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The need to understand leadership and its purpose is important it needs to be effective, which then creates an environment of positiveness and professionalism and gives an air of confidence. When an organisation has good leadership, it becomes the facilitator which runs the business like a well-oiled machine. If leadership is lacking the cracks and leakages it causes to the organisation can become fatal to a business. In order to lead well a clear vision is needed which is communicated effectively to all so it can be understood what direction the company is going and get the buy-in of the employees. Having an effective plan in place helps meet business goals. Having a leader with emotional intelligence improves employee relationships and helps in times of change. 
There are several definitions for leadership, however (Summerfield, 2014) found them to all contain three elements. A self-governing module which states that the leader works to achieve a common goal, one that is equally regarded or, at least, mutually decided on. It is a shared factor of the idea that the leader influences rather than dictates during the process, conveying a respectful and bonding tactic, with an enrichment component which shows an improved current state. 
Leadership is a process of influencing the behavior of how people work towards the achievement of a specified goal. “Management is doing things right; Leadership is doing the right things” (Storey, et al., 2017). ~ Peter Drucker states Leadership is setting clear direction in the face of uncertainty. The simplest definition of leadership comes from (Storey, et al., 2017) and simply states ‘leadership is having followers.’ According to Storey, et al., pp4,2017 “How we define leadership has implications for how organisations work or do not work”. A leader’s role is to define reality, then give hope. ~Napoleon Bonaparte Leadership is the art of motivating the actions of others.  (scanlandk, 2019).
Being an effective leader improves job satisfaction and the morale of employees. It helps with the decision-making abilities over subordinates, reduces staff turnover, staff absence, develops a positive culture which helps in the guidance of the capabilities of employees helping in the overall improvement of performance. It is important to note that leadership is not about having a senior position. A leader can be from a group, in a family, politics, companies, it can even happen as a result of a situation like an accident or disaster with someone without thinking or being appointed but takes control of the situation. Most people would have held a leadership role at some point in their life. Peter Drucker states, “The only definition of a leader is someone who has followers” (Drucker, 1996). What makes a good or great leader? 




Characteristics.
This leaves us with the question of what then are the Characteristics of Leadership? In asking this question and researching there has been found to be ten core traits for a good leader. 
Honesty, ability to delegate and empower, good communicator, accountability, confidence decision-making capabilities, commitment and passion, positive attitude inspires others, creativity innovation, Intuition and Empathy (O'Sullivan, 2009).
The question then is, are leaders born or are they made? This has been in debate for years. The "great man theory" from the 1840s believe that leaders are born, and society is formed around them (Geiger, 2016). This hierarchical point of view was upheld for decades well into the twentieth century. At that time subordinates did what they were told as this was just how organisations were structured. As time has gone on and society has evolved so has the expectations for leadership (Vries & Korotov, 2010). It has also been found that to emerge as a leader the need to adopt the right environment for the genetic leadership traits to evolve. There is evidence to show the genetic component to leadership; giving the outcome that leaders are born, and not made (Boerma, et al., 2017).

On the contrary Warren Bennis, in his book, ‘On Becoming a Leader’, found many characteristics shared by leaders: vision, passion, integrity, maturity and self-awareness, curiosity, and readiness to take a gamble. These traits are developed as a result of life experiences. There has been no research that identifies a single trait or combination of traits that can be found in all leaders (Boerma, et al., 2017).
There is evidence to support both cases, one to be born a leader and two, one can learn and develop into a leader.

In order to explore emergent leaders a look at the leadership style of Alison Brittain who is the current Chief Executive Officer of a FTSE 100 company Whitbread. Her previous roles have been as a group director of the retail division of Lloyds Banking Group and held senior roles at Santander and Barclays.  She has a proven record of delivering digital online mobile technology business to business marketing.
As there is a wide range of leadership styles, it would only be prudent to consider the importance of leadership styles by showing some of the different styles through a combination of Carol Vaughan-Roberts experiences of leadership and different leaders and explore her leadership style. Carol has worked at various organisations as well as running her own businesses. Having had experience in management, business ownership, and event organisation, these will be used to help reflect and explore her personal leadership style. It is important to note that leadership styles are not just determined by the leader themselves but can be determined and influenced by the type of business or establishment being led. 
Throughout this essay, it is the hope to demonstrate these characteristics in Carol’s character, as well as Alison Brittain’s while, touching on other leaders. Which will help show the importance of emergent leadership and how important it is to have the right tools to lead well. It will demonstrate how this helps to understand leaders and their strengths and weaknesses on how to develop them or having the intelligence to delegate to others with the strengths the leader may lack.
[bookmark: _Toc8593656]What is needed to be an emergent leader

Jim Collins wrote ‘Good to Great’ after conducting a study on examining one thousand four hundred and thirty-five company’s performance over a five-year time span. Only eleven companies fell into the criteria of becoming great companies. They had to outperform the stock market by at least three times for over fifteen years to be classed as being great. He found that what made the companies great not only worked for CEO’s but can work for individuals to. There is a need to concentrate on results by creating what is called the flywheel effect. Which is working to get things going which gets the wheel spinning and with repeat effort, this all becomes easier and easier until things are running/spinning with less effort. People can see their accomplishments and are self-motivated to keep being successful. This requires the need for the right people with the same work ethics willing to put the work in and are willing to easily adapt to a fast-changing world. Then to understand the essential elements for the organisation to concentrate on. This can take years to achieve and is known as the Hedgehog Concept. Simplicity and focus are what is needed to accomplish this. Once you have the right people keep going, moving from good to great (Collins, 2001).
As a result of his research although not what Mr. Collins was looking for, he discovered a pattern in the type of leaders that run the companies from Good to Great. Level 5 Leaders. This is a level five hierarchy; each level having the capability of the lower levels. To be a great leader one must have all five levels of capabilities.
See diagram 1 below.
The leaders at the other levels can still have a successful business but to be great they must have all five. The thing about level 5 leaders is that they all have the same trait; they wish to stay out of the limelight, they have humility and will, are modest, willful, shy and fearless. (Collins, 2001)
Business leaders historically have been known for telling staff what to do but over time this method has become outdated and not really effective to get the best out of people Coaching leadership is a good aid for this. If individuals can make some of their own decisions to get that process started its important to get to know the people. To do this, having meetings and asking leading questions such as, what do you value as an employee… why do you make the decisions you do? where do you want to get to within the organisation? What is the driver behind what you do? With answers to these questions, it is easier to figure out how to motivate team members and get them fully engaged in what they do, develop their skills and it is also a great tool to use to resolve conflict (Goldsmith & Laurence, 2006).
[image: ]
Picture courtesy of A (Collins, 2001)
.
To achieve the balance and be interchangeable in leadership styles which will be discussed later, Emotional Intelligence is needed. Having self-awareness and knowing your strengths and weaknesses, knowing when to let others take the lead. Self-regulation can be achieved through mindfulness, taking time out to meditate, breathing, yoga, walking; in doing this it increases productivity, improves the ability to make decisions, heightens listening ability and reduces stress (Wells, 2015). Motivate oneself towards set goals; to do this re-examine self, this will help with knowing where you stand, what needs to be done next or if or when the direction needs to be changed. Having empathy, the ability to put yourself in the other person's shoes can go a long way. Pay attention to body language, a lot can be told by reading body language. Without a word being said a mood good or bad can be picked up on. Responding to people's feelings can go a long way, for example, show appreciation to someone who stayed behind to finish a report that was needed first thing in the morning can go a long way (Goleman, 1995).

[bookmark: _Toc8593657]Leadership Styles 

When examining leadership styles all good leaders have a dominant style but will use a variety of styles according to the business or situational need. Carol is a cross between a democratic leader and a Laissez-fare leader. Even though at times there has been a need to be more of an autocratic leader due to the nature of the job such as striving to achieve key performance indicators and strict deadlines. She has found it is very important to use the right style to suit the organisation or situation as it could produce devastating results if the wrong style is used.
[bookmark: _Toc8593658]Carol Vaughan-Roberts
Carol ran a summer holiday playscheme for over ten years and to this day organises events such as trips and more recently food festivals. The style of leadership used here and preferred is Laissez-Fare. In both business areas, the staff that were and are employed are experienced in their field. The businesses she runs are community-based and she believes strongly for them to be a success the community and staff should be part of the decision-making process. She does not see it as her show but the team’s. They have all been run in a very hands-off manner. She chooses her team of experts and gives them the plan and they then go off making decisions on how they would like it to be run, just giving feedback on their decisions and actions she needs to take to help the process along. It's a non-authority style, control is achieved more through guidance and observation. When people are included and left to get on with things they excel and respond to their responsibilities and obligations in their own way. All involved have complete freedom in making decisions and are given all the support they need whether it be tools with resources to help solve any problems or complete tasks. This results in great job satisfaction, the greater the possibility for development to employees, encouraging enthusiasm and in turn reveals the employee's ability. On the negative side, employees can suffer from a lack of guidance. The issue with this form of leadership as a leader you could be left in ignorance as to what is happening within your own business. It is also very important to ensure the staff is skilled enough to do the work otherwise this style cannot work.
The first two years of the playscheme was run in an autocratic leadership style, as opposed to the Laissez-Fare leadership style. She made all the plans for activities; set out the rule for the playscheme staff as well as the children. Each activity was what she felt the children would enjoy, and the staff had to follow how she felt they should care for the children. It was believed this was the reason why the staff turnover was high, and the attendance of the children dropped. Luckily for her there was a very good friend who worked in child care and in general conversation, while Carol was airing her concerns, it was suggested a more inclusive approach may be a better approach. She found it hard to let go of the reins but did so in the third year. She had a meeting with parents and then with the children on what they wanted, then with staff on what they felt they could do. That year was magical so much fun was had it became the way forward. All are included in the decisions made on the type of environment they would like to have maintained. Of course, all of this is done within the guidelines of the local authority. New ideas for raising funds and how funds are spent within the scheme are decided by all.
To create a positive work environment where employees are really motivated to reach and even surpass performance requirements is a challenge. It is possible by focused communication with your team. Seek out feedback about how you are doing with your method of communication including exchanges within the organization. Quiz staff members with questions, for example, ‘‘When we talk, are you clear about what I’m saying?’’ or ‘‘Do you think we communicate well around here?’’ or ‘‘Do you have any ideas about how we could communicate better?’’ Have an open-door policy to help provide the best environment for the workplace which will help generate what is needed to achieve competitive advantage (Stone, 2007).
Warren Buffet, the world’s most successful investor, is a well-known hands-off leader even when his organisation needed his input he did not step in until they were in debt of one point nine billion dollars. (Bloomberg, 2012). His style must work as he is worth eighty-seven billion dollars today.

In her role of the administration manager at Carphone Warehouse, the morale of the staff was kept on a high through using of democratic leadership style. This made the staff more receptive and cooperative when they were included in the decision-making process. On assuming the role of administration manager Carol discovered an unhappy team with lots of disagreements, lateness, sick days and they were just doing the minimum requirements. At hand over of the role the warning was the team was a difficult group to manage. With that information, she decided her first move was to become a part of the team by participating in the day to day work whenever possible. Then having discussions with each team member as well as in group settings to discuss the issues they were experiencing. It became apparent that they felt that they were seen as work processors just there to pump out work with nothing to add to the organisation. With this knowledge an introduction of meetings to be held every two weeks and an open-door policy that Carol could be approached at any time. As trust was built the staff started to open up and over time began coming forward with great ideas which would add value to the department, and help things run more efficiently. Once they could see they were being listened to and their thoughts heard, disagreements, lateness, and sickness started to reduce within a six-month period. 
Jimmy Carter, former United States President, is an example of a democratic leader who displayed both the positive and negative sides of democratic leadership. He surrounded himself with some experienced staff but also inexperienced people which affected his decisions. It is thought he may have been better off being more authoritative (University, 2014). John F. Kennedy, former US president, showed characteristics of laissez-faire and democratic leadership styles. As an example, he led the Apollo space program. In other cases, when needed an autocratic leadership style was used, as with the decisions during the Cuban Missile Crisis (University, 2014).

As mentioned above part of the role of the administration team is stringent on key performance indicators and targets. Where decisions need to be made concerning this part of the role, a leadership style adjustment was needed to suit the business needs.  Although things had improved somewhat there was still a need for a different approach. When dealing with certain processes within the role a reward-punishment method would be appropriate requiring a transactional leadership style. Although the organisation had its own processes in place, to build the team relationship and create a better working environment small rewards like giving out chocolates and cakes, allowing staff to leave a few minutes early once the target has been surpassed was introduced. As a punishment, given the task most disliked, seeing others go home a few minutes early knowing that could have been you if you had only got on with the job. The organisation rewards system was financial, and the penalties would be warnings, action plan, up to dismissal. The addition of personal rewards helped the team operate more effectively and brought productivity up. There were two team members that this just did not work for, one sadly had to be dismissed and the other was a constant ‘battle of the wills.’ This employee was on a three-month cycle in month one, work was done well; month two one would start to see a decline and by month three performance would be below standard leading to punishment. This went on for just over one year until she was transferred to another department. Interestingly once in the other department for a few months, she came and apologised for being difficult. It was because she had had her eye on the management role and was unsuccessful in getting the role. Transactional leadership is about motivating subordinates for the desired performance with external rewards, solving problems pragmatically and realistically. This isn't necessarily good for independent thinking or creativity and there is no flexibility to provide for emotions of employees. This is really about getting the job done.
Bill Gates, founder of Microsoft Corporation is a Transactional leader his style contributed towards remarkable growth of the organization. Leading in this way he would go to a new product team asking them hard questions till he felt he had guided them on the right path and were clear on the goal (Mirror, 2015).
As a manager, these styles of leadership are most comfortable as reflecting on how she likes to be treated and believes that people respond better to these leadership styles. When experiencing other management styles such as autocratic leader she has said it has left her feeling unmotivated, unappreciated, not part of the team and very unhappy with the job. An example when working in a market research company where there were key performance indicators and targets to be met for the number of interviews conducted over the phone and quality of delivery held high. This role was a zero-hour contract so no pay if you did not work which was not really an issue as there was always work available. Although she was known as one of the top interviewers and always did her best, had her own style of delivery as did others which was accepted and often praised, and recordings used to help train others. This one manager took exception to this, she would speak to staff with no form of respect, had her way of interviewing and wanted everyone to adopt her style of delivery once working on her projects; regardless of whether or not it worked for the interviewee. She would book people in for work without consulting them then if they could not make it or not turn up, she proceeded to discipline them by not booking them in for work. This often led to staff dissatisfaction staff shortage and people leaving. No one wanted to work on her projects. It was often a discussion as to how and why she kept her job. Autocratic leaders take control of decisions with very little to no input from others. No room for movement very structured rigid work process. Little trust in the team creativity discouraged just rule driven. This style of management impairs the morale of the team. It is good for a quick decision; it is clear who is in control. Once subordinates do as they are told they have nothing to worry about. Great for low skilled workers as they are given direction as to what to do (Travis, 2019). 
[bookmark: _Toc8593659]Alison Brittain
When you check Whitbread's vision statement since Alison Brittain became the Chief Executive Officer their vision statement has changed very slightly to make clear her vision: the wording ‘helping everyone to live and work well’. This encompasses her leadership style creating a vision of teamwork, achievement, and results. 
Richard Baker stated “She has a natural ability to inspire and motivate large customer-facing teams to deliver great service and her strong personal belief in the importance of putting the customer at the heart of the business makes her a perfect fit with our culture and values,” he was at the time Whitbread’s chairman, (Seymour, 2016).
Alison Brittain is a strong leader who worked her way up through a male-dominated finance environment and became one of the seven women leaders in the FTSE 100 company in Britain (Brinded, 2016). Described as a “role model for women striving to reach the top of large organisations and working across a range of traditionally male-dominated sectors” in the (Dean, 2017). On employing Alison, Richard Baker Whitbread's chairman said she is a "standout candidate, her strong personal belief in putting the customer at the center made her "a perfect fit with our culture and values". (Guardian, 2015) Not ever having the pleasure to work under her leadership, in order to get an understanding of her leadership style information from reading articles about her and read Whitbread’s 2018/2019 report helped to gain an understanding of her styles.
What is very clear is that she is mainly a transformational leader. Working with teams that identify the need for change and inspire people to create a vision that they could be guided through and executing the change with team members. Since being appointed she has replaced four of the seven other leadership team members, also four new executive committee members (PLC, 2018). Alison Brittain said in an interview (Brinded, 2016)  Don't surround yourself with "yes people it is important to have a mix of people in your inner circle so they can highlight your strengths and weaknesses and bring about self-awareness”.

The report shows her as an inspirational leader who provides motivation and encourages enthusiasm. Inspiring others to achieve results in enhancing job performance. Steering employees towards a common goal while empowering them. Leading teams where everyone can reach their potential communicating no barriers to entry and no limits to ambition, fair and transparent reward strategies to motivate all team members; Whitbread’s Investing in Skills and Employment programme has enabled apprentices to gain over 1,200 industry qualifications in 2018. Have received the correct training to do their job well creating a ‘no limits to ambition' environment. Which gives the feeling that all are working together as a team to deliver for customers. A score in the high eighties for each point. This is a result of pay for progression and developing initiatives and quality recognition and learning and development opportunities (PLC, 2018). 
Trust in the business has grown to the point where employees are no longer leaving but developing their career throughout the business.
As with all good leaders, more than one style would be used, and Alison is no different. Using the Transactional leadership style, in the 2018/19 report it states, “since the introduction of our ‘Pay for Progression’ strategy in 2015 which links team member pay to skills development, team members perception of fair and transparent pay has continued to rise”. The pension scheme was changed in 2018 to give more flexibility (PLC, 2018).
She encouraged communication within the business to generate new ideas. An employee survey shows the following, that they feel like they are valued, are feeling treated fairly and with respect by their line manager(s). Engaging our teams, by way of two-way discussion. It is well known that the team members are the closest to the customers so are well placed to push for-business accomplishments. The annual YourSay survey had eighty three percent participation. There is an extensive range of consultation mechanisms for every level of the company, from the restaurant’s national forums through to the operation team and including support centre. Regular conferences, regional meetings, leadership engagement are held to engage the Costa and Premier Inn teams. At the Whitbread Court support centre, ways to improve the working environment are discussed in workplace forums. Effective and established two-way conversation on highlighting better ways to work and develop investment. The plan for 2018/19 is to have more opportunities for staff across the brands to offer their opinions on strategy and plans for change can be heard by leaders and board members (PLC, 2018).
An insight into Alison's Strategic leadership came out with the sale of Costa to Coca Cola. Whitbread considered demerger as a dirty word. Executives would extol the benefits of having two leisure brands under one roof. Mrs. Brittain had come to the conclusion that in building Costa and Premier large enough to stand alone to operate independently they could then be demerged. Originally, she had a two-year plan for the demerger but Coca Cola made an offer too great to miss so they sale was agreed in late August 2018  (BBC, 2018). She also signed Whitbread to be a campaign member of the 30% Club with the aim to improve gender diversity in senior leadership teams by thirty percent building diverse teams by 2020 (PLC, 2018). As well as a programme called Force for Good which was launched in July 2017. It has a forward-looking sustainability programme with an ambitious vision to ‘enable everyone to live and work well’. “sustainability is core to what we do and is integral to our business strategy and long-term commercial success” (Whitbread, 2019). Where they will look at providing healthier products which their customers can trust, as well as having a role to play in communities a target to raise ten million Sterling for Great Orman street hospital by 2020 and improvement across the entire supply chain water waste and carbon (Whitbread, 2019).Through these actions and programmes show that she has defined a long term vision for the organisation and plans on resources allocation and where to channel team efforts and seize opportunities to head off threats and get better results. This can be a complex process as plans can be affected by changes internally and external to the organisation and needs continuous assessment, is time-consuming, at time difficult to implement and requires skilful planning (Katsanos, 2019).
[bookmark: _Toc8593660]Vaughan-Roberts and Brittain how different are they?

As stated before, all leaders have a combination of styles, therefore, would both have similar characteristics to each other as well as differences. After examining these two ladies it would appear that Carol, at present, is a Competent Manager and Alison is an Executive Leader. Nothing to stop either of these two ladies achieving Level 5 Executive status other than putting in the work to develop themselves if they so wish.
Carol shows no indication of having strategic leadership skills which as a business person could be a stumbling block. Having that vision and the idea of what should happen next is important to build the business and get the buy-in of employees.
[bookmark: _GoBack]They both managed to get the trust of the employees, this is seen with Carol with the change of behaviour of the staff. It shows with Alison with the feedback given and the fact that the staff turnover has reduced. To build trust, trust needs to be shown (Goman, 2017) which they both have done. They also use transactional leadership as a method of leadership which has boosted staff performance and created change with staff members and organizations.
They both also have great results from their transactional style of leadership which suits each type of business. 
Transformational leaders have great potential to promote performance beyond expectations and to effect enormous changes within individuals and organizations.
Carol has used two very contrasting styles due to the businesses she worked within. Autocratic which she does not feel comfortable with but is necessary depending on the role. Although this cannot be seen in the readings for Alison it would be a style she would have had to use in banking and other business areas.
Alison comes across as a very passionate transformational leader providing her employees the opportunity to reach their fullest potential (Hay, 2006) states it is to promote performance beyond expectations and to effect enormous changes within individuals and organizations. Alison does this extremely well. 
Where they seem to be different is with Carol’s use of Laissez-fare which suits her business. This does not seem a style that would work in Alison’s business type especially as she is a strategic leader, the two styles it would be very difficult to plan five years ahead of time and leave staff to get on with things.   
[bookmark: _Toc8593661]Conclusion and Recommendations

In order to become a great leader, there are lots one can do. It is best to start with one’s self, be mindful be self-aware take note and work on being aware of others and their feelings. Take notice of what is not said, read body language take note of the culture and environment. Carol had two situations that had she used her emotional intelligence the situation she found herself in would have been different. It may have been resolved with some coaching leadership. Taking note of and investigating the Carphone Warehouse employee's behavior a little deeper. Although she did listen and acted, if her friend had not intervened, she may have lost her business altogether. Engaging her emotional intelligence earlier would have saved a lot of grief. However, she seemed to have developed it over time as she uses it to help her choose the best leadership style to use on her team of employees in her role as an Administrative Manager. The use of Transformational leadership is not mentioned in relation to Carol but would be a great plus for her to invest time in pursuing. 
As stated above the good news is that although some leaders a born with the gift it is a skill that can be developed once one is willing to put in the work. 
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The Level 5 Hierarchy

Level 5 LEVEL 5 EXECUTIVE

Executive builds great companies through exercise
of personal humility and wilfulness

Level 4 EFFECTIVELEADER

Effective leader, promoting.commitment to
compelling vision & high performance standards

Level 3 COMPETENT MANAGER

Competent manager, effectively organizes towards
predetermined goals

[AGEA  CONTRIBUTING TEAM MEMBER
Leadership as collaborative team efforts

Level 1 HIGHLY CAPABLE INDIVIDUAL

Individual's talent, knowledge, & skills are key
contribution
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