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Part 1 – Case study 

Introduction

[bookmark: _GoBack]This dissertation considers the case study about a prestigious female leader Ursula Burns. The purpose of the first section is to examine leadership traits and styles. The analysis will discuss the main challenges faced by female leaders, and solutions to these challenges. The final topic aims to assess the relationship between transformational leadership and organisational performance.

Halpern (2016) explicates that leadership is situational and leaders must modify their conduct and style to satisfy their followers and specific circumstances. People and situations are different so there is no one size fits all leadership style. Leaders must develop effective interpersonal relationships which enables them to make the best decisions for the collective benefit. 

Emergent leadership occurs when rising stars are elected by group members, many lucrative companies are adopting this leadership approach (Kelly, 2014).

Leadership traits

Quintessentially leadership is the ability to influence a group towards achieving a common goal (Corporate Finance Institute, 2020). 

Leadership traits are natural characteristics that contribute to the formation of successful leaders (Rouse and Sparapani, 2015). The “great man” theory phenomenon of leadership suggests that legendary leaders such as Albert Einstein or Mahatma Ghandi were born with God given gifts (Shah et el., 2019). There still exists a common misapprehension that truly great leaders are born that way. However, studies have proved that leadership traits can be developed with practise (Corporate Finance Institute, 2020).

Edwin Locke and his colleagues identified that exceptional leaders have a collection of fundamental attributes that distinguish them from others. The traits recognised were drive, motivation, honesty, integrity, self-confidence, cognitive ability, knowledge, charisma, creativity and adaptability (Shah et el., 2019). Leaders who display these traits are more likely to attract trustful followers. Leadership traits have a direct impact on leadership behaviours and efficiency.

Radu, Deaconu and Frasineanu (2017) note that there is limited evidence to suggest that either men or women’s leadership competencies are more significant than the other. Masculine and feminine leaders each have unique, harmonising skills. On the one hand Loden (1985) observed that female leaders are cooperative, empathetic and less controlling. A comparison by Radu, Deaconu and Frasineanu (2017) described that female leaders tend to use their instinct to make decisions, are cautious, support a work-life balance and maintain social influence. Generally, women are more motivated, better communicators and ambitious. Loden (1985) on the other hand, upheld the notion that male leaders are more unemotional, competitive, authoritative and controlling. Male leaders are customary, innovative, strategic, visionary and convincing (Radu, Deaconu and Frasineanu, 2017).

Ursula Burns

Ursula Burns is the first African American woman to serve as CEO of Xerox, a fortune 500 company. Barak Obama appointed her to participate in the science, technology, engineering and mathematics (STEM) education programme. 

Former Xerox CEO Mr Hicks noted Burns charisma he stated, “She was curious, she wanted to know everything and was always refreshingly prepared” (Chegg, 2020). Burns approachability and empathy indicates she has high emotional intelligence. Empathy is associated with social awareness, her concern for people is linked to relationship management. Her self-confidence is connected to self-awareness and the fact that she is conscious of her emotions is related to self-awareness (Diamandis, 2015). 

Her drive allowes her to persist even when faced with challenges, she is bold and efficiently communicates her ideas. Her candidness helped her progress. Small Business (2020) recognises that self-confidence improves trust, enhances satisfaction and results in goal accomplishment, which correlates with Burns success story. 

Burns champions diversity, she said that Xerox focuses on diversity and opportunities (Crainer and Doherty, 2012). She listens to and engages with all team members regardless of their ethnic background. Xerox’s culture provided her with the experience required to develop exceptional leadership qualities. Burns female leadership traits include compassion, and her male leadership traits include risk-taking and knowledge gained from experience. Ironically Burns mentor Paul Allaire is male and she described her relationship with female CEO Anne Mulcahy as a ‘true partnership’. Hence, the finest leaders are not established based on gender.

Burns belief in Xerox’s core values prompts her high ethical stance. Her authenticity portrays her honesty (Duke and Montgomery, 2013). She is a role model, when she was appointed as CEO, she saved the company from bankruptcy. Mishra (2018) observed that Burns convinced a union of Xerox workers of the essential changes required for organisational survival. Burns said, “I told them the exact truth about what was happening”.

Burns compassion makes her a remarkable leader. According to research compassionate leaders help improve team collaboration, strengthen employee commitment and lessen staff turnover (Robinson, 2020).

Leadership styles

Rothengatter (2010) refers to leadership styles as behaviours that allow leaders to positively motivate others, depending on various goals or circumstances.  

Eagly and Johnson (1990) detected that research comparing relationship and task-oriented leadership styles of men and women found minimal differences. Burns has an ideal combination of both styles of leadership, she has a high concern for people and production (Rothengatter, 2010). She considers the best interests of her employees and forms relationships with them based on mutual trust. Therefore, she is supportive and caring so people respect and believe in her (Kreitner and Kinicki, 2008). Rothengatter (2010) indicated that people-oriented leaders generate greater levels of group productivity and higher job satisfaction. Burns production-oriented leadership style supports structure and goal accomplishment (Robbins and Judge, 2007). 

An American Psychological Association study proposes that female leaders are democratic, participatory and collaborative. Whilst men are autocratic, task focused, directive and commanding (Career Advancement, 2020). Besides Burns trustworthiness and integrity, she is the epitome of a remarkable leader who adopts various leadership techniques relevant to the objectives of the organisation. Therefore, her employees feel valued and her company is successful. 

Additionally, women are more inclined to be transformational leaders whereas men are transactional leaders. Like Burns transformational leaders provide inspiration, encouragement and motivation. Contrarily transactional leaders encourage obedience through a rewards and punishment system (Career Advancement, 2020).

Challenges faced by female leaders

In contemporary society there is still a disparity between male versus female executives, even though women are constantly entering the workforce and acquiring higher education. Women have been emerging in the corporate world ever since they gained their equal rights in the 1900’s. However, after more than a century, societal stereotypical views that men are better leaders still occurs and many industries have remained male dominated (Elmuti, Jia and Davis, 2009). As of 2020, women account for only thirty-seven female CEOs in Fortune 500 companies, in comparison to four-hundred and sixty-three male CEOs (Hinchliffe, 2020).

Prejudice towards females in the workplace is the result of deeply ingrained attitudes, beliefs and norms. These preconceptions often restrict the advancement of female leaders based on their talents and abilities (European Institute for Gender Equality, 2020). Social scientists agree, historical misconceptions that men possess more leadership qualities than women hinder female leadership development (Reddy, 2016). 

Andrews (2020) identified the key factors that impede female leadership are: 

Lifestyle choices like maintaining a work-life balance or being the main breadwinner. Many women must juggle various responsibilities such as caring for children, household tasks and work commitments. Some women must sacrifice their careers for their family due to high childcare costs, lack of organisational support and even job burnout (Roebuck, Smith and Haddaoui, 2013). Elmuti, Jia and Davis (2009) consider that women with children are usually less willing to work longer hours or travel. A leadership programme mentioned that aspiring females seeking part-time leadership positions are usually passed over and deemed as less dedicated (Garrett, 2017). The Higher Education Leadership and Management Survey observed that some organisations restrict part-time employees from pursuing managerial roles (Ryan and Peters 2015). Conventionally women are the main caregivers, as opposed to men (Martin, 2018). IPPR research specified a third of mums are now the breadwinner (Garrett, 2017). If a woman is the primary breadwinner, she might decide to give up her career for her family, whereas a man would not be faced with such a decision (Andrews, 2020). 

Structural barriers include insufficient access to support networks in male dominated industries, a lack of mentors can inhibit professional growth (General Assembly, 2020). STEM is an industry that is still massively ruled by patriarchy producing a gender skills gap. A minority of female CEOs means there are fewer female mentors, having a negative knock-on effect on female empowerment (Burn-Callander, 2019). Elmuti, Jia and Davis (2009) point out that women favour feminine mentors because they have similar characteristics. Traditionally men network in a more transactional manner like sharing ideas at the golf-course, whereas women network socially (Flynn, Heath and Holt, 2013). Females also find they must constantly display more diligence in order to prove their worth. 

Individual mindsets are personal attitudes or thoughts that could restrict the development of female leaders (Andrews, 2020). For example, women usually avoid taking risks, while men are normally confident risk-takers (Kennedy, 2018). Research shows that women who make mistakes are treated more unfairly than their male counterparts (Jump, 2018). A column by Fast Company revealed that women are not entrusted with enough prominent tasks to impel them into C-suite placements. Consequently, women are usually offered lower risk executive positions for instance non-profits, healthcare or human resources (Bailey, 2018).

[bookmark: _Hlk45663976]Institutional mindsets such as gender inequality, stereotyping and gender pay gap. A study by McKinsey found that women are massively underrepresented in senior levels, and women of colour are particularly affected the most (Schooley, 2019). Although organisations understand the importance of workplace diversity and inclusion, few have yet to surpass the representation of female leaders. CEO Alaina Percival of Women Who Code expressed, one of the reasons female leaders experience this problem is because society perceives good leaders as male (Martin, 2018). Often senior leaders are selected based on gender stereotyping and not according to their contributions or expertise (King, 2020). Men are considered assertive, decisive and aggressive whereas women are considered nurturing, communal and soft. Assertive women are often perceived as ‘pushy’ and are expected to be submissive (Martin, 2018; GLC 2020). Therefore, women are less likely to request a promotion and are held to higher standards (GLC, 2020; Pew Research Centre, 2015). Ely, Ibarra and Kolb (2011) note that females must frequently work harder to prove their leadership competencies. Female entrepreneurs are afraid to ask for money and often boast to establish authority (Forbes, 2018). A Chartered Management Institute (2018) study demonstrated that females executives are paid fifty-five percent less than males in the same jobs. Research found that females often feel it is a prerequisite for them to have more technical skills or a higher education (Jump, 2018). 

Ursula Burns

Burns experienced some gender bias that women are too emotional to cope with leadership roles. Most of the discrimination Burns encountered was because she was considered too young to be a leader. Her STEM specialisation is predominately a male-dominant sector. Nevertheless, Burns triumphed because of her excellent leadership qualities, Xerox’s valuable support and the fact that she was prepared to travel regardless of her childcare commitments.

Long-term solutions to gender discrimination in leadership

Lifestyle choices means facilitating a practical work-life balance. Data has revealed that both men and women value the importance of maintaining a work-life balance (Doble and Supriya, 2010). Andrews (2020) suggests that organisations should incorporate more flexible working options. Garrett (2017) proposes that organisations must be innovative by embracing inclusivity and diversity and offer remote working or job sharing.

Structural barriers involve finding professional contacts. Burn-Callander (2019) believes that social media has ameliorated many networking challenges faced by female executives. Technology gives women a global presence and allows them to establish compelling networks. Ely, Ibarra and Kolb (2011) describe that a mentor is a role model and teacher that inspires greatness. The General Assembly (2020) recommends joining associations or groups that aid female leadership. This will help boost links with professional male and female mentors who can provide guidance and support.

Individual mindset barriers can be overcome if women embrace optimistic attitudes. Strategic risk management reduces fear, unfolds opportunities and generates rewards (Prezi, 2020). Jump (2018) explains that women must avoid prioritising on risks and organisations must accept mistakes. Enterprises should embody a culture that allows women to engage in stretch assignments to allow them to gain further knowledge and skills. Women must maximise on their strengths and set goals (Jump, 2018). Females aiming for the C-suite must be relentless, confident and speak up (Forbes, 2018)

Institutional mindsets issues must be tackled by all of society. Ely, Ibarra and Kolb (2011) advise that leaders are developed when a person manifests a core identity and forms a sense of purpose. They add that everyone should be educated about second-generation gender bias, so women feel empowered. A great deal of stereotyping is subconscious, and women struggle to reach the top because they ‘don’t ask’ or ‘opt out’. Organisations can get more women into leadership positions by making progressive changes and being transparent in terms of candidates’ suitability. Ongoing learning, 360-degree feedback and leadership development programmes should also be incorporated to combat gender inequality (Ely, Ibarra and Kolb, 2011). Companies must regularly review pay structures to ensure equality (Jump, 2018).

The relationship between transformational leadership and organisational performance

Transformational leadership was first coined James MacGregor Burns, currently it is the most popular leadership approach. Transformational leadership is a method whereby leaders complement and inspire their followers to achieve enhanced motivation (Mind Tools, 2020). El Toufaili (2017) adds, this helps followers be their best, so they go beyond expectations for the benefit of the organisation. 

Organisational performance is a wide concept which consists of real outputs or results compared to deliberate outputs or objectives (IGI Global, 2020].

Characteristics of transformational leadership

Transformational leadership encompasses idealised influence, inspirational motivation, intellectual stimulation and individualised consideration (Tharnpas Boon-itt, 2015). Idealised influence signifies that followers view leaders as role models who they admire and trust, and leaders provide the inspiration required to accomplish goals (Tefer, 2018; Orabi, 2016). Inspirational motivation is a leader’s ability to communicate a vision, which persuades followers to be enthusiastic about fulfilling objectives. Intellectual stimulation occurs when a leader encourages problem-solving. And individualised consideration requires leaders to provide support, encouragement and recognition of followers’ inputs to strengthen relationships (Tefer, 2018; Orabi, 2016).

Choudhary, Akhtar and Zaheer (2013) note that a transformational leadership engenders innovation, which intensifies competitiveness, boosts productivity, reduces costs and maximises profitability (Orabi, 2016; NI Direct, 2020). Moreover, Giroux and McLarney (2014) explained that transformational leaders motivate their employees, employees provide a better service and shareholder profits increase. 

The benefits of transformational leadership

Transformational leaders concentrate of the needs of others, create a shared vision and identify the need for change. Authentically transformational leadership is directly associated with employee satisfaction, performance, organisational commitment and stability (Smith, 2015). Trustworthy leaders positively impact organisational culture and respect their followers needs. Followers feel more valued, so they exert more effort and performance is improved. Ursula Burns concern for the team means her followers share her vision, abide by the company’s values and work harder. Studies have proved that transformational leadership stimulates innovation and creativity, it also improves collaboration which surpasses problem-solving and decision-making. The ripple effect of transformational leadership is happy, engaged employees, better profits, enhanced market share and improved customer satisfaction (El Toufaili, 2017).

Factors that inhibit transformational leadership

Fluctuations in the status quo rely on systematic changes, transformational leaders that are unable to quickly grasp these changes struggle to influence their followers. Complex human nature makes it challenging for transformational leaders to customise their understanding to development needs. Implementing strategical changes are situational and dependant on various factors. Lack of honest feedback could negatively affect decision-making. Emotional intelligence is imperative to effective management, low levels of emotional intelligence could cause disruptions. The rapidly changing and competitive business environment requires leaders to be multiskilled. Information overload could reduce productivity, increase stress and lead to errors (Yadav and Agrawal, 2017).

Conclusion

Leadership is important and has evolved over time. Traditionally many leaders wielded a top-down approach however a bottom-up approach has become more favoured. Evidence has shown that traits alone do not define leaders, contrarily to previous beliefs that leaders were born. Effectual leadership is contingent upon circumstances and relationships. Individual leadership characteristics are determined by an individual’s genes, upbringing, education, personality, values, abilities, skills, leadership styles and behaviours. Besides leadership styles must be adapted to suit various requirements (Atlantic International University, 2019).

A Gallup study found that gender diversity improves performance and yields greater financial gains. Aspiring female leaders should take a stand, continue to show courage and persist even in the face of adversity. 

Transformational leadership is striking, it strengthens relationships, promotes change leadership, stimulates knowledge sharing, advances abilities and empowers others on the quest for organisational success (Sayyadi, 2020). 

Part 2 – Reflective Essay

This reflection focuses on my overall learning experience about this module. I will review my individual leadership styles, traits, skills, behaviours and ethical leadership style with workplace examples.

Three significant leadership roles in my life are becoming mother, being nominated to mentor new team members at my previous workplace and securing my new English teaching position. The best leaders need a perfect combination of traits, abilities, skills, behaviours, relationship management and influence. 

From the conceptualising leadership questionnaire, I learnt that I place more emphasis on the influence process aspect of leadership. So, I tend to influence a group towards accomplishing a common goal. This has enriched my knowledge of my ability to inspire others to perform well (Eggleston, 2016). For example, I motivate my children, mentees and students by being a righteous role model to encourage them to emulate my good behaviour. I might practise spiritual leadership when dealing with my children or students. Therefore, I utilise great moral values to teach them the differences between right and wrong. Alternatively, I apply the servant leadership approach to emphasize that I care deeply about my mentees and students, which enables them to gain knowledge and develop. 

The leadership traits tutorial helped me realise the various qualities of great leaders. Previously I did not understand that leaders can be moulded though experience, training and practise. Initially I thought that leaders are born with inherent talents (Hyacinth, 2014). This knowledge is valuable because I am now able to distinguish between the most important types of leadership traits. According to the ‘recognising your traits’ session about the six most crucial traits I have observed that my strongest leadership trait is determination. This is because I am persistent, I never give up. For instance, if I get turned down for a job application, I obtain feedback regarding the reason for my failure. I rectify my mistake and apply for other jobs until I am successful. When I put my mind to something it gives me the motivation to pursue my ambitions. When I applied for my job as a customer collections advisor at Virgin Media, I passed all the initial stages of the application procedure which made me feel proud of myself. By the time I was invited to the assessment centre, I was very passionate about the position. Therefore, I thoroughly practised and prepared myself. I researched the organisation, role-played interview questions, watched You Tube videos, got my outfit ready and mentally psyched myself up. I strongly believe in Benjamin Franklin’s statement “If you fail to plan, you are planning to fail”. Moving forward, I must augment as many leadership traits as possible to help advance my career. I can achieve this by volunteering to take on more responsibilities, enhancing my communication skills, critically thinking, finding a good mentor, improving my self-awareness and being more creative (Wise Step, 2016). Reading about leadership traits, the one trait that seemed to appear the most was integrity. Leaders with integrity always do the right thing and followers decide on a leader’s trustworthiness based on this. Followers link this trait with kindness which retains their devotion (Williams, 2020).

The leadership styles questionnaire enabled me to become more aware that I possess more of a democratic style of leadership. This information is useful to me because I now know my philosophy of leadership. I embrace involvement from others as part of the decision-making process (Wilson, 2017). Subsequently I am now conscious that my previous workplace Virgin Media adopted this style of leadership, which encouraged open communication and objective feedback. Employees had the opportunity to share their ideas. The company achieved this through implementing various procedures like the Intranet, online surveys, a suggestions box and their ‘Voice’ campaign. Employees felt engaged, valued and motivated. It boosted creativity, productivity and high morale (Cherry, 2020). The drawback to this style of leadership is the time and effort required to reach a group consensus, which would be ineffective when quick decisions are required. An autocratic style of leadership is preferred for quick decisions. My new teaching job seems to be more authoritarian because I oversee planning the lessons to inspire my students. My success depends on achieving the right balance between these two leadership styles, so that I become more adaptable.

The task and relationship questionnaire made me grasp the fact that I am more dominant in the relationship-oriented leadership behaviour. I place more emphasis on people than tasks. My relationship-oriented and democratic leadership styles highlight the significance I place on the people aspect of leadership. To improve my leadership abilities, I must be more self-aware and develop my task-oriented leadership behaviour. This skill is essential because it will ensure I also concentrate on establishing structure and goal accomplishment. In my opinion phenomenal leaders like Ursula Burns have the right balance between both these leadership styles.

My scores from the leadership skills questionnaire indicate that I have a very high range of interpersonal skills, a high range of conceptual skills and a moderate range of administrative skills. The interpersonal perspective means I am socially aware, I have emotional intelligence and I can manage conflicts. The conceptual perspective means I am good at solving problems, creating visions and strategic planning. I need improve my administrative skills which are technical competence, managing resources and managing people. Administrative skills will facilitate my management by walking around strategy, this will improve my decision-making and problem-solving prowess (Cleverism, 2020). Resources are the essence of any organisation, effective resource management strategies will minimise costs, increase profits, save time, and enhance satisfaction (Mavenlink, 2019). Additionally, improving my technical competencies will ensure I am more creative, better at arranging policies and refine my computer literacy skills (Wiki Job, 2020). 

Moving forward I must upgrade my professional development plan, continue training and find an inspiring mentor. I noticed the main difference between historical and modern-day leadership. Previously there were preconceptions that leaders were born not made. The rapid rise of technology, globalisation, diversity, complexity and instability has meant that leadership has developed over time, and leadership practises have become more flexible. Historically leadership styles included the trait, behavioural and situational models where the leader had complete control over followers. Modern-day leadership styles are emerging models for example adaptive, authentic, servant and transformational where the leader is collectively selected by their followers (Stupid Stuffs for Dummies, 2011). Emotional intelligence is more important than ever to leadership because high emotional intelligence inspires teams, which promotes top performance (Success, 2020).

According to the ethical leadership style questionnaire, I scored highest on the duty ethics section. Therefore, I adhere to moral obligations by always doing what is right. The most meaningful aspect I learnt is that leadership and ethics are very closely linked. The concepts of ethical leadership are honesty, fairness, trust, respect, integrity and justice (Indeed, 2020). A workplace example is when I used to work in a call centre, I was obligated to adhere to Data Protection Act.
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