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[bookmark: _Toc1194341423]1.0 Introduction
“Leadership is not about a title or a designation. It’s about impact, influence, and inspiration.” Sharma (2011).
This report critically explores the structural, psychological and behavioural responsibilities of modern leadership during a period of organisational transformation. By breaking down foundational and contemporary leadership models with structural analysis, this report evaluates organisational leadership capability and sets out an actionable framework for managing workplace change. The primary operational setting is Cambrian Training Company (CTC), one of Wales’ premium Work-Based Learning (WBL) apprenticeship providers. CTC manage complex contract deliveries across critical economic sectors including Hospitality, Food and Drink Manufacturing, Business Administration, Team Leading and Management. With regional offices spanning Welshpool, Holyhead, Colwyn Bay and Llanelli, the organisation relies on a geographically dispersed workforce of Training Officers (TOs) and sector specialists who bridge the gap between academic compliance and industry application under strict regulatory policies and procedures set by the key stakeholders such as Estyn, MEDR and the Welsh Government.
Back in 2025, Cambrian Training completed their historic transition into a 100% Employee-Owned business via an Employee Ownership Trust (EOT). This structural transformation alters the psychological contract between the organisation and its workforce because employees are no longer passive wage- earners executing external directives, but now legal beneficiaries and co-owners with a direct stake in the company’s continued success. To fully unlock the benefits of the EOT model, leadership must be distinguished from steady-state management. While management derives its authority from legitimate positional power to maintain order, consistency and compliance; leadership relies heavily on referent and expert power to align people, communicating inspiring vision and navigate uncertainty, alternating the psychological environment to foster collective intrinsic motivation. In an employee-owned paradigm, leaders must cultivate referent power to build a culture of shared accountability and active ownership which will be discussed in this report.


[bookmark: _Toc333344706]2.0 Critically Assessing Recognised Leadership Models & Workplace Performance
This section compares three major leadership models; Marquets Intent-Based Leadership as the primary framework, contrasting it Semler’s radical corporate democracy model and evaluating it against Adairs Action-Centred Leadership as a baseline tool. Each model is critically evaluated against CTCs unique operational needs and strict regulations.
[bookmark: _Toc1929531741]2.1 Marquet's Intent-Based Leadership
“It’s a way of working that creates lasting behavioural change.” Marquet's Intent-Based Leadership *Appendix A is said to get rid of the old style, militant leadership style where the boss gives the orders and everyone else follows them. Corser's (2017) research shows that when a manager makes the decisions, the staff stop thinking, stop acting and just wait to be told what to do. Hanburys (2021) research states that leaders should hand over control to the people on the front line because they are the ones who have the information. To give away control safely in this context, competence such as training and enhancing skills, and clarity such as clear communication and goal setting should be at priority.
[bookmark: _Int_MIMlfbfY]For an employee-owned business like CTC, this model is a useful tool. If you are giving control to the regional teams without checking their competence and clarity, it could cause misunderstanding and apprentices not getting trained to the stakeholders' expectations, ultimately losing funding from the Welsh government. An example of this could be if a TO wants to change the dates of a non-mandatory training course to arrange a visit with a learner who is over 61 days, they shouldn’t have to ask for the Head of Business Units’ (HBUs) permission. Instead, they should tell their manager what they intend to do and provide an alternative date they have available. The HBU can then check the competency by making sure that the alternative date is reasonable as well as checking the portfolio to make sure the learner hasn’t completed learning since the last visit. The manager will the check the clarity by confirming this meets the KPIs of the business. If it fits both criteria, the manager can then confirm the approval. By shifting the control from the HBU to the TO, it allows the TO to feel in control of their actions and take accountability.
However, there are counter arguments to this model that must be explored. Academic research from Gleason (2022) explores how Intent-Based Leadership “contributes to a modern problem with information overload” which can be assumed that too much information distracts from the actual problem. If a team has a low-basic competence, pushing decision making down the ladder can cause total operational freeze or lead to compliance errors, for example if someone isn’t fully trained yet and is being asked to take on responsibilities above their role. Also, distributing choices across a wide workforce such as CTC increases structural decision fatigue and cognitive workload through too many choices to make or too many choices to choose from. Instead of making decisions simpler, it can slow down the daily business because staff feel overwhelmed by having to make their own choices, rather than focusing on their job.
[bookmark: _Toc1065716948]2.2 Semlers Leadership Theory
Semler's leadership theory * Appendix B is a bit different, rather radical view. This theory derives from Semlers company at Semco, where he got rid of almost all company rules, allowed staff to choose their own managers, disclosed all salaries to the workers and allowed the staff to choose their own hours and working environments. Semler and Marquet both agree that controlling managers have a negative impact on a company because it hinders true potential. However, this is expressed in different ways.
Tech Giants Google famously implemented the trust-based leadership model known as project Aristotle. It concluded that “Who is on the team, is far less important than how the team members interact, structure their work and view their contributions”.
Marquet keeps the normal company structure and changes the communication barrier to decision-making and problem-solving. Semler tears apart the management structure and gets rid of managers to allow the team to choose their own managers. Marquet uses different language to let staff make their choices while still overseeing operations, Semler relies on total trust of his workforce to get the job done. When contextualising to CTC, Semlers theory could be dangerous if implemented. If there were no rules or managers at all, the teams would struggle to pass government audits because there would be no one in charge of the contracts granted by the Welsh Government and there would be no one in charge of Business Development. Not only that but as it is 100% EOT, it could end up like a free-for-all in terms of salaries and benefits. At team meetings though, Semlers theory is implemented, as the company balance sheets and Welsh Government targets are disclosed to prove whether they are in line with compliance or what they must do to improve, such as induct more learners to meet financial targets.
According to Barder (2018) Semlers views can create vulnerability during shifts, like ambiguous accountability and potential abuse of power. This is strengthened by Morgan (2025) who believes that when vulnerability is used without accountability, it creates a dangerous culture where excuses replace growth. For example, if no structural management systems are implemented, or if they are removed, this could lead to operational issues such as keeping track of KPIs and setting goals. In terms of abuse of power, employees could take most of the wages available and will choose to predominantly work from home when they need to be out on the road seeing specific things for learners.
[bookmark: _Toc19737423]2.3 Adairs Action-Centred Leadership
Adairs action-centred leadership model * Appendix C is simple and is the recommended model to use in an EOT structure. Adairs theory states a good leader balances three basic needs; getting the job done, managing the team and helping the individual. Drawn in circles that overlap each other, if any of these are ignored this will have a negative impact on the company. It can be used as a daily checklist for managers who work in steady companies where there are little changes like CTC. A CTC manager could use this and display their findings at team meetings such as apprenticeship numbers for the job circle, team meetings for the team circle and one-to-one chats for the individual circle.
As good as this theory is, there are some limitations when there is a change in the business. The action-centred approach assumes that everything is running smoothly and according to plan. It doesn’t, however, give advice on how to change the culture or dynamics of the company, how to handle mixed emotions or personalities or how to deal with power struggles when a business alters its legal setup. While the benefits for Adair include a daily checklist, models like Marquets are much better for turning quiet employees into active business owners.
Leadership theorists like Stegemoller (20225) state that checklist models oversimplify human nature and totally ignore worker wellbeing. This is backed up by research from Quality Driven Software (2020) who believe that checklists are only positive for admin like re-training, not for ensuring quality.  By treating the individual, the team and the task as three equal mechanisms, it allows leaders to balance them without emotional friction. Particularly in times of structural upheaval, the circles collide and the heavy demand of tasks crush the needs of the individual, leaving managers with unmotivated staff unable to handle the emotional distress or cultural struggles.


[bookmark: _Toc2115126237]3.0 Critical Analysis of Leadership Frameworks & Situational Flexibility
“Leadership plays a critical role in navigating institutional change in higher education, particularly in the context of global disruptions, policy shifts, and increasing demands for equality.” Maduforo et.al (2026).
This next section moves away from theory models and delving into how act as a leader. Evidence from 3 different leadership style questionnaires will be used to as real data to back up my claims. I will be navigating how structural leadership, and interpersonal leadership affects the operations during an EOT transition. I will then compare situational leadership against transactional, before showing how I mix both at Cambrian Training to keep the business safe, whilst allowing staff to have the freedom.
[bookmark: _Toc1352169172]3.1 Structural vs. Interpersonal Leadership Dynamics in Navigating Change
When a business runs according to plan, it’s easy for a manager to spend their time focusing on admin duties and paperwork. At CTC this particular focus is a big part of the role. It is my responsibility to ensure I am following the continuously updated policies and procedures set out by the Welsh Government, MEDR and Education Workforce Council (EWC). If these policies and procedures aren’t complete or followed, we could lose our contracts and the company would close.
However, I have learnt that by solely completing admin is a big mistake when a business is going through an employee-owned transition. Admin and tick box exercises are great for passing audits, but they don’t help you when you want to check on your staff's wellbeing or competence of the role. To get the best out of my leadership and my team during this transition, I must take a step back from admin duties and focus more on my people skills. If they see me getting stressed and default to shouting about targets, policies and procedures, this will demotivate a lot of the staff because they will feel like just regular cogs in the wheel at that point. To avoid this, I need to use show good communication skills, emotional intelligence and listen to their worries to make them feel safe enough to take charge of their own responsibilities.
This viewpoint is backed up through real life data from my Leadership Traits questionnaire*Appendix D. For this, I rated myself on 5 different leadership traits, as well as asking 5 of my colleagues to complete it too. The results showed how my colleagues see me and how my traits fit perfectly with what an EOT business needs from leaders. My team gave me high marks for relationship traits, specific high scores for Friendly, Outgoing, Sensitive and Empathetic. Interestingly I scored myself lower in these areas than my team did, which shows I have a habit of underestimating how much my kind approach motivates the people around me. This is proven in the questionnaire where they ranked me lower on self-confidence and determination.
[bookmark: _Toc1584522046]3.2 Situational Leadership vs. Transactional Leadership
“True isn’t about control, but about emotional intelligence and connection” Goleman (2026).
To delve into the personal trait profiles, I find it valuable to evaluate them through Daniel Golemans model of emotional intelligence which emphasises self-awareness, self-management, social awareness and relationship management. My scores from this questionnaire show that my professional strengths are empathy and relationship building, giving me the necessary psychological insight to navigate resistance and absorb workplace anxieties during periods of corporate change. However, a counter argument to Goleman's model warns that highly developed emotional intelligence can easily be taken advantage of or manipulate executive agendas. Maintaining a high level of empathy across an emotionally challenging role, as well as manoeuvring a new transition, will be taxing and the risk of burnout will increase.
This interpersonal awareness contrasts with transactional leadership which views workplace performance with strict legal compliance brings economic reward. Transactional management is essentially a manager intervening, only when procedures have been breached, or KPIs have been missed. Hersey and Blanchards Situational Leadership *Appendix E model argues that effective management requires behavioural flexibility. This forces me as the leader to adapt my style across directing, coaching, supporting and delegating behaviours depending on the readiness level of the employee. By following situational leadership, this allows me to avoid falling into the trap of micromanagement and under direction, meaning that my colleague's competence and confidence fluctuate depending on their emotional state and the task given to them. This is backed up by Kenton (2024) where one of the key takeaways from this model is that “leadership in this model are flexible, allowing the managers to select the most suitable approach for each situation”.
[bookmark: _Toc587972275]3.3 The Hybrid Operational Reality Demonstrated at Cambrian Training
When analysing the operational landscape of CTC, it is clear to me that relying on a singular leadership ideology is not the best way forward, necessitating instead a hybrid framework that fuses transactional leadership with situational support. My organisation relies on public funding contracts, stakeholder buy in, transactional metrics like contract reviews, enrolment targets and strict quality, audits can’t be discarded without inviting institutional failure. Evidence from the leadership styles questionnaire *Appendix G directly reflects this hybrid capability, showing how I scored highly for democratic leadership with a 22 and a very low 14 for authoritarian. This distribution proves that while I naturally avoid dictatorial behaviours, I possess the flexibility to offer a democratic inclusion for developing staff. In the leadership traits questionnaire, it shows that I am well liked amongst my peers, showing that this kind of leadership is beneficial for my organisation.
This balancing act is further supported in my Leadership Strengths questionnaire *appendix F where my scores highlighted my primary leadership drivers as an encourager with a score of 23, analyser at 21, mediator at 21, implementer at 20 and innovator at 19. My score for analyser ensures that I can meticulously interpret complicated government funding rules to maintain strict transactional compliance. Simultaneously, my top strengths as an encourager and mediator give me the capacity to use situational leadership effectively, offering coaching and insights to staff struggling with administrative burdens while delegating independence to my senior TOs. This strengths questionnaire transforms regulatory compliance from a restrictive cage into a safe structural foundation, ensuring stability while unlocking the discretionary efforts that drives employee ownership.


[bookmark: _Toc2091259285]4.0 Planning & Executing Workplace Change
“Becoming a leader is synonymous with becoming yourself.” Bennis (2009).
This section highlights the practical execution of my workplaces transition to an EOT, mapping out strategic manoeuvres required to shift the institutional culture. Utilising Bennis’ four core leadership competencies, I analyse how I apply my personal traits to capture employee attention, manage systemic meaning and develop organisational trust. This section also examines the psychological shift from a Theory X to a Theory Y mindset and assess how our own power dynamics need to evolve from positional authority to collaborative, personal influence.
[bookmark: _Toc2093826678]4.1 How Bennis’ Key Leadership Competencies are Applied to the EOT Transition
The transition to corporate trust governance within Work-Based Learning in Wales demands high levels of communication alignment and institutional transparency, because CTC is the biggest and only WBL for hospitality provider in Wales. To execute this project of change successfully, I would channel my operational strategy through Warren Bennis’ Four Key Leadership Competencies (1984) *Appendix H to manage the collective mindset of the distributed teams. By management of attention, I project a compelling and transparent vision of ownership that steers my staff away from isolated thinking and aligns the long-term financial health of the EOT. My high peer scores for clarity and encouraging behaviours serve as essential communication assets during this phase, transforming abstract corporate changes into an engaging, shared future.
Using the management of meaning, I would actively translate complex financial and legal EOT structures into relatively daily behaviours showing my team how reducing operational waste or optimising travel schedules directly inflates the profit-sharing pool. My strength as a mediator, validated by my team and anylitical thinking would enable me to navigate financial disclosures calmly, dampening anxieties across our regional offices during our full company meetings that happen every 3 months. I would maintain the management of trust by ensuring absolute predictability and integrity in my actions, utilising an open book management to reinforce my high ratings of trustworthiness and dependability from my colleagues. Finally, through the management of self, I would leverage my empathetic trait profile to monitor my own psychological boundaries, absorbing staff frustrations without defaulting to defensive micromanagement or allowing strategic drift.
[bookmark: _Toc209284553]4.2 Shifting from X Theory to Y Theory
To permanently embed this cultural change, I believe our leadership team must thoroughly re-examine its underlying assumptions regarding employee motivation, by transitioning from Mcregors Theory X to a Theory Y (1960) *Appendix I. Theory X assumes that employees are inherently lazy, inherently dislike responsibility and must be strictly coerced and monitored to hit corporate targets. Research from MDaudits (2025) suggests the punitive nature of WBL audits has pushed regional managers into a reactive of checkbox compliance and administrative burden. Theory X results in over-monitoring and rigid behaviour controls.
However, continuing to monitor using Theory X completely invalidates the legal and philosophical spirit of an EOT, breeding a sense of cynicism if we label workers as owners but manage them like trustworthy cogs. To boost genuine workplace innovation, I would actively guide the management tier to embrace a Theory Y outlook, which assumes our staff are intrinsically motivated and crave professional accountability when aligned with corporate goals. By dismantling unnecessary surveillance and replacing it with collaborative goal setting, I can convert passive employees into proactive business partners who take pride in corporate outcomes.
[bookmark: _Toc2010914995]4.3 Leadership Dynamics, Bases of Power and Use of Influence
Navigating a successful EOT transition requires a shift to French and Ravens classic model bases of power (1959) *Appendix J, shifting my organisational influence away from position-based authority and toward personal power. Position power, which encompasses legitimacy, reward and coercive power, relies entirely on formal hierarchy and the implicit threat of disciplinary correction or the promise of top-down approach. While these tools are effective for forcing basic compliance, my low authoritarian score highlights that I naturally avoid using heavy handed position power, which is counterproductive to establishing collaborative corporate trust.
Instead, I would focus heavily on personal power, maximising my expert and referent power bases to drive meaningful organisational change. I would build expert power upon my competence and industry knowledge, which preserves my professional authority during intense educational audits and matches my high peer ratings for diligence. My referent power stems from personal integrity and strong emotional bonds I forge with staff, heavily matching my team-validated scores for being sensitive, outgoing and democratic. By combining these personal power bases with Bennis’ core competencies, I can influence staff through rational persuasion and collaboration rather than top-down mandates, protecting our core performance metrics while building an authentic culture of shared ownership.


[bookmark: _Toc1423151755]5.0 Conclusion
Transitioning CTC into a 100% EOT organisation represents a major evolutionary step that requires replacing archaic, command-and-control hierarchies with a highly flexible and distributed leadership. CTC currently navigates a complex operational environment by running a successful hybrid model by using transactional systems to insulate its public funding from audit failures. CTC utilises situational leadership to cultivate frontline autonomy. My personal metric data confirms that my strong democratic foundations, highly analytical capabilities and deep empathetic traits fit the requirements of this cultural transition positively. 
However, critical analysis reveals that this empowerment cannot be deployed thoughtlessly; it must be constantly balanced against rigorous competence tracking and strategic clarity to prevent operational drift. I conclusion, the long-term commercial success of the trust depends on the ability to move beyond formal positional power, using personal respect, expert capability and emotional intelligence to turn its employees into self-directed business owners.


[bookmark: _Toc953835357]6.0 Recommendations
To minimise operational delays, senior executives must introduce intent-based communication protocols across all regional hubs. This initiative requires training frontline assessors and line managers to replace passive, permission-seeking language with structured statements of intent. Every stated intention must include a brief justification proving technical competence and verifying that the choice aligns with funding compliance. I will directly leverage my team-validated strength for clear speech to design and deliver these concise communication toolkits, ensuring the transition preserves absolute regulatory safety.
To give our workforce a formal voice in corporate governance, the management team must establish a network of Regional EOT Advisory Circles across our main delivery hubs in Welshpool, Holyhead, Colwyn Bay and Llanelli. These collaborative circles will serve as direct channels for frontline staff to express their thoughts about the future of the company and how staff are treated, cost-saving initiatives and share digital best practices. My high diagnostic scores as a mediator and encourager qualify me to oversee the launch of these groups, keeping conversations constructive and tightly aligned with corporate targets. The most viable operational solutions generated will scale directly to the main Trust Board, providing tangible evidence of employee influence.
Finally, the HR department must design a targeted leadership development programme focused on embedding Theory Y management behaviours. Guided by my strengths in democratic teamwork and emotional empathy, this initiative will teach line managers to use Hersey and Blanchard's Situational Leadership model. Participants will learn to diagnose employee maturity levels for specific tasks, allowing them to shift fluidly between coaching and delegating styles without causing role confusion.
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What is fascinating is that, although most modern-day research indicates that Theory Y is
true of what should be driving leadership behaviour, much of the retained thinking of days

gone by still affects how many leaders lead today with some elements of Theory X
leadership.

MCGREGOR'’S THEORY X AND THEORY Y MODEL |

ATTITUDE

We dislike work, we find it boring, and will avoid it
if we can.

DIRECTION

We must be forced or coerced to make the right
effort.

RESPONSIBILITY
We would rather be directed than accept
responsibility, which we avoid
MOTIVATION
We are motivated mainly by money and fears
about their job security.

CREATIVITY
Most of us have little creativity - except when it
comes to getting around rules.

Think about your own leadership behaviour. What would the people you lead say?

Are you more Theory X or Theory Y?

Leadership Models
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LEADERSHIP IS THE CAPACITY TO TRANSLATE VISION INTO ABOUT
REALITY — WARREN BENNIS CONTACT
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leadership styles may affect organisational effectiveness or performance. |
personally agree that transformational leadership is the best approach to manage
work of subordinates. Figure 1 shows the four basic components that underlie

transformational leadership.

Transformational Leadership

Idealized Purpose Driven. Role Model.
Influence “Walk the talk”

Inspirational

Motivation Inspiring. Inspire followers

Individualized People Driven. Genuine concern
Consideration for needs of followers

Innovating. Challenges followers
to be innovative and creative

Figure 1: Four basic components in transformational leadership (Bass 1985)

Benefits of Transformational Leadership

Transformational leadership encourages broadening and elevating the ideas of
subordinates for the sake of the organisation or team besides concerning
individualised consideration for subordinates (Bass 1985). This will heightened
capacity and commitment of subordinates to produce greater productivity to the
group thus enhance business competitiveness (Barbuto 2005).
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Understanding Action-Centred
Leadership: A Practical Model for
Modern Leaders

Strong leadership fuels the success of every organisation. Yet
many managers, especially in small to medium-sized
businesses, grapple with finding a model that combines
simplicity with practical impact. John Adair’s Action-Centred
Leadership model offers exactly that—a clear and flexible
framework that translates seamlessly into everyday leadership.

Developed by renowned British leadership thinker John Adair,
this model remains relevant decades later because it addresses
three universal leadership priorities: achieving the task,
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but if there is zero clarity on our strategic goals, we will
never achieve greatness. Or we can have crystal-clear

goals, but without a competent team with the right skills for the task, we will strive for mediocrity.

Put It in a Box
The Real Startup Book, 2nd Edition

The how-to guide for finding product/market fit in the age of AL

Read the updated edition free

As Barry mentioned in the workshop, whenever confronted with two dimensions, it's a consultant’s obligation to
put it in a 2x2 matrix. p. 186, figure 7.1, Unlearn: Let Go of Past A

Success to Achieve Extraordinary Results[/caption] Barry advises

competence &
capability

leaders to push towards the top right box by relinquishing coaching
command and control, but I need some more information to be

able to get there. So with Barry’s permission, I'm going to hack

Clarity

his 2x2. For frameworks like this, I want something diagnostic

and prescriptive. I'd like to know at a glance:
command &
control

confusion

What are the symptoms of having a teammate in a certain

quadrant? >
. Competence
What are my current behaviors? i

How are those current behaviors impacting both myself and

my team?

How can I improve my own behavior to produce better team results?
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Self-Reliant Achiever:
High Competence
High Commitment

INTERPERSONAL STRUCTURAL

CONFLICT RE-ORG Capable but Cautious Performer:

High Competence
Variable Commitment

Disillusioned Learner:
Some Competence
Low Commitment

INNOVATIVE CHANGE MAIJOR CRISIS

Supportive Behavior

Enthusiastic Beginner:
Low Competence
High Commitment

@ @ Developmental Levels
Directive Behavior

| “In the past, a leader was a boss. Today’s leaders can no longer lead solely based on positional power.”
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In 1959, social psychologists John French and Bertram Raven proposed a model that's still relevant today. They identified





