[image: ] 
Skills for the Workplace 
Module Assignment Submission  
 
	Student Name: 
	Jahanara Begum 

	Student Number: 
	1710632 

	Module No: 
	BMSK6001 

	Module Title: 
	Emergent Leadership 


 
Statement of Confirmation of Authenticity 
By the act of making this submission, the student declares that this is the work of the student named above. The work has not, in whole or in part, been knowingly presented elsewhere for assessment, or where assessment has been built on a previous assessment, this has been identified. Where materials have been used from other sources it has been properly acknowledged. If this statement is untrue, the student acknowledges that an assessment offence has been committed. 
Attention is drawn to the plagiarism and unfair practice policies of UWTSD. 
 
 
 
 
 
Table of Content 
Introduction                                                              3 
1. What is Leadership and its required competencies     3-4 
2. Different traits, leadership styles and models            5-9 
3. Motivation                                                             9 
4. Empowerment and delegation                                10-13 
5. Leadership strategy                                               13 
6. Conclusion                                                           14-14 References                                                           16-17 
Appendices A                                                        18 
Appendices B                                                        19 
Appendices C                                                        20-21 
Appendices D                                                        22 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Introduction 
In this report the student researched and explored different leadership styles including the conceptualizing leadership questionnaire to identify how student views leadership and to identify their perception of different aspects of leadership such as trait emphasis, ability emphasis, skill emphasis, behaviour emphasis, relationship emphasis and process emphasis. Student also analysed my results from another leadership questionnaire which explored leadership styles; Authoritarian, Democratic and Laissez-Faire Leadership. Student identified which styles she possesses and can relate to in different situations and with different types of people, to fulfil the leadership role. Student researched different leadership models/theories in relation to its ability to impact on individual’s workplace performance and found that there are similarities and differences in processes and methods. Student also reflected on and touched upon my own ability to set direction, motivate, delegate and empower individuals when working as a leader to ensure productivity and success. Student also evaluated personal strengths and limitations as well as of other aspiring leaders and concluded with different leadership strategies that need to be taken into account before selecting leaders. 
 
1. What is Leadership and it’s required Competencies? 
A Leader is a character trait. Such as brave, honest, trustworthy etc. If someone has leadership as a natural character trait. Then by default they will look to be visible. They understand the importance of taking responsibility. A manager is just someone who oversees other people. In theory a manager should automatically be a good leader. However, many managers are terrible leaders. They deflect blame on others, they don’t know how to keep a team together, and they delegate responsibility to others over and beyond what is reasonable.  
Leadership includes both formal and informal leaders. Leadership is about leading and managing with great communication, influence and collaboration. As Bennis quoted, “Managers are people who do things right, while leaders are people who do the right thing”. (Warren, Bennis). He further explained leadership is an art of motivating a group of people to act towards achieving a common goal. Leadership in the workplace is vital in order for the successful functioning of a team or organisation, as well as achieving goals. Leadership touches upon a number of competencies such as adaptive capacity, engaging others through shared meaning, voice and purpose. (Bennis & Thomas 2002). It is important that a leader demonstrates these and other core competencies in order to be successful. 
A leader must have authority. Those below the leader in terms of organisation structure must believe in the competence of their superiors. There are various types of power leaders may exercise rightly or wrongly, such as reward power, coercive power, legitimate power, referent power (personal power) and expert power. (French and Raven 1959). It is often ironic that good teams are led by poor leaders that see leadership as obtaining power over others rather than the bigger picture of sharing a goal to achieve something together.  
A leader must also set an agenda and vision for the organisation. Employees must feel a sense of progress and development, both from a personal perspective, and as part of the organisation. Rewards and recognition are the reward powers some leaders possess that helps them keep the team motivated and compliant. 
Trust and understanding are further characteristics of good leadership. A leader ought to be able to give their team sufficient directions to complete a task. Micro management is typically seen as poor leadership. 
When dealing with people who have been in the organisation for a long time, student tries to follow a transformational approach. This is because that specific person might be set in their ways and so the leader’s task is to get them used to new ways of working. Student doesn’t agree with crucibles because intense, transformational experiences where a leader changes dramatically and appears wiser could create doubts and uncertainties unlike consistent approaches. 
If student manages a team that is quite politicised, then student follows a consensual/democratic approach as much as the student can so that team members feel engaged and valued. This aligns with Bennis & Thomas (2002) view on engaging others through shared meaning which helps build culture and community in an organisation and prevents divisions. 
 
Different traits, leadership styles and models 
Managers will exhibit different traits depending on their managerial approach. For example, an autocratic leader will be excessively demanding, aggressive and somewhat narcissistic. In an environment like a team meeting such a leader would hand out orders and expect them to be followed rather than discuss ideas and tasks with open communication so the team members can contribute to discussions and be involved in any decision making. The handing out of orders and expecting the team to comply and follow without having any views is an approach that occurs quite regularly in law enforcement organisations such as the military or a police force. Trait theories such as vision, commitment, knowledge, energy and drive, sensitivity to others, communication skills, strongly helpful personal beliefs and ambition are much needed traits for all leaders to be strong and supportive with a successful goal in mind.  
As Adair developed a general and popular model ‘John Adair’s Action Centred leadership’ which combines the key elements task, team and individual to accomplish the task, with the need to be seen and maintained as a cohesive unit and the need to satisfy any individual’s needs within that team all work well. According to Adair an action-centred leader must structure task and direct the job to be done, support and review the individual assigned to the task and coordinate and foster the work team as a whole (Bolden, et al 2003). Adair’s model highlights a key point: to be an effective leader all three concepts must be followed. It is an easy to use model that everyone can understand and clearly states the main three needs categories: task needs, team needs and individual needs. Student agrees that Adair’s model would benefit all organisations as it is easily adaptable for the demands of modern business management.   
However, there could also be possible limitations such as any conflicts arising within the main three elements of needs. For example, if there is pressure on time or lack of resources for example, if a team member was off sick, it can put pressure on the group and there may be a lack of concentration and focus on task. Another limitation to his model is that it does not stand alone as it is part of an integrated approach.  
There are basic leadership styles such as autocratic 1 which is when the leader solely makes decisions, then announces or informs the group. Autocratic 2 style is when the problem is presented to the team members individually by the leader and their opinions and ideas are taken on board when making a decision. Consultative 1 is when the group is gathered together by the leader to collate their ideas and suggestions before making a decision. Consultative 2 is when the leader communicates the issue and explains the parameters instead of collecting information. The main aim of this is to get the team to agree on the best decision to be made. Finally, the group-based leadership style is when the whole team has permission to deal with problems within set limits. In this situation the problem is identified and diagnosed by the group who also decide on solutions and they develop processes and implement procedures while the leader is supporting them with resources and encouragement without playing any direct role in solving the problem or under taking the tasks unless specifically asked to.  
A manager in a highly complex organisation with thousands of employees often needs to display consensual and democratic approaches to leadership. For example, in a big organisation that student works for, a successful manager is one who knows how to use tact and diplomacy to deal with multiple stakeholders who might disagree among themselves on a particular team or organisation objective. Being a senior manager in such an environment also comes with prestige. This prestige can attract a greater level of respectability from colleagues. 
There are many leadership styles and trait theories. Kurt Lewin developed a framework in the 1930s, based on a leader’s behaviour. His main theory was that there are three types of leaders, Autocratic, Democratic and Laissez-faire leaders. From evaluating the Leadership styles questionnaire, student found that she scored high for both authoritarian leadership and democratic leadership. However, from their own self-reflection student would not agree that she possess authoritarian leadership styles because she does not believe that she is a dominant personality and she would not impose on the group because she believes it is important to have a two way process for the best interests of the organisation and to have a good relationship and trust between the team and the leader which can enhance the profitability and success of the business in all aspects. Student agrees more with the result of scoring high for the democratic leadership style as her personality is such that she would try to include everyone in the decision-making process because she is more of a coaching leader. Therefore, she would want to motivate her team to aim high and make them feel like they are valued and their opinions matter which would build their confidence too.  
Like Branson argued, ‘Leadership should be kept simple and not complicated.’ (Branson, 2013). She believes by being a democratic style leader, considering the viewpoints/opinions of the team and involving them in the decision making process builds good relationship with the team, gives confidence to all to share ideas and identify and resolve problems as an effective team and keeps things simple at the end which leads to success. Ibarra stated that inconsistencies to experiment to figure out what’s right for the new challenges/circumstances isn’t a bad thing (Ibarra,2015, p.11). Student agrees with this, as from her experience of seeing that experimenting brings about new ideas/opportunities and also it can help identify gaps or problems and find solutions from everyone involved and looking at all angles.  
Communication is student’s greatest strength which helps identify strengths and weaknesses of the team members before delegating tasks or extra support accordingly. Depending on each situation student uses different methods of communication such as for matters of urgency student believes either face to face or tele-conferences are the best options to make sure there is clarity and clear communication to deal with matters in an efficient way. Whereas for official matters that need to be recorded for future references or as evidence student believes written communication is essential. This could be in the form of a letter or even emails. Student believes effective and open clear communication consistently works to identify different behaviours, skills and abilities of the team members, because when leading and managing a team if you can identify and help improve the strengths and weaknesses of the team, by giving each person a chance to do what they are best at, it creates team efforts. This can only deliver great results and high team performance/outcome.  
Student scored less for the Laissez-faire leadership style which aligns with their own personal values of helping others and being supportive. This leadership style allows people in the team to make their decisions and less interference and input from the manager/leader. Although student doesn’t believe in micro managing a team, student believes there needs to be a balance of supervising a team, communicating to understand the different situations and to use the different leadership styles depending on the situation. 
The Hersey and Blanchard situational leadership model categorises leadership styles as S1-Telling, S2-Selling, S3-Participating and S4-Delegating. Although student likes to be democratic and keep the team involved, student still leads from the front by identifying and taking action. Student demonstrates what needs to be done to keep their team organised and on the same page which leads to everyone contributing fairly. Student would say they have the S3- Participating and S4-delegating parts of this model as a leader. “Effective leaders need to be flexible, and must adapt themselves according to the situation,” Argued Paul Hersey and Kenneth Blanchard. Student agrees with their situational leadership theory (Blanchard and Hersey, 1969) because it is important to adapt our styles depending on the situations and individual needs which student always consider; to make a team effective and attain successful results. This is because no two situations are the same therefore neither will the solutions be, so it is paramount for the leader and the team members involved to be adaptable and evaluate the right outcome for that particular situation. As student mentioned earlier individual needs have to be considered as everyone has different personalities, skills, needs and different approaches to things, so to get the best outcome all these factors need to be considered along with the different strategies such as identifying and considering different identities, values, beliefs and motivation. However, although their theory is simple and easy to apply in any organisation, there are situations in which their theory may be less applicable e.g. those involving time constraints and task complexity. Whilst Adair’s model focuses on action centred or function oriented, Hersey and Blanchard’s situational leadership theory is situational oriented so it cannot easily be adapted to all situations.  
From completing the Conceptualizing Leadership Questionnaire, student gathered that she scored very similar for emphasises trait, ability, skill, behaviour and relationship which represents her beliefs that all traits are required in a balanced way to be most effective. This would allow her to be flexible in order to support and resolve any team or individual issues within her team or the organisation as a whole. However, she scored the least for process emphasis. Leadership is a process of leading, managing and influencing a group of individuals or a team to achieve a common goal. Without carrying out the leadership knowledge and skills called process leaderships, it would be difficult to meet the performance goals. Even though she scored low for the process emphasis, she gives great consideration and emphasis on managing and following processes as a leader and a team. Although sometimes she believes there are other innovative ideas or solutions to problems that can be helpful even if the generic processes do not support it.  
Human behaviours have different layers some visible such as their behaviour and others which are unseen such as beliefs, values, perceptions, attitudes and assumptions. (AH Raymondson,2013). Behaviours have a great impact on performance so good leaders dig deep to understand individual behaviours both the seen and the unseen to work towards drawing strengths from their identities, values, beliefs, capabilities and competencies.  
Raymondson’s role design for motivation is a great empowerment tool. Role enlargement, role enrichment, role rotation, empowerment, enlargement all go hand in hand to motivate and empower individuals. (AH Raymondson,2013) 
  
Motivation  
For successful performance as Bill Munn an online coaching blogger explains there needs to be three pillars; Competence, Opportunity/ Autonomy and Motivation for growth. (Munn, Bill-Management Coaching online). There are two types of motivation Extrinsic motivation and Intrinsic motivation. When a person is offered a reward or a sanction as encouragement to achieve a target or a goal this is extrinsic motivation. Whereas intrinsic motivation is the kind of motivation to do well in something that you find interesting or passionate about without expecting or needing to be motivated by possibilities of rewards, pay rise etc. This kind of motivation comes naturally when we enjoy a task or are target driven and/or love to aim high in whatever we do to succeed. Some competitive people possess intrinsic motivation within themselves naturally which drives them to put their 100 percent to achieve their goals/targets. 
There are three drivers of motivation. These are Direction, Intensity and Persistence. A good leader understands this and directs its team towards the goal, their encouragement and support to motivate the team members will determine how hard the individuals try to achieve the goals or complete the tasks. They will put more effort in when a team leader gives positive encouragement even if there isn’t any extrinsic motivation like rewards. If a manager provides the support and communicates with the individuals who are assigned the task, they are more likely to persist and keep trying until the task is accomplished. 
Student believes that they also have traits of a coaching leader because she is good at analysing people and building understanding and connection with people which helps her quickly recognise individual’s strengths, weaknesses, skills and motivations. Many researchers have found that there is a significant relationship between emotional intelligence and coaching efficacy. Many studies found motivation efficacy was highly associated with the regulation of both emotional and social skills. They also associated optimism with character building. It is important to be self-aware of our own emotions and personality traits as well as of the individuals so we are aware of the different characteristics, personalities and skillsets we are dealing with. This helps coach, motivate, focus on and improve everyone’s abilities smoothly whilst focusing on the key elements; making the team a success. As stated by Atkinson & Mackenzie, student agrees, “Leadership is the significant factor in impacting upon organisation performance…” (Philip Atkinson and Robert Mackenzie, 2015). Student believes this would motivate individuals and help everyone progress to be great leaders of the future. 
Many factors can affect workplace motivation such as meaningful work, career prospects, recognition for contribution, feeling valued, flexible working to name a few. As leaders it is important to understand to motivate your team, you need to be approachable and effective manager, you need to give recognition and appreciation for the team member’s efforts, you need to make them feel valued and inspire them to build confidence. You need to also keep in mind what opportunities can be provided to them for their growth, learning and development that would motivate them. We all have different expectations and it is important to understand and consider both the organisation’s expectations and the individual’s expectations. Raymondson stated, “Psychological Contract…the perceptions of the two parties, employee and employer, of what their mutual obligations are towards each other”. (AH Raymondson,2014) Student agrees it is very important to understand both parties, expectations and obligations to perform well as a whole organisation.  
Empowerment and delegation  
Delegating tasks to team members in the correct way empowers them and sets the context for successful performance. There are different ways of delegating for example, Gofer delegation and Stewardship delegation. 
Gofer delegation is extremely directive and specific. This is when a manager focuses on passing on the way of doing the task. In this way the leader dictates what to do and exactly how to do it.  The leader micromanages the progress of the “subordinate”. It is all about compliance and only completing that task and no initiative taken on board. The individuals assigned the tasks are closely followed up on, monitored and approved. This kind of delegation demotivates team members and can be time consuming for the leader themselves so it is not a good leadership style delegation.  
On the other hand, Stewardship delegation appears to bring more chance of success. Stewardship delegation focuses on results rather than methods. In this type of delegation five aspects must be understood both by the leaders and the team members assigned the task. The focus has to be on these aspects:  
1. Desired Results 
2. Guidelines 
3. Resources 
4. Accountability 
5. Consequences 
The Stewardship delegations with the five levels of initiative Stages 1 when you are waiting for instruction, Stages 2 asking what to do, Stage 3 This is the recommending stage, Stage 4 This is when you act independently but report immediately to ensure accuracy.  The Final Stage 5 is when you act independently and report routinely. This is when the individual is trusting to act on their own and complete task with confidence. Stewardship delegation can be a positive process because the leader is delegating the right level of responsibility and authority. The individual assigned the task is allowed to own the work and communicate the progress and results at agreed times so they have a goal to work towards which would motivate them. With this type of delegating they also have the guidance and support of the managers if or when needed. This kind of delegation is a set of concrete steps by Covey in his seminal work, ‘The 7 Habits of Effective People’.  His Stewardship delegation tools delegate effectively by encouraging and empowering individuals in taking personal responsibility for the success or the failure of the assigned task. The crucial element that makes this method highly effective is trust. As Covey stated, “Trust is the highest form of human motivation. It brings out the very best in people. But it takes time and patience...” (Stephen, Covey, 1989)  
Student has witnessed some managers/leaders as being very abrupt which hinders positive communication and it also builds barriers between team members and team leader. This creates lack of trust and impacts on team members' willingness to come to work with a positive mind which hinders performance. Because of some managers' actions and poor leadership, team members are de-motivated even though they have the skills and abilities to do the tasks efficiently. It is of great importance for a leader to build a good relationship with the team to achieve the organisational objective/goals. 
As a leader student would create a good structure so people know exactly what their role entails within the organisation and their teams. Student would also create time for individuals in their team for their personal development or if they had any concerns, issues regarding their future goals to progress within the company. Student would empower my team members to build their confidence and to make them believe they can become future leaders. Student would keep in mind both internal and external customers and maintain good relationship with all through effective communication and building trust through consistency of service.  Student’s personal strengths of building rapport with different personalities can easily diffuse any unconscious bias of managers/leaders.  Student is able to listen to and show empathy towards individual needs or any situation they find themselves in. Student tries to be impartial and consider their personal needs as well as keeping in mind the business needs. Being a good listener and an understanding manager helps resolve different kind of issues in a timely manner after exploring all different channels and solutions. Building and maintaining trust through honest communication helps prevent unnecessary issues. Covey’s theory of trust highlights the importance of trustworthiness among leaders in organisations. As a result, building this dynamic is important if teams are to be successful.  
As a leader the limitations the student may encounter could be from their caring nature that she possesses which can sometimes give the impression that if a team member is to shirk responsibilities, student will be lenient and advantages can be taken. However, being self-aware makes the student realise when she needs to be considerate and when she needs to be assertive so her behaviour depends on the individual situations. Sometimes personal strengths or positive personality traits can become your weaknesses in a workplace setting. For example, being too kind, caring and empathetic might prevent your team members from seeing you as a leader and attendance or team performance might drop from them seeing student’s personality traits as her weaknesses or taking her more as a friend figure can make them be under the impression that they can have unauthorised privileges and behave accordingly.  
Therefore, student would be strategic and more assertive than she would be in a different environment such as in her home or personal environment. Even though she would be approachable she would maintain a fine balance between being authoritative and being involved than allowing the team members to take advantage and compromise on their work ethics. Covey’s Habit 4 “Win-win” from his ‘The 7 Habits of highly effective people’ makes it clear it has to be a win for all so all leaders and the team need to work as a team and maintain good relationship, trust and communication to achieve goals together. “In the long run, if it isn’t a win for both of us, we both lose. That’s why win-win is the only real alternative in interdependent realities.” (Covey, R. Stephen). Some leaders think they can’t be coming across nice but have to be tough. Student agrees with Covey that win-win requires a balancing act between being courageous and considerate so you should be both nice and tough depending on situations and the behaviours of others. Student strongly agrees with Covey’s win-win theories of being empathic but also of being confident. Being considerate and sensitive but also brave would show maturity in your actions and allow others to like you, respect you but also take you seriously as a leader.  
From this research and student’s own self-reflection, student has been giving great thought on her soft caring personality and realising that to be an effective leader she will need to balance this with being assertive and brave in different situations. Covey’s habit 5: “Seek first to understand, then to be understood,” is a good advice to follow, when you understand the behaviours of others and the situation, then we can determine how to come across in that particular situation. People will understand us from how we behave towards them and the situation. It is a two-way thing. 
As a woman another limitation student may face as a leader is the gender stereotypes of women. “Descriptive and prescriptive stereotypes are pervasive and can often lead to biased judgements” (Fiske, 1998; Heilman, 2001). Student strongly agrees with this statement based on being a woman who has witnessed the gender gap and stereotypes within her organisation’s leadership group. Unfortunately, these stereotypes such as ‘woman are communal and warm (Fiske, Cuddy, & Glick, 2007; 2001’ create barriers. On the other hand, men are described to have ‘agentic characteristics such as being confident and assertive’, (Huddy & Terkildsen, 1993).  
Women are often stereotyped as not possessing the certain leadership characteristics such as ‘attitudes and temperaments that are closely aligned with the global masculine stereotype (e.g, competent, verbal skills, determination, and industriousness’, (Sczeny, 2003).  
Such stereotypes cause women leaders like the student to be undermined and have more barriers in place to progress to leadership roles in some organisations even though women may possess all the leadership qualities and competencies. These are challenges women who are aspiring leaders face, even in modern times, in some organisations more than others.  
Leadership strategy 
To formulate the leadership strategy, the first step is to review the business strategy. This is to evaluate implications for new leadership requirements.  Those analysing this must know the business closely, be up to date and familiar with all the processes and information about the business. All this would help in deciding how to acquire leadership talent, retain and develop them.  A leadership strategy would identify and focus on how many leaders are needed for the organisation, from where, what kind, possessing what skills, experiences, the behaviours individually and collectively and if the individual meets what the organisation seeks in a leader.  
Overall, the leadership strategy has to specify business strategy factors such as quantity of leaders required over a period of time, taking into account growth needs and projected turnover. The quality the potential leader possesses when selected or retained such as demographics like Age, Education, Experience and Diversity factors such as level and location also need to be taken into account. Skills and behaviours and collective capabilities and competencies are all required at high level and the leadership culture. All these factors are taken into account when selecting leaders for most organisation, although some have other unconscious biases. 
Most companies would focus on developing their potential leaders, therefore effective learning opportunities would be provided such as Coaching/ Mentoring feedback, Work assignments, Special assignments/initiatives, Team-based, cross functional learning and relationship building, leadership meetings and events, executive engagement in talent development, employee engagement activities, leadership by level, function and location and development over time. 
 
Conclusion 
After researching different leadership styles, analysing student’s own leadership capabilities by completing different leadership and conceptualisations questionnaires, student discovered that she did not fall into a specific category for leaders even though her results showed that she possess authoritarian leadership and democratic leadership skills.  
The leadership questionnaire results showed that she has authoritarian leadership styles, although she believes that she is not someone who likes to dictate or order people around as she believes in teamwork and good relationships between leaders and managers to maximise productivity and gain high performance output.  
As most theorists agree upon, some level of authority and delegation is required for effective outcomes. This research made student more self-aware of her strengths, skills, behaviours and beliefs. As per her result of the second questionnaire Conceptualizing questionnaire, the outcome of the Conceptualizing Leadership Questionnaire revealed my approach to emphasises trait, ability, skill, behaviour and relationship which demonstrates that she has different skills and traits which can be transformational and are required in a balanced way to be most effective as a leader. However, she scored the least for process emphasis which has made her reflect on how she deals with different processes and she looks to enhance on this emphasis to become a successful leader.  
On reflection, she does have different skills and capabilities as a leader and she would be adaptable to different situations and individual needs. Through her research she documented in the main body, she has come to the knowledge that all leaders must be competent and maintain some level of authority to be effective and motivators. She also looked at different traits and leaderships strategies as well as different types of delegations and motivational factors. Student’s research identifies the key element required between leaders and team members regardless of the task or the goals, trust is crucial for success in whatever is to be done. Foundation begins with trust in all levels of every organisation. All theorists unanimously agree on this.  
From student’s research she identified a stereotype that still exists in the management structure in a lot of organisation which has bias towards women being compared to men. Women are stereotyped in not possessing the key elements or leadership characteristics such as masculine traits that are deemed to be seen more in men than women, as mentioned by Sczeny. (Sczeny, 2003). This can limit the women’s progression to leadership roles and fulfilling their career goals despite possessing the leadership qualities and skills. To prevent such stereotypes and unconscious biases and ensure fairness when determining Leaders, it is paramount to take into account the leadership strategy factors mentioned in the student’s report when hiring leaders. To add value to any organisations the emergent leader is developed over time as a result of the group’s interactions which makes the organisation successful. 
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