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[bookmark: _Toc77534615]Introduction

The first section of this assignment the unit leader will be focusing on the current workplace. In their role of unit leader there are many different situations, such as class based or in meetings. These situations are with different types of people, pupils, colleagues, and outside agencies. Due to the huge difference in the types of people, there will be different leadership styles used. The leadership styles will be determined by undertaking questionnaires. In section two the research was focused on Adair’s three circle model, this was linked to Maslow’s hierarchy model and the importance of emotional intelligence. Section three focuses on implementing a workplace change, and the unit leader’s ability to set direction, motivate, delegate, and empower staff members. This section is linked to Kouzes & Posner five practices of exemplary leadership model. Throughout this assignment the unit leader has used, questionnaires to get a better understanding of their leadership styles and skills. Any relevant diagrams have been placed in appendices. 

1.0 [bookmark: _Toc77534616]Evaluate own ability to use a range of leadership styles, in different situations, and with different types of people, to fulfil the leadership role.

[bookmark: _Hlk77523660]A definition of leaders according to Adair (2007) is; when people lead, they take others on a journey, to a destination set by the leader. The team should know why they are going to that destination, the why is very important. Any good leader will explain the why, the reason for the changes and the journey they are on. The leader will have vision and set the direction the team are going in. The leader may consult with their team throughout the process. Brainstorming sessions can be advantageous to the leader, it will give them the ideas of several people instead of one person – themselves. The advantage of these sessions to the team is that they will feel included, and they may gain a deeper understanding of the changes and challenges ahead. De Vries (2006) agrees with Adair (2007) and adds three items to his definition. Firstly, the character of the leader, including their beliefs, values, and attitudes. Secondly, the character of the followers, including their beliefs, values, and attitudes. Thirdly, the style may vary depending on the situation and situational changes are frequent.
Kippenberger (2002) states that leadership has changed dramatically in the last 100+ years. There has been a move from industrial age to the age of information and technological advancements. Leaders have had to vary their leadership styles, especially in different situations. Despite situational changes, it is important that the leader keeps their own character, this could be a large part of their success and a reason for their followers/closeness of their team. Eddy & Vanderlinden (2006) agree with Kippenberger (2002) that more emphasis is now on leadership, emergent leaders, and leadership styles. The traditional view of one greater leader, using one style, and standardising managers, such as the view of F.W Taylor (2004), the father of scientific management, is outdated. Today there are plenty of opportunities in educational institutions to study leadership and management and to gain an understanding of the many different leadership styles. 

[bookmark: _Toc77534617]1.1	Democratic leadership style, in pupil review meetings, with outside agencies including paediatricians and social workers.

As the unit leader in the current workplace, which is an Additional Learning Needs (ALN) unit, it is compulsory to attend pupil review meetings annually. Pupil review meetings are to the benefit of the pupil, they ensure that the pupil is accessing all services available to them, and that they are receiving the correct medication and/or interventions. Present at the review meetings are a paediatrician, speech and language therapist, social worker, additional learning needs co-ordinator (ALNCO), and if the child is in Local Authority Care (LAC) there may be a representative from a charity such as Barnardo’s.  During the meeting it is imperative that everyone is honest, they share the information they have held on the pupil, without any judgement, and are willing to actively listen and discuss any options. Although every member at the meeting will be a leader in their own field, the meeting will follow the ALN unit leader’s agenda and will be like-minded individuals, the priority is the pupil and how best to facilitate their needs.
During the meeting, each professional will take their turn to discuss their findings on the pupil, since the last review meeting. Everyone will listen and make notes, the notes will comprise of suggestions on how to move forward, problem solving is vital and hints and tips from other pupils, current and past can be a very useful tool. An example of a topic during a meeting is behaviour, a pupil is getting very irate from 2pm onwards, this has been happening for the last two months. The unit leader discusses the behavioural issue, the social worker explains that there has been an issue at home, the father is alcohol dependent and there have been reports of domestic violence. Social services are involved, and the pupil is currently in emergency respite care, however, the only setting available is where two teenagers are placed, this means that it can be a noisy environment late at night. The pupil is having difficulty sleeping and this is affecting their behaviour.
The unit leaders’ vision is that the pupil sleeps through the night, therefore they will not be over tired by 2pm leading them to be aggressive. Barnardo’s suggest that they will go to the Local Authority and help to find a suitable placement, even if it is a private placement at the expense of the authority. The paediatrician suggest that the pupil is started on a low dose of melatonin liquid, this may help them to sleep, alongside a programme of night-time procedures, such as warm lavender bath and hot milk. The ALNCO suggests that a slot is made available in the sensory room after lunch, so that the pupil can have access to a calm environment. The unit leader can now work with the other professionals on this issue and together they will hopefully be able to help the pupil get some rest, this means they will not be so tired and aggressive towards their peers in the afternoon.
The unit leader could have made some changes to help the pupil, but this holistic approach will be more successful. This is working together, as a team, building relationships for the benefit of the pupil. As all participants in the review meeting have a wide range of experiences, they are used to problem solving, pupils are individuals, and it is never one size fits all. During this meeting, there can be many suggestions, every suggestion will be discussed and taken on board because one issue may have ten solutions, it will then be down to trial and error, there is never a quick fix. If it is a speech and language issue for example, the therapist may have to assess the pupil during lunch, if they feel it may be a medical issue. The therapist will then discuss options with the paediatrician, this could result in a hospital appointment being made, the therapist doing weekly sessions with the pupil, or the unit leader being given specific instructions. Although the unit leader is holding the meeting, discussing the issues most relevant to them, they know the importance of this process to the pupils.
When reflecting on being involved in review meetings as part of their role, the unit leader decided to undertake a questionnaire. The questionnaire chosen is Northouse (2019), the leadership styles questionnaire in Appendix 1. Thinking about the situation, the people involved and their own role in this process, the results show that the unit leader has a Democratic Leadership style.  Lewin (1944) explains that 3 leadership styles were researched and established in 1939, authoritarian, democratic and laissez-fair. Today these styles are still relevant, and each style has certain characteristics. Democratic leaders have characteristics that include helping other members of the group or team to feel comfortable to share information, in a safe environment. The other members are actively encouraged to participate in discussions, problem solving and being as creative as possible. Although there is active participation, and others are consulted, the final decision making will be down to the democratic leader. Democratic leadership is only successful if the other members of the group/team work together.  
To conclude, the unit leader agrees with Northouse (2019) that their leadership style, with these people, in this situation is democratic. This team works extremely well, it has all female members currently and due to the sensitive subjects discussed they are emotionally intelligent. Goleman (2020) explains that despite the professional’s intelligence, they must have characteristics such as empathy towards the pupil and the situation. It is very important that they can focus themselves without becoming distressed on the subject matter. These meetings can include heart-breaking information, such as child abuse, it is imperative that the focus remains on the child and how to safeguard them. To date, there has not been a male member leading, or participating in this team.
According to Northouse (2021) when it comes to gender leadership styles, research states that women lead in a more collaborative and democratic way to men. Cuadrado et al (2012) researched the differences between men and women’s leadership styles to see whether it was stereotypical. Male stereotypes include dominance, independent and aggressive. Female stereotypes include sensitivity, generosity, and compassion. Studies conducted did not find that the leaders were stereotypical, the assumption that women would be democratic leaders was unfounded. The female leaders’ results were that they used autocratic leadership styles. This may be because of various gender inequalities, over many thousands of years and female leaders are now showing that leaders are not all male, and a female can lead in the same way. Northouse (2021) disagrees with Cuadrado et al (2012) and states that research shows many female leaders have failed to lead successfully when in a stereotypical male role, especially if the followers are male. In certain situations, it is expected that for female leaders to gain followers, they should adapt a stereotypical female leadership style such as the democratic style. Maund (2018) explains that women are underrepresented in leadership positions globally. There is no evidence of women being less qualified for these positions than men, and gender stereotypes are still an issue.

[bookmark: _Toc77534618]1.2	Authoritarian/Autocratic leadership style, in Additional Learning Needs Unit, with pupils aged 3-7 years. 

The current workplace has eight pupils, ranging from 3-7 years old, and three members of staff. The pupils are divided into 3 groups, nursery, and reception together, year one, and year two. As the unit leader, it is a huge responsibility that both the staff and pupils are kept safe. The pupils in the unit have a wide range of disabilities and learning needs, including autism spectrum disorder (ASD), attention deficit hyperactivity disorder (ADHD), down syndrome, emotional and behavioural disorder, and epilepsy. Some pupils are non-verbal. Some pupils are aggressive, and some are a danger to themselves and others. Due to the nature of these issues, the pupils must be micromanaged. From arrival until departure, every second must be planned, there can not be any free time and the pupils must have two members of staff with them.
For safety reasons the unit leader must be authoritarian. The pupils do not have the ability to make their own choices. They are told what to do and when to do it. The unit leader will give positive commands to pupils, for example please sit, other than do not stand. Due to the nature of their complex behaviours, the language given is always short and straight to the point. The pupils are praised for adhering to commands, again this is short and to the point, for example, good listening or good sitting. An untrained observer would think that this is not the correct way to speak to children, however, this is the best way to speak to children in a unit. Language is confusing to them, they respond well to simple commands and visual cues, such as picture cards. In Appendix 3 there are examples of the picture cards that are used, they have a picture of what they represent, a picture of a toilet for asking a child if they need to go to the toilet. The card would be held to the child and the staff member would hold their hand out for the child and simply say – toilet.
There is a visual timetable in the unit and the pupils are told what activity they are doing now and what is next, all activities are a maximum of ten minutes long. At 8.45am the pupils are told circle time now, sand pit next. The visuals are shown in conjunction with the command. The unit leader plans the day so that a nice activity follows a not so nice activity, work now, outside next for example. The pupils are not fond of work, but they will cooperate because once it is finished, they get to go outside on scooters and bikes. The pupils know that if the work is not finished, they will not go outside. The pupils being split into three groups means that there can be a member of staff with a small group at each time. All pupils are kept in the same open plan room, or enclosed outside area, this is so the unit leader can observe the whole class and the two members of staff for safeguarding reasons.
The pupils have attacked other pupils and staff members, they can bite, pull hair, pinch, kick, punch, headbutt and throw items. There are often triggers to this behaviour, some triggers can be avoided once they have been identified, such as one pupil who had a phobia of balloons, this was easy to solve. Some triggers unfortunately are slightly more difficult to solve, such as the pupil who hates hearing a cry, this is not solvable because if a pupil has fallen or hurt themselves in some way they cry. It is therefore vital that the leader micromanages everything, one lapse of judgement can end in pupil or staff injury. The safety of the pupils and staff in the unit takes priority over learning. If at anytime the unit leader feels it necessary, they will slot the outside card into the visual timetable and take the class outside to blow off steam, this is an activity they enjoy, and it calms any situations down.
Reflecting on this role the unit leader decided to undertake the same questionnaire that had been taken when assessing their role in review meetings. Northouse (2019) leadership styles questionnaire, in Appendix 2, confirmed that this role was an authoritative leadership style. According to Kippenberger (2002) autocratic leaders do not trust their subordinates to fulfil tasks in the correct way, the autocratic leader must always be in control. In a different setting this could be seen as an unpopular leadership style, many people do not like to be micromanaged, however, for this setting there is no alternative leadership style to keep the pupils safe. It is worth noting that if the unit leader were moved to a mainstream setting, they would need to adapt their style. Mainstream pupils can have more freedom to make their own choices and problem solve. 
To conclude, it was interesting to reflect on the different leadership styles used in different situations and with different people, especially when undertaking the same questionnaire. Although, if reflecting on it, it would seem obvious that there must be differences, but to such an extent was a surprise. When examining the questionnaires, many of the answers are the complete opposites. As a unit leader for many years, it is second nature that this is how to behave in an additional learning needs unit and this is how to behave in a review meeting, without giving it any thought. It must have been learnt at some point but never analysed. When thinking about this, there are also many differences when liaising with other staff members, or the parents of pupils for example. When Northouse (2021) has defined leadership, they state that it is difficult to define because there are many different styles and many definitions, because leadership can mean different things to different people. 
The Hersey & Blanchard (1997) model of situational leadership shows that there are no absolutes on leadership styles. One style is not better than another style, it will all depend on the situation. Hersey & Blanchard (1997) state that to use the correct style, the leader should consider their followers, the team, or the individuals they are leading first. The leader can then look at other factors such as the environment they are in. Leaders must be flexible and adapt to the situation. This seems to be very true in the current workplace, because one person can use multiple leadership styles and skills in one single day. On the Tannenbaum & Schmidt (2009) continuum theory graph in Appendix 4, the two workplace examples are at opposite ends and there will not be any movement. The review meeting is at level 7 where all the team members make choices, this can not improve. The ALN unit is at level 1, where the leader has complete control, unfortunately this will never change.

[bookmark: _Toc77534619]2.0	Critically assess a recognised leadership model or theory in relation to its ability to impact on individual’s workplace performance.

According to Adair (2006) his Action Centred Leadership model, is one of the most popular leadership models in the world. This model, in Appendix 5, comprises of three circles, and is often referred to as Adair’s three circle model. The three circles overlap each other, inside circle one it says task, circle two says team and circle three says individual. These are the three core responsibilities. This is a model that can be as simple or complex as required by the leader. This model can be used in any organisation. Despite the model looking very basic, it must be used correctly to be successful. In a later book, Adair (2007) writes task need, team maintenance need and individual need inside his three circles, stating that the task need, is a task that requires other team members to help complete it, it cannot be achieved by one person. The team needs to be maintained, there needs to be cohesiveness and without conflict, the team needs to work for the greater good and support each other. If the needs of the team are not met, then the task will not be successful, and the individual members will be unsatisfied. The individual will have many needs, their basic needs must be met, if they are not, they will not be an effective team member, which could lead to the failure of or difficulty in completing the task. 
Maslow & Lewis (1987) state that Maslow’s hierarchy of needs model underpins Adair’s three circle model. It is vital that for an individual to function, their physiological needs must be met first. These needs include food, water, clothing, shelter, and sleep. Only once these needs are met the individual will be able to progress to the next stage of the hierarchy of needs model. The next level is safety and security, this includes employment, health, property, and family. At this level, an individual can gain meaningful employment, however there may still be things missing from their life, which mean that they are not happy or excelling at work. The further up the hierarchy of needs the individual goes, the happier they will be, they will have love and belonging in their life, self-esteem and once they are at the top of the pyramid, they will have self-actualization. All these levels combined will make an individual a great asset to a team.
Goleman (2020) agrees with Maslow & Lewis (1987) that if an individual does not have their basic needs met, they will be unable to function properly. If someone is hungry and has not been able to eat for a few days, they will not be able to think of anything else apart from how they are going to get food. This also applies If an individual is suffering with any mental health issues, such as stress and anxiety. If the individual is feeling overwhelmed, they lose the ability to use their working memory. This stops the most intelligent individual from being able to perform the simplest, well-known task. The individual will try to concentrate, but it will be to no avail, they will be totally preoccupied. Emotions can interfere at any time, to anyone. Leaders need to recognise if an individual is acting out of character, address the situation with care, and offer support as applicable.  
Aswell as the three circles model, Adair (2007) suggests that the eight leadership functions, should be used. These consist of; defining the task – use SMART objectives Doran (1981) Specific, Measurable, Attainable, Realistic and Time-bound, this will ensure that there are clear goals. Planning – how the end goal will be reached, split up into smaller pieces, these steps are possibly discussed and decided with other team members. Briefing – keeping the team up to date, using clear language and not jargon, so they understand. Controlling – self-control and discipline, and keeping control of budgets, timeframes, staff monitoring. Evaluating – own progress, staff progress, task progress, evaluations should be conducted throughout the task, not only at the end. Motivating – understand the individuals in your team and what rewards they want. Organising – themselves, staff, tasks, rotas, timeframes. Providing an example – being a good role model, good manners, ability to accept responsibility and apologise if necessary. The eight leadership functions all link to achieving the task, building, and maintaining the team and developing the individual. 
In the current workplace there is not a specific leadership model being used, however, the ALN unit could now start using the three circles model. The unit does have to have measurements in place for the children’s progress, these outcomes could be circled under task. It would be tasks such as progressing to phase 3 on the picture exchange communication programme, or counting/signing by rote, it could include the steps to achieve this, and the resources needed. There are two members of staff, the team section could include any ideas they have or would like and shared experiences, turn taking and working together as the picture exchange communication programme needs 2 staff members. The individual circle could be for any training need they have so they can fulfil the task, for example if they are not very familiar with signing, it may be necessary to send them on a day course. 
In conclusion, the Adair (2006) three circles model is an excellent tool for a leader. It gives in depth information of the task, the team, and the individual. It is supported by Maslow’s hierarchy of needs and Goleman’s emotional intelligence. It shows that there must be balance between all three circles to achieve success. What was most impressive was how it can impact on an individual’s workplace performance, by using this model, the leader could identify any strengths, weaknesses, or training needs in individuals and address any gaps. For an individual to be a part of a team, and successfully complete the task, they must have the correct tools and techniques. This model will assist the leader to improve the individual, strengthen the team and the task will be successfully completed.

[bookmark: _Toc77534620]3.0	Assess your own ability to set direction, motivate, delegate, and empower others to bring about a workplace change. 

The unit leader is introducing a change in September. Currently the sensory room is a group activity, undertaken by the unit leader and the ALNCO, while the two support staff members have a lunch break. The change will be to involve the two support staff members. The vision is that the 2pm slot is reserved 4 days a week for the unit. The support staff will take it in turns to go the sensory room with one child. This is a benefit to the child; they will have one to one tactile intervention every fortnight. This is a benefit to the support staff, who are motivated by certification of interventions as they will be taught tactile interventions, which will include deep pressure massage. It will also be a nicer activity for them than their normal 2pm slot of housekeeping. They are both trustworthy, and have enough experience with the pupils, that the unit leader feels confident they can delegate this task, although it is adapted slightly from a group activity to a one to one, this is for the safety of the child and staff member. This empowerment of extra responsibility is a genuine empowerment and not a guise for abdication, as the unit leader will still take group sessions, however, this will be less frequently. 
The unit leader wants to make a change, this is the first change of this nature, so they have undertaken a leadership vision questionnaire by Northouse (2019). The questionnaire had ten questions and each answer had a value of up to five points. After answering the questions and tallying the scores, it shows they are in the high range for leadership vision. This will give them the confidence to set the direction. According to Zaccaro & Banks (2001) leadership vision is important at every level throughout the organisation. CEO’s may set company vision, this shows the shareholders and stakeholders, where the company is heading, and the values held dear to them. A company vision will be over a longer period than a short-term task vision set by a team leader. Direction setting is vital to move forward, it lets people know what needs to be achieved, why it needs to be achieved and how they are going to achieve it. 
A further questionnaire by Northouse (2019) assessed the leadership skills of the unit leader. The questionnaire had eighteen questions with a value of up to five points. The results show that the unit leader biggest strength is their interpersonal skills. This is a great strength to have when motivating individuals as it shows straits such as teamwork, good communication, responsibility, dependability, and empathy. To motivate the support staff, the unit leader needs to have been actively involved with them and know what motivates them. Jurburg et al (2017) state that there must be a reward for employees to be motivated to participate in continuous professional development. The reward must be relevant to the individual and could be financial, receiving training, or receiving certification for example, whatever the reward it must be something that the employee can see as a benefit to them. A large motivator is the opportunity of empowerment, more responsibility, and the ability to make decisions.
Interpersonal skills will help the unit leader to delegate to other team members. According to Carroll et al (2019) Hersey & Blanchard’s situational leadership model explains that if a leader has a task that they feel a follower can do, and the follower themselves feel able and willing, then the leader should delegate. The leader has passed the responsibility to the follower, it is their choice whether they wish to take on extra commitment. The unit leader agrees with Carroll et al (2019) as they are actively involved in all elements of running a unit, and the support staff will see that full participation. The unit leader will always discuss activities with the support staff and ask if they are ready to start learning certain activities. All training of new activities will be taken slowly and once the support staff feel confident, then the unit leader will delegate. Delegation is only given when all parties are happy, it shows that the unit leader trusts the support staff to work independently on important tasks. 
The unit leaders’ interpersonal skills are helpful to empower the support staff. Empowerment is enabling individuals to take on more responsibility, allowing them to use their own judgements and take initiative. According to Dogru (2018) empowering individuals starts with the culture of the organisation. The organisational culture, their beliefs, values, and attitudes will determine how they operate. Supportive organisations will be willing to encourage individuals to advance within the company. When empowering individuals, it is beneficial to the organisation, because the individual will be driven, creative and committed to the organisation. The benefits to the individual include a sense of belonging, trust, and job satisfaction. Alimo-Metcalfe (2010) disagrees with Dogru (2018) and is concerned that empowerment has a high benefit to the organisation, they are asking individuals to do more work and take on more responsibility, while the managers still hold all the power. They state that empowerment has little benefit to the individual and due to the nature of it, it may be harmful. The individual may feel that they have reached the top of Maslow’s hierarchy model, and feel self-actualisation, when ultimately, this gift of extra work can be taken away by powerful leaders at any time. This would potentially cause distress to the individuals.
The five practices of exemplary leadership model by Kouzes & Posner (2006) may help the unit leader to implement changes correctly. Practice one is to model the way, to be actively involved in the processes and set good examples. In the current workplace the unit leader is currently doing the task that is potentially changing. Practice two is inspiring a shared vision, leaders begin to imagine what the future could look like before involving others. Once they have an exciting vision to share, they will make it appealing to their followers by emphasising that it is what they value and hope for, this becomes shared vision. In the current workplace the unit leader has started this process and will share it with the support staff. Practice three is to challenge the process, it is necessary to take risks and try different options, or new things. In the current workplace, this change is a different option, although not entirely a new thing and there can not be any risk taking with children. Practice four is enabling others to act, this includes delegation, collaboration and sharing information. In the current workplace the Unit leader is making changes to provide opportunities for support staff, sharing of information is always encouraged, this includes knowledge sharing, both explicit and tacit information. Practice five is to encourage the heart, praise individuals’ successes and celebrate. In the current workplace praise is used for individuals, this includes both staff and pupils. The unit leader will buy treats to celebrate achievements.
To conclude, the leader must make changes and continually evolve, a company should not remain stagnant. Any improvements can be beneficial to staff, customers, and the organisation. There must be emphasis, that although there are teams in the workplace, these teams consist of individuals. The individuals must not be forgotten and only be members of a team. The leader needs to take the time to get to know the individual, this may be during working hours, appraisal meetings, during tea breaks or ideally in a more relaxed environment, such as a works night out, or team building excursions. It is only once there is knowledge on an individual, can the leader understand how to motivate them, and bring out the best in them. Knowing their staff and sharing their beliefs, values, attitudes, and visions is a massive advantage to a leader.
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