many years ago.  The business world has changed a lot and although some aspects are still relevant, that is not always the case.
[bookmark: _Toc120655457]Evaluation

I enjoyed the case studies and working through answers to what would be the best course of action in particular scenarios.  The interactive elements of the class were some of the most constructive and more lessons like this would have been great. 

Although there were a lot of discussions in the class, I didn’t feel this was always productive and I believe this should have been brought under control in the early weeks.  I believed that my learning would have been enhanced by the use of “knowledge checks” to see how much of what was being taught was being retained.  There is a lot of information to take on board in a short period of time and despite notes, the information you write down may not be the information that is needed when it comes to writing a report.

I found the videos of the class and information on Moodle very useful to look back on for revisions purposes.  However, as in previous years, the most challenging aspect has been navigating the library.  This has been an obstacle regardless of help from library services. The reading list often contained titles which weren’t available in the library and purchasing them would have been very expensive.


[bookmark: _Toc120655458]Analysis

The learnings have been very useful in my work.  We are currently going through a migration to sharepoint online.  It’s a huge task with many elements.  As part of this, I have been responsible for many tasks and although this doesn’t classify me as a leader, the learnings on the module have helped me to look more closely at tasks and the role being played not just by me, but also by my colleagues and to be more conscious of how the work is affecting the entire task team.  As the world of work is changing at what seems like a much faster rate since COVID, good leadership is important.  According to Gill (2002), many organisational changes in the past have failed due to poor leadership, rather than the change itself.  This is the reason why it is so important to continuously improve and look for learning opportunities to ensure I am aware of the latest methods and to help try and be ahead of the curve.
[bookmark: _Toc120655459]Conclusion

I enjoyed the class however, due to ill health I don’t feel I got as much as I could out of the learning experience.  I had no choice but to attend remotely as I didn’t feel supported on campus. 

I have to understand parts of my characteristics which I would not have said were present if asked.  So this module has taught me a bit about myself and how I approach work tasks.  I believe that I am someone who is suited to giving guidance and training to others.  This may be in the form of counselling rather than teaching but I believe this is something I should explore.


[bookmark: _Toc120655460]Appendix- Maslow’s Hierarchy of Needs
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