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[bookmark: _Toc235994802]Introduction 

Contemporary organisations require effective leadership that is a conscious combination of strategic awareness, emotional intelligence, and evidence-based practice. As the workplace becomes more complex with diverse teams, changing regulatory requirements and greater accountability, managers need to think critically and apply the right leadership styles to improve performance and organisational culture. This assignment explores these themes by way of a systematic evaluation of my own leadership practice. It employs recognised management theory and reflective models to assess the impact of my behaviours, decisions, and interventions on outcomes within my professional context.
This assignment has a dual purpose. Firstly, it aims to demonstrate good understanding of key concepts of leadership relevant to ILM Level 5 such as motivation, communication, problem solving and creating psychologically safe environments. Secondly it offers an opportunity to apply these concepts to real life workplace situations and thus a better understanding of how theory is applied in practice. I will use specific examples from my role to identify what my strengths are, areas for development and opportunities to improve my effectiveness as a leader. This approach to working encourages ongoing professional development and is in line with ILM’s emphasis on the development of managers who are self-aware, flexible, and able to lead with integrity.
I will continually assess the impact of my actions on colleagues, the organisational processes, and the overall performance of the organisation. There will also be consideration of how external factors such as organisational culture, policy requirements, and stakeholder expectations impact on leadership practice. The insights will feed into a set of practical recommendations to enhance my leadership capability and to positively contribute to the goals of my organisation. The assignment aims to show not only theoretical understanding but also a commitment to applying learning in a meaningful and sustainable way.
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[bookmark: _Toc235994804]Criticality in Organisational Analysis

Criticality is not just about describing theories or organisational practices; it is about evaluating evidence, questioning assumptions, comparing alternative viewpoints, and making balanced judgements based on evidence. Critical thinking involves weighing the pros and cons of information before coming to reasoned conclusions (Cottrell, 2023). As Moon (2004) notes, management decisions are seldom about right or wrong but about juggling competing priorities. Critical analysis enables managers not only to know whether organisational strategies work, but also why they work, where they do not work and how they could be improved.

The importance of criticality is particularly stressed for Cartrefi Cymru Cooperative as success cannot be measured only by financial performance or operational efficiency. Unlike commercial organisations, Cartrefi provides social care services that aim to enhance independence, wellbeing, dignity, and community inclusion for people with autism, learning disabilities and mental health needs. Therefore, customer value must be measured from a range of perspectives, including service users, families, commissioners, regulators, and employees. Quality is viewed differently by different stakeholder groups, making organisational decision making far more complex than in profit-driven organisations.

Critical approaches also acknowledge that management initiatives tend to produce both positive and unintended results. For example, Cartrefi’s model of cooperative governance encourages democratic participation by enabling members, colleagues and people supported to have a say in organisational decisions. This brings accountability, transparency and ownership by stakeholders and reinforces the cooperative principles on which the organisation was built. However, involving many stakeholders in the decision-making process can lengthen the consultation process and constrain the responsiveness of the organisation when quick operational decisions are needed. So, participation will increase customer value through increased trust and engagement, but too much consultation may decrease efficiency if decisions cannot be rolled out in a timely manner.

Critical thinking therefore encourages managers to move beyond simplistic assumptions that customer-centric initiatives always improve organisational performance. Instead, evidence should be used to assess whether organisational strategies do genuinely improve customer outcomes, while being financially sustainable and operationally effective. For Cartrefi this means balancing cooperative values and regulatory requirements, financial pressures, workforce capacity, and changing customer expectations.

[bookmark: _Toc235994805]Factors Influencing Customer Value

Cartrefi’s customer value is shaped by external pressures and internal capabilities. In social care value is not just about cost but about wellbeing, safety, dignity, independence, and quality of life. It is affected by economic, political, technological, organisational, and social factors.
Economic conditions is a key factor for quality of services. Providers are under pressure from rising inflation, wage costs, and limited public funding, reducing opportunities to invest in staff development and innovation. But strong leadership and resource management can protect frontline services, showing that customer value is about more than funding; it is also about strategic decisions.

Political and legal factors also affect value. The Welsh Government’s policies encourage person-centred care (Welsh Government, n.d.), whilst Care Inspectorate Wales (CIW) regulations ensure quality, safeguarding, and accountability (Care Inspectorate Wales, n.d.). Compliance improves safety and public confidence, but the additional administrative burden can detract from time available for direct care. A balance between regulation and person-centred practice is required.

Another key factor is workforce capability. Skilled and empathetic staff improve the patient experience, but recruitment difficulties and high turnover can erode continuity of care and trust. Cartrefi tackles this through wellbeing initiatives, leadership development, and professional training, although wider labour market challenges persist.

Technology supports customer value by systems such as Nourish Care, Equals Money and Money Carer, improving record keeping, communication, governance, and safeguarding. But technology should be used to enhance, not replace, face-to-face relationships, especially for people with a learning disability who need personalised support.

Social expectations are also changing, with customers and families increasingly demanding greater independence, inclusion, choice, and involvement in care planning. At the same time, commissioners are concerned with measurable outcomes and accountability and efficiency. Cartrefi must balance these competing demands through evidence-based decision making and continuous adaptation to maximise customer value.

[bookmark: _Toc235994806]Theoretical Perspectives of Customer Value

Although several management theories help to explain the factors that influence customer value, none of them captures the complexity of social care organisations. Critical evaluation should therefore compare theoretical perspectives instead of relying on a single framework.

Aguilar (1967) argues that organisations should engage in environmental scanning to constantly observe political, economic, social, and technological developments when making strategic decisions. By showing how the external environment can affect the success of the organisation his work provided the framework for subsequent types of analysis such as PESTEL analysis.

This view is particularly relevant to Cartrefi as government policy, changes in the demographics, availability of the workforce and commissioning arrangements have a direct impact on service delivery. Continuous environmental scanning allows managers to anticipate future problems rather than respond to them. For example, knowing about emerging workforce shortages or policy reform means recruitment, training or service redesign can be planned for earlier.

However, whilst these strengths are apparent, Aguilar’s framework is more focused on identifying environmental influences than explaining how organisations should respond to them. But environmental scanning alone does not ensure successful organisational change. Managers need to understand internal organisational capabilities and barriers before effective strategic decisions can be implemented.
Lewin’s Force Field Analysis (1951) addresses this limitation, recognising that organisational change is a result of interactions between driving and restraining forces. Co-production in Cartrefi is underpinned by cooperative governance, technology innovation, leadership commitment, growing public expectations for personalised care and policy support for co-production. Restraining forces include financial limitations, workforce scarcities, resistance to change and increasing regulatory complexity.

Lewin’s model is useful in the sense that it encourages the manager to increase the driving forces and decrease the restraining forces. The model does not assume that change is an improvement but recognises the need to manage resistance for an organization to be successful.

Critics, however, argue that Lewin’s model assumes that change in organisations happens in stable stages. Today's social care environments are characterised by continuous change, not isolated change initiatives. This means that organisations such as Cartrefi may need more flexible approaches that enable continuous adaptation rather than periodic organisational transformation.

Another important viewpoint is customer-centred management (Shah et al., 2006), where organisations achieve sustainable success by focusing strategic decision-making on customer needs, not just financial performance. This fits very much with Cartrefi’s co-operative philosophy of involving people supported, colleagues and members in governance and organisational development.

However, full customer centricity is difficult to achieve in social care. Managers are faced with safeguarding duties, regulatory requirements, workforce limitations, financial constraints, and commissioning contracts all at the same time. Thus, choices that create value for one group of stakeholders may destroy value for another. For example, greater customer choice may sometimes conflict with duties to protect or available resources.

These theories together show that we go beyond understanding customer expectations and achieve maximum customer value. Successful organisations must integrate effective leadership, stakeholder engagement, organisational capability, and environmental awareness while understanding that customer value is always changing with the economic, political, and social conditions.

[bookmark: _Toc235994807]Optimising Customer Value 

To maximise customer value, it is necessary to understand both current expectations and how they change over time. Commercial value is often expressed in terms of price, quality, and convenience, while social care value is more broad-based, including dignity, independence, emotional wellbeing, trust, and meaningful participation. Therefore, the Cartrefi Cymru Cooperative creates value not only through the delivery of care but also by supporting improved life outcomes and autonomy.

Almquist et al. (2016) present the Elements of Value Framework with four dimensions: functional, emotional, life-changing, and social impact. It stresses that customers evaluate services in terms of tangible and intangible outcomes. Cartrefi provides functional value through reliable support, safe practice, effective planning, and safeguarding. Respectful, empathic, and empowering relationships provide emotional value and are reinforced by cooperative principles that promote active participation. It is the creation of life-changing value, as people gain independence, employment, relationships, and inclusion in the community. Social impact value measures the wider contribution Cartrefi makes to equality, reducing isolation and community participation in line with Welsh policy and co-operative values.

Almquist et al.’s model is comprehensive but assumes organisations can resource all four dimensions consistently. In social care, financial pressures, workforce shortages, and increasing demand often mean that essential services take precedence over more general life-enhancing outcomes.

Reliability, responsiveness, assurance, empathy, and tangibles of Parasuraman et al. (1988) SERVQUAL model also affect perceived value. Reliability is important because the people you support need to be able to rely on consistent relationships, and empathy is fundamental to personal, meaningful support. However, SERVQUAL's commercial origins limit its usefulness because social care clients are often unable to choose providers and outcomes such as confidence or independence are difficult to measure with traditional indicators.

Morgan and Hunt (1994) Commitment‑Trust Theory further highlights that long‑term relationships enhance customer value. Supporting staff with medication, finance, independence, and safeguarding is built on trust.” Cartrefi’s cooperative governance builds trust through transparency and shared decision making. But relationship-based care takes time, continuity, and experienced staff, which is proving a challenge with recruitment and retention pressures.

Lemon and Verhoef (2016) state that the customer journey perspective implies that value is created through all interactions before, during and after the service delivery. Referrals, assessments, communication, reviews, complaints, safeguarding responses, and everyday interactions all contribute to perceptions. So, consistency throughout the entire journey is critical. One-off positive experiences will not make up for repeated failures in communication.

Collectively, these theories suggest that technical competence alone is insufficient to maximise customer value. Sustainable value is based on the consistent delivery, trust relationships, emotional support, meaningful outcomes, and ongoing engagement across the entire customer experience.

[bookmark: _Toc235994808]Customer Value: An Understanding

Customer value is a fundamental concept in modern management, as it determines customer satisfaction, reputation, and the long-term sustainability of the company. Although it has its roots in marketing, it now encompasses emotional, social, and experiential outcomes. This is especially the case with Cartrefi Cymru Cooperative, where success is about improving people’s lives, not creating profit.
Woodruff (1997) defines customer value as the customer’s evaluation of the extent to which a service helps him or her to achieve their goals. Thus, the definition of value is placed with the customer, not the organisation. Similarly, Kotler et al. (2024) define value as the perceived benefits minus the perceived costs. Costs in social care include emotional stress, uncertainty, barriers to access, waiting times and the effort involved in engaging with services. Benefits include confidence, independence, inclusion, dignity, and wellbeing.

The theories applied to Cartrefi show the complexity of value creation. Commissioners want measurable outcomes, compliance, safeguarding, and value for money for the public money. Families want professionals who are communicative, consistent, professional, and reassuring. People receiving support value independence, relationships, choice, dignity, and participation in the community. These different expectations mean that decisions that add value for one group may take value away from another. For example, digital systems may improve efficiency for commissioners but create barriers for people who rely on face-to-face communication.

Managers must balance competing priorities, reflecting the ethical, financial, and operational realities of social care. Furthermore, Lemon and Verhoef (2016) argue that value is created across the whole customer journey from referral and assessment to daily support, reviews, and complaint resolution. A steady stream of positive experiences builds satisfaction, trust, and organisational reputation.

And customer value, too, is dynamic. With person-centred care, co-production, equality, and independence being so prominent in Welsh policy, so are expectations. Therefore, organisations need to adapt beyond minimum regulatory compliance to reflect changing needs, demographic shifts, technological developments, and policy priorities. Traditional value theories also assume customer choice, but many social care services are commissioned, and customers cannot easily change provider. Loyalty may therefore reflect necessity rather than satisfaction, reinforcing the importance of qualitative outcomes such as wellbeing, independence, confidence, and participation.

The customer value in Cartrefi is a dynamic process, a joint process that balances the expectations of different stakeholders and at the same time keeps in alignment with cooperative principles. The theories of Woodruff (1997), Kotler et al. (2024) and Lemon and Verhoef (2016) provide valuable insights but require recognition of the distinctive nature of social care, where personalised support, meaningful relationships and improved quality of life define organisational success. Cartrefi can maximise customer value in the long term and remain responsive to future challenges by continually reviewing expectations, investing in the capability of staff, and using person-centred practice.
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[bookmark: _Toc235994810]Critical understanding of quality management

Critical understanding is not merely describing organisational practices but evaluating them. Critical thinking is the ability to question assumptions, analyse evidence and draw balanced conclusions using informed judgement (Cottrell, 2023). Moon (2004) also says that management decisions are made in reflection of multiple perspectives because organisational problems seldom have easy answers. In quality management, this means determining whether quality systems improve customer outcomes or simply show compliance with policies or regulatory requirements.

Quality management for Cartrefi Cymru Cooperative is particularly challenging because success cannot be measured just in terms of inspection results or organisational performance indicators. As a provider of social care services quality must also be measured on whether services support independence, dignity, wellbeing, and community participation for the people supported. Therefore, quality management is not just a matter of regulatory compliance, but also a way to facilitate improvements in the long-term outcomes for the customer.

A critical perspective also recognises that different stakeholders define quality differently. Commissioners are often interested in measurable outcomes, financial accountability, protection of performance and regulatory compliance. People who are supported are more likely to assess quality in terms of their experience of dignity, choice, independence, and meaningful relationships. Families tend to measure quality by the communication, professionalism, and confidence that their loved ones are receiving safe and consistent care. Because expectations differ, there is no single definition of quality that satisfies all stakeholders simultaneously.

Successful quality management therefore needs to balance competing priorities, whilst maintaining organisational sustainability. While over-emphasis on regulatory compliance may improve inspection outcomes, it may also reduce flexibility and innovation in frontline practice. Or an exclusive emphasis on personalised care without the proper governance structures could increase organisational risk and undermine accountability. Cartrefi must therefore develop systems that support compliance, organisational learning, customer satisfaction, and continuous improvement simultaneously.

Quality management should also be considered as a continuous organisational process, rather than a series of discrete quality assurance activities. Modern quality management is prevention-focused, embedding quality into leadership, organisational culture, workforce development, and everyday practice. This approach embodies the values of the cooperative movement that underpins Cartrefi, promoting involvement, partnership, and shared responsibility to improve the services. So, quality should not be viewed as the responsibility of managers alone, but as an organisational commitment shared at all levels of the cooperative.

[bookmark: _Toc235994811]Cartrefi Cymru Cooperative Quality Management Systems

Cartrefi has developed an extensive quality management framework that supports accountability, governance and on-going improvement and aligns with cooperative principles of democratic participation, equality, and inclusion. Unlike commercial organisations which are driven by satisfaction and profitability, Cartrefi balances regulatory requirements and person-centred care and long-term social outcomes.
A key element is the Decision‑Making Framework through which stakeholder participation is enabled by means of Local and Regional Forums, the Council of Members, the Board of Trustees, and senior leadership teams. The structure reflects cooperative democratic control and enhances transparency and accountability. There is a strong emphasis on customer involvement: consultation forums, service reviews and regular feedback mean that improvements are based on lived experience rather than organisational assumptions, which supports co-production.

Cartrefi also has structured quality assurance mechanisms (audits, safeguarding reviews, quality visits, satisfaction surveys, performance monitoring, incident reporting, and governance reviews) to identify risks, monitor compliance and implement corrective action. They focus on trends and opportunities for improvement, thus enhancing organisational learning.

Another core element is workforce development. Research consistently links quality of service to staff competence and motivation so, for this reason, Cartrefi invests in mandatory training, professional development, leadership programmes, supervision, and wellbeing initiatives. The wellbeing of employees is considered crucial to customer satisfaction, with engaged staff being better communicators and providing better person-centred care.

Technology also supports quality management. Digital systems such as Nourish Care, Equals Money and Money Carer improve care planning, financial accountability, communication, and record-keeping. Accurate digital information improves protection, audit trails and evidence-based decision making. But technology must not supplant professional judgement and compassionate relationships, especially for those with communication or digital-access needs.

Cartrefi’s framework is closely aligned to ISO 9001:2015 principles (International Organisation for Standardisation, 2015) including customer focus, leadership, engagement of people, process approach, continual improvement, evidence-based decision making and relationship management (International Organisation for Standardisation, 2015). These principles are embedded in governance structures, consultation processes, workforce development, and performance monitoring. But unlike formal ISO certification with a lot of documentation, external audits, and a standard procedure, Cartrefi is operating under the Welsh regulatory framework and can be more flexible in adapting its services to the needs of individual people.
This flexibility enables personalised care but limits possibilities for international benchmarking. Cartrefi shares many characteristics with established quality management systems but has deliberately adapted its approach to the specific demands of social care and cooperative governance.

[bookmark: _Toc235994812]Assessing the Effectiveness of Cartrefi's Quality Systems

Quality systems should not be evaluated on their policies or compliance but rather on their impact on customer outcomes, organisational learning, and continuous improvement. Cartrefi’s framework is effective because it combines governance, workforce development, customer engagement, and evidence-based management, but deeper insights can be gained by applying established theories.
Deming’s (1986) philosophy of continuous improvement is to embed quality into organisational culture by the Plan, Do, Check,Act cycle. This is seen in service reviews, governance meetings, feedback, safeguarding audits, and performance monitoring. Deming’s emphasis on systemic rather than individual blame dovetails with the collaborative spirit of Cartrefi, but he also recognised that improvement needs sustained investment – a challenge in the context of the financial pressures, workforce shortages, and increasing demand in the sector.

Juran and Godfrey’s (1999) Quality Trilogy of planning, control, and improvement offers a similar lens. Cartrefi has demonstrated strong planning, supervision, audit, safeguarding, compliance monitoring, and learning initiatives. However, like Deming, Juran assumes adequate resources and external constraints may slow improvement despite organisational commitment.
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Garvin (1987) identifies eight dimensions of quality, of which performance, reliability, conformance, and perceived quality are of relevance to social care. These dimensions can be assessed beyond inspection outcomes, although other dimensions such as aesthetics and durability are less relevant to relational, person-centred services.
Kano et al. (1984) Model differentiates basic needs, performance needs, and excitement needs. Cartrefi meets basic expectations such as safety, safeguarding, respect, and medication management; performance needs such as communication and staffing directly influence satisfaction; and excitement needs – employment, friendships, independence, community participation – vary between individuals, reinforcing person‑centred planning.
[image: ]
Systems of Cartrefi also support the principles of ISO 9001:2015 (International Organisation for Standardisation, 2015) such as customer focus, leadership, employee engagement, evidence‑based decision‑making, and continual improvement. Rigid standardisation might restrict the flexibility needed in a sector that requires personalised support, but formal certification could improve external assurance and benchmarking. Cartrefi provides an appropriate mix of responsiveness and adherence to Welsh legislation and Care Inspectorate Wales standards.

Overall, Cartrefi’s quality systems work well because they combine governance, participation, workforce development, evidence-based practice, and continuous improvement. Their future effectiveness will depend on how well they manage workforce shortages, financial pressures and rising expectations while preserving cooperative values.

[bookmark: _Toc235994813]Customer Requirements Fulfilment

Meeting customer requirements is a pre-requisite for high quality, person centred social care. However, the identification of these needs is complex as organisations must balance the expectations of individuals, families, commissioners, regulators, and employees. According to Kotler et al. (2024), value is created through a better understanding of the needs of the customer than the competition. This is still true as social care gives more importance to empowerment, co-production, independence, and meaningful outcomes.

For the people supported by Cartrefi, the requirements go beyond safe care to include dignity, choice, independence, and community participation, which means that quality is judged by personal outcomes rather than organisational processes. Families share these aspirations, but often with more emphasis on safety, professionalism, consistency, and clear communication. Commissioners are interested in regulatory compliance, safeguarding, measurable outcomes, financial accountability, and value for money. They want to see that Cartrefi has effective governance and is constantly evaluating and improving.

From a customer journey perspective, Lemon and Verhoef (2016) suggest that requirements span all interactions from referral and assessment to support planning, daily care, reviews, complaints, and ongoing communication. Each step impacts perceptions of quality and value. Collecting feedback along the way, Cartrefi can identify changing expectations, respond quickly to issues, and improve organisational learning and long-term relationships with customers, families, commissioners, and partners.

[bookmark: _Toc235994814]Cartrefi’s clients

Identifying customers in social care is a wider view than traditional marketing theory. Customers in commercial organisations tend to be defined as those buying goods or services. However, in social care, the person receiving support is not always the organisation paying for the service. As a result, Cartrefi can service a range of customer groups whose expectations overall affect the priorities of the organisation.

The primary customers are the people who are being supported. All service delivery is geared to promoting their independence, their wellbeing, their dignity, their choice, and their participation in the community. Cartrefi’s co-operative philosophy puts these people at the heart of organisational decision making through participation (consultation, co-production, and democratic governance).

Another major customer group is families, carers, and advocates. They provide useful insight into individual needs and often influence perceptions of organisational quality. If you want to keep them confident you need clear communication, transparency, consistency, and evidence that services are still safe and person centred.

Commissioners - including local authorities and health boards - are also customers, as they commission, monitor, and fund services. Their priorities are quality assurance, safeguarding, financial accountability, regulatory compliance, and measurable outcomes. Developing positive relationships with commissioners is key to organisational sustainability and future service development.


Care Inspectorate Wales are not a customer in the normal sense but have a considerable influence on the quality of service by setting standards of regulation and independently assessing the performance of organisations. We know that external inspection guarantees services are safe, effective, and well governed and it encourages continuous improvement.

Last, employees should also be recognised as internal customers. ISO 9001:2015 places great emphasis on employee engagement as a quality management principle. Engaged and well-trained colleagues are more likely to provide high quality services. Investment in professional development, supervision, leadership programmes, and wellbeing initiatives therefore directly impacts on better customer outcomes.

But even with these clearly defined stakeholder groups, their priorities often clash. People who are supported may value independence and choice more, while families may value safety and risk management more. Commissioners are concerned with efficiency and compliance; employees need manageable workloads and organisational support to deliver effective person-centred care.

These competing priorities underscore the need for strong leadership and good governance. Cartrefi should not try to meet all expectations equally but rather make balanced and evidence-based decisions that protect the customer’s wellbeing whilst protecting financial sustainability and regulatory compliance.

[bookmark: _Toc235994815]Conclusion 

Completing this assignment has shown me how my beliefs, attitudes and values affect my leadership at Cartrefi Cymru Co-operative. As I have worked through each section I have come to realise that fairness, empowerment, inclusion, and psychological safety are values that I live by each day. It is comforting to see how closely these values match those of Cartrefi and to know that I am helping us achieve our goal of Everyday Remarkability. This alignment informs how I tackle challenges, connect with teammates, and manage stress, reminding me that leadership is about building trust and fostering the well-being of all. Looking at my real examples of work, values and behaviour are clearly linked. I enjoy collaboration, problem solving, and communication. Relationships have been strengthened and confusion reduced across the organisation, reflecting Cartrefi’s values of collaboration, respect and making a positive impact. But not everyone likes to work together like me. I can get frustrated sometimes when others want to set tighter boundaries or are hesitant to get involved, which can undermine the psychological safety that I value. Watching this made me think about how my own assumptions and expectations can impact team morale, particularly when times are tight.

I have learned a lot about these situations from studying management and leadership theories. I related to McGregor’s Theory X and Theory Y; I believe in the inherent goodness of people, and I value trust, autonomy, and internal motivation. That fits with Cartrefi’s culture and Everyday Remarkable standard, but I have learned to adapt when colleagues are overwhelmed or disengaged. I care about empathy and building relationships, but emotional intelligence theory also reminds me to be assertive and set clear boundaries to make sure my intentions match my impact. This process has shown that leadership is not about having all the answers, but about learning, reflecting and intentionally making changes when needed. “When I lead with clarity, curiosity and compassion and colleagues trust and engage, we are living the Everyday Remarkable ethos. I am also more conscious that values conflicts or inconsistent behaviour can quickly undermine psychological safety, so I need to keep checking in with myself and others to create the climate I want. I can say my leadership is based on strong values and constant reflection and learning. Awareness of the impact of my beliefs, attitudes and values on my actions enables me to lead with integrity and support Cartrefi’s mission to be Everyday Remarkable – not only in what we do, but how we do it every day.
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Working of Kano Model

The Kano Model is typically represented as a two-dimensional graph:
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