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Leadership is a widely researched and debated topic and is one of the main deciding factors in an organisation's success or failure. Positive and progressive leadership can create a happy, healthy and productive work culture, whereas negative or toxic leadership can lead to the complete downfall of an organisation. Maxwell (1998, p. 1) states, “Leadership ability is the lid that determines a person’s level of effectiveness” and it is therefore crucial to reflect on what makes a good leader and consider how these findings can be applied to an organisation.
The focus of this report will be Wrexham County Borough Council (WCBC) and the effectiveness of its current leaders and leadership styles. The report aims to critically analyse the leadership styles currently used within WCBC and how those leadership styles can contribute to a toxic culture and poor performing organisation (Crompton, 2025). A variety of leadership styles will be explored and recommendations for leadership styles that could benefit WCBC will be made.
In large organisations, it can be difficult to distinguish the difference between leadership and management, with roles often overlapping in practice (Northouse, 2025, p.13). This report will explore both leadership and management and clearly define the differences and strengths of each and explore how organisations can use both to their advantage.
When considering leadership, emotional intelligence (EI) is often regarded as one of the most important aspects in a leader (Goleman, 2000). This report will therefor discuss the importance of EI, its effect on an organisation and consider case studies where EI has been heavily influential and beneficial to an organisation.
Toxic work culture and poor performance have been identified across Local Authorities in England (UK Government, 2020). This report will compare other UK Local Authorities with WCBC and look at how those organisations are tackling the similar challenges that they are facing. Consideration will also be given to other large public organisations and what their leadership looks like. 
Leadership development programmes are becoming an increasingly popular method of improving an organisations’ performance and culture. Large organisations have seen many benefits from adopting these programmes (Harvard Business Publishing, 2023) . When looking at leadership development programmes, it is important to consider their strengths, weaknesses and implications for organisations in detail. This report will consider whether leadership development programmes have a place in WCBC and what the impact of such programmes might be. 
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Wrexham County Borough Council (WCBC) serves a population of approximately 135,000 people and must deliver its services under an increasingly tight budget. Having efficient and effective leaders in place is essential for the success of the local authority. Between July 2023 and June 2025, 1,099 employees have left their employment with WCBC (Wrexham County Borough Council, 2025). Although the reasons for employees leaving their positions is not noted, it can be inferred that there may be some ongoing leadership issues causing these large numbers. (Divya, Maheswar & Laxmikantham, 2022) tells us that high employee turnover can lead to low engagement, low efficiency and negative cultural changes.
A report by Crompton (2024) found that relationships within WCBC were fractured and that officer’s advice was frequently ignored. Recommendations were made that members adhered to proper policies and followed advice given by officers in hopes of repairing the fractured relationships. A follow-up review undertaken in September 2025 by Compton (2025) reported that WCBC had not addressed issues raised about governance and relationships in 2024. They also reported low levels of engagement in personal development training. WCBC leaders and members may be exhibiting a parent child relationship with their teams which has led to a culture of rebellion and low effort. REFERENCE Transactional Analysis model suggests that when a leader (the parent) directly commands their staff (the child), they will often be met with a childlike response, normally rebellion or compliance with no space for growth or creativity.
WCBC’s hierarchical structure likely leaves little freedom for creativity and flexibility (Wrexham County Borough Council, n.d.). Staff may feel very limited in the decisions that they can make when following strict multistep processes. Hirschi’s Leadership Formula (2023), see below model, tells us that low flexibility and low communication will lead to staff entering sleep mode. In this state staff will work as they are told and will not make attempts to develop themselves or improve their roles, as experience has told them that they will not be supported. Conversation club
“We talk a lot but don’t make any decisions.”
Teamwork
“We efficiently collaborate on common goals.”
Sleep mode
“We follow whatever they tell us without questions.”
Ignored creativity
“We have ideas, but no one listens to them.”
low
high
low
high
Flexibility
Communication










Figure 1. Adapted from Hirschi (2023).
The low governance engagement suggests that the organisation may also be exhibiting paternalism leadership. Northouse (2022??? REFERENCE) refers to paternalism as the “benevolent dictator” and notes that leaders exhibiting these traits are likely to regard the organisation as a “family”. Leaders exhibiting paternalism will often reward obedience and punish noncompliance. This type of leadership can again lead to a lack of freedom and control and make employees afraid to think proactively.
(REFERENCE) tells us that adaptability and change is necessary for an organisation and for proper leadership. If an organisation is not adapting to challenges, it is likely to find itself stuck facing the same issues time and time again. It has been reported that WCBC has not made sufficient progress between 2024 and 2025 which means that they are unlikely to be adapting to the challenges they are facing (REFERENCES 2023 REPORT AND 2025 REPORT). Furthermore, WCBC have noted that they feel that there is evidence of improvement, despite only 4 of their 18 priorities and outcomes being noted as ‘Improved’ between 2023/24 and 2024/25. Of the remaining 14 priorities and outcomes, 13 have been noted as ‘Sustained’ and 1 has been noted as ‘Declined’ (REFERENCE COUNCIL PLAN 2024/25). This again suggests that WCBC is not making the necessary changes to adapt to the challenges they are facing.
When leaders are not adaptable and do not address employee concerns, they can create a sense of pointlessness. Employees may feel that they there is no point in voicing their concerns as experience has shown them that their concerns will be ignored. This can have negative effects for both the employee and the leader. Firstly, employee silence can lead to increased frustration and emotional exhaustion and in turn, effect employees’ job performance and creativity (Ozer, Chen & Tang 2024). Secondly, the leader may detach from the reality of daily operational issues. Yoshida, 1989 “The Iceberg of Ignorance” theory suggests that front line workers are aware of 100% of an organisation’s issues, whereas top managers may only be aware of 4% of the issues. When leaders disconnect from and ignore the issues that employees raise, they risk lowering the percentage of issues that they are aware of and are able to address, further increasing that feeling of pointlessness.
The organisation has also been warned of a possible blame culture (REFERENCE AUDIT WALES). Owen (2021), tells us that when managing challenges and crisis, leaders must avoid blame to regain control of the situation. They also tell us that blame can make a leader look weak and creates an atmosphere of fear. The blame that the organisation is exhibiting may be contributing to a toxic work culture where employees are afraid to share their thoughts, which in turn has halted progress. Brown (2013) states that blame is corrosive and ruins relationships. The blame that WCBC are reported to exhibit could be ruining employee relationships at all levels, making it difficult for employees to work together to achieve combined organisational goals.

Jo Owen 2021 P112
Brene Brown 2013 https://www.youtube.com/watch?v=sXSjc-pbXk4
Leadership: Theory and Practice Northouse 
The Iceberg Theory
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It is widely agreed that toxicity and negativity can be far more powerful than positivity, this is commonly known as a negativity bias (Baumeister, Bratslavsky, Finkenauer, Vhos, 2001) (Rozin & Royzman 2001). Gottman, 1994 suggests that it takes five positive interactions to outweigh one negative interaction, and while the focus of this study is marital relationships, this 5:1 ratio can also be applied to workplace relationships. Others suggest that the ratio is closer to 3:1 (Fredrickson & Losada, 2005) but the important takeaway from these studies is that negativity can quickly overpower positivity, and the same is true for toxic individuals. One toxic individual can quickly overpower a dynamic and negatively affect a workplace culture. It is therefore important to understand what makes an individual a toxic leader and the impact that this has on an organisation.
Individuals in leadership roles will often present narcissistic traits (REFERENCE). Some narcissistic traits such as confidence or a desire for power are often stereotypically considered desirable in leaders, and as a result, many individuals put in leadership positions are narcissistic or display narcissistic traits. The issue that then arises is that at first these individuals seem like the perfect leader: confident, self-assured, charismatic; but as time goes on, the toxicity begins to show and infects the workplace (REFERNCE JOURNAL OF PERSONALITY). Due to it’s large workforce and classic organisational structure, Wrexham County Borough Council’s (WCBC) leaders are likely to be exhibiting narcissistic traits.
Many case studies of toxic leadership have found similar trends of lowered productivity, decreased employee wellbeing and a detriment to overall organisational health (https://www.linkedin.com/pulse/case-study-toxic-managers-employees-trends-examples-rfeff, https://www.tandfonline.com/doi/pdf/10.1080/00208825.2024.2442185, https://www.scirp.org/journal/paperinformation?paperid=135309). In a case study by Kuril Founders B-School (2025), they found trends of micromanagement by managers, favouritism, bullying and harassment, blame culture and other negative trends across three different organisations. Following the report from (REFERENCE), WCBC is showing signs of blame culture but they may also be displaying similar styles of leadership that have been identified through case studies.
Micromanagement leadership is often defined as managers excessive control over employees actions and leads to a decrease in morale, decreased employee autonomy and lower productivity (https://www.ijfmr.com/papers/2025/1/37763.pdf). A micromanagement style of leadership can lead to the previously mentioned ‘sleep mode’ (Hirschi 2023). A study by (https://ijcrt.org/papers/IJCRT1892159.pdf) found that 89% of participants felt that they had experienced micromanagement during their professional lives and 65% of participants had to take sick leave at some point during their professional lives due to severe stress. Participants reported feeling “controlled” and “watched”. The negative impact that this style of leadership has is clear and may be a contributing factor to the high turnover rate WCBC experienced between June 2023 and June 2025 (REFERENCE).
Another commonly identified trend of toxic leaders is bullying and harassment. In a report by https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/744907/TacklingBullyingHarassmentMisconduct-CivilService.pdf 73% of respondents reported experiencing bullying and harassment in the workplace, of these respondents, 25% reported experiencing this at least once and 48% reported experiencing this more than once. It is therefor clear that workplace bullying and harassment is an identified issue across UK organisations. The report also shows that a high percentage of participants felt that it was unsafe to challenge organisational issues and felt that personal repercussions or personal impact were a barrier to reporting bullying, harassment and misconduct. 
While the types and styles of toxic leaders may vary, and reported figures may vary, the affect that it has on individuals is largely the same. Toxic leadership leads to a decrease in productivity, an increase in staff turnover and a decrease in employee wellbeing (https://www.managers.org.uk/about-cmi/media-centre/press-releases/bad-managers-and-toxic-work-culture-causing-one-in-three-staff-to-walk/). It is essential that leaders are able to show emotional intelligence and self-awareness when leading their teams. One report found that 82% of managers had no proper management or leadership training, which may be a cause for the high rates of toxic leadership found throughout the UK (REFERENCE).
https://onlinelibrary.wiley.com/doi/full/10.1111/jopy.12155?saml_referrer
https://ijcrt.org/papers/IJCRT1892159.pdf
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Emotional intelligence (EI) is the ability to identify and manage our own emotions, while also recognising the emotions of others and adjusting to best support them. EI can be considered one of the most important traits that a leader can have. EI is a fundamental skill for leaders and allows them to be more aware of their own actions, and more prepared to support their employee’s wellbeing. Goleman (1995) believed that intelligence meant little if the individual was not also emotionally intelligent. 
Being able to understand and manage our own emotions means being self-aware of our own actions and feelings. Leaders must be self-aware of their own actions and feelings to be able to properly react to situations, and avoid taking toxic actions. George (2020), stated that self-awareness is the primary determinant of an individual’s effectiveness as a leader. Leaders must also be aware of their own strengths and weaknesses and work to their strengths and to improve their weaknesses (The Real Reason People Won’t Change).
A leader must know their own strengths and weaknesses An important aspect of being a good leader is knowing your own strengths and working to those strengths and that knowing comes from self-awareness. 
Communication is another important aspect of EI and leadership. To be an effective leader, the leader must actively listen to their followers, their feedback, their ideas, everything. A leader failing to listen will quickly see their followers disengage, withdraw and lose confidence in their leader (https://discovery.ucl.ac.uk/id/eprint/10145261/3/Fisher_Yip%26Fisher_2022_Listening_in_Organizations_AMA.pdf).
In 2018, Legal and General sought to improve their scores relating to employee engagement surveys and coaching culture and developed a ten month course in collaboration with The Oxford Group titled ‘Leading with Emotional Intelligence’ (https://www.oxford-group.com/case-studies/leading-emotional-intelligence). The course was delivered in house to its first cohort in 2020 and by the end of 2021 had it had been delivered to over 130 managers. The programme saw many positive outcomes including, employees reporting that they feel they can speak up without fear increasing from 64% to 74%, employee satisfaction increasing from 74% to 78% and employees trust in their managers increasing from 8.67/10 to 9.09/10. Case studies such as this one show us the every day impact that emotional intelligence has on followers.
Publicly available staff reviews on Indeed of Wrexham County Borough Council (WCBC) show mixed opinions about the leadership and support given at WCBC which may indicate a lack of EI for the organisation’s leaders, with management being scored 2.9 out of 5 (https://uk.indeed.com/cmp/Wrexham-County-Borough-Council/reviews). 
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In hierarchical organisations such as Wrexham County Borough Council (WCBC), the lines between leadership and management can often become blurred. Most people already in managerial roles or pursuing these types of rules will consider themselves leaders (Nen, 2015). Although being in a managerial position might put people in a leadership role, it does not automatically make them a good and impactful leader.
When considering leadership and management, it is important to look at assigned leadership and emergent leadership. An assigned leader is someone who has been appointed into a role, often managerial, where they are required to act as a leader; an emergent leader is someone who naturally becomes the leader of a group, often because of their characteristics and relationships within the group (Northouse REFERENCE). It is possible that emergent leaders will find themselves in managerial roles, however, as emergent leaders can be difficult to find, it is often assigned leaders that are put into these roles.
Having many assigned leaders is not inherently bad but in organisations such as WCBC which exhibit paternalism, it is often highly compliant individuals that are assigned to these roles. This means that they risk a culture of heavily compliant managers, which could hinder creativity and innovation. It is therefore important that assigned leaders are supported and given the appropriate opportunity to develop as a leader. Leadership Development Programmes can be a very useful tool in these scenarios.
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Transformational leadership is a type of leadership which looks to go beyond the goals of an organisation and transform individuals to develop and bring out their strengths. An increasingly popular style of leadership, transformational leadership normally helps individuals to achieve more than what would normally be expected. Transformational leadership was a term originally introduced by Burns (1978) but has since been widely researched and is today considered an important leadership tool (Bass, 1985).
Transformational leadership is considered a highly effective style of leadership due to the follower outcomes it produces. Followers of a transformational leader are highly motivated, well engaged, more innovative, experience better wellbeing and have more personal resource (Iddrisu & Mohammed, 2025; Vu, Nguyen & Le, 2025; Lindert et al., 2025; Cortés‑Denia et al., 2024).
In his work, Bass (1985) developed and introduced the Four I’s model (see below figure).Idealised influence
Inspirational motivation
Intellectual stimulation
Individualised consideration












Figure 2. Adapted from Bass (1985).
The first I, idealised influence, represents the leaders ability to be a positive role model to their followers. This would mean acting on the interests of the team, working ethically and working consistently on shared values. The leader should be someone that people want to follow and emulate.
The second I, inspirational motivation, represents the leader’s ability to inspire and energise their followers. A transformational leader will be able to motivate their followers to achieve a common goal. Followers will feel that their work has value and will feel positively about their work due to the leader’s positive and optimistic language. 
Thirdly, intellectual stimulation. This is where the leader will encourage their followers to be more innovative, look for new solutions and look at challenges from a different perspective. Followers will also look at mistakes as a learning experience and will not be afraid to experiment with new ideas.
The final I, individualised consideration, represents the leaders knowledge of their followers. The transformational leader does not take a one size fits all approach and instead knows the strengths and weaknesses of each of their followers. The leader will support the individual as an individual and will work to develop their own personal skills as well as the team as a whole. Feedback and advice will be unique to each follower. This gives followers a sense of importance and purpose.
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Adaptive leadership focuses on the ability to adapt to challenges and prepare for the unknown. It is especially beneficial when used in large organisations where constant changes threaten routine. The theory was first introduced by Heifetz and was later developed in collaboration with Linsky (2002). The theory has been developed over the years and was later adapted into usable tools and framework (Heifetz, Linsky & Grashow, 2009).
This style of leadership aims to focus on deeper and more complicated issues that an organisation might be facing. An adaptive leader will not view failure as something inherently bad but will see it as an opportunity for learning and growth. Goldsmith’s (2007) positive vs negative capability model (see below figure) captures this idea and shows how negative capability can be used to adapt to challenges which are not routine or expected.








Negative Capability
Positive Capability

  
Figure 3. Adapted from Goldsmith (2007).
Both positive and negative capability have their places, and the adaptable leader will be able to decide when each is appropriate. Positive capability can be used for routine issues, it focuses on control and comfort. Generally, challenges being addresses in this way are not new issues, they are able to be solved with proven solutions. Negative capability on the other hand requires an individual to be able to let go of the control and adapt to the situation. This will be used in instances of new and complicated challenges. The adaptive leader will show humility and be innovative when addressing these challenges.
Adaptive leadership was incredibility important during the COVID-19 pandemic, organisations had to be adaptable and were unable to use routine solutions because there was no routine available. Clements (2025) reports that Zoom needed to be adaptable not during the pandemic where is saw a quick and major increase in popularity but post pandemic when usage quickly fell. CEO Eric Yuan knew that Zoom could not continue with it’s set growth plan and quickly adapted. Criticism from employees was welcomed and Yuan took a public 98% pay cut while taking heavy accountability for his mistakes. Unfortunately, Zoom decided to cut 1,300 employees but this was done in a very transparent and empathetic, and Yuan has since refocused Zoom on their goal as a business. The transparency and accountability shown are very clear signs of an adaptable leader and though the business did not go through the situation unscathed, the action that Yuan decided to take has created a more resilient and prepared business. 
https://www.freshminds.co.uk/blog/2025/10/on-adaptive-leadership 

[bookmark: _Toc218073605]Empowering leadership
A leader following the empowering leadership style will share some of their power with their followers, thus empowering their followers to make decisions and take initiative. The leader is still involved and supportive of their followers but gives them the autonomy to develop and act without fear of repercussion. For empowering leadership to work, the leader must have trust in their followers and their decisions. It is vital that the leader does not blame or punish their followers for mistakes but instead supports them in solving issues without blame.
Followers of a leader following this style will have interesting and meaningful tasks, have clear reasons for their work, have the knowledge and skill needed to complete the work and have access to essential resources and information needed to complete the work (Yukl, 2012). Yukl (2012) notes the benefits of empowering leadership as being the improvement of task decision quality, more commitment to the implementation of decisions, greater job and leader satisfaction and overall better work performance.
…
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