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[bookmark: _Toc112511506]Introduction
[bookmark: _Toc112511507]Management of organisations is the ability of managers to set goals and achieve them. The way these goals are achieved turns managers into role models and vice versa. The purpose of the assignment is to present the Situational, Transactional, and Transformational leadership theories, and to analyse as an observer how they are been used in the day-to-day management of the organisation aim of the research – Burberry PLC, luxury fashion house. A reflection of my own leadership abilities will be made, and Development plan will be presented.
Brief information about the selected organisation
One of the leading British companies in the production of luxury fashion products is Burberry (Burberry, 2022). The main management office is located in London, and the purpose of the company is to produce fashionable clothes, shoes, glasses and, in general, all kinds of fashion accessories.
Burberry is represented in the largest outlet shop centre in Great Britain – Bicester Village (Bicester Village, 2022). Eleven people work in the store. The store is managed by a General Manager (GM) and an Assistant Manager (AM). The store sells certain goods from the Burberry collection that are scheduled for sale at lower prices.
For this reason, the interest on the part of buyers is huge. Relationships between team members have been observed for more than a year. I was part of the sales team for a year, having been hired without any training or experience. Thanks to the leadership skills of the managers, I was able to build knowledge and leadership abilities. These relationships can be attributed to the leadership theories described below.
[bookmark: _Toc112511508]Review of leadership and management theories and models 
In management practice and theory, many leadership theories and styles find application in practice every day. The presentation below presents the main three that are carried out in a particular form in the organisation selected for research - Burberry.
Situational leadership emphasises the importance of some factors influencing the leadership process. Theories that use this approach are concerned with how the situation in which the leader and the group find themselves affects leadership behaviour. It is assumed that the style or behaviour adopted by the leader depends on the context and the particular situation (Western, 2008). 
One of the situational leadership theories developed by Paul Hersey and Kenneth Blanchard is known as the life cycle theory, in which the concept of maturity is the main focus. In this case, it means people’s ability and willingness to take responsibility for their own behaviour (Buchanan and Huczynski, 2017). Hersey and Blanchard’s situational leadership theory uses two main leadership behaviours - “Directive Behaviour” and “Supportive Behaviour”:
· Directive behaviour (task orientation) - the extent to which the leader tends to set goals for his employees, organise and structure their work, train and explain how to do the work in the best way, and control.
· Supportive behaviour (orientation to relationships) - the degree to which the leader tends to maintain personal relations with his subordinates, actively communicate with them, provide them with support, predispose them and make certain decisions together with them.
The two behaviours, depending on whether they are high or low, form the four basic leadership styles according to the rules of situational leadership. The four leadership styles, according to Hersey and Blanchard (1988) situational leadership theory are:
· Telling – provide specific instructions and closely supervise performance.
· Selling – explain decisions and provide opportunity for clarification.
· Participating – share ideas and facilities in decision making.
· Delegating – turn over responsibility for decisions and implementations.

Transactional leadership, also known as “managerial leadership,” focuses on the role of supervision, task performance, and the use of rewards and punishments to motivate people.
To get the most out of his employees’ work, a manager usually offers something they desire (or want to avoid). In return, employees offer their efforts, time and expertise. Such a style is known as “transactional leadership”. In it, in order to do the work well and for there to be good interaction between leader and followers, certain “transactions” have to be carried out, i.e. exchanging something one party wants for something the other party wants. 

This leadership theory was first launched by the sociologist Max Weber in 1947 and was further developed by James Burns and Bernard Bass, who created the opposite concept of the so-called “transformational leadership” in the 1970s and 1980s (Bass, 1985).
Transactional leadership is based on the following principles:
· People work best when it is clear who is in charge and who is responsible for what;
· An employee’s primary duty is to obey his supervisor;
· Rewards and punishments motivate people;
· Subordinates must be closely monitored to ensure that they perform to the expected standards.
Transformational leadership is a style that engages employees in order to identify the need for change, create an inspiring and motivating vision, and take the necessary actions to achieve the desired results. Mullins states, “Transformational leadership, by contrast, is a process of engendering higher levels of motivation and commitment among followers” (Mullins, 2010). Other prominent authors in the field of transformational leadership suggest that it is made up of four main characteristics (Dionne et al. 2004).
 - Intellectual stimulation is the ability to make others see things they do from a different perspective.
 - Idealised influence - perception and vision about the organisation’s mission and vision.
 - Individualised consideration - related to skills and talent development.
 - Inspirational motivation - is related to putting professional before personal goals.
The theoretical statements of the presented theories will be tied to the practical reality of Burberry below.

[bookmark: _Toc112511509]An application of these theories and models to the leader of Burberry
Burberry is a successful English brand that sets goals for its employees and pays them extra money when they are fulfilled. It has already been mentioned that eleven people work in the shop. The store is managed by a general manager (GM), who reports to the central General Manager of the main office in London and by his deputy - the Assistant Manager (AM). 
According to my personal observation as a sales assistant in the store, after the Covid - 19 pandemic, many employees of luxury goods stores left the sector due for a number of reasons, such as closed physical stores, etc. The resumption of the luxury goods trade caused staffing difficulties for a time. This labour crisis did not escape Burbary either. The situation is as follows - out of 11 people in the store in Bicester Village, two are managers, four are employees with sales experience with luxury goods, and only one of them worked at Burberry before the pandemic. The rest are people without experience, like me, in the sale of luxury goods. It is interesting to note that the GM espouses a philosophy which states that it is better to hire new personnel without experience and train them. That’s why five people of the staff, or close to fifty per cent, are people with zero experience hired through agencies.
Personally, I had the opportunity to observe the manifestation of the leadership skills of the two managers - GM and AM, regarding personnel management. I found their approach and leadership style to be quite different for the same situations.
For example, one day, the only employee who had previous sales experience at Burberry (Employee X) did not come to work. At the last moment, he called to say that he had personal reasons. This is an employee who has the same seniority as AM but, for certain reasons, was not promoted. The next day, the reaction of the two managers was totally opposite as a behaviour.
For the first time, I observed how the situational leadership style - Selling was put into practice. The GM found that the employee was highly demotivated by the boss’s behaviour due to the fact that he believed they had promoted the less experienced AM than him. The GM assured him that this should not stop him from working and even offered him an alternative. It offers him the role of a mentor to guide the new employees in their work, and of course, he is most likely offered a bonus for this. This gives new motivation to employee X, and he, in turn, earns twice as much motivation as before. 
AM acts quite authoritarian due to the situation that has arisen, and in my observations, he begins to use the Telling style of Hersey and Blanchard. His behaviour becomes typically dictatorial with the manifestation of orders without considering the needs of employees. He even expressed the opinion that X’s undermined the work of Burberry and the entire team, and this employee should be fired.
In terms of GM style, I personally believe that I observed typical transactional leadership behaviour where employee X was not officially promoted by the company, but the position he wanted was achieved. Informally, he is declared a leader, and in exchange for employee X, he begins to work diligently and puts his professional goals before personal interests. In my opinion, there was a direct transaction of needs from the GM to employee X - he served as a motivator for the new employees, and the GM’s authority was even raised to a new level. And from employee X to the GM - as he receives his promotion, albeit unofficially.
Another main effect of the GM’s management that I observed was that, with his behaviour, the GM could be called a transformational leader. He succeeded with his strategic move in a critical situation to transform employee X from a defiant personality into a motivated and highly committed follower. This was achieved through the so-called intellectual stimulation - the person ignored the fact that he was not promoted and, after considering the facts, thanks to the GM from another angle, earned twice as motivated.
On the other hand, another type of transformational leadership was used as a role model for new employees. Inspirational motivation - this approach on the part of the GM was able to put employee X’s professional interests above the personal ones.
AM is a leader with pronounced authoritarian qualities. Therefore, it can be said that his reaction is not wrong in a typical transactional model of store management. In this model, most money comes from most sales, and in this case, work is hampered by a lack of experienced staff. 
One of the main reasons for this is that the GM, with his charisma and experience, manages to involve his supporters in implementing the goals. Moreover, in this way, he succeeds in motivating the sales assistants to complete the tasks voluntarily, but they know that if they have to be absent in the future, they will be able to count on GM to cover them. This transforms their way of working and turns them into complete professionals.
[bookmark: _Toc112511510]Analysis of personal management style
The following conclusions can be drawn from the presented situation and the observed reactions. These conclusions can be compared with my behaviour in teamwork drawn from the experience so far. The indicated findings reveal the areas in which I must develop to achieve successful leadership.
First, I definitely feel that I do not have enough experience as a leader so far, but I support the GM’s actions regarding employee X. I strongly hope that in the future, through charisma, experience and successful leadership negotiations, I can achieve the same democratic style of management where employees feel committed to professional goals much more than personal ones. The skills I need to improve are related to the ability to negotiate, to be more flexible in dealing with unexpected situations, to become an inspirer and motivator and in being able to negotiate confidently in difficult moments.
Second, I do not support the behaviour of AM, who, in my opinion, fails even in a target organisation like Burberry to motivate and guide employees in the right way. I do not think this is my management style because of the high dose of disengagement with employees. AM, in my opinion, is closer to the organisation than to the employees. This emphasises a personal vendetta against employee X, and this is unacceptable in business environments.
In general, it can be said that this  specific situation represents a very ordinary case of the practice of the Burberry store. Literally, this could happen any day. The reaction of managers and the leadership styles they use turn the experienced manager into a leader. Many authors of classics in the field of management try to present the leader’s most successful qualities and skills (Armstrong, 2016). With their help and thanks to the conducted observation, I believes that the most important qualities and skills are: flexibility, communication, negotiation skills, involvement through personal example, support and experience. Appendix 1 proposes a Leadership development plan showing how these qualities and skills would be acquired.
[bookmark: _Toc112511511]Conclusion
In conclusion, it can be said that multiple leadership styles can be used in managerial practice. Each of them has advantages and disadvantages. It could hardly be considered the best or the most successful of them. As soon as we understand a given situation, the adequate one should be chosen. That is why the situational leadership style, in combination with the others - transactional and transformational leadership - form the complete appearance of a successful manager, turning him into a leader.
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It was mentioned that a leader must possess many qualities, but the most important are flexibility, communication, negotiation skills, involvement through personal example, support and experience

	My Leadership Objectives
	What leadership activities do I need to undertake to achieve my objectives?
	Where will I develop my leadership to achieve my leadership objectives?
	Target date for achieving my objectives

	To become more flexible to the work situation.
	This skill requires knowledge and experience. Routine gives confidence that any difficult situations can be adequately managed. Experience is acquired with the right education and qualification, combined with a sufficiently long work experience. Now, in my field, I do not have long enough experience managing people.
	It is a known truth that one learns while living. It is the same with workplace experience. However, to be able to say that a person is a specialist in a given field, they must have spent at least three years at the same workplace. If I have three years of work experience as a manager, it can give me the confidence to handle any difficult situation and become a leader. A leader who flexibly approaches and solves problems situationally.
	Three and more years

	Improving management communication
	In the process of my studies, I learned a lot about business communication. In practice, this is the ability to listen to the other participants and respond effectively to the real business situation. This skill should be constantly developed since the business situation is constantly changing.
	A lot of knowledge I gained in the learning process, but most of it requires constant observation and analysis of the environment. A specialised course in Effective Business Communication would be particularly helpful in developing this skill.
	The near one year

	Improving the skill of effective business negotiations
	This skill has also been studied in the business course of my studies so far. However, additional knowledge in intercultural negotiation would be particularly beneficial for future leadership development.
	An additional specialised course in business negotiations would be particularly useful. It could also include topics related to business negotiations carried out online, as well as effective platforms for conducting business negotiations - Zoom, Microsoft Teams, etc.
	The near one year

	Improving motivational coaching skills
	It represents the ability to bring out the best in others and have these skills benefit everyone. A personal example is especially important here. Coaching is a must, in my opinion, to achieve ultimate success as a leader.
	Professional Coach Leader Certificate
	From three to five years
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